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EXECUTIVE SUMMARY

This Review of Yukon Fire Marshal’s Office fire suppression and rescue resources distribution was
completed by Response Specialties under contract to Yukon Government - Department of Community
Services. Response Specialties has prepared this independent report, which includes a detailed
environmental scan, broad engagement, a comprehensive review, and clear recommendations, for the
Yukon Government (YG) to ensure that the Yukon Fire Service (YFS) is sustainable and effective into the
future. The review and report meet the expectations outlined in the Ministers’ Mandate Letter dated July
5,2021.

All stakeholders who were engaged demonstrated cooperation, transparency, and integrity during the
review process. Overall, our findings indicate that the YFS generally provides good service to the Yukon
despite challenges in volunteer membership and administrative oversight that have existed for many
years. The Yukon Fire Marshal’s Office (FMO) recognizes the strengths and opportunities for
improvement within each volunteer fire department (VFD), and it must build upon community
relationships into the future. The YG similarly recognizes the strengths and challenges within the FMO
in managing the YFS, and greater Yukon fire & life safety programming. A strong connection is readily
apparent between the FMO, most VFDs and their Fire Chiefs.

Special thanks must go to:

e James Paterson, Yukon Fire Marshal, who demonstrated superior professionalism and an
unwavering commitment to the project.

o The staff of the Fire Marshal’s Office who were a beacon of honesty. Each provided insight to
inform the project and empower it to make a difference for the YFS.

o The Fire Chiefs and firefighters from each community who provided frank and detailed
understanding. Their dedication and enthusiasm are the backbone of fire protection in Yukon.

o The engaged and passionate citizens of Yukon who pushed us to listen to their concerns on the
need to feel safe and be protected from fire, and to seek innovative solutions.

e The First Nation representatives who provided their knowledge and unique vision.

o The many representatives of YG that we spoke with whose thoughtful guidance and experience
brought forth information that would otherwise likely not have become known in a manner
that promotes growth, cooperation, and support of all stakeholders involved.

While the situation in Keno may have been a catalyst for this review, the findings indicate that the issues
in Keno are not unique to that community, nor are the solutions. This report identifies 104 total
recommendations, of which 87 are General Recommendations identified within the Findings and
Analysis section of the report, and an additional 17 Strategic Recommendations, covering major
organizational or regulatory issues, which are discussed individually. All recommendations are
constructed with the assumption that they be implemented over the next one to five years.

The YG needs to embrace innovative solutions to the situation in Keno, as well as other communities
like it that cannot support a volunteer fire department. Primary findings of the review reveal that the
YG should enhance governance, legislative compliance, and fiscal management in the FMO and YFS
generally. Change is recommended to both the legislation, as well as staffing and organization of the
FMO and the YFS. The FMO team itself needs to grow and come together in order to meet the elevated
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expectations and workloads of the organization. The recommendations put forth in this report address
all of the above issues and will help to evolve the YFS strategically, as well as reduce liability and risk
exposure. The review identifies numerous examples of “low hanging fruit,” as well as workable solutions
for specific situations using innovation like Fire Protection in a Box (FPIB).

The YFS is a unique fire service in Canada, with the FMO having significant administrative and
operational involvement at the community level. Currently, the Fire Marshal/Fire Commissioner Office
in all other provinces and territories practices a full prevention-based model with little to no operational
role. A transition in Yukon to eliminate the operational involvement of the Yukon FMO from local fire
protection delivery would undoubtedly result in the dissolution of fire protection in many communities;
something that would likely result in significant political action at the local level. To maintain the current
standards for service in the Yukon, the YG, the FMO, and the YFS must evolve and transition to a more
sustainable and manageable organizational model. As the FMO has never undergone a similar form of
review, it can be expected that there will be challenges with acceptance and implementation of the
report recommendations. Strong, directed leadership will be essential to success of the changes
recommended.

The principal action items for YG, as identified within the recommendations of the report are:

1. Review of, and modification to, the organization and mandate of the FMO itself.
Re-visioning of the reporting and governance model applied to VFDs within the YFS.
Enhancement or change to the relationship between the FMO and municipal fire services.
Innovative changes in fire protection methods, including for First Nation communities.
Enhancement to FMO asset management, fiscal management and risk management practices.
Amendments to multiple Yukon legislative documents directed at firefighter training, service
delivery, and fire safety.
7. Improvements to recruitment, safety, and training of firefighters.

o Ul s D

The benefits of implementing the recommendations put forward include, but are not limited to:

e Greater compliance with Yukon legislation resulting in reduced risk exposure and safer
workplace practices.

¢ Enhanced FMO organization, its reporting structure, and its relationships with VFDs, leading to
long-term increased operational efficiency and effectiveness.

e Improved relationships and opportunities for partnerships between the FMO and municipal fire
services.

e Opportunity for innovation and growth for First Nation participation in fire services.

e Improved internal FMO practices, teamwork, and competencies.

e Sound YFS financial and risk management planning grounded in established YG practice.

e Opportunity for northern initiative to thrive and innovation to be implemented.

e Rationalized and realistic response capabilities and training standards established.

o Realistic fire protection options for Keno, and every other size and type of community.

Response Specialties is proud to have been selected to lead the review, and to present this
comprehensive report and recommendations to guide the YFS forward through the next 10-15 years.
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INTRODUCTION

Response Specialties is honoured to have been selected to lead the “Review of Yukon Fire Marshal’s
Office fire suppression and rescue resources distribution” project, and to present this comprehensive
report with recommendations to guide the Yukon Government (YG) forward.

This Fire Service Review of the Yukon Fire Service (YFS) was completed by Response Specialties
under contract to the Yukon Government - Department Community Services (CS). The primary
purpose of the project was to complete a comprehensive review of the Fire Marshal’s Office (FMO)
and the volunteer fire departments (VFDs) under its jurisdiction. The four principal components to
the project included: an Environmental Scan, an Engagement Process, a comprehensive review and
analysis, and recommendations for options to move forward.

BACKGROUND AND CONTEXT

The FMO is a branch within the Protective Services Division of the Department of Community
Services in YG. The FMO has a three-pronged role in terms of territorial fire services: first, in a
governance and oversight capacity, as the entity responsible for the delivery of fire protection and
emergency response services to residents; second, in an administrative role to provide support as
needed and requested by VFDs; and third, as the enforcement agency responsible for compliance
with fire safety related legislation. This multi-role mandate presents several challenges to the FMO. It
must balance the need for oversight and legislative compliance, while recognizing and enabling the
VFD needs for an appropriate level of autonomy and independence. Further, it must support the Fire
Chiefs responsible for the day-to-day operations of VFDs and retain the essential cultural elements
which characterize the volunteer fire service. To ensure the continued success of a volunteer-based
service delivery model, the FMO must strike a balance in both establishing management control
while simultaneously enabling an appropriate level of local autonomy.

The Fire Marshal performs in the role of Authority Having Jurisdiction (AH]J)! for the YFS.
There are 16 unincorporated communities that form part of the historic YFS. The following list
identifies the current operational status of each, and those which received consultant site
visits during the review.

Closed firehalls/departments

e Keno - site visit

e Mendenhall - site visit

e 0ld Crow - no contact obtained
o Pelly Crossing - site visit

e Ross River - no contact obtained

Minimally functional (3 or fewer members)
e Beaver Creek - Zoom interview

e Burwash Landing - phone interview

e (arcross - site visit

Upper Liard - Zoom interview

1 Authority Having Jurisdiction identifies the organization that has legislated responsibility for a designated area

Response Specialties — 2021 9



Yukon FMO and Fire Service Review - 2021

Functional
o Golden Horn - site visit
o Hootalinqua - site visit
e [bex Valley - site visit
e Klondike Valley - site visit
e Marsh Lake - site visit
e Mount Lorne - site visit
e Tagish - site visit

Additionally, each of the eight Yukon municipalities were invited to participate and provide
input. Many were interviewed - and two were visited - to provide important and insightful
information to the review.

e Whitehorse - Zoom interview

e Teslin - Zoom interview

e Watson Lake - telephone interview

e Dawson City - telephone interview

e (Carmacks - site visit

e Faro - no contact obtained

e Mayo - site visit

e Haines Junction - Zoom interview

Historically, all 16 individual unincorporated community VFDs existed on some level of functionality.
Five (Keno, Mendenhall, Ross River, Pelly Crossing and Old Crow) have not been functional for many
years. Four more have very minimal function with only one to three members active (Burwash
Landing, Beaver Creek, Upper Liard and Carcross). Pelly Crossing is currently attempting to re-start
services and are researching opportunities of either rejoining the FMO service or starting a self-
governing First Nation? fire service on their own. The remaining seven VFDs from the original 16 are
the only ones operating where services could be expected to be provided at an adequate level of
competence.

The YFS has undergone notable change and turmoil within the past 15 years, primarily due to the
increased requirement for regulatory compliance and a sharp decrease in local volunteerism. The
FMO finds it difficult to govern and manage the entire YFS within its legislated mandate under the
current small staff size. FMO staffing small in comparison to other Canadian jurisdictions3 when
consideration is given to the enhanced responsibility for operations, resources and administration.
Each of the community VFDs run semi-autonomously; some much more than others. The FMO does
rely heavily on local “champions,” usually Fire Chiefs, to keep the VFDs functional but the
individualism exhibited by some place’s additional pressures on the FMO staff and the territory-wide
service model.

2 First Nations in Canada may organize and manage internal fire protection organizations under their own
authority similar to any other jurisdiction
3 See Question 7 of Appendix 8
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This fire service review is timely for numerous reasons:

e Demands on the YFS are increasing with population of both seasonal/recreational and
permanent residents, especially retirees, who move from larger southern Canadian cities.

o There is an exceptionally large fire service coverage area resulting in excessive response times
from relatively few organized VFDs. Training and operational capabilities are generally lower in
Yukon compared to the southern provinces. The number and capabilities of potential and
current volunteers does not support enhanced expectations.

o Expectations of service delivery levels are inconsistent with local or territorial capability. Many
residents who were engaged expect emergency services at, or near, the same level as much
larger communities in other jurisdictions, often where they lived before moving to Yukon. This is
a major challenge for the FMO and YG.

e Legislation is dated and/or inappropriate for the current fire service and needs to be amended
to address emerging responsibilities and liabilities.

e The FMO acknowledges struggling to maintain their mandate of administrative and operational
oversight. They have repeatedly expressed frustration with the challenges they face to simply
“operate properly.”

e There are growing needs for fire service compliance with Occupational Health & Safety (OH&S),
Yukon Government regulatory requirements, and other agencies.

e YG is identifying increasing concern regarding their level of liability in relation to VFD
operations under the current system.

o Fire services and related resources are expensive, and therefore require integrated strategic
planning to manage costs and maintain compliance with regulatory requirements.

e Local operation of small community fire services using volunteers is particularly challenging in
terms of time, expectations, and expertise.

o There is a developing deep-seated public reluctance toward increased regulation, and with fire
services specifically. This is exacerbated by an elevated level of entitlement present with regard
to citizen expectations for service levels across Yukon.

e The FMO and YG are frequently accused of imposing excessive regulation and demonstrating a
continuing lack of appreciation for local volunteers.

Why is a Fire Department valuable?
Firefighters play a special role in most communities; especially so in small ones. Firehalls
themselves are often a community gathering place. Membership as a firefighter is frequently seen
as one of the highest levels of community volunteerism and firefighters are generally regarded with
much respect and admiration. However, these plaudits often do not adequately reflect the value of a
fire service to the community, especially a small one with volunteer firefighters (see Appendix 5). A
few unique aspects of the volunteer fire service are:

e Fire and related services demand specialized training, equipment, and planning.

o [fasmall fire is not managed promptly and effectively, it can quickly spread.

e Having physically capable, qualified, and trained firefighters, as well as the equipment and
apparatus they need, can reduce property loss, and prevent human suffering.
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e Avolunteer firefighter typically devotes considerable time, and endures hardship on their
personal life, in their preparing to act and serve in the community. They take personal risk while
asking for little in return.

e Over time, firefighters, through their service, their example, and fire safety education messaging,
make the community and its residents safer.

Why is a Fire Service Review important?
Rural VFDs and volunteer firefighters should be commended for the time they provide to the
community. They receive minimal, if any, compensation and often operate on strength of
community spirit alone. It is relatively recent that the efficiency and effectiveness of
volunteer fire services are being examined by governments. However, the unfortunate truth
is that some citizens, fire services, and their leaders, have developed entitlement attitudes
beyond what the community or government can, or is willing to, support.

Authorities Having Jurisdiction (AHJ) have many responsibilities and legislative
requirements to meet, and often these can be at odds with the desires and capabilities of
local VFDs and community volunteers. It is important to frequently “check-in” and review
the relationship between an AHJ and its VFD regardless of service delivery model.
Firefighters are the single most important asset of a fire service and their organization and
management must continually place that recognition at the forefront while simultaneously
balancing the critical safety and health obligations.

A fire service review is a comprehensive document detailing the strengths, challenges, vision,
strategies, recommendations, and associated action plans for a jurisdiction or fire department. It
generates approaches for rationalizing changes or evolution to budget, administration, governance,
operations, and resources.

A fire service review begins with assessment of governance including authority, legislation,
autonomy, records management, operational capabilities, regulatory compliance, as well as
occupational health and safety. Analysis should be undertaken utilizing interviews, document
review, objective assessment of performance and function, and appropriate comparison with other
similar jurisdictions.

To ensure compliance with required legislation, and to close any performance gaps, a review must
prepare a comprehensive set of recommendations directed at both the fire department as well as
the governing jurisdiction involved.

Fiscal management and budget allocations need to appropriately reflect the necessary governance,
operational needs, and the corporate/legislative compliance requirements expected. Political, fire
service, and community expectations may all differ, so the objective rationalization of budget and
resources through business case development is critical.
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What is a volunteer fire department?
A fire department is defined in multiple reference documents as:

fire department (noun) - fire departments (plural noun)
1. the department of a local or municipal authority in charge of preventing and fighting fires.
Oxford Dictionary - online

fire department
1: an organization for preventing or extinguishing fires especially: a government division (as in a
municipality) having these duties. Merriam-Webster Dictionary - online

Fire Department means a municipal fire department, public safety department, or public or
private organization, such as a fire association, fire district, fire company or fire corporation,
organized or created for the purpose of extinguishing fires and preventing fire hazards.
Lawinsider.com

NFPA 17204, Part 3.3.16 Fire Department. An organization providing rescue, fire suppression,
emergency medical services and related activities to the public. NFPA 1720 Standard for the
Organization and Deployment ... to the Public by Volunteer Fire Departments

A volunteer fire department is defined as:
NFPA 1720, Part 3.3.15.2 Volunteer Fire Department. A fire department having volunteer
emergency service personnel comprising 85 percent or greater of its department membership.

By definition, every unincorporated community and municipal “fire service” in Yukon, with the
exception of the City of Whitehorse, is a volunteer fire department regardless of the level of service,
number of members, or resources present. Further, it is well stated that prevention activities must be
a primary function of every fire department.

Why do these definitions matter and what is the relevance to this review? As in many cases where a
review has been undertaken of small fire services, there is conflict present over the definition of a fire
department, what is required to be one, and how it shall be operated locally. This review will address
these questions and will focus on what we, as industry professionals, believe to be an appropriate
and viable expectation in Yukon.

There is a lot to be proud of with the YFS volunteer fire departments

Volunteer fire services throughout the world are unique organizations that have existed for over a
century with minor change. The basic premise of providing fire protection and other emergency
services to a local community utilizing a low cost and generally effective organization is laudable.
However, creation and continued operation of volunteer fire services comes with many challenges
(Figure A) that stress the ability of the department to remain functional.

It is quite remarkable that the numerous VFDs within the Yukon, both in municipal and
unincorporated areas, have been able to provide the services they do given the population limitations

4 NFPA 1720 Standard for the Organization and Deployment of Fire Suppression Operations, Emergency Medical
Operations, and Special Operations to the Public by Volunteer Fire Departments, National Fire Protection
Association, USA
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many have. Every firefighter, past and present, is to be commended for their dedication, ingenuity,
and perseverance. The fact they strive toward providing the best service possible to their community
is a testament to their selflessness. The firefighters clearly take pride in the services they provide and
the work they perform. Despite limitations, volunteer firefighters continue to treat the organization
with respect and their customers with dignity.

Figure A. Organizational Challenges to volunteer fire services

REVIEW PROCESS

Both the environmental scan and engagement process included personal interviews and on-line
surveys. The Environmental Scan included research into practices within Yukon, as well as fire
services outside Yukon (across Canada and international). The Engagement Process was completed
through a series of interviews with Yukon Government staff, community representatives, fire service
representatives, allied agencies, regulators, and numerous other stakeholders. In total almost 100
individuals were interviewed. The review encompassed a detailed analysis of documentation,
business operations and administration, and governance processes. Through these three methods of
review, identification of opportunities and principal challenges are identified, and potential solutions
and recommendations have been generated.
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ENVIRONMENTAL SCAN

The Yukon is unique in all of Canada with FMO involvement at the operations level for local VFDs.
Nowhere else in Canada does a Fire Marshal or Fire Commissioner provide the operational
leadership and support that local communities receive in Yukons. The leadership of Yukon
Government (YG), both past and present, must recognize that they are fortunate to have many
dedicated and ambitious leaders and organizations involved in delivery of fire protection services.
The VFDs are engaged and want to represent their respective communities and the Yukon. Each
person interviewed provided prompt, thoughtful, and candid answers to every question posed, even
if it presented challenges to their position or ideals. Everyone recognized that their needs may be
motivated locally and that there may be conflict with meeting current regulatory expectations. All
expressed a willingness to work hard to achieve realistic and effective goals. Each respondent’s
highest priority was service delivery to their community; w