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PREFACE 
The following report serves as a guide for the participating partners of the County of Minburn, 
Town of Vegreville, Village of Innisfree and Village of Manville for a Regional Fire Service 
Feasibility Study.  The primary motivation for developing this document is to assist the partners 
in determining a long-term strategy based on a collaborative model to enhance efficiencies and 
operational effectiveness.  In creating this document, we analyzed a number of factors including  
current administrative and operational systems, and various governance models to provide the 
partners with the data and information necessary to make an informed decision regarding the 
future level of partnership and preferred governance model. 
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to explore the long-term planning and governance benefits of collaboration.  This project was 
completed by incorporating input from the participating communities and their representatives. 

COPYRIGHT 
The contents of this document are protected by copyright and are the intellectual property of 
the communities of the County of Minburn, Town of Vegreville, Village of Innisfree, Village of 
Mannville and Behr Integrated Solutions Inc.  The copying, distribution or use of this document, 
in whole or in part, without written consent by any party other than previously noted, is strictly 
prohibited.   
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ACRONYMS 
ACP Alberta College of Paramedics 

AFRRCS Alberta First Responders Radio Communications System 

AHJ Authority Having Jurisdiction 

AHS Alberta Health Services 

BESC Beaver Emergency Services Commission (BESC) 

BLS Basic Life Support 

CAD Computer Aid Dispatch 

CN Canadian National Railway 

CPR Cardiopulmonary Resuscitation 

CVR County of Vermilion River 

DG Dangerous Goods 

EMR Emergency Medical Responder 

EMS Emergency Medical Services 

EOC Emergency Operations Center 

ERF Effective Response Force 

FRESC Foothills Regional Emergency Services Commission 

GoA Government of Alberta 

MFR Medical First Responder 

MVC Motor Vehicle Collision 

MVI Motor Vehicle Incident 

NFPA National Fire Protection Association 

PCP Primary Care Paramedic 

PTO Power Take Off 

QMP Quality Management Plan 

RCMP Royal Canadian Mounted Police 

REMG Regional Emergency Management Group 

SOC Standards of Cover 

SOG Standard Operating Guidelines 

SOP Standard Operating Procedures 
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The primary focus of this document is to identify any opportunities that achieve a more 
collaborative, streamlined, effective, efficient, and fiscally responsible regional fire service model 
for the County of Minburn and its partner municipalities of the Town of Vegreville, Village of 
Innisfree and Village of Mannville.  Although there appears to be an excellent working 
relationship at the operational level between four participating partners, a need was identified 
to formally collaborate and enhance the overall emergency response service delivery throughout 
the County of Minburn and Partner Municipalities.  
The preparation of this document involved a Steering Committee consisting of members from 
the four participating municipalities within the County of Minburn.  The Committee was 
responsible for providing emergency services related data, input, information, issues, and 
comments. 
This report serves to provide the Steering Committee with the information necessary to help 
them select a preferred approach.   
This report provides: 

• Community Risk Overview 
• Fire Services Overview,  
• Governance and Feasibility Analysis, and 
• Key Considerations and Governance Challenges 

The total land area covers approximately 2930 km2 and contains a total urban and rural 
population of 9,917 (Statistics Canada, 2016). The County is located within the central parkland 
region of Alberta, primarily existing as cultivated cropland with some areas of mixed woodland.  
The entire area has a diverse economy including mixed agriculture, agricultural research and 
manufacturing, railway, tourism, recreation and oil and gas activities. 

The following risk factors are identified as having the potential to challenge fire department 
response capacity or capability: 

• Multiple transportation corridors 
• First medical response 
• Stationary dangerous goods 
• Wildland urban interface  
• Structure fire/vulnerable occupants  
• Limitations of the paid-on-call staffing model 

These factors will need to be given due consideration in the development of fire services’ 
response policy and service delivery standards. 

Page 50



 

 Regional Fire Service Feasibility Study 
 

 

 
Final Report 
November 11, 2020  

Page ii 

 

An analysis was conducted to provide the Steering Committee and key stakeholders with the 
necessary information to make decisions regarding the viability of a regionalized governance 
structure for the County and municipal partners’ fire services into a single unified fire service.  
This includes an overview of the benefits, challenges, the appropriate governance, and 
management structure.  

The overarching consideration is to determine if a regional configuration will lead to improved 
efficiencies and/or effectiveness in the delivery of fire and emergency services for the County 
and municipal partners.  There is no ideal or ‘one size fits all’ governance model, only one which 
makes the most sense given the activities and the circumstances under which it must be carried 
out: governance must be aligned with context. 

It is important to note that the County of Minburn and partner municipalities have already 
developed an informal type of regionalization.  The County`s formal fee-for-service agreements 
with the Villages and Town, and the Fire Chief`s leadership has created a good level of 
cooperation, primarily at the operational level.  During the stakeholder consultation and 
workshop, there were several positive comments about the interoperability of the various fire 
departments and their relationships within the County. 

Depending on the number of factors (including types of service, cost, and level of formality and 
control) the optimal governance model will vary.  At the onset of a regionalization effort, time 
must be taken to discuss governance with stakeholders and work towards defining the preferred 
governance approach.  This will ensure success at the onset of the initiative and support the 
sustainability of the program. 

Although many forms of regionalization or collaboration could be considered, feedback during 
the consultative phase indicated an interest in a regional fire service.  However, a greater 
understanding of what the regional structure would look like was required.  The stakeholders 
believe that most of the public would support a regional fire department.  Key factors identified 
were no increase in costs or degradation of service, and the need to retain local autonomy and 
identity.   
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For these reasons, Behr has identified the following four models of governance for a regional fire 
service to be considered by the steering committee: 

• Option A: Independent Fire Departments 
o Town and Villages fee for service agreements with the County (status-quo) 

• Option B: One Formal Regional Agreement 
o Inter-municipal agreement with either the County or the Town as managing 

partner 
• Option C: Partial Regionalization   

o Two inter-municipal agreements with Villages integrated into County of Minburn 
Regional Fire Department and a revised fee for service agreement with the Town 
of Vegreville 

• Option D: Regional Commission 
o Provincially approved inter-municipal bylaw that establishes a regional fire service 

commission 

Each of the options varies in terms of complexity, implementation, cost to adopt, scale of benefits 
and associated drivers.  It is also hoped that these base examples would simplify the discussions 
and aid in defining the preferred governance approach. 
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Table 14: Governance Framework 

Option Option A 
Independent Fire Departments: Fee 

for Service with the County 

Option B 
One Formal Regional Agreement 

Option C 
Partial Regionalization 

Option D 
Regional Commission 

Structure - Current status quo 
- Some informal 

agreements/practices 
- Separate Fire Departments 
- Separate financial and 

administrative processes 

One comprehensive agreement 
with Town or County identified as 
managing partner.   

- County is managing partner for 
Village Fire Departments as a 
Regional Service 

- Revised defined service 
agreement with the County 

- Regional Protective Services 
Commission 

- Equitable Representation with 
County weighted as oversight 

Implementation Easiest Complex Moderate Challenging 

Cost to adopt Low Moderate Moderate Highest 

Benefits - Coordination at operational 
level 

- Functioning resource coverage 
into County areas 

- Improved resource coverage 
- Defined scope of services 
- Defined cost sharing model 
- Structured dispute resolution 

mechanisms 
- Moderate realization of 

economies of scale and scope 

- Improved resource coverage 
- Cross functional strategic 

direction and alignment 
- Defined scope of services 
- Defined cost sharing model 
- Structured dispute resolution 

mechanisms 
- Realization of economies of 

scale and scope 

- Distinct legal status 
- Natural person powers 
- Improved resource coverage 
- Cross functional strategic 

direction and alignment 
- Defined scope of services 
- Defined cost sharing model 
- Structured dispute resolution 

mechanisms 
- Realization of economies of 

scale and scope 

Challenges - Lack of efficient/effective 
coordination,  

- duplication, ambiguous costing 
structures 

- No service definition, control, 
costs  

- Political interference 
- Administrative challenges 

- Decrease of local 
authority/control 

- Perception of loss of autonomy 
and identity 

- Determination of managing 
partner 

- Negotiating defined service 
levels within the agreement 

- Administrative and Political 
support 

- Decrease of local 
authority/control for Villages 

- Perception of loss of autonomy 
and identity 

- Resistance between Town and 
County on fee for service 
structure and defined 
agreement 

- Decrease of local 
authority/control 

- Perception of loss of autonomy 
and identity 

- Resistance with Regional 
Commission’s authority 
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There are many challenges associated with designing, implementing, and sustaining regional 
models.  Some of the common challenges of delivering shared services and regional models are: 

• Lack of support from leaders: Without leadership buy-in, both at the political and 
administrative levels, regionalization efforts are not likely to succeed.  If leadership does 
not support the initiative, it will be difficult to secure the necessary resources and 
commitment required to make and sustain meaningful change.  Lack of support from 
leadership has limited the extent to which regional models have been successfully 
implemented with other municipalities examined during this study. 

• Loss of control, perceived loss of control, and changing roles: Regionalization, by 
definition, will result in stakeholders losing some facet of control over their operations.  
Individual departments and managers often believe that they are uniquely positioned to 
deliver effective critical services to their constituents.  Management and front-line staff 
often perceive that regionalization will result in a reduced level of service.  As previously 
indicated during our interviews with stakeholders, the loss of control or perceived loss of 
control was identified as a potential roadblock to regionalization. 

• Poor accountability: Accountability is a major concern among impacted stakeholders, 
especially with respect to critical services that deal with life-safety issues.  Any governance 
structure, for the services under consideration, needs to clearly delineate the roles and 
responsibilities of all key stakeholders in the regional model.  

• Extended timeframe for benefits realization: The benefits associated with 
regionalization take time to accrue.  Research and experience have demonstrated that 
full benefit realization often takes three to four years to achieve on average.  To ensure 
that the risks associated with critical service delivery are mitigated during the 
implementation, strong contingency plans need to be developed.  The timeframes 
associated with the realization of benefits should be communicated to stakeholders at 
the onset of the initiative.  
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The following observations and recommendations have been identified in our analysis and are 
presented throughout the report.  These are arranged in two categories; one regional 
collaboration, and the other daily operations that affect regional operations.  Each one appears 
in sequence as presented in the report and will have a corresponding page reference on where 
they can be found. 

Category 1: Regional Collaboration Observations and Recommendations 

Observation #1: In our opinion, the Provincial rates are not applicable from the perspective that 
the County provides an annual stand ready fee and owns, or cost shares most of the emergency 
response fleet. 

Reference: Section 3.2.3 Financial Structure Cost Recovery, Page 16 

Recommendation #1: Negotiate a more equitable fee schedule 

It is recommended that a more equitable fee schedule needs to be negotiated as part of the 
revisions to the agreement in 2021.  The revised fee schedule should be more indicative of the 
actual costs for Vegreville fire services and the contributions made by the County. 

In the event that the Town of Vegreville is not amenable to negotiating a new agreement with 
a fee schedule that is more representative of actual costs for providing the services to the 
County, the County of Minburn could establish a stand-alone County Fire Service.  In our 
opinion this is a “no-win” situation for the citizens of the Town and County.   Following the 
initial capital expense of more than $4,000,000 to construct and equip a fire station, the 
County could conceivably operate the service for the same amount they are paying the Town 
currently (average $177K per-year).  Conversely the Town’s Fire Service budget would be 
reduced by this same amount.   

The County could be significantly challenged to maintain an effective POC staff roster from 
the County’s population that reside near the new fire station and competing with the Town 
for members.   Furthermore, the Town’s response capabilities would need to be reduced due 
to the loss of funding from the County or the fire service taxation rate would need to be 
increased.  Finally, this represents a duplication of services that will ultimately be more costly 
for the County and the Town.  These separate fire services would be compelled to work 
together through a mutual or automatic aid agreement for large emergencies or during POC 
staffing shortfalls.  

In our opinion, there is significant incentive for the County and Town to work together and 
come to agreement that balances the interests of both municipalities and provides an 
interdependent cost efficient and effective fire service. 
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Observation #2: There appears to be good bulk purchasing coordination with the departments 
of Mannville and Innisfree however there is no coordination with the Town of Vegreville for 
purchasing of equipment. 

Reference: Section 3.2.3 Financial Structure Cost Recovery, Page 16 

Recommendation #2: Establish bulk purchasing arrangement with Town of Vegreville 

It is recommended that the County Fire Chief establishes bulk purchasing arrangement with 
the Town of Vegreville to take advantage of the economies of scale with common equipment 
purchases. 

Observation #3: The recruitment of new POC firefighters is difficult and labour intensive for any 
volunteer department.  There is no indication that the recruitment drives are coordinated 
between the three fire departments within the County of Minburn.  Considering that the pool of 
potential new firefighters would come from the immediate area of each fire station, a 
coordinated approach to recruiting would reduce duplication of efforts by each fire service. 

Reference: Section 3.2.3 Financial Structure Cost Recovery, Page 16 

Recommendation #3: Centralized or joint recruitment 

It is recommended that the three municipalities conduct centralized or joint recruitment 
processes to reduce a duplication by each fire service. 

Observation #4: There have been limited opportunities for each of the fire departments’ 
members to train together, whether it is fire suppression related or other emergency work such 
as motor vehicle incidents (MVIs).  It is common that these firefighters are finding themselves 
working side-by-side in emergency situations, where consistent training and protocols would 
serve to provide enhanced safety and efficiency. 

Reference: Section 3.2.3 Financial Structure Cost Recovery, Page 16 

Recommendation #4: Implement joint training and base level standards 

It is recommended that the County working with the three municipalities develop operational 
protocols and a minimum base level training program as the County of Minburn Fire Service 
Operations Manual.  On a recurring basis, the County would conduct a training weekend event 
that the POCs from each department can conduct inclusive training sessions. 
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Observation #5: The Alberta Safety Codes Fire Discipline QMP (fire inspections, investigations, 
and public education) could be easily integrated and delivered in a regional or centralized service 
model.  

Reference: Section 3.4.6 Fire Inspections, Investigation, Public Education, and Safety Codes Fire 
Discipline QMP, Page 33 

Recommendation #5: Integrate all QMPs into a centralized QMP and safety codes program 

It is recommended that the County and municipal partners work together to develop and 
submit a joint accreditation application and quality management plan in the Fire Discipline to 
deliver the requirements as a regionalized service.  This would also leverage additional 
regional opportunities to upgrade the Group A SCOs’ training to higher levels of certification 
with the Safety Codes Council.  Behr has the qualified resources to assist in this process if 
desired. 

Observation #6: The Town of Vegreville has an extensive inventory of SOPs/SOGs for their fire 
department.  Innisfree has a smaller inventory of SOPs/SOGs, and Mannville has a minimal 
inventory.  Each of these fire departments are in the process of updating and/or developing SOPs 
and SOGs.  It would be both efficient and effective to develop common SOPs and SOGs where 
applicable. 

Reference: Section 3.5 Standard Operating Guidelines and Procedures, Page 34 

Recommendation #6: Develop common operational guidelines 

As previously recommended the County working with the three municipalities develop 
operational protocols and guidelines as the County of Minburn Fire Service Operations 
Manual.  These SOGs/SOPS would be for common or typical responses within the County as 
where two or more fire services jointly respond (mutual aid). 

Observation #7: The County of Minburn uses East Central 911 for their dispatching, and the Town 
of Vegreville uses E911 services from Strathcona County.  The use of two separate dispatch 
centers would appear to facilitate delays, duplication, and other inefficiencies of response to the 
County. 

Reference: Section 3.6 Dispatch Services, Page 35 

Recommendation #7: Centralize fire dispatch services 

Should the County and municipal partners proceed with a regional governance structure the 
integration of the dispatch services is recommended to enhance interoperability and cost 
efficiencies. 
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Observation #8: The County of Minburn municipal partners maintain very basic records of 
activity for their respective services.  These records could be expanded to include additional 
information from each response that is captured by their dispatch service.  The suggested 
benchmarks provide the data to analysis emergency response capabilities.  This is deemed 
essential to ensure a safe and effective level of fire protection is being delivered to all areas within 
the County. 

Reference: Section 4.1.1 Historical Response Data, Page 38 

Recommendation #8: Develop consistent and coordinated benchmark data for emergency 
response services 

It is recommended the County and municipal partners develop a consistent template of 
records management for statistical analysis of demands and performance.  This information 
should be coordinated at a regional level as part of the recommended SOC policy. 

Observation #9: Based upon the consultations with the Steering Committee and key stakeholders 
, a review of the relevant data and current agreements, the benefits and challenges with a 
regionalization initiative and experiences of other communities, it is our opinion that Option C 
and Partial Regionalization is the preferred approach for Minburn County and the partner 
municipalities.  Of all the options identified in this analysis Option C and partial regionalization 
has the greatest potential for success.  

Reference: Section 5.7 Comparative Analysis, Page 67 

Recommendation #9: The County of Minburn and municipal partners initiate a broad 
consultation and communication process with the view to transitioning to a partial 
regionalization governance structure  

It is recommended that the County and municipal partners undertake a comprehensive 
consultation and communication process to confirm if there is sufficient incentive amongst 
the key stakeholders at the operational, administrative and political levels to embark upon 
the implementation of the partial regionalization identified in this analysis.  As previously 
indicated, there is no ideal or ‘one size fits all’ governance model, only that which makes the 
most sense given what activities are involved and the circumstances under which they must 
be carried out: governance must be aligned with context.   

It is further recommended that if the decision is made to implement Option C and Partial 
Regionalization, the County would need to increase the staffing levels for the fire service 
administration and management functions.  A Deputy Chief of Operations and Training along 
with a Financial/Administrative Assistant is suggested. The estimated costs for these positions 
are approximately $100k and $65k, respectively. 

It is important to note that if the agreement renewal negotiations with the Town of Vegreville 
results in a more efficient fee schedule, and the regionalization of the Villages into the County 
occurs, cost savings should be realized so that the positions are cost neutral.  
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Category 2: Fire Department Operations Observations and Recommendations 

Observation #10: The County and municipal partners have not established a standard of cover 
policy that provides a comprehensive series of benchmarks that define an affordable, acceptable, 
and appropriate level of service for all response areas in the County.  This is particularly important 
for the County given their resource contributions to the municipal partners’ fire services.   

Reference: Section 3.2.2 Standard of Cover, Page 15 

Recommendation #10: Undertake a comprehensive risk analysis of all response areas and 
develop a standard of cover to effectively manage risks 

The SOC is used to establish performance benchmarks for existing levels of service, providing 
opportunities for continuous improvement at the same time.  This would also provide a well-
articulated description of services to be provided to the various response areas with the full 
understanding and endorsement of elected officials.   

The benefits of completing a SOC will ensure that the County, Town and Villages have a clear 
understanding of the scope of overall risk for the community while enabling them to identify 
the resources and response capabilities necessary to adequately address those risks.  The SOC 
will further ensure that all fire services have a safe and effective response force for all 
emergencies including fire suppression, emergency medical services and specialized response 
situations.  The SOC can be included as part the formal agreements between the County, 
Town, and Villages. 

Observation #11: The County and municipal partners have not collected response data to include 
the effective response force (ERF) staffing levels.  Further, the core services provided by the fire 
services has not included a critical task to ensure that any emergency response activities are 
safely conducted.  

Reference: Section 4.1.2.1 Critical Task Analysis, Page 42 

Recommendation #11: Complete an ERF analysis and establish response criteria based upon 
a critical task analysis 

It is recommended that the County and municipal partners work together and develop the 
previously recommend SOC and include ERF protocols based upon a critical task analysis. 
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Observation #12: There are several agreements that are over 10 years old since enactment.  It is 
also understood that the Town of Vegreville Fire and Emergency Services Agreement expires on 
December 31, 2021. 

Reference: Section 5.5.1 Option A: Independent Fire Departments (Status quo), Page 57 

Recommendation #12: Conduct a complete review of all agreements that are over five years 
old 

It is recommended that the County of Minburn complete are review of all agreements that are 
five years and older since enactment.  While this cyclical review and updating of agreements 
is not a legislated requirement it is a standard practice amongst municipalities.   
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This review was completed to assist the County of Minburn and the municipal partners of  the 
Town of Vegreville, Village of Innisfree and Village of Mannville in evaluating their current fire 
services  and establishing a long-term strategy to provide efficient and effective fire, rescue and 
emergency services for their community.  

Behr analyzed several factors to determine the effectiveness and efficiency of the fire services 
within the County.  We evaluated the operational and administrative aspects of each 
department, as well as the respective community’s profile, risk factors, core services and 
programs, training, recruitment, and retention of paid-on-call (volunteer staff), facilities and 
major equipment.  Additionally, we evaluated the agreements and relationships with the County 
and municipal partners.   The emergency response data from the Town and Villages fire services 
was assessed with a focus on the current capabilities and alignment with the existing risk factors 
and levels of demand.   Fire Chief Fundytus has provided exceptional leadership and enhanced 
interoperability at the operational level. 

There are several observations and recommendations in this review that need to be considered 
by all four municipalities to improve operational effectiveness and efficiencies.  Key among the 
12 proposed recommendations is the establishment of a standards of cover policy, an enhanced 
fee schedule for the County agreements, bulk purchasing procedures, centralized recruitment of 
POCs, joint training and base level standards, centralized safety codes program, common 
operational guidelines, and centralized dispatch services and response benchmarks 

The key constructs of merging or regionalization were assessed comparatively with the collection 
of the qualitative and quantitative data provided by the County and partner municipalities.  The 
outcome of this was four options to aid the steering committee and key stakeholders with the 
necessary information to make decisions regarding the viability of a regionalized governance 
structure for the County and municipal partners fire services.  The following four options of 
governance for a regional fire service to be considered by the Steering Committee: 

• Option A: Independent Fire Departments 
• Option B: One Formal Regional Agreement 
• Option C: Partial Regionalization   
• Option D: Regional Commission 

Regionalization of shared services amongst municipalities can be very complex endeavors and 
must be carefully consulted, planned, communicated, and implemented to achieve anticipated 
cost avoidance and enhanced service levels.  Based upon the consultations with the Steering 
Committee and key stakeholders , a review of the relevant data and current agreements, the 
benefits and challenges with a regionalization initiative and experiences of other communities, it 
is our opinion that Option C: Partial Regionalization is the preferred approach for the County of 
Minburn and the partner municipalities. Of all the options identified in this analysis, Option C has 
the greatest potential for success.  This is based upon the finding the right framework analysis 
conducted in Section 5.5, pages 56 to 63 in this report. 
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The County of Minburn, the Town of Vegreville and the Villages of Innisfree and Manville have 
chosen to participate in a study to explore the feasibility of a regional fire service.  The purpose 
of this study was to identify opportunities that achieve a more collaborative, streamlined, 
effective, efficient, and fiscally responsible regional fire service model.   

In doing so, our team researched, conducted a workshop and several interviews, and provided 
recommendations and options for a model that we feel would have positive impacts on 
governance, budget, operations, administration, and other pertinent factors.  The outcomes are 
based on in-depth analyses of operations and services provided to the communities using 
applicable legislation, and industry ‘leading practices’ and standards.  

The results of this study will provide a point of reference upon which future decisions and 
priorities can be evaluated and implemented by identifying priorities, risks, challenges and 
opportunities for the improvement of the delivery of emergency services to the communities, 
businesses and public.   

Note: This study conforms to the Province of Alberta’s Modernized Municipal Government Act.  
The results identified in this document do not guarantee commitment to formally regionalize by 
the participating communities. 

 
We completed the following tasks to arrive at our observations and recommendations:   

a) Reviewed existing means of delivery of fire services 
b) Consulted with the participating community partners’ fire services to understand how fire 

services are currently delivered 
c) Evaluated existing efficiencies and identify potential enhancements through a regional 

fire service structure 
d) Consulted each Chief Administrative Officer and Fire Chief to understand administratively 

and operationally what is working and what the challenges are in the current delivery of 
fire and emergency services 

e) Consulted elected officials of each municipality to understand their perspective on fire 
services, so that opportunities, challenges, and alternatives can be identified 

f) Discussed the needs, opportunities, and concerns with a view to identify the 
requirements for streamlined and effective services for residents and safety of emergency 
responders, financial efficiencies, proper infrastructure, and fair compensation for 
emergency responders, etc. 

g) Considered the population and activity within the municipalities and areas of jurisdiction 
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over the next 10 – 20 years, and the potential impact to service delivery and operations 
of the fire departments 

h) Reviewed all areas including staffing, station locations, vehicles, and large apparatus (new 
and replacement cycles), vehicle and apparatus maintenance, other equipment, 
administration, and training 

i) Provided recommendations, approximate financial implications, implementation plans 
and timelines 

 
Our activities covered an assessment of available services, providing long-term and 
sustainable recommendations for emergency response resources in harmony with 
community needs.  Additionally, through stakeholder interviews, site visits, research using 
available data and benchmark information, we analyzed the services currently provided by 
the County of Minburn and the partner municipalities, both legislated and voluntary, as well 
as assessed their overall participation within the generalized provision of public safety in the 
community. 

In our study, we conducted a comprehensive review and gap analysis to address the following 
areas: 

• Service levels and operational staffing models 
• Resource location 
• Implementation strategies and timelines 
• Community risks  
• Current legislation, bylaws, and recognized industry standards  
• Fire apparatus and emergency response equipment condition, capability, and 

replacement criteria 
• Standard operating guidelines, procedures, and policies 
• Response times 
• Mutual aid and fee for service agreements 
• Training 

 
Consultation and formal interviews were conducted with representatives from the County of 
Minburn, Town of Vegreville, Village of Innisfree and Village of Mannville.  We also conducted 
a facilitated workshop with members from each community.  The goal of the workshop was 
to present an overview of the project and its objectives and to gauge the interest from the 
participating communities on the interest of regionalizing.  Further the workshop allowed the 
participants with the opportunity to provide input into “what’s working”, “what’s not 
working”, and any current or perceived challenges to the evolution of the services for the 
partner communities. 
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Table 1: Targeted Interview List 

No. Name Job Title Community 

1 Roger Konieczny Reeve  County of Minburn 

2 Mike Fundytus Director of Protective Services  County of Minburn 

3 Brent Williams  CAO County of Minburn 

4 Jason Warawa Chief Financial Officer County of Minburn 

5 Tim McPhee Mayor Town of Vegreville 

6 Cliff Craig  CAO Town of Vegreville 

7 Phil Rowe Community Services Director Town of Vegreville 

8 Chris Jardine Fire Chief Town of Vegreville 

9 Rex Smith Mayor Village of Mannville 

10 Jody Quickstad   CAO Village of Mannville 

11 Jennifer Hodel  Assistant CAO Village of Mannville 

12 Eldon Kostynuck Fire Chief Village of Innisfree 

13 Dean Gadke Fire Captain Village of Mannville 

 
The following references and standards were considered during the study and developing 
recommendations: 

• Alberta Building Code and Fire Codes 
• Alberta Safety Codes Act 
• Alberta Emergency Health Services Act 
• Alberta Emergency Management Act 
• Alberta Government Emergency Management Regulation 
• Alberta Occupational Health and Safety Act 
• Municipal Government Act and Inter-municipal Collaboration Framework Regulation 
• National Fire Protection Association’s (NFPA) Standards and Guidelines 
• National Building and Fire Codes 
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The County of Minburn and its 
partner communities - the 
Town of Vegreville, Village of 
Mannville and Village of 
Innisfree, along with the 
hamlets of Lavoy, Minburn and 
Ranfurly, are located in east 
central Alberta between 100 to 
180 kms east of Edmonton, 
straddling the Yellowhead 
Trans-Canada Highway (Alberta 
16) and the Veteran’s Memorial 
Highway (Alberta 36).    

The total land area covers 
approximately 2930 km2 and 
according to the 2016 Canadian 
Census, contains a total urban 
and rural population of 9,917 
(Statistics Canada, 2017)1.  The 
County is located within the 
central Parkland region of 
Alberta, primarily existing as 
cultivated cropland with some 
areas of mixed woodland.  The 
County has a few larger lakes 
and is dotted with numerous 
smaller bodies of water.  There 
are no major waterways flowing through the County. 

The entire area has a diverse economy including mixed agriculture, agricultural research and 
manufacturing, railway, tourism, recreation and oil and gas activities.   

 
1 Statistics Canada. 2017. Minburn County No. 27, MD [Census subdivision], Alberta and Alberta 
[Province] (table). Census Profile. 2016 Census. Statistics Canada Catalogue no. 98-316-X2016001. Ottawa. 
Released November 29, 2017. 

Map 1: Regional Fire Service Feasibility Study - Study Area 
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Highway 16 transects the County of Minburn from east to west in a west-northwesterly direction. 
and links all the towns, villages, and hamlets within the area.  Highway 36 runs in a north-south 
direction through the middle of the County just west of Ranfurly. 

Along with a network of Alberta Secondary Highways (running north/south #857, #870, #881 and 
running west/east #619, #626, #631) a developed network of paved, oiled and gravel municipal 
roads provide easy passage throughout the community and generally provides easy access for 
emergency services.  

CN Rail’s Vegreville subdivision also runs through the town, villages and hamlets following the 
same general path as the Yellowhead Highway. 

 
The County of Minburn is strategically located in Alberta with Highway 16 running east and 
west and Highway 36 running north and south.  Given its location, the County is a center for 
road, railway, and regional air transportation services.  There are industrial areas, research 
parks, and prime downtown office space located within the County and its partners, making 
Minburn a prime business development opportunity. 

Of the County’s 694,304 acres, 75% is cultivated land.  Wheat, canola, barley, and oats are 
the major commodities while the cultivation of “newer” crops including pulses and fibres 
continues to grow.  The farming community represents a skilled and hard-working labour 
force with additional expertise in research, assembly line work, welding, and metal 
fabrication.  The County is also a highly productive livestock area with most operations being 
low intensity in nature. 

The County of Minburn’s administrative offices are in Vegreville, the largest urban 
municipality and the regional shopping and service hub within the County.  InnoTech Alberta 
conducts agricultural research in the County and Town on crop production, aquaculture, 
environmental impacts and the enhanced application of crops and byproducts. 

Shallow low-pressure natural gas lies underneath most of the County, and there is a large 
heavy oil field with over 400 wells located in the southeast area.  Oil and gas and pipeline 
development have increased recently but expectation of that trend continuing has seemingly 
been put on hold given current market and national/international political considerations. 

In the 2016 Canada Census, the County of Minburn No. 27 recorded a population of 3,188 
living in 1,184 of its 1,380 total private dwellings, a 5.8% decrease change from its 2011 
population of 3,383.  With a land area of 2,913.02 km2, it had a population density of 1.1/km2 
in 201623.  

 
2 Statistics Canada. 2017. Minburn County No. 27, MD [Census subdivision], Alberta and Alberta 
[Province] (table). Census Profile. 2016 Census. Statistics Canada Catalogue no. 98-316-X2016001. Ottawa. 
Released November 29, 2017. 
3 https://en.wikipedia.org/wiki/County_of_Minburn_No._27 
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Map 3: Village of Mannville5 

 
In general, the commercial and 
agricultural base of Vegreville4 remains 
strong.  Innotech, an agricultural research 
firm, is active in Vegreville and the 
surrounding region.  However, the 
closure of the Federal Immigration 
Processing Centre in 2018 and the 
current reduction of oil & gas activity has 
had a negative impact on the local and 
regional economy. 

In the 2016 Canada Census, the Town of 
Vegreville recorded a population of 5,708 
living in 2,429 of its 2,734 total private dwellings, a 0.2% decrease change from its 2011 
population of 5,717.  With a land area of 14.08 km2, it had a population density of 405.4/km2 
in 2016.  

Vegreville is located approximately 100 kms east of Edmonton city centre along Highway 16.  
The Highway skirts the south side of the town while CN’s secondary main rail line and Highway 
16A pass through the centre of town5. 

 
Manville is located approximately 170 kms east of 
Edmonton city centre along Highway 16, which 
bypasses the village.  Highway 881 and the CN 
secondary main rail line run through the village. 

In the 2016 Canada Census, the village of 
Mannville recorded a population of 828 living in 
341 of its 377 total private dwellings, a 3.1% 
change increase from its 2011 population of 803. 
With a land area of 1.64 km2, it had a population 
density of 504.6/km2 in 20166. 

 
4 Google Maps. 2020. As retrieved from https://www.google.com/maps/place/Vegreville,+AB/@53.4977893,-
112.1014273,13z/data=!3m1!4b1!4m5!3m4!1s0x53a09c46f669a723:0xe411b3727f789924!8m2!3d53.4940748!4d
-112.0538583 
on August 5, 2020. 
5 Google Maps. 2020. As retrieved from 
https://www.google.com/maps/place/Mannville,+AB+T0B+2W0/@53.336611,-
111.1848158,14.59z/data=!4m5!3m4!1s0x530a1de68e427625:0x48b50a5f17ec1c18!8m2!3d53.3402291!4d-
111.175448 on August 5, 2020. 
6 https://regionaldashboard.alberta.ca/region/mannville/#/ 

Map 2: Town of Vegreville4 
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Map 4: Village of Innisfree7  
Innisfree is located approximately 144 
kms east of Edmonton city centre along 
Highway 16, which skirts the south end 
of the village.  Highway 870 and the CN 
secondary main rail line travel through 
the village.7 

In the 2016 Canada Census, the village 
of Innisfree recorded a population of 
193 living in 96 of its 126 total private 
dwellings, a 12.3% decrease change 
from its 2011 population of 220. With a 
land area of 1.01 km2, it had a 
population density of 191.1/km2 in 
20168.  

 
Within the County of Minburn, there are three fire departments which provide emergency 
response services within their urban community, and under separate agreements, to the County 
for emergencies within the County boundaries.  These fire departments are described further in 
the Section 3 of this report. A brief history of the evolution of the fire services in the study area 
is provided below. 

It is important to note that while the fire departments within the town and villages have a long 
history of providing protection within their municipal boundaries, their provision of formal fire 
suppression services in the rural areas was a relatively recent undertaking, provided by a fire 
protection cooperative in some manner, and in some locations, starting in the mid-1970s. 

The first of these co-ops was the Vegreville Rural Fire Protection Association (Coop) that 
essentially served the west end of the County and some subscribers outside the County. This was 
a membership driven non-municipal entity to which the Vegreville Fire Department provided the 
person power and housed apparatus, while the Coop provided the rolling equipment and 
operating funds.  As with many rural areas the equipment was aimed at supplying water for 
exposure protection and grass/crop fires with two single-axle water trucks with power-take-off 
(PTO) driven water transfer pumps. In the 1990s, this was supplemented with an older fire engine 

 
7 Google Maps. 2020. As retrieved from 
https://www.google.com/maps/place/Innisfree,+AB+T0B+2G0/@53.3770646,-
111.5342839,15z/data=!3m1!4b1!4m5!3m4!1s0x530a0fb0a531aab5:0x803dd6f312d8e5a3!8m2!3d53.3815677!4
d-111.5297166 
on August 5, 2020 
8 https://regionaldashboard.alberta.ca/region/innisfree/#/ 
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that could generate water flows and pressures to support foam application and more advanced 
firefighting tactics. 

The second Coop was the Innisfree and Mannville Fire Protection Coop formed in the early 1990s 
with a board representing residents of the eastern portion of the county.  Through agreements 
this Coop funded an engine and tender for both Innisfree and Mannville, and later a rescue unit 
for Mannville.  Each village also retained their municipal fire engines.  The Coop equipment went 
to rural calls and was permitted to be used for village calls under the agreement.  The village 
engines were required to stay within each village.  Prior to the establishment of this Coop the 
village fire departments did not officially respond into the rural area. 

There is no evidence that the County had any involvement in either cooperatives’ operations or 
funding although they may have billed non-members on behalf of the Coops to utilize the tax 
recovery provisions of the Municipal Government Act. 

In the early 2000s, a review of both cooperatives was done by the County.  The review resulted 
in the County assuming a direct role in the administration of fire protection on behalf of all their 
ratepayers and residents.  It also resulted in the winding down of the Coops, although some of 
the organizational names continued to be used for a period to describe operational areas.  This 
change also resulted in the creation of the County Fire Chief position who is an employee of the 
County.  

At the time of this transition the County entered into its initial fire protection agreements with 
the Town and Villages which appear to be the basis for the agreements currently in place today. 
These agreements vary in the manner with which matters such as capital and loose equipment 
purchases, ownership, insurance, staffing, training, as well as how responses and the associated 
costs are managed. 

Currently, the County of Minburn’s fire service, under separate and differing agreements with 
the Town and Villages, identifies that each fire department covers a specified area in the County 
and provides the trained firefighters.   The County Fire Chief administers the agreements and the 
County’s fire service budget.  Most of the fire apparatus is jointly funded by the County and the 
Town or Villages as per the agreements, sometimes with provincial government assistance.  
Some equipment has been solely funded by the Town as is the case of the Command Unit, Engine 
1, and Rescue Unit in Vegreville. 

In addition, each agreement has a “Standby Ready Fee” which appears to be understood/ 
interpreted and utilized in a different manner by each fire department.  The agreements also lack 
clarity on how calls for response to incidents on primary and secondary highways are managed 
and billed to Alberta Transportation or insurance companies, by whom, and how any generated 
revenue is to be managed and allocated. 

The agreements also do not seem to provide any direction on number and types of units and staff 
that are to respond to an emergency call.  This seems to be exacerbated by the Alberta 
Transportation reimbursement system where an hourly rate per unit ($630/hr./engine or rescue 
$185/hr./ command vehicle etc.) is paid to cover all vehicle and staff costs.  Across Alberta many 

Page 69



 

 Regional Fire Service Feasibility Study 
 

 

 
Final Report 
November 11, 2020  

Page 9 

 

fire departments send multiple vehicles, usually in good faith and to protect staff, but wind up in 
lengthy discussions with Alberta Transportation about reimbursement and purpose for all these 
units. 

This “reimbursement for everything sent” seems to have crept into many fire department’s 
practices as they seek to maximize revenues for operations.  An increased level of policy 
direction, along with additional transparency and accountability would be beneficial to all fire 
services in the area and their stakeholders. 

 
An all-hazards and vulnerability risk analysis is not part of the scope of work for this report.  The 
following risks are identified as having the potential to challenge fire department response 
capacity or capability: 

 
As noted previously the County of Minburn, Vegreville, Innisfree and Manville are located on, 
or adjacent to, portions of Alberta’s major road and rail transportation infrastructure.  A 
plethora of products are transported on these transportation links including agricultural and 
forestry commodities, consumer goods, flammable and combustible liquids/gases, and other 
dangerous goods. 

The possibility of an incident involving dangerous goods being transported is likely the risk 
scenario with the highest degree of probability and potential consequence in the minds of 
residents and responders alike.  The concern over transportation of dangerous goods is 
heightened when these materials travel through the urban areas, particularly by rail given 
the quantity of goods potentially involved in an incident. 

 

While the frequency of significant incidents on the rail line is low in comparison to the 
volume of goods transported on the rail line, the potential for severe consequences has 
been witnessed on several occasions across Western Canada in recent years.  This risk 
should be a planning consideration for municipalities and their fire departments for both 
response and future infrastructure. 

When incidents do occur on the rail line outside of urban areas, the likelihood of an event 
increases due to train speed and uncontrolled crossings; however, the risk to life safety is 
significantly decreased in comparison to an incident which might occur in a more highly 
populated urban area (town, villages, hamlets).  The proximity of fire stations to the rail 
line creates an additional concern which should guide future planning as well.  

Transloading facilities (pipeline/storage or truck to train), especially for crude oil and 
petroleum gases, are generally known, permanent, and stationary, and therefore not 
considered a transportation risk. 
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The other rail line created risk is the possibility of trains blocking road crossings at the 
time of an emergency response, which requires ongoing planning and the development 
of alternate procedures. 

 
With the twinning of the Yellowhead Trans-Canada Highway (Alberta 16) in the 1990s and 
the completion of the Vegreville by-pass, the probability of significant incidents in this 
corridor is significantly reduced.  Single vehicle incidents remain a concern but are 
generally considered low consequence unless involving a high number of victims.  Some 
events will involve dangerous goods, but the consequence of this type of event would be 
determined by the event’s proximity to urban development. 

Highway 36 and the secondary highways, although carrying a lower volume of traffic at 
lower speed, create a higher level of risk due to the increased likelihood of head on 
collisions because of narrower roadways, frequent access points and often reduced 
sightlines.  These roadways also have a mixture of commercial, agriculture, oilfield, and 
personal travel, with variable speed and width scenarios, creating additional risks.  

Motor vehicle collisions/ incidents form a significant proportion of the responses within 
the County by Vegreville and Manville Fire Departments. 

 
While varying by year and location, calls to provide medical assistance is one the most 
frequent events for all three fire departments, particularly on a relative basis for Innisfree. 

 
Dangerous goods stored and utilized within the response areas, or demand zones, are 
generally considered low probability risks to manage as the location, along with product 
descriptions, quantities and hazard can be determined in advance through pre-planning and 
inspections.  These facilities fall under the guidance of the Safety Codes Act (Chapter S1, R.S.A 
2000) and the National Fire Code of Canada 2019 (Alberta Edition).  

 
With some exceptions such as ammonium nitrate (34-0-0 as seen in Beirut, Lebanon and 
West, Texas) and anhydrous ammonia (both of which should involve evacuation planning) 
the fertilizer storage, blending plants and agrichemical storage companies within the area 
should pose limited fire and life safety risks.  Fertilizer Canada and the Agrichemical 
Warehousing Standards Association provide codes of practice, audits and training for 
operators and emergency responders that can be used to understand and mitigate actual 
hazards and risks. 

Facilities may only want fire departments to protect exposures and conduct evacuations 
when products other than ammonium nitrate are threatened by fire to limit runoff that 
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may create off-site environmental concerns.  This should be discussed by the fire 
departments with each facility operator in advance. 

 
Commercial storage, delivery and dispensing of fuels, is well regulated under legislation 
with accredited municipalities and the Alberta Safety Codes Authority having shared 
jurisdictional oversight of the tanks and operations under the Alberta Fire Code.  These 
requirements may not be as strictly adhered to on farm sites creating the potential for 
additional risk. 

 
The underground storage of natural gas in caverns occurs in the northwest portion of the 
County in the Warwick area.  The storage itself poses little risk and falls under the control 
of the Alberta Energy Regulator, and or, the National Energy Board.  The abundance of 
above and underground pipelines associated with the oil and gas industry throughout the 
County, however, deserves consideration by fire departments who may be called upon to 
respond to fires, ruptures, and leaks in this equipment.  In these events, exposure 
protection and evacuation may be all that the operator or regulator prefers as response 
support, as they isolate and depressurize the associated pipelines. 

 
With shortages in inter-provincial and international crude oil pipeline capacity, the 
practice of loading crude oil from regional pipelines, storage or trucks into rail tanker cars 
has increased in recent years.  These facilities, regulated by senior levels of government, 
do create a potential concern for fire departments who should include them, and the 
relevant contact information, in their pre-planning considerations.   

 
Wildland and grassland fires are most frequently dealt with by fire departments serving 
forested and rural agricultural areas.  Given the call information provided, and the types and 
numbers of fire apparatus available, these fires are usually the impetus for provision of rural 
fire protection.  They are high in the awareness and planning efforts of all partners in this 
study.  Continuing efforts to coordinate and collectively educate fire department members, 
farmers and public works staff should be formalized so that these three resources can work 
together effectively and safely during these incidents. 

Additional efforts towards farm site/structure/facility protection via the FireSmart program 
is suggested as a focus that will be of preventative benefit in reducing the frequency of these 
events.  Efforts to encourage regular maintenance of fire extinguishers and related items on 
farming equipment, and training in their usage, may also create significant reduction in the 
number and size of these fires. 
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With an aging population the number of senior citizens living in apartments, supportive living 
and their own homes will continue to rise.  Given that this population, and those with special 
needs generally will have a reduced ability to self-evacuate from their spaces in the event of 
a fire, proactive efforts in prevention and education could be of value.  The Remembering 
When Program available through the National Fire Protection Association is specifically 
tailored for fire and fall prevention in this age group. 

 
All the fire services in the County of Minburn operates with a paid-on-call staffing model.  
While very efficient, these models are not without challenges.  The number of firefighters 
responding to emergencies can be unpredictable.  Training commitments can conflict with 
personal commitments making it difficult to maintain required competencies.  Turnover of 
POC firefighters can be high and persistent, increasing recruitment and training costs. 
Recruitment can be a challenge.  Finally, fewer POC firefighters can maintain long-term 
commitments which limits the number of senior staff with experience and leadership skills.   

The number of fire department members, both in total and the number who are actively 
training and responding, and their relative ages, is a concern in every volunteer/paid-on-call 
fire department in Alberta.  In the study area this is most apparent in Mannville where the 
small number of volunteers and the relatively high call volume appears to be reaching a point 
that the sustainability of an effective response force may be in jeopardy. 

In addition to ongoing recruitment, a County-wide, coordinated, and collaborative formalized 
training program, openly available to all members and recruits of all three fire departments 
should be a strong consideration for retention and provision of minimum competency and 
service levels.   

 
While the Vegreville Fire Department does have full time administrative staff to supplement 
a part-time fire chief, the other fire departments rely on the responders to also fulfill most of 
the administrative duties.  While some of this is now being moved to an electronic system, 
which helps in record keeping, it does not diminish the time required for input in a meaningful 
manner. 

This deficiency tends to result in inadequate records and reports and creates a liability for 
each fire department and municipality in the areas of workplace health and safety.  In 
addition, a good portion of the required health and safety program for fire service is specific 
to activities that are not undertaken by other work groups and not as clearly outlined in 
legislation and regulation as more common place activities. 

This administrative stress could be reduced by the broad provision of regional administrative 
support and occupational health and safety (OH&S) oversight to backstop fire departments 
and their electronic records management systems.  
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The Vegreville Fire Department, Mannville Fire Department and Innisfree Fire Department 
provide critical emergency response services within their boundary and respond to areas within 
the County of Minburn. As previously indicated, the primary categories of calls include: 

• Structure fires  
• Pre-hospital care/medical calls 
• Wildland fires 
• Rescue (confined space, low angle, water, ice, back country) 
• Motor vehicle collision (MVC) 
• Hazmat (dangerous goods) 
• Mutual aid 
• False alarms 
• Inspections and investigations 
• Public education  
• Public assistance 
• Other (i.e. explosions, ruptures, standbys, smoke odors, police assist, etc.) 

Each of the three fire departments serving the County of Minburn rely POC firefighters to respond 
when requested for service. 

• The Town of Vegreville currently has 34 POC firefighters, supported by a part-time fire 
chief and one full time administrative assistant 

• The Village of Mannville currently has 17 POC firefighters, including a POC fire chief 
• The Village of Innisfree currently has 14 POC firefighters, including a POC fire chief 

The County of Minburn employs one full-time fire chief who is responsible for the fire services 
within County areas and is a designated Safety Codes Officer for all four municipalities in the 
County.  

The following table provides an overview of current staff and equipment of the three fire 
departments within the County of Minburn: 
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Table 2: Fire Department Overview 

Department Staffing 

County of Minburn - 1 Fire Chief 
- .5 FTE Admin. support 

Town of Vegreville - 1 Fire Chief 
- 34 POC FFs 
- 1 FTE Admin. support 

Village of Innisfree - 1 Fire Chief 
- 14 POC FFs 

Village of Mannville - 1 Fire Chief 
- 17 POC FFs 
- 1 PT Admin. support 

 
Effective and efficient leadership and management are needed to guide an organization towards 
success.  In the case of regionalization, this may require a shift from the historical approach of 
maintaining current systems to a focus on building synergies to create a service that is more 
responsive and sustainable, not only between the communities, but amongst multiple individuals 
as well.  

While the cost/benefits to regionalizing services may seem obvious, accomplishing this would 
require some finesse.  Throughout this report, Behr will identify several areas where the County 
and the partner municipalities may better collaborate within the fire services.  These 
collaborations can exist through formal agreements, informal agreements, or practices.   

Examples include:  

• Updated initial response zones 
• Agreement on a single emergency dispatch provider 
• Emergency vehicle specifications/maintenance/life cycle replacement and procurement 
• Coordinated purchasing of major capital and other equipment 
• Joint recruitment initiatives 
• Joint firefighter training and base level standards 
• Fire safety codes: Integrated Quality Management Plan (QMP)  
• Common standard operational policies (SOPs) and guidelines (SOGs) including incident 

command protocols 
• AFRRCS digital emergency radio communications system 
• Mutual and automatic aid agreements 

The three fire departments within the County of Minburn have worked together through formal 
agreements to ensure all citizens and properties within the County have access to fire response 
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services.  Each department reciprocates by providing the emergency response personnel 
(firefighters), equipment, and facilities necessary for the County to provide services to the rural 
areas.  The County provides the largest financial contribution to the fire services through capital 
purchases, stand ready fees, and fee for services into the rural areas. 

It is important for the County and municipal partners to ensure their fire service performance is 
aligned with known industry ‘best practices’, recognized codes and standards such as Alberta’s 
Limiting Distance and Fire Department Response for new developments, NFPA, and other 
accrediting bodies such as the Commission on Fire Accreditation International (CFAI).  They must 
also compare themselves with other emergency service departments to establish goals and 
benchmarks such as those included in Section 4 this report. 

 
There are two agreements that have been enacted to provide fire protection throughout the 
County; the Fire and Emergency Services Agreement between the Town of Vegreville and the 
County of Minburn, and the Fire Service Agreement between the Villages of Minburn, 
Mannville, Innisfree and the County.  Amongst other provisions, these agreements contain 
the various fee schedules for stand ready costs, wages, equipment usage and replacement, 
and emergency vehicle deployments/usage.  These agreements do not include service level 
descriptions, standards, or response performance criteria.  A leading practice is the 
development of a standards of cover policy (SOC).  Given the financial contributions that the 
County provides to the municipal partners it is important that there is clarity regarding service 
levels and accountability measures in place.   

 
The SOC provides: 

• An assessment of the County, Town and Villages service environment including risks   
• A description of the service delivery model designed to respond to the unique 

characteristics of each community and response areas, and to manage the risks 
identified with the resources available through prevention, preparedness, and 
emergency response  

• Emergency response benchmarks and/or performance targets for each fire service   
• A basis for evaluating performance that addresses both current and future service 

demands 
The SOC would also incorporate the previously identified community risk factors: 

• Multiple transportation corridors 
• First medical response 
• Stationary dangerous goods 
• Wildland/grassland/hay /urban interface  
• Structure fire/vulnerable occupants  
• Limitations of the paid-on-call staffing model 
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The County and municipal partners’ fire services response time goals need to reflect a 
continuous process of examining performance trends, industry standards, and the unique fire 
and emergency response service needs of the entire County.  The SOC will provide 
benchmarks that will consider risks and demands for service against available resources.  This 
combination of data will define each fire services performance expectations, evaluate 
performance, identify gaps, and guide service improvements.   

An important outcome with establishing an SOC is to obtain each Council’s understanding of 
the various risk factors and the endorsement of the service levels and response time 
benchmarks.  This provides each Fire Chief with the basis for a business plan and 
accountability framework that should be measured to balance available resources and levels 
of service that are affordable, acceptable, and appropriate for the citizens of the county, town 
and villages.   

Observation #1: The County and municipal partners have not established a standard of 
cover policy that provides a comprehensive series of benchmarks that define an 
affordable, acceptable, and appropriate level of service for all response areas in the 
County.  This is particularly important for the County given their resource contributions 
to the municipal partners’ fire services.   

Recommendation #1: Undertake a comprehensive risk analysis of all response 
areas and develop a Standard of Cover to effectively manage risks 

The SOC is used to establish performance benchmarks for existing levels of service, 
providing opportunities for continuous improvement at the same time.  This would 
also provide a well-articulated description of services to be provided to the various 
response areas with the full understanding and endorsement of elected officials.   

The benefits of completing an SOC will ensure that the County, Town and Villages 
have a clear understanding of the scope of overall risk for the community while 
enabling them to identify the resources and response capabilities necessary to 
adequately address those risks.  The SOC will further ensure that all fire services have 
a safe and effective response force for all emergencies including fire suppression, 
emergency medical services and specialized response situations.  The SOC can be 
included as part the formal agreements between the County, Town, and Villages. 

 
The County provides stand ready fees for the Villages of Manville and Innisfree, which in 2019 
was $44,626 and $20,730, respectively.  Over a three-year period, the Village of Mannville 
collected an average annual operating cost recovery from the County of $37,000 in addition 
to the stand ready fee.  Based upon the data provided by the Village of Innisfree, the annual 
firefighting fees revenue line indicates a three-year average of approximately $15,000 per 
year.  
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In addition, for the need to establish performance standards and accountability measures 
within the County’s fee for service agreement with the Town of Vegreville.  The costing model 
in the current agreement indicates the County provides a five-year average of $66,000 per 
year as a stand ready fee and a five-year average of $111,000 per year for the Vegreville Fire 
Department’s responses into County areas.  This includes the Alberta Transportation cost 
reimbursement for MVIs on Provincial Highways.  Consumables and third-party changes are 
reimbursed by the County with a 15% administrative overhead charge. 

It is important to note that the costs and service charges in the County’s agreement with 
Vegreville is based upon Provincial rates.  These rates were developed by the Province for the 
purpose of reimbursing municipalities that deploy their staff, vehicles and equipment for 
emergencies occurring within Provincial response areas of authority.  

Observation #2: In our opinion, the Provincial rates are not applicable from the 
perspective that the County provides an annual stand ready fee and owns, or cost shares 
most of the emergency response fleet. 

Recommendation #2: Negotiate a more equitable fee schedule 

It is recommended that a more equitable fee schedule needs to be negotiated as part 
of the revisions to the agreement in 2021.  The revised fee schedule should be more 
indicative of the actual costs for Vegreville fire services and the contributions made by 
the County. 

In the event that the Town of Vegreville is not amenable to negotiating a new 
agreement with a fee schedule that is more representative of actual costs for providing 
the services to the County, the County of Minburn could establish a stand-alone County 
Fire Service.  In our opinion this is a “no-win” situation for the citizens of the Town and 
County.   Following the initial capital expense of more than $4,000,000 to construct 
and equip a fire station, the County could conceivably operate the service for the same 
amount they are paying the Town currently (average $177K per-year).  Conversely the 
Town’s Fire Service budget would be reduced by this same amount.   

The County could be significantly challenged to maintain an effective POC staff roster 
from the County’s population that reside near the new fire station and competing with 
the Town for members.   Furthermore, the Town’s response capabilities would need to 
be reduced due to the loss of funding from the County or the fire service taxation rate 
would need to be increased.  Finally, this represents a duplication of services that will 
ultimately be more costly for the County and the Town.  These separate fire services 
would be compelled to work together through a mutual or automatic aid agreement 
for large emergencies or during POC staffing shortfalls.  

In our opinion, there is significant incentive for the County and Town to work together 
and come to agreement that balances the interests of both municipalities and provides 
an interdependent cost efficient and effective fire service. 
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Observation #3: There appears to be good bulk purchasing coordination with the 
departments of Mannville and Innisfree however there is no coordination with the Town of 
Vegreville for purchasing of equipment. 

Recommendation #3: Establish bulk purchasing arrangement with Town of 
Vegreville 

It is recommended that the County Fire Chief establishes bulk purchasing arrangement 
with the Town of Vegreville to take advantage of the economies of scale with common 
equipment purchases.  

 

Observation #4: The recruitment of new POC firefighters is difficult and labour intensive 
for any volunteer department.  There is no indication that the recruitment drives are 
coordinated between the three fire departments within the County of Minburn. 
Considering that the pool of potential new firefighters would come from the immediate 
area of each fire station, a coordinated approach to recruiting would reduce a duplication 
of efforts by each fire service. 

Recommendation #4: Centralized or joint recruitment 

It is recommended that the 3 municipalities conduct centralized or joint recruitment 
processes to reduce a duplication by each fire service. 

 

Observation #5: There have been limited opportunities for each of the fire departments’ 
members to train together, whether it is fire suppression related or other emergency work 
such as motor vehicle incidents (MVIs).  It is common that these firefighters are finding 
themselves working side-by-side in emergency situations, where consistent training and 
protocols would serve to provide enhanced safety and efficiency. 

Recommendation #5: Implement joint training and base level standards 

It is recommended that the County working with the three municipalities develop 
operational protocols and a minimum base level training program as the County of 
Minburn Fire Service Operations Manual. On a recurring basis, the County would 
conduct a training weekend event that the POCs from each department can conduct 
inclusive training sessions. 

The County and partner municipalities all acknowledged during the consultations that there 
are cost efficiencies and enhanced operational effectiveness that can be gained through 
further collaboration. 
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Within the County of Minburn, there are three independent fire stations: 

• Vegreville Fire Station 
• Manville Fire Station 
• Innisfree Fire Station 

All three communities own their own fire stations, proudly displaying their respective fire 
department identity.  These facilities are operated and maintained by the respective 
municipality. 
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Town of Vegreville Fire Station 
Address: 5100 – 60th Street, Vegreville AB 

Use: Fire & Rescue / Ambulance Response 

Bays: 5 Drive through  Unit Capacity: 10 – 13  

Comments: This station serves as the hub for all apparatus and equipment for Fire and EMS 
area response.  The station also has meeting rooms and lounge/dorm area (for 
EMS). 
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Village of Mannville Fire Station 
Address: 4613 – 50 Ave., Mannville, AB 

Use: Fire & Rescue Hall 

Bays: 3 (non-drive through) Unit Capacity: 4  

Comments: This station serves as the hub for all apparatus and light-duty units and response 
personnel. 
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Village of Innisfree Fire Station 
Address: 4903 51 Street, Mannville AB 

Use: Fire & Rescue 

Bays: 3 (non-drive thru) Unit Capacity: 3-4 Units 

Comments: This station serves as the hub for al apparatus and light duty units, and response 
personnel. 

 

  

Page 83



 

 Regional Fire Service Feasibility Study 
 

 

 
Final Report 
November 11, 2020  

Page 23 

 

 
All fire apparatus that are housed and used by the villages is owned 100% by the County of 
Minburn.  The Town of Vegreville through agreement houses and maintains three of the 
County purchased apparatus, along with one unit that is cost shared.  The balance of 
apparatus utilized by the Town of Vegreville are purchased and maintained by the Town.  The 
County owned apparatus housed in Vegreville are primarily designated for County response, 
however there is agreement that they can be utilized in the town if needed.  

The maintenance, testing, and fuel costs of apparatus for the Villages are 100% funded by the 
County, with the maintenance conducted by the County Public Works mechanics. Service 
tests of the pumps and maintenance are outsourced to a 3rd party vender.  The Town of 
Vegreville provides their own maintenance, testing, and operational needs for the apparatus 
under their authority. 

County of Minburn Vehicle Descriptions 
Unit Number: 239 

 

Ownership County 
Year/Make: 2015 
Type: F150 
Pump Capacity 10 GPM 1300 PSI Darley Fast 
Tank Capacity: 75 IMP Gallons 
Usage: Command/First Response 

Pump 

 

Town of Vegreville Vehicle Descriptions 
Unit Number: 71 (Engine 1)  

 

Ownership Vegreville 
Year/Make: 2002 GMC 
Type: Class A Pumper 
Pump Capacity 6000 LPM 
Tank Capacity: 2275 L (water) 

120 L (Foam) 
Foam Pro System 

Usage: Second-out Engine on all fire 
emergencies within town boundaries 
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Town of Vegreville Vehicle Descriptions 
Unit Number: 83 (Engine 3)  

 

Ownership 1/3 County, 2/3 Vegreville 
Year/Make: 2007 Sterling 
Type: Class A Pumper 
Pump Capacity: 6000 LPM 
Tank Capacity: 4550 L (water) 

120 L (foam) 
Foam Pro Class A 

Usage: Primary first-out Engine on all fire 
emergencies within town boundaries 
and County SF calls 

Unit Number: 102 (Tender 2) 

 

Ownership County 
Year/Make: 2011 Freightliner 
Type: Class A Pump 
Pump Capacity: 5000 LPM 
Tank Capacity: 3182 L (water) 
Usage: Primary first-out Engine on all fire 

emergencies within County jurisdiction 
Unit Number: 81 (Tender 3) 

 

Ownership Vegreville 
Year/Make: 2001 Freightliner 
Type: Water Tender 
Tank Capacity: Bowie Pump 
Pump Capacity: 12,285 L 
Usage: Support tender for structure/vehicle 

and wildland fires 
Unit Number: 116 (Rescue Unit) 

 

Ownership Vegreville 
Year/Make: Spartan 
Type: Heavy rescue 
Pump Capacity: N/A 
Tank Capacity: N/A 
Equipment:  Vehicle extrication tools (hydraulic), 

hand tools, cribbing, SCBA cascade and 
traffic control 

Usage: First-out apparatus for MVC’s  
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Town of Vegreville Vehicle Descriptions 
Unit Number: 904 (Wildland) 

 

Ownership: County 
Year/Make: 2011 Ford 550 
Type: Rap-Attack/Wildland 
Pump Capacity Honda engine with simple centrifugal 

pump 
Tank Capacity: 910 L with 20 L foam 
Equipment:  N/A 
Usage: Support for County Wildland fires, tows 

Polaris Ranger 6X6 
Unit Number: 116 (Tech Rescue) 

 

Ownership: Vegreville 
Year/Make: 2012 Ford E-350 
Type: Ambulance Conversion 
Tank Capacity: N/A 
Equipment: High Angle/Low Angle Rescue 

Equipment 
Usage: Used for speciality rescue calls 

Unit Number: 91 (Command Unit) 

 

Ownership: Vegreville 
Year/Make: 2008 GMC Yukon 2500 
Type: First response Unit 
Pump Capacity N/A 
Tank Capacity: N/A 
Equipment: N/A 
Usage: Primary incident command unit on all 

emergencies 
Unit Number: 483 and 484 (6x6 & Trailer) 

 

Ownership: Vegreville 
Year/Make: 2013 Polaris Ranger 6X6 
Type: Wildland Support 
Pump Capacity Honda motor w/Davey Gear Pump 
Tank Capacity: 341 Liters with 20L Foam 
Usage: Wildland Fire and SAR 
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Town of Vegreville Vehicle Descriptions 
Unit Number: 98 (ERV) 

 

Ownership: Vegreville 
Year/Make: 2009 Chevy Tahoe 
Type: Support Vehicle 
Pump Capacity N/A 
Tank Capacity: N/A 
Usage: Public Relation/Inspection/General 

Support 
Unit Number: 438 (Support Trailer) 

 

Ownership: Vegreville 
Year/Make: N/A 
Type: N/A 
Pump Capacity N/A 
Tank Capacity: N/A 
Usage: Currently used for storage 

Unit Number: 510 (Generator Trailer) 

 

Ownership: Vegreville 
Year/Make: 2000 
Type: Portable Generator 
Tank Capacity: 2.9L Deutz Diesel Engine w/54kw 

generator 
Usage:  

Unit Number: 131 (Rapid Attack) 

 

Ownership: County 
Year/Make: 2019 Ford F550 
Type: Rapid Response/Ultra High-Pressure 

Pump 
Pump Capacity 36L/min. @ 8,200 kPa 

114L/min. @ 7,000 kPa 
Tank Capacity: 1,590 litres and foam system 
Usage:  
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Village of Innisfree Vehicle Descriptions 
Unit Number: 914 

 

Ownership: County 
Year/Make: 2010 
Type: Freightliner 
Pump Capacity 840 GPM 
Tank Capacity: 1000 Imp gal / 20 imp gal foam 
Usage: Rescue/Pumper 

Unit Number: 915 

 

Ownership: County 
Year/Make: 2006 
Type: Ford F550 
Pump Capacity: Waterous PB-18 w/ Honda engine 
Tank Capacity: 250 imp gal / 20 imp gal foam 
Usage: Rescue/Pumper 
Unit Number: 919 

 

Ownership: County 
Year/Make: 2015 
Type: Freightliner 
Pump Capacity: 420 imp gal Hale 
Tank Capacity: 2000 imp gal 
Usage: Water Tanker 
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Village of Manville Vehicle Descriptions 
Unit Number: 912  

 

Ownership: County 
Year/Make: 2009 
Type: Freightliner 
Pump Capacity 840 imp gal/min 
Tank Capacity: 3000 imp gal / 30 imp gal foam 
Usage: Pumper/Tender 

Unit Number: 910  

 

Ownership: County 
Year/Make: 2006 
Type: Freightliner 
Pump Capacity: 700 imp gals 
Tank Capacity: 5000 LPM / 1300 LPM  
Usage: Pumper/Rescue 

Unit Number: 918  

 

Ownership: County 
Year/Make: 2015 
Type: Ford F550 
Pump Capacity: Waterax BB4 440 PSI 106 GPM 
Tank Capacity: 300 imp gal / 10 imp gal foam 
Equipment:  
Usage: Rapid Attack Vehicle 

Unit Number: 920 (Rapid Response) 

 

Ownership: County 
Year/Make: 2018 
Type: Ford F550 
Tank Capacity: Waterax BB4 440 PSI 106 GPM 
Pump Capacity: 300 imp gal / 10 imp gal foam 
Usage: Rapid Attack Vehicle 

 
The County and Villages of Innisfree and Mannville have a cost sharing agreement for all 
personal protection equipment (PPE), and ancillary firefighting equipment with the County 
contributing 2/3 and the Villages contributing 1/3.  The Town of Vegreville is solely 
responsible for their firefighters PPE needs, and 100% funding for ancillary firefighting 
equipment on apparatus owned by the Town and the County.   
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The Town of Vegreville and the Village of Mannville each have SCBA bottle filling 
compressors.  The County uses a combination of for their bottle filling, with the Town of 
Vegreville invoicing a fee for each fill.  The Town of Vegreville maintains and fills their own 
SCBA bottles. 

 
The availability of emergency services must be in response to the needs of a perceived and 
documented risk.  Unlike many services, the need is not periodic or inevitable.  Many citizens will 
never have to call on these services, but when the emergency occurs, the expectations are high 
that the services will provide value for the taxes collected.  The following are the detailed 
descriptions of the core services provided in the County:   

 
On April 1, 2009, Alberta Health Services (AHS) took over the provision of emergency medical 
services (EMS) and non-urgent ambulance services for the province of Alberta.  At that time, 
the majority of the communities in Alberta decided to divest its interest in providing these 
services with the exception of the City of Red Deer, Strathcona County, City of Lethbridge, 
City of Spruce Grove, City of St. Albert, City of Leduc and the Regional Municipality of Wood 
Buffalo.   

All ambulance services in the County are funded through AHS.  Local departments can choose 
to provide Basic Life Support (BLS), ‘medical-assist’, medical first responder or no medical 
response as part of their services, which does not include ambulance transport or 
administering of drugs.  There are five levels of emergency medical responders in Alberta:  

• Standard First Aid: This certification is most often provided to laypersons.  The training 
allows the provider to complete some basic assessments and interventions, including 
obvious trauma, absence of breathing and pulselessness.  The medical care provided 
by this level of certification includes basic bandaging/splinting, choking intervention, 
and cardiopulmonary resuscitation (CPR). 

• Medical First Responder (MFR): This certification is typically provided to first 
responders who do not require licensing from the Alberta College of Paramedics 
(ACP).  The level of medical care provided includes basic assessment and history 
taking, injury treatment and a limited range of critical medical interventions.   With 
the appropriate training, first responders can administer first aid treatments such as 
CPR, bandaging and splinting. Training at this level includes the use of semi-automatic 
external defibrillators for patients experiencing a cardiac arrest and the delivery of 
basic medications, such as oxygen therapy.  

• Emergency Medical Responder (EMR): Medical providers at this level of certification 
are required to be licensed by the ACP.  This is the entry level of medical provider 
employed by Alberta Health Services.  The medical care provided with this level of 
training is very similar to the MFR with the addition of limited advanced breathing 
support. 
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• Primary Care Paramedic (PCP): The level of medical care by a PCP includes all those 
provided by EMRs with the addition of specific airway management skills, basic 
cardiac monitoring, basic pain management and a broader range of medication 
administration.  PCPs are required to be licensed by the ACP.   

• Advanced care paramedic (ACP): In Alberta, the highest level of training for 
paramedics is advanced care.  ACPs can perform a range of complex medical 
assessments and critical interventions such as cardiac monitoring and critical cardiac 
care, advanced pain management and advanced airway management.   

The County of Minburn provides medical first response in support of AHS for the entire 
district.  The service level is maintained at the basic first aid with special skills from Mannville, 
Innisfree and Vegreville fire departments. 

 
Each of the three fire departments provide the adequate level of structural firefighting for 
their community, while depending on mutual aid for larger County fire and rescue calls. 
Deployment standards differ from community to community based on their risk and 
resources.  The recommended SOC should include intervention time segments, equipment, 
and an effective response force (ERF).  ERF refers to the staffing requirements for the first 
alarm and full alarm response assignments.   

The National Fire Protection Agency (NFPA) sets standards for intervention time, and 
although these are not requirements they are widely accepted as industry best practices.  
They provide a good standard by which departments can measure their performance and set 
targets.  NFPA Standard 1720: Organization and Deployment of Fire Suppression Operations, 
Emergency Medical Operations, and Special Operations to the Public by Volunteer Fire 
Departments provides a basis to evaluate the service effectiveness.  The table below is an 
excerpt from NFPA Standard 1720 that identifies the recommended minimum staff to 
respond (ERF) and response time based upon demand zone (fire protection area) and 
demographics.   
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Table 3: Staffing and Response Time 

Demand Zone Demographics Minimum Staff to 
Respond 

Response Time 
(minutes) 

Meets 
Objective (%) 

Urban Area >1000 people/mi2 15 9 90 

Suburban Area 500-1000 people/mi2 10 10 80 

Rural Area <500 people/mi2 6 14 80 

Remote Area Travel distance >8 mi 4 Directly dependent 
on travel distance 

 

Special Risks Determined by AHJ Determined by AHJ 
based on risk 

AHJ  

- A jurisdiction can have more than one demand zone 
- Minimum staffing includes members responding from the AHJs department and automatic aid 
- Response time begins upon completion of the dispatch notification and ends at the time 

interval shown in the table 

Table 3.  also includes a percentile objective for volunteer services to meet the recommended 
standards.  In the case of urban, suburban, or rural areas, the objective would be to respond 
to all calls for service 80% of the time within 9, 10 and 14 minutes, respectively.   

The demand zone criteria applied to all areas of the County would include suburban for the 
town and Villages with the remainder being rural and remote. 

It is important to note that the NFPA is applied as a leading practice only and is not a 
requirement. The recommended SOC development would include a County wide risk 
assessment where the appropriate service levels could be established.  

 
Wildland urban interface has become an emerging issue in communities where large amounts 
of vegetation (fuel loads) are present.  The County of Minburn has moderate risk for wildland 
fires given the vast amount of open grasslands and the climate.  There is very good 
interoperability amongst the County and Partner Municipalities in combatting wildland fires.  
This is a recurring response operation with grassland and brush fires occurring frequently.   

Wildland fires often exceed local firefighting resources and require mutual aid from partner 
municipalities or the province.  Maintaining good communication with neighboring 
communities and partners is vital as larger wildland fires are characterized by their long 
duration, larger number of firefighters required in controlling them, and their required 
proximity to the incident.  While some are quite dated, the County has several mutual aid 
agreements as well as an agreement with Alberta Agriculture and Forestry should mutual aid 
be required. 
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Life safety and the environmental protection are the primary objectives of a hazmat or 
dangerous goods response.  Response capabilities should align with service levels defined in 
the NFPA 472:  Standard for Competence of Responders to Hazardous Materials/Weapons of 
Mass Destruction Incidents service level matrix.  It essentially requires that departments 
without advanced hazmat training take only a limited role in hazmat response.  The matrix 
identifies four levels of service: 

• The first level involves an ‘awareness’ level of hazardous materials that enables 
emergency response crews to operate and respond safely.  This level entails a 
primarily defensive response where crews may limit the spread of the leaking 
materials by diking and damming the flows.  It does not involve donning protective 
suits or conducting decontamination.   

• The second level requires a more tactical hazardous materials response capability that 
involves considerably more technical training and equipment.  This level is referred to 
as an ‘operations’ level, with crews trained to don protective suits, enter the hot zone 
to stop the flow of the product and establish a decontamination zone for responders 
and equipment.   

• The third level requires an advanced level of training to the ‘technician’ level, where 
responders are trained to direct hazardous materials events with extensive 
knowledge in products, vessels, mitigation, and command.   

• There is a fourth level that incorporates ‘specialist’ levels that provide responders with 
specific tactical training (highway response, rail response, etc.).  This level requires the 
technician level as a pre-requisite due to the extensive knowledge involved.   

Due to the locations of some of the risk potential, the service level matrix identifies the need 
for response teams to train to the NFPA 472 Awareness and Operations Levels (first and 
second level).  This is considered a good interim approach until a dedicated dangerous goods 
(DG) team is required, keeping in mind that there is provincial DG support from the City of 
Edmonton Fire Rescue Services as well as other urban centres that may be called upon to 
assist.  There are also private DG contractors that may be called upon to assist from the 
moment of discovery for mitigation and clean-up.   

Given the training and equipment required to achieve the second level of hazardous materials 
response, a department must carefully consider whether the operations level of response is 
practical and necessary for the protection of the community.  Currently, the County and 
partner municipalities maintain the dangerous goods response service to the awareness level.  
Should the incident become more complex, the initial step would be to activate the County 
Emergency Management Plan for additional third-party resources and expertise. 
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Every department must ensure that all members are provided the necessary tools and 
training to safely and efficiently perform the tasks required when an emergency arises.  
Monitoring the competencies and equipment necessary to safely execute specialized rescue 
operations requires constant attention to ensure the equipment and members’ skills are 
adequate.  Having individuals trained as qualified instructors for these areas is a necessity 
due to the cost restraints of sending personnel out for training.  The following are considered 
technical rescue disciplines: 

• Vehicle extrication  
• Surface water and ice rescue  
• Confined space 
• Low-angle rope rescue 
• High-angle rescue 

The County of Minburn has varying degrees of trained personnel and resources for these 
types of emergencies, and a coordinated approach to responding is critical for a safe and 
effective outcome.  

Note: These specialized areas each require extensive equipment and training to be maintained to 
ensure preparedness in the event of an emergency.   

 

The County Fire Chief is designated as a Safety Codes Officer (SCO) for all the municipalities 
in the County of Minburn and conducts the bulk of the inspections and investigations in the 
villages and County areas.  During periods when the County Fire Chief is away, a former 
member of the Mannville Fire Department provides the safety codes functions for inspections 
and investigations in these municipalities.    

The Town of Vegreville has approximately five group A SCOs and they complete the Town’s 
inspections within their respective scope but are unable to conduct more advanced 
inspections or investigations.  All four municipalities have a Fire QMP and our understanding 
is that some of them may be rather dated.  

The Villages of Innisfree and Mannville, and the Town of Vegreville have public education 
programs. 

All fire investigations are currently conducted by the County Fire Chief or SCOs within the 
County and Vegreville.   

Inspections are initially done during the planning and development stage of construction of 
a new building to ensure compliance.  The County provides inspections after that based on 
request or complaint.  
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Observation #6: The Alberta Safety Codes Fire Discipline QMP (fire inspections, 
investigations, and public education) could be easily integrated and delivered in a regional 
or centralized service model.  

Recommendation #6: Integrate all QMPs into a centralized QMP and Safety Codes 
Program. 

It is recommended that the County and municipal partners work together to develop 
and submit a joint accreditation application and quality management plan in the Fire 
Discipline to deliver the requirements as a regionalized service.  This would also 
leverage additional regional opportunities to upgrade the Group A SCOs training to 
higher levels of Certification with the Safety Codes Council.  Behr has the qualified 
resources to assist in this process if desired.  

 
Standard operating guidelines (SOGs) and standard operating procedures (SOPs) are operational 
directives that establish a standard course of action for emergency responders to respond to an 
incident.  An emergency service typically provides several services to the approved service level, 
based on the resources and technical expertise that the department has available.   

Municipal councils must determine exactly what services the community requires and identify 
the level or standard to which each service will be performed.  Once these decisions are made, it 
is necessary to communicate this to responders and develop a written plan comprised of 
guidelines, standard operating procedures, and policies.  In the case of multi-jurisdictional 
partnerships, it is important to know and understand what participating departments are doing 
or willing to do to operate as a cohesive team.   

Observation #7: The Town of Vegreville has an extensive inventory of SOPs/SOGs for their fire 
department.  The Village of Innisfree has a smaller inventory of SOPs/SOGs, and the Village of 
Mannville has a minimal inventory.  Each of these fire departments are in the process of 
updating and/or developing SOPs and SOGs.  It would serve to be both efficient and effective 
if there were common SOPs and SOGs where applicable. 

Recommendation #7: Develop common operational guidelines 

As previously recommended the County working with the three municipalities develop 
operational protocols and guidelines as the County of Minburn Fire Service Operations 
Manual.  These SOGs/SOPs would be for common or typical responses within the County 
as where two or more fire services jointly respond (mutual aid). 
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Modern dispatch services provide critical call-taking processes to ensure appropriate and 
sufficient resources are promptly dispatched to the emergency.  As well, they provide incident 
support to the incident commander and personnel enroute and on-scene.  Critical tasks or 
benchmarks are time-stamped for records of the incident that are used for reporting, but just as 
importantly, that these tasks are not over-looked.  A level of safety is provided where radio 
transmissions may be relayed by dispatchers if missed by the incident commander. 

Currently, the County of Minburn contracts their E911 services from East Central 911, and the 
Town of Vegreville contracts their E911 services from Strathcona E911. 

Observation #8: The County of Minburn uses East Central 911 for their dispatching, and the 
Town of Vegreville uses E911 services from Strathcona County.  The use of two separate 
dispatch centers would appear to facilitate delays, duplication, and other inefficiencies of 
response to the County. 

Recommendation #8: Centralize fire dispatch services 

Should the County and municipal partners proceed with a regional governance structure 
the integration of the dispatch services is recommended to enhance interoperability and 
cost efficiencies. 
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Emergency response statistics are a valuable source of information for identifying current risks 
and trends.  To develop service level standards, the types of calls and the resources required to 
deal with emergency responses were analyzed.   

In general, historical call data could include several basic categories of call types: 

• Structure fires 
• Pre-hospital care/medical calls 
• Wildland fires 
• Rescue (confined space, low-angle, water, ice, back country) 
• Motor vehicle collision (MVC) 
• Hazmat (dangerous goods)  
• Mutual aid 
• False alarms 
• Inspections 
• Public assistance 
• Other (i.e. explosions, ruptures, standbys, smoke odors, police assist, etc.) 

Capturing individual station response statistics allow for a continuous evaluation of service 
demands and performance objectives.  These categories will become the basis for the levels of 
service by assessing the current community risks and emergency response resource capability to 
effectively control and mitigate damage to life and property for each type of event.  To obtain an 
appropriate level of service standard, all stakeholders must understand the risk and be open to 
recognizing the need for a safe and effective response.   

These statistics historically were limited in both quality and quantity as manual collection of 
useful information was either not available or extremely labour intensive to provide.  With the 
advancement of computer aided dispatch (CAD) becoming the norm in most emergency services, 
valuable statistical information is readily captured and available for analysis. 

Information that is typically captured include: 

• Type of incident 
• Time of alarm receipt to dispatch 
• Assemble time (time segment from when the volunteers are alerted until they arrive at 

the station) 
• Travel time (time segment from the fire station to arrival at the scene) 
• Number of fire fighters on scene for first alarm (initial response) 
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• Full alarm assignment (timeline and number of firefighters) 
• Total time on scene 
• Type of unit(s) dispatched  

Additional information may be captured depending on the needs of the service.  Response 
requests are typically placed in response/service categories; if these category types are too 
broad, they make it difficult for the Fire Chief to determine trends or evaluate risks.  Analyzing 
the volumes and performance data of each response type will assist in monitoring approved 
service levels.   

These response/service categories can be further broken down to identify specific call types 
which would assist in identifying trends and risks.  For example, the fire suppression category 
encompasses all types of fire related responses.  If this category is further expanded to identify 
responses such as kitchen or stove-top fires, chimney fires and minor fires (i.e. dumpster fires), 
the fire chief could develop specific prevention programs that target the recurring types such as 
cooking safety or promote chimney cleaning and maintenance as part of the public education 
program.   

Capturing accurate time stamps for each response is a necessity to allow for the fire chief to 
analyze the actual performance criteria against required standards, whether those identified by 
NFPA or those set by the jurisdiction in their SOC or similar approved policy.  It is common 
practice to capture important benchmarks achieved on the fire scene and other emergency 
scenes.   

Analysis of response data will inform emergency service planning.  To address changing call 
volumes, it is important to monitor the demand for service as well as event types.  With this 
information, participating responders, senior management, and Council can appropriately 
prioritize the department’s budget and resources to address the future demand.  Further, the 
data may inform when alternative risk management strategies are required. 

Response data can also be used to evaluate the need and ability to offer mutual aid.  Occasionally, 
responses to large incidents deplete the resources of the community.  To make informed 
decisions on what level mutual aid partners can provide, all partners must evaluate their 
response data to determine their department’s response capacity and identify the trigger points 
for the activation of mutual aid.  
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The response data captured by the County of Minburn and the Town of Vegreville is limited.  
Until recently (2019 for Vegreville and 2020 for the County and Villages) response data and 
records management were completed manually on paper or computer.  The FirePro29 (FP2) 
records management system is now being utilized by the Town and Villages.  There is more 
data that could be captured and utilized by each department to assist with determining gaps 
in their service provision and emergency response capacity/performance.  The Town and 
Villages of are beginning to utilize some of the potential benefits of their recently 
implemented FP2 software.   

The fire departments maintain very basic record of all activities, including emergency and 
non-emergency requests for service.  More comprehensive records are captured by their 
respective dispatch providers and should be utilized.  As previously indicated at Section 4.1 
the following benchmark data is extremely useful in determining the emergency response 
capabilities of each fire service: 

• Type of incident 
• Time of alarm receipt 
• Assemble time 
• Travel time 
• Number of fire fighters on scene for first alarm 
• Full alarm assignment (timeline and number of firefighters) 
• Total time on scene 
• Type of unit(s) dispatched  

Observation #9: The County of Minburn municipal partners maintain very basic records of 
activity for their respective services.  These records could be expanded to include 
additional information from each response that is captured by their dispatch service.  The 
suggested benchmarks provide the data to analysis emergency response capabilities.  This 
is deemed essential to ensure a safe and effective level of fire protection is being delivered 
to all areas within the County. 

Recommendation #9: Develop consistent and coordinated benchmark data for 
emergency response services 

It is recommended the County and municipal partners develop a consistent template of 
records management for statistical analysis of demands and performance.  This 
information should be coordinated at a regional level as part of the recommended SOC 
policy. 

 
9 https://fp2.ca/about-fp2/ 
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Further, this data can be analyzed by the County, Town, and Villages to assess service 
performance and develop ongoing or annual reports.  Reporting can be in the form of written 
reports and/or dashboards.  This information will assist administration to make necessary 
adjustments in their service delivery.  This information can also be distributed to all 
municipalities’ administration and Council where necessary.  Table 4, 5 and 6 provide the 
response statistics that is being currently captured by the County (includes Villages) and the 
Town.   

Table 4. Innisfree Incident Types (2015-2020) * January to June 

Type 2015 2016 2017 2018 2019 2020 

FMR Medical C 15 
V 10 

C 15 
V 10 

C 9 
V 49 

C 12 
V 22 

C 6 
V 42 

C 2 
V 8 

Structure Fires C 6 
V 0 

C 1 
V 0 

C 1 
V 0 

C 1 
V 0 

C 2 
V 0 

0 

Wildland C 6 C 9 C 1 C 5 C 20 C 4 
V 0 

Rescue 0 0 0 0 0  

MVC C 8 C 12 
V 1 

C 14 C 20 14 C 4 
V 0 

False Alarms  V 1  V 2  C 1 
V 0 

Totals C 35 
V 10 

C 37 
V 14 

C 25 
V 50 

C 38 
V 26 

C 42 
V 42 

C 11 
V 8 

(C) denote County call (V) denotes Village call 

Table 5: Manville Incident Types (2015-2020) *January to June 

Type 2015 2016 2017 2018 2019 2020 

Medical N/A N/A N/A C 13 
V 32 

C 9 
V 31 

C 1 

MVC N/A N/A N/A C 16 
V 0 

C 19 
V 1 

C 10 

Fires (not separated 
between structure and 
wildland) 

N/A N/A N/A C 18 
V 10 

C 38 
V 5 

C 3 

Totals    C 47 
V 42 

C 66 
V 37 

C 14 

(C) denote County call (V) denotes Village call 
** Village of Mannville has not entered 2020 data into the FP2 software for village calls for January 
to June. 
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Table 6: Vegreville Incident Types (2015-2020) *January to June 

Type 2015 2016 2017 2018 2019 2020 

FMR Medical C 1 
T 20 

C 2 
T 18 

C 7 
T 20 

C 3 
T 26 

C 4 
T 26 

T 18 

Structure Fires C 12 
T 4 

C 9 
T 7 

C 11 
T 9 

C 7 
T 9 

C 12 
T 8 

T 7 

Wildland C 13 
T 1 

C 12 
T 4 

C 12 
T 0 

C 10 
T 2 

C 7 
T 5 

T 13 

Public Assistance 0 0 0 0 0 T 1 

MVC C 19 
T 16 

C 25 
T 12 

C 25 
T 7 

C 21 
T 13 

C 20 
T 9 

T 11 

False Alarms C 7 
T 57 

C 8 
T 35 

C 10 
T 46 

C 7 
T 50 

C 11 
T 66 

T 11 

Other C 1 
T 7 

C 1 
T 7 

C 4 
T 3 

C 2 
T 13 

C 2 
T 12 

T 3 

Totals C 53 
T 105 

C 57 
T 83 

C 69 
T 85 

C 38 
T 113 

C 42 
T 138 

 

(C) denote County call (T) denotes Town call 

** Town of Vegreville has not provided County breakdown of calls for 2020 January to June 
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Below is an example of a dashboard report that can be generated utilizing the information captured by a records management 
software. 

Image 1: Sample Emergency Services Dashboard10 
 

 
10 Source: City of Kelowna Fire Services 
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To ensure a safe and effective response to an emergency request, a minimum number of 
properly trained firefighters must be assigned and respond as a team, depending on the type 
of incident.  NFPA 1720 details the minimum number of firefighters required, and under no 
circumstances should firefighters be expected to conduct evolutions without sufficient 
staffing or equipment. 

In addition to the call volume statistics for County of Minburn and Town of Vegreville an 
analysis of the ERF needs to be conducted.  As previously indicated, NFPA 1720 recommends 
that volunteer/POC fire service in a suburban zone have an ERF of 10 firefighters arriving on 
scene within ten minutes of notification in 80% of all calls for service.  The rural demand zone 
requires an ERF of six firefighters arriving within 14 minutes of notification in 80% of all calls 
for service.  Remote areas are four firefighters with arrival times based upon travel distance. 
All three of these zones are applicable for the County of Minburn. 

As previously identified, the County of Minburn does not have an SOC policy that indicates 
what type of services will be provided in various situations.  Key points relevant to 
establishing levels of service are the current staffing resources and understanding the 
resources needed to manage the event safely and effectively.   

 
The purpose for completing a critical task analysis is to consider whether the County and 
municipal partners responses and common risks are aligned.  In other words, are enough 
firefighters typically responding to complete the critical tasks on an emergency scene in 
a safe and timely manner?  Considerable research was undertaken by the National 
Institute of Standards and Technology (NIST) to identify the optimum number firefighters 
in a fire company necessary for the most effective completion of the over 22 essential fire 
ground tasks at a typical single-family house fire.   

A fire company is defined as the team of firefighters assigned to a fire apparatus.  On 
average, a four-member crew operating on a structure fire completed all the tasks seven 
minutes faster than a two-person crew.  The four-person crew completed the same 
number of fire ground tasks five minutes faster than the three-person crew.  It is 
important to note that other than medical responses a leading practice by most POC 
services is a minimum ERF of four firefighters (1 officer and 3 firefighters) are required as 
the first alarm initial assignment for all call types (MVCs, dangerous goods rescues etc.).  

The following tables are examples of typical critical task assignments for common 
responses in the County. 

 
  

Page 103



 

 Regional Fire Service Feasibility Study 
 

 

 
Final Report 
November 11, 2020  

Page 43 

 

Table 7: Low Risk Fire (no exposures): garbage, vehicle, small grass fires, or alarms (w/o confirmation) 
Initial Deployment No. FF Task Assignment Comments 

Engine  4 Incident command, safety, establish 
perimeter, pump operation, 2 FFs with 
hand line, forcible entry, battery 
disconnect, product containment 

 

Total Personnel 4     

Table 8: Low Risk (no exposures): shed, detached garage 
Initial Deployment No.  FF Task Assignment Comments 

Engine  4 Incident Command, safety, establish 
perimeter, engine operation, 2 FF with 
hand line, forcible entry. 

  

Ladder   4 Perimeter Control, safety, water supply, 
RIT 

Mutual aid confirmed for 
working fires 

Total Personnel 8     

Table 9: Moderate Risk (with exposures): grass/wildland fire 
Initial Deployment No.  FF Task Assignment Comments 

Bush Truck  4 Incident Command, safety, establish 
perimeter, engine operation, two FFs with 
hand line, brooms 

  

Water Tender 2 Water Supply Mutual aid for working 
fires 

Engine  4 FFs for operations  Struggle with addition of 
manpower during 
daytime response 

Deputy or Fire Chief 1 Overall command based on incident size Would liaison with 
Forestry Services  

Total Personnel 11     
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Table 10: Moderate Risk: single-family residential (detached/duplex) 

Initial Deployment No.  FF Task Assignment Comments 
Engine 4 Incident command, safety, establishes 

perimeter, engine operation, forcible entry, 
search, and rescue and/or suppression 

 

2nd Engine 4 Water supply, laddering, RIT Mutual aid on confirmed 
working fires 

Ladder 3 Ventilation, utilities, search, and rescue 
and/or suppression 

 

Deputy or Fire Chief 1 Overall incident command, safety, 
accountability, resource management. 

May be tasked with 
truck officer role 
depending on POC 
numbers  

Total Personnel 12     

Table 11: High Risk: commercial, industrial, strip mall, Warehouse and mid-rise residential 
Initial Deployment No.  FF Task Assignment Comments 

Ladder 4 First Officer assumes Incident 
Command and forms attack team with 
second officer and four FFs.  Two 
driver/pump operators establish exterior 
water connections, water supply, pump 
operation 

 

Engine/3rd Engine   6 Primary Search and Rescue POC responder 
dependent  

3rd Engine  4 Exposure protection/RIT   
Deputy and Fire 
Chief 

1 Overall incident command, safety, 
accountability, resource management 

 

Total Personnel 15     

Table 12: Moderate Risk: motor vehicle crash (1¬3 private vehicles) 
Initial Deployment No.  FF Task Assignment Comments 

Rescue  4 Incident command and size-up, safety, 
establish outer perimeter, pump operation, 
two FFs prepare hand line 

  

Engine  4 Establish inner perimeter, triage patients, 
patient care, extrication, patient packaging   

Total Personnel 8     
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Table 13: Low Risk: carbon monoxide alarm, small spill cleanup, investigates smell, public assistance 
Initial Deployment No.  FF Task Assignment Comments 

Engine  4 Incident command, scene safety, 
establishes isolation perimeter, air 
monitoring, ventilation, or cleanup 

  

Total Personnel up to 4     

 

Observation #10: The County and municipal partners have not collected response data 
to include the Effective Response Force (ERF) staffing levels.  Further, the core services 
provided by the fire services has not included a critical task to ensure that any 
emergency response activities are safely conducted.  

Recommendation #10: Complete an ERF analysis and establish response criteria 
based upon a critical task analysis 

It is recommended that the County and municipal partners work together and 
develop the previously recommend SOC and include ERF protocols based upon a 
critical task analysis.  
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The GIS mapping included within this review will show the geographic areas of coverage 
within each jurisdiction based upon the theoretical performance examples.  As previously 
indicated the County and municipal partners have not yet collected the relevant performance 
data to analysis actual responses.  These maps assume a call handling and assemble time of 
five minutes or 300 seconds and the remaining travel time segments for rural and suburban 
demand zones. These theoretical maps are an illustrate what can be reached within the 
prescribed 14 minutes of the NFPA 1720 rural and the suburban demand zone of 10 minutes. 

The more strategically located a station is in a community and the more direct the travel 
routes are between the stations and different parts of the community, theoretically, the 
lower the response times will be from that fire station.  The response times depicted in these 
maps include call handling, assemble (mobilization) time and drive (travel) time.  The 
following GIS maps are provided: 

• Map 5: Town and Villages theoretical – rural response 14 minutes 
• Map 6: Town and Villages theoretical suburban 10 minutes 

These theoretical maps indicate that with an average 300 second call handling and 
mobilization time the rural and suburban demands zones are provided with acceptable 
coverage.  The limitations of the POC service model is completely understood, however and 
as previously recommended the actual performance data must be recorded and analyzed to 
determine the response capacities of the town and villages fire services.  In our experience, 
POC departments average call handling and mobilization time ranges from four to seven 
minutes.  Based upon this, the SOC previously recommended must consider mobilization 
times and the various demands zones of suburban, rural, and remote. 
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  Map 5: Minburn 14-Minute Response Time 
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Map 6: Minburn 10-Minute Response Time 

Page 109



 

 Regional Fire Service Feasibility Study 
    

 

 
Final Report 
November 11, 2020 

Page 49 

 

 

 
This section is an overview of key constructs of merging or regionalization, and collation of the 
data and information analyzed to determine the base findings for this feasibility study, including 
related options for consideration.  The intended objective of this report is that the Steering 
Committee has the necessary information to make informed decisions on the viability of a 
regionalized fire service.  This includes the benefits, challenges, and the appropriate regional 
governance structure.  

It is our aim to objectively demonstrate the benefits and drivers for the various governance 
models by identifying common challenges municipalities face when designing and/or 
implementing these models.  This document should be used as a guide to help the County of 
Minburn and their partner municipalities understand the complexities of the various governance 
structures that influence the foundational design of a regional structure, while considering the 
current realities of emergency response service delivery within the community.   

The public sector shares many of the constraints faced by other organizations when evaluating 
regional services.  When delivering critical services, including emergency management and fire 
services, municipalities must address the risks associated with poor service delivery when 
evaluating regionalization or collaborative approaches.  Developing governance frameworks with 
clearly outlined accountabilities is paramount when considering services that deal with health 
and life safety issues.  A successful governance structure for critical services needs to clearly 
delineate roles and responsibilities, service standards and accountabilities of stakeholders 
included in the governance model. 

 
Emergency events are not bound to the geographical scope of governing bodies and often 
overlap regional boundaries.  These events can lead to a duplication of effort in the response.  To 
minimize this inefficiency, municipalities are moving to a more regional approach to optimize the 
use of resources and the provision of critical services.  The models that have been implemented 
vary in complexity: from hand-shake agreements, formal mutual aid agreements to fully 
structured regional governing bodies.  Additionally, the Government of Alberta (GoA) continues 
to promote and support regional initiatives. 

Municipalities implement regional models to help address very similar constraints relating to: 

• Increased demands on limited tax revenue and external funding across the organizations 
• Limited skill and human resources  
• Stringent regulatory and reporting requirements from externally driven mandates 
• Concerns about the affordability of services from elected officials and stakeholders 
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• Increased stakeholder expectations for the quality and stability of service 

When developing a regional model, municipalities must first determine the types of services they 
are looking to share.  We have grouped critical services into three distinct categories, each with 
their own properties and benefits. 

1. Shared Service Centres:  

This first category aims to capture economies of scale by decreasing the unit cost of providing 
services.  These critical services are often the back-end processes and functions executed by the 
organizations. 

Examples include shared finance and administrative functions, procurement, payroll 
administration, information technology and equipment maintenance.  Figure 1. outlines the 
improvement levers and potential benefits associated with shared service centres. 

Figure 1. Shared Service Centre Improvement Levers and Benefits 
 

 
 

2. Centres of Excellence:  

The second category aims to capture economies of scope by improving the level of service and 
increasing the breadth of services available within the region.  For critical services, the centres 
provide a mechanism to share highly skilled resources across organizations. 

Examples include shared senior leadership (both political and administrative), highly skilled and 
trained individuals such as fire chiefs, directors of emergency management, and trainers.  Figure 
2 outlines the improvement levers and example benefits associated with centres of excellence. 

Capture Economies 
of Scale Co

st
 p

er
 U

ni
t 

Q1 Q2 

C1 

C2 

Shared 

Shared 
Volume 

IMPROVEMENT LEVERS EXAMPLE BENEFITS 

 Share scale-sensitive 
services  

 Eliminate redundancies 

Before Shared  
Services 

After Shared 
Services 

Page 111



 

 Regional Fire Service Feasibility Study 
 

 

 
Final Report 
November 11, 2020 

Page 51 

 

Figure 2. Centre of Excellence Improvement Levers and Benefits 

3. Operational Shared Services:  

This final category aims to capture both economies of scale and scope across organizations.  
Operational shared services pertaining to critical services generally include centralizing 
leadership and shared capital infrastructure projects. 

Examples include:  Shared regional fire administration, fire stations, and multi-agency/multi-
purpose buildings.  
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Figure 3. Operational Shared Services Improvement Levers and Benefits 

 
The merging or regionalization of the County of Minburn and the partner municipalities 
would include aspects of shared service centres, centres of excellence and operational shared 
services.  The improvement levers and example benefits are theoretical illustrations of the 
potential cost avoidance and service enhancements within these governance structures.  
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There are many challenges associated with 
designing, implementing, and sustaining 
regional models.  Some of the common 
challenges of delivering shared services and 
regional models are illustrated in Figure 4. 
and explored further in this section.  

 

The optimal governance framework will 
strike a balance between the benefits of 
increased regionalization with the desire of 
the stakeholders to change the current 
operating model.  The governance for the 
implementation and sustainment of critical 
service regionalization can be structured in 
several ways.  The common approaches include: 

• Informal agreements 
• Automatic aid agreements 
• Joint hiring 
• Intergovernmental service contracts (e.g. inter-municipal bylaws) 
• Purchasing consortia 
• Departmental consolidation 
• Planning boards 
• Regional service commissions 
• Municipal controlled corporations 

In Alberta, other municipalities have experimented with a combination of these governance 
frameworks for delivering critical services.  Regional emergency services commissions that were 
adopted by some municipalities represent the most structured and formalized examples of 
governance.  Some of the regionalization initiatives have been met with limited success, due in 
part to suboptimal governance frameworks.  Failure to address some of the key challenges has 
led to stagnant initiatives and unrealized potential benefits. Regardless of the specific governance 
model(s) that are ultimately selected, there are three main components that need to be 
addressed to create efficiencies and effectiveness within a regional fire and emergency response 
service.  These components are service definition, service cost and service control. 

Figure 4. Common Challenges of Regionalization 
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Service definition: Clearly defining the scope of services to be delivered in the regional model is 
the first important element when designing governance vehicles.  The scope of services should 
be clearly articulated and agreed upon, outlining who is ultimately responsible and accountable 
for delivering critical services.  For critical services, it is imperative to properly define the scope 
of services provided within geographic areas.  Issues can arise if the service level expectations 
are not clearly documented and understood among members and the service levels are variable.  
This is particularly acute when managing service delivery in areas of varying population densities.  
Specific response times and service levels for critical services may vary between urban and rural 
settings; these variances will need to be discussed and ultimately agreed upon and documented 
in the governance framework. 

The scope of services will ultimately include some form of shared service centres, centres of 
excellence, and/or operational shared services.  The three types of shared services may require 
separate governance frameworks.  For example, the agreements required to sustain the joint 
delivery of a training program will ultimately be different from the governance framework 
required to operate and maintain a centralize Fire Safety Codes quality management plan (QMP). 

The SOC policy recommended in Section 3 of this study would be the equivalent to the service 
definition requirement for a regional fire service.  Due to the diversity of the response areas 
within the County it will be necessary to establish service standards for urban, suburban, rural, 
and remote demand zones. 

Service Cost: A regional governance model will also need to address the cost of delivering 
services.  The governance model should outline how the services will be paid for, who should pay 
for the service, and how to limit costs.  Furthermore, a key component of service cost is 
measurement.  The governance framework should ensure that costs can be measured against 
baseline levels before regionalization.  The variance between the baseline and future state costs 
will demonstrate how the initiative is tracking against financial targets.  Escalating service costs 
were identified by the stakeholders through the consultation phase as a concern for 
implementing a regional service.   

Clearly articulating the expected cost savings associated with regionalization will help bolster 
support for specific initiatives.  For example, if the County of Minburn and partner municipalities  
decide to pursue a joint emergency vehicle fleet and equipment management and procurement 
program, the governance framework will need to clearly articulate how each of the members can 
access the purchasing group and how to pay for any fixed costs associated with the program.  
Additionally, if equipment maintenance is identified as a potential regionalized service, the 
agreements will need to clearly articulate the costs associated with equipment maintenance.  It 
is likely that one of the municipalities will take on the responsibility for maintenance (according 
to the clearly defined scope of services) and the other partners may access maintenance on a 
fee-for-service type of arrangement. 

Most often, critical services are funded through a combination of ad valorem taxes and user fees.  
Taxes are generally used to fund capital costs whereas operational costs are often recovered 
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through both taxes and user fees.  The allocation of costs, or who should pay for the service, 
needs to be determined.  Common measures to base the allocation of costs include: 

• Alternative tax bases 
• Various population measures 
• Quantity of service used 
• Fixed proportions 

Finally, consideration should be given to how to limit the costs of service.  The respective Council, 
or their delegated authority, will need to determine an appropriate budget for the regional 
services.  The budgeting timeframe should align with the long-term nature of benefits realization; 
short term funding commitments may undermine the initiative if support wavers over time.  In 
certain circumstances, a service establishment bylaw should be enacted to set the maximum 
amount that may be requisitioned through taxation for the service.  Cost control is an important 
consideration even under the pretense that regionalization will help reduce total costs.  Setting 
appropriate cost control measures helps in part to achieve and maintain cost savings.  Cost 
control measures will be particularly important if the County of Minburn and partner 
municipalities investigate the possibility of sharing information technology (IT) systems for 
information management (fire service records management and data system) and a centralized 
fire dispatch service provider.  IT projects often carry significant risks associated with cost 
escalation, and proper cost control measures for these initiatives will be paramount to ensure 
the long-term cost savings and improved efficiencies associated with a centralized system. 

Service Control: Service control is dictated by the type of governance vehicle that is ultimately 
selected.  In order for governance frameworks relying on delegated authority to be sustainable, 
it is important that the arrangements allow participants the ability to influence decisions and also 
facilitate responsiveness to changes in the operating environment (e.g. increased risk profiles, 
changing demographics, increased demand for services, etc.).  Each municipality will ultimately 
be asked to give up some form of control when implementing a regional governance vehicle but 
should still have sufficient influence on important decisions.  Common approaches to delegated 
authority decision making include: 

• Total equality – equal number of representatives from each participating municipality, 
each with one vote 

• Partial inequality – unequal number of representatives from each participating 
municipality, but each representative is limited to one vote 

• Population weighted vote – representation is based on the relative populations of each 
participating municipality 

• Contribution weighted vote – representation is based on the relative financial 
contribution of each participating municipality 

In addition to decision making, dispute resolution mechanisms are also a fundamental 
component of effective and efficient governance frameworks.  No agreement will facilitate a total 
lack of conflict, and as issues arise, the stakeholders require a forum to resolve these issues.  
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Common dispute resolution mechanisms include mediation and arbitration.  Finally, the 
governance framework needs to provide a process for exiting the agreement if issues cannot 
ultimately be resolved through the dispute resolution mechanism. 

To help ensure that the benefits of the regional program are realized, periodic service reviews 
should be performed.  These reviews are in addition to standard performance measurement of 
cost and effectiveness vs. the established baselines.  Periodic reviews help stakeholders, 
including elected officials; ensure that the regional program continues to align with the shared 
vision of the participating municipalities.  The reviews also provide a forum to introduce 
improvements and changes to the existing governance frameworks. 

It is important to note that the different governance frameworks discussed in this section have 
different legal requirements and are subject to various legislation in the province.  Legal council 
needs to be involved in the development of any agreement to ensure compliance with the 
Municipal Government Act, the Forest and Prairies Protection Act, the Emergency Management 
Act, and potentially other pieces of relevant legislation. 

 
There is no ideal or ‘one size fits all’ governance model, only that which makes the most sense 
given what activities are involved and the circumstances under which they must be carried out: 
governance must be aligned with context.   

It must be stated again that the County of Minburn and partner municipalities have already 
developed an informal type of regionalization.  The County’s fee-for-service agreements with the 
Villages and Town, and the Fire Chief’s leadership has created a good level of cooperation, 
primarily at the operational level.  During the stakeholder consultation and workshop, there were 
several positive comments about the interoperability of the various fire departments and their 
relationships within the County. 

Working together to deliver services sometimes presents organizations with many hurdles that 
must be overcome.  Even if it is ultimately decided that the scope of the initiative is limited, the 
impacts on the people and core processes in the organizations can be substantial.  

Transitioning to a regional model will involve changing the way the organizations work together 
by leveraging existing examples of successful collaboration.  Planning for the change and 
managing the change through the implementation is paramount if the benefits from 
regionalization will be realized by the County of Minburn and partner municipalities and must be 
considered when developing a regional governance framework. 

Depending on the number of factors (including types of service, cost, and level of formality/ 
control) the optimal governance model will vary.  At the onset of a regionalization effort, time 
must be taken to discuss governance with stakeholders and work towards defining the preferred 
governance approach.  This will ensure success at the onset of the initiative and allow for 
sustainability of the program. 
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Although many forms of regionalization/ collaboration could be considered, feedback during the 
consultative phase indicated an interest in a regional fire service.  However, a greater 
understanding of what the regional structure would look like was required.  The stakeholders 
believe that most of the public would support a regional fire department.  Key factors identified 
were no increase in costs or degradation of service, and the need to retain local autonomy and 
identity.  For these reasons, Behr has identified the following four models of governance for a 
regional fire service to be considered by the steering committee: 

• Option A: Independent Fire Departments 
o Town and Villages fee for service agreements with the County (status-quo) 

• Option B: One Formal Regional Agreement 
o Inter-municipal agreement with either the County or the Town as managing 

partner 
• Option C: Partial Regionalization   

o Two inter-municipal agreements with Villages integrated into County of Minburn 
Regional Fire Department and a revised fee for service agreement with the Town 
of Vegreville 

• Option D: Regional Commission 
o Provincially approved inter-municipal bylaw that establishes a regional fire service 

commission 

It is also hoped that these base examples would simplify the discussions and aid in defining the 
preferred regional governance approach.  Table 14, page 63, outlines these four options for the 
future state governance model.  Each of the models varies in terms of complexity of 
implementation, cost to adopt, scale of benefits, and associated drivers. 

 
This model involves separate emergency services agreements and separate emergency 
response programs or systems.  The County of Minburn has fee-for-service agreements with 
the Town of Vegreville and a joint fee-for-service agreement with the two Villages: 

• Town of Vegreville Fire and Emergency Services Agreement, dated December 2016 
• Village of Minburn, Village of Mannville and Village of Innisfree Fire Service 

Agreement dated January 2006 

In addition, the County has established several mutual aid agreements with adjacent 
municipalities and the Province.  These mutual aid agreements include: 

• Beaver Emergency Services Commission Mutual Aid Fire Agreement, dated 
September 2012 

• MD of Wainwright Mutual Aid Fire Agreement dated August 2012 
• County of Two Hills Mutual Aid Fire Agreement dated August 2007 
• County of Vermillion River Mutual Fire Aid Agreement dated July 2020 
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• Lamont County Mutual Aid Fire Agreement dated March 2008 
• Province of Alberta, Ministry of Agriculture and Forestry, Forestry Division Mutual Aid 

Fire Control Agreement dated March 2020 

Observation #11: There are several agreements that are over 10 years old since 
enactment.  It is understood that the Town of Vegreville Fire and Emergency Services 
Agreement expires on December 31, 2021. 

Recommendation #11: Conduct a complete review of all agreements that are over 
five years old 

The County of Minburn complete are review of all agreements that are five years and 
older since enactment.  While this cyclical review and updating of agreements is not 
a legislated requirement it is a standard practice amongst municipalities.   

Each of the municipal fire departments within the County remains independent but 
cooperates on several issues and initiatives.  In many cases, this cooperation is prompted by 
the need for interoperability, to support each other and an opportunity to obtain value by 
combining resources.  This level best approach describes the current state of the fire service 
in the County given the various separate agreements and informal operational-level 
arrangements. 

Strengths 

The cooperative nature has provided each municipality with additional funding to operate 
a fire department.  This is particularly important for the Villages, where the tax base would 
not necessarily provide the resources to support an independent fire department.  The 
current fee-for-service and mutual aid agreements, and separate fire services continue to 
allow full independence in decision making by each Council.  Furthermore, each Fire 
Department maintains operational autonomy and community identity.  The level of 
interoperability at the frontline service delivery is working well amongst the fire services 
for rural and joint responses, and mutual aid calls. 

Weaknesses 

At the administrative and financial management level, there are several challenges 
around the components of service definition, service costs and service control.  There is 
duplication of political, administrative, and financial management functions between 
County of Minburn and partner municipalities.  This results in complications for decision 
making and accountability.  Most of these issues are within the fee-for-service agreements 
with the Town and Villages.  In addition to providing annual stand ready fees to each fire 
department, the County also pays incremental costs for wages, personal protective 
equipment (PPE), consumables and equipment and Alberta Transportations rates for each 
unit that responds.  It is important to note that the County either owns or cost shares for 
the majority of emergency response apparatus within the County.  Cost recovery and 
sharing for Provincial Highway road rescue is inconsistent between the Town and Villages.   
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The fee-for-service agreements do not define the service response standards (service 
definition) and as such each fire department has the discretion to determine the number 
of units and staff required.  For example, four emergency vehicles respond to a minor MVI 
creating issues for invoiced amounts and cost recovery with Alberta Transportation.  The 
present downward economic and growth trend within the County is creating challenges 
for the Villages to maintain viable fire services and depend upon the County’s contribution 
for sustainability of the respective fire department. 

Opportunities 

Status quo allows for the familiar operation of emergency services in the County.  No 
action is required to continue the current levels of cooperation until a situation arises that 
negatively impacts that status quo. 

Challenges 

Status quo does not address the administrative and financial management challenges and 
the transition to a cohesive and collaborative governance structure that creates 
efficiencies and improves service effectiveness.  As indicated above, the duplication of 
administrative functions combined with inconsistencies in service definition, costs, and 
control, precludes any forward action to enhance the current overarching system. 

 
This model involves a formal “joint” agreement that establishes a single regional fire 
department.   This agreement would contain detailed service definition, cost, and control 
measures to address the current challenges with the independent fire departments and the 
fee for service agreements.  Duplication at the administrative and financial management 
levels would be eliminated under one central authority.  

As previously indicated each municipality will ultimately be asked to give up some form of 
control when implementing a regional governance vehicle but should still have sufficient 
influence on important decisions.  From this perspective, the County of Minburn Regional Fire 
and Emergency Services agreement would retain each fire departments identify and 
affiliation with their respective community.  Under the service cost and control measures, 
this agreement would need to ensure an acceptable level of operational autonomy is 
established to allow the day to day functioning of the fire departments within the County. 

Typically, the agency that provides the largest contribution of resources would be the 
managing authority.  There are exceptions to this general principle subject to negotiations 
during the development of the joint agreement. The County can be established as the 
managing partner or the Town of Vegreville.  
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Strengths 

A formal regional agreement that contains the fundamental aspects of service definition, 
service cost and service control will eliminate the duplication at the administrative and 
financial management levels.  Opportunities to take advantage of bulk purchasing and 
standardization of vehicles and equipment will result in additional cost avoidance.  Clearly 
articulated core services and response standards will result in cost savings for the County 
and partner municipalities by removing the current stand ready and emergency response 
service fees and be replaced by a single financial management structure.  Operationally, 
common response guidelines and training standards will increase operational 
effectiveness and interoperability through a centralized administrative and management 
system.  As previously indicated, the formal regional agreement would need to preserve 
each fire department’s identity, community affiliation, and an acceptable level of local 
autonomy to facilitate the day to day functioning of each service. 

Weaknesses 

Each municipality will ultimately be asked to give up some form of control when 
implementing a formal regional agreement, and at the administrative and political levels, 
there is potential for resistance or lack of support.  Members of each fire department may 
perceive the loss of identity, community affiliation and and/ or autonomy to manage/ 
operate their service.  Reaching the decision as to who would be the managing partner in 
the regional agreement will be a highly contentious issue and will require extensive 
consultation and negotiation. 

Opportunities 

The present downward economic and growth trend within the County is creating 
challenges for the Villages to maintain viable fire services and depend upon the County’s 
contribution for sustainability of the respective fire department.  A regional agreement, 
where resources and costs are shared, creates an opportunity to increase cost efficiencies 
and operational effectiveness for all communities within the County. 

Challenges 

Establishing a formal regional agreement that contains the fundamental aspects of 
service definition, service cost and service control that is supported at the administrative 
and political levels by the County and partner municipalities. 

 
As previously indicated, this option involves two inter-municipal agreements, one with 
Villages integrated into County of Minburn Regional Fire Department and a revised fee for 
service agreement with the Town of Vegreville. 

During the consultations with the representatives from the Villages, there were positive 
comments made regarding the County becoming the managing partner for their fire 
departments.  The streamlining of administration and financial management was viewed as 
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a key advantage/ enhancement.  Section 3 identified that the County provides stand ready 
fees for Villages of Manville and Innisfree, which in 2019 was $44,626 and $20,730, 
respectively.  Over a three-year period, Mannville collected an average annual operating cost 
recovery from the County of $37,000 in addition to the stand ready fee.  Based upon the data 
provided by Innisfree, the annual firefighting fees revenue line indicates a three-year average 
of approximately $15,000 per year.  

Recommendation #2, Section 3 identifies the need to establish performance standards and 
accountability measures within the County’s fee for service agreement with the Town of 
Vegreville.  As previously discussed, the costing model in the current agreement indicates the 
County provides a five-year average of $66,000 per year as a stand ready fee and a five-year 
average of $111,000 per year for the Vegreville Fire Department’s responses into County 
areas.  This includes the Alberta Transportation cost reimbursement for MVIs on Provincial 
Highways.  Consumables and third-party changes are reimbursed by the County with a 15% 
administrative overhead charge. 

It is important to note that the costs and service charges in the County’s agreement with the 
Town are based upon Provincial rates.  These rates were developed by the Province for the 
purpose of reimbursing municipalities that deploy their staff, vehicles and equipment for 
emergencies occurring within Provincial response areas of authority. In our opinion, the 
Provincial rates are not applicable from the perspective that the County provides an annual 
stand ready fee and owns, or cost shares most of the emergency response fleet. 
Recommendation #2 suggests that more equitable fee schedule needs to be negotiated as 
part of the revisions to the agreement in 2021.  

Strengths 

If properly negotiated, written, and administered, these agreements provide minimum 
standards of protection throughout the County and provides an accountability framework 
to monitor service levels.  The integration of the Villages with the County as the managing 
partner will streamline administrative and financial management functions.  Centralized 
minimum training standards, core services and operational guidelines will provide an 
enhanced interoperability and operational effectiveness.  The Town of Vegreville 
maintains full control and autonomy for their services within the context of the agreement 
with the County. 

Weaknesses 

Local authority and control may create divergence from the agreements depending upon 
each municipality’s administrative/political leadership’s future agendas, priorities, and 
goals.  This option does not create a complete regional service model where all aspects 
are centrally managed. 

Opportunities 

The present downward economic and growth trend within the County is creating 
challenges for the Villages to maintain viable fire services and depend upon the County’s 
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contribution for sustainability of the respective fire department.  The integration of the 
Village fire departments with the County as the managing partner provides a sustainable 
and efficient structure to maintain these services.  The Town of Vegreville maintains 
control and autonomy for their Fire Department within a defined fee-for-service 
agreement.  

Challenges 

The Villages’ administration and Council must view the integration as beneficial to their 
community and the County.  The Town of Vegreville administration and Council will need 
to support a revised agreement with the County that contains a significantly different 
funding arrangement.  

 
A formal regional commission to include fire and emergency management services with a 
clear mandate of authority, budget, and organization, particularly in relationship with the 
County and partner municipalities’ Councils could be established.  All aspects of the fire 
service would be controlled and administered by an independent regional commission. 

Strengths  

This option provides a long-term stable agreement that the participants can rely on. 

Weaknesses  

The commission must be created and dissolved by the GoA, usually by application from 
the municipalities.  This framework lends itself to the possibility of political involvement at 
the administrative and operational levels. 

Opportunities 

A regional commission provides a central focal point for operations with a dedicated 
budget and management for routine operations. 

Challenges 

Municipal control is delegated to the commission and requires a formal process if one or 
more parties feel that the direction is less than desirable. 
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Table 14: Governance Framework 

Option Option A 
Independent Fire Departments: Fee 

for Service with the County 

Option B 
One Formal Regional Agreement 

Option C 
Partial Regionalization 

Option D 
Regional Commission 

Structure - Current status quo 
- Some informal 

agreements/practices 
- Separate Fire Departments 
- Separate financial and 

administrative processes 

One comprehensive agreement 
with Town or County identified as 
managing partner.   

- County is managing partner for 
Village Fire Departments as a 
Regional Service 

- Revised defined service 
agreement with the County 

- Regional Protective Services 
Commission 

- Equitable Representation with 
County weighted as oversight 

Implementation Easiest Complex Moderate Challenging 
Cost to adopt Low Moderate Moderate Highest 
Benefits - Coordination at operational 

level 
- Functioning resource coverage 

into County areas 

- Improved resource coverage 
- Defined scope of services 
- Defined cost sharing model 
- Structured dispute resolution 

mechanisms 
- Moderate realization of 

economies of scale and scope 

- Improved resource coverage 
- Cross functional strategic 

direction and alignment 
- Defined scope of services 
- Defined cost sharing model 
- Structured dispute resolution 

mechanisms 
- Realization of economies of 

scale and scope 

- Distinct legal status 
- Natural person powers 
- Improved resource coverage 
- Cross functional strategic 

direction and alignment 
- Defined scope of services 
- Defined cost sharing model 
- Structured dispute resolution 

mechanisms 
- Realization of economies of 

scale and scope 
Challenges - Lack of efficient/effective 

coordination,  
- duplication, ambiguous costing 

structures 
- No service definition, control, 

costs  
- Political interference 
- Administrative challenges 

- Decrease of local 
authority/control 

- Perception of loss of autonomy 
and identity 

- Determination of managing 
partner 

- Negotiating defined service 
levels within the agreement 

- Administrative and Political 
support 

- Decrease of local 
authority/control for Villages 

- Perception of loss of autonomy 
and identity 

- Resistance between Town and 
County on fee for service 
structure and defined 
agreement 

- Decrease of local 
authority/control 

- Perception of loss of autonomy 
and identity 

- Resistance with Regional 
Commission’s authority 

Note: The current governance structure with the County and partner municipalities is assessed as Option A – Independent Fire Services 
and Fee-for-Service Agreements with the County.  
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The County and partner municipalities have been cooperating in various forms over the years.  
As discussed at the interviews, mutual/automatic aid, and fee-for-service agreements are forms 
of governance that facilitate some regional cooperation.  The level of interoperability amongst 
the fire departments is a success that should be acknowledged and viewed as the basis to create 
further efficiencies and effectiveness within an enhanced governance structure.  As determined 
in the review of data, information and consultations, there are several challenges for the Steering 
Committee to consider.  These include clearly defining service definition, service costs and service 
control to address: 

• Acceptable level of local authority and control for the fire departments 
• Recruitment, autonomy and identity for the volunteers and their community/ 

department 
• Inclusive financial and administrative management systems: cost sharing and recovery, 

fee structures, bulk/ joint purchases, compensation, capital procurement, data and 
records management, fire reporting and centralized fire dispatch contracted service 

• Fleet and equipment maintenance and life cycle replacement 
• Safety Codes Fire QMP fire prevention, investigations, and public education 
• Minimum standards for response, training, and safety 

Many organizations, although well intentioned, have failed to implement regional models for 
service delivery because they failed to address some of the common challenges associated with 
governance.  Some of the most common challenges that municipalities face when designing, 
implementing, and sustaining regional models are:   

Challenge # 1 

Lack of support from leaders 

Without leadership buy-in, both at the political and administrative levels, regionalization 
efforts are not likely to succeed.  If leadership does not support the initiative, it will be difficult 
to secure the necessary resources and commitment required to make and sustain meaningful 
change.  Lack of support from leadership has limited the extent to which regional models have 
been successfully implemented with other municipalities examined during this study. 

What should it look like?  

Leadership support is demonstrated by: 

• Allocating sufficient resources to the effort, both in the short and long term 
• Communicating positive, reinforcing messages to internal and external stakeholders 
• Actively participating to resolve issues that are escalated to the steering committee and 

addressed within an agreed upon formal dispute process 

How can it be avoided?  
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To gain the buy-in from leadership:  

• Involve them early in the design process to define the parameters and expectations for 
regionalization 

• Secure meaningful roles for them in the decision-making process 
• Ensure that the expected benefits of the initiative are clearly measured, documented, 

and communicated 

Challenge # 2 

Loss of control, perceived loss of control, and changing roles 

Regionalization, by definition, will result in stakeholders losing some facet of control over their 
operations.  Individual departments and managers often believe that they are uniquely 
positioned to deliver effective critical services to their constituents.  Management and front-
line staff often perceive that regionalization will result in a reduced level of service.  As 
previously indicated during our interviews with stakeholders, the loss of control or perceived 
loss of control was identified as a potential roadblock to regionalization. 

What should it look like?  

Stakeholder support is demonstrated by: 

• Participating in requirements gathering and design activities 
• Embracing change and supporting new roles in the organization 
• Actively participating to resolve issues and raising them to senior leadership 

How can it be avoided and how to manage the change?  
• Involve stakeholders early in the design, including management, employees, and 

volunteer associations 
• Ensure that the expected benefits of the initiative are clearly measured, documented, 

and communicated 
• Do not ‘sugar coat’ the process: change is difficult, there will be bumps along the way 

Challenge # 3 

Poor accountability 

Accountability is a major concern among impacted stakeholders, especially with respect to 
critical services that deal with life-safety issues.  Any governance structure, for the services 
under consideration, needs to clearly delineate the roles and responsibilities of all key 
stakeholders in the regional model. 

What should it look like?  

Governance frameworks facilitating accountability: 

• Clearly document roles and responsibilities of each organization 
• Include mechanisms to enforce accountability in service level agreements 
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How can it be avoided?  

To help ensure accountability: 

• Incorporate stakeholder feedback when designing new roles in the organization 
• Ensure members understand how their role will change in the new partnership 

Challenge # 4 

Extended timeframe for benefits realization 

The benefits associated with regionalization take time to accrue.  Research and experience have 
demonstrated that full benefit realization often takes three to four years to achieve on average.  
To ensure that the risks associated with critical service delivery are mitigated during the 
implementation, strong contingency plans need to be developed.  The timeframes associated 
with the realization of benefits should be communicated to stakeholders at the onset of the 
initiative.  

What should it look like?  

Governance frameworks should be able to measure and document benefits by: 

• Including clear benchmarks for measuring benefits over time including cost and 
organizational performance measures 

• Planning for communications/reporting to stakeholders for the long term that keeps the 
benefits at the forefront  

How can it be avoided?  

Generally, it is not possible to avoid this challenge, however, it does need to be addressed. 
Organizations should consider: 

• Implementing a phased approach if the initiative is sufficiently broad or if there are 
many perceived obstacles to implementation 

• Identifying and targeting ‘quick-wins’ to help bolster support 

Challenge # 5 

Equitable representation 

In regional governance models, equitable representation is paramount.  Equitable 
representation, however, is not always equal representation within the model.  Equitable 
representation could mean the involvement or “stake” based on a per capita ratio formula, or 
simply each jurisdiction or community gets a representative.  The governance structure must 
outline the involvement and decision-making authority of the member organizations.  When 
the relative size of the municipalities in the regional model is sufficiently broad, the concerns 
over equitable representation often represent a significant challenge for determining an 
effective governance structure. 
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What should it look like?  

Ultimately, representation needs to balance two primary factors: 

• Percentage of resources contributed to the service by each participating municipality 
• Population of the participating communities 

In fairness, this balance should be in favor of the contribution of resources to reflect the fact 
that these resources could be allocated elsewhere.  For example, if there is a committee of five, 
three seats would be allocated to the party providing most resources. 

How can it be avoided?  

The notion that there should always be “equal” representation needs to be avoided.  Some 
rules of thumb: 

• Each party needs to have one representative to start and that representative should 
have the technical background and authority to represent their party 

• Additional representatives are added to reflect the contributions made by each party 
(operational funding, capital assets, people)  

• If elected officials are on the committee, there should generally be equal numbers of 
elected officials to reflect the need to be equally represented (i.e. it would be 
inappropriate for one community to have two Council members present when the other 
communities only have one) 

• The composition of the committee should be articulated into a formula, with that 
formula being applied on a regular basis (bi-annually) to reflect any changes in 
circumstances and  the formula itself can only be changed through unanimous approval 
by all committee members 

The key components of efficient and effective governance models distributed by the 
Government of Alberta are included as Appendix B (pg. 76).  

 
There are several communities across Alberta that have embarked on similar studies and 
initiatives with varying degrees of success.  There can be challenges and varying impacts when 
two or more entities come together, but collectively the objectives can be met.  The structure 
and delivery will vary between communities and it is a challenge to use one generic model to fit 
every case, but in this case, there are good examples of collaboration already working 
successfully.   
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For example, the Foothills Regional Emergency Services Commission (FRESC) whereby the 
Commission is authorized to provide emergency medical services and an emergency services 
communication system to the following communities: 

• Town of Okotoks • Vulcan County 

• Town of Black Diamond • Town of Vulcan 

• Town of Turner Valley • Village of Milo 

• Town of High River • Village of Arrowwood 

• Village of Longview • Village of Carmangay 

• Municipal District of Foothills No. 31 • Village of Champion 

• Town of Nanton • Village of Lomond 

• Kananaskis Improvement District  

In discussions with stakeholders from other communities that have either proceeded, or are in 
the process of proceeding, with some type regionalization or collaboration, there appears to be 
a common theme of ‘cautiousness.’  All the communities have experienced challenges, whether 
the model involves asset-sharing, contract services (such as municipal/bylaw enforcement), 
support services, and/or operational costs of governance.  

Although the GoA has assisted communities in the regionalization process through funding and 
governance models (documentation and agreements), the onus is on the regionalizing parties to 
develop and implement the model that they are proceeding with.  

Regionalization/collaboration is becoming a realistic option for communities as they continue to 
find progressive and creative ways to remain self-sustaining and marketable to new residents 
and business leaders.  In considering emergency services as a candidate for a cooperative model, 
it is probably one of the most cohesive groups to transition into a merger.  Operationally, these 
groups work well together as their objectives are very similar in nature and already tend to cross 
over through emergency events.  

Beaver County  

Established in 2010, the Beaver Emergency Services Commission (BESC) has a mandate of fire 
protection, as well as possible additional mandates including emergency management (disaster 
services), ambulance services, community peace officer program, enhanced RCMP service and 
industry.  The regional partnership, the first of its kind in Alberta, consists of six local volunteer 
fire departments with over 110 firefighters.  The process for reaching municipal and political 
consensus for approval and implementation can take anywhere from 12 to 18 months or longer 
due to political and administrative challenges.  BESC has experienced these types of challenges 
primarily in governance and understanding the role of senior management of the fire service. 

Approximate costs to create a commission are approximately $75,000 to $150,000. 
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County of Vermilion River 

County of Vermilion River (CVR) has a Director of Protective Services that is effectively the 
regional or district Fire Chief for the communities under an equally represented Fire Commission: 
Regional Emergency Management Group (REMG).  A study was conducted in 2010 to outline the 
cooperation and process for moving to a regional concept and the CVR has been working through 
the recommendations of the report in gradually transitioning to a “true” regional platform for all 
of the protective services.  Cooperation has been the driver for the framework, but challenges 
and sensitivities around autonomy still need to be addressed and considered as they move 
forward. 

County of Grande Prairie 

The County of Grande Prairie provides regional fire, investigation, and medical services from two 
full time, three paid-on-call and four contract departments.  Stations are in Beaverlodge, 
Bezanson, Clairmont, Dunes, Hythe, LaGlace, Sexsmith, Teepee Creek and Wembley.  The County 
has ongoing mutual aid agreements with both internal and external fire departments, such as the 
MD of Greenview and Alberta Environment and Sustainable Resource Development, for fire 
suppression, equipment, and resources. Regional enforcement services consist of a traffic unit, 
bylaw unit, and an RCMP enhanced policing unit.  The bylaw unit consists of both bylaw 
enforcement officers and animal control officers.  This system is working well, and significant 
efficiencies have been noticed in response and cost-effective savings in capital assets to date. 

Vulcan County 

In 2011, Vulcan County undertook a Regional and Emergency Management services study.  At 
that time, the County had a protective services coordinator with the duties to act as a liaison with 
the municipal fire departments within the County.  This position and the responsibilities resulted 
in confusion amongst the municipal fire chiefs in terms of authority.  The municipal fire chiefs are 
accountable to the fire associations and their respective municipalities.  There are six municipal 
fire departments in the County and five fire associations.  The study identified four options: 

• Regional fire and emergency management committee (regional structure) 
• Vulcan County absorb the fire departments and establish formal agreement(s) 
• Urban municipalities absorb the Fire Departments and establish formal agreement(s) 
• Emergency services commission 

Discussion with the Vulcan County Fire Chief indicate that there has been considerable 
resistance, disagreement, and conflicts in moving forward with a more cohesive service delivery 
structure throughout the County.  At present, there are three levels of service agreements within 
Vulcan County: 

• Two volunteer fire departments have been integrated as regional 
• Contracts with three volunteer associations for the provision of services 
• Joint agreement with Town of Vulcan 
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Every community we consulted with, having gone through a similar project, had a list of positive 
and negative concerns.  These are identified in the following interview summary table: 

Table 15: Interview Summary from Comparative Communities 

 Positive Negative 

Budget Single budget Making sure the right governance 
model is used 

Increased value for service Costing issues 

Possible reduction in fulltime staff – 
possible cost saving 

Initial cost of conversion 

Staff Common goals and objectives Loss of control 

Succession planning opportunities Loss of autonomy 

No redundancies; particularly in 
management and leadership 

Protection, liability, and ownership 
issues 

Resource allocation and flexibility Fear of the unknown 

Common recruiting criteria Limited advancement 

More available resources Empire building  

Cooperation results in increased 
efficiency 

Lack of well-defined lines of authority 

Improved ability to respond with single 
response model 

Different operating principles, 
priorities, and conflicts 

Shared skills Different administration and 
procedures 

Improved collaboration and 
communication 

Jurisdictional issues 

  

Services Standardization of services Service level maintenance reduced 

Harmonization of services Different levels 

Equipment Purchasing of equipment Different equipment - unfamiliar 

Access to more equipment  

Infrastructure One EOC Common data collection may be a 
challenge 

Centralized administration office  

Common training program No common training facility 

Operating 
Procedures  

One common SOPs Differences in procedures 

One common SOGs  

Training Common training goals and initiatives No common training facility 
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Observation #12: Based upon the consultations with the Steering Committee and key 
stakeholders , a review of the relevant data and current agreements, the benefits and 
challenges with a regionalization initiative and experiences of other communities, it is our 
opinion that Option C and Partial Regionalization is the preferred approach for the County of 
Minburn and the partner municipalities.  Of all the options identified in this analysis Option C 
and partial regionalization has the greatest potential for success.  

Recommendation #12: That the County of Minburn and municipal partners initiate a 
broad consultation and communication process with the view to transitioning to a 
partial regionalization governance structure  

It is recommended that the County and municipal partners undertake a comprehensive 
consultation and communication process to confirm if there is sufficient incentive 
amongst the key stakeholders at the operational, administrative and political levels to 
embark upon the implementation of the partial regionalization identified in this analysis. 
As previously indicated, there is no ideal or ‘one size fits all’ governance model, only that 
which makes the most sense given what activities are involved and the circumstances 
under which they must be carried out: governance must be aligned with context.   

It is further recommended that if the decision is made to implement Option C and Partial 
Regionalization, the County would need to increase the staffing levels for the fire service 
administration and management functions.  A Deputy Chief of Operations and Training 
along with a Financial/Administrative Assistant is suggested.  The estimated costs for 
these positions are approximately $100k and $65k, respectively. 

It is important to note that if the agreement renewal  negotiations with the Town of 
Vegreville results in a more efficient fee schedule, and the regionalization of the Villages 
into the County, cost savings should  be realized so that the positions are cost neutral.  
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This review was completed is to assist the County of Minburn and the municipal partners of  the 
Town of Vegreville, Village of Innisfree and Village of Mannville in evaluating their current fire 
services  and establishing a long-term strategy to provide efficient and effective fire, rescue and 
emergency services for their community.  

Behr analyzed several factors to determine the effectiveness and efficiency of the fire services 
within the County.  We evaluated the operational and administrative aspects of each 
department, as well as the respective community’s profile, risk factors, core services and 
programs, training, recruitment, and retention of paid-on-call (volunteer staff), facilities and 
major equipment.  Additionally, we evaluated the agreements and relationships with the County 
and municipal partners.  The emergency response data from the Town and Villages fire services 
was assessed with a focus on the current capabilities and alignment with the existing risk factor 
and levels of demand.  Fire Chief Fundytus has provided exceptional leadership and enhanced 
interoperability at the operational level. 

There are several observations and recommendations in this review that need to be considered 
by all four municipalities to improve operational effectiveness and efficiencies.  Key among the 
12 proposed recommendations is the establishment of a standards of cover policy, an enhanced 
fee schedule for the County agreements, bulk purchasing procedures, centralized recruitment of 
POCs, joint training and base level standards, centralized safety codes program, common 
operational guidelines and centralized dispatch services and response benchmarks 

The key constructs of merging or regionalization were assessed comparatively with the collection 
of the qualitative and quantitative data provided by the County and partner municipalities.  The 
outcome of this was four options to aid the steering committee and key stakeholders with the 
necessary information to make decisions regarding the viability of a regionalized governance 
structure for the County and municipal partners fire services.  The following four options of 
governance for a regional fire service to be considered by the Steering Committee: 

• Option A: Independent Fire Departments 
• Option B: One Formal Regional Agreement 
• Option C: Partial Regionalization   
• Option D: Regional Commission 
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Regionalization of shared services amongst municipalities can be very complex endeavors and 
must be carefully consulted, planned, communicated, and implemented to achieve the 
anticipated cost avoidance and enhanced service levels.  Based upon the consultations with the 
Steering Committee and key stakeholders , a review of the relevant data and current agreements, 
the benefits and challenges with a regionalization initiative and experiences of other 
communities, it is our opinion that Option C: Partial Regionalization is the preferred approach for 
the County of Minburn and the partner municipalities.  Of all the options identified in this analysis 
Option C has the greatest potential for success.  This is based upon the finding the right 
framework analysis conducted in Section 5.5, pages 56 to 63 in this report. 
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Appendix A: List of Figures, Maps, and Tables 

Appendix B: Regional Services Commissions  
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Figure 4 Common Challenges of Regionalization 53 
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Table 7 Low Risk Fire (no exposures): garbage, vehicle, small grass fires, or alarms (w/o 
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Table 10 Moderate Risk: single family residential (detached/duplex) 44 

Table 11 High Risk: commercial, industrial, strip mall, warehouse and mid-rise residential 44 

Table 12 Moderate Risk: motor vehicle crash (1¬3 private vehicles) 44 

Table 13 Low Risk: carbon monoxide alarm, small spill cleanup, investigates smell, public 
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Introduction

Jeff Carlisle

Isaac Comandante
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• The purpose of this study was to identify opportunities 
that achieve a more collaborative, streamlined, 
effective, efficient, and fiscally responsible regional fire 
service model. 

Slide 3

Project Understanding
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a) Reviewed existing means of delivery of fire services
b) Consulted with the participating community partners’ fire 

services to understand how fire services are currently 
delivered

c) Evaluated existing efficiencies and identify potential 
enhancements through a regional fire service structure

d) Consulted each Chief Administrative Officer and Fire Chief to 
understand administratively and operationally what is working 
and what the challenges are in the current delivery of fire and 
emergency services

Project Scope
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e) Consulted elected officials of each municipality to understand 
their perspective on fire services, so that opportunities, 
challenges, and alternatives can be identified

f) Discussed the needs, opportunities, and concerns with a view 
to identify the requirements for streamlined and effective 
services for residents and safety of emergency responders, 
financial efficiencies, proper infrastructure, and fair 
compensation for emergency responders, etc.

g) Considered the population and activity within the 
municipalities and areas of jurisdiction over the next 10 – 20 
years, and the potential impact to service delivery and 
operations of the fire departments

Project Scope
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h) Reviewed all areas including staffing, station locations, 
vehicles, and large apparatus (new and replacement cycles), 
vehicle and apparatus maintenance, other equipment, 
administration, and training

i) Provided recommendations, approximate financial 
implications, implementation plans and timelines

Project Scope
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This report serves to provide the Steering Committee with the 
information necessary to help them select a preferred approach.  
This report provides:

• Community Risk Overview
• Fire Services Overview
• Governance and Feasibility Analysis
• Key Considerations and Governance Challenges

Project Objectives
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The following risk factors are identified as having the potential to 
challenge fire department response capacity or capability:

• Multiple transportation corridors
• Medical response scenarios
• Stationary dangerous goods
• Wildland urban interface 
• Structure fire
• Vulnerable occupants 
• Limitations of the paid-on-call staffing model

Community Risk Overview
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Standards and References

• Alberta Building Code and Fire Codes
• Alberta Safety Codes Act
• Alberta Emergency Health Services Act
• Alberta Emergency Management Act
• Alberta Government Emergency Management Regulation
• Alberta Occupational Health and Safety Act
• Municipal Government Act and Inter-municipal Collaboration 

Framework Regulation
• National Fire Protection Association’s (NFPA) Standards and 

Guidelines
• National Building and Fire Codes
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Consultative Process

• Workshop
- The goal of the workshop was to present an overview 

of the project and its objectives and to gauge the 
interest from the participating communities on the 
interest of regionalizing.

• Targeted Interviews
- Targeted interviews were part of the data and 

information collection process where participants 
were asked questions related to their areas of 
purview and expertise
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Study Considerations

• Community Specific Considerations 
– Growth, Economy, Demographics, Community 

Profiles, Etc. 
• Department(s) Specific Considerations

– Composite (primarily POC), Demand Zones, Etc.
– Fee for Service Agreements County Areas
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Leading Practices & Standards

NFPA 1720 Standard: Organization and Deployment of Fire 
Suppression Operations, Emergency Medical Operations, and 
Special Operations to the Public by a Paid-On-Call Fire Department
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Response Time Maps
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Response Time Maps
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Governance and Feasibility
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Capture Economies of Scale

Co
st

 p
er

 U
ni

t
Q1 Q2

C1

C2

Shared

Shared

Volume

IMPROVEMENT LEVERS EXAMPLE BENEFITS

Share scale-sensitive services 
Eliminate redundancies

Before Shared 
Services

After Shared Services

Shared Service Centres

Examples include shared finance and administrative functions, 
procurement, payroll administration, information technology and 
equipment maintenance. 
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Centres of Excellence

Leverage Expertise across 
Business

U
til
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Time

IMPROVEMENT LEVERS EXAMPLE BENEFITS

Capture economies of scope
Transfer best practices to provide higher quality 

service

Before Shared Services After Shared Services

Examples include shared senior leadership (both political and 
administrative), highly skilled and trained individuals such as fire chiefs, 
directors of emergency management, and trainers. 
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Operational Shared Services

Leverage Expertise 
across Business
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Capture economies of scope
Transfer best practices to provide 

higher quality service

Before Shared Services After Shared Services

Capture Economies of 
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Shared

Shared
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IMPROVEMENT LEVERS EXAMPLE BENEFITS

 Share scale-sensitive services 
 Eliminate redundancies

Before Shared 
Services

After Shared 
Services

Examples 
include shared 
regional fire 
administration, 
fire stations, 
and multi-
agency/multi-
purpose 
buildings. 
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Application of Key Constructs

The merging or regionalization of the County of Minburn and the 
partner municipalities would include aspects of shared service 
centres, centres of excellence and operational shared services.
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Common Challenges of 
Regionalization
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Key Components of an 
Efficient and Effective 
Governance Framework

• Informal agreements
• Automatic aid agreements
• Joint hiring
• Intergovernmental service contracts 

(e.g., inter-municipal bylaws)
• Purchasing consortia
• Departmental consolidation
• Planning boards
• Regional service commissions
• Municipal controlled corporations
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Finding the Right 
Framework

• Option A: Independent Fire Departments
o Town and Villages fee for service agreements 

with the County (status-quo)
• Option B: One Formal Regional Agreement

o Inter-municipal agreement with either the 
County or the Town as managing partner

• Option C: Partial Regionalization  
o Two inter-municipal agreements with Villages 

integrated into County of Minburn Regional 
Fire Department and a revised fee for service 
agreement with the Town of Vegreville

• Option D: Regional Commission
o Provincially approved inter-municipal bylaw 

that establishes a regional fire service 
commission
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Summary of Recommendations

Recommendation #1: Negotiate a more equitable fee schedule

It is recommended that a more equitable fee schedule needs to be 
negotiated as part of the revisions to the agreement in 2021.  The 
revised fee schedule should be more indicative of the actual costs 
for Vegreville fire services and the contributions made by the 
County.
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Summary of Recommendations

.  Recommendation #2: Establish bulk purchasing arrangement 
with Town of Vegreville

It is recommended that the County Fire Chief establishes bulk 
purchasing arrangement with the Town of Vegreville to take 
advantage of the economies of scale with common equipment 
purchases.
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Summary of Recommendations

Recommendation #3: Centralized or joint recruitment

It is recommended that the three municipalities conduct centralized 
or joint recruitment processes to reduce a duplication by each fire 
service.
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Summary of Recommendations

Recommendation #4: Implement joint training and base level 
standards

It is recommended that the County working with the three 
municipalities develop operational protocols and a minimum base 
level training program as the County of Minburn Fire Service 
Operations Manual.  On a recurring basis, the County would 
conduct a training weekend event that the POCs from each 
department can conduct inclusive training sessions.
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Summary of Recommendations

Recommendation #5: Integrate all QMPs into a centralized QMP 
and safety codes program

It is recommended that the County and municipal partners work 
together to develop and submit a joint accreditation application 
and quality management plan in the Fire Discipline to deliver the 
requirements as a regionalized service.  This would also leverage 
additional regional opportunities to upgrade the Group A SCOs’ 
training to higher levels of certification with the Safety Codes 
Council.  Behr has the qualified resources to assist in this process if 
desired.
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Summary of Recommendations

Recommendation #6: Develop common operational guidelines

As previously recommended the County working with the three 
municipalities develop operational protocols and guidelines as the 
County of Minburn Fire Service Operations Manual.  These 
SOGs/SOPS would be for common or typical responses within the 
County as where two or more fire services jointly respond (mutual 
aid).
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Summary of Recommendations

Recommendation #7: Centralize fire dispatch services

Should the County and municipal partners proceed with a regional 
governance structure the integration of the dispatch services is 
recommended to enhance interoperability and cost efficiencies.
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Summary of Recommendations

Recommendation #8: Develop consistent and coordinated 
benchmark data for emergency response services

It is recommended the County and municipal partners develop a 
consistent template of records management for statistical analysis 
of demands and performance.  This information should be 
coordinated at a regional level as part of the recommended 
standard of cover (S0C) policy.
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Summary of Recommendations

Recommendation #9: The County of Minburn and municipal partners initiate a 
broad consultation and communication process with the view to transitioning 
to a partial regionalization governance structure 

It is recommended that the County and municipal partners undertake a 
comprehensive consultation and communication process to confirm if there is 
sufficient incentive amongst the key stakeholders at the operational, 
administrative and political levels to embark upon the implementation of the 
partial regionalization identified in this analysis.

It is further recommended that if the decision is made to implement Option C 
and Partial Regionalization, the County would need to increase the staffing 
levels for the fire service administration and management functions.  A Deputy 
Chief of Operations and Training along with a Financial/Administrative Assistant 
is suggested. The estimated costs for these positions are approximately $100k 
and $65k, respectively.
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Summary of Recommendations

Recommendation #10: Undertake a comprehensive risk analysis 
of all response areas and develop a standard of cover (SOC) to 
effectively manage risks

The SOC is used to establish performance benchmarks for existing 
levels of service, providing opportunities for continuous 
improvement at the same time.  This would also provide a well-
articulated description of services to be provided to the various 
response areas with the full understanding and endorsement of 
elected officials.  
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Summary of Recommendations

Recommendation #11: Complete an effective response force (ERF) 
analysis and establish response criteria based upon a critical task 
analysis

It is recommended that the County and municipal partners work 
together and develop the previously recommend SOC and include 
ERF protocols based upon a critical task analysis.
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Summary of Recommendations

Recommendation #12: Conduct a complete review of all 
agreements that are over five years old

It is recommended that the County of Minburn complete are 
review of all agreements that are five years and older since 
enactment.  While this cyclical review and updating of agreements 
is not a legislated requirement it is a standard practice amongst 
municipalities.  
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THANK YOU

For more information contact:

Behr Integrated Solutions
Phone: 403-444-6940

www.behrintegrated.com

Questions and Comments
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