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JEFFERSON COUNTY EMERGENCY SERVICES AGENCY
419 Sixteenth Avenue = Ranson, WV 25438
Tel: 304-728-3287 » Fax: 304-728-6221 = jcesa.org

Meeting Minutes
April 20, 2021

The April regular meeting of the Jefferson County Emergency Services Agency (JCESA)
Board was held at 7:01 p.m. on Tuesday, April 20, 2021 at the JCESA Operations
Center, located at 419 Sixteenth Avenue, Ranson, West Virginia 25438.

This meeting was held via video conferencing and was limited to the number of
attendees in compliance with COVID19 restrictions agreed to by the ESA Board. A live
stream link was made available to the public to attend, and posted on the JCESA
website, agenda, and displayed on the front lobby window.

CALL TO ORDER
e The meeting was called to order at 7:01 p.m. — confirmed quorum by Chairman

Simon.
PLEDGE OF ALLEGIANCE
ROLL CALL
Member Present Member Present
Allen Keyser Yes Debbie Lancaster Yes
Elliot Simon Yes Tony Troxel Yes
Tricia Jackson Yes Craig Simpson Yes
Nathan Cochran Yes® Bob Faas Yes
Dr. Marney Treese Yes* Steve Harris Yes
Joshua Stillwell Yes Ross Morgan Yes

APPROVAL OF MINUTES
e Motion by Faas, 2nd by Harris to approve the March 16, 2021 Regular meeting
minutes as submitted - Motion carries unanimously on voice vote.

PROGRESS REPORT - BRM VFC
o Faas meant with Chief Cogle earlier in the week and was informed that the WV
Fire Commission is planning to do a site visit in the very near future.
o Board Members agreed that no action or decision will be made to restore staffing
from 12 to 24 hour until a final report is provided by the WV Fire Commission.

It’s About Saving Lives
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TREASURER’S REPORT
e Craig Simpson assisted by Director Allen Keyser. Keyser presented an overview
of all the agency expenses, accounts, and payroll for the month of March 2021.
This included the Directors financial report for the month of March 2021 - Motion
by Faas, 2" by Jackson to approve - Motion carries unanimously on voice vote.

CHAIRMAN’S REPORT
e Simon stated that it's been a sincere honor and pleasure to serve with, and on
the board with Director Allen Keyser. He then presented and read to the board
Director Allen Keyser’s letter of resignation effective June 25, 2021, at which time
Keyser will officially be resigning and retiring from ESA.
e Simon mentioned that his term will end June 31, 2021, which will be the end of
his 2™ final term.

JCFRA REPORT _

e Morgan had nothing to report from the association - no corium last month.

e Morgan questioned:

- Being a Citizen Representative of the ESA Board - better clarification:

» Jackson stated that they cannot be a current, or lifetime member of
a Jefferson County Volunteer Fire Department.

- Regarding Executive Sessions — feels it's being over used and the board
needs to be more transparent:

»  Simon explained; recently there have been cases the ESA board
has had to go into executive session to confer with legal counsel
related to court cases, which is what executive session is for.

e Joint Fire Board Meeting scheduled for Monday, May 3, 2021:

- Morgan asked for clarification on who would be submitting the agenda -
Faas will forward the agenda to all attendees — ESA Board Members,
JCFRA, and County Commissioners.

- Simon mentioned topic of discussion will be on fact finding and funding for
the individual fire companies.

- Simpson noted that ESA personnel run on fire apparatus, so ESA is
already acting as a Fire Board. Therefore, the main agenda should be on
how to obtain funding for the volunteer fire departments, and getting
additional ESA personnel to assist VFD’s.

- Morgan will be the acting Chair to lead this meeting.

e Chief Morgan stated - on behalf of JCFRA we would like to thank Director Keyser
for everything he’s done over the course of his tenure as Grant Coordinator and
Director — he’s done an awesome job putting the community first and recognizing
that Jefferson County is a unique county operating with career and volunteers.
Special thanks for his help and direction with the association. Enjoy Retirement!

It's About Saving Lives
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Employer, and community partner of Jefferson County, WV.



JEFFERSON COUNTY EMERGENCY SERVICES AGENCY
Page 3

DIRECTOR’S REPORT
Director Keyser reported on the following:
e The Life Saving and Unit Citation Award Ceremony will take place here at ESA in
the apparatus bay area beginning at 8:30 a.m. and concluding around 1:00 p.m.
Thursday, May 27%. (6) Incidents to be recognized honoring multiple recipients.

o Keyser Retirement & Process to fill Director’s Position by July 1st:
o Simon appointed the following as the Selection Committee to conduct and
carry out the process for the replacement of the new Director:
= Craig Simpson
= Robert “Bob” Faas
» Dr. Marney Treese
= Joshua Stillwell
o Simpson acting as Chair, and Faas acting as Vice-Chair.
o Motion by Faas, 2" by Simpson to approve - Motion carries unanimously
on voice vote. '
o Director Keyser and Captain Burner presented the Revised Staffing Priority &
Sequence Plan: (See Exhibit - A)
»  As of July 1, 2021 — ESA will have a 4" fully staffed Medic unit in
Jefferson County.
» With movement of personnel there will be a total of 5 ambulances
fully staffed 7 days a week, 12 hours a day.
o Motion by Jackson, 2nd by Harris to approve and accept the changes as
presented - Motion carries unanimously on voice vote.

BOARD MEMBER REQUESTS
e Simon inquired if there were any updates regarding the 971 Standards Response
Time, and what the next action plan is:

o Morgan and Jackson both mentioned that there is a program,; it just needs
to be implemented.

o Morgan mentioned that EMS response time has improved, but not fire.

o Jackson’s recommendations are that Chief Morgan and Stephanie Grove
plan and meet with Spillman CAD Contracting and Director Jeff
Polczensky to further discuss the plan.

o Morgan mentioned as far as he is aware, Spillman CAD Contracting is to
begin working on the plan July 1, 2021.

UNFINISHED BUSINESS - None

NEW BUSINESS - None

It's About Saving Lives
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PUBLIC COMMENT -
o Asst. Chief DeMerritt on behalf of himself and SVFD thanked Director Keyser for

his great leadership and transparency over the past 5-years, and wish you the
best!

e Asst. Chief DeMerritt expressed SVFD’s appreciation for the up staffing. He
shared with the board that in 2020, SVFD transported 1000 patients to the
hospital by ambulance — 10% (100) by ESA career staff, approx. 7% volunteer
staffing, and the remaining were mixed crew.

BOARD MEMBER COMMENTS

o Stillwell — asked Capt. Burner if he could provide an incident response report that
would show the number of ESA Staff -vs-Volunteer Members responding to calls.

ADJOURNMENT

e Motion to adjourn by Jackson, 2" by Stillwell - Motion carries unanimously on
voice vote. Meeting adjourned at 8:08 p.m.

Respectfully submitted by Debbie Lancaster, Secretary.

V////%/ 5’/ /% /2 /

Approved - Elliot Simon, JCESA Chair Date

It's About Saving Lives
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Employer, and community partner of Jefferson County, WV.
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STAFFING PRIORITY

April 20,2021
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The purpose of this document is to define the goals that will guide the allocation of JCESA staffing and the

objectives that will be carried out in furtherance of those goals. This document concludes with a Staffing
Sequence Plan, which lists, in order, where and when each newly funded staffing position will be assigned.

GOALS

The staffing strategy of JCESA is focused on two primary goals:

1) Responder safety
2) Reducing response time

OBJECTIVES

To achieve these goals and following best practices, our staffing objectives are to 1) staff in pairs, at a
minimum, and 2) allocate staffing resources in line with incident volume.

Staff in pairs, at a minimum

Our first objective is to move away from staffing a single person at any given place at any given time. Having
one provider assigned presents safety risks that are eliminated when two or more people are present. A lone
person at the station is more vulnerable to a number of safety risks. A single person responding “driver-only”
has only half the situational awareness and survival skills as a proper crew of two people. Some safety
practices, such as having a spotter when backing, are impossible without a second person. All humans make
mistakes. Therefore, two sets of eyes inspecting equipment, restocking, and ensuring unit readiness is better
than one.

Near-Miss Situation

On Friday, April 10, 2020, the two ESA employees assigned to Independent Fire Co. (Sta 4) were conducting their
morning inspection of the ambulance. While one was inspecting the onboard oxygen compartment, an explosion
occurred in that compartment, and fire broke out. Fortunately, there were two people assigned to this station,
several volunteers present, and the Lieutenant and her partner had just arrived at this station for other business.
Miraculously, no one was seriously injured. The team was able to work quickly to mitigate damage by moving
other apparatus out of harm’s way, getting water on the fire, and calling for additional units.

Had this occurred in a station where one provider is working alone, the outcome would likely be much different.
If this happened in a station where one provider is working alone and he or she were incapacitated by the
explosion, as could have very easily been the case, there would be no one around even to know there was a
problem until it was far too late. Safety in numbers.

Having one provider assigned to a station at any given Whots DaysflmEs et S || iEswester

. . . ! alone? alone | toresolve
time does little or nothing to reduce response time. A Sta.3 | 1 FF/P Ap-6a, M-F and 8a-8a S&S | 118 2.8
single person at a station cannot respond “driver-only” Sta. 1 | 1 FF/EMT | 6a-6p, 7 days B4 2
| . il il 5 Rl f h i Sta. 6 | 1 FF/EMT | 8a-4p, 7 days 56 1.3
(alone) in an ambulance until 5 minutes after the call is Sta. 7 | 1 FE/EMT | 8a-4p, 7 days 6 13
dispatched unless the priority of the call is Delta or Echo. | Figure1 Total: | 314 7.5




Additionally, Suppose a single provider is assigned to a station, and they are out on a fire call. In that case, the
ambulance from that station likely won’t respond at all on a subsequent EMS call because all available
volunteers from that station may be handling the fire call.

In FY21, there are 4 stations in Jefferson County that are staffed with a single person for part or all of the
hours ESA staff are present. Stations 1, 6, and 7 are assigned one ESA staffer during the hours they are

staffed. Sta 3 has two-person staffing during Menday - Friday Saturday & Sunday
some staffed hours but a single provider for e | g, | & <], | g
most hours. Figure 1 lists the locations and 23S | 5|8 42|85 el |28 8| 8|
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hours where ESA staffing is working alone. Itis g5l8z 28 2|83 RN ERERE
important to note that the sole ESA provider Station: 1 | 2 1 3] 4151617 Stators] 1 ]2131415/6]7
= z i % Bam i 6am
would not be literally ‘alone’ if a volunteer is in i B B o
the station, which may or may not be the case at  [*" T LI § EEE \
any given time. Sta 7 is currently scheduling one  [*%™ | B Asm | 1 B
staff person, paid directly by BFD, alongside the ~ [t2em ‘ R | 12pm 1
single assigned ESA provider four days per week  |am W 2pm
in a collaborative effort to improve safety for pe ' B & = i
both ESA staffing and staffing paid directly by — L e - e
BFD. ' um 8 N | 8
8pm | 8pm i | |
Figure 2 illustrates FY21 ESA staffing assignments  |iopm T i 10pm
by station, day, and hour, providing a visual -  BEE B = |
representation of when and where ESA staffing s f ; = 1
is working individually and in pairs. S DENER | IS |Ea
4am 1 4am
| ear Medic |  Medic/Officer | Figure 2

Allocate resources according to call volume

Funding is not available to fully staff all stations. Therefore, JCESA must prioritize the allocation of staffing.
Based on all available research and recommendations from numerous authorities, established standards and
best practices indicate staffing should be placed geographically closest to the locations with the greatest
likelihood of incidents occurring. Statistical history provides us with reasonable projections of the locations
where incidents will most likely occur in the future. Figure 3 illustrates incident volume in Jefferson County by
primary response area.

Sixty-nine percent of the incidents in Jefferson County occur within the jurisdiction of three stations
(Independent, Shepherdstown, and Citizens.) Twenty-eight percent of incidents occur in the jurisdiction of the
remaining four stations (Blue Ridge, Friendship, Middleway, and Bakerton.) Three percent of the incidents
recorded by CAD are out-of-county mutual aid incidents. This information is based on unique incident data,
meaning the area in which an incident occurred, not the number of times a station was dispatched or
responded to an incident. Those numbers would be different because multiple companies are often
dispatched and/or respond to a single incident. Unique incident data is preferred for staffing deployment. It is
more appropriate to place resources where the incidents occur than to allocate them to stations that would
come from farther away to help. If enough resources are allocated to the primary station of an incident, far
fewer resources will be required from additional stations to mitigate the incident.



We aim to deliver the best possible
service to every resident and visitor of
Jefferson County, regardless of their
location within the County. However,
it is not financially or logistically
possible to allocate the ideal number
of resources everywhere at once.
Prioritizing the allocation of resources Citizens (Sta. 2)
to areas of low incident volume would Blue Ridge (Sta. 5)
improve response times for a small
number of residents and visitors but

Annual Unique Incidents by Area
3 Year Average (Jan 2018 - Dec 2020)

o
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Independent (Sta. 4)

Shepherdstown (Sta. 3)

Middleway (Sta. 6)

worsen response times for most Friendship (Sta. 1)
residents and visitors. Bakerton (Sta. 7)
This is consistent with the goal of Out of County
mitigating a Mass Casualty Incident Figure 3

(MCL) An MCI exists when the number of patients in a single incident overwhelms the available resources
within a system. In that situation, the goal is to do the most good for the most people. Here we aren’t talking
about a single incident but system readiness as a whole. The same concept applies: the resources are
insufficient; therefore, we must prioritize to do the most good for the most people.

CHANGE IN FUNDAMENTAL APPROACH

JCESA has historically deployed staffing based on the presumption that all of the volunteer stations should
have some staffing. Deployment based on this presumption limits the ability to staff by volume to a certain
extent. This is especially true in the context of having insufficient resources to deploy. During budget
workshops over the last two years, several commissioners have questioned the deployment of JCESA staffing
to stations with relatively low call volume. Those commissioners noted that JCESA needs to re-evaluate that
situation and relocate staffing to higher-volume stations.

The JCESA Board, during the regular meeting on March 23, 2021, passed a motion directing JCESA senior
officers to allocate staffing based on incident volume. The action was brought before the Board at the will of
the Commission, acknowledging that they had only been able to fund three of the requested seven positions
necessary to eliminate one-person staffing. Discussion of this motion clarified that it intends to stop following
the presumption that each station must have staffing. Instead, the deployment plan is to based solely on the
stated goals above of improving responder safety (eliminating one-person staffing) and reducing response
times, acknowledging the importance of doing the most good for the most people.

The Staffing Sequence Plan has been revised for FY2022 and beyond to reflect this action and direction.
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Type of Meeting:

SIGN-IN SHEET

BOARD MEETING OF THE JCESA

Regular | Special Meeting Date: APRIL 20, 2021

Location: JCESA , 419 Sixteenth Ave, Ranson, WV 25438 Time: 7:00 p.m

and *Via Phone due to Covid-19 Pandemic

Board Mgnbers

{ Please Print )
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*Present via live stream WebEx

OTHERS: Please sign below for the record of attendance. If you want to speak at the public comment section, please

mark where indicated.

*(Limit 5 minutes per person) ** Note: Not all meetings will have public comments per the -

WV Open Meetings Act.
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