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THURSTON COUNTY FIRE DISTRICT THREE 

BOARD OF FIRE COMMISSIONERS 

COMMISSIONER WORKSHOP 

MINUTES OF THE MEETING 

April 10th, 2025 

        The meeting was conducted remotely via Zoom and with in-person attendance at Station 31.  

1231 Franz St SE, Lacey, WA 98516 

 

Present: Present (Virtual): Excused: 

Commissioner Kelling    

Commissioner Roberts 

Commissioner Hetzler 

Commissioner Gamble 

Commissioner Kirkbride 

  

 

I. CALL TO ORDER 

 

Commissioner Hetzler the meeting to order at 5:30 PM, followed with a salute to our Nation’s 

Flag.   
 

 
 

II. APPROVAL OF THE AGENDA 

 

MOTION:  To approve the agenda as published.  

 

Motion:  Commissioner Roberts 

Second:  Commissioner Kirkbride  

Carried:  Unanimous 

 

 

III. HEARING OF THE PUBLIC /MEMBERS PRESENT 

 

None.  
 

 

IV. WORKSHOP DISCUSSION ITEMS 

A. Wildfire Deployment 

Chief Schmidt reported:  

 For the past several years, LFD3 has been following a rule book to 

guide deployments and mobilizations.  In 2024, there were 12 distinct 
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locations with 20 different teams of people going out for about two 

weeks at a time.  

 There are multiple positive impacts to mobilizations/deployments, 

including enhanced collaboration with other Thurton County agencies, 

significant funding for the REMS team, valuable career development 

and experience for firefighters, and maintenance and enhancement of 

member skills and knowledge.  

 The negative impacts include the removal of critical fire apparatus and 

equipment from the local service area, increased stress on battalion 

chiefs and on-duty crews, significant administrative burden, reduced 

capacity for developing and implementing local wildfire preparedness 

plans, and the financial burden for LFD3.  

 At the end of 2024, a request was made to the financial division to 

conduct an audit to assess the financial impact of deployments on the 

organization.  The results indicate a financial strain on the district.  

The overall cost to the agency is $27,841.28.  No payment has been 

received from DNR for 2024.  (This is not normal.)  

 Analysis and recommendations: the 2024 deployments revealed the 

need for streamlined mobilization, billing, and cost analysis.  There is 

a need for improved billing efficiency, accurate assessment of 

deployment costs, and prioritization of a robust local wildfire 

preparedness plan to ensure community safety and resilience.   

 The focus for 2025 is: 

o Streamlining the financial reimbursement process. 

o Developing strategies to mitigate the impact of equipment and 

apparatus removal from the local service area. 

o Enhancing support for battalion chiefs during rapid deployment 

mobilizations. 

o Prioritizing the development and implementation of local 

wildfire preparedness plans. 

o More accurately costing out the true cost of deployments. 

o Creating a better data collection system for deployment data.  

 There will be a report at the end of 2025 regarding the extent to which 

improvements efforts have been successful.  

B. EMS Comprehensive Plan Discussion 

Commissioner Kirkbride reported:  

 A history of the background behind the comprehensive plan was 

given.  The comprehensive plan was accepted by the EMS Council in 

January of 2020.  

 Per EMS Council rules, the comprehensive plan has to be updated 

every five years.  A new committee was established for 2025 

consisting of five fire chiefs, three commissioners, one city council 

member, two citizens, and the Medic One director.   

 The goal of the comprehensive plan is to plan for 20 years in the 

future, but the goal of updating the plan every 5 years is to put the 

comprehensive plan into a five-year focus.   
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 The comprehensive plan addresses the key issues to look at for the 

next several years.  Ten items have been prioritized. 

 Now that the Council has approved the comprehensive plan, it is time 

for all of the other relevant parties to approve of it.  

 Commissioner Kirkbride urged the commissioners to read the plan 

again, come up with questions, and determine whether it needs to be 

edited and/or if it is ready for adoption.   

 As a point of clarification, this is not a strategic plan.  This is the 

overview of the vision from which the strategic plan is created.  

Commissioner Kirkbride is advocating for adoption of the 

comprehensive plan from which the strategic plan is then created. 

 Commissioner Roberts mentioned that there is already a strategic plan 

that is fairly new and how well these two documents would dovetail.  

Chief Schmidt responded that they do work together very well.    

C. Commissioner Handbook 

Chief Cerovski reported:  

 The document was crafted with the help of the Fire Commissioners’ 

Association.  Permission was given to take their work and modify it 

for the needs of LFD3.   

 It begins by going over the legal qualifications, powers, duties, and 

responsibilities of the board and the things that the board is responsible 

for completing.  Further topics of the handbook include:  

o Meeting schedules, records, and executive sessions.   

o Policy making. 

o Interaction with district staff.  

o Budget administration, compensation, and benefits.  

o Liability and legal counsel.  

o New member orientation.  

o There are three appendixes (A, B, and C) – as compensation 

changes, Appendix B will be updated.  Appendix C is a master 

calendar.  

 Commissioner Hetzler inquired about why chair and vice chair are 

switched on February 1st rather than in January.  Chief Cerovski 

reported that the calendar can be set per the intention of the 

commissioners.  Commissioner Kirkbride reported that new 

commissioners will come in on January 1st, and the original intention 

was to give them a month to get to know the other commissioners on 

board.  All of the committee appointments are also made in February 

to allow new commissioners to have time to adjust to their roles first.  

 Commissioner Hetzler suggested moving the chief review to earlier for 

budgetary purposes.   

 Commissioner Kirkbride pointed out that commissioners are not 

compensated for their services; rather, they are provided with a per 

diem.  This is very clear in RCW.   

 There was discussion about when commissioners are absent from 

meetings and how to address that situation.   
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 Commissioner Kelling inquired about how Chief Cerovski would 

prefer to receive feedback on the document and whether a smaller 

subcommittee is desired.  Commissioner Hetzler responded that the 

subcommittee was already formed, and that small changes in language, 

minor editing, etc., can be submitted directly, but bigger conceptual 

changes will require more discussion.   

 Commissioner Kelling mentioned that there are matters of practice in 

the document that are outside of the RCWs that are meant to be kept 

internal to the district.   

 Commissioner Hetzler asked that the commissioners have a full week 

to review the document before a regularly scheduled meeting so that it 

can be thoroughly reviewed and any necessary changes made before 

adoption.  

D. Organizational Audit Update 

Chief Schmidt reported:  

 Members have shared that it has been valuable to have one-on-one 

time to talk with the chief about their roles and responsibilities.  

 Some of the things that have been brought up include:  

o Adjustment of lobby hours: all of the people who have met 

with Chief Schmidt have verbalized their appreciation of their 

schedule and the improved balance it provides.  

o One administrative staff member mentioned a desire to have 

the logo on the back of a coat.  It was reported that when 

ordering through logistics, administrative staff is not able to get 

the large logo.  This is an example of a small issue that was 

able to be addressed through having these meetings.  

o A member reported that cross-training is lacking and could be 

improved for better support when people are out and to ensure 

that there are no gaps.  

o A request was made for an in-service day to focus on critical 

training.  

o A suggestion was made to better celebrate wins and successes.  

On a positive note, there was a celebratory spirit around the 

adoption of Operative IQ and Natalie’s contribution to its use.   

o There is a culture of courtesy that seems to be causing 

employees to not bring up small issues that could be improved.    

 At the May commissioner’s meeting, Chief Schmidt will provide a 

more formal summary of the organizational audit with a robust list of 

promised adjustments to be made.   

E. Documentary Project Update  

Chief Schmidt reported:  

 A gentleman named Bill Lang who lives at Panorama had a vision to 

come in and spend some time with Lacey Fire to work on a 
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documentary for the residents of Panorama explaining how LFD3 

serves communities like theirs.  

 He did a couple of ride-alongs and while doing so, saw lots of calls 

and was very impressed with everything the crews were doing.  

 He requested a special meeting with Chris DeBell, and she brought in 

Support Services to that meeting.  He reported to Chris that he wanted 

to change the scope of his project because he was so touched by the 

way the members serve, how hard they train and work, and how much 

they love the agency.  His pitch to Chris and Support Services was that 

he wants to work with LFD3 for about a year covering things like 

EMS, the water rescue program, and the SSRA.  He also wants to 

interview 10 to 15 members and get their stories.  His intention is to 

either put these films on his YouTube channel and/or share them at 

Panorama, but he would also give use of the films to LFD3.  

 Chief Schmidt is bringing this forward to the commissioners before 

approval is given to this project.  Chief Schmidt will also send out an 

email with links to his other projects, which include work with the 

City of Lacey, work with orchestras, etc.  

 All of the commissioners agreed that this sounds like a great 

opportunity and should be allowed to move forward.  

F. Chief Evaluation Process Planning: 

Commissioner Hetzler reported:  

 Things to consider when evaluating the fire chief include:  

o Why evaluations take place: to improve performance, ensure 

airtight defense if there were ever any legal actions or 

disciplines; for public perception; to help improve accreditation 

ratings.  

o How to perform evaluations: establish very clear expectations 

and a clear rating system; using the strategic plan or contract as 

the topic items to evaluate; focus on objective rather than 

subjective statements.  

o Preparing evaluations: the district secretary will send out the 

evaluation in October.  Each commissioner completes the 

evaluation and send it back to the district secretary, who will 

compile it.  Then at a commissioner’s meeting it will be 

discussed and agreed upon and any necessary changes made.  

o Creating the evaluation form: three different suggestions were 

given on how to accomplish this.  One, the district secretary 

and a legal representative could create the form.  Two, the form 

could be developed by the commissioners (this would need to 

be in a public meeting).  Three, a subcommittee could be 

created to develop the criteria and the evaluation form and then 

it would be discussed and approved at a public meeting.  

 

 Commissioner Hetzler also pointed out that this process for chief 

evaluation is considered best practice and that the alternative practice 
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of writing a letter about their feelings for the chief opens them up to 

potential legal issues.  

 Chief Cerovski raised the point that it could be an uncomfortable 

situation to have the district secretary compiling the evaluation of the 

chief, who is technically that person’s boss.   

 Commissioner Hetzler responded that this is a very common situation 

and that the district secretary is expected to maintain confidentiality 

around this task.  

 There was discussion around how to go about creating the evaluation.  

Commissioner Roberts suggested starting with a committee to compile 

some data as a starting point.  Committee members are Commissioner 

Gamble and Commissioner Roberts. 
 

 

V. ADJOURNMENT 
 

The meeting adjourned as of 7:20 PM.  

 
 

Next Regular Meeting: April 17th, 2025– 5:30 p.m. 

Available via remote meeting. 
 

 
 

 

Chair  Vice Chair 

Commissioner  Commissioner 

  Commissioner                                                                            ATTEST: District Secretary 
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