IAFC VCOS Summit

March 22, 2011
Chief Giomi,

| would like to thank you and all the membership of the Nevada Fire Chiefs Association for allowing me
the privilege and honor of representing our fine organization and the Volunteer and Combination fire
services of our great state at the recent National Volunteer Fire Service Summit in Washington DC on
March 17" to the 19™. While there have been numerous commissions and workgroups to tackle the
issues of recruitment, retention and a plethora of others areas regarding the Volunteer and
Combination fire services and many papers written to accompany their work; this summit is a first of its
kind in the American and Canadian fire services.

There were 125 fire service leaders from the US and Canada at the summit. It started with opening
remarks from Section Chair, Chief Tim Wall, followed by a presentation by Ben Franklin, the father of the
American fire service, played by Chief Ronny Coleman. Ben’s remarks to the present day fire service
began with “What have you done to my fire service?” At which point he began to tell of the roots and
heritage of the American fire service and its relationship to the community and volunteerism. He went
on to tell of how in his day fire protection was the responsibility of every citizen and for the good of
one’s neighbors as well as his own family and household. Ben spoke of the tools of the trade in his day
and how mechanization and industrialization began to change the face of the fire service and the spirit
of volunteerism within it. Finally, he issued a challenge to the summit participants to not forget our past
and have a clear vision for the future. Ben wisely said to the summit participants, “Nothing ever got
done by just talking about it. Therefore, our activities at this summit must have action to follow up our
words.”

The 125 summit participants were separated into 9 work groups. Those work groups were:
1. Capabilities and Competencies

Community Relationships

Recruitment

Retention

Organizational Structure

Business Model and Funding

Legislation and Regulations

Reputation Management

Delivering Fire and Life Safety Services
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Each of these work groups had challenge statements to which we were tasked with developing a
minimum of 3 initiatives with action items and critical tasks associated with each initiative. At the close
of the summit each work group presented their initiatives, action items and critical tasks to the other
groups. Those documents are attached with this letter for distribution and comment from our
organization. This summit and these initiatives are not intended to end here. There will be follow up and
a new document created as a result of the summit that is designed and hoped to define the “how” to go
with the “what” that the rest of the documents and papers on Volunteer and Combination fire services



have already established. It is recognized by the IAFC Volunteer and Combination Officers Section as
well as the participants that this must be a living document that is benchmarked by action.

| look forward to continuing the work on this project with the VCOS and reporting back to the NFCA our
progress and delivering the final product once it is completed. | intend to stay very close to this to see it
to completion as | believe it is a very important work we have begun and hopeful the final product will
be something the fire service can embrace and put into purposeful and meaningful action.

Sincerely,

WZ‘/ ()/ Darryl Cleveland, Fire Chief

Group 1 - Capabilities & Competencies

The Nation currently lacks a common assessment tool to measure the abilities of the local ESO
to deliver a variety of emergency services. This presents challenges at the local, regional and
federal levels as it is difficult to quickly organize and mobilize resources during a major
emergency.

More specifically, the fire service can not currently answer these basic questions:

What is the minimum capability of any fire department?
What is the minimum level of training or capability of every firefighter, officer and chief?
Is there a standard credential to identify a firefighter on a national basis?

Group Challenges:

1) Are there legitimate reasons why there can NOT be a national assessment model to
determine the capabilities and competencies of local emergency services organizations?

a) If no, what entity has the capacity or position to oversee and coordinate such an
initiative?

b) If yes, specifically define these reasons or barriers and determine if it is possible to
change or overcome these paradigms.

2) Should emergency services training be standardized nationally to ensure consistent
minimum qualifications and capabilities of personnel?

a) If no, what entity has the capacity or position to oversee and coordinate such an

initiative?



b) If yes, specifically define these reasons or barriers and determine if it is possible to
change or overcome these paradigms.

3) Should a standardized assessment be possible on a national level, should there be tiers to
accommodate for the diverse emergency services challenges found across the country? If so,
develop suggestions on possible levels for organizations and personnel.

4) Ensure your group develops a clear set of recommendations that can be used as an action
plan to address these challenges.

Training, credentialing and delivery systems are currently disjointed and splintered, and do not serve
the interest of maintaining a thriving and vibrant volunteer and combination emergency service.

A new strategy is needed that is:
¢ Incremental
e Portable nationally
e Competency based
e Defines a minimum standard for emergency services organizations that is acceptable,
realistic and applicable.

We believe there should be a national classification system for Departments and individuals that is
based on a cafeteria approach where each community can choose modularized capabilities and

supporting modularized training programs at the appropriate level for their particular needs.

To accomplish this...

Initiative 1: Analyze existing standards including reviewing current NFPA standards for
applicability to assure a cafeteria approach that avoids the one size fits all
approach.

Priority:
Timeline:

Responsibility:

Critical Tasks:
e Create task force of appropriate stakeholders including IAFC and NVFC.
e Develop consensus, identifying appropriate standards
e Set minimum standard of what an ESO should meet for minimum designation and
classification

Performance Indicators:
e Convene task force
e Prepare written classification model
e Create written minimum capability / qualification model

Outcome:



Acceptance and implantation of a national classification system of firefighters and emergency services
organizations that is flexible and allows communities to understand and choose the level of emergency
service that is appropriate for their needs and resources while still defining nationally accepted
standards.

Initiative 2: Create a system that is aligned with the modularized capabilities model and is
accepted nationally to allow portability.

Lead - USFA

Critical Task:
e Analyze training standards and create a modularized system utilizing same.
e Gain acceptance of modules nationally with stakeholders.
e Leverage technology to make modules user friendly to volunteer and combination
populations and reflect the reality of the digital age, while maintaining practical training
that best serves the unique needs of emergency services.

Performance indicators:
e Create written modularized system
e Present model and gain concurrence on reciprocity from state systems
e Gain acceptance of model for national deployment purposes

Outcome:
Fire training will be portable and more volunteer friendly, while maintaining quality and meeting
applicable standards. National deployment and credentialing issues will be met.

Initiative 3: Create a single national repository of individual training records which is
recognized and accepted by states for reciprocity purposes allowing true
portability.

Lead - USFA
Model - Forestry Program 1QS

Critical Task:
e Develop system data set based on modularized training model
e Create mechanism for sharing among states
e Create true portability

Performance Indicators:
e A written and standard data set model is created
e Electronic data base is created
e Portability agreements are reached




Outcome:
A national training / certification system is created that allows portability and needs / gap analysis to be
conducted on a national, state, regional and local level.

Initiative 4: Enhance training delivery by leveraging technology for delivery of cognitive
skills to reflect the needs and habits of the digital generation where training
is self paced and easily accessible in order to reduce time in the classroom
environment while targeting limited instructor resources to practical or
hands on training.

Lead - USFA

Critical task:
e Gain acceptance nationally with stakeholders.
e Educate fire service leaders on benefit of new techniques
e Identify courses that are currently available to create partnerships to best use existing
resources including federal and state as well as public / private partnerships
e Make courses universally available

Performance Indicators:
e State acceptance
e Buy in from local departments
e Creation of new model that blends digital or electronic instruction with traditional
training methods

Outcome:

An improved training approach which recognizes new realities and resource availability.

Initiative 5: Develop a new method of certification / testing and credentialing that maintains
the integrity of the process that is accepted from state to state and
nationally.

Lead - USFA in partnership with stakeholders

Critical Task:

e Create a robust and appropriate testing process to ensure that quality and integrity is
maintained at acceptable levels and gain acceptance of a standard process that allows
reciprocity.

e Develop a model process for implementation by the states for recertification as
required.

Performance Indicators:
e Written model process is created
e Processes are accepted and implemented by stakeholders.




Outcome:

A testing system is created that ensures quality and integrity of training and sets the stage for
portability.

Initiative 6: Utilize existing national body to lead collaboration of oversight authorities.

Lead - USFA

Critical task:

Create motivation for local and state buy-in for oversight

Bring various sources of oversight into a cohesive system

Develop a national model and strategy

Create balance between national, state and local oversight and authority

Outcome:

An environment is created where a national strategy can be created for classification of capabilities and
competencies that is flexible and understandable, allowing for local determination of need.

Group 2 - Community Relationships

There are apparent misunderstandings and ineffective communications between the
community and emergency services organizations. This is evidenced through the variety of
negative headlines and catastrophic failure of organizations across the country. Local
communities have disbanded volunteer emergency services organizations or terminated
contracts for emergency services. While not all community relationships are this challenging,
there may be risk for organizations related to community relationships.

Group Challenges:

1) Are there different expectations between emergency services organizations, policymakers,
and local communities? If yes, does this provide a risk or challenge to the
volunteer/combination fire service on a national level?

Community Emergency Service Plan — can we establish a plan that can be
communicated to those we serve and those who empower us to serve?

Global Service — how to we break down the local barriers and overcome the territory
and turf issues?

Truth — how do we stop taking on roles and fix what we know needs improving? How do
we tell them what their true level of service?



Misconception — dealing with assumptions that may not be visible. How many people in
the community think you’re fully career?

Demographics — do you know the make-up of the community? Not only typical
demographics, but how long have the residence lived in the community, etc.

Barriers — breaking down the club, societal, and closed door environment. Inviting
citizens into the service side of the community. Societal change and looking at the
impact of the shift. Can we look into working with a university to study this societal shift
or even if that is what the issue is? Have we had a value shift that has caused impact and
can we do anything about it? We are the “no one else does it department?

Communications

Departmental Governance Citizens Group

Saying NO — the law enforcement community has said NO to services that they can’t or
don’t want to “fool with”. Isn’t there a benefit for being the yes man? Community
services delivered by volunteers. What is the risk to saying no? Negative image. The
more you do, the more they expect. We’re the good people!

Service — exhaust all resources and reach out to all possible servants.

Model — what is the different model for how we provide services?

2) ldentify recommended effective communication techniques or tactics that can be used to
improve to improved relationships with the community.

Blood drives — community service and brings people into the station

Newspaper — weekly article or column (Fire Chief’s Corner)

Internal Communications — ensure department personnel understand the importance
being open to the community and that they are sensitive to the perception of the
community.

Special Programs — open communications though “non-traditional means that already
exist in the community”. This could be Chaplin service and postings in church bulletins,
youth programs, etc.

Utilize other Groups — cooperation and understanding with other service groups, what
programs can we partner and share in service.

Image — How do we capitalize on our image? The positive (heroic, bravery, trust) and
the negative (tv watching, checker playing, not working). Tell your story about the
“other runs” you list house fires, car wrecks, etc, what about the “duck” call, what about
the service calls that really matter?

PSA’s — utilize Ben Franklin for the “Hook”, then plug in the message

3) How can emergency services organizations better engage the community? (i.e. civic
organizations, schools, local businesses)




e Attend —show up at events, city council, things outside the fire service, planning
commission, Civitan Club, etc. (The initial Summit survey results indicated only 46% of
fire chiefs attend local government meetings.)

e Open —always be open and transparent, let’em in. Calls, books, etc. show our service.

4) What steps should a local emergency services organization take when they are unable to
meet community expectations or needs?
e Communicate our capabilities —
0 Tell the governing body - regularly communicate at public meetings

5) Ensure your group develops a clear set of recommendations that can be used as an action
plan to address these challenges.

e Communications Plan — All departments should have a communications plan. Realizing
that 65% of fire departments do not have a strategic plan, is this reality and can we
develop a template? Is there something we should at a minimum all do that is real?
Who can we partner with to develop a communications plan?

e Community Relations Plan —

e Community Service Plan — The plans needs a template and this has to have the means
and method of how to communicate it to the public.

e Expectation Survey — What does the citizens expect?

e Partnership with insurance companies — develop a group to approach the insurance
industry to assist with bringing back the 1913 report.

e University Study — partner with a university to look at the social side of service delivery,
citizen expectations as well as volunteerism? Is there a community service mindset?

e Coalitions of Coalitions — we need the people affected telling our story and we can tell
their story. How do we take our action and have a force multiplier?

0 Burn Association

O American Red Cross
0o MAD-SAD

O AARP

e Real time on outcomes — Work with the USFA to review injuries, deaths, and property
loss in relation to response time

e “focus on the certainties” Glenn Gaines

e Develop a tool to assist with developing a standard of cover

e Every fire department should adopt rules of engagement

6) How do we deal with expectations and ensure your true sense of community, locally and as a
fire service community?

e Reporting — Accurate and truth reporting, look at the real number. How do we
communicate to the citizens in their terms? Report what your service levels equals in
outcomes.

e Level of Service — We have one event, one single family dwelling fire departments, some
of them exterior operations only



Final day information —
e State summits — distribution through and action by the state chiefs associations
e Local government distribution — how do we get it in the hands of those that govern
e Need for best practices at the chiefs level

Initiative 1: Develop tools and templates to ensure all volunteer and combination fire
departments have access to Community Service Plan

Priority: 2
Timeline:
Responsibility: (VCos)

Critical Tasks:
e Partner with a university or college to develop the templates for the community service
plan
e Create the project team to complete the project
e Test the template
e Distribute

Performance Indicators:
e Have partners on board and agreement with university (social sciences)
e Assemble the project team
e Template developed
e Team Review and Implement the template
e \Website posting

Outcomes:
e Truth in information
e Increased community awareness and an informed public
e Increased public trust and positive perception

Initiative 2: Create an Expectation Report

Priority: 1
Timeline:
Responsibility: (VCOS)

Critical Tasks:
e Partner with groups and a university (social science) to survey citizens for expectations
and internal groups

Performance Indicators:




e Develop a survey to look at the societal change for volunteers and service, why can’t we
say no, why do they give or not

e Develop a survey to look at the expectations of the citizens (knowledge and
understanding as well as expectations)

Outcomes:
This will provide a more informed internal and external customer. This will also improve efficiency and
effectiveness. Allocate cost appropriately.

Initiative 3: Create a partnership with the Insurance Industry

Priority: 2
Timeline:
Responsibility: (VCos)

Critical Tasks:
e Establish a Summit with the insurance industry to discuss fire loss and how we deploy

Performance Indicators:
e |dentify the groups or agencies to partner with(look at Australia)
e Seek funding
e Establish the logistics for the meeting

Outcomes:
Establish communications and relationships with the insurance industry to save cost to the citizens and
reduce loss for the insurance company, thus reducing risks to FF’s

Initiative 4: Coalition to Communicate

Priority:
Timeline:

Responsibility:

Critical Tasks:
e |dentify groups and assign to the messages (Public relations association?)

e Develop press releases and teams to be ready to address issues and act upon “teachable
moments”

Performance Indicators:
e List of groups and actions
e Develop a liaison from the IAFC with the other groups
e Meeting of the personnel that will be liaisons to the groups

QOutcomes:



Improved community awareness and strengthen our positions as organizations. This will also improve
relationships between organizations and our members. Increased memberships in organizations.

Group 3 - Recruitment

The national fire service lacks a structured method to offer guidance for recruitment of
volunteers based on best practices. There is often a lack of recognition for specialized, non-
operational skills needed within an organization because of traditional approaches to
emergency service organizational management. This limits the organization’s ability to adapt to
a changing business environment and their ability to compete for new membersin a
competitive volunteer market.

Additionally, some volunteer-based emergency services organizations continue to use fraternal
selection processes and fail to adopt a modern business model for volunteer selection. This can
place the organization at risk for potential legal action related to discrimination and unfair
hiring practices.

Group Challenges:

1) Define the risk associated with selecting new volunteers based on popular vote.

2) Should the application/appointment process be based on a consistent, measurable
standard? How would such a standard be managed?

3) How can emergency service organizations target recruitment efforts based on
organizational need?

4) How can the fire service better leverage non-operational volunteer programs such as
C.E.R.T, Fire Corps, and Citizens Corps?

5) Is there a way to provide a centralized database of recruitment best practices? Describe the
attributes of such a system.

6) Ensure your group develops a clear set of recommendations that can be used as an action
plan to address these challenges.

Initiative 1: Establish a Clearinghouse for Best Practices for Recruiting Emergency Service

Volunteers
Priority:
Timeline: 2012
Responsibility:

Critical Tasks:
e Identify/Create the “home” of clearinghouse
e Literature Scan of what’s available
e |dentify what constitutes a best practice
e Create a template for entering items for clearinghouse



e Create an algorithm or matrix for identifying the path for getting the information you
are searching for (topic, size of department, volunteer or combination)

e Market the clearinghouse to the fire services

e Follow-up mechanism with users, recruits (i.e. surveys, personal interactions)

Performance Indicators:
e Successful programs implemented across all the volunteer fire service

Outcomes:
e Facilitate efficient implementation of successful recruitment efforts

Initiative 2: Reinvent Volunteer Emergency Services Across Organizations Through Strategic

Alliances
Priority:
Timeline: Ongoing
Responsibility:

Critical Tasks:
e Forging Alliances and hold meetings together at the local, state, national level
e Increase reciprocal seats at the table working together on legislative efforts (IAFC,
NVFC, USFA, IAFF, NFPA, FEMA, State Chiefs and FF Associations, State Fire Marshalls,
State Academy, ISFSI, Local Associations)
Performance Indicators:
Establish a Committee/Task Force
Outcomes:
Create joint projects

Initiative 3: Set Standards and Mandates Commensurate with Job Requirements and Local

AHJ/Authority
Priority:
Timeline: 2012+
Responsibility:

Critical Tasks:
e Conducts assessment
e Recommendations for what the SoC
e Take to public and elected officials to approve,
e Create a strategic plan
Performance Indicators:
e Establish a Standard of Cover that would include training requirements, job descriptions,
staffing, apparatus
Outcomes:
e Implement defined community driven service




Initiative 4: Identify, Advocate and Promote Benefits and Incentives that Will Create and
Enhance the Value of Volunteering

Priority:
Timeline:

Responsibility:
Critical Tasks:

e Bills are drafted, introduced, voted on and passed

e Create/establish clearinghouse for state legislation to help volunteer emergency service
Performance Indicators:

Outcomes:
e Legislative changes that enhance benefits and incentives for volunteers
e VCOS explores supporting legislation through the IAFC that affects volunteers

Group 4 ¢ Retention of Organizational Members

There is little to no data to quantify why volunteer members are leaving emergency services
organizations. This lack of data makes it difficult to identify local and national trends that effect
volunteer-based staffing. Additionally, there is no centralized location for strategic best
practices targeted at retaining volunteer members. This has a significant impact on
organizations because of the cost to train and outfit new volunteers and the recurring loss of
institutional knowledge.

Group Challenges:

1) Is it possible to develop a regional or national database to capture retention data for
volunteers? If yes, how would it be managed? How could volunteer organizations be
compelled to contribute data?

2) What formal research data or research methods exist on the behaviors of emergency
services organizations and individuals and their relationship to the retention of volunteers?
How can this be created or improved?

3) Is there new information or research regarding volunteer incentive programs and is there a
direct correlation between volunteer incentive programs and documented improved
volunteer retention?

4) s there a model that can be used to indicate when volunteer recruitment and retention
efforts are failing and the need for paid responders should be considered?

5) Ensure your group develops a clear set of recommendations that can be used as an action
plan to address these challenges.



Issues

- Leadership to Improve Retention
0 Managing traditions, interpersonal dynamics (value people, value time), reference
library, leadership development (regional training, online courses).
- Volunteer Retention Website
0 Surveys, Best Practices examples, Toolbox, International Component.
- Business model
0 Entry, Upward Mobility, Treatment, Voting, Lifecycle of Volunteers, Community
perception.

Initiative 1: Leadership to Improve Retention

Priority:
Timeline:

Responsibility:

A competent leader will;
- Support a diverse workforce
- Motivate staff (incentives, etc)
- Value employees/volunteers talent and time
- Facilitate training and continuing education, committed to succession planning
- Actively participate as a coach and mentor
- Model mission, vision, and core values of that organization

Critical Tasks:
e Identify currently available educational programs
e Develop needed program
e Gap analysis
e Knowledge, Skills and Abilities task book for fire service leaders

Performance Indicators:
e Increase in retention
e Volunteer will join another VFD if they move/leave your department
e Survey tool results should indicate retention
e Achievement of members

Outcomes:
The desired outcome would be competent, engaged leaders who value and motivate their staff. In turn,
these staff would be easier to retain.



Initiative 2: Volunteer Retention Website

Priority:
Timeline:

Responsibility:

Critical Tasks:
e Apply for grant funding (to develop website and survey tools)
e Survey tool development and implementation
e Regional/National Templates for station use
e Compile all relevant national and international documents and guides
e Should become accessible to the greater audience (beyond IAFC members)

Performance Indicators:
e Website being used across the nation (can track web hits for this)
e Accessible to the greater audience
e Increase in retention
e Site satisfaction survey with positive results

Outcomes:

The desired outcome of the website would be an easy to use forum for data and information to assist
with best practices and volunteer retention issues. Site will provide a tool box of best practices, a survey
tool (to be developed), VCOS documents and International documents all in a one stop shop.

‘ Initiative 3: Business Model

Priority:
Timeline:

Responsibility:

Critical Tasks:

e Re-emphasizing certain aspects of the business model that already exists

e |dentify key points/messaging to use to sell this model to volunteer departments

e Discourage the practice of voting on items that would adversely affect the department
and other outdated business practices

e Defining department expectations of the lifecycle of volunteers in the fire service

e Build a competency model

e Collect and make available best practices, articles and papers on business models (add
to website)

Performance Indicators:
e Re-energize departments
e Reduction in lawsuits related to entry, upward mobility & treatment
e More efficient departments
e Increased retention




Outcomes:

To retain volunteer firefighters in the future; we are going to have to view the fire service as a business,
and act as such. Our goal would be to provide volunteer fire departments with the tools/skills to
succeed as a business in a changing world through clear guidance and direction. The model would be to
shift departments into being more business-minded and in turn, this would increase retention and
overall department efficiencies without forcing all departments into rigid standards.

Group 5 ¢ Organizational Structure

The current fire service delivery model, by-laws and rules can be perceived as out dated and
entrenched in traditions that obstruct efficiencies and the provision of professional services.
This is evidenced by the lack of cooperation and regionalization in some areas. Many
communities lack the ability to compel emergency services organizations to cooperate and
share resources, which places the community at greater risks and costs more to operate. In
some parts of the country, emergency services organizations over saturate the response area,
while in others, resources are scarce because of a lack of cooperation among existing
emergency services organizations.

Group Challenges:

1) What is the root cause of the resistance to local and regional cooperation and the ability to
share resources?

2) Should there be and/or can there be a national organizational model for emergency services
organizations? If so, how would be developed and implemented?

3) Can and should localities be compelled to share resources and cooperate for improved
emergency response? If so, how?

4) Ensure your group develops a clear set of recommendations that can be used as an action
plan to address these challenges.

‘ Initiative 1: Governance Model

There is no single method of creating a legally defined fire agency. Across the country, we have
more than one method for enabling the creation of a fire agency. This creates more than one
different method of collecting funds, acting on risk issues and providing services. Examples are
special districts, municipalities, county government, private, non-profit, etc. Each possesses
some degree of sovereignty and ability to act upon service provision.

Priority:
Timeline: Data collection: 12 months
Responsibility: VCOS
Suggested Partner: USFA (lends credibility)
Option: Grant for private work
Option: Training and Resources and Data Exchange (TRADE)




Collection: multiple sources, state associations may already have the
info

Critical Tasks:

e Identify (survey or collect) enabling legislation in each state to get a baseline for what models
exists

e Analyzing existing structures for how fire departments are established, e.g. municipal charter,
non-profit, etc.

o Develop best practices for governance and bylaws

e Create templates, provide model documents

e Provide guidance, tool kits (USFA, IAFC, NVFC, etc).

Performance Indicators:
e Asurvey will be developed and distributed
e Model documents will be made available to departments. We will be able to see and track the
number of those who have viewed or requested them.
e Possibly, VCOS becomes a repository of such documents.

Outcomes:
e Develop and distribute a survey.
e Provide model documents which could be made available to departments.
e Possibly, VCOS becomes a repository of such documents.

Initiative 2: Service Delivery Model

The need to have a determination of the programs, activities, resources, services and
performance provided by the fire agency that impact the agencies’ authority and the standard
to meet it/ to act; examples of the concept include offensive and defensive fire control
agencies, community expectations and meeting of federal and state mandatory duties to
perform, also known as determining the level of service.

Priority:

Timeline: Dates?

Responsibility: VCOS

Suggested Partnering: Center for Public Safety Excellence (as extension of their standards of

cover work.)

Critical Tasks:
o |dentify existing standards for delivery.
e |dentify/develop departmental / area risk assessment models
e |dentify/develop self-assessment of delivery model
0 Individual approach: Modular models, for fire department service delivery efficiency
based on assessments (determines what your department is, needs and can do).
0 Collaborative approach/regionalization: Identify how to share special capabilities across
an area



Performance Indicators:
e The creation of a modular assessment tool.

QOutcomes:
e Create a usable modular assessment tool.

Initiative 3: Financial Model

We need to have a financial resource plan to establish a fire agency’s level of effort. The plan
should consist of method of raising funds, including reimbursement, cost recovery, alternative
funding sources and use of tax funds. The Plan should provide methods of allocating the funds
to meet the adopted level of services in a cost-effective and sustainable program.

Priority:
Timeline: Dates?
Responsibility: VCOS

Suggested Partners: USFA (tie to USFA governance work in Initiative 1)/ local government associations
(NACo, ICMA, NLC), national financial organizations

Critical Tasks:

e Develop a tool to help estimate how much it will cost to develop and sustain the level of service
determined by the assessment (see service delivery above).

e Develop a tool to help departments identify revenue sources to meet that need.

e Ensure balance with service model (departments need to re-evaluate their service model if they
can’t pay for it).

e Fire departments need to be more knowledgeable about economics of the community.

e Best practices / lessons learned in collaboration, consolidation, regionalization, etc.,
particularly on equity issues.

Performance Indicators:
e Financial stability in fire departments

Outcomes:
e Provide a realistic assessment of what a given service model / expectations cost.
e Options for revenue services; also help FD’s “live within their means”
e Help stakeholders (FD, public, government) understand and have a discussion about
what realistic costs are.
e Options and information surrounding collaboration, consolidation, regionalization, etc.

\ Initiative 4: Leadership Model

We need to determine a set of minimum knowledge, skills, attributes and abilities required of a person
to provide guidance, direction, and management for a fire agency in a professional manner.

Priority:



Timeline: Dates?

Responsibility: VCOS
Suggested Partner: IAFC, NFA, national human resources groups

Critical Tasks:
e Create model job descriptions which include knowledge, skills and ability, for
command staff.
e Tools to help implement best practices in the selection process, but able to be
tailored to community need.
0 Evaluation of selection process
0 Assessment tool
e Leadership development program and resources (mentoring, training, books, etc.)
e Performance review process (e.g. 360 evaluations)

Performance Indicators:
e Improve recruitment and retention
e Create better leaders for the fire and emergency service
e Changes in the NFA curriculum

Outcomes:
e Create better leaders for the fire and emergency service.

Initiative 5: Information / Communication Model

We need to develop a process that engages the fire agency, stakeholders and the community in
a consensus building dialogue to determine the level of effort and the level of services to be
provided.

Priority:
Timeline: Dates?

Responsibility: VCOS
Suggested Partner: Mediation Council

Critical Tasks:

e Establish a dialogue with all stakeholders —internal, public, government.

e Change the image of the American fire service to reflect who we are and what we do
today. Market the brand. Eliminate negative perceptions that are generated by social
media, traditional news, entertainment.

e Adjust stakeholder expectations

e Media training and relationships

Performance Indicators:
e Reduction of bad press, increase of positive press




Outcomes:
e Improved public image of the fire service (public, media, etc.)
e Development of a media tool kit for improving public relations

Group 6 - Business Model & Funding

Many emergency services organizations lack a sustainable business model that is consistent
with the economic realities and development in their communities. This makes it difficult for
organizations to secure the predictable sources of funding necessary to ensure the safe and
effective provision of emergency services. Many communities are dependent on the expertise
of their emergency services leaders to navigate this critical and complex challenge.

Group Challenges

1) What is the definition of, “Community Fire Protection?”

2) Is it possible to design a dynamic funding/business model to support the definition of
community fire protection that has the ability to expand and contract with economic
realities and trends? How might such a model look?

3) How can the cost to reasonably sustain community fire protection be determined?

4) Should there be a new or alternative way of funding local fire protection and emergency
services? Brainstorm and provide ideas.

5) Ensure your group develops a clear set of recommendations that can be used as an action
plan to address these challenges.

Initiative 1: Create an understanding of and educate the needs, value, and benefits of
developing an Emergency Service Business Model (ESBM).

Priority: 1
Timeline: December 2010 ¢ January 2012
Responsibility: VvVCos

Critical Tasks:

e Define the importance and need for the ESBM

e Market to the fire service the need and importance of the ESBM.
0 Research and select appropriate communications medium

e Develop public/fire service consensus on the ESBM.
0 What level of service are they willing to pay for?

e Facilitate the process
0 Fire service, national, local associations

Performance Indicators:




e Increase in workshops and student contacts
e Webinar participation (track who accesses the information)

Outcomes:
Communities and emergency service organizations will commit to a ESBM.

Initiative 2: Develop a framework for the customer based, stakeholder-driven ESBM.

Priority: 2
Timeline: December 2010 ¢ January 2012
Responsibility: VCOos

Critical Tasks:
Identify the community risk reduction opportunities verse cost benefit
Identification of available funding sources
O Taxes
0 Grants
0 Other revenue
O Fees
e I|dentification of available cost reduction and cost avoidance
0 Cooperative purchasing
0 Shared resources
O Horse trading
e Provide job aides/tools for the use by departments
0 Models
O Best Practices
0 Case Studies
O Process/program validation
e Consider resources (Internally & externally)
e Develop an outline for the risk analysis and ESBM.
0 Fire prevention
0 Public education
0 Marketing our organization
0 Consider consolidation options

Performance Indicators:
e Seeing better results out of another survey (in terms of in past study 59% of
departments said they do not have a plan)
e Increase in students attending workshops or education programs about developing the
plan.
e Tool kit usage

Outcomes:
Communities/emergency service organizations have begun the process to develop an ESBM.



Initiative 3: Write/Develop the Plan.

Priority: 3
Timeline: December 2010 ¢ January 2012
Responsibility: VCOS

Critical Tasks:

Pick from the framework
Customize the plan for local needs & select framework
0 Needs analysis
0 Gap analysis
Involve key stakeholders
0 Internally
0 Externally
Ensure the plan is community based

Performance Indicators:

Improved survey results (although could be subjective)
Looking at hard copies of plans

Outcomes:
Communities/emergency service organizations have a formalized written plan.

Initiative 4: Deliver & Practice the ESBM.

Priority: 4
Timeline: December 2010 ¢ January 2012
Responsibility: VCOoS

Critical Tasks:

Identify key stakeholders (internal & external) and ensure buy-in of plan contents and
methodology

Implement the communication components of the plan

Implement the marketing components as identified in the plan (Internally & externally)
Implement a maintenance schedule and change process of the plan

Actively, as necessary, update the plan with new threats, opportunities, and actions
Solicit feedback from identified groups and individuals as described within the plan
Ensure accessibility of the plan and personnel to answer questions

Provide training to all required stakeholders and partners as outlined to implement the
plan

Provide education of planned contents to leaders of all stakeholder groups (fire service,
political, community, business)



Performance Indicators:
e Budgetary funding equals service expectation
e Personnel resources are appropriate for the service expectation

Outcomes:
Communities/emergency service organizations are using the ESBM to secure funding to ensure the
safety/effective provision of emergency services.

\ Initiative 5: Evaluate the effectiveness of the ESBM.

Priority: 5
Timeline: December 2010 ¢ January 2012
Responsibility: VCOoSs

Critical Tasks:
e Define measurable items within the plan.
e Define what the measurement criteria will be (subjective/objective).
e Define what data will need to be collected.
e Define who is responsible/accountable for data collection & how often.
e Define how data will be presented.
¢ Identify mechanism to change data collection/presentation methods.
e Validate data for relevance & accuracy.
¢ Identify and secure executive level sponsorship/accountability.
e |dentify risks for collection & use data.
e Ensure data collected directly relates to planned outcomes.
e Solicited & non-solicited data identification.

Performance Indicators:
e Inherent in the critical tasks, including proper identification, collection, and analysis of
data

Outcomes:
Communities/emergency service organizations have operationalized and validated the
collection and sharing of the information.

Group 7 - Legislation & Regulations

Current legislation does not generally support volunteerism or protect the individual’s ability to
choose to volunteer in local emergency services organizations. Additionally, many legislative
definitions are vague or absent, which leads to ambiguous interpretation of rules and
regulations. (i.e. Line of Duty Death, Definition of a Volunteer, etc.) Many volunteer-based
organizations are unaware of what little volunteer-based legislative initiatives exists, making it



difficult to secure the support necessary for legislative success. As a result, there is no cohesive
vision within all emergency service organizations for a volunteer emergency responder
legislative vision for the future.

Group Challenges:

1) Should there be national protection of person’s right to volunteer in an emergency services
organization? If yes, how should such protection be secured?

2) Should there be collective bargaining for all public safety organizations? Describe both the
positive and negative affects of such legislation.

3) Should there be a more specific definition of “Line of Duty Death” to address the issues of
advanced age and poor medical screening in the volunteer-based emergency services? If so,
provide a sample definition and describe the potential impacts. If no, defend your reasoning
not to address the issue.

4) Should there be uniform regulations governing the fire service and emergency services?
What would be the impacts if such regulations existed?

5) What legislative initiatives should exist that do not today?

6) Ensure your group develops a clear set of recommendations that can be used as an action
plan to address these challenges.

Initiative 1: Develop a Blueprint for Local Implementation of National Standards &
Regulations that Impact the Fire Service

Priority: 1
Timeline:
Responsibility:

Critical Tasks:
e I|dentify source documents of regulations and standards
e Catalog/format documents using common terminology
e Distill the information into usable checklists for self assessment
e Create a dissemination strategy
e Implement a training/mentoring program for use of the blueprint
e |dentify the resources needed
e Distribute to 100 percent of IAFC members within 12 months

Performance Indicators:
e Checklists produced within 18 months
e Distributed per dissemination strategy

Outcomes:
Provide a usable set of tools for streamlined self assessment. More departments are compliant with
national standards and regulations.



Initiative 2: Develop Model Framework to Facilitate the Implementation of Agreements
Between Departments/Organizations and Jurisdictions Incorporating
Expectations, Rights and Responsibilities

Priority:
Timeline:

Responsibility:

Critical Tasks:

e Develop a comprehensive list of topics to be incorporated into the framework, such as
the local, state, tribal and federal blueprint, funding, benefits, workers’ compensation,
Volunteers’ Bill of Rights, etc.

e Promote the use of the local, state, tribal and federal compliance standards blueprint

e Set up a dissemination strategy

e Implement training and mentoring for use of model framework

e Search for pertinent existing documents and agreements (best practices)

e Identify the resources needed

e Address the individual’s right to volunteer and serve their community

Performance Indicators:
e Distributed per dissemination strategy
o Get feedback through data

Outcomes:
More departments would have comprehensive agreements.

Initiative 3: Review and Update Current Regulations, Proposed Legislation and Laws that
Impact the Fire Service

Priority: 1
Timeline:
Responsibility:

Critical Tasks:
e |dentify relevant regulations, laws, etc.
e Needs analysis
e Gap analysis
e |dentify the subject matter experts within the IAFC as a whole
e Work collectively with the IAFC’s Department of Governmental Relations to update,
draft and propose legislation and regulations
e Establish a timeline for regular review
e Refine and harmonize the definition of: volunteer firefighter, LODD, public safety officer
e |dentify the resources needed

Performance Indicators:
e List of recommended revisions/changes by priority




e List of new initiatives by priority

Outcomes:
Regulations and legislation that impact the fire service have been updated so they are relevant and
realistic to meet the needs of fire service today and into the future.

Initiative 4: Establish a Clearinghouse to Provide Information to the Fire Service

Priority:
Timeline:

Responsibility:

Critical Tasks:
Identify the information to be included in the clearinghouse
Establish dissemination strategy (widespread accessibility)
Ensure collected information is being cataloged correctly
Identify the resources needed
Establish a registration
Performance Indicators:

e Clearinghouse is established within six months

e Monitor that its utilization is steadily increasing

Outcomes:
Departments will have a one-stop shop for current and relevant fire service information

Initiative 5: Expand Existing and Create New Job Protection Initiatives that Preserve the
Right of an Individual to Volunteer and Serve in their Community

Priority:
Timeline:

Responsibility:

Critical Tasks:
e |dentify best practices among local, state and federal initiatives
e Prepare model language for utilization at the state and local levels
e Educate stakeholders to build support (citizens, government, businesses, etc)
e |dentify the resources needed
e Address the individual’s right to volunteer and serve their community

Performance Indicators:
e New legislation is introduced
e Double the number of states that have volunteer firefighter job protection statutes

Outcomes:
Volunteer firefighters have job protection statutes in more states



Group 8 - Reputation Management

Problem Statement:

Due to new developments in communication technology, the fire service is falling prey to the same
dangers as all aspects of society: the possibility of immediate and global distribution of unacceptable
behavior.

These dangers exist among all strata of society but hit the volunteer fire service particularly hard
because of the public trust placed in the fire service. Reputation management is the foundation of a
viable volunteer fire service because the public is in a vulnerable position when they need the fire
service and trust must be maintained.

e How can we make the volunteer fire service aware of the consequences of a damaged
reputation?

e How do we teach accountability and who is responsible for holding volunteer staff accountable?

e Something bad happened, what do we do now?

e What responsibility do you have to alert other fire departments to the bad behavior of a
member who has moved to another department?

e What are the best practices that are currently working?

e How do we counter the prevailing tendency among today’s generation that all feedback is
criticism rather than teaching/mentoring?

e What behavior should be acceptable to society? To the fire department?
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Develop an effective reputation management model for implementation across the fire and emergency
services. The RepTet includes four core concepts including organizational values; public
trust/perception; accountability; and individual behavior/responsibility. All of these core concepts are
interdependent upon one another on multiple levels. The RepTet will be a key foundation for delivery of
these concepts.

Concepts of Accountability:
e Everyone is responsible
e There must be equally applied and effective enforcement (discipline)
e There must be Transparency

Concepts of Individual Behavior/Responsibility:
e Competence
e Ethics
e Respect
e Responsibility
e Education

Concepts of Organizational Values:



e Integrity

e Ethics

e Respect
e Trust

e Honesty
e Safety

e Service

Concepts of Public Trust/Perception:
(see below)

Performance Indicators (“reputation” is a difficult concept to measure)

o |AFCis informally gathering data on “chiefs in trouble” through Google and other media outlets;
IAFF is gathering such information on firefighters. Once we have a baseline of data, we can
measure any increase/decrease in numbers. One issue is that volunteer firefighters who are
arrested usually will not give their occupation as “firefighter” but rather as whatever their
occupation is.

e How do we distribute the concept of RepTet and gain endorsements?

e How do we implement RepTet into state and national classes (as part of existing required
courses)

e How do we distribute to media and to state fire/EMS organizations?

e Develop downloadable course delivery (Powerpoint/instructor manual)

e How do we establish/publicize a baseline of data on incidents which cause harm to a FD
reputation or a fire service member’s reputation?

Initiative 2: Community Relations

Tasks:

o Develop programs to deliver to schools and other groups and organizations; not just fire
prevention and fire safety but “the role of the fire service.”

e Develop a template for an annual report for fire departments to distribute to their communities
(include community service, annual hours of training, financial reporting, etc). Distribute by
email or print and deliver to board of supervisors, libraries, etc.

e Request that your local TV stations or newsprint media offer PSAs for the local fire department

e Develop “Information Ambassadors” (internal and external)

e Develop relationships with governmental agencies

o Develop relationships with for-profit-business community leaders

e Develop relationships with non-profit community services, including faith-based

e Develop relationships person to person, neighbor to neighbor (informal)

e Develop relationships with local senior organizations

e Join local Chamber of Commerce (Lion’s Club, Rotary, etc) to develop community outreach

Initiative 3: External Relations




Tasks:
e Develop “rules of disclosure” (what’s legal in one locality might not be legal in another)
e Develop policy for public contact
0 PIO (designated)
0 Fire chief or designee
o Develop training standards for PIO (i.e., FEMA training)
e Develop points of contact
0 print media — newsletter, magazines, newspapers,
0 electronic media — twitter, Facebook, Youtube,
0 broadcast media - television
0 fund raisers — FD apparel

Initiative 4: Event Risk Management

Tasks:
e Be honest — accept responsibility
o Develop effective investigation processes and communicate corrective actions
e Explain processes and known consequences
0 Positive and negative consequences
e Communicate department standards
O Elected officers
0 Members
0 Community
e Quality Control
0 Establish central collection point (VCOS website)
O For Best Practices
0 For Post Event Summary
e (Collect Best Practices and make available to all (model structure on Near Miss program)

Initiative 5: Develop Fire Department Standards of Conduct

Tasks:
e Communicate with potential members
e Conduct background checks (including credit checks)
e Utilize as informational tool
e Reinforce standards by
0 Training
Example
Periodic assessment
Adapt to society expectations
Adapt to innovation
Peer review (internal)

O O0OO0O0O0

Performance indicators:
Take baseline survey to be repeated every several years to gauge knowledge of standards of conduct

among FD members.



Annual training night dedicated to reputation and ethics

Track complaints from the public to see whether complaints are lessened after new standards of
conduct are implemented. Could be an industry-level measurement, not just a departmental level
measurement

OUTCOMES
e Increased awareness of and accountability for the impact of your individual actions on your
personal reputation
e Increased awareness of and accountability for the impact of your individual actions on your fire
department
e Increased awareness of and accountability for the impact of your individual actions on the fire
service as a whole
e Focus on positive
e Restore confidence
e Preserve integrity
Increased efficiency
Improved morale
Improved community awareness of the scope of service provided by the fire service
More responsible use of social media

Reference documents
e Code of Ethics — IAFC

e NSEFO
e NVFC Best Practices
e |AFF

e |AAI (arson investigation)
e  USFA Strategic Plan
Business Models
Chic-Fil-A

Group 9 ¢ Delivering Fire & Life Safety Services

Recently, there has been more focus on the provision of emergency medical services (EMS) by
fire departments in the volunteer and combination systems as well as current building and fire
code implementation because of energy requirements. This has been prompted by a number
of recent issues and occurrences, including changes in the scope of practice for emergency
service providers, privatization of EMS systems, and code adoptions at the state and local level.
There has been some concern about the lack of fire service input in establishing the scope of
practice and the broader regulation. Yet, there are many fire departments that do not provide
EMS or offer limited first-response services, do not enforce building and fire codes, do not have
hazardous materials response capabilities, etc.

Group Challenges:



1) What services should be provided by all fire departments? When should a department
provide additional services? Which services should be provided by whom?

2) The fire service lacks a clear and consolidated position on the provision of EMS services.
Does this lack of consistent vision threaten other traditional fire service programs and
initiatives? Explain the position of the workgroup with examples and details.

3) Should private sector EMS providers have access to federal funding designed for public
safety? Explain the position of the workgroup.

4) Should EMS become a focus of the U.S. Fire Administration? Why or why not?

5) How could the fire service better organize itself to globally address EMS issues and ensure
our interests are heard in the development of legislation, regulation and policy?

Initiative 1: Define the role of EMS in fire service

Priority: 1
Timeline: 60-90 days
Responsibility:

IAFC, NFVC, USFA, NHTSA-Office of EMS

Critical Tasks:
e Standardize terminology
e Define the difference between public health and public safety

Performance Indicators:

Outcomes:
Standardized terminology
Better understanding of various EMS service levels

Initiative 2: Develop a tool that assists the authority of jurisdictions to perform a needs
assessment and capability assessment for EMS service delivery including the
establishment of financial impact of EMS service delivery both positive and

negative.
Priority: 2
Timeline: Once the role of EMS is defined, the tools for a needs assessment could be developed.

Responsibility:
Would be a collaboration and sharing of current EMS data collection that currently exists

Critical Tasks:
Maintain persistency in data collection and compiling EMS data for delivery back to the states
and local jurisdiction

Performance Indicators:
The development of EMS services delivered by more fire departments.




Outcomes:
Free flowing of accurate and current information delivered back to the states quarterly or
biannually.

Initiative 3: Develop a model/road map/tier levels of EMS service based on the matrix

Priority: 3
Timeline:
After completion of Task #1, within 6 months

Responsibility:
VCOS Summit task force group with IAFC staff & EMS Section

Critical Tasks:
Implementation
Data collection

Performance Indicators:
Data collection

Outcomes:
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Initiative 4: Promote a national EMS database of local data to make decisions for continuous
quality improvements

Priority: 4
Timeline: 12-18 months

Responsibility: USFA &NHTSA ¢ Office of EMS

Critical Tasks:
1. Educate agencies on criticality
2. Simple easy one-stop reporting system
3. Collect data
4. Make data available easily
5. Evaluate effectiveness
Performance Indicators:
e Development of system
¢ Increase awareness

Outcomes:
Local agencies being able to access and analyze up to date data.

Initiative 5: Promote prevention and public education about EMS to elected officials and
end users to reduce community risks




Priority: 5

Timeline: In sequence, after earlier priorities

Responsibility:

Local level, with national partners or other partners in larger areas

Critical Tasks:

Define by local needs /national programs; local needs would be defined by the data and
issues.

Performance Indicators:

Amount of outreach

Outcomes:
Better trained, more efficient responders based on delivery model selected for local level.

Initiative 6: Training and education should be based on local delivery of EMS

Priority: 6
Timeline: In sequence, after earlier priorities
Responsibility:

Define by local needs /national programs; local needs would be defined by the data and
issues.

Critical Tasks:
Define by local needs /national programs; local needs would be defined by the data and
issues.

Performance Indicators:
Efficiency of system and modeled after the development of #3 and build relationships to
impact this.

Outcomes:
Better trained, more efficient responders based on delivery model selected for local level.

Should EMS become a focus of the U.S. Fire Administration? Why or why not?

USFA is the desired federal agency for focus of fire-based EMS issues and concerns.
USFA should:
e Formalize and created models for EMS tier levels of service
e Maintain a reality check on the needs and training and education in fire based-EMS
e Maintain and share data to allow local agencies to make more informed decisions (in
cooperation with appropriate federal agencies).



Top Discussion Points

1.
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17.
18.
19.

Expectations (local demands)

Definition of level of EMS Service

Credentialing

Volunteer time constraints/commitment for operations;
Volunteer time constraints/commitment for training/certification;
Public Health - Public Safety

Economic Factors

Prevention

Volunteer model — will EMS Work? YES

. Standards & stakeholders

. Tiered response

. Model format

. States rights

. Regionalization

. Universal health care

. Risk assessment and capability assessment

a. Need for assessment & planning
What are the positives/negatives of EMS response?
Burnout

c - :

**Public education to prevent 911 abuse

**Data —

-make decisions based on data
-28 states reporting to NEMSIS
WWW.Nemsis.org



http://www.nemsis.org/

