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Executive Summary

The executive summary provides an overview of the Arvada Fire Protection District Master Plan.

The purpose of this execut

reader time.

Purpose and Report Conventions

The sect i ®eationtl:i QuireatdSenvice Delivery Analysiso

i ve

detail ed eval uati on of t he Di

summary

provi des

S t

a

neci

facilities and apparatus, as well as a fiscal analysis. Several recommendations are incorporated

in the evalwuation aAd Summay TableroihrRecommendhtionsd. i

developed potential strategies for consideration and discussion by the Commissioners. The

potential strategies are:

¢ Two additional stations located in the Candelas Development. The addition of engine
companies at these facilities will provide urban level coverage as this area expands and

reaches build out.

e Two additional engines (companies), and the addition of a heavy rescue; one engine at
Fire Station No. 6, one at Fire Station No. 4, and a heavy rescue at Fire Station No. 1.
This will provide additional response coverage in the busiest stations in the system,
reduce concurrency, and increase station reliability. For the Candelas Development, we

have recommended two engines and one truck company at build out.

e New positions in various administrative and operational functions.

Figure 1: Recommended New Positions

Position

FTEs

Admin Services Manager

1.0

Two additional engine companies i
Fire Station Nos. 4 and 6,

Heavy Rescue i Fire Station No. 1
Captains 9.0
Firefighters 29.0
Candelas Development Requirements
Captains 9.0
Firefighters 27.0
Totals 63.0
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Future System Demand Projections

This section contains a community risk analysis. The analysis is based on occupancy type and
density and involves a graphical representation of community-wide risks. In order to develop
service demand projections, population growth forecasts based on census and development
data were created. To identify future workload, ESCi multiplied projections by a forecast
incident rate derived from historical incident per capita rates. Analysis results indicate that

overall call volume will continue to increase.

Future Delivery System Model(s)

The intention of the Arvada Fire Protection District Master Plan is to provide long-term
strategies. The master plan identified the most critical issues the District will face in the future.
The process reviewed community growth, identified risks, and evaluated service demands.
ESCi compiled the information and the evaluation of future service demands to provide a basis
for developing strategies. The recommended strategies are a guide for growth and

development of an effective organization.

Required Investments In Existing Facilities, Apparatus, and Staffing

The fire master plan reviews Arvada Fire Protection District as it exists in 2008. ESCi
determined the capital facilities, operational, and maintenance investments required for AFPD to

maintain a level of service and eliminate service degradation.

We recognize that the report contains a large quantity of information and ESCi would like to
thank the staff of the Arvada Fire Protection district for their efforts to assist us in this project.
ESCi would also acknowledge the various individuals of AFPD for their input, opinions, and
candid conversations during the course of our engagement. We sincerely hope the information
contained in this report is timely, useful and that emergency services provided to the citizens of

Arvada Fire Protection District are improved with this information.

ESCi recognizes that information, by its very nature, is often incomplete as it changes from
moment to moment. Efforts were made to compile data that was complete, comprehensive, and
accurate. The information gathering process included data collection, interviews, research, and
surveys. The results were measured against comparables, acceptable industry standards, and
best practices. ESCi thanks the Arvada Fire Commissioners, Fire Chief Jon Greer, and the

District staff for their able guidance and assistance.
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Section I: Current Service Delivery Analysis

Introduction
This report includes an in-depth study of all aspects of administrative, operational, and support
services of the Arvada Fire Protection District (District or AFPD), Colorado, provided by
Emergency Services Consulting inc. (ESCi). The evaluation and analysis is an assessment of
the following subject areas:

e Organizational Overview

e Management Components

e Planning for Fire, Rescue, and EMS

¢ Personnel Management

e Organizational Staffing

e Training Program

e Capital Assets

e Fire Prevention/Public Education Programs

e Current Deployment Strategies and Performance

Utilizing these elements, the ESCi project team conducted an in-depth study of all aspects of
administrative, operational, and support services of the District. Using operational, staffing, and
geographic information systems (GIS) models, the study provides potential benefits and
improvements in services to the community through cooperative efforts. The basis of the
evaluation, analysis of data, and reference information is from Colorado State law and
regulations, National Fire Protection Association (NFPA) standards, Center for Public Safety
Excellence (CPSE)" self-assessment criteria, health and safety requirements, federal and state

mandates, and generally accepted best practices within the emergency services community.

Each section in the following report provides the reader with general information about that
element, as well as observations and analysis of any significant issues or conditions that are
pertinent. E S Ci I@servations are supported by data collected as part of the document review
and interview process. Finally, specific recommendations are included to address identified

issues or to take advantage of opportunities that may exist.

! CPSE was previously known as the Commission on Fire Accreditation International (CFAI), and was
associated with the International Association of Fire Chiefs. It is the industry-sanctioned accreditation
agency for the fire service in the United States.

@} Emergency Services Consulting inc. Page 3



Arvada Fire Protection District, Colorado
Agency Evaluation and Master Plan

Organization Overview

This section provides information about and establishes a baseline of statistics regarding the
District as identified in research conducted by ESCi. It includes a discussion on governance
and structure of the organization, size and nature of the community, and an overview of
available resources dedicated to the fire and emergency medical services (EMS) functions. A

detailed analysis of the service delivery system is in a subsequent section.

Responsibilities and Line of Authority

The Arvada Fire Protection District is a governmental entity formed under the laws of the State
of Colorado for providing fire protection services for the city of Arvada (City) and areas outside

of the City within Jefferson County.

The District operates under the oversight of a five-member Board of Directors which is elected
directly by the voters. Board members are elected to four-year terms, with a member being able
to serve a maximum of two terms. Colorado Revised Statues (CRS) 32-1-1001 and 1002 detail
common and additional powers and duties of the district.

Although some states restrict firefighters (career or volunteer) from serving on the board,
Colorado Law does not limit such membership; however, other laws may apply when district
employees or volunteers also serve on its governing board.> At the very least, firefighters or
family members of firefighters who serve as board members must be attentive to the
responsibilities of an elected official and be sensitive to issues that may create an actual (or
even the appearance of) a conflict of interest. As a governing board member, directors have a
duty to exercise utmost good faith, business sense, and astuteness on behalf of the district.
Directors are expressly prohibited from taking any action that may benefit him/her or prejudice
the district.

The board elects a president and vice-president from within its ranks. The board has broad
authority to govern the provision of fire protection and emergency services within the district,
including operating a fire protection system, hiring of the chief, purchasing land and equipment,

entering into contracts, issuance of bonds, and levying of taxes.

% For example, the law expressly forbids a director from receiving compensation as an employee of the
district; CRS 32-1-902(3) (b).
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The AFPD Board hires a full-t i me fire <chief to oversee the DisHi
advise, implement, and administer the policies adopted by the board. The fire chief prepares a
proposed budget for the boar dodthattheevarious depastmetits adopt i
attain the policy goals and direction set by the board. The board has the authority to set AFPD

policies and guidelines, while the fire chief is responsible for the enforcement of the policies and

guidelines. The board has no direct authority over department heads; they are hired by and

directly supervised by the fire chief.

The position of fire chief is appointed by, works for, and is under direct supervision of the AFPD
Board. The fire chief is an at-will employee, and is not a member of a bargaining unit. Currently
in the second year of a five-year employment contract, the fire chief has regular meetings
covering a wide range of topics with the board.

History, Formation, and General Description of the District

The origins of the AFPD were established on June 10, 1907, when the town of Arvada approved
the purchase of its first hand-drawn fire engine. The department continued a slow growth with
the addition of a second hand-drawn fire cart in 1910. The two fire companies operated
independently until 1911, when they consolidated to become the Arvada Volunteer Fire
Department. In 1947, the fire department acquired an ambulance and began to provide first aid
to the community. In 1949, voters approved the creation of the Arvada Fire Protection District.
TheDi st first officiél board meeting was held on May 24, 1949.

Arvada Volunteer Fire Department provided the work force required for fire suppression to
AFPD. This all changed during a board meeting on April 20, 1999, when the board approved the
hiring of the first paid fire chief. At the same board meeting, the board approved the
consolidation of the Arvada Volunteer Fire Department with the AFPD. At the time of the
consolidation in 1999, the fire department had 185 volunteers, the largest all-volunteer

department west of the Mississippi River.

The District has steadily grown into a primarily career fire department providing fire, emergency
medical services (EMS), rescue, and various other services to a community of approximately 41

square miles. There are now 120 paid uniformed and civilian personnel staff providing service
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from seven fire stations with a new station coming into service in the fall of 2008. In addition, the
District is served by 30 volunteer firefighters supplementing the paid work force. The stations
house a fleet of front line and reserve fire and emergency response apparatus, including six
engines, two aerial ladder trucks, three brush trucks, one rescue truck, and two hazardous
materials (hazmat) vehicles. Various command and staff vehicles complete the fleet

complement.

The District includes retail/commercial, warehousing, manufacturing, and of course, residential

and rental properties. The Di 207 p cpg Wlsati on was 120, 000, with t
104,150 Ar vadaédés popul ation has remained relatively
from the 2000 U.S. Census count.

Insurance Services Office (1ISO)

The 1SO (Insurance Services Office) property class rating is important to a community. Many

property insurance companies base the fire risk portion of property insurance premiums on the
communitybés | SO rating; as an | SO Class iomproves
homeownersd decreases dramatically. Businesses
down to Class 1; however, property use affects the fire insurance premium on commercial

properties and many such commercial properties are individually rated. According to 1ISO:

Virtually al/l u. S. insurers of homes and busi i
Protection Classification) in calculating premiums. In general, the price of fire

insurance in a community with a good PPC is substantially lower than in a

community with a poor PPC, assuming all other factors are equal.*

ISO reviewed the total cost of fire claims per $1,000 worth of insured property by PPC for
communities around the country. Five years of data for homeowners and commercial property
insurance show that the communities with better classifications (ISO rating) experienced

noticeably lower fire losses than the communities with poorer classifications.®

Figure 2 shows the relative cost fire claims in communities with rating Class 1 through 10.

Class 5 communities experience roughly half the fire claims as Class 10 communities do. This

® Hometodenver.com\Stats_Arvada.htm.

‘1 so, JerselyS@égs yPmNQ, Prfiogr am, B ex$ measuredry theePP® pragtare.cot i o n

| SO6s Public Protection Classification (PPC) Service g
respond if flames engulf a property in which an insurance provider has a financial stake.

®> The impact of municipal fire protection and insured property loss on your book of business, by Mike

Waters, Vice President, Risk Decision Services, ISO, Property Resources Online.

Page 6



Arvada Fire Protection District, Colorado
Agency Evaluation and Master Plan

does not directly affect the revenue of the fire department, but it equates to an overall financial
benefit to the community for the local support of the fire department. Arvada Fire Protection

District has an ISO Class 3 rating.

Figure 2: ISO Fire Claims per $1,000 of Insured Property

4 5 G 7 8 4
Public Protection Classification

B COMMERCIAL PROPERTY HOMEOWRMNERS

The cost of fire claims is based on premium and loss information that insurers reported to 1SO;
excluded is data from statistically rated cities. Out of almost 46,000 fire departments in the
United States, only 43 have achieved a PPC of 1. Therefore, the data sample for Class 1 is not
statistically credible.

The ISO uses a 1 to 10 rating scale, with Class 1 being the best level of service (and lowest fire
insurance premium cost) and Class 10 is no service at all. The ISO reviews fire protection in
three major categories. These categories are:
e Communication (10 percent)
o Water Supply (40 percent)
e Fire Department (50 percent)
o Credit for Ladder Service
o Credit for Distribution
0 Credit for Company Personnel i 15.00+ points®
0

Credit for Training

® Fire departments that meet the 1SO standard for emergency personnel on duty receive the maximum
credit. Departments that exceed requirements are awarded credit above the maximum.
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Divergence points represent a reduction of score to reflect a deviation between the relative ISO
Class of the fire department compared to water supply. For example, if a water supply system
scores at a relative Class 3 and the fire department surveys at a relative Class 6, the overall
rating is very likely to include a significant penalty in the form of divergence points.

The Insurance Services Office last surveyed the AFPD in February 2003; at that time, 1SO
assigned the District a Class 3 rating. A rating breakdown of the most recent AFPD ISO survey

is shown in the table below (Figure 3).

Figure 3: Summary of ISO Credit by Criteria

ISO Criteria Actual | Maximum

Communication T Receiving and Handling Alarms 7.50 10.00

Water Supply 37.16 40.00

Fire Department Creditable Points 32.56 50.00
Divergence Reduction’ (5.56) N/A

Total Creditable Points | 71.66 100.00

AFPD received a total credit of 71.66 points out of a possible 100. To improve on the 1SO rating

would require an increase of approximately 8.34 points.

The fire department section of the FSRS (Fire Suppression Rating Schedule) reviews engine
and ladder-service companies, equipment carried, response to fires, training, and number of
available firefighters. The following figure (Figure 4) is a detailed breakdown of the classification

details assigned to the AFPD from the 1SO survey of February 2003.

Figure 4: ISO Credit i Fire Department

Fire Department Classification Actual Maximum

Credit for:
Engine Companies 9.40 10.00
Reserve Pumpers 0.94 1.00
Pump Capacity 5.00 5.00
Ladder-Service Companies 1.72 5.00
Reserve Ladder-Service Companies 0.55 1.00
Distribution 2.37 4.00
Company Personnel 5.92 15.00
Training 6.66 9.00
Total 32.56 50.0

! Divergence is a reduction in credit to reflect a difference in the relative credits for Fire Department and

Water Supply.
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In the fire department classification, the three areas that would have the greatest impact on the
ISO rating are an increase in the number of response personnel, increased emphasis on
training, and adding equipment to ladder trucks. Since the 1SO survey, the District has made
improvements to training and is working to maintain and increase personnel as the budget

allows.

Recommendations:

e Develop an ISO improvement plan for the District that addresses identified deficiencies.

e Develop a staffing plan that increases the minimum number of personnel on duty and a
financial plan to support it.

The following chart shows the ISO protection classifications and the number of public fire
agencies that fall into each classification nationwide. With an ISO Class 3, AFPD is in an elite

class of emergency service organizations.

Figure 5: AFPD Insurance Services Office Ranking

16,000 -
14,000
12,000 -
1“-“““ 7 B.TUE

8,000 - 7,460

6,000 -
4,154
4,000 - 2,601
1,691
2,000 - ! 1,328
' 55 453 441 —
u T T

Class Class Class Class Class Class Class Class Class Class Class

1 2 3 4 5 B [ B BB 9 10

13,560

6,258

The majority of property owners in the District have property insurance as protection in the

event of catastrophic loss from theft, fire, water, or any humber of other incidents. A portion of
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premium paid is for fire insurance. To determine the insurance premium, Insurance companies

generally rely on a third party to supply claim data to calculate risk.

ISO is embarking on a project to review and, if warranted, update the content of the Fire
Suppression Rating Schedule (FSRS). The objective of the project is to identify portions of the
current evaluation worthy of potential revision. The first point noted is that there will be an
increased reference to National Fire Protection Association (NFPA) standards.® Possible
revisions include:

e A requirement that, for a PPC (fire department rating) better than 10, the fire department
must have sufficient membership to assure response by at least six members (including
the chief) to fires in structures.

e Eliminating the current ISO equipment inventory and replacing it with reference to
pumper and ladder/service equipment listed in NFPA 1901.

e Recognition of Initial Rapid Intervention Crew and Rapid Intervention Crew teams,
according to NFPA 1500.

e Anincrease in minimum pump capacity from 50 gpm (gallons per minute) to 250 gpm for
engines for Class 9 communities, in accordance with NFPA standards.

e Additional emphasis on firefighter safety and training:

o Training and credentialing for fire officers in accordance with National Incident
Management System (NIMS) recommendations and NFPA 1021.

o Training for fire apparatus drivers and operators in accordance with NFPA 1002
and 1451.

o No credit for training without proper documentation.
o0 Reference to firefighter safety requirements.

0o Requirement for personal protective ensemble (PPE) clothing for all fire-
suppression personnel at structure fires.

e Recognition of automatic-aid personnel responding to first-alarm structure fires.

e Extension of full credit for automatic-aid response plans to first-alarm structure fires
when the departments have satisfied certain criteria for interoperability.

The second key point noted is an increased reference to the American Water Works Association
(AWWA) standards. Possible revisions include:

e Recognition for fire hydrants that produce flows up to 1500 gpm, in accordance with
ANSI (American National Standards Institute) and AWWA (American Water Works
Association) standards, accordingtomanuf act urer sé descriptions.

¢ More emphasis on hydrant inspection programs, including hydrant flow testing.

® Source: Draft Concept FSRS 2009, Insurance Services Office, Inc., 2008.
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e A reference to implementation of master or strategic planning,

e Recognition of partial or full Commission on Fire Accreditation International (CFAI)
accreditation through the Center for Public Safety Excellence (CPSE) & or equivalent
achievement of all the core competencies outlined by the CFAI with regard to operations
and procedures for firefighting.

e Recognition for adoption and enforcement of model building and fire-prevention codes.
e Recognition for public fire-safety education programs.

e Recognition for adoption of fire department standard operating procedures according to
NIMS standards or Federal Emergency Management Agency (FEMA) publication FA-
197.

e Recognition for adoption of a fire department incident management system according to
NFPA 1561.

Additional revisions under consideration include,

e Increased recognition of fire sprinklers in residential properties for determination of
needed fire flows (NFF).

e Reduction of needed fire flow (NFF) duration for one and two-family dwellings to one
hour.

e Increased recognition for technology-based systems, such as geographic information
systems (GIS).

e Reconsideration of the credit value for reserve pumper and ladder apparatus.

Chain of Command

In any organization, there is always a path along which information and directions flow. This
chain of command is the recognized conduit of communication for organizational business and
authority. As is the case with most fire districts, AFPD uses a hierarchical sequence for
ensuring that necessary information transmission is orderly and timely. Roughly, following the
rank structure that exists, District members send and receive various data with relative
effectiveness. This process appears to be functioning satisfactorily, with one noted exception.
During stakeholder interviews some members expressed that the fire chief has less frequent
direct communication with the bulk of the work force since the move to the new administration
facility. There is no process or schedule for the fire chief and command staff to meet regularly

with officers or firefighters.
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Recommendation:

e Toimprove the communication link, the fire chief and/or other executive staff officers
should plan and implement a method of regularly meeting with District members.

Organizational Structure

A well-designed organizational structure should reflect the lines of responsibility and authority
within the agency, provide for the equitable distribution of the workload, and clearly define the
official path of internal communication. The lines of an organizational chart visually clarify
accountability, coordination, and supervision. Detailed job descriptions should provide the
particulars of each job within 't he or gani zati on, hel ping to

role is clear and focused on the overall organization mission.

Span of control, also known as span of management, is a human resources management term
that refers to the number of subordinates a supervisor can effectively manage. Developed in the
United Kingdom in 1922 by Sir lan Hamilton, the concept of span of control evolved from the
assumption that managers have finite amounts of time, energy, and attention to devote to their
jobs. In his research of British military leaders, Hamilton found that leaders could not effectively

control more than three to six people directly.

This generally accepted rule of thumb for span of control is still considered relevant today and
applies not only to the military, but also correspondingly to the fire service. It is important to note
that all managers experience a decrease in effectiveness as their span of control exceeds the
optimal level. In other words, the limitations implied by span of control are not shortcomings of
individual managers, but rather of managers in general. In addition, it is important to understand
that span of control refers only to direct reports rather than to an entire corporate hierarchy (all
personnel in the fire district).

Extending span of control beyond the recommended limits engenders poor morale,
hinders effective decision making, and may cause loss of the agility and flexibility that
give many entrepreneurial firms their edge.’

The following organizational chart shows the current AFPD organizational structure. The
highlighted position designations are positions directly supervised by the fire chief. We will

discuss a recommended organizational structure in the following analysis.

® Hendricks, Mark, Span Control, Entrepreneur, January 2001.

Page 12

ensur ¢



Arvada Fire Protection District, Colorado
Agency Evaluation and Master Plan

Figure 6: AFPD Organization Chart
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The Di st r i c taobganizational steigcture demonstrates a clear unity of command in which
each individual member reports to a designated supervisor (within the context of any given
position) and is aware to whom he or she is responsible for supervision and accountability. This
organization method encourages structured and consistent lines of communication and prevents
positions, tasks, and assignments from being overlooked. As aresult,theo r g a n i zowsetall
goals and objectives are effectively communicated to the membership in a consistent fashion.

The span of control for the fire chief is out of line with recommended guidelines for the number
of direct reports. An optimal number of direct reports is considered to be between three to six
employees; the current organization chart indicates that the fire chief has eight direct reports. By
having too many direct reports, the potential exists to create poor morale and hinder effective

decision making and may cause loss of organizational agility and flexibility.

One possible solution is to create an additional administrative position reporting directly to the
fire chief. This position would assume the reporting responsibility for the finance/accounting
function, the human resource/payroll function, and all clerical staff. An appropriate title for the

position would be Administrative Services Director.

In addition to a recommended Administrative Services Director position, we moved the
Maintenance Lead position from a direct report to the fire chief to a direct report to the deputy
chief of operations, thus increasing oversight by one for a total of five direct reports. With these
modifications, the fire chief now has four direct reports instead of eight.

During the course of this project, AFPD has altered the dispatch supervision and created the
position of Lead Dispatcher. Lead Dispatchers report to the Support Services Manager,
reducing the number of direct reports to the manager and making leads responsible and
accountable for the activities on a shift. ESCi concurs with these changes. The changes have

been in the recommended organizational chart (Figure 7).

Page 14

(@)



Arvada Fire Protection District, Colorado
Agency Evaluation and Master Plan

Figure 7: Recommended AFPD Organizational Chart
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Recommendations:

e Add one FTE (Full-Time Equivalency) Administrative Service Director position reporting
directly to the fire chief. The position would oversee finance, human resources,
accounting/budgeting, and all clerical support.

Re-align the Maintenance Lead position to a direct report to the Deputy Chief of
Operations.

Finance

For several years, budgeting for cites in the United States has been a challenging undertaking.
Many public entities are experiencing a flattening or a downturn in their revenue growth. There
are a number of factors influencing governmental revenues, including the current housing crisis
and its potential reduction in appraised taxable value (causing a reduction in overall property tax
revenue) and an overall slowing of economic growth, reducing various fees that provide a
significant basis of revenue for AFPD. In addition, the District is restricted by revenue limitation

under the Taxpayers Bill of Rights (TABOR) and the Gallagher amendments.

The following figure shows the tax cost per capita in the District compared to the urban high and

low range of departments serving similar populations.

Figure 8: Tax Cost per Capita
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As illustrated in the previous figure, AFPD is approximately in the middle of the urban range of

like departments.

In November 2002, the District held an election to remove the revenue growth limitation
imposed by TABOR, but the District still cannot raise taxes or incur debt without voter approval.
The Gallagher amendments are the greatest risk to future revenue for the District by placing a
requirement that 55 percent of property taxes be collected from non-residential properties.

Within the District, 98 percent, by taxable value, is residential property.

The taxable assessed value (TAV) for the District has increased 20 percent between 2004 and
2008, from $1.1 billion to $1.3 billion respectively. Taxed assessed value and the resultant
property tax income are the major areas of revenue for the District, as 90 percent of the 2008
budget income (without releases from the reserve fund) is from property taxes. The millage rate
applied to the TAV to generate property tax income increased from a maximum 7.02 per $1,000
in 2005 to the current 9.48 mills per $1,000 of assessed value.®

Figure 9: Revenue by Category

2008 2007 2006 2005 2004
Revenue Source Budget Actual Actual Actual Actual

Property Taxes $12,240,615 $11,258,431 $10,477,227 $7,571,232 $7,391,204
Property Taxes - Other Districts 0 0 0 123,861 163,152
License Fee 923,750 1,061,007 1,017,241 651,416 838,432
Investment Interest 325,000 412,460 382,050 97,123 37,336
Misc. Income 56,000 102,423 46,032 30,213 17,445
Lease Proceeds 60,000 0 0 0 0

Subtotal without Fund Transfers 13,605,365 12,834,321 11,922,550 8,473,845 8,447,569
Transfer in for ALS 200,000 0 0 0 0
Transfer in for CAD 250,000 0 0 0 0
Carry over from previous year 889,433 0 0 0 0

Total $14,944,798 $12,834,321 $11,922,550 $8,473,845 $8,447,569
Percentage
Property Taxes 89.97% 87.72% 87.88% 89.35% 87.50%
Property Taxes - Other Districts 0.00% 0.00% 0.00% 1.46% 1.93%
License Fee 6.79% 8.27% 8.53% 7.69% 9.93%
Investment Interest 2.39% 3.21% 3.20% 1.15% 0.44%
Misc. Income 0.41% 0.80% 0.39% 0.36% 0.21%
Lease Proceeds 0.44% 0.00% 0.00% 0.00% 0.00%

Total without Fund Transfers 100.00% 100.00% 100.00% 100.00% 100.00%

Y“statistic from AFPD6s 2008 Budget Narrative.
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District expenditures during the same period for the 2008 operating budget, without capital
outlay, have increased 66 percent or $5.2 milion when compared to the 2004 actual
expenditures. When compared to 2007, excluding capital expenditures, spending increased $3
million or 30.1 percent in 2008. The major contributor to the increase was $1.8 million in salaries
and benefits and a payment of debt of $650,000.

The following table (Figure 10)d epi ct s t he Di st r ihetvdées200diasd2@08.i cal s |

Figure 10: Expenditures by Category

2008 2007 2006 2005 2004

Expense Categories Budget Actual Actual Actual Actual
Assessed Value 1,323,954,330 1,311,868,610 1,215,442,120 1,149,112,190 1,103,518,660

Expenditures

Salary and Wage 7,961,416 6,765,764 5,982,047 5,301,364 5,146,525
Fringe Benefits 2,368,919 1,802,113 1,698,375 1,478,598 1,459,999
General Expenses 1,584,584 1,132,397 1,078,469 979,260 1,078,346
Operating Supplies 623,750 407,300 486,951 283,683 268,573
Debt Payment & Loan Payment 650,000 28,626 0 0 0
Subtotal without Capital Outlay 13,188,669 10,136,199 9,245,842 8,042,905 7,953,443
Capital Outlay 1,749,433 1,186,947 486,710 152,238 493,781
Total District Cost 14,938,102 11,323,146 9,732,551 8,195,144 8,447,224
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As a comparison, the following figure shows the various levels of local fire protection spending
per capita for all 50 states. As illustrated, Colorado is one of the states with higher (although not

the highest) per capita spending.™
Figure 11: Capita Spending by State

State & Local Fire Protection Spending Per Capita, 2006
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! Government Sourcebook, State and Local Fire Protection Spending Per Capita.
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The following chart shows the comparison of fire protection spending per capita for AFPD as

compared to Colorado minimum and maximum cost per capita.

Figure 12: Per Capita Cost per 1,000 Population
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As demonstrated in the above figure, the per capita cost for fire protection services for AFPD is

in-line with the Colorado average per capita costs.

Outstanding debt for the District amounts to approximately $5.8 million in a Certificate of
Participation (CoP) with the American National Bank as Trustee. The debt was approved for the
construction of t wo fire stations and t h

headquarters building. The CoP is for 10 years with a 4 percent interest rate.

The District received a grant in 2007 but has not received any other grants during the review
period. There are various grant options available to Colorado fire districts, and these should be

pursued to reducethe Di s t depandeldcyg on property taxes for revenue.

The District completes short to mid-range financial projections; however, ESCi is not aware of
any long-range projections or financial planning or trend analysis specific to AFPD. Continued
budget challenges and possible economic downturns will create even greater threats to
sustaining adequate funding for most fire and emergency services over time. A comprehensive

long-range financial plan is a useful forecasting tool for preparing or avoiding this problem. The
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Government Finance Officers Association (GFOA) has a consulting branch that can develop a

long-range forecast and plan.

Recommendations:

Establish a practice to regularly discuss local and regional economic trends with City
budget personnel.

Develop a comprehensive long-range financial plan for the District.

Create a task force to investigate and pursue alternative funding sources for AFPD.

Current Description of Fire Suppression Infrastructure

The delivery of fire suppression and rescue services is no more effective than the sum of its
parts. It requires efficient notification of an emergency and rapid response from well-located
facilities in appropriate apparatus with sufficient staff following a well-practiced plan of action.

The most visible and valued of the services provided by the AFPD is the response to and
control of emergency events. The District provides a variety of emergency response services,
including:

e Fire suppression

e First response EMS

e Hazardous materials emergency response

e Entrapment and other technical rescue

e Joint emergency management with the City

e Other specialized rescue services

To effectively operate in the emergency response environment, fire departments must capitalize
on managing various aspects of a | arge business
into supporting the primary mission, including those components shown in the bullet points
above. However, there are additional requirements that have to be met and a substantial

infrastructure that must exist for the organization to function at its best.

In support of the emergency response component, the District provides a comprehensive
training program for its members. In stakeholder interviews conducted during the course of this

project, training was viewed as one alittsthaFrteD6s mo s
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training center may be relocated as the City extends Kendrick Street from 64th Avenue to
Indiana Street.”” Should the relocation occur, vigilance and attention to long-term planning and
delivery of training activities will need to be established to ensure that District training
capabilities and performance are not negatively impacted.

Communications Division

Before firefighters can respond to an emergency, they must be notified that an emergency has
occurred and informed of the location of the emergency. Successful emergency service delivery

requires efficient and effective notification of the event and location.

Communication center operations are essential, directly affecting fire/EMS response times,
service levels, overall service delivery, and customer satisfaction. Dispatch operations are
integral to a successful emergency operation, starting with the initial alarm and continuing until
units are available for redeployment. Dispatchers operate in an increasingly complex and
dynamic environment. Dispatcher training is a very important factor in determining if they are
prepared to meet the challenges of emergency call taking and dispatch of emergency personnel

and equipment.

Communications Overview

The AFPD operates its emergency communication center out of a newly remodeled area in Fire
Station No. 6. The center is staffed with 14 employees: one manager, eight full-time
communications personnel, and five part-time communications personnel. A minimum of two

dispatchers are on duty at all times.

The AFPD Communication Center is a secondary 9-1-1 public safety answering point (PSAP).
Challenges are inherent in not being the primary PSAPJ especially with regard to response
times. The communication center does not currently track the time the Arvada Police
Department (APD)d which is the primary PSAPJ takes to receive, process, and transfer 9-1-1

calls to the AFPD Communication Center.

The District should collaborate with the APD to establish time standards, benchmarks, and a

method to track and report 9-1-1 calls from receipt of the call until its transfer to the District. To

“Subsequent to ESCi 6s ferimiadddy the City khat relocatiom of thebtraiminy cedter t
may not be necessary.
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improve the emergency response, the communication division should also consider
collaborating with other agencies to improve radio technology, coordination of emergency
events, interoperability, interface capacity, and back-up functionality. This also will improve
mutual aid response. It is our understanding that, subsequent to our field visits, a new
communications system has been installed and an Intergovernmental Agreement established

that meets many of these criteria.

During the course of stakeholder interviews, several dispatchers expressed unease regarding
the current practice of paring less experienced dispatchers together mostly during the night
shift. The expressed concern is the liability of not providing a seasoned dispatcher, with a
proven experience level, working with a less experienced dispatcher. ESCi believes that even
though all dispatchers are considered trained; there is wisdom in paring less experienced
dispatchers with more experienced ones and having a designated supervisor in charge.

All AFPD dispatchers are nationally certified as Emergency Medical Dispatch (EMD)* providers.
Currently, the communication center utilizes a computerized EMD system, with a manual card

system as a backup.

The communication center operates with a lean management staff. Processing some 8,500
calls annually represents a substantial workload, given current staffing. There is only one
communication center manager, and there are no shift supervisors or lead dispatchers. In many
communication centers, it is typical to have a more clearly defined supervisory structure.

Frequently, lesser experienced dispatchers are paired together.

In addition to handling emergency calls, the center is also responsible for some lesser
responsibilities, including computer aided dispatch (CAD) addressing and target hazard
updates. The work load of the Support Services Manager is significant. The Manager6 s wor k|l oad
includes hiring, training, and oversight of dispatchers, maintenance of training records,

scheduling, employee performance evaluations, and policy development.

® The EMD program is a nationally recognized priority dispatch system.
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The communication center does not have an established mission statement or defined goals;
objectives have not been identified. Establishing goals and objectives will help clarify

expectations and integrate emergency communications with fire service operations.

Recommendations:

e Evaluate options for the communication center work load and review options for
providing 24/7 supervision of the center.

Establish a communications center mission statement, goals, and objectives for an
integrated emergency communication operation.

Collaborate with the Arvada Police Department to establish performance standards and
benchmarks and ensure these are recorded and reported for the transfer of 9-1-1 calls.

Eliminate the practice of pairing less experienced dispatchers.

Assign a supervisor to work each dispatching cycle.

Organizational Infrastructure

When examining infrastructure, it is prudent to consider facilities and apparatus. AFPD has
purchased or constructed several new facilities recently, including the acquisition of a new
headquarters building and construction of two new fire stations. Two additional sites for
proposed new fire stations are in negotiations with the developer of a large commercial
development called Candelas. While the District is appropriately responding to the need for new
and additional capital facilities, it is doing so on an as-needed basis absent a comprehensive
facility improvement and replacement plan. Due to the cost and complexity associated with the
construction of this kind of infrastructure, ESCi strongly recommends the development of a long-

range facility replacement plan.

The status of the fleet is good and is captured in a vehicle replacement plan. However, the
current plan does not appear to be current and has not been updated annually with cost
projections for many of the vehicles to account for inflation, EPA changes, and recent vehicle

purchase history.
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Recommendations:

e Create a task force to investigate the relocation of the training center and the potential
issues and problems associated with the move. The ultimate goal would be to improve
training for the District.

Expand current capital assets and replacement planning to establish a comprehensive
capital improvement plan, including facilities, major equipment, and vehicles. Incorporate
costs associated with inflation and history of prior purchases.
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Management Components

In this survey objective, ESCi considered management of the Di s t mday-totddy operations.

This included an examination of AFPD6s phi |l osophi cal ideals as &exp
vision, and values statements. We look to assure that such visionary principles conform to the

core values of managers and members and address several other important questions. Are

goals and objectives consistent with the Di st rdirectior®? sAre operating procedures

documented, current, and available? Are appropriate financial controls in place? What are the

current critical issues and future challenges facing the District? Communication internal to the

District is checked, as is external communication with the community. Last, we review security

issues concerning hard records, electronic data, offices, and buildings and check to ensure that

all necessary reports and records are produced and maintained.

Mission, Vision, Planning

Mission and vision statements, goals, and objectives provide key organizational management

foundations. Development of such organizational underpinnings is important, but
communication of them is paramount. Leaders and workers alike need to understand why the

organization exists, where it is headed, and how to identify success. While the mission of a fire

di strict may seem obvious,isifl etfhte toor gaam i izrad ii 0indLs e
many individual missions will result; which in the end may cause agency members to work at
cross-purposes. The AFPD has adopted the following mission statement:

fDedicated employees providing unparalleled service through efficient operations
while being fiscally responsible and nice.0

The statement, however, has not been formally adopted by the District and was not developed
via a collaborative development and review process. It is recommended that a formalized
mission statement be developed and adopted, with all levels of employees being involved in its

creation.

Currently, AFPD does not have a specific ethics policy, as such. Secti on 5 of t he L
Member Handbook does, however, address membersd code of conduct and disciplinary
practices in detail. It is quite comprehensive, though some further specific detail on individual

ethics could be added.
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In addition, AFPD does not have a long-term strategic plan. The importance of this management
component cannot be understated since it provides the framework for moving the organization
forward and setting benchmarks to measure success. The study and evaluation currently
underway by ESCi will provide AFPD with a master plan for fire and other services provided by
the District.

AFPD has recently appointed two division heads. The new staff members are currently getting
acclimated, and a process is being implemented to develop and communicate goals and
objectives of the agency. Until a formal process is finalized, the fire chief is holding operational

meetings twice a month and a division head meeting one a month to communicate objectives.

This approach will work for a short period of time, but officially recognized documented goals
and objectives need to be communicated to all District personnel.

Recommendations:
Develop, adopt and display a District mission statement.

Develop a strategic plan that is approved by the Board of Directors.

Devel op and communicate Districtés goal
cross section of membership in a strategic planning process.

Standard Operating Guidelines, Rules, and Requlations

Organizations that operate successfully are typically governed by a set of clear policies that
provide a pathway t owanddthattldyahe togndation yod an effectigei o n
organizational culture. These policies set the boundaries for both expected and acceptable
behavior, while not discouraging creativity and self-motivation. Policy and procedure manuals

should be maintained.

Rules, regulations, and codes are the policy-level direction provided by a governing body, such
as aboard of director s. Administrative rules are the-respon
l evel administrator. They provide instruction and
policies and provide guidance and instruction to all employees/members. Operational policies or

guidelines, when developed by a district, will provide district-specific guidance.
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ESCi reviewed AFPD policies and procedures and conclude that appropriate documents do
exist and are available to all employees either in paper form or on-line through the membersoé
website. We note that there is no schedule for regular review and commensurate updates,
although some policies are currently being revised.

The cornerstone document of any policy system is the founding document. This founding
document should describe the purpose and intent of the policy manual, how the manual is to be
organized, when a policy is reviewed, and definitions and explicit descriptions of key words.
AFPD&6s corner st oneMednibeu Men tH aiuppgleméented by the Standard
Operational Procedure Guidelines. The Me mb er 6 s Hwaslastupdatéd July 1, 2003.

Regardless of the quality or condition of such policies and guidelines, their availability and
familiarity to all personnel is critical. A significant financial and legal risk exists when day-to-day
practice does not follow guidelines, procedures, or policy. A number of factors can cause a
practice to shift gradually away from policy. An out-of-date policy is one of the factors where
practice commonly does not match policy. When this occurs, the policy-making authority must
either enforce the policy or change it to match the practice. Also, standard operating guidelines
(SOGs) must reflect any legal mandates impacting the department. When policies are driven by
regulation, the practice must match the policy.

As previously discussed, AFPD maintains a set of policieson-l i ne i n the adeencyads

and hard copies of the policy manuals are also available. And as noted, the SOGs are not
subject to any regular formal review process, but there have been recent changes and
additional updates are planned. No formal log exists for the status of updates to the policy

documents.

The SOG review and adoption process varies depending on the topic or subject. In general, the
standard chain of command is followed, but committee review and/or input is common. Prior to
dissemination all policies, they are reviewed by the Board and IAFF (Local 4056 of the
International Association of Fire Fighters), executive management, and the battalion chiefs. New
policies are distributed and training is provided when necessary. Ongoing training on policies

and procedures is described as infrequent.
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Recommendations:
Audit all policies and procedures for gaps between practice and policy.
Review and revise all policies and procedures as needed or at least annually.
Create a log to monitor and track status of updates.
Provide training and discussion on updated SOGs.
Ensure the existence of a founding policy document that describes:
U The purpose and intent of the policy manual

How the manual is to be organized

1]
U When a policy is to be reviewed
u

Definitions and explicit descriptions of key words

Financial Controls

Governmental agencies have an obligation to their citizens to be good stewards of the operating
funds with which they are provided. AFPD prepares financial statements to conform with
accounting principles accepted in the United States (GAAP) as applied to governmental units. In
2004, the District adopted the provisions of General Accounting Standards Board Statement No.
341 Basic Financial Statementsi and Management s Di stforsSseand and Al
Local Governments. Financial reviews are performed on a regular basis, at a minimum during
the monthly Board meetings. The financial statements and processes are audited annually by a
local auditing firm Lemke, Feis & Co., P.C. The most recent audit results noted no material

weaknesses applicabletotheDi st ri ct 6s financi al reports.

ESCi 6 s rieternaleantrots fliscovered areas of concern that should be examined by the
District. The Districto6s atime employea pdarforming thea norfnal Imbnthly
recording of financial transactions, and is doing solid work on the tasks assigned to her.
Financial oversight/control is being performed by a member of the Board (who is not an
employee of the District) and by the fire chief. Should the board member leave office, that
individual 6s hi storical f i nanci alinankiah bagskgreuhd) e wo ul
knowledge to that of the chief. As discussed, it is recommended that the District add an office
manager to perform the function of controller, with the accountant reporting to this new position.

Retention of financial oversight by the fire chief will be of critical importance as well.
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The Districtdéds control of invoices, checks, and c
in finance without any support to verify if all funds are being received. It is recommended that an
invoice system/procedure be established to track all payments due the District. This system

should contain numerical identification the invoices for audit and control purposes.

It is identified that invoices being issued for use of the training center are being created in a
QuickBooksE system and are not interfaced or reconciled to Peachtree, the accounting system
used by the District. The magnitude of checks being receivedisnotlargeand doesnbét prov

substantial risk to the District, but the potential does exist for misuse of District funds.

The District does have a purchasing policy; however, the policy is not adhered to on a
consistent basis. Many purchases are made without issuing a purchase order; when the
resulting invoices are submitted for payment, packing slips that provide proof of receipt are not
provided with the invoice. ESCi recommends that the entire purchasing process be reviewed

and procedures updated and enforced.

Recommendations:

Hire an office manager to provide financial controls for the District, overseen by the Fire
Chief.

Review and implement controls on issuing of invoices, receiving checks, and cash.

Review purchasing procedures and controls, update as necessary, and enforce policies
as needed.

Internal Evaluation of Critical Issues

It is extremely important that there be a clear understanding of critical internal issues facing
AFPD. Without such an understanding, organization leaders are not prepared to face these
concerns. In addition, the enunciation of critical issues to employees and members increases
their awareness of the organi z athecamind $ocuged onor i t i es

solutions.

During stakeholder interviews, many employees raised the same topics as critical issues for the
District. Generating adequate funding to provide needed staff to support growth in the District

topped the list of concerns.
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Internal Evaluation of Future Challenges

Equally important as identifying critical issues is the task of ascertaining what challenges will
face the District at some future point. Having an appropriate level of forward thinking permits an
agency to identify what external challenges may present themselves to the agency in the
coming years. This awareness of future challenges ensures that the District does not miss

opportunities or blindly stumble into a crisis unprepared.

AFPD senior management, together with Board members, should look critically at future issues
during management meetings. The following items have been identified as being of concern by
the fire chief:

e Management structure of the District.

e Growth of the human resource department to support the needs of the District in terms

of benefits, wage structure, management assistance, and policy enforcement.

The District does not appear to have an ongoing dialog and information sharing with employees
to communicate and clarify areas of concern or identification of critical issues. This is a critical
element in getting all members on the same page as managementand t o f ocus

core challenges.

Recommendations:
e Establish a means to regularly identify and discuss critical issues.

e Create a means for employees to provide input to the critical issue process.

e Develop a system to disseminate this information regarding critical issues to the District.

o

Internal and External Communications

Communication within public safety organizations is paramount, especially to individuals in
positions that contain an element of personal risk. Organizations with clear and effective internal
communications perform at a safer and higher level than organizations that do not communicate

well. Internal communication must occur in all directions and at all levels to be most successful.

Similarly, external communication and community relations programs must be well structured.

These systems can take any number of forms. In some organizations, all members are
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responsible for communicating with the public. In others, public information or public affairs are
handled by a specific person or group.

Successful organizations utilize a multi-faceted approach to communication. Whether for
internal or external communications, each agency must determine its own approach. Some of

the following elements are utilized in many departments.

Figure 13: Internal Communication Plan Components

Elements of Successful Internal Communication Plans
e A formal internal communication plan is established and communicated throughout the
organization.

e All personnel (top to bottom) are held responsible for communication and the distribution
of information.

e Personnel are coached or provided with listening skills training.

e Employee satisfaction surveys are utilized to determine if the communication plan is
effective.

e Affected personnel are required to acknowledge critical written information.

¢ Open-door policies are communicated at all levels and codified (chain of command is not
subverted).

e Procedures provide direction regarding the use and organization of bulletin boards.

e Face-to-face meetings and forums that include members at all levels are offered on a
periodic basis.

e Staff meetings occur on a regularly scheduled basis, have a time limit, and are driven by
an agenda that describes what is to be accomplished and who is invited.

e Meeting minutes are provided to all personnel.

e Technology is used to supplement instead of supplant communication between
members.

e Email is limited (if possible) to the distribution of orders, meeting minutes, critical
information, and short memorandums.

e Shift personnel are provided time to exchange information and to communicate during
shift change periods.

s Telephone, web, or video conferencing are utilized in remote locations.

¢ Organizational sub units meet on a regular basis (division or station level).
¢ Sub unit representatives are sent to broader organizational meetings.

¢ Upper level management visit sub unit meetings on a periodic basis.

e A newsletter (paper or web-based) is published for the distribution of non-critical
information.
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AFPD, like most agencies, has a well developed informal communications process. Face-to-

face meetings and other informal means of communicating provide a basic knowledge level

throughout the District. Several comments during stakeholder meetings as part of this project

were made regarding the perceived or real issue of not seeing the fire chief. While we certainly

understand that this may be a perception, we do recommend that the chief be visible and
accessibletothe me mber shi p. With the busy workload of t
chall enge. fiManagement by wandering aroundd can

formal and informal communications process.

More formalized internal communications practices are also in place and consist of the following
components:
¢ Daily video conference at 7:15 AM with all on-duty personnel and dispatchers
e Captainsdmeetings held on the second Tuesday of every other month
¢ Reserve/Volunteer member meetings on the second Monday and Tuesday of every
other month
e Monthly meeting of: Safety Committee, Peer Fitness trainers, and EMS Process

Improvement Team

During ESCi 6s interviews with sever al of ficers
meetings, member meetings, or other types of employee meetings do not occur on a systematic
schedule. Those statements are contrary to the meetings detailed above, suggesting that there
may be some disconnect with regard to the efficiency or individual perception of the internal

communications efforts.

DVD recordings of monthly board meetings are also created. The DVDs are distributed to each

fire station in an effort to more effectively inform members of board activities.

Minutes are kept at scheduled meetings and are available through the member website, e-
mailed to attendees, or posted to bulletin boards. If not made available, the lack of minutes or
documentation may hamper follow-up and could side-step accountability or responsibility to see

that certain items discussed at the meeting receive follow-through.
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Email is available for all members and this is the predominant means of distributing

me mor andums. There is no internal publ i cati

empl oyees with theuPistrictds ongoing stat

The key to a successful open door policy is open communication, while not subverting the chain
of command. Informal communication should always be encouraged and heard. When the
communication goes beyond information or advice or reaches a decision-point that belongs at a

different level of the organization, it should be referred to the correct person.

There is a stated, open door policy that exists within the AFPD; however, this policy has not
been memorialized in writing. The familiarity and family atmosphere of AFPD lends itself to a
more informal communications model; however, as the agency grows and hew members are

included, this mode of commutation may need to be more formally dispensed.

A defined chain of command communication path has been clearly established; however, for
reasons noted, members feel free to move around the stated chain of command. The inherent
danger in this practice is a breakdown of command structure, people being left out of the loop,

and multiple decisions or conflicting messages being received by the membership.

AFPD strives to maintain good labor relations with its employees. Senior management
expresses a willingness to work with members, and regular labor/management meetings are

conducted to discuss various topics of mutual concern.

Bulletin boards are available in each station and at headquarters. There is currently no defined
procedure covering the use of bulletin boards. All members have some form of employee
mailbox. Voice mail is provided for employees as well. The District uses Survey MonkeyE , an
electronic survey service, to create and send questionnaires to the workforce to solicit input on

various topics.

Soliciting and accepting public input is an important task for fire districts. All too often, agencies
fail to take advantage of this powerful communication tool. Discovering what the public wants,
what they like and/or dislike about the organization, and what they need and expect appears to
be a priority for AFPD. However, at this time the District does not have a formal written

community relations or communication plan.
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Various informational topics are provided to the community using the local cable channel to

televise all board meetings. The District also makes use of its website to communicate with the

public.

Elements of successful an external communication plan include a number of common

components. Figure 14 is a listing of the common components.

Figure 14: External Communication Plan Components

Elements of Successful External Communication and Community Relations Programs

A formal external communication plan is established, set in procedure, and
communicated throughout the organization.

A complaint process procedure is established.
Personnel are coached or provided with training on public relations.

Response personnel are empowered to provide value-added service beyond normal
response services.

Public information officer(s) are identified and their deployment identified in procedures.
Citizen satisfaction surveys are utilized.

Relationships the media are established.

Media and press release procedures are identified.

Citizen focus groups are utilized to acquire feed-back on specific issues.

An advisory committee is seated to discuss on-going issues.

A key communicators group of influential people is utilized to provide feed-back and to
inform the community.

Community group and service club meetings are attended on a regular basis.
An annual fire station open house is held.

A website is available and kept up-to-date.

An email distribution list is utilized to distribute news and information.

A newsletter (paper or web-based) is published and distributed throughout the
community.

Newsletters from other public entities and industry are utilized to distribute information.

AFPD mails a publication called the 60 Second Critique, to households within the District

soliciting feedback on satisfaction with service levels, to ascertain if AFPD is meeting

expectations, and for other comments the public may have. AFPD has a multi- page information
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section in the quarterly Arvada Report, a mailing that is distributed to every household in the
District.

Consideration should be given to establishing a citizen's advisory group that can meet
occasionally with senior staff to provide the customer perspective on issues within the AFPD
service area and assist in planning efforts. This process encourages a close connection
between agency management and the consumer of its services and further serves as an

additional public relations tool.

Another means of external communication is to utilize public focus groups or a key
communicator group. Typically, these groups are comprised of citizens that represent a cross-
section of the community. Focus groups are usually convened for a single purpose or task and
provide advice to the agency on a single issue. A key communicator group is typically a larger
group of patrons that can provide advice and, in turn, serve as an information source for the

community.

Recommendations:

e AFPD should develop and implement a written internal communication plan that would
include a regular newsletter or similar component.

AFPD should develop and implement a multi-faceted external communication plan that
includes community forums and/or advisory groups and public surveys.

Decision-making Processes

It is widely recognized that when employees are provided with the opportunity to engage in the
decision-making process, the organization benefits from a higher level of commitment and

ownership inthe e n t isticgeéss

For fire departments, the opportunities to delegate decision-making down through the
organization are quite numerous. Battalion or division chiefs are often given the task of making
staffing decisions. Company officers can be given responsibility and/or authority for scheduling,
for training, and for station operations. Firefighters can make determinations as to patient care

or station and apparatus maintenance.
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The decision-making process for AFPD is defined. Decisions are being made, but the method
includes only limited collaboration, as indicated by some members interviewed during the
evaluation process. In general, decision making appears to be more stratified than vertical.
Leadership encourages input throughout the agency; however, when decisions are made, some
of those personnel interviewed indicate they are not provided feedback as to why the decision

was made that did not reflect their input.

This is typical of most fire agencies that have a distributed work environment; improvement is
possible by taking the time to close the communication loop. This is not to say management has
a duty to explain every decision made; however, where participation is solicited by management
in the decision-making process, those involved should be knowledgeable of the key findings by
which the decision was made. This process may go a long way in acceptance of the decision
and providing a sense of worth and value in the employees, even though the decision may not
reflect their input.

Recommendation:

e Formally adopt a decision-making process that solicits input vertically and horizontally
from appropriate levels of the organization; create a policy that reflects this new format.

Document Control

Records management is a critical function for any organization. A variety of uses are made of
written records and, therefore, their integrity must be protected. Colorado State law** requires
public access to certain fire and EMS department documents and data. Clear written

procedures are currently in place which provide for public records access and media access.

Paper records (hard copy files) are adequately secured in a locked administration office.

Important computer files are backed-up locally, but an offsite secure data location is currently

not in use. The previous backup system cr as h eedlaced.nPihns tar@ sna 0 t

process to replace this system.

The Health Insurance Portability and Accountability Act (HIPPA) included regulations that

required all individually-identifiable health care information be protected to ensure privacy and

14 CRS 24-72-201.
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confidentiality when stored, maintained, or transmitted. Medical incident records contain
protected medical information and sufficient personal information regarding the patient to create
a concern over HIPPA requirements. The department has adequate security provisions in place
to protect this information.

Recommendation:

e Expedite the replacement of off-site electronic document storage.

Security
AFPD maintains a current inventory of capital assets. The inventory is used for financial

statements and in the annual audit. New assets are logged but do not have property stickers
attached and do not use bar coding or radio frequency identification (RFID). These newer
technologies, when combined with the correct software applications, have the added benefit of
providing management with critical information regarding replacement schedules, ongoing
maintenance costs, loss, and in the case of federally funded items, immediate location
reporting. They would also provide interface with an asset security system, although such a

system is not currently in place for AFPD.

The use of petty cash is very limited, but a petty cash process exists. Credit cards (12 currently)
are issued to individuals for expediting purchases. Card transaction levels are established and
approved by the Board of Directors. The Districtés accountant

monthly charge card activity.

The District has a significant investment in facilities, apparatus, equipment, and other items,
along with its financial assets. Protecting these assets is very important. Stations are reported to
be consistently locked and secure from unauthorized entry, but there is no District-wide security
system. Public access to the buildings is limited to business areas or when accompanied by an

employee or member. No type of vehicle theft deterrent systems is employed.

Cipher locks are used to prevent unauthorized entry to the stations, but offices are not secured
in any way. No security alarm systems are used to provide for automatic notification of

unauthorized entry or break-in. Remotely monitored fire alarm systems are in place in the
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former Station No. 7 and both new stations, though not in the remaining buildings. Further, there

are no perimeter protections in place that would limit public access to the station grounds.

Department computers are programmed with password security on sensitive file access and
software to provide an additional level of security and data integrity. Firewall protection is in
place for computers accessing the internet and other outside servers, with selected sites being
locked out. The protection is adequate and capable of preventing most unauthorized network
intrusions. Up-to-date virus protection software is utilized on all incoming email and files or

operating systems are regularly scanned for undetected virus infection.

Recommendations:

e Develop a plan for ongoing security of the fire stations. This could include patrols when
buildings are vacant, perimeter fencing, security cameras, and updated access controls.

Establish policies regarding station and personal security, network security, and
appropriate use by employees.

Provide theft deterrent systems for all vehicles.

Institute a modern asset management system that includes bar coding or RFID.

Reporting and Records

AFPD record and reporting systems appear to be adequate and efficient. Personnel records
appear to be complete (with the exception of performance reviews which are not current), and
maintained in a manner that protects private medical information. Records are maintained on
employment history, discipline, commendations, work assignments, injuries, and exposures.
Self-contained breathing apparatus, gas monitors, ladder, and pump testing are completed and
records maintained. Breathing air sampling is conducted quarterly. Vehicle test and

maintenance records are achieved only if there is a specific mechanical issue.

The records management system for incidents is effectively computerized using Microsoft XP
Professional operating platforms on a series of networked personal computers. The data
collection methods used is compliant with NFIRS (National Fire Incident Reporting System)

standards. Incident information, activity summary, and other analyses are available.
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Financial activities, including budgets, expenditures, revenues, and other encumbrances are
logged by District personnel. This system is reported to be working satisfactorily. A financial
report is prepared monthly for delivery to the Board.
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Planning for Fire Protection, Rescue, and EMS

Emergency services agencies exist in a rapidly changing environment. Tools and methods used
to provide service are constantly changing, with which comes increased regulation of tasks and
activities. There are new construction methods and risks to protect, and challenges that can
quickly catch the unwary off guard. An organization must continuously monitor the internal and
external fire protection environment in order to stay ahead of these challenges. When change
occurs, the organization must also make course corrections in order to provide an appropriate

level of service.

In order to do a better job with available resources, the organization must focus on improving
services while identifying programs or activities that may no longer serve its changing needs.
Through planning, a fire department is able to establish a vision for the future, create a
framework within which decisions are made, and chart its course to meet the envisioned future.

The quality and accuracy of the planning function determines the success of the organization.

To be truly effective, an emergency services agency must consider planning on three distinct
levels:

1. Tactical planning
2. Operational planning

3. Master and strategic planning

Tactical planning is the practical preparation of incident strategies for potential emergency

incidents. Operational planning is the preparation for ongoing agency activities and its

integration into other regi onal response networ Kk

mission and sets short-term departmental goals. Master or long-range planning is preparation

for the agencyods future service delivery effecti

delivery environment.

Strategic and master planning processes give decision-makers targets by which the
organization® service delivery can be measured. These plans include well defined objectives
that provide clear performance quantification. In addition, plans must provide for the safest and

most efficient emergency response, while ensuring that future goals and objectives are met.
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Current Planning Process

The process of planning for future needs requires both discipline and organization. AFPD has

recognized the importance of planning by undertaking a variety of tactical and operational

planning steps in the past; however, long-range, big picture planning has been somewhat

limted. T he Districtos deci sion to undertake this
demonstrates the organization6s appreciation of t

At present, AFPD has not established a structured organizational planning policy. Many of the
essential components of an effective planning strategy are in place, as will be discussed below;
however, the methodology and process is not institutionalized in a clear defined policy
addressing how the District will conduct and maintain planning undertakings. A formally adopted

planning policy, including community involvement where needed, is recommended.

Currently, the District is engaged in short-term organizational planning, using the budget
process as a primary tool for determining what will be done each year. Day-to-day activity
planning also occurs with deputy chiefs at the operations level and line officers on the individual
shifts.

The District has not undergone a strategic planning process in the recent past. The purpose of a
strategic plan is to provide a road map by which an organization can realize its vision of the
future Dby following a set of goals (initiatives
Strategic planning effectively complements a master planning process such as this one and is

recommended for future consideration.

Identifying Critical Issues i Current and Future Services

Any planning process must take into consideratioa
current and future operation. As noted, it is extremely important that there be a clear

understanding of current and future critical issues facing AFPD.

While AFPD is clearly in touch with the critical issues and challenges that face the organization
on a daily basis, it does not have a formally structured process in place for systematically

identifying them. ESCi strongly encourages the District to establish a system by which it
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routinely seeks to uncover these issues, to thoroughly evaluate the individual items of concern,

and to fully develop plans to address them.

Tactical Planning

It is crucial that emergency workers and command staff have accurate and detailed information
at hand to identify hazards and conduct tactical operations while working at the scene of an
emergency. Firefighters are often making their first visit to the work site when responding to a
call for assistance. If the emergency is a structural fire, firefighters are encountering a building at
a time when the internal environment is at its worst. A lack of familiarity with the building can

easily lead a firefighter to become disoriented or injured.

It is important that firefighters be knowledgeahbl
unique hazards, access issues, and built-in fire resistive features of local buildings to enable
them to safely and effectively fight a fire. This can be accomplished via building familiarization
tours, developing pre-fire plans, and conducting tactical exercises either on site or by tabletop

simulation.

Pre-incident plans should be easy-to-use quick reference tools for company officers and
command staff. At a minimum, a pre-incident plan should include information such as:

e Building construction

e Occupant characteristics

e Incorporated fire protection systems

e Capabilities of public or industrial responding personnel

e Water supply

e Exposure factors

e Facility layouts

NFPA 1620" provides excellent information concerning the development and use of pre-

incident plans and should be used as a reference.

> NFPA 1620: Recommended Practice for Pre-Incident Planning, National Fire Protection Association,
2003.
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In addition to pre-fire planning, a defined list of target hazards should be developed and
aggressive efforts should be taken to ensure response crews have copies of these plans
available. Target hazards are defined by:

e Buildings with large potential occupancy loads

e Buildings with populations who are partially or completely non-ambulatory

e Buildings of large size (greater than 12,000 square feet)

e Buildings that contain process hazards, such as hazardous materials or equipment

T he Di satticai planning inctudes pre-incident planning as well as targeted planning for

dealing with specific hazards. Line personnel conduct pre-incident plans on a regular basis,

typically in concert with their fire prevention inspection visits. The program appears to be

effective and aggressive, resulting in completion of a significant number of preplans annually.

Most ofthepre-i nci dent plans for the Districtbdés building
result, current efforts are primarily aimed at updating existing plans, verifying the information,

and noting changes in configuration or occupancy. Records of plans are maintained in the
Districtos FireHouseE software records managemen

means for tracking and maintaining this information.

Operational Planning

Operational planning includes the establishment of minimum staffing policies, standardized
response plans or protocols, NIMS'® compliant regional incident command planning, mutual aid

planning (locally and regionally), resource identification and planning, and disaster planning.

Maintaining a comprehensive and current emergency plan and resource list is the best
opportunity for the District to ensure adequate resources are readily available to control major
events. Resource lists should be available to incident commanders and general staff in the field,

and in an emergency operations center.

Operational planning falls under the responsibility of the fire chief and the deputy chief of
operations at AFPD. Presently, the organization conducts operational planning on a day-to-day,

as well as ongoing, basis. The District is well prepared from an operational planning

'® National Incident Management System.
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perspective. A minimum staffing policy has been adopted that ensures an adequate number of
firefighters and command officers per shift. A system of incident protocols based on incident
type and resource requirements has been programmed into the computer aided dispatch

system.

AFPD, in cooperation with the area Metro Operations Chiefs, has chosen NIMS as the
framework for the local and regional incident management system. Command and line

personnel are well trained and skilled in NIMS use.

No individual fire department can be expected to single-handedly provide all of the personnel
and equipment resources necessary to mitigate a large emergency event. Therefore, it is
important to provide plans for accessing outside resources before such an event occurs. To
address this need, AFPD utilizes local and regional mutual aid agreements with neighboring

emergency services organizations.

The District participates in a regional mutual aid agreement that is administered through a Front
Range Intergovernmental Agreement (IGA). The system provides effective and adequate
assistance when needed on major incidents. The practice of automatic aid, however, has not
been established in Arvada or the other agencies participating in the Front Range IGA. While
mutual aid is an essential part of large incident emergency response, automatic aid is critical as
well. A properly developed automatic aid protocol will assure that not only is needed assistance
dispatched immediately, but also that the closest available response resource is sent to an

emergency. The establishment of an automatic aid practice is highly recommended.

An important operational planning component is the identification of response protocols for
routine fire and EMS incidents. These are pre-determined emergency apparatus assignments
based on incident magnitude and dispatch procedures for additional resources that may be
needed at a large scale emergency. A system of run cards lists the required vehicles and is
used by the AFPD dispatcher to see that the proper resources are dispatched. The system

appears to be working effectively.

The Superfund Amendment and Reauthorization Act found in Title 1l of the Federal Code

(SARA Title 1lI) defined requirements for the tracking of hazardous materials used in fixed
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facilities and required that extremely hazardous substance (EHS) facilities develop
comprehensive emergency plans for their sites. EHS facilities are those using over a threshold
limit of certain materials. The Act requires local fire departments to coordinate with the involved

industries to ensure quality responses to emergencies.

AFPD is in tune with SARA Title 111 requirements.
Districtds Hazardous Materials Response Team memt
EHS and, importantly, maintain current hazardous materials related information in the pre-
incident plans. Awareness of the risks and concerns in the District appears to be high and

appropriately monitored and managed.

To address disaster and major emergency planning, AFPD and the City of Arvada jointly
contract for the services of an emergency manager. An Arvada Incident Management Team
meets monthly with the emergency manager, at which time planning efforts are coordinated and
refined. The emergency manger reports to two superiors, the Arvada Assistant City Manager
and the AFPD Deputy Chief. With this dual reporting structure, potential exists for conflict,
though we are told that the parties have been successful in establishing an effective working
relationship to date. However, based on the potential that we see for problems when an
employee reports to two bosses, we recommend that a single supervisor be identified for the

emergency manager position.

Master Planning

Master and long-range planning provide a broader perspective of where the organization will be
in the future and is typically developed for a 10 to 20-year period. Long-range planning can
support the health of an organization by predicting important future changes and the
organi zat i on 0 ssepoothatechangeaMa srteespopl anning analyzes a
current community demographics, service delivery, and finances, and projects these elements
into the future by considering how the community will look after certain periods of time. Master
panni ng takes a big pict urragelcloatekgesaahd needsf Firgaad di st r i
EMS master planning focuses on three simple questions:
¢ Where are we now?
¢ Where will we need to be in the future?

e How do we get there?
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With a clearly defined master plan, policy makers and fire district managers are better armed to
identify the desired level and composition of emergency services and determine when they have

been achieved or are deteriorating.

This study process i s AFP Dtékng thheiprosess ofedevelepmg & nc e wi
master pl an for their organi zation. The District
foresight to take on a project of this magnitude. A clear picture will soon begin to emerge with
which the organization can anticipate and prepare for the future. This report, however, is not an
end to the planning process. We encourage the District to continue and expand its planning

work, including the additional steps detailed below.
Finally, the District will need to establish a process for updating the master plan that is

generated by this study. ESCi recommends a biennial master plan update that reviews
organizational and community changes and adjusts the plan as needed.

Recommendation:

e We recommend that the master plan is reviewed and updated biannually. Updates
should be communicated to all personnel of the District.

Capital Replacement and Improvement Planning

Fire agencies need a balance of three basic resources to successfully carry out their emergency
missiond people, equipment, and facilities. The adequacy of personnel resources is, of course,
a primary concern; but no matter how competent the firefighters are, if a fire agency does not

have sufficient facilities and equipment, it cannot achieve its mission.

Planning for replacement, major maintenance, and improvement of capital facilities and fire
apparatus is essential. Too often, fire departments fail to adequately forecast and prepare
financially for capital needs and, as a result, find themselves confronted with large needs that

cannot be provided for due to fiscal limitations.

AFPD owns several million dollars in capital assets that are necessary to provide service, and
these assets must be maintained and replaced as needed. Maintenance and replacement plans

help to provide a stable and predictable financial environment. Organizations with capital asset
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plans for facilities, apparatus, and other high value equipment do not experience the negative
financial swings and impacts of unplanned capital replacement. Capital plans identify when an
asset should be replaced and should identify the funding mechanism for replacement.

The District has established a vehicle replacement schedule. The plan is valuable and enables
the District to look forward and prepare financially for forecast apparatus replacement needs.
The vehicle replacement schedule is an excellent step toward a comprehensive capital
improvement plan; however, it does not capture the long-range replacement costs of facilities 1
some of the most expensive needs. The District has done very well to date in terms of capital
asset maintenance and replacement. They have done so, however, in the absence of a
complete and comprehensive capital improvement plan. Doing so carries risks, many of which
will be mitigated by the establishment of a long-range plan. A long-range facilities management
plan should include a variety of items, such as:

e Location, timing, and cost of any new facilities

e Identified long-term maintenance needs for existing facilities

e Ongoing funding plan

ESCi recommends the development of a comprehensive capital improvement plan.

Recommendation:

e Develop and implement a comprehensive capital improvement plan for the long range
replacement of apparatus, equipment and buildings.

Strategic Planning

Strategic planning is often confused with long-range or master planning. Strategic plans address
the organizati on®6s mo s,tas wehasehbit-erm estrategies forineetihg i S s u e s
long-range or master planning initiatives. The document, like a business plan, charts a clear
direction for the future, clarifying an organizat

and specifying the values within which it will conduct itself.

AFPD has not undertaken the process of strategic planning in the past. Upon completion of this
master planning process, a strategic plan is a logical and highly valuable next step, facilitating

the effective implementation of the recommendations contained in this report. A strategic
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planning process is recommended pursuant to this project. The ESCi Customer Centered

Strategic Planning model is further recommended as a means by which to achieve this goal.
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Personnel Management

Human resource management (HRM) is based on the assumption that workers and members of
organizations are individuals with varying goals, desires, needs, and wants. As such, the
workforce should never be thought of as an inanimate business resource. Because people
represent the very foundation of any successful organization, HRM should take a positive view
of workers, assuming that all wish to contribute productively; and that the main obstacles to any

endeavor result from a lack of knowledge, insufficient training, or process failure.

Careful attention must be paid to managing the workforce to achieve maximum productivity for
the organization and maximum satisfaction for the individual. A safe working environment, fair

treatment, and recognition for a job well done are key components to job satisfaction.

Itis importantthatt h e o r g a menberd kihowrodmom they should go when they have a
problem, question, or issue related to their relationship to the district. In large companies, a
human resource department typically handles this function. Staff within such a department
addresses questions, issues, and tasks related to appointment, benefits, performance,

discipline, promotion, or termination of employees.

Personnel Policies and Rules
AFPD6s human resour ce (ohtRe theneomi@ngkefi@tsn of théd human t

resource coordinator, the fire chief and the

serves as a payroll entry clerk and is maintaining all HR files. The position has little involvement
in creating or enforcing personnel policies and rules. Decisions and enforcement on policy and

rules is controlled by the fire chief. Specific information related to personnel issues,

Di st

compensation, and related topics are oupseliAdal |y a

personnel policies and rules must be approved by the Board.

The Districtds personnel p Mémber iHandbook. ITlee dacumerd
includes personnel policies and procedures for AFPD. Hard copies are available for review by
employees and are available on-line at www.arvadafire.com\members. Access to the Member

Handbook on-line is password controlled. The Member Handbook has an effective date of July

docum

1, 2003. The handbook doesndét show arR@03datedfi cati on

the handbook has been updated, control language should be added to the header page
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indicating which pages/procedures have been updated, and when the updates occurred. If the

manual hasndét been updated, it snaspossileebe rev

Supporting the Member Handbook is the Payroll Manual. This manual outlines issues related to
payroll topics such as time card processing, sick pay, holiday schedule, direct deposit, and
many other topics. This manual has been updated, but contains language that the Member

Handbook rules prevalil in the event that the two documents contradict.

AFPD hires all new full-time positions from the currently active volunteer firefighter workforce.
To become a volunteer, the applicant must complete training and the fire academy. Part of this
training includes the volunteers receiving the Member Handbook and also receiving new
employee orientation. The orientation also covers specific operational guidelines and the
Districtds har as s@arereduireg to sign a statemédmesighifgng their exposure

to the information.

Fair Labor Standards Act (FLSA) issues have impacted the District on several occasions during
the past several years. These issues related to the interpretation and payment of overtime to

career firefighters and dispatch personnel.

During the course of this review, ESCi has learned of another area that could provide financial
exposure for the District. The District currently uses full-time firefighters in part-time positions in
dispatch and IT. These full-time employees work a full shift each month and are paid overtime
for this work, as appropriate. These employees are now working additional hours at straight time
in the Communications Center (same employer) and not receiving overtime pay. FLSA rules are
complex with regard to the matter of employees of an agency performing other, though differing
employment roles for the same agency. In some instances, doing so may put the agency in
violation. It is our understanding that the District has previously identified this potential issue and
has reviewed the question with legal counsel. The advice received was that because the task of
dispatching differs substantially from that of firefighter, an FLSA conflict does not exist. ESCi
consultants are not attorneys, we point out the potential conflict only to encourage the District to

confirm that a violation of FLSA regulations is not present.
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Recommendations:

e The HR coordinator should report to the recommended position of office manager, when
position is activated.

The Member Handbook needs to be reviewed and updated, ensuring that the manual
reflects and is in agreement with the current union contract and other District personnel

issues.
Establish a process to regularly review and update HR polices.

Review payment practices for full-time employees in part-time positions with FLSA rules
to confirm that no conflict exists.

Reports and Records

The maintenance of adequate and up-to-date personnel records is critical in every organization
that depends on the effective performance of its people. It is every bit as important for
administrative employees as it is for operational staff and volunteer members. The HR

coordinator maintains adequate written or computerized records of all personnel.

At the District, original application materials are retained in order to create a full historical record
of the employeeos participation in the organizat
Additional documents and records referring to assignments, promotions, commendations,
discipline, and other personnel actions personnel are kept organized and updated. Copies of
reports describing details of accidents or other injuries or injury-related incidents are maintained

in the empl oylemdcalfilefor fufure ckferancei

Personnel records are locked and secured. No visible safeguarding of these files exists in case
of fire. Files maintained on each employee include personnel, medical, and labor and industries.
Records of health evaluations, exposures to hazardous substances or contagious diseases, and

other medical records are protected under federal privacy laws. Access is strictly limited.

Recommendation:

¢ Create a document security system that protects records in case of fire.

Labor-Management Relationship

The AFPD is in a document shared with the IAFF Local 4056 that describes wages, benefits

and working conditions. The policy effective dates are January 1, 2008, through December 31,
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2008. The purpose of the policy is to achieve and maintain harmonious relations between the

District and the employees of the District.

Employees covered by this policy are all full-time employees holding the rank of captain or
below, who are directly involved in fire prevention, fire suppression, rescue, hazardous
materials, and/or emergency medical services or activities. The policy does not include
personnel employed in clerical, administrative, dispatch, fire prevention positions or part-time

employees of the District.

The fire chief and legal counsel represent the AFPD in the discussion process. ESCi

recommends that a representative from the Di

the process. ESCi recommends that the District create an office manager position, of which,

human resources administration is part of the job duties.

From June through September discussions on wages and discretionary benefits for the next
calendar year are held between District personnel and management. On or before August 1,
each party will submit a written list of issues that they would like to include in the next
agreement. Each party shall notify the other, by September 1, which issues to be included in the
process. If an agreement is not achievedby December 31, 20 0 8ition of thee
union would automatically terminate. Any changes in compensation and benefits are approved

and signed by the president and secretary of the Board of Directors prior to implementation.

The process of discussing wages and benefits is labor intensive and time consuming for all
parties involved. Times outlined for submitting and discussing issues for the coming year, may
create budgeting issues by not having a finalized document in place when the budget is being

developed. Budget approval with the potential of overstating, or worse, understanding the

A

Di

stric

str

agreement 6s expense i mpact. The BRompdnsatioepolicysthhoul d c

three or four years. This change would establish expense levels for future years6 b u dagde t s

allow the District to update and maintain personnel policy and procedures on la less frequent

basis.
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Recommendations:

e Review possibility of extending union agreement to three or four years.

e Involve H/R personnel in negotiations.

Certifications and Licensing

AFPD requires all active and volunteer line personnel to be EMS certified by the State of
Colorado and to be licensed drivers. However, volunteers are not allowed to drive motorized

fire apparatus.

AFPD currently has seven licensed paramedics, and has three District personnel in training

workingt o achieve certification. The Districtds

apparatus at the ALS (Advanced Life Support) level.

Disciplinary Process

Maintaining discipline in a public safety organization is a crucial component of a well run
department. Members must be allowed latitude to perform using wisdom and judgment, but
must also be held accountable for actions, whether good or less agreeable. It is important to
establish a method by which employees are encouraged to exhibit behavior that reflects a high
moral standard and creates and maintains a safe and healthy working environment. To that end,
disciplinary policies that focus on coaching, counseling, and behavioral modification instead of
punishment have been shown to be very successful, especially in the current employment

environment.

At AFPD, a formal, progressive disciplinary process for personnel has been established. The
rules are clearly communicated to members at orientation and included in the Member
Handbook, fSection 51 Code of Conduct and Discipline. Along with the progressive discipline
process, a grievance procedure is outlined in the union contract. Due process and appeals
process policies are also provided in Section 9 of the Member Handbook. There was no

pending litigation or other legal action related to personnel issues reported to ESCi.

In stakeholder interviews, comments were received on several occasions that the discipline
process is not strictly adhered to by all levels of supervision and is not tied to performance

reviews.
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Recommendations:

e District needs to reinforce the discipline process to all levels of supervision and institute
training where needed.

District needs to ensure that the performance review for any employee who is being
disciplined clearly reflects unsatisfactory performance.

Counseling Services

Emergency services bring otherwise ordinary people into life and death situations that
sometimes end tragically. Even though District personnel are trained responders, they do not
have an impregnable shield that prevents them from being affected by traumatic events. Critical
incident stress is a very real condition that affects all emergency service workers to some
degree or another. Every emergency worker handles stress in a different way and, at times,
may be unable to adjust or compensate. The trigger for significant psychological trauma may be

a single event or a series of compounding events.

Fire and EMS departments recognize the need to provide a support system for emergency
workers who are exposed to traumatic incidents. Critical incident stress interventions by this
group are short-term processes only. Although typically sufficient to help emergency personnel
cope with the event, longer-term support is occasionally needed. Failure to provide that support

can ultimately lead to the loss of a very valuable member.

Employee Assistance Programs (EAP) are offered by organizations to personnel as a long-term
stress intervention tool. Typical plans allow the member a fixed number of counseling visits per
year with no out-of-pocket cost. The counseling provides additional support for other life
problems that may affect a me mbéuehrad substarce dbwse,t i on a |

marital difficulties, and financial problems.

Counseling services are included in AFPD6s medica
is required, the fire chief can designate resources through an EAP provided by Horizon. If an
employee needs assistance and doesndét want to talk te800&nyone
number is available for determining the type of assistance and the best method to obtain the

counseling required. ESCi c oul dmMménmber Handbaok e the hi s i n
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Payroll Manual. This information is important to the personnel of the District and needs to be

added to all appropriate manuals.

Recommendation:

¢ Counseling support information needs to be added to appropriate manuals as needed.

Application and Recruitment Process

Personnel recruitment is a key function of all emergency service agencies. The community
places a tremendous amount of faith in fire and EMS personnel, trusting them to provide the
highest level of service when the public is most vulnerable. As such, the process used to select

personnel should be very comprehensive.

The Americans with Disabilities Act (ADA) prohibits discrimination against individuals with
physical disabilities but permits employers to establish reasonable physical standards required
to perform the primary functions of any job safely and effectively. History has shown that the
most effective method of avoiding ADA litigation is through reasonable and consistent
application of job-relevant pre-employment physical ability testing.

Experience within the fire service industry has shown that relaxing the requirements for entry-
level positions is not the answer for recruiting any employee. Instead, most departments have
had greatest success in activities that encourage qualified applicants to apply. This process
often involves targeted advertising and promotional campaigns aimed at demonstrating the
salary and benefits, as well as the personal satisfaction, of a career in the fire service. Existing
employees can be encouraged to participate in any such campaign and professional assistance

from a human resource department is advisable.

AFPD has adopted the policy of hiring all line personnel from the current volunteer workforce.
This practice has served the District very well over its history, bringing trained, high performing,
and motivated firefighters into the full-time work force. This method of selecting full-time

personnel has required the District to adopt a stringent application process for volunteers.

Application/Hiring process
0 Academy dates are selected and published, normally two dates per calendar year. In
2008 only one academy was conducted
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0 Volunteer hiring process
A Volunteer applicant must submit a packet of information that can be picked
up from the District or printed from the website
e packet includes
0 application
resume
copy of driver license (CDL required)
finger print card
Colorado EMT certification (required)
o Valid auto insurance
Packet of information is reviewed for completeness and accuracy by HR
Applicant must take competing test for math and reasoning skills
Applicant must pass a physical assessment which includes treadmill, pushup,
sit-up, range of motion, etc.
Interview with District personnel. Normally two officers and two line
firefighters
If time permits, application will go on a ride along for a shift
Applicant is given a conditional employee offer pending background check,
passing physical, and passing fire academy
Applicant must sign an agreement to reimburse the District if they fail any of
the background checks, physical examinations, or the fire academy.
e background checks are criminal conviction, verification of employment
history, verification of education, contact personnel references
Department physical
Attend and pass fire academy

I
oooo
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The AFPDG6s goal is to have 100 active vol
workforce is at approximately 30 personnel. Increasing the volunteer headcount to 100 will be
very difficult for the District to achieve. At a minimum, the District will need to return to its
practice of conducting two fire academies per year, and optimistically have 20 applicants per
session (the current 2008 academy had only 10 participants). Optimally, with this approach,

increasing the number volunteers to the desired level would take a minimum of five years.

Although turnover in the existing volunteer workforce is small, the five-year timeframe is more
than likely too long and it is probably unrealistic to expect 20 participants per recruit academy.
New and innovative methods must be investigated to increase the volunteer applicant pool. One
possible approach would be to reward those applicants that successfully complete the fire
academy with a small bonus/cash payment. This would be to offset the negative connotation of

having to reimburse the District for costs if they fall to complete the entire process.
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Recommendation:

e Review volunteer applicant process to seek methods of increasing number of potential
volunteers.

Testing, Measuring, and Promotion Processes

It is important that the District assure that once on staff all personnel are evaluated periodically
to ensure their continued ability to perform job duties safely and efficiently. Technical and
manipulative skills should be evaluated on a regular basis. This provides documentation about a

per sonds abi lassignged résponsppibtiesfandrpmvides valuable input into the training
and education development process.

Regular evaluation and feedback for personnel is critical to behavior modification and
improvement. Unfortunately, this valuable and important management component is not
consistently in use at AFPD. Several comments were received during stakeholder interviews
that performance reviews were either not given, were not providing valuable feedback to the
employee, or not used in the promotion process. Some employees indicated they have never
had a review, and some newly promoted officers stated they have never been trained on the
process of giving a review. A formal performance evaluation system should be adopted for all
District members and evaluations should be conducted, at a minimum, on an annual basis.
Human resources should monitor and report to the

conducted in a timely manner.

It is important to maintain such programs whenever possible. It has long been proven that
employees and members sincerely wish to perform well and to be a contributing part of any
organization. The desire to succeed is best cultivated through feedback that allows a member to
know what they are doing well or what they need to improve. Without a consistently conducted
program, the District could open itself up to potential legal issues if an employee is terminated
without a performance review clearly showing deficient performance with an accompanying plan

for outlining improvement steps for the employee to return to satisfactory status.

In addition to regular job performance evaluations, employees will greatly benefit from
opportunities to advance in their career. AFPD offers promotional examinations on a regular
basis and provides the results/ranking back to the employee. During stakeholder interviews, it

was expressed many times that the rationale for promotions is not relayed to the people on the
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promotion list. Information provided by command staff, however, indicates that a process is in

place that provides feedback to those not promoted via a Battalion Chief.

Recommendations:

¢ Develop and conduct annual performance evaluations that include task performance, as
well as physical competency for all members.

Assure that a method is in place that gives those not selected for promotion the reasons
for not being promoted and what must be done for them to be ready for the next
opportunity.

Health and Wellnhess Programs

Keeping members safe and healthy, once thought of as an expensive and unneeded extra, is
today an important component of a fire departments method of operation. It has been clearly
documented"’ that it is by far cheaper to prevent injury than to pay for rehabilitation and work
replacement. Modern, progressive departments are incorporating numerous methodologies into
the daily routine of firefighters to help in this regard.

AFPD has a fitness program (SOG 700.10) and a fitness committee to monitor and develop
required physical training to keep personnel ready for the tasks to be preformed and reduce the
possibility of injury while on the job. Combining these steps with a well defined benefits package

limits the lost time from job injury.

The District also has an established safety committee and safety officer. The committee meets
monthly, reviewing all personal and vehicle accidents, as well as items of general concern, and
make recommendations to the fire chief. Meetings are open for anyone to attend. Minutes of the
meetings are available.

Incident Staffing

The District employs career staff to accomplish its mission and deliver services to the
community. This section of the study provides an analysis of the organization6 s cur r e

levels.

o Pgs 454-458, American Journal of Industrial Medicine, Volume 43, Issue 4; The Economic

Consequences of Firefighter Injuries and Their Prevention, National Institute of Standards and
Technology, March 2005.
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The following chart compares the number of career firefighters and volunteers per 1,000
population against the regional and national median for agencies protecting the same
population as the District.

Figure 15: All Firefighters per 1,000 Population
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AFPD has slightly fewer career members than the regional and national median of similar size
populations served. No national data is available for volunteer comparisons in this population

category.
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The next chart shows the comparison of firefighters per 1,000 population for just career or paid
firefighter personnel in similar size population range.
Figure 16: Comparison of Career Firefighters per 1,000 Population
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The chart shows that compared to the national, regional, and International City Managers
Association (ICMA), AFPD, has fewer career firefighters per 1,000 population than any of the

comparators.

Recommendations:

e Develop a long-term staffing plan to increase on-duty strength and effective firefighting
force.

e Over time, increase minimum staffing of engine companies to four responders.

Administrative and Support Staff

One of the primary responsibilities of a fire di

that the operations division can deliver excellent emergency services.

Efficient and effective administration and support are critical to the success of any fire district. In

the absence of sufficient oversight, logistics, planning, and finance, the operational entities of a
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district will fail in their operational goals. Like any other part of a district, administration and
support require appropriate resources to function properly.

Analyzing the ratio of administrative and support positions to the total operational positions
facilitates an understanding of the relative number of resources committed to this important
function. An appropriate balance of administrative to operational personnel is critical to the

success of the Districtdos mission and responsi

The administrative complement of AFPD is comprised of two major divisions and the
administrative functions of the District. Figure 18 (page 63) summarizes the number of full-time
equivalents (FTEs) employed by the District, separated by administrative/support and

operations.®

In the following comparison, all personnel that are involved in direct, external service delivery
are considered operational, including fire prevention personnel and dispatch. The fire marshal
serves both functions and has been placed in the administrative list. Maintenance personnel are
included in administration. Included in the organizational chart are part-time and volunteer
empl oyees whi ch c a n 6-time kraployees. uFigiree 7 belosv ddpiats the

calculation used to convert part-time headcount to FTEs.

Figure 17: Conversion Calculation of Part-time and Volunteer Employees to FTEs

Volunteer and Part-time FTE
Career hours worked 127.0
Volunteer required hours 48.0
Volunteer hours as a percent of career hours 37.8%

The conversion calculation of 37.8 percent was applied to the part-time and volunteer hours to

arrive at the number of FTEs (Figure 18).

bi

®Headcount was selected from the Districtés organiza

modified for volunteer and part-t i me empl oyees t o the act usiteévish.umber
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Figure 18: FTE Classification and Percent of Administrative/Support Personnel to Operations

Position Title N(uFrp“k;;ar
Administration and Support Personnel

Fire Chief 1
Maintenance 2
HR Coordinator 1
Accountant 1
Admin Secretary 1
Admin Assistant 1
PIO Officer 1
Training Chief 1
IT 1
Part-time IT 0

Total Admin and Support 13

Operations Personnel

Deputy Chief i Operations 1
Battalion Chiefs 3
Captains 9
Lieutenants 18
Career Firefighters 63
Volunteer Firefighters 30
Support Services 8
Part time Support Services 2
Fire Marshal 1
Deputy Fire Marshal 1
Fire Inspectors 2

Total Operations 116
Total Manpower 130
Percentage of Administrative and 11.2%
Support to Operational Personnel

Note that the above figure reflects a full-time equivalent comparison of staffing numbers. It does
not indicate total personnel numbers on staff, only those calculated using the conversion

formula explained in the previous chart.

The administration and support staff for AFPD is comprised of 13 FTEs. Statistically, AFPD
currently maintains a ratio of 11.2 percent of administrative personnel to operational personnel.

Based on experience with similar organizations, ESCi has determined that emergency services
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agencies require a minimum 10 to 15 percent ratio of administration and support to operational

personnel.*

Operational Staffing Levels and Deployment

It takes an adequate and well-trained staff of emergency responders to put the appropriate
emergency apparatus and equipment to its best use mitigating incidents. Insufficient staffing at
an operational scene decreases the effectiveness of the response and increases the risk of
injury to all individuals involved. The figure below summarizes the personnel assigned to street-

level service delivery.

Figure 19: AFPD Operatonal Staffing

Position Title N(uFr_rlllté;er
Battalion Chiefs 3
Captains 8
Lieutenants 16
Firefighters/EMTs 74
Total operational personnel 101
Percentage of officers to operational personnel 36.5%

Figure 19 shows a reasonable ratio of officers (supervisors) to line staff, ensuring supervision
and over-sight for AFPD routine and emergency operations. It should also be noted that line
personneloft en provide administrative and support

system and programs.

The Districtés operations personnel provide
support level (BLS), specialized rescue, and hazardous materials response. BLS response
includes automatic external defibrillator (AED) capability. EMS transport services are provided

under contract with a local independent contractor, PrideMark.

An analysis of emergency service staffing begins with comparison of available emergency

service personnel to other communities of similar size and organization. The number of

' ESCi recognizes that organizational goals, regulatory environment, and workload are the actual drivers
that determine the number of administrative personnel required to deliver support services. The 10 to 15
percent ratio is range that ESCi typically sees in fire service organizations and is used for comparison
purposes.
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operational personnel maintained by a fire district provides some measure of the ability of the

agency to assemble emergency workers to respond to request for assistance.

Regardless of the raw humber of personnel available, what matters most is the actual number of
emergency responders the agency is able to produce at an emergency scene. This usually

relates to the actual number of emergency responders available for immediate deployment.

The national average of personnel available for immediate deployment (on duty) for populations
of 100,000 i 249,000 is 529 AFPD6s operating guidelines
minimum of 26 line personnel on duty at all times. Full staffing for each shift is 31, which will be
on duty when no personnel are on sick, vacation, or other leaves. Due to leaves, the actual
number of on-duty personnel will range from 26 to 31.

Figure 20: Comparison of On Duty Personnel

( )
70

56.0

60

50

40

28.0
30

22.5

20

10

50,000 to 99,999 100,000 to 149,999 AFPD Average
\_ J

Figure 20 shows that AFPD has fewer firefighters on duty when compared with the national
average of an agency serving a population of 100,000 i 249,000. It should be noted that AFPD

is in the lower range of this population comparison so some reduction is expected.

2 EEMA/NFPA, A Needs Assessment of U.S. Fire Service, FS-240/December 2002.
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Personnel Deployment and Critical Tasking

In previous and subsequent sections of the report, the need for adequate levels of management
and administrative support and staffing are discussed. One thing is clear, districts the size of
AFPD cannot always adhere to job duties and tasks outlined in the formalized job descriptions.
This practice is not unique to AFPD but indicates that job duties and descriptions must be
frequently reviewed for accuracy and strategies developed to maintain sufficient resources to
meet the Districtdés administrative and operationa
both administrative and operational, it is essential that members are flexible in their view of job

duties and do what is necessary to support the AFPD mission.

Discussions and observations between ESCi and AFPD staff acknowledge that job duties and
responsibilities creep into areas that may not be part of the formal job description. In addition to
normal job position functions, additional routine duties and assignments are handled by the fire
companies. Captains and firefighters often are assigned and/or volunteer for special tasks.
Tasks are usually based on what equipment or apparatus resides at the station to which the
officer or firefighter is assigned (i.e., SCBA, PPE?"). Opportunities are provided for assignment

of tasks based on interest or station assignment.

The District has a variety of committees on which administrative/support and operations staff
can serve. Department committees are listed below.

e Safety committee

e Training committee

e Fitness committee

¢ EMS committee

e Volunteer retention committee

Firefighters/EMS Staff Distribution

Work at fire emergencies can be categorized into two key componentsd life safety and fire flow.

Life safety relates to the number of building occupants, their location within the structure, their
status, and their ability to take self-preservation action. Life safety tasks involve the search,

rescue, and evacuation of victims. The fire flow component is the delivery of enough water to

1 SCBA: Self contained breathing apparatus; PPE: Personal protective equipment.
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extinguish the fire and create an environment within the building that allows entry by firefighters,

or the escape of occupants.

The number and types of tasks needing simultaneous action will dictate the minimum number of
firefighters required to combat different types of fires. In the absence of adequate personnel to
perform concurrent action, the command officer must prioritize the tasks and complete some in
chronological order, rather than concurrently. These tasks include command, scene safety,
search and rescue, fire attack, water supply, pump operation, ventilation, and back-up/rapid

intervention.

The Commission on Fire Accreditation International (CFAI)** provides a sample critical tasking
analysis for the number of emergency workers required for various levels of risk. That analysis

is summarized in the following table.

22 Commission on Fire Accreditation International (CFAl) is now a subsection of the Center for Public
Safety Excellence.
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Figure 21: Sample Critical Task Staffing Need Based on Level of Risk

Attack line 4 4 2 2
Search and rescue 4 2 2
Ventilation 4 2 2
Bk e ari : : z
Pump operator 1 1 1 1
Water supply 1 1 1
Utilities support 1 1 1
Command/safety 2 2 2 Lrkx
Forcible entry *
Salvage *
Overhaul 1*
Communication
Chiefds aide 1 1
Operations section chief
Logistics
Planning 1*
Staging 1*
Rehabilitation 1
Divisiop/group o
supervisors
High-rise evacuation 10*
Stairwell support 10*
Total Required 51 17 13 4t0 6

* At maximum and high-risk fires, additional personnel may be needed for these tasks.
** Backup line may not be required for certain incidents.
***Can often be handled by the first due officer.

Delivering sufficient numbers of personnel to the scene to accomplish all the various tasks that
are required to effectively control an emergency is essential. The most labor-intensive incidents
are structure fires. As is shown by the preceding figure, national criteria suggests at least 13
personnel be on scene of a fire in a single family home for safe and effective operations. More
personnel are needed as the size of the structure increases, the life risk increases, or when

special hazards exist.

2 All tasks may be functional during the early moments of firefighting, but sometimes certain duties take
place in sequence depending on the situation, thus reducing the total number of people needed.
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At minimum daily staffing levels, AFPD has 26 emergency personnel available to respond to all
emergencies. AFPD has the capability to respond to a maximum of two house fires at the same
time by assigning all on-duty personnel to the situation. If any other emergencies arise, AFPD
must reassigh companies that are currently active or request automatic aid from a nearby

district.

Many agencies have implemented Peak Activity Units (PAUs) to provide for additional
manpower during peak load times. This strategy is a method of maintaining adequate response
units (apparatus and personnel) during times and in areas of high incident activity, for
replacement of units attending training sessions, or to cover special events. Keeping adequate
emergency capability during these and other activities may require the use of non-traditional
staffing strategies.

One such method is to staff additional emergency response units as needed. These units are
sometimes referred to as Peak Activity Units (PAUs). A PAU (i.e. pumper, medic, rescue, or
aerial device) can be staffed for a scheduled event, for periods of peak demand, or to cover a
response zone while other fire personnel attend training. Adding PAUs as an adjunct to current

staffing patterns adds flexibility to fire district emergency operations.

A traditional fire company is optimally staffed by three or four personnel and is continuously
available hours to respond to emergencies. Move-ups, or the repositioning of a fire company to
cover understaffed response zones due to emergencies or training, has been a long-standing
practice of many fire districts. Only recently as a result of more powerful analytical tools have
some fire districts become more aggressive with move-ups, s pawni ng such terms as

redeployment , 0 fAisystem status management, 06 and PAUs.

For the purpose of this discussion, we assume that a PAU would be operated by three
personnel and would be made available for response 12 hours per day, six days per week. A
PAU can be activated for a scheduled event, for periods of peak demand, or to cover a
response zone while other fire personnel attend training. Adding PAUs as an adjunct to staffing

patterns adds flexibility to the fire district emergency operations.
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It should be noted that a PAU would have staff assigned that may work a different schedule
than the hours worked by typical firefighters. An example of this type of staffing schedule is
shown in the figure below (Figure 22). A total of six suppression personnel, two officers, two
engineers, and two firefighters work a 48-hour workweek. Each person is assigned two 12-hour
shifts and one 24-hour shift. Under this arrangement when working a 24-hour shift, it is possible
that a person could be assigned to fill a vacancy of another company during the second 12

hours.
Figure 22: Sample Schedule for Staffing a PAU Engine
Monday Tuesday Wednesday Thursday Friday Saturday Sunday
Officeri 24 Officeri 12 Officer i 12 Off Off Off Off
hours hours hours
Engineer i Engineer i Engineeri 12
12 hours 24 hours hours Off Off Off Off
Firefighter 1 Firefighter 1 Firefighter 1
12 hours 12 hours 24 hours Off Off Off Off
Off Off Off Officer 1 24 Officer1 12 Officer1 12 Off
hours hours hours
Engineer i Engineer i Engineer i
Off Off Off 12 hours 24 hours 12 hours Off
Firefighter 1 Firefighter 1 Firefighter 1
Off Off Off 12 hours 12 hours 24 hours Off

Note: Any discussion of alternative working schedules is only hypothetical and is used here as
an illustration. Any and all proposed changes to work schedules and working conditions must
be conducted through a collective bargaining process with representatives of the firefighter
association.

Other possible configurations for staffing PAUs include but are not limited to;

e Staff a PAU with overtime/callback personnel to meet individual situations. Training
sessions, fire prevention activities, special community events, and anticipated peak
activity periods.

e Staff an engine with three personnel available 12 hours per day, seven days each week.
The staffed hours would be adapted to cover the time when the greatest number of calls
for service typically occurs.

e Staff a PAU with personnel eight hours per day, five days each week.

e Staff a PAU 24 hours per day, seven days each week and make it available to post in
areas experiencing high call volume.

ESCi identified critical issues that can affect a successful outcome of this strategy. Discussions

involving any changes to work schedules and/or working conditions must be conducted with
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representatives of the firefighter association. Personnel used to staff PAUs will need to be

included in ongoing training activities.

The roles, responsibilities, expectations and a definition of the duties of the PAU and assigned
staff in advance of deployment are essential. Roles and responsibilities should be clearly
communicated to all personnel (not just those assigned to a PAU). Mutual and automatic aid

agencies must be informed and included in the discussion of deploying PAUSs.

Lines of supervision for PAUs must be clearly defined. A discussion on financial and fiscal

considerations of PAUs is included in this report (Section IV: Fiscal Analysis).

As guidance, do not limit potential options for non-traditional staffing. Variations on staffing can
involve deploying personnel between agencies, cost sharing of units, single-person QRV (Quick
Response Vehicle) units for EMS first response, and BLS (Basic Life Support) transport units
are but a few options.

It is imperative that AFPD establish auto-aid agreements to assist in attaining an effective
firefighting force. When agencies agree to provide automatic aid between one another, it should
be realized that responses may be disproportionate between agencies, where one gives more
than it receives. Thi s i mbal ance often exacerbates
respond in its own jurisdiction if engaged in an automatic aid, making move-up agreements

between agencies an important element in automatic aid responses.

Recommendations:
Formalize the process by which personnel assignments are made.

Determine if personnel assigned special and/or unique tasks have the appropriate level
of knowledge, skills, and abilities (KSAS).

Develop automatic aid responses with neighboring departments.

Consider implementing Peak Activity Units (PAUS) to mitigate staffing shortage during
peak activity times.
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Training Program

Importance of Training & Skills Development

Firefighters operate in an increasingly complex, dangerous, and dynamic environment, as
demonstrated by over 100 fatalities and 3,000 serious injuries annually.”* Effective training of
firefighters is the single most important factor that prepares them to meet the challenges of the
situations and environments in which they work. The delivery of safe and effective fire and

emergency medical services is, therefore, clearly dependent on a well-trained response force.

Firefighter safety and survival is the first and foremost reason for establishing and maintaining
an effective training program. Given the size and complexity of the District, the need for
continuous firefighter and officer training and skills development is critical. The District is
building out and is positioned to continue to grow. The City has several potential annexations,
which would increase the area covered by the District, resulting in increased service demand.
There is also the potential of mergers with adjacent fire districts. As the District grows,
firefighters will face new hazards and challenges.

Without a high quality comprehensive training program, emergency outcomes are
compromised, response personnel are at risk, and the District may be exposed to liability for the
actions of its employees. Training and education of District personnel are critical functions for
the AFPD. Anthony Granito, authorof Fi r e Ser vi ce |,staesthafalowng:60s Gui de

A good training program is undoubtedly the single most important factor
producing and maintaining a high proficiency in any fire department. It not only
produces high efficiency initially, but also affects future efficiency when we
consider that the rawest recruit now being trained may be chief of the department
or at least a senior officer in 20 or 30 years.

The function of a training program is not merely one of imparting personal knowledge and
technical skills to an individual, it is developing the self-confidence to perform correctly under
stressful, if not hostile, conditions. A training program must be systematic and must provide
constructive feedback to the trainee, firefighter, or officer. The goals of training should always

focus on performance; never merely on acquiring a certain number of training hours.

24 source: NFPA.
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The International Fire Service Training Association (IFSTA) states that,

€ regardless of the particular system used, an effective training program will include (1) the
continuous training of all levels of personnel in the district; (2) a master outline or plan; (3) a
system for evaluating the scope, depth, and effectiveness of the program; and (4) revising the
program, as required, to include advances in equipment, products, and technique.

Key elements of an effective training program should include:

Training administration Training division staffing

Training schedules Training facilities

Training goals and objectives Motivation for training

Methodology for success Company operations and performance
Varied types of reinforcement Member targeted training
Organizational priority for training Peer group commitment to training

General Training Competencies

To ensure quality emergency performance, the training provided should be based on
established standards of practice. The AFPD has selected the International Fire Service
Training Association (IFSTA) and the National Fire Protection Association (NFPA) as its main
sources of standards and materials. Both are considered to be industry standards and generally

representative of best practices.

The AFPD is committed to a competency-based training methodology. A competency is a
demonstrated ability to perform a defined skill successfully according to an established
standard. AFPD uses standards and other best practices documented by the National Fire
Protection Agency, International Fire Service Training Association, Colorado Division of Fire
Safety, Department of Homeland Security, and the Lutheran Hospital Medical Protocols.
Competency-based training ensures that firefighters will be capable of responding and providing

service to the community in an effective and safe fashion.

This competency-based training program supports the Distr
Colorado Division of Fire Safety organizes the NFPA-based competencies into Job
Performance Requirements (JPRs). Completion of a prescribed set of JPRs leads to
certification at the defined level in the organization. These certificates are based on the

requirements of the International Fire Service Accreditation Congress (IFSAC). By requiring an
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IFSAC accredited State of Colorado certificate, the District can be assured that its firefighters
are capable of performing their job tasks in an efficient, effective, and safe manner.

Performance-based training requires that skills (e.g. hose evolutions, ladders, etc.) are
identified, taught, practiced, and tested. Testing and certification of firefighters is a critical
component of the training process. Testing helps identify where further training is needed. A
good testing process lends credence to certification, while certification allows firefighters to
demonstrate competency. Certification is used to ensure that minimum performance standards
are met. Certification is also used as a qualification for promotion, helps maintain credence with

the community, and reduces the Districtos |

In addition to the company and multi-company training, proficiency evaluations are conducted
by the shift battalion chief on a quarterly basis from a department-established list of
competencies, customized to meet identified needs. The battalion chiefs test and evaluate the
companies and personnel and assist with improving performance to ensure that minimal
performance standards are met. The following table shows the Di s t mrineat tri@dising hour

history for the past five years.

Figure 23: Training History by Hours, 2003-2007
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AFPD personnel maintain certification in many different fields. The following table shows the

various certification levels attained by AFPD personnel over the last five years.
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Figure 24: Certification History by Category, 2003-2007

Colorado State Certifications

2003 2004 2005 2006 2007
Firefighter | 15 19 19 18
Firefighter Il 5 8 11 18 7
Fire Officer | 10 9 2 2
Fire Officer Il 1 1
Fire Officer Ill 2
Fire Instructor | 1 1 4 21 3
Haz-Mat Awareness 12
Haz-Mat Operations 10 44 17 32 1
Haz-Mat Operations Bridge 59
Haz-Mat Tech 1 4 8 15 2
Driver/Operator 6 51 6 12 6
Driver/Operator-Pumper 9 59 22 32
Driver/Operator-Pumper Bridge 5
Driver/Operator-Aerial 10 7
Juvenile Firesetter 1 2

Entry-level Firefighters

Entry-level firefighters are volunteer reserves and must be 18 years old with (at a minimum) a
high school diploma and a valid EMT-Basic Certification. New volunteer reserves complete a
14-week training academy held on Saturdays and Sundays. The academy consists of 224
contact hours and is based on IFSTA Essentials of Fire Fighting. Upon completion, graduates
are certified at the NFPA Firefighter | level. Certification at the State Hazardous Materials
Operations level is required for all volunteer reserves and is also included in the academy. The

final exam for the academy is the same as the State Firefighter | examination.

Volunteer reserves are the only candidates eligible for District career firefighter positions,

serving as the Districtdés hiring pool . relBtednef i

classes, multiple training opportunities, and a stipend for expense reimbursement. In order to be
reimbursed, the reserve firefighter must commit to provide service to the District for two years,
and must also complete at least four 12-hour or two 24-hour shifts per month. While on shift,
volunteer reserves participate in all training provided, thus building their skills, knowledge, and

abilities.

A current challenge with this system is maintaining an adequate pool of volunteer reserves for
both staffing and hiring. The number of volunteer reserve members has been declining in recent

years, and the District is concerned that the trend will continue. A dwindling reserve pool will
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result in an inadequate number of entry-level firefighter candidates, potentially forcing the
District to hire externally. We recommend that recruitment and retention strategies be identified

and implemented to increase the number of volunteers.

Firefighter/Engineer/Officer

The District identifies a combination of professional qualification guidelines that include
certification, education, and tenure requirements for emergency operations positions of
firefighter through chief officer. All firefighters are required to certify at NFPA Firefighter 1l within
one year of hire and to become a state certified engineer (driver, operator, pumper) by the
completion of their second year. Additional certification and education is encouraged but not

required.

The District uses a defensive driving course, Certified Emergency Vehicle Operator (CEVO), as
developed by the National Safety Council. The training includes some classroom experience
and a basic driving course utilizing cones, but it is limited in scope. Responding with red lights
and sirens to emergency incidents with heavy expensive specialized apparatus in all kinds of
weather is clearly a potential liability. It is recommended that all District personnel driving and

operating apparatus complete a comprehensive emergency vehicle driving course.

All officers are required to be state certified Fire Officer 1. While Fire Officer | is a generally
adequate | evel of training for a company officer,
of training should be provided for chief officers and aspiring chief officers. Many of the functions

and requirements of a chief officer are addressed in the JPRs (Job Performance Requirements)

of Fire Officer Il, although still focused on the company officer level. Fire Officer Il should be

considered as a prerequisite for a chief officer candidate. Further, chief officers should take
advantage of t he National Fi r anagéwmemt/deectopnierstal ( NF A)

coursesand shoudbe encouraged to enroll in then NFAG6s Exe

Given the extensive development and size of the AFPD service area, the risk of fires, medical
emergencies, and hazardous materials incidents is considered high. To prepare emergency
resources for a significant incident or a disaster adequately, the surrounding emergency service
agencies should be included in a plan for comprehensive and routine joint training. At present,

general operational multi-agency drills are occasionally conducted, but such drills are not
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regularly scheduled. To provide safe, coordinated, and effective multi-agency emergency

operations, routine and standardized multi-agency training is required.

Recommendations:
Evaluate the Volunteer Reserve Program for options to increase the number of recruits.
Add a comprehensive emergency vehicle driving course to the training program.

Include additional positions in the certification process.

Conduct multi-company drills with surrounding mutual aid departments.

Consider an expanded collaborative training program with neighboring emergency
service providers.

Enroll chief officers in the National Fire Academy Executive Fire Officer Program.

Special Operations

Hazardous Materials

The potential for a serious hazardous materials incident exists within the District. Hazardous
materials incidents are very complex and dangerous and can have a serious impact on the
environment. These emergencies require an expert response and a specialized incident
command system. Command officers should be certified at the Hazardous Materials - Incident

Command level.

AFPD personnel are certified at the Hazardous Materials - Operations level. Some personnel
are further trained to the Hazardous Materials - Technician level and are part of the Adams-
Jefferson County Hazardous Materials Response Team Authority (AJHRA), a regional
hazardous materials response team. The regional team operates under a strong inter-
governmental agreement with its own set of operating guidelines. AFPD does not require

Hazardous Materials - Incident Command certification for command officers.

Wildland Fire Response

Fire Station No. 8 is the wildland fire specialty station and is the one most likely to assist
neighboring jurisdictions with wildland fires. Training for personnel assigned at this station is
provided via county and state forestry agencies. Training standards are set by the National

Wildfire Coordinating Group (NWCG), and the District has established minimum requirements,
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including S130 i a basic introduction to Wildland Firefighting and S190 - basic introduction to
Wildland Fire Behavior. A pack test is also required.

Specialized Rescue
The District has a technical rescue team providing various specialty services, including high

angl e rescue, confined space rescue, trench

designated as specialized rescue stationsd one for swift water, surface, and ice rescue (Fire
Station No. 2) and the other to surface water and ice rescue (Fire Station No. 8). Training for
these specialty teams is accomplished through cooperative efforts with other area fire
departments. The District is also part of a North Area Technical Team; however, this team is not

formally structured and does not routinely practice and train together.

Recommendations:

e Implement Hazardous Materials - Incident Command certification as a requirement for
command level officers.

Consider establishing a formal operating agreement for North Area Technical Team and
schedule routine training.

The District has recently joined Colorado Task Force -1 (CO-TF-1), a regional, Federal
Emergency Management Agency (FEMA) based Urban Search and Rescue Team. The District
has approximately ten CO-TF-1 members and has participated in federally authorized
deployments, most recently assisting Galveston, Texas, with Hurricanes Gustav and lke. With
this additional team training and experience, the team has increased the technical expertise and

capacity for service delivery to the District.
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Communication Division Training

New Employee Training

The communication division has a specific training program for new hires requiring performance
in specific areas, testing, and daily observation evaluations. New employees are tested on
District area maps, SOGs, protocols, and procedures. The employees are required to physically
demonstrate the skill, knowledge, and abilities needed to receive and dispatch emergency calls
for service. There is not a specific training timeframe set for new hires due to the variation of the

experience level of new employees.

There is a training manual and a check-off sheet for the daily observation evaluations; however,
these are in the process of being revised and updated. There is a perception and concern that
some shifts tend to operate differently, and that there is a lack of consistency in communications
operations. Consequently, continuing to develop the training manual, policies, procedures,
SOGs, and ongoing training is highly recommended.

Ongoing Employee Training

The State of Colorado has no specific training requirements for emergency 9-1-1 dispatchers or
continuing education requirements for communication personnel. The AFPD communication
division provides a variety of training opportunities to its dispatchers, including EMD continuing
education, countywide PSAP classes and in-house quarterly classes on selected subjects.
While regular training is being provided, a clearly structured training plan including monthly,
guarterly and annual minimum training requirements does not exist. While some of these
requirements may, in fact, be in place, they are not codified in the form of a well defined,
systematic, program of performance standards and annual dispatcher training goals and
objectives. Individual and agency performance should be measured against NFPA

recommended standards and training should be specifically targeted toward identified needs.

The District has recently implemented new radio and CAD systems. Communication between
fire service personnel and the communication center is always challenging; however, with new

systems being implemented, additional training and collaboration are necessary.
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The communication center has a back-up plan in place for maintaining communications during a
major disaster or an incident that requires an evacuation from the communication center. The
existing plan, however, is in need of enhancement. Under the existing plan, dispatchers need to
use portable or installed mobile radios in the event of a failure or relocation to at fire station.
They do not have access to fully functional back-up consoles, in house or externally. While
there are back-up plans in place, involving neighboring jurisdictions, a specific, regularly
exercised emergency back-up procedure was not articulated during our interviews. We
understand that these processes are currently being updated and recommend further

refinement of back-up plans.

Partnering and collaborating with an adjacent communication center is an option and has
several advantages. The collaborating agencies could more effectively coordinate their back-up
communication procedures, shared training, and exercise activities and share staffing in the
event of a major disast er . esPkArvada dnd Wéimmster, backe
up consoles and procedures are required; in our field interviews, however, we did not find

evidence that the practices are clearly established.

Recommendations:

Continue the development of the procedure manual, policies and procedures, and
SOGs.

Develop or update staffing policies, radio procedures, and other critical policies.

Develop and adopt benchmarks to measure performance and gauge training
competencies.

Continue the development of the continuing education programs, including development
of a defined ongoing training plan.

Coordinate the continuing education process with fire service personnel to improve
communication and collaboration between the two groups.

Expand and improve the communications back-up plan, as well as consider training and
exercising with partner agencies.

Performance Reports

Performance standards drive the staffing requirements for dispatch agencies. Operational
performance requirements are the measurement of call answering and call duration/processing,

up to and including, the point of initial dispatch. To underscore the importance of performance
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standards, NFPA 1221* notes compliance with performance standards i é s ha | |

mont hly usi

ng

dat a

f r NFRA 17108 further elefines this portion oftcall .

alarm time as call ring time, call processing time, and dispatch processing time. The following

chart illustrates the benchmarks for performance measurements.

Figure 25: Performance Measurement Benchmarks

Call Ring + Call Processing + Dispatch Time

@ > @

»

|
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Call Ring Time

Call Processing Time 27

Dispatch Processing Time

The time elapsed from time call
enters the dispatch center
telephone switch and the time
elapsed until the call is

The time elapsed between call
answer and entry into CAD with
enough information for dispatch

Dispatch processing time is the
time elapsed between the call
being time stamped for dispatch
and the natification to the first

answered. (Ring Time) unit for dispatch

NFPA STANDARD
15 seconds 95% of the Time

NFPA STANDARD
60 seconds 95% of the time

Call Answer + Processing + Dispatch
Best Practice = 75 seconds

The AFPD Communication Division is located in a new facility with a new radio and CAD
system. Service demand has been increasing, along with the potential of District growth and

expansion.

Given these challenges, it is advisable to initiate a comprehensive evaluation of the
communication division to ensure it is as effective and efficient as possible and ready for the
future. Due to its critical operations and inherent liability potential, the following key elements of
an evaluation should include:

Organizational structures Staffing operations

Procedures, policies and protocols Reporting
Training Quality assurance
Facility/equipment Backup plan

* National Fire Protection Agency 1221: Standard for the Installation, Maintenance, and Use of
Emergency Services Communications Systems.

® National Fire Protection Agency 1710: Standard for the Organization and Deployment of Fire
Suppression Operations, Emergency Medical Operations, and Special Operations to the Public by Career
Fire Departments.

*" NFPA definition for call alarm time, call processing time, and dispatch time duration, NFPA 1710
Chapter 3, Section 3.3.37.1-3. ESCi utilizes the total call processing time, i.e. time on the phone for
calculation of staffing data, and refers to this time as call duration.
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Recommendations:

e Develop a written policy outlining agency standards addressing performance
requirements or benchmarks measuring call answer, call duration/processing, and
total dispatch times.

Prepare a monthly reporting packet to be submitted to the fire chief.

Conduct a comprehensive evaluation of the dispatch function and a strategic plan
based on the evaluation recommendations. The goal of this assessment is to assure
provided emergency communications services meet or exceed applicable industry
standards and practices in comparison with similar agencies, and to identify
opportunities for improvement in overall performance.

Safety
Safety is a very high priority for AFPD, seeking to assure that all emergencies are handled with

a systematic and coordinated approach.

All emergency incidents utilize an Incident Command System (ICS) that meets National Incident
Management System (NIMS) requirements. When President George W. Bush issued Homeland
Security Presidential Directive-5, he directed the Secretary of Homeland Security to develop
and administer a National Incident Management System (NIMS). NIMS provide a consistent
nationwide template to enable all government, private-sector, and nongovernmental

organizations to work together during domestic incidents.

A critical component of NIMS is to formally adopt an incident command system and train
personnel to the recommended. All AFPD officers and acting officers are certified at the ICS 300
level. Command officers and acting command officers are certified to the ICS 400 level. Incident

command training is part of the regular training program.

In order to ensure the overall safety of the incident, the incident commander needs to assignh an
incident safety officer. Thei nci dent s dfifstadskyas thd risk ntaeaged fer emergency
scenes is to ensure that all pre-emergency risk management measures are in place and being
followed by responders. Personal protective equipment and infection control equipment are of

no value unless they are used at the emergency.
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The safety officer should survey the emergency scene actively and make sure that all members
engaged in operations are protected properly and must watch constantly to make sure that

safety equipment is in place and that safety procedures are followed.

Currently, shift training officers are also trained and designated as incident safety officers and
are expected to fill that role when possible; however, this yields only one trained safety officer
per shift. We recommend that all company officers receive safety officer training in order to

increase the number of personnel available to function in this important role.

The emergency incident scene is show time with regard to safety and risk management. To
further increase responder safety, AFPD uses three stations to respond as rapid intervention
team (RIT) companies. These stations respond as RIT companies if the emergency incident is
not in their first-due area. RIT teams are formally trained and stand ready on scene to rescue

personnel operating on a fireground.

An accountability system is used to ensure that all personnel operating at an emergency scene
are systematically accounted for. Accountability training starts in the recruit academy and is
reinforced through regular use on the training ground. All emergency incidents use the
accountability system and it is initiated immediately when units arrive on scene. The District
uses a passport system to ensure accountability is part of the emergency response to an

incident.

Recommendations:

Use incident safety officers at all emergency incidents of greater significance and risk
exposure.

Provide incident safety officer training for all company officers.

Develop SOGs and training for incident safety officer.

Training Administration, Schedule, and Facilities

Administration
The training division is responsible for the coordination, development, and implementation of all
training within the District. A training chief ranked at the battalion chief level, heads the AFPD

training division. The c wnsrineludé a firer saiencei daggee, €irb i
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officer and instructor certifications, numerous certificates, and completion of many classes and

seminars. He has 23 years of experience in AFPD, including nine years in training. The training

chief also servedasthe Di strictébés fire chief for three

well qualified for the position, but has not received a great deal of formal education specific to
training program management. We recommend that the training chief attend the National Fire
Academy Training Program Management course.

The training chiefés position is supported

secretarial pool, is available as needed. The secretary provides data entry, state certification

documentation, test proctoring, and other administrative duties to support of the division.

The training chief is assisted by the recently implemented Shift Training Officer (STO) program.
The STOs, one captain on one shift and a lieutenant on the two other shifts, support the delivery
of training on each of the three operational shifts. STOs also serve as shift safety officers, as
explained above. One challenge of the new system is that the training chief works four 10-hour
days and the three STOs are assigned on shifts. Communication is sometimes challenging and
difficult due to the shift rotation and the four-day work week. As the District grows and the work

load of the training division increases, the staffing configuration will need to be reevaluated.

The STOs currently serve a two-year assignment in this position. Because schooling specific to
the delivery of firefighter training is limited for those in these positions, ESCi recommends
formalizing a development and training plan for this role. The NFA is an excellent resource for

curriculum training programs and personnel assigned as training officers.

Recommendations:
Conduct a work load analysis of the training division.

Send the training chief to the NFA Training Program Management course.

Provide training for STOs to support them in their role.

Evaluate the Shift Training Officer prog
improve the system.
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Training Scheduling

The training division coordinates and schedules the use of the training facility. The District
allows some outside agencies such as Red Rocks Community College (Fire Science Program)
to use the facility for a fee. The facility also has a rental fee established for props or functions
(e.g. propane tree, burn building). Homeowner associations and other community groups are
allowed to use the facility at no cost. Some income is received for the rental of the facility, which

supports the budget and helps offset ongoing operating and maintenance costs of the facility.

Recommendation:

e Evaluate and establish procedures for outside use of facility when District personnel are
no longer located on site.

Training Facilities

A F P Dtéaming center occupies a 2.5-acre site with a primary building of 16,000 square feet,
which doubles as both a fire station (currently for Companies 7 and 8) and a training building.
The building has a 99-seat amphitheater/stage with the capacity to bring a vehicle or fire
apparatus into the amphitheater via an adjacent overhead door, as well as an additional
classroom which seats up to 25 students. Both classroom areas are well equipped with audio

visual equipment, training equipment, and supplies.

The training center consists of a five-story training tower with a rappelling platform, a two-story
burn house with a sprinkler and standpipe connections, and a building for maze training, with
the capacity for multi-level training and the ability to change its configuration. The facility has a
flashover simulator; but due to the smoke generation and proximity of neighbors, it is currently
not used. The training center has three propane fueled training aids, four flammable liquid fire
pits, and a drafting pit. Although the facility site has four hydrants and a limited driving course on
site for these operations, it lacks sufficient space for an emergency vehicle driving course, an

essential component of a training program.
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Figure 26: AFPD Burn Facility

It should be noted that two new stations, Fire Stations No. 7 and 8 will open in the last quarter of
2008, at which time the Fire Companies 7 and 8 will move from their current location at the
training center to the new stations®. With the opening of these new

maintenance operations will move into this existing facility utilizing, along with the bays, some
additional space.

Recommendations:

e Add an emergency vehicle driving course or collaborate with a neighboring department
on a shared facility.

Evaluate relocating the flashover simulator to another location within the District or share
with an adjacent department at their location.

®Subse guent to ESCi 6s f i el d hawvre-todatjon df theetraiding tenterimaysnotd et e r mi
be necessary.
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