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1. ORGANIZATIONAL OVERVIEW

This report includes an in-depth study of all aspects of the administrative,
operational, and support service of the Auburn Fire Department located in Auburn,
Maine as completed by the Matrix Consulting Group.

1. PROJECT INTRODUCTION AND OBJECTIVES.
The evaluation and assessment of the Fire Department included a

comprehensive review, analysis and discussion of the following areas:

. Community and Organizational Overview

. Management and Administrative Components
. Fire Protection, Rescue, and EMS Planning

. Personnel Management

. Emergency Incident Staffing

. Training Programs

. Capital Assets

. Fire Prevention and Public Education Programs
. Deployment Strategies and Performance

. Information Technology

. Disaster and Emergency Preparedness

. Fiscal Analysis

Using data supplied by the city, agency, information systems and GIS modeling
the study serves to provide benefits and improvements in providing Fire, EMS and

Rescue services to the residents of Auburn and to those who travel through and visit the
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community.

The basis of the evaluation, analysis of data, and reference information is from
Maine State law and regulations, the National Fire Protection Association (NFPA), the
Center for Public Safety Excellence (CPSE), firefighter health and safety requirements,
federal and state mandates and what are currently considered generally accepted best
practices in providing emergency service delivery.

Each section in the report provides the reader with general information about that
objective, observations, analysis, and a discussion of any significant issues or
conditions that are pertinent. Matrix’s observations are supported by data collected as
part of reviewing documents and interviews with key department staff. Finally, specific
recommendations are included to address identified issues or to take advantage of
opportunities that may exist.

2, RESPONSIBILITIES AND LINE OF AUTHORITY

Governance of the Auburn Fire Department (AFD) is by the Auburn City Council.
The Council is elected directly by the voters and consists of seven (7) Councilors and
one (1) Mayor, with five (5) Councilors being elected from a specific Ward and two (2)
Councilors and Mayor being elected at large. The day-to-day oversight of the city is the
responsibility of a city manager, which is hired by the city council.

Auburn Fire Department is one of several municipal services provided by the City
of Auburn. The Fire Chief is the position appointed to provide overall management and
direction to AFD. It is important to note at the time of this study the Fire Chief position is
vacant and the Deputy Fire Chief is functioning in the role of Fire Chief. The Fire Chief

reports to the Chief of Police, who serves as the Divisional Head for Public Safety. The
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Police Chief reports to and works directly for the City Manager.

Initial interviews for this report included the Elected Officials, Police Chief, Deputy
Fire Chief, Fire Prevention Officer, Battalion Chiefs, support staff and line personnel. It
appeared that all members of AFD are committed to this study. Shift fire personnel
particularly enjoy a positive working relationship with each other.
3. CITY AND ORGANIZATIONAL OVERVIEW

The City of Auburn was incorporated in 1842 and became the County seat of
Androscoggin County in 1854. According to the 2010 US Census, the population of
Auburn is 23,055. This reflects a decline in population of 4.1% over the past two Census
periods. The City of Auburn covers approximately 65.8 square miles.

The Auburn Fire Department protects the 65.8 square (59.8 land / 6 water) miles
from 3 fire stations, which are located in the most populated portions of the City.

Auburn, Maine Fire Stations

Station Address
Station 2 181 South Main Street
Station 3 / Central 550 Minot Avenue
Station 5 651 Center Street

The Auburn Fire Department provides response to fires, emergency medical
emergencies, hazardous materials incidents, natural and man-made disasters, mutual
aid assistance to neighboring departments and related emergencies in an effort to
reduce life and property loss. The Department provides specialized rescue operations,
and supports a regional hazardous material team. In addition, the Fire Department

inspects businesses and properties, assists with code enforcement, and conducts public
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education programs. There are three functional areas in the Fire Department: Fire
Operations (Fire and EMS first responder), Fire Prevention, and Support Services.

The following chart shows the 2010 calls for service for AFD. In most
communities, fire calls account for a small portion of the emergency activity of the Fire
Department and this is the case in Auburn. Emergency medical service (EMS) activity

accounts for the greatest workload in terms of emergency response in the community.

2010 Calls for Service
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AFD responded to a total of 3,184 calls for service in 2010 according to records
obtained by the Auburn-Lewiston 9-1-1 Center. Of the 3,184 calls for service in 2010,
1,923 (60.4%) were EMS related while 207 (6.5%) were fire related and all other call
types accounted for 1,054 (33.1%). Calls for service in 2010 decreased 16.8% when
compared with the 3,882 calls responded to in 2009 and 19.2% when compared with
the 3,972 calls responded to in 2008.

AFD protects a service area that can best be described as a mix of Urban,

Suburban and Rural. According to the 2010 United States Census Auburn has a
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population of 23,055 and covers a land area of 59.8 square miles for a density of 386
residents per square mile. Since much of Auburn is rural, for the purposes of a fire
protection study it makes sense to split the areas into different density categories. An
urban setting is best described as having a population of over 30,000 and/or a density
of more than 2,000 residents per square mile. A Suburban setting is described as
having a population of 10,000 to 29,999 and/or a density of 1,000 to 2,000 residents per
square mile. A rural setting is described as having a population of less than 10,000 or a
density of less than 1,000 residents per square mile. Auburn clearly fits each of these
descriptions in different sections of the City.

The map on the following page shows the areas of Auburn which best fit the
three population setting by residents per square mile. As shown most of Auburn falls
into the rural setting, while the main portion of the City is urban and immediate outlining
areas suburban. It is important to note that while the southwester portion of the City is
classified as rural due to population criteria the industrial uses and airport present in this
area create a special risk that should be treated as urban in terms of emergency

response.
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4. INSURANCE SERVICES OFFICE (ISO)

The current ISO property class rating for the City of Auburn is Class 3 in the city
and Class 9 in the rural areas. The class rating is important to the community as many
property insurance companies base the fire risk portion of premiums on the
community’s ISO rating. If Auburn improved from a Class 3 to a Class 2, insurance
rates would decrease slightly for homeowners and businesses. Businesses see even
greater rate benefits as a community continues to improve their rating down to the
optimal rating of Class 1.

According to ISO:

“Virtually all U.S. insurers of homes and business property use ISO’s PPC
(Public 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.” "

The ISO uses a 1 to 10 rating scale, with Class 1 being the best level of service
and Class 10 representing no fire service being provided at all. The ISO reviews fire
protection in three major categories:

. Communication (10%)

. Water Supply (40%)

. Fire Department (50%)

Matrix Consulting Group Page 7



CITY OF AUBURN, MAINE
Auburn Fire Department Performance and Management Analysis

ISO Rankings by Class
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According to the Fire Chief, the last Insurance Services Office survey of the
Auburn Fire Department occurred approximately fifteen (15) years ago. At that time ISO
assigned a Class 3 rating to the main portion of the City and a Class 9 to the rural
areas. As the chart above illustrates, the achievement of a Class 3 rating places AFD in
an elite category.

The current ISO credit system is broken down into the following maximum

percentage points .
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FIRE DEPARTMENT CLASSIFICATION MAXIMUM PERCENT
Credit for:
ENGINE COMPANIES 10.00
RESERVE PUMPERS 1.00
PUMP CAPACITY 5.00
LADDER-SERVICE 5.00
COMPANIES
RESERVE LADDER 1.00
COMPANIES
DISTRIBUTION 4.00
COMPANY PERSONNEL 15.00
TRAINING 9.00
TOTAL 50.00

The implementation of annual training drills would positively impact the next ISO

rating.

. Multi-company training drills with first due mutual-aid companies.
. Training on multi-story operations.

. Nighttime company and multi-company evolutions.

The I1SO Fire Suppression Rating Schedule states that response areas with five
buildings that are three stories or 35 feet or more in height, or with five buildings that
have a Needed Fire Flow (NFF) greater than 3,500 GPM, or any combination of these
criteria, should have a ladder company. Based on this requirement it is important that
Auburn keep a ladder company in service.

Recommendation 1: Develop an ISO improvement plan for Auburn Fire
Department that focuses on maintaining the strengths of the agency while

improving identified deficiencies.

Recommendation 2: Develop an annual training plan that includes multi-company
and nighttime evolutions with mutual-aid partners.

It is important to note that the ISO is currently reviewing the merits of updating

the content of the Fire Suppression Rating Schedule (FSRS). If the program is updated

Matrix Consulting Group Page 9




CITY OF AUBURN, MAINE
Auburn Fire Department Performance and Management Analysis

there will be an increased reference to National Fire Protection Association (NFPA)

standards. Possible revisions include ©.

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

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

Additional emphasis on firefighter safety and training:

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

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

- Reference to firefighter safety requirements.
Recognition of automatic-aid personnel responding to first-alarm structure fires.

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

An additional key point noted is increased reference to the American Water

Works Association (AWWA) standards. Possible revisions here include:

Recognition for fire hydrants that produce flows up to 1500 GPM.
More emphasis on hydrant inspection programs, including hydrant flow testing.
A reference to implementation of master or strategic planning.

Recognition of partial or full Commission on Fire Accreditation International
(CFAI) accreditation through the Center for Public Safety Excellence (CPSE).

Recognition for adoption and enforcement of model building and fire prevention
codes.

Recognition for public fire safety education programs.
Recognition for adoption of fire department standard operating procedures via
NIMS standards or FEMA publication FA-197.
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. Recognition for adoption of a fire department incident management system
according to NFPA 1561.

It is critical that as AFD reviews their readiness for a future ISO inspection, the
contemplated changes are considered during decision-making process.

Recommendation 3: Auburn Fire Department should consider seeking accredited
status through the Commission on Fire Accreditation International (CFAI).

5. ORGANIZATIONAL STRUCTURE AND CHAIN OF COMMAND
The staffing of the Auburn Fire Department by classification is shown in the table
below:

Auburn Fire Department
Authorized Positions FY 10-12

Vac/
Position FY 2010 FY 2011 Current | Over
Fire Chief 1 1 0 (1)
Assistant Fire Chief 1 0 0 0
Deputy Fire Chief 0 0 1 0
Administrative Assistant 0.5 0.5 0 (0.5)
Fire Prevention Officer 1 0 1 1
Office Manager 1 1 1 0
Fire Planner 0 0 1 1
Battalion Chief 4 4 3 (1)
Captain 4 4 3 (1)
Lieutenant 16 16 16 0
Firefighter 36 36 32 4)
Total 64.5 62.5 58 (5.5)

The following points highlight the information presented above:

. The current number of authorized positions is 63.5 and includes 5.5 vacancies.
This includes 4 positions at the Firefighter level, one Battalion Chief, one Captain
and the Fire Chief. The Administrative Assistant has been reclassified as a Fire
Planner and is currently working as one FTE.

. The overall number of authorized positions has decreased by one (1) since FY
2010, when the Department had 64.5 authorized positions.

. By classification, the number of personnel assigned to shift duties has remained
constant with a staffing of four (4) Battalion Chiefs, Four Captains, sixteen
Lieutenants and 36 Firefighters assigned to the three stations on a 24/72 shift
schedule.
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The organizational chart that follows provides a graphical depiction of the

reporting relationships of the Departmental personnel:

Deputy Fire
Chief
Fire Prevention| | | g
Officer Office Manager
Fire Planner
[ [ [ |
Battalion Chief| [Battallion Chief Battalion Battalion Chief
(A) (B) Chief (C) (D)
Captain Captain Captain Captain

| 1 | |

Lieutenant (4) Lieutenant (4)| | Ljeytenant (4) Lieutenant (4)
L Firefighter (9) \\ Firefighter (9) L Firefighter (9) L Firefighter (9)

The typically accepted span of control for the fire service is five to seven

subordinates per supervisor. Auburn Fire Department is currently maintaining an
effective span of control in their reporting structure with the exception of the Battalion
Chiefs who have a 1:1 span of control with only the Captains reporting to them. In order
for the span to be effective, both the shift Lieutenants and shift Captains should report

to the Battalion Chiefs. There is also an additional Lieutenant on each shift with no
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direct supervisory authority over an engine or ladder company. This position is
functioning as a line firefighter and should be re-classified to firefighter.

There is also no administrative command staff present in the Auburn Fire
Department and many critical tasks have been pushed to the shift level. This is
problematic, as the schedule of shift personnel does not allow adequate attention to be
given to these tasks, which require daily attention and oversight.

Auburn Fire Department currently operates shift personnel on a 24 hour on / 72
hour off shift rotation, which equates to a 42 hour workweek. This shifting pattern has
caused questions about why personnel sleep while on-duty if they are working what is
basically a 40-hour week. The demographics of the City of Auburn do not support the
idea of 8 or 12-hour shifts as personnel would effectively be on standby during the late
night hours as there is no opportunity to conduct inspections, train, or provide public
education opportunities in the overnight hours. A possible solution is the adoption of a
56-hour workweek by moving to a 24 hour on / 48 hour off shifting pattern with four Kelly
Days off per year. This would allow staffing levels to increase on each shift while
reducing overtime caused by staffing shortages since authorized and minimum-staffing
levels will not be so tight. The change also reduces the total staffing of the AFD by 3.5
personnel. The Fair Labor Standards Act (FLSA) allows this type of shifting pattern for
fire personnel and it is the most utilized shifting pattern in the United States.

Below is the recommended organizational structure if the agency moved to a

24/48 hour shifting pattern:
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Fire Chief

Office Manager

Deptuty Chief
Operations

Battalion Chief

Battatlion Chief]

Deputy Chief
Prevention

Battalion Chief

I

Fire Planner

Gy (B) ©
Fire Lieutanant Captain Fire Lieutenant Captain Fire Lieutenant Captain
(3) (3) (3)
L Fire Fighter (9) Firefighter (3) L Firefighter (9) L Firefighter (3) L Firefighter (9) L Firefighter (3)

This revised shifting pattern allows the addition of much-needed administrative
positions in Auburn, while increasing staffing on each unit to four personnel with
minimum staffing of three personnel. The Captain would be relocated from Station 3 to
Station 5 and serve as the Station commander for the two-company station. The fourth
Lieutenant position would be eliminated.
reclassified to the Deputy Chief of Prevention and the Fire Planner reporting to this

position. The table below shows the current staffing and proposed staffing levels for the

AFD.

The Fire Prevention Officer would be

Matrix Consulting Group
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Auburn Fire Department
Positions if Reorganized

Position Current | Proposed | Difference
Fire Chief 0 1 1
Deputy Fire Chief 1 2 1
Administrative Assistant 0.5 0 (0.5)
Fire Prevention Officer 1 0 (1)
Office Manager 1 1 0
Fire Planner 1 1 0
Battalion (Platoon) Chief 4 3 1)
Captain 4 3 (1)
Lieutenant 16 12 (4)
Firefighter 36 36 0
Total 62.5 59 (3.5)

Current / Proposed Personnel Costs

Auburn Fire Department

Current Proposed
Average Salary | Average Salary
Position Cost Cost

Fire Chief $0 $85,309
Deputy Chief 66,806 133,612
Fire Prevention Officer 56,511 0
Officer Manager 37,689 37,689
Fire Planner 25,459 25,459
Battalion Chief 228,572 171,429
Captain 245,460 154,095
Lieutenant 786,880 590,160
Firefighter 1,434,240 1,434,240
Total $2,881,617 $2,631,993

As shown above, by converting to a 24/48-shift schedule and adding the
administrative positions the City of Auburn would save approximately $250,000 annually
in fire personnel salaries.

Recommendation 4: Consider adopting the 24/48-shift schedule with Kelly Days.

Recommendation 5: Consider eliminating the fourth shift Lieutenant position if
24/48 is adopted or reducing to rank of Firefighter is current schedule remains.

Recommendation 6: Consider adding a Deputy Chief of Operations position that
would report the Fire Chief to assume critical duties currently performed by shift
supervisors.
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6. FINANCIAL RESOURCES

The City of Auburn operates a fiscal year from July 1 through June 30. The
population has been fairly steady since the 1950 Census ranging from approximately
23,000 to 24,000 residents. The current depressed economic conditions being
experience nationwide have negatively affected the City’s General Fund This reduction
in General Fund revenues has affected the ability of the City to fund essential and
emergency services, like fire and police protection.

According to the City of Auburn FY 2011 — 2012 budget documents the budget

for fire services in Auburn is as follows:

Auburn Fire Department
FY 2009 - FY 2011 Budget Comparison

FY 2009 FY 2010 FY 2011
Line Items Actual Approved Request Change
Regular Salaries 2,829,036 2,819,680 2,861,613 41,933
Acting Rank 8,627 6,895 7,102 207
Holiday Pay 124,115 139,920 127,579 (12,341)
Sick Leave Incentive 894 0 0 0
Overtime 305,665 176,122 171,317 (4,805)
Total Salaries & Overtime 3,268,337 3,142,617 3,167,611 24,994
Uniform Allowance 23,377 19,200 19,470 270
Physicals 2,522 1,400 1,404 4
OSHA Safety Costs 6,440 15,710 11,710 (4,000)
Turnout Gear 21,225 16,560 11,780 (4,780)
PS — General / Uniform 9,641 5,900 8,670 2,770
Office Supplies 679 700 1,468 768
Other Supplies 33,932 45,588 37,794 (7,794)
MV Supplies 16,596 25,437 24,525 (912)
Utilities 114,293 133,298 123,597 (9,701)
Repairs 90,119 100,983 109,032 8,049
Training & Tuition 9,230 30,275 14,225 (16,050)
Travel 571 200 500 300
Dues & Subscriptions 3,647 3,065 2,955 (110)
Postage 368 600 600 0
Total General Expenses 332,539 398,916 367,730 (31,186)
Total $3,600,876 $3,541,533 $3,535,341 ($6,192)

As shown above, the City of Auburn expends approximately $3.5 million annually

to pay for personnel and expenditures related to operating the municipal fire
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department. The FY 2011 requested budget is $3,535,341. This is approximately
0.17% below the approved budget for FY 2010 and 1.8% below FY2009 actual
expenditures. With a total population of 23,055 this equates to per capita spending of

$153.34 for fire protection in the City of Auburn.

[] $45-$76 [ $76-$100

[ $100-$130 B $130 - $250

The above map is for comparison purposes to illustrate the various levels of local
fire protection spending per capita for all 50 states in 2006. As you can see in 2006
cities in Maine spent on average between $76-100 per capita on fire protection, ranking
it below the 50" percentile for the Country ). This is largely due to the rural nature of
Maine and the large percentage of volunteer and on-call departments in the State.
However, it should be noted that the spending of approximately $153 per capita does
indicate that there is a strong desire in Auburn to maintain a high level of fire protection

for its citizens.
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7. FIRE SUPPRESSION INFRASTRUCTURE

In order to deliver effective fire and rescue services there must be efficient
notification of an emergency, rapid response from well-placed facilities, appropriate
apparatus, sufficient staffing, and well-practiced procedures.

For the community the most visible and important service provided by the Auburn
Fire Department is the response to and control of emergency events. The following
emergency services are provided by AFD:
. Fire Suppression
. EMS (First Responder)
. Hazardous materials emergency response
. Technical rescue and other specialized rescue services

To support the core services listed above, the Auburn Fire Department has a
training program with well-established training goals developed by a shift Captain. The
shift training is focused on the basic requirements for firefighting and meeting State

mandates for annual training.
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2. MANAGEMENT COMPONENTS

The Auburn Fire Department faces challenges related to organizational growth
and management in addition to the operational challenges of providing efficient and
effective emergency response. The business management of a fire department always
presents unique issues involving administration of financial resources, the setting of
goals and objectives, internal and external communications, information management,
and security. This section examines the efforts of AFD in this area and its preparation
for the future as the City of Auburn and the emergency response needs of the
community become more complex.

1. MISSION AND VISION STATEMENT

Having clear mission and vision statements provides members with the
foundation of why the agency exists and where they are headed. While the
development of these statements is important, they must be constantly communicated
to ensure all personnel are operating from the same baseline information on what the
purpose of the agency is so all members are working together to achieve the shared
vision.

The Auburn Fire Department has adopted the following Mission Statement:

"Protect life and property through delivery of superior and affordable services
with integrity, respect and without prejudice.”

While the agency does have a Mission Statement to explain why they exist, there
currently is no Vision Statement to let members of the Fire Department know where

they are headed. The agency does have a Value Statement, which contains many of
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the key components of a Vision Statement, but lacks the clarity of a clear Vision
Statement.

The Auburn Fire Department has adopted the following Value Statement:

“Through commitment to innovation, service, and excellence, we will strive to be
leaders in fire, life safety, and emergency medical services, so that we remain critical to
maintaining and improving the community’s quality of life. We will offer a professional
approach including appearance and behavior, respectful attitude, compassion, and
quality service to the community. We will recognize each firefighter as a value member
of the Auburn Fire/Rescue Department by valuing input, showing compassion, providing
open communications, and supporting the team approach. In the end; prevent harm,
survive, and be nice.”

Recommendation 7: Develop a Clear Vision Statement for the Agency as part of
the strategic planning process.

2, STRATEGIC PLANNING

The City of Auburn completed a comprehensive strategic planning process in
2010. Components of the City Plan apply to public safety; including the fire department.
The fire department has not formally conducted a strategic planning process specific to
their long-term mission, which involves staff from all levels of the organization as well as
external stakeholders from the community. Because of a lack of strategic planning,
personnel are directing the majority of their efforts to immediate issues of the day and
are unable to devote time toward significant planning for future service delivery needs,
or developing new programs and services desired by the residents and business
community of Auburn. A customer-centered strategic planning process specific to the
fire department could resolve much of this deficiency and give the department a clear
sense of direction.

Recommendation 8: Conduct a strategic planning process, which involves both
internal and external stakeholders.
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3. GOALS AND OBJECTIVES

The Auburn Fire Department clearly realizes the importance of developing clear
goals with measurable objectives. AFD has developed specific goals with measurable
benchmarks to monitor the progress towards achieving the goals. These annual goals
are formulated and published in an Annual Work plan. While this annual plan provides
clear goals and objectives, it is unclear how the department plans to assign
responsibility for or monitor progress toward implementation of these state goals and
objectives. The agency would benefit from developing an accountability program for
each goal to show who it assigned to, what the deadline(s) are for achieving, and how
periodic updates toward reaching the goal will be communicated. These are commonly
referred to as a RACI matrix and include Responsible — Accountable — Consulted —
Informed:
Responsible — Those who do the work to achieve the task.

Accountable — Those who are ultimately accountable for correct and thorough
completion of the deliverable or task.

Consulted — Those whose opinions are sought; and with whom there is two-way
communication.

Informed — Those who are kept up-to-date on the progress and ultimately on the
completion of the task or deliverable.

Recommendation 9: Develop a RACI or similar matrix to track responsibility and
progress toward the achievement of annual goals and objectives.

4, POLICIES AND PROCEDURES
Successful organizations are typically governed by a clear set of policies and
procedures, which include rules and regulations regarding expectations related to a

standard code of conduct. These policies set the boundaries for what level of
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performance is expected of employees as well as what behavior will and will not be
accepted. The policy and procedure manual should be continually reviewed and
updated to reflect changes in the organization.

Another factor to consider regarding policy and procedure manuals is their
availability to all personnel. If policies and procedures are not available or training is not
provided the agency faces a significant legal risk. It is critical that the agency ensures
practices within the agency follow the policy or that the policy is changed to match
current practices. Enforcement of policies, procedures, and rules & regulations is critical
for the agency to ensure a gradual shit away from written guidelines does not occur.

The Auburn Fire Department has an adopted policy manual with the majority of
policies written and adopted in 2005. The most recent amendments occurred in October
2009. While development of policies largely occurs by the command staff, the process
is inclusive and all personnel are given the opportunity to provide input into current and
proposed policies.

Our review of the manual showed that the agency clearly tracks the date the police
went into effect and any revision dates, but the Fire Chief does not sign each policy
showing the head of the agency has approved it.

Recommendation 10: Add a signature box to the header of each policy requiring
the Chief’s signature and date upon development and revisions to agency
policies and procedure.
5. INTERNAL AND EXTERNAL COMMUNICATION

Effective internal and external communication in public safety organizations is

critical for the organization to be successful. Due to the personal risk associated with
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the work performed communication must be clear and effective to internal stakeholders.
Internal communication must occur in all directions and at all levels to be 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 responsible for communicating with the public. In others, a specific
person or group is responsible for the public information function.

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

Daily shift briefings are the cornerstone to the communication process at AFD. It
is in these morning briefings that events experienced by the previous shifts and any
departmental communication is passed between shifts and shared with members of the
organization. This process is critical as shift personnel are off 3 days between shift
assignments. The Deputy Chief also maintains an open door policy and remains
available to personnel with questions or concerns.

Email is available to all personnel and is the primary means of distributing
information that needs to be consistent and reached by all members of the agency,
such as memorandums.

It is equally important for agencies to spend time communicating with external
stakeholders. A strong community relations program can include any number of
methods to ensure the public receives information the fire department feels is important

for the community.
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Gaining public trust is an important task for fire departments. Auburn Fire
Department like many agencies is not taking full advantage of communicating with the
public. While the agency does a good job of conducting public education programs,
there is no written community relation’s plan and most messages about city services are
left to the City of Auburn to communicate. The agency is also not surveying the
community about what services are important to them to ensure that AFD is focused on
providing what the community wants and expects.

Review of the agencies policies and procedures did not indicate any member of
the agency responsible for communicating with members of the media. This duty should
be assigned to non-shift member for routine communication and with the Battalion
Chiefs for information related to ongoing emergency incidents.

Recommendation 11: Strengthen the website presence of AFD to include regular
news and community communication.

Recommendation 12: Develop and implement an external communication plan
that includes community groups and public surveys.

Recommendation 13: Develop a policy to assign responsibility for
communication with members of the media during emergency and non-
emergency situations.
6. DECISION MAKING PROCESS

Businesses recognize 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 in the success of the organization.

For fire departments, the opportunities to delegate decision-making down

through the organization are quite numerous. Chief officers (deputy and battalion chiefs)

are often given the task of making staffing decisions. Company officers can be given
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responsibility and/or authority for scheduling, program management, training, and
station operations. Firefighters can make determinations as to patient care or station
and apparatus maintenance.

The decision-making process for Auburn Fire Department is defined and
participatory where appropriate. The relatively small size of the organization lends itself
to a more personal and informal decision-making process. The Deputy Fire Chief
encourages and practices communications at the most basic levels. Where command
staff solicits participation, 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
final decision may not reflect their input.

7. REPORTING AND RECORDS

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. Maine
State Law requires that the local governments allow public access to certain fire and
EMS records and data. The agency has written procedures in place to provide members
information about how and when it is appropriate to release information related to
patients treated, but nothing related to allow public and media access to other records
and who is authorized to release such information.

Equally important is to ensure that records protected by the Health Insurance
Portability and Accountability Act (HIPPA) are never released to the public and media.
This Federal Legislation includes regulations that require all individually identifiable

health care information be protected to ensure privacy and confidentiality when stored,
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maintained, or transmitted. Medical incident records contain protected medical
information and sufficient personal information regarding the patient to create a concern
over HIPPA requirements. Auburn Fire Department currently operates as a first
responder so there is limited patient information stored at the Department. By written
policy only “office staff’ is authorized to process requests for information and Deputy
Chief is notified whenever a request is made.

Recommendation 14: Develop a policy to assign responsibility for release of
agency information and reports, which specifically states what can be released
and by whom.

8. CRITICAL ISSUES

City and fire department officials should be aware of issues internally, which
could be considered critical. This will ensure they are prepared to face the concerns of
internal stakeholders. Personnel need to know that their concerns have been heard and
are a priority for management to respond to where appropriate.

In order to determine which issues are critical to the organization a number of
stakeholder interviews and an organization wide survey were conducted to allow the
members an opportunity to voice their concerns and to express where the agency is
providing exceptional service to the community. The results of the organizational survey
are included in the Appendix of this document.

During these processes, many employees raised similar topics as being of great
concern for the Department. The following issues list describes those items:

. Too many critical tasks are pushed down to the Shift Captain level.

. No consistency in data entry into excels spreadsheets for vehicle maintenance,
training or equipment maintenance.
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. Current records management system (RMS) does not allow data analysis and is
not specific for needs of a modern fire agency.

. No career development in place in agency. Personnel not prepared for
promotions.
. Shift briefing is too informal. Important topics are missed depending on who

conducts briefing.

. Several SOP’s are out of date and require updating. No formal system for annual
review or updating.

. Lack of certainty on where the agency is headed.

. No pre-incident planning for occupancies in manufacturing areas.

. No engineer rank or driver/engineer training program for personnel driving fire
apparatus.

. Employees of the Fire Department are dedicated to providing excellent service to

the residents of Auburn.

. Lack of a Senior Management team is hurting the agency in reaching their
potential.

. No formal apparatus replacement plan or schedule.

. Stations are not appropriate for the agency needs.

These issues were subjects of review in this study and resulted in several of its

recommendations.
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3. PERSONNEL MANAGEMENT

The Auburn Fire Department uses a full-time professional staff to accomplish the
service delivery needs of the community. The Deputy Fire Chief, Office Manager and
Fire Planner accomplish the majority of administrative functions for the agency.
Emergency response personnel work a 24-hour on and 72 hour off shifting pattern with
15 scheduled personnel and a minimum daily staffing of 13 personnel. This shift
schedule is consistent with the 42-hour average work-week outlined in the current
agreement. There are two civilian positions in the agency with one serving as the office
manager and the other as the fire planner. During interviews it was very clear that
personnel enjoy the current shift-scheduling pattern, but several indicated they were
open to the idea of a 24/48 shifting pattern with Kelly Days. Another benefit of the 24/48
shift-pattern is that it is the shifting pattern used by Lewiston Fire Department and
personnel responding to emergencies together for mutual aid would be able to train on
evolutions together. The proposed 24/48 schedule would provide a daily shift staffing of
17 scheduled personnel and maintain the 13 personnel minimum staffing.

1. REPORTS AND RECORDS

Internal records and reporting systems appear to be minimally adequate. The
CAD RMS system in use was not designed for fire records and the agency has had to
create a number of excel spreadsheet to try and track equipment and apparatus
maintenance and training records. The agency maintains records on employment
history, equipment and apparatus testing, building inspections, fire code enforcement,

and emergency response reports.
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The current records management system (RMS) is computerized and compliant
with NFIRS (National Fire Incident Reporting System) standards. The agency has
incident information, staff activity, and other analysis immediately available for review;
however data analysis is limited by the current system. The contract ambulance
company maintains patient care reports.

2, OVERTIME / COMPENSATORY TIME

The agency works to reduce overtime by scheduling absences in advance. The
current staffing of the department would allow a maximum two (2) absences before
overtime is required to fill minimum staffing requirements.

The table below illustrates the current actual daily staffing by unit/shift for the

period July 2010 — June 2011:

Auburn Fire Department
Average Staffing by Unit / Shift

Dail
Shift Unit 315 Engine 2 Engine 3 Engine5 Tower5 Average
A 1.1 3 3.25 3 3 13.35
B 1 3 3.38 3 3.09 13.47
C 1 3 3.33 3 3.09 13.42
D 1.2 3 3.33 3 3 13.53
Average 1.08 3 3.33 3 3.05 13.46

As illustrated above, the actual daily staffing for the Auburn Fire Department is
approximately 13.5 personnel, which is just slightly above the minimum staffing level of
13. D shift has the highest average staffing at 13.53 and A shift the lowest at 13.35
personnel on duty per shift.

As indicated above, the project team obtained a sampling of attendance rosters

for the first week of each month beginning in July 2010 and ending in June 2011. The
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following information is arrived from an analysis of this information and represents 83

shifts over the one year period with projections based on this data:

The unit with the most regular hours worked during each year was Engine 3,
which averaged a staffing level of 3.33 personnel each shift. This equals
approximately 80 man-hours available per day on Engine 3. Overall daily
average staffing was highest on D shift with approximately 325 man-hours
available on D Shift.

As shown above, Operations personnel within the Department worked an
annualized estimate of 1,226.4 overtime hours in FY 2010/11 (for all
reasons/types of overtime). This equates to a daily average of .14 overtime shifts
(24 hour shifts) each day during the fiscal year. The highest overtime occurred on
A shift with an average requirement of .21 personnel per day on overtime. Engine
2 on A shift also had the highest overtime requirement at .50 personnel per shift
on average or half the shifts requiring overtime to meet staffing requirements.

The final exhibit in this section shows the total amount of leave utilized by

Department personnel over the 83-shift sample period.

Auburn Fire Department
Leave Utilization, July 2010 through June 2011

Floating Comp
Shift Vacation Sick Injury Holiday Wellness Funeral Time Military Total
A 25 11 0 4 1 0 0 0 41
B 20 13 0 5 2 0 0 3 43
C 14 14 1 2 5 1 2 5 44
D 21 9 4 3 0 1 0 0 38
Total 80 47 5 14 8 2 2 8 166

As shown above, leave utilization (vacation, holiday, sick leave, etc.) is fairly

consistent between the four shifts over the 83-shift period. The shift with the highest

utilization of leave time was C-shift with 44 shifts of leave and lowest leave rate used by

D-shift with 38 shifts of leave used. Based on these figures the agency should expect

shift personnel to use the equivalent of approximately 729 shifts or 17,490 hours of

leave on an annualized basis.
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3. LABOR / MANAGEMENT RELATIONSHIP

Having established labor management relations allows the organization to
develop rules and policies, which govern and organize employment. This establishes
the regulations and ensures they positively affect the needs and interests of the
employees and employers.

The Auburn Fire Department has well established employee representation. The
Shift personnel are represented by Local # 797 and have a current bargaining
agreement went into place effective January 1, 20110 and expired on December 31,
2011. This agreement states it is the sole bargaining agent for all members of the
Auburn Fire Department except for the Chief, Deputy Chief and clerical staff and
includes firefighters, lieutenants, captains and battalion chiefs.

There was discussion during interviews that the Union is too involved in internal
operating issues and the agency would be better served by allowing administration to
run the department with the Union focused on employment issues. There was also
discussion related to the ineffectiveness of discipline, as all supervisors are part of the
same bargaining agreement as line staff.

4. DISCIPLINARY SYSTEM

The maintenance of discipline in an emergency services organization is
paramount toward ensuring the agency is well run. There is a fine line between allowing
members the latitude to perform functions using their best judgment and holding them
accountable for their actions. Employees should be encouraged to behave in a way that

exhibits high morale and maintains a safe and healthy working environment.
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The City of Auburn has published and adopted a formal, progressive disciplinary
process that applies to all City employees. Members of the Union have a specific
evaluation policy that guides annual performance evaluations. The current Union
Contract further clarifies the grievance process and specific steps, which must be
followed during and employee filed grievance.

5. RECRUITMENT AND TESTING

As is the case with all businesses, the recruitment of the right personnel is an
important function for emergency service agencies. There is tremendous trust placed in
public safety personnel by the community. All applicants should be assessed for those
attributes considered most important to effectively perform the position for which they
applied. The hiring process should be comprehensive to ensure that the personnel are
both capable of performing the emergency service delivery tasks and that they will be
positive ambassadors for the fire department.

The Human Resources department serves as the main recruiting arm of the City
of Auburn. The department accepts the requests to advertise for positions and
advertises in selected publications. The Fire Department assists Human Resources in
the process.

The agency should formalize the recruitment and testing process to include a
policy to ensure all applicants are handled consistently during the process. The program
should include the following components:

1. A mechanism to identify and announce positions (7B1).
2. The agency and city members that will be part of the recruitment and

selection process (7B2).
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3. The processes and screening devices that will be used for the recruitment
and selection of personnel to ensure compliance with local, state and federal
requirements (7B3).

4. How the agency will work toward achieving a workforce that reflects the
population served (7B4).

Recommendation 15: Develop a formal recruitment and selection policy that is in
compliance with local, state and federal requirements.

Recommendation 16: Develop, validate, and implement a Candidate Physical
Ability Test (CPAT) testing process to ensure candidates have the required
fitness to engage in firefighting activities.

Recommendation 17: Utilize medical physical assessments that follow job related
standards such as are found in NFPA 1582.

6. FIREFIGHTER HEALTH AND WELLNESS

The physical demands of firefighting and emergency response activities require
that members actively incorporate health and wellness into the work environment.
Benefits related to the cost effectiveness of injury prevention as related to rehabilitation
and work replacement is well documented.

The City of Auburn has an established a Health Promotion Program designed to
improve the health of each employee, their spouse and dependents through a personal
risk assessment, continual education and personal wellness plans. This is a voluntary
program, primarily focused on prevention.

The Auburn Fire Department provides employees with time and equipment to
work out while on duty and encourages them to do so. There are no policies in effect to
guide and direct the fitness program of the agency. The agency should develop a policy,

which meets the recommendations included in NFPA 1500, Standard on Fire
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Department Occupational Safety and Health Program. The policy should place the
responsibility for safety and health on all members of the agency and task supervisors
with enforcing the requirements of occupational safety and health. The Auburn Fire
Department also does not have a provision for fithess evaluations of employees to
ensure they are fit for duty.

Recommendation 18: Develop a policy to guide and direct the fitness program of
the agency (7G5).

Recommendation 19: The agency should provide for initial, regular and
rehabilitative medical and physical fitness evaluations (7G1).

Recommendation 20: Train shift personnel from each shift according to the
IAFC/IAFF Peer Fitness Standards to further guide the fitness and wellness
program for the agency.

Recommendation 21: Administer a stress test at the time of hire and periodically
on incumbent employees based on age and risk factors.
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4. INCIDENT STAFFING

In order for a fire department to successfully mitigate emergency situations it
requires an adequate, well-trained staff of emergency service personnel to utilize
apparatus and equipment effectively and efficiently. When there are too few emergency
personnel at a scene the response effectiveness is reduced and the risk of injury to
those responding increases.

There are a number of tasks, which must occur simultaneously to adequately
combat different types of fires. The absence of adequate personnel to perform theses
tasks requires each task to be prioritized and completed in chronological order. These
fire ground tasks include command, scene safety, search and rescue, water supply, fire
attack, pump operations, ventilation, back up, and rapid intervention.

An initial full alarm assignment should be able to provide personnel to
accomplish the following tasks:

. Establish incident command outside of the hazard area. This will allow
coordination and direction of the incoming emergency response personnel and
apparatus. A minimum of one person should be dedicated to this task.

. Establish an uninterrupted water supply of at least 400 gallons per minute for 30
minutes. Once established the supply line can be maintained by the pump
operator to ensure uninterrupted water supply. A minimum of one person is
assigned to this task that can then assume support role.

. Establish an effective water flow rate of 300 gallons per minute. This will be
supplied to a minimum of two hand lines each operating at a minimum flow of
100 gallons per minute. Each hand line must have two individuals assigned with

one serving as the attack line and the other as a back-up line.

. Provision of one support person to handle the hydrant hookup, utility control,
forcible entry, and assist in deploying fire hose lines.
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o Establish a search and rescue team. Each team will consist of a minimum of two
personnel.

. Establish a ventilation team. Each team will consist of a minimum of two
personnel.

. Establish an initial rapid intervention team (RIT). Each RIT team shall consist of a

minimum of two properly trained and equipped personnel.

Critical tasking will vary depending on the size and nature of the incident. The
Commission on Fire Accreditation International (CFAI) provides a sample critical tasking
analysis for the number of emergency workers required for the various levels of risk ©.
The CFAI analysis is summarized in the table below showing the minimum required

personnel to mitigate the initial emergency response requirements by occupancy risk:

Maximum Moderate
Critical Task Risk High Risk Risk Low Risk

Attack Line

Search and Rescue

Ventilation

Backup Line

Rapid Intervention

Pump Operator

Water Supply

Support (Utilities)

Command

Safety Officer

Salvage/Overhaul

Command Aid

Operations Chief

Logistics

Planning

Staging Officer

Rehabilitation

Division Supervisors

High-rise Evacuation 10

Stairwell Support 10

Total Personnel 50-51

* *
* *
* *
* *

N[NNI DD

4 4
2 2
2 2
2 2
2 0
1 1
1 1
1 1
1 1
1 1
0 0
1 0
1 0
0 0
0 0
1 0
1 0
1 0
0 0
0 0
2 1

1-22

0 OO0 0|0 |00 |O(O|O(= ||| OINo|IoIN

4-15 -9

*Tasks can be performed by the same individual ~ **Task can be performed by the attack crew
It is essential that there exist a response plan in place to be able to deliver a

sufficient number of personnel to the scene to accomplish the critical tasks. Structure
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fires are the most labor-intensive incidents and depending on weather conditions can
require additional personnel to maintain an effective operation. The majority of risks in
the City of Auburn will fall into the moderate category as this risk category describes a
typical single family home. As the size of structure, complexity of the incident, or life
safety risks increase so does the risk category. For this reason high occupancy and
unprotected structures fall into the high-risk category. This will include assemblies,
schools and buildings in the historic downtown.

At current minimum daily staffing levels, AFD has 13 personnel available for
immediate response to all emergencies. If fully staffed the daily workforce can be as
high as a maximum of 15 personnel. As shown above this is an effective response force
for the typical risk found in Auburn, but not for the more complex risks in the community.
It is not fiscally possible or responsible to staff for the worst-case scenarios, which is
why Auburn, like most communities has mutual aid agreements in place with
surrounding jurisdictions.

Lewiston is the agency with the closest proximity to the high and maximum risk
occupancies and has a typical daily staffing of 21 firefighters. This additional response
can bring the effective response force to 34 — 36 firefighters, which is sufficient to
handle most risks in Auburn.

There are two methods by which resources are typically shared by municipalities,
mutual aid and automatic aid. Mutual aid is a traditional agreement where assistance is
requested from surrounding jurisdictions when the size and scope of an incident or
series of incidents exceeds the resources of the responsible agency. In an automatic

aid agreement resources are shared by sending the closest available unit to emergency
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incidents regardless of jurisdictional boundaries. This ensures the timely arrival of

emergency response personnel.

In order to receive credit under ISO requirements, an agency must have a written
automatic aid agreement, which:

. Includes a prearranged first-alarm response according to a definite plan.

. Aid is provided 24 hours per day, 365 days a year.

. Offsets a need in the community. For example a neighboring agency’s ladder
company responding by an automatic aid agreement can meet the ladder
requirement if it is able to cover at least 50 percent of the ladder company
standard.

Auburn Fire Department currently operates with a “mutual/automatic” aid
agreement with the City of Lewiston and a “Automatic Mutual Aid Agreement with
Turner, Minot, Poland, Durham, Oxford and New Gloucester.

The following map shows the mutual aid travel that can be expected from
Durham and Lewiston in the summer months with clear road conditions. As shown there

are several areas of Auburn where Lewiston can provide excellent response times and

pre-arranged automatic aid by call type would greatly benefit the City of Auburn.
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Travel Time Capability (Summer) - Mutual Aid Service Area
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It is also important to consider how adverse weather conditions will impact
response from mutual/automatic aid partners. The following map shows the expected

travel times in the winter months with snow covering the roadways.

Travel Time Capability (Winter) - Mutual Aid Service Area
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As shown, the travel area covered in 6 minutes or less is much smaller, but
Lewiston is still able to provide effective coverage to a portion of the City of Auburn.
For mutual aid in the rural areas, where much of the response force is on call, it is even
more critical to ensure mutual aid partners are responding immediately. This is
especially true on fire calls where they are relied upon to bring a tender to establish a
water supply.

The following map shows the expected travel times of mutual aid partners to the

rural areas of Auburn.
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As shown, the Auburn Fire Department can typically expect a tanker to take from

nine (9) minutes to well over 13 minutes to respond to a working fire in the rural areas.
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Recommendation 22: Establish pre-arranged first alarm response plans with the
City of Lewiston to respond to critical incidents at initial time of dispatch.

Recommendation 23: Establish an automatic first alarm response plan with rural
mutual aid partners for any reported working fire.

2, EMERGENCY RESPONSE ACTIVITY

The current trend for fire departments across the country is that there is a
declining number of fire calls over the past decade. As the frequency of fire calls
reduced, the workload of fire departments increased as they became increasingly
responsible for more issues in communities, these include: medical calls, haz<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>