City of Oakland Park Fire Rescue Department Adaptive Response Program
Economic restraints caused by falling revenues coupled with public mandated tax reform revealed an impending threat to the Fire Rescue Department’s core mission of providing pre-hospital emergency medical services, fire prevention and fire suppression control.  The Fire Rescue Department utilized a collaborative labor/management process which engaged the internal (Department) stakeholders to avoid layoffs of employees. At the same time, a commitment to provide an acceptable level of customer service was determined with the application of nationally recognized emergency response time and safety standards.  Realizing that traditional staffing and emergency response unit applications could not continue without a reduction in firefighter/paramedic workforce or increase in emergency response times created the need for out of the box thinking. 
Utilizing existing technologies, primarily GIS mapping and computer assisted performance data, emergency service response zones were redefined.  No outside consultant was used, however, the Chief of Fire Rescue applied his experiences as a team leader and peer evaluator for the Commission on Fire Accreditation International (CFAI).  Fire Rescue Department core competencies and performance indicators from the CFAI Fire and Emergency Self-Assessment program were shared with City staff and Fire Rescue Department members to determine the applicable performance standards for this initiative.

Fire Rescue consensus standards are determined by the National Fire Protection Association (NFPA) and Commission on Fire Accreditation International (CFAI). The City, using the NFPA, CFAI and Emergency Self-Assessment Program standards as well as the City’s Performance Excellence Initiative Sterling criteria, was able to identify key resident/customer requirements, needs and changing expectations and address them by routinely attending homeowner association meetings and reviewing the department’s customer satisfaction surveys. The implementation of the program 
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reflected the City’s conscious effort to maintain a high level of service while minimizing costs. The following were addressed:

· Calls for Service – residents/customers expect the Fire Rescue Department to respond to fire and emergency medical services calls within an acceptable time.  

· Appropriate Staffing levels – residents/customers expect the Fire Rescue Department to provide an appropriate level of staffing to calls for service.

Reduction of costs (overtime) – residents/customers expect the Fire  Rescue Department to minimize cost increases and reduce cost where appropriate. 
· In addition, as part of the City’s ongoing “green” effort, there was a savings in fuel and emissions as a result of the On-the-Quiet response of many of its vehicles. If multiple response units are required, the only unit that responds in an "emergency response mode" is the first due unit, while subsequent units respond consistent with normal traffic unless or until the severity of the emergency is confirmed by the first arriving unit.  Thus the On-The-Quiet response minimizes the community risk associated with unnecessary accidents and reduces fuel and maintenance expense.
The program provided for an improved incident reporting quality control program which allows Staff to provide residents/customers’ accurate data regarding time of call, time of dispatch and time of arrival. This information is now readily accessible and is provided routinely as part of the Fire Rescue Departments Performance Measure Management System.  

The health of the community was improved as the Fire Rescue Department was able to meet or exceed performance standard expectations. For example, over the City’s last fiscal year, the Department was able to meet the following standards:
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· NFPA Standard:  “Fire suppression resources shall be deployed to provide for the arrival of an engine company within a four-minute response time and/or the initial full alarm assignment within an eight-minute response time to 90% of incidents.
· CFAI Standard: “First unit arrival within 5 minutes/12 seconds and all first alarm units arrive on scene within 10 minutes/24 seconds -70% of the time”.
· “EMS Standard:  Advanced Life Support (ALS) shall be deployed to provide for the arrival of an ALS company with an eight-minute response time to 90% of incidents.”

Since all governments are being tasked to maintain levels of service with declining revenues, the City of Oakland Park’s Fire Rescue Adaptive Response Program is certainly something which can be applied to other jurisdictions.  The Fire-Rescue Department adopted these performance measures and initiated a number of operational efficiency programs to minimize the effect adaptive response would have on operational performance.  These efforts included:

· Reconfiguration of response zones to maximize utilization of available resources.

· An improved incident reporting quality control program to ensure accurate reporting of response time data.

· Encouraged personnel to reduce “turnout time”, the time from dispatch to station departure, through educational/motivational meetings.
The Adaptive Response Program has resulted in significant cost savings.  Since the implementation of the program in May 2007, six vacant positions in the Fire-Rescue Department were not filled in FY07/08 resulting in a cost savings of over $550,000.    In addition, during the first full year of Fire Rescue operating in the adaptive response mode 64% of the time, 362 shifts of overtime (8,688 hours) were prevented, resulting in cost savings of over $280,000.  The savings on fuel due to the On-The- Quiet (referred 
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to as such due to the equipment responding at normal speeds until the incident’s needs have been assessed by the first responder) is still being monitored.  

As for lessons learned, primarily, the Fire Rescue Chief and City Manager had to first build a relationship of trust and strategic vision.  The City Manager is tasked with continuing to balance a budget, meet the residents, employees and Commission’s expectations while continuing to provide acceptable levels of service.   The Fire Rescue Chief could not begin to implement such a cost savings program without the support of his firefighters, and without the communities’ full support which is evident by the continual positive surveys they receive, the program would not have been a success.  The timing of the implementation of the adaptive response program was critical:

1.  2003 – New Fire Rescue Chief hired

2. 2004  - Internal promotional structure changed

3. 2004-05 – Annexation drive created a strong City Hall/fire partnership

4. 2006 – By now, a strong labor/management relationship has been forged

5. 2007 – Oakland Park Fire Rescue Adaptive Response Program begins

This program was implemented on the heals of tax reform, prior to the recession and is a testament to the foresight and partnership between the Fire Rescue Department, City Hall and the City Commission.  Strategically, we continue on the path of financial sustainability while keeping a customer focus by providing the levels of service which makes Oakland Park a “Hometown Choice for Excellence.”  

