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INTRODUCTION
The current economic conditions are tough on everyone but also offer an opportunity. In the Fire Service, we must re-learn the art of tightening our belts, constantly evaluating our operations and programs, and reflecting on how we do things…better, smarter and in communities of collaboration.

Nowhere is this truer than in the fire and emergency medical services (EMS) community, which provides lifesaving support to the communities and those we are sworn to serve.

As Fire Chiefs and Chief Executive Officers, from experienced fire and EMS chiefs across the nation, we need to know how to improve leading our departments through these tough times…to understand the most effective strategies – the common pitfalls – and some best practices for collaborating with staff, our elected / appointed public officials and others in our community in making tough resource decisions.

Fire/EMS departments across the country are feeling the fallout of the depressed economy. A sinking housing market is dragging property values down, and with them property tax receipts. Unemployment and rising debt have depressed retail sales and sales taxes. And stock markets plunged as the U.S. recession was officially declared in December 2008.

Hence, the genesis of this innovative program. 
Program Benefits include: 
· Outstanding example of collaboration and partnership

· Enhanced Emergency Medical Services to community

· Improved labor-management relations due to joint venture

· Improved interpersonal communications between labor and management due to program involvement and cooperation from all members of the organization 

· Increased focus on goals benefiting both the organization and its members 

· Regional approach to fire protection / EMS

· Efficiencies of public sector delivery system in tough economic times

We must think of our departments and fire districts as businesses—albeit unique - not just a place of public service. When we approach planning and budgeting in this matter, we can better understand and analyze our business and how to run it more effectively and efficiently. 

We jointly looked at how we were currently operating our business, and challenged ourselves with whether we were doing everything we need to be doing, and are we doing it as efficiently as possible? 

SYNOPSIS
The Lisle-Woodridge Fire Protection District and the Naperville Fire Department share a common border in their response areas located approximately 25 miles west of the City of Chicago in northern Illinois.  The two agencies work closely together to address fire suppression, Emergency Medical Service, Technical Rescue, Water Rescue and Hazardous Materials incidents in their respective districts.  Together with the Downers Grove Fire Department and the DuPage County Office of Homeland Security and Emergency Management, the agencies form Division 16 of the Mutual Aid Box Alarm System (MABAS), often regarded as one of the premier Mutual Aid networks in the United States.

On a routine basis, an Ambulance from one of the two jurisdictions is assigned to “change quarters” to the other agency to provide response coverage when multiple incidents are in progress.  While this same activity also takes place with fire suppression equipment, the movement of Ambulances happens on a much more frequent basis due to the increased demand for Emergency Medical Services.

Fire apparatus and Ambulances have certain staffing requirements that need to be met to provide safe and efficient services.  To maintain these levels, additional personnel are placed on each of the three duty shifts to accommodate personnel who are scheduled off work for benefit time.  On days when fewer personnel are off-duty utilizing benefit time, this “over-staffing” principle provides additional on-duty personnel.   These personnel are assigned to apparatus based on local policy and/or contractual agreement. For example, a pumper that normally has three personnel during periods of minimum staffing may be increased to four personnel when fewer personnel are scheduled off for benefit time.  This temporary increase in unit staffing serves to improve the efficiency of that one fire unit, but may do little to improve the overall efficiency of the agency.

Both Departments recognize that staffing one unit with one additional person provides limited improvement to the overall efficiency of their organization.  However it was also recognized that when Lisle-Woodridge and Naperville both have an additional person on duty, the two personnel could be joined together to work on an Ambulance that can serve both districts. By doing this, the two agencies have seen an increase in their service delivery capabilities by having this additional Ambulance available to respond to incidents.  Each agency contributes one paramedic to staff the unit, and the unit has a primary response district that encompasses portions of both jurisdictions. 
The original intent of this program was to provide additional Ambulance service to the communities involved at no cost.  That is accomplished by utilizing personnel who are already on-duty, to staff a fully equipped reserve Ambulance that is not normally available for emergency responses.  However in 2009 both Lisle-Woodridge and Naperville continued to experience the challenges brought forward by reduced revenues that resulted in the need for reduced spending.  These spending reductions resulted in decreased funding available for overtime expenses, which subsequently led to decreased daily staffing levels for each agency.  This program serves to not only provide additional Emergency Medical Services on days when staffing levels are higher than normal in each agency, but it also allows for an Ambulance to be placed in service on days when staffing levels fall below standard due to overtime spending restrictions.

The program has been operational since May of 2010 which has allowed for one full quarter of data analysis.  Positive results have come out of the program including reduced response times to several emergency incidents and increased response capabilities for several other incidents.  A more detailed summary of the impact this unit has had on the agencies will be available when response data is analyzed at the six and nine month marks.

The most innovative characteristic of this program is that one Fire Protection District and one Municipal Fire Department were able to take one person from each agency and jointly staff an Ambulance to provide an increased level of Emergency Medical Service to both communities.  

Some of the obstacles associated with this program included gaining support for the program from the Naperville City Council, the Lisle-Woodridge Fire Protection Board of Trustees, Naperville Professional Firefighters Local 4302 and Lisle-Woodridge Firefighters Local 2986.  Contractual considerations included the fact that personnel from one agency would now be assigned to work in another agency’s fire station, under the direction of a supervisor from that neighboring agency.  Workers Compensation, employee performance evaluations and disciplinary procedures were additional concerns raised by the labor unions. From which fire station would the unit respond and what geographical area it would cover were additional matters to address.  Cost considerations were also a matter of discussion including maintenance and operation of the vehicle itself, equipment, supplies and recovery of Ambulance transportation fees.  Additional obstacles included the fact that both agencies communicate on different radio systems operated by different Public Safety Answering Points, and have similar yet different Standard Operating Guidelines, and approval was needed for modifications to the Emergency Medical System Commitment Papers  
No new issues, problems or unintended consequences have arisen out of this program since its inception.  In fact, the program has worked very well and none of the “serious concerns” brought forward by the labor unions during initial discussion of the program have surfaced to date.  Personnel have intermingled with each other very well and several emergency medical incidents have been handled with great success.

INNOVATION/CREATIVITY

This program demonstrates innovation in that two similar, yet different agencies were able to overcome several obstacles to combine their individual resources, specifically personnel, to provide an increased level of service to their citizens at virtually no cost.  While no new technologies were used in this program, existing technologies needed to be modified to allow for accurate Ambulance reporting, accurate response time data gathering from two different agencies, accurate emergency incident communications and accurate emergency dispatching into two different communities.

No private consultants were used in this program however each agency and each labor union had consultation from their legal staff prior to the implementation of the program. 
OUTCOMES ACHIEVED

The original intent of the program was to supplement existing Standards of Coverage for the two agencies by placing one additional Ambulance in service to cover a designated geographical area.  The result would be twelve Ambulances being available to cover medical emergencies in an area that is usually protected by eleven Ambulances.  This was truly intended to be a service enhancement.

As the program developed further and each agency became faced with the challenge of reducing overtime expenditures, the medic-sharing program became an integral component in maintaining basic levels of service in the two agencies.

The “health of the community” is better protected by having additional emergency medical personnel available in a staffed and equipped unit able to respond to incidents in either jurisdiction as needed.

APPLICABLE RESULTS AND REAL WORLD PRACTICALITY  
By breaking through commonplace thinking and the plague of doing things the way we have always done them, the Lisle-Woodridge Fire District and the Naperville Fire Department were able to provide an increased level of service to their residents at no cost.  

This same program could just as easily be implemented in other fire service entities that provide emergency medical services.  By using a reserve Ambulance and personnel who are already on-duty, both Lisle-Woodridge and Naperville are able to provide better Ambulance coverage to a mutually agreed upon response area.
While this synopsis centered on the program as it pertained to Emergency Medical Services, this concept should also be considered for other types of service and apparatus as well. The main point of this presentation is that two jurisdictions examined their resources and corresponding geographic areas in an effort to maximize the efficiencies of the overall resources in order to cover risk factors that are present. The same concept could be used for fire suppression and other service deliveries that may be present. For this presentation the focus was EMS, but this program’s universal application will cause some creative thinking amongst those who choose to adapt to the application.

CASE STUDY PRESENTATION

This material will be presented in a lecture format with PowerPoint material to accompany the speaker.  Handouts of the presentation will be developed and will include the applicable response data and overall impact information. 
