Round Rock
Fire Department

Memo

To: All Personnel

From: Deputy Fire Chief David Smith
Date: January 13, 2005

Re: MAG Report

PLEASE READ THIS BEFORE YOU READ THE REPORT

We have received the report from our consultants and it is now available for your review. | want your
feedback on this report and its recommendations, and look forward to your comments. All input we
receive is valuable and will be considered before we recommend a final plan for the City Manager's
and City Council approval.

It's important to remember that what is contained in this report is not the final say on Fire Department
planning. This report has three options regarding station location, staffing and equipping. These are not
the only options we will consider. We are awaiting a similar report from the IAFF. We will review the
options in both documents, discuss them internally, discuss them with the City Council and also get
public input on the proposals. Based on all the input we receive, we will develop a plan that will enable
the Fire Department to meet its mission.

Our mission is: “Through a professional, well-trained and safe work force, the members of the Round
Rock Fire Department are committed to delivering the highest level of fire suppression, emergency
medical, fire prevention and disaster services within the City's financial capability for our rapidly
changing residential, business and corporate communities.”

The MAG report and overall RRFD issues will be among the primary topics of discussion at an all-day
City Council retreat on Feb. 16. That's our first milestone in this planning process. Based on direction
from the City Council, City Manager and Chief Hodge, we will continue to refine the plan in the months
to come. Your input will continue to be solicited as we move forward.

There are also organizational recommendations. Again, these are only recommendations. Chief Hodge
will have the final say and will certainly consider these recommendations as he reviews the
Department and makes decisions on our organizational structure and staffing. Again, your input is vital
in this decision making process.

So please take your time in reviewing your report, and make sure you put your comments in writing —
either in email or handwritten notes, it doesn't matter — and forward them to me. Il get them compiled
in a one document to make sure no one’s comments slip through the cracks.
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January 11, 2004

Mr. David Smith

City of Round Rock

221 E. Main Street

Round Rock, Texas 78664

Dear Chief Smith:

Enclosed is a report for the Operational Review of the Round Rock Fire Department
performed for the City of Round Rock by Management Advisory Group.

As you know, the study was initiated in early October at a meeting with yourself, the City
Manager, and Fire Department management team members. Substantial written
information and maps were provided by City staff, for which we are most appreciative., We
visited all stations and toured the City to ensure that we had an understanding of the
environment. As you know, we also met with Williamson County EMS.

During October, we met with the Advisory Committee to obtain their input into the study.

In early November, we provided written feedback in the form of preliminary findings and
observations in order to help in your assessment of candidates for the position of Fire
Chief. We hope that information was helpful to the City Manager as part of the selection
process.

We look forward to discussing the study results with you and others who have a sustained
interest in ensuring a highly successful Fire Department.

Sincerely,

Donald C. Long
Senior Vice-President
Management Advisory Group, Intl., Inc.

Cc:  City Manager Jim Nuse
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EXECUTIVE SUMMARY

Overall Purpose of the Study:

The City of Round Rock sought a comprehensive assessment of the management
and organization of the fire protection services, fire related emergency response
services as well as emergency medical services within the City. The City requested an
immediate analysis and a long-term (10 years) vision for fire and EMS services.

This work effort has been the result of a cooperative and excellent working
relaticnship on the part of all parties. The project has included extensive interactions with
stakeholders in the organization, including management, employees, union members
- and others in the community with substantive observations or information to share,
Positive Points

Often, consulting reports will identify concerns and only focus on determining
methods to improve upon those concerns. As a result, the strengths within the
arganization can be overlooked. We offer the following positive items for consideration:

* The fact that the City Manager initiated an outside review of the Department, with
the goal of identifying any concerns, in order to prepare the Department for the
challenges of the future, is a positive step. This is a risk taking strategy that not
all municipal managers are willing to take.

» Communications with the work force appear to have improved within the last year
due to initiatives of the city management team, including the establishment of an
internal advisory committee for fire services. The management team has
demonstrated its interest in listening to employee concerns.

» Relationships internally appear to have improved due to a more open and

constructive set of interactions between Department management and
personnel.

» Personnel within the Department appear to be dedicated to improving the day to
day operations of the Department to ensure a good quality of service to citizens.

* The desire to create and implement a strategic plan that includes a wide range of

recommended improvements is an excellent signal to the community that the City
intends to aggressively address the anticipated future growth in the community.
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Executive Summary

* The condition of the apparatus and facilities indicate that Department personnel
have pride in their department.

* Department personnel's rapid response from quarters indicates that they are
motivated to provide a superior level of service.

* The interest in this study shown by personnel at all levels indicates a desire to
create a superior fire service organization.

Study Approach/Methodology

The first portion of the study included a documentation and assessment of the
issues and existing operations of the Department. The second major portion of the
study was the creation of a series of recommendations that focused on the critical
items for the study. Recommendations are balanced between the desired level of
services and the cost-effectiveness of delivering those services. The third major portion
of the scope of work has been the preparation of a report that includes a master plan of
action. The Implementation Table includes time lines for action, responsibility for
ensuring that actions are taken, and any fiscal impact anticipated as a result of each
component of the plan.

Fire Department Staff Observations
MAG met with all levels of the Fire Department organization, including
management and staff positions. Selected observations included:
« There is no existing strategic plan.

» If analysis indicates that the City should pursue a higher or different level of
EMS services now, then that should be recommended.

= Staff agreed that by planning ahead over at least a five year period, the
ability to pay for changes would be more easily absorbed.

e There was some level of agreement that there are overlapping response
areas in the central portions of the city.
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Executive Summary

e The Department has not planned sufficiently and has not made
incremental requests for resources. The Department has typically received
very little relative to the perceived level of needs.

» Problems within the Department have evolved over time due to
“management style”. The relationship with the union is not perfect, but the
overall relationship is perceived as better with the change in management.

» Department staff indicated that current communications with the City
Manager are positive. The current City Manager provides a forum for input
through regular meetings.

¢ Department staff concludes that the County wants to provide the entire
EMS service without service contribution from the City, and that the City’s
leverage is the housing of County EMS staff at City stations.

*» Round Rock Fire Department staff indicated that the VFD currently has
“limited” usefulness, due to their other time obligations and the increasing
level of training required in the fire service.

e The union indicated that the dispatch service is “horrible” and that average
dispatch times are approximately two minutes. The goal for the average
dispatch time is one minute 15 seconds. The Police Department staff
indicated an average of approximately 30-45 seconds. That level of service
appears fo apply only to accidents (major and minar) in which the police
depariment has been on scene and has collected information already.

* The City has grown significantly in the 1990’s, and continues its growth.
The City has established a development friendly environment. The General
Plan forecasts that the current 80,000 population level will rise to 121,350
in 2014 and to 145,000 by the year 2020.

Major Recommendations

The report includes numerous structural, operational, and financial
recommendations. These recommendations are detailed in section 4.0, and
summarized in section 5.0, where an Implementation Table is provided. Several major
options for service delivery are detailed, with each approach identifying personnel levels,
major apparatus, and operational issues that would need to be addressed. Major

recommendations may be classified into several areas of review. They include:

m Executive Summary
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Executive Summary

Policy:

Develop Service Level Guidelines and submit to Advisory Group for input, then
to Council for formal adoption.

Develop RRFD response Goals and Objectives.

Determine future fire station locations based on computer assisted map
analysis and adopted RRFD response goals and objectives.

Establish a written agreement with WCEMS for delivery of EMS within the City.
Reconsider policy requiring dispatch of RRFD for every EMS incident.
Establish EMS Peer Review Process.

Evaluate and implement, as determined, RRFD EMS options.
Emphasize utility in future station design.

Encourage RRFD personnel input on station design.

Develop plan for Accreditation effort for submission to CM and Council.
Develop “firm” RRFD training objectives.

Provide overtime funding for training.

Establish Code Enforcement Qbjectives.

Develop a code enforcement policy.

Develop formal agreement regarding evolvement of RRVFD to RRFD
Reserve.

Organizational:

L ]

Expand Advisory Group (AG).
Implement recommended administrative organization structure

Establish EMS Advisory Committee.

Operational:

-

Integrate RRFD and CAD system data.

Take necessary action to improve dispatch of RRFD.
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Expand AED Public Access Program.

Use computer assisted map analysis for future station location determination.
Establish personnel performance feedback for significant incidents.
Determine & Implement RRFD Deployment Plan.

Develop a fire inspection manual.

Transfer all Information Technology responsibility and authority to a new Data
Analysis Unit.

Implement RRFD Reserve program.

Adopt NIMS for management of all incidents

Modify RRFD’s involvement in non-mission programs.

Assign primary training responsibilities to Company Officers.

Develop company equipment standards.

Establish a RRFD Fleet Maintenance Unit

Transfer all administration clerical functions to a new Administrative Unit

managed by an Administrative Assistant, reporting directly to the Chief of
Department.

Personnel:

Establish position of RRFD Medical Director (MD).
Establish a Data Analysis Officer position at the Captain level

Establish a new Platoon Adjutant’s position at the Captain’s level for each of
the 3 Platocons.

Establish a RRFD EMS Coordinator/Training position at the Captain's level.
Establish a Training / Safety Officer at Battalion Chief level.

Re-designate the Fire Marshal's position as a Battalion Chief's position.
Establish an Assistant Fire Marshal position at the Captain's level

Establish an Assistant Training/Safety Officer position at Capt's level.
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Establish a non-sworn Training Specialist position to assist in development of
RRFD training programs.

Delete both Lieutenant positions now assigned to Training.

Establish a non-sworn Specialist position for public fire and life safety
education.

Increase Dispatch Center Staffing.
Establish a Chief Fire Mechanic position

Transfer to Mechanics to the recommended RRFD Fleet Maintenance Unit

Capital Improvement:

Create a new EOC facility adjacent to Dispatch Center

Provide Mcbile Computer Terminals for Reserve Apparatus

Upgrade EMS dispatch hardware/software.

Use metal, modular construction to facilitate relocation of future fire stations.

Replace current Command Apparatus with van design vehicles.

Purchase reserve aerial apparatus (if Option 1, 2 or 4 selected for future deployment).

Service Options:

There are three major options for service delivery that are discussed in the report.

They each address stations, staffing, and apparatus requirements. Costs for each are

identified for the near term (1-2 years), mid-term (2-5 years), and long-term (5-10 years).

Itis suggested that a determination of future RRFD deployment should be made before

any further apparatus or station improvement investments are made. The costs for the

three options are as follows (personnel costs are annualized):
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Term/Option One Two Three
Near Term Facilities: $3,000,000 Facilities: $4,000,000 Facilities: $3,000,000
i Apparatus: $1,775,000 | Apparatus: $1,400,000 Apparatus:$2,100,000
Personnel $1,890,000 | Personnel: $1,840,000 Personnel:$ 575,000
Mid Term Facilities: $1,000,000 Facilities: $ 0 Facilities: $1,000,000
Apparatus: $ 0 Apparatus: $0 Apparatus:$1,400,000
Personnel: § 0 Personnel$1,350,000 Personnel:$ 800,000
Long Term Facllities:Undetermined | Facilities: Undetermined Faciliies:Undetermined
Apparatus: $ 0 Apparatus: $0 Apparatus: $§ 700,000
Personnel: $§ 0 Personnel: $0 Personnel $ 400,000
TOTALS Facilities:$4,000,000 Facilities: 4,000,000 Facilities: $4,000,000

Apparatus: 1,775,000
Personnel: $1,890,000*

Apparatus: $1,400,000
Personnel: $3,190,000*

Apparatus: $4,200,000
Personnel: $1,775,000*

* Annual recurring costs

Executive Summary
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1.0 SCOPE OF WORK

Overall Purpose of the Study:

The City of Round Rock sought a comprehensive assessment of the management
and organization of the fire protection, fire related emergency response services as well
as emergency medical services within the City. The City requested an immediate
analysis and a long-term (10 years) vision for fire and EMS services. The City asked for
specific recommendations on key elements of fire service provision.

This work effort has been the result of a cooperative and excellent working
relationship on the part of all parties. The project has included extensive interactions
with stakeholders in the organization, including management, employees, union
members and others in the community with substantive observations or information to
share.

Our consulting team worked closely with members of the city management team,
members of the Fire Department, and others within the City structure to aggressively

evaluate all options for improving efficiency and effectiveness of operations.

Specifics of the Scope of Work:

The overall purpose of the study effort is to conduct an operational review of both
operations and administration of the Fire Department. The enclosed report includes the
following analyses:

s Inventory and evaluation of resources available to the Fire Department,

including staffing, equipment and facilities;

m  Reference to national, state and local regulations and standards;

= Evaluation of existing Fire Department major operating policies and

procedures;
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Scope of Work

= Demand projections and target levels of fire protection service, fire-related
emergency response functions for the City reflecting the impact of population
growth and development and taking into consideration the Comprehensive
Land Use Plan, policy direction of the elected officials, input from key
stakeholders, future growth and its geographic distribution:

= Standards developed by the National Fire Protection Association, Insurance
Services Office, or other established standards:

s Short-term, mid-term and long-term methods to achieve and maintain the
target levels of service throughout the City, including staffing and resources:
and,

= Strategies that could apply to the current or recommended service delivery
methods that would increase the efficiency and effectiveness of fire services

both short term and over the next 10 years.

The enclosed repoert includes a comprehensive analysis of all major factors

affecting the delivery of fire and EMS services in the City of Round Rock.
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