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SECTION 1. EXECUTIVE SUMMARY

The Center for Public Safety Management, LLC (CPSM) was retained by the C ity of Ottawa to
conduct a n Operational and Administrative Analysis for its fire department , which includ ed:

< A detailed review of department operations .
<The depar interactionh Wit Franklin County EMS .
<The depar wamdoad staffing, and deployment practices.

< An analysis of fire stations and fire apparatus .

This analysis includes a thorough review of  the organization structure, training, performance

measures, and prevention activitie s ananalysisof t he cityds fireandtamti on | ocat.i
evaluation of the co  -utilization of fire stations with Franklin County EMS.  Specifically, CPSM was
tasked with providing recommendations and alternatives regarding fire d epartment operations,

staffing levels , and alternative modes of operation for current service demand and in terms of
options that can  best position the department to respondto potential future growth in the
community .

CPSM analyzed performance data provi ded by the Ottawa Fire Department ( OFD) and also
conducted a firsthand  examin ationofthed epart ment 8s operati ons. Fire depa
deploy resources utilizing traditional approaches, which are rarely reviewed. To begin the

review, project staff asked for certain documents, data, and information. The project staff used

this information/da ta to familiarize themselves withthe depar t ment 6 s structure, asse
operations. The provided information was supplemented with information collected during an

on -site visit to observe the performance of the department and to compare that performance

to national benchmarks. CPSM will typically utilize benchmarks that have been developed by

organizations such as the National Fire Protection Association (NFPA), Center for Public Safety

Excellence, Inc. (CPSE), the ICMA Center for Performance Measurement, as well as others.

Project staff co nducted a site visiton May 2-4, 2023, for the purpose of observing fire department
and agency -connected support operations, interviewing key department staff, and reviewing
preliminary data and information. Telephon e and video conference calls aswellase mail
exchanges were conducted between CPSM project management staff, the city, and the fire
d epartment so that CPSM staff could affirm the project scope, and elicit further discussion

regarding this analysis.

The Otta wa Fire Department (OFD) isthe only career fire department in Franklin County. Though
OFD isa relatively small organization with limited resources , it is highly proficient in managing its
workload. OFD relies heavily on the recall of off -duty personnel, its volunteer workforce , and
mutual aid partners (primarily from nei ghboring volunteer agencies) in meeting service demand .
OFD works closely with Franklin County EMS, a county -based EMSagency , that isthe sole
provider of advanced life support  services (ALS) and ambulance transports throughout the

county. The OFD personnel with whom CPSM interacted demonstrated a profo und work ethic
and a commit ment to excellent customer service . However, OFD has limited resources and as
service demands continue to escalate , OFD will be required to expand its response capabilities .
The challenges in Ottawa are not unique nor are they insurmountable . CPSM will provide a series
of observations and recommendations that we believe will support OFD in fulfilling its mission in
providing both emergency and nonemergency response .

O - r - c -
C PS M Center for Public Safety Management, LLC




RECOMMENDATIONS

The Ottawa Fire Department is currently provid ing a range of excellent services to its citizens,
local businesses, the university, and visitors to the area. The departmentis well -respected in the
community and by  city leadership. In our evaluation we often  recognize the department when

we observe exceptional servi ce or alevel of proficien cy that stands out . In these situations, we
recognize the departmental efforts as a Best Practice . However, the OFD is limited in its capacity
to provide the range of services needed  and will be unable to meetany future growth in service
demand without considerable expansion. T hough the Ottawa Fire Department and its
leadership are continually seeking service alternatives that allow its personnel to provide services

as safely and efficiently as possible, it is essential  that efforts be takent o expand the overall
operational and administrative capacity of this organization.

Twenty-nine recommendations are listed below and are also found in applicable sections within
this report. The recommendations are based on best prac tices derived from the NFPA, CPSM,
ICMA, the U.S. Fire Administration, the International Association of Emergency Managers (IAEM),
and the Federal Emergency Management Agency (FEMA).

These recommendations are listed in the order in which they appear in th e report.

Kelly Days and Workweek

(See pp. 9-13))

1. The city should hire an Administrative Assistant to provided added clerical, administrative
and financial record -keeping support within the Fire Department.

2. The city should eliminate the Kelly Days for Operations staff and move to a payment of these
hours worked as overtime in order to increase on -duty minimum staffing.

3. The city should re -assign the current floating firefighter position to a permanent shift
assignment and use this additional person to help increase the on -duty minimum staffing
level from four to five personnel.

4. The city should hire two additional firefighters in order to increase on -duty minimum staffing
from four to five personnel.

5. Ottawashoul d revise its interpretation of o0time workedo
for fire personnel and exclude any sick leave or FMLA leave time taken as hours worked.

Alternative Response vehicles
(See pp. 13-14.)

6. The Ottawa Fire Department should consider the use of EMS squad units to handle EMS and
non-f i re related service calls in the cityds service a

Staffing and Deployment
Program Management Responsibilities
(See pp. 15-17.)

7. OFD should consider the expansion of program man agement duties for field personnel and
utilize these assignments to enhance career development and subsequently consider
successful fulfillment of these duties as a factor in the promotional process.

Promotional Process
(See pp. 17-20.)

CPSM 2




8. OFD should conside r expanding the promotional requirements for Driver, Lieutenant,
Captain , and Assistant Chief to include specific college coursework and degrees in the
areas of Fire Science and Fire Administration or related fields of study.

9. OFD should move to a regular  testing process for all promoted positions (Driver, Fire
Lieutenant, Fire Captain , and Assistant Chief). These testing processes should be specified in
written polic v, clearly identifying the components and weighting of the elements involved in
the testing processes.

10. OFD should formalize the step -up process for all promoted positions and use the existing
promotional lists to determine eligibility for step -up assignments.

Performance Reviews
(See pp. 20.)

11. OFD should provide a direct link to the employee pe rformance review process and utilize
these appraisals as a key component when considering employee promotions.

Fire Incident Reporting Review
(See pp. 21)

12. The Ottawa Fire Department should institute a Quality Assurance -Quality Improvement
(QA/QI) review p rocess for its fire incident reporting.

Fire Station Facilities
(See pp. 21-30.)

13. The Ottawa Fire Department should work with Franklin County EMS in developing a feasibility
study to expand and improve the station facilities utilized in their co -location arrangement.

Fleet Management
(See pp. 31-34)

14. The <ci ty 0sagemkene eDivisiodiahould institute a work -order tracking system that is fully
automated and that provides comprehensive records  on all work done to vehicles, along
with repair status and the associated costs

15. The city should institute a fire apparatus replacement fund that provides annual
contributions towards the replacement of this equipment on the basis of its expected service
life.

Fire Risk Analysis
(See pp. 36-40.)

16. The Ottawa Fire Department should conduct a formal fire risk assessment that concentrates
on the cityds downtown, stri p -lowooncugances, igh eiset abl i s hmer
structures, and industrial, processing, and institutional properties.

Ac creditation
(See pp. 43-44))
17. Ottawa should consider working toward CPSE Fire Accreditation in the future.

Fire Response Protocols
(See pp. 47-54.)

CPSM 3



18. Ottawa should consider the creation of a cadre of Reserve Fire and EMS personnel to
supplement staffing level sfor structure fires, larger events , and disaster situations.

EMS Response
(See pp. 55-57.)

19. OFD should work with the Emergency Communications Center to implement response
protocols that alter the OFD response mode when calls are determined to be minor or non -
emergen cy.

Performance Measurement
(See pp. 76-79.)

20. OFD should implement a series of performance measures that enable ongoing review of
service outcomes. The process of developing these measures should utilize input from OFD
members, the community, th e City Co mmission, and City Administration.

Fire Prevention and Code Enforcement
(See pp. 80-81.)

21. OFD should implement an internal recordkeeping process for all fire prevention activities
including fire inspections, plans review, special permitting, public education , and fire
investigations.

22. The City of Ottawa should implement fire plans review, inspection, and permitting fees in
order to recover the full cost of providing these services in the community.

Education and Training
(See pp. 83-85.)

23. The Ottawa Fire Department should consider the utilization of the Task Book process in
fulfilling probationary requirements for new firefighters and in the demonstration of needed
competencies or experience to qualify for promotional opportunities.

24. The Ottawa Fire Department should institute written and practical skills testing as part of the
department ds annual fire training plan.

Emergency Management

(See pp. 86-88.)

25. The city of Ottawa should work with Franklin County Emergency Manag ement to update the
County Emergency Operations Plan (CEOP).

26. The City of Ottawa should initiate an effort with Franklin County Emergency Management to
establish a joint County -City Emergency Management Leadership Team to support planning
and operational a ssignments in the emergency management process.

27. The City of Ottawa should designate a City Emergency Manager from a key department
(Police, Fire, or the City Managerdés Office),
emergency planning and coordina tion efforts in cooperation with Franklin County

28. The City of Ottawa should initiate an effort in which every city department develops and
exercises a Continuity of Operations Plan (COOP).

CPSM .
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Emergency Communications Center
(See pp. 88-89.)

29. The City of Otta wa should explore its options to provide supplemental funding to the Franklin
County Emergency Communications Center in order to improve staffing levels and the
number of dispatch circuits as identified in the Cit)y

8§88




SECTION 2. SCOPE OF PROJECT

The scope of this project was to provide an
independent review of the services provided by

the Ottawa Fire Department ( OFD) so that the
Mayor, City Co mmissioners, and other city
officials, including officials of OFD, could obtai n
an external perspective regarding the ci t ¥irés
and EMS delivery system. This study provides a
comprehensive analysis of the  OFD, including its
organizational structure, workload, staffing,

station locations, overtime, deployment, use of
volunteer pers onnel, training, fire prevention,
emergency communications (911), planning,

and public education efforts.

In addition, CPSM will provide its insights to help
the department determine the appropriateness
of the level of response and alternative delivery
systems that could be utilized in meeting both
current and projected service demand s. Local government officials often commission these
types of studies to measure their  department against industry best practices. In this analysis,
CPSM provides recommendati  ons where appropriate, and offers input on a strategic direction

for the future.

Key areas evaluated during this study include:

< Fire department respo nse times (using data fromthe cityd s ¢ o myaided digpatch system
and the OFD records management system ).

< Deployment, station locations, staffing, and overtime.
< Volunteer firefighters and their utilization.

< Agency interaction with  Franklin County EMS, Franklin County Emergency Communications ,
and mutual aid partners.

< Organizational structure and  managerial oversight.
< Fire and EMS workloads, including unit response activities.

< OFD support functions ( Training, Fre Prevention/ Code Enforcement , Emergency
Management, Fleet Services, IT, Human Resources, etc. ).

< Essential facilities, equipment, and resources.

< An evaluation of the capacity of the organization to best  position itself in meeting anticipated
demand .

8§88
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SECTION 3. ORGANIZATION AND
MANAGEMENT

GOVERNANCE AND ADMINISTRATION

Ottawa isthe count y seat of Franklin County . The city islocated inthe east-central portion of
Kansas, approximately 25 miles south of Lawrence and about 50 miles southwest of Kansas City .
The city is located a tthe juncture of Interstate 35 and Hwy 59.

Ottawa isa relatively small community that has not experienced significant growth in recent

years. In 2020, the U.S. Census estimated the population to be 12,625. Since 2000 the cityods
population ha sgrown by about 700 people. The city is generally rural in nature , with much of the

economy associated with agriculture ,services,andretailsales. The cityds proximity t
and the University of Kansas in Lawrence present a potential for accelerated growthin the

future. In addition, recent expansion of semiconductor manufacturing and computer chip and

battery plants in neighboring counties could offer potential expansion into the Franklin County -

Ottawa area. The corporate limits of the city encompass a land a rea of approximately 10.4

square miles. Ottawa is also the home of Ottawa University, a private Baptist intuition with a

student enrollment estimated at more than 850 on its Ottawa campus

Ottawa isa chartered municipal government  within the Sate of Kansas, operat ing under a c ity
commission -manager form of government. The five Commissioners are elected at-large for
either four-year or two -year terms. General elections are held every two years for those

Commission ers whose terms are expiring. The City Commission is composed of five members and
each year the Commission  select sits mayor and mayor protem , who each serve in these posts
for one year. The mayor presides at Commission meetings and votes on issues a s a member of
the Commission to effectuate d ecisions. The City C ommission appoints the City Manager , who is
the administrative officer for the  city with the authority to hire, appoint , and remove all

employee sof the local government.  The City C ommission servesas the legislative body for the
city. The City Co mmission is responsible for enacting laws that govern the city, adopting the
annual budget, and appropriating funds to provide city services. Most transactions require only

a quorum or simple majority be pres  ent.

Ottawa is typical of many cities and towns across the United States in that it operates its own
municipal court, a public works department, = community development, parks and recreation,
utilities and several internal functions including finance and hu man resources. Ottawa operates
its own police and fire department  s. Emergency 911 /dispatch services are provided by Franklin
County Emergency Communications. The Ottawa Fire Department responds jointly with Franklin
County EMS in providing emergency medical services. The city operates the Ottawa Municipal
airport, a general airport facility with a Fixed Base Operator who is contracted by the city.
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FIGURE3-1: City of Ottawa Table of Organization
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OTTAWAFIREDEPARTMENDOVERVIEW

The Ottawa Fire Department ( OFD) is a combination fire department compri  sed of 21 career
personnel and 6 volunteers . The FHre Chief has overall responsibility for managing the

de par t me n tt@d-day aperations and provid ing administrative oversight. The Fire Ch ief is
assisted by an Assistant Chief who has primary responsibilities as th e Fire Marshal in charge of fire
plans review, inspections , and permitting . The Operations Division includes 19 line personn el who
are assigned tothe ci t ywod dire stations . These stations serve the city along with providing
assistance to neighboring ar  eas in Franklin County through a mutual aid agreement. The

de p ar t merairtingd sctivities, logistical support, administrative services, fire prevention and the
coordination of  volunteers are under the supervision of the Fire Chief and Assistant Chief.

OFD has limited clerical and administrative support. All administrative record -keeping, payroll,
training reco rd-keeping , purchasing and policy directives are produced and managed by
either the Fire Chief or Assistant Chief. CPSM believes that the addition of an Administrative

Assistant iswarranted given the number of employees in the organization, the degree of official
recordkeeping required and inter ~ nal support function sof the organization.

CPSM 8



Recommendation: The city should  hire an Administrative Assistant to provided
added clerical, administrative and financial record -keeping support within
the Fire Department. (Recommendation No. 1.)

FIGURE 32: Ottawa Fire Department Table of O rganiza tion
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The Operations Division is broken into three shifts, with a 24-hour field supervisor ( Fire Captain ),

assigned to each shift with the  responsib ility for supervising field operations, scheduling , and

personnel matters on their respective shifts . Fire Captains are assigned to  Engine 1, housed at

Station # 1. A Fire Lieutenant is typically assigned at Station #2. Operations is responsible for

providingthe depart ment ds emergency response f uyrascugjiaachs f or a
emergency medical  services. From itstwo fire stations, when staffing permits, the departmen t

operates two engine s, one at each station. OFD has a minimum staffing policy that maintains

four people on -duty at all times. Typical staffing inclu des three personnel at Station #1 and  only

one person operating from Station #2.

During the one -year period of this study from January 1, 20 22, through December 31, 20 22, the
OFD responded to 2,053 incidents , of which 291 were canceled or mutual aid responses

(216 and 75, respectively) . When canceled and mutual aid calls are excluded, EMScalls
account ed for more than 76 percent of the response activities in the Ottawa service area. All
personnel are cross -trained and are able to provide emergency medical care as well as

structural and wildland fire fighting.

All line personnel must hold a Basic -EMT certification (EMT-B); however, a number of OFD

personnel hold EMT -A certifications . An EMT-A is an advanced certification which allow sthese

personnel to provide an expanded scope of service, guided by the countyds Medical Direc
This expanded scope of care includes the starting of IVs, basic EKG interpretation , airway

management , and the administration of certain drugs.

OFD operates in what is often termed a two -tiered EMS delivery system . In this arrangement the
fire department provides EMS first response and  the county ambulance provider ( Franklin
County EMS) provides advanced life support services and ambulance transport.

In addition to their emergency response duties, emergency services personnel also provide a
wide range of customer service and community outreach efforts , including blood pressure




screenings, tours of fire stations and apparatus, smoke detector installations, and fire and life
safety presentations.

Kelly Days and Workweek

The work schedule in Ottawa is quite erratic and confusing to explain. Ottawa has chosen t 0

pay its fire personnel on a 28 -day pay cycle. Overtime guidelines relating to municipal fire

personnel are specified in the Fair7Kk.exdmption $t awhd acrhds Ac |
allows municipal fire personnel to work up to 53 hours each week before an overtime premium is

required. * In the 28 -day pay cycle, FLSA specifies that overtime be paid for all hours worked in

excess of 212 hours (53 hours per week times four weeks ).

Under the current work plan in Ottawa , operations personnel work in a three -platoon system in
which personnel are on  duty for 24 consecutive hours followed by 24 hours off. Thisshift of
employees returns to work after their off period and then work sa second 24-hour shift, which
again is followed by another 24 hours o ff. This crew will work a third 24-hour duty -day ; however
after this tour they receive 96 hours off. In this rotation one of the shifts work sa total of 240 hours
during the 28 -day pay cycle (ten 24 -hour shifts) and the other two shifts each work 216 hours

(nine 24 -hour shifts).

In an effort to reduce the  hours worked and the FLSA overtime paid , Ottawa will give its
shift personnel a day off without pay (24-hours) in each 28 -day pay cycle when they are on the
shift that is scheduled to work 10 shifts (240 hours). These off-duty days are often referred to as
oKelly Days.6 Again, depending on the starting and ending dates of the pay cycle, one of the
shiftsreceive sa Kelly day in that cycle , while the other two shift swork their schedule d nine shifts
without receiving a Kelly day . Throughout the course of one year as the work schedule
progress es through the 2 8-day cycle s, one shift receive sfive Kelly days while the other two shifts
receive four. As the 28-day pay cycle progress es over several years the number of Kelly days will
balance across the different shifts.  In addition to the issuance of Kelly days, all personnel receive
four hours of overtime pay each 28  -day pay cycle to reflect the 216 hours worked (four in excess
of FLSA212-hour guidelines).

21 22 23
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Because of the limited number of on  -duty personnel at any given time in Ottawa , usually four
personnel, CPSM believes that additional staffing is warranted in managing the daily call
activities and in providing a safe work environment . Staffing of individual apparatus and

minimum daily staffing levels are perhaps the most contentious aspects of managing fire
operations in the U.S.

The U.S. Occupational Safety and Health Administration (OSHA) has issued a standard that has
been termed the 0 T wla/Two-O u t péovision. This standard affects most public fire departments

1. See 29 USC §207(K).




across the U.S., including the OFD. Under this standard, firefighters are required to operate in

teams (of no fewer than two personnel each ) when engaged in  interior structu ral firefighting.

The environment in which interior structural firefighting occurs is further described as areas that

are immediately dangerous to life or health (an IDLH atmosphere) and subsequently require the

use of self-contained breathing apparatus (S CBA). When operating in these conditions,

firefighters are required to operate in pairs and they must remain in visual or voice contact with

each other and must have at least two other employees located outside the IDLH atmosphere.

This assur ew-itbhatant mMdnd tor each other and assist with
entrapment or other twomat@rdan @modi tthe Dhose in the buil
rescue, or call for back -up if a problem arises. 2

This standard does not specify  staffing on individual apparatus, but rather specifies a required
number of personnel be assembled on  -scene when individuals are in a hazardous environment.
There is, however, a provision within the OSHA standard that allows two personnel to make entry
into an IDLH atmosphere without the required two back -up personnel outside. This is allowed
when they are attempting to rescue a person or persons in the structure before the entire team
is assembled. 3

A second factor that contributes to the staffing debate is the National Fire Protection

Association ( NFPA) 1710 publication, Organization and Deployment of Fire Suppression

Operations, Emergency Medical Operations, and Special Operations to the Public by Career

Fire Departments (2020 Edition, Sec. 5.2.2.). This standard specifies that the staffing level on
responding engine and ladder companies be established at a minimum of four on -duty
personnel . Unlike the OSHA guideline, which is a mandatory provision, the NFPA 1710 guideline is
advisory , mea ning that communities (including Ottawa) are not required to adhere to this NFPA
guideline. NFPA 1710 also provides guidance regarding staffing levels for units responding to EMS
incidents; however, the provision is less specific and does not specify a min imum staffing level for
EMS response units. I n st &MSlistaffing requiresnendsishdilbbe dasesd bnat es; 0o
the minimum levels needed to provide patient care and member safety. o

The typical Ottawa staffing pattern places th ree personnel on En gine #1 and one person on
Engine #2 (a total of four on -duty personnel) . When Engine #1 is the first arriving unit at a

structure fire, the Fire Captain and the  assigned Firefighter will make entry into the structure while
the Driver Engineer, stays witht he engine and provides  water for firefighting. Upon arrival of the
second engine (Engine #2), with only one person assigned, the city is technically in violation of
the OSHA guidelines in that two personnel are not available for making entry as a back -up unit
to the first arriving crew that is engaged in firefighting. In addition, when Engine#2 is dispatched

to a call as a single person unit, the assigned personnel is restricted from making entry into a
hazardous environment as a single  -person crew.

CPSM believes that the city should increase the on -duty staffing of personnel so that a minimum
of five personnel will be on -duty at any given time. This will allow an initial entry team of two
personnel along with a back  -up team of two personnel and a fif ~ th person assigned to operate
and monitor engine operations and to provide outside communications. One step in increasing
on-duty staffing is to eliminate the Kelly Days . By eliminating time off for the Kelly days (an
estimated 1 ,872 hours annually) and pa ying personnel for this additional time worked (an
estimated $60,000 annually), on-duty staffing will be increased to the recommend minimum of

2. OSHA-Respiratory Protection Standard, 29CFR  -1910.134(g)(4).

3. Ibid, Note 2 to paragraph (g).

4. (NFPA) 1710, Organization and Deployment of Fire Suppression Operations, Emergency Medical

Operations, and Special Operations to the Public by Career Fire Dep artments (2020 Edition Sec., 5.3.3.2.2.).
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five personnel approximately 78 additional days each year , or roughly two -thirds of the time on
one shift .

Recom mendation: The city should eliminate the Kelly Days for Operations
employee sand moveto a payment ofth ese hours worked as overtime in
order to increase on -duty minimum staffing. (Recommendation No. 2.)

& a a

Ottawa also maintains a floating assignment fo r one firefighter. This person is moved among the
various shift assignments to cover the absences that are caused primarily by Kelly days. CPSM
believes that this person should be move d to a permanent shift assignment and to provide an
additional person for minimum staffing. The reassignment of the floating position will be another

step, with no additional cost , to increase the daily min imum staffing f rom four to five personnel.

Recommendation: The city should re  -assign the current floating firefig  hter
position to a permanent shift assignment and use this additional person to
help increase the on -duty minimum staffing level f rom four to five personnel.
(Recommendation No.  3.)

& a a

Himinating the time -off for Kelly days and moving the floating assi  gnment to a permanent shift
assignment will cover more than half of the time needed to  increase minimum staffing fr om four
to five personnel. CPSM believes that this is a major issue that should be addressed in Ottawa. As
well, w e believe that the cit y should hire two additional personnel in order to have sufficient

staffing to increase on -duty minimum staffing from four to five personnel.

Recommendation: The city should hire two additional firefighters in order to
increase on -duty minimum staffing from fou r to five personnel.
(Recommendation No. 4.)

& a a

A total of five fire personnel on duty in the city of Ottawa i snot excessive and can be easily
justified by the current workload and from a safety perspective . In addition, OSHA guidelines for
fire personnel operating in a hazardous environment requires the use of a buddy system

(personnel operating in pairs) and sufficient staffing to allow a separate rescue crew of two

people to make entry if needed. Ideally the city should operate with two engine companies

each staffed with a minimum of three personnel. Moving incrementally from four  -person
minimum staffing policy to five -person minimum staffing is a logical and needed step.

Definition of Time Worked

As state d earlier , overtime guidelines relating to municipal fire personnel are specified in the Fair
Labor Standards Act (FLSA) and its 07(k) exemption .6 F lre§uives that overtime pay is required
only when the actual hours worked are in excess of the designated pay cycle . FLSA does not
require that this calculation include time not worked, such as vacation time, sick leave, or

holidays (federal or otherwise). ° Ottawa considers sick leave and FMLA as time worked. CPSM
believes that the city should pursue the exc lusion of sick leave and FMLA leave in determining
eligibility for overtime pay during the FLSA work cycle.

5. U.S. Department of Labor, Wage and Hour Division, Overtime Pay: General Guidance.




Recommendation: Ottawa should revise its interpretation of  dtime worked 6
when considering overtime eligibility for fire personnel and exclude any sick
leave or FMLA leave time taken as hours worked. = (Recommendation No. 5.)

The exclusion of these leave types in considering overtime eligibility is consistent with FLSA
guidelines and fully compliant with the legal requirements imposed by this legislation. In addition,
by excluding sick leave and FMLA when consider ing overtime eligibility , there will be a

second ary effect in reducing absenteeism , as employees often chose not to call in sick if it
resultsin a loss of overtime premium pay.

Alternative Response Vehicles

EMScalls are the predominant workload  for the Ottawa Fire Department, accounting for more
than 76 percent ofits call activity, with an estimated 1,572-unit responses annually. As well, the
OFD responds to more than 600 requests annually for other incidents  in which no fire ispresent.
These call types typically involv e public assists, good intent requests, and  system malfunctions . In
total, CPSM estimates that OFD units are responding an estimated 2,000 times annually to calls
that do not involve actual fires

OFD handles all of its emergency and non  -emergency responses primarily with its two -fire
apparatus. This workload puts considerable wear and tear on th ese heavy vehicles. CPSM
estimates the combined service miles traveled annually by the OFD fleet is in the range of 12,000
to 13,000 miles, with its busiest unit (Engine 2) amassing as much as 6,000 miles annually.

Fire apparatus are extremely expensive vehicles to purchase and maintain. Engines have a
replacement cost of morethan $ 750,000 and ladders are more than $1 .7 million. In addition,
each engine and ladder must be outfitted with various tools, equipment, EMS supplies, radios,
computers , and other equipment that collectively add upwards of $200,000 to the cost of any
replacement. Due to the high replacement cost for these vehicles and the ongoing operating
and maintenance costs, many agencies have gone to the use of alternative response vehicles
for EMS and non -fire related incidents . Incorporating smaller vehicles into the response fleet

helps to reduce the wear and tear on larger vehicles and prolong their useful time in service .

Alternative response vehicles vary in their design and chassis types but generally are

commercially available light trucks in a one -ton chassis configuration with either a pick -up or
SUV body desi gn. These vehicles are often equipped with after -market outside
compartmentation and interior storage areas. Vehicles with these chassis designs are readily
available through state bid procurement programs . When equipped with the added

compartmentation,  4-wheel drive, lighting, radio systems, and painting , such a vehicle may be
acquired for a cost that range sfrom $85,000 to $100,000.




There is a significant cost benefit in utilizing smaller, more fuel  -efficient vehicles for Ot t a wraodes
frequent EMS and public service call activity. CPSM estimates that the Ottawa Fire Department is
spending in excess of $50,000 annual ly for the mainten ance and repairs of its fleet of engines

and ladders. T he typical operating and maintenance costs for engines and ladders  cost five
time s higher than for smaller EMS squad vehicles. In addition, the smaller units are more
maneuverable , provide off-road access, and can achieve faster response times than the larger

fire apparatus, especially ladder trucks and quints . There is also the benefit of perception inthe
community when the department  respond s with an alternative response vehicleto  non -
emergen cy or EMS calls rather than la rger fire apparatus. Two notable agencies that have taken
this approach are  Tualatin Valley Fire Rescue , Oregon (CARS Program) and the Shreveport Fire
Department , Louisiana (SPRINT Progran).

Squad and SUV -type response v ehicles can be expected to be operational for seven to eight

years or approximately 100,000 to 120,000 miles in a first  -line status. Fire engines and ladder truck s
have a longer life expectancy but typically are in need of replacement when odometer

reading sapproach 120,000 to 150,000 miles. Given the economic comparison between engines

and alternative response vehicles and the added fact that EMS squads typically are staffed  with
fewer personnel, it is apparent that from both an economic and operational pe rspective , the

use of EMS squads can provide a cost -effective response optionin  the Ottawa system.

Recommendation: The Ottawa Fire Department should consider the  use of
EMS squad units to handle EMS and non -fire related service callsinthecity 6 s
service area. (Recommendation No. 6.)
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STAFFING AND DEPLOYMENT

Saffing of individual apparatus  and minimum daily staffing levels are perhaps the most
contentious aspects of managing fire operations in the U.S. There are a number of factors that

have fueled the staffing debate. Aside from FAA requirements for minimum staffing levels at
commercial airports , there are no state or federal requirements for the staffing of structural fire
apparatus.

As stated previously, the on -duty staffing levels in O ttawa are very low and should be increased

Normally the city staffs two units on a daily basis, with a minimum on -duty staffing of four
personnel. The following table identifies the number of units and their station assignments for
OFD.

TABLE3-1: OFD Fire Stations, Response Units, and Assigned Personnel

Station # Response Units Minimum Assignment
1 1 Engine 3
2 1 Engine 1

2 Stations 2 Response Units 4 on-duty personnel

Program Management Responsibilities

Many agencies often assign the  oversight of program management duties to those staff officers
and chief officers who are assigned to 40  -hour assignments. CPSM believes it is critical that many
of the program management duties require d in the operation of a modern fire and EMS
organizati on be delegated to and under the direction of field personnel. In addition, the limited
number of non -shift personnel in OFD and the absences of any full  -time clerical staff compounds
this issue.

OFD has made a number of assignments of support duties to li ne personnel and this is
commendable. However, t hese as signments are selective and not all  officers have been
assigned program management duties . The ability to properly manage key organizational duties

is beneficial from a career development perspective. In addition, the assumption of program
management duties and the effectiveness with which an individual performs in these

assignments can be viable consideration sin the promotional process. The following t able lists a
variety of program management duties that could be considered for assignment to field

personnel.
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TABLE3-2: Potential Program Assignment Duties

Program Description

Assighment Level

Promotional Testing Fire Captain
Performance Appraisals Fire Captain
Haz Mat/Technical Rescue Fire Captain
Employee Recognition/Awards Fire Captain
CISM/EAP Fire Captain
Sick Leave/Absenteeism Review Fire Captain
Budget Committee Fire Captain
Payroll / Executive Time Auditing Fire Captain
Police Department Liaison Fire Captain

EMSProtocols

Fire Captain/Lieutenant

Station Maintenance/Upkeep and Supplies

Fire Captain/Lieutenant

Fire Reporting QA

Fire Captain/Lieutenant

Hose Testing

Fire Captain/Lieutenant

Hydrant Testing Fire Captain/Lieutenant
Radio Programming Fire Captain/Lieutenant
Mapping Fire Captain/Lieutenant

Fire Pre-incident Planning

Fire Captain/Lieutenant/Driver

Infectious Disease Control

Lieutenant/Driver

EMS Supplies/Decon/Bio Disposal

Lieutenant/Driver

911 Liaison

Lieutenant/Driver

Station Response Area Designation

Driver

Response Protocols

Fire Captain/Lieutenant

Fire Investigations

Fire Captain/Lieutenant

Safety/Rehab/Risk Management

Driver

SOP/Ops Committee

Fire Captain/Lieutenant/Driver/FF

Fitness Committee

Fire Captain/Lieutenant/Driver/FF

Shift Training Coordinator

Lieutenant/Driver

Recruit Training/Proctoring

Fire Captain/Lieutenant/Driver

Public Information Officer

Fire Captain/Lieutenant

Driver Training/EVOC

Lieutenant/Driver

Fleet Maintenance/Repair Record Keeping

Lieutenant/Driver

Internal Communications/Newsletter

Fire Captain/Lieutenant/Driver/FF

Social Media/FD Web Page

Fire Captain/Lieutenant/Driver/FF

FF/EMS Recruitment Committee

Fire Captain/Lieutenant/Driver/FF

Car Seat Installation

Fire Captain/Lieutenant/Driver/FF

Smoke Detector Replacement

Fire Captain/Lieutenant/Driver/FF

Volunteer FF Liaison

Fire Captain/Lieutenant/Driver/FF

Volunteer FF Training Officer

Fire Captain/Lieutenant/Driver/FF




Recommendation: OFD should consider the expansion of program
management duties  for field personnel and utilize these assignments to
enhance career development and subsequently consider successful
fulfillment of these duties as a factor in the promotional process.
(Recommendation No. 7.)

Qo
Qo
Qo

Internal Communication

The ability to communicate work assignments, conduct training sessions, discuss new program
initiatives, or merely to update employees on departmental programs or the strategic direction
of the organization , requires ongoing outreach, specifically from the Fire Chief, chief officers,
and training instructors in the organization. There are a number of communication tools currently
available that can be used to conduc t video conference calls, training sessions , and
information exchanges among multiple work settings (for example, see  Zoom E , Microsoft
TEAMEE , Microsoft Office E , Skype for BusinessE , Fires DueE , and LifesizeE , etc.). These tools
are inexpensive and, in some cases, the software is free and there are minimal recurring
charges. The ability to discuss key department issues along with interactive training sessions is
critical to organizational effectiveness and op erational readiness. The realities of the COVID -19
pandemic ha ve increased the use of these types of remote meeting and virtual training
activities . OFD has become proficient in these applications and should continue and expand
their use into the future .

Promotional Process

Career development and professional growth of employees are e ssential to the sustainability of
any organization. Fire service organizations are extremely regimented in terms of personnel
issues As isthe case in Ottawa , these process es are guided by personnel guidelines and
departmental policy.

The fire service promotional processis normally very competitive , and provid es an ideal
opportunity to  foster the develop ment of individual skills, measure personal initiative , and instill
organi zational philosophies. The ability todirect an e mp | olgamiagiefort to develop the
needed skill sets is a key function that  should be orchestrated through the promotional testing

process. This factor is essential in the development of the future wor kforce and in creating or
perhaps changing the culture of an organization. It is essential that an effective promotional
process be built around individual performance, personal achievement , and the ability to

measure the required skills in a competitive forum.

The OFD promotional process es for company and chief officers are very limited ; there are very
few pre -requisites for sitting for these exams. OFD relies almost entirely on candidates obtaining

Fire Officer 1 and 2 Certifica tions along with Fire Instructor Certifications. Though these courses

are comprehensive and include both written and practical testing requirements, each class is

typically obtained in a one  -week , 40-hour classroom setting. The city does not require any

outside college -level coursework or college degree requirements for either the Fire Lieutenant or
Fire Captain positions. The Assistant Chief Position does require an Associate Degree (AS) as a
prerequisite for promotions.

Formal college education is a criterion that CPSM believes should be added to the promotional
requirements for the positions of Driver, Lieutenant, Captain , along with expanding the
requirements for Assistant Chief. These criteria should be implemented with sufficient advance




notice to emp loyees and should have an implementation date that provides ample time for

exiting employees to obtain any new criteria. In addition, the city may consider a

o0grandfathering provisiondéd that wil/| allow a promoti on
crite ria, but stipulations be established that requires that the criteria be met within a designated

timeframe after the promotion is made.

Recommendation: OFD should consider expanding the promotional
requirements for Driver, Lieutenant, Captain  , and Assistant Chief to include
specific college coursework and degrees in the areas of Fire Science and Fire
Administration or related fields of study . (Recommendation No. 8.)

a a a
Career development in the fire service should match the level of formal e ducation that is
required in other public sector supervisory and managerial positions. This coursework provides
timely information and the demonstration of skill sets that are needed in fulfilling the se
supervisory and management roles in the fire department. It is also important that all college
credits or degree requirements specify that coursework be obtained from institution sthat ha ve
been accredited by a regional or nationally recognized accreditin g agency.

TABLE3-3: Recommended Education Pre requisites for Promotion s

Position Coursework Credit Hours Degree
Requirement
Driver Pumping Apparatus/Driver Operator . 3
Fire Service Hydraulics . 3
Building Construction . 3
EVOC. Certification
EMTA. Certification
Fire Lieutenant Driverd Requirements , plus 9
Strategies and Tactics . 3
Industrial Fire Fighting . 3
Wildland Fire Fighting . 3
Fire Inspector | . Certification
ICS-300. Certification
Fire Captain Li eut e megnirerdests , plus Yes
Associate Degree Fire Science or Related
ICS-400. Certification
Assistant Chief Captainds Re,plusi r ement s Yes
Bachel ords Degree

Promotional Testing

The promotional processes for Fire Engineer, Fire Lieutenant, and Captain are the most

competitive and coveted career advancement processes in the fire service. Even more

importantly, these promotional processes provide an exceptional learning environment in which
candidates prepare themselves and spend countless hours studying and learning the source

materials. From an organizational perspective, there is no better training instrument than the fire

service promotional processes. It is untenable to squander this level of personal initiative and
diligence in the learning process




The fire service promotional process should be very structured and directed by written policy.

The process must be relevant to the position and the test materials should be updated at
frequent intervals in order to properly reflect the latest technology and management systems

germane to the position. Most fire departments conduct promotional testing processes at

defined intervals. Typically, atestis givenanda  n eligibility listiscreated so that as vacancies
occur, personnel are  select ed from the established lists. The OFD should develop a

departmental policy that specifies the scheduling, test components, their weighting, and the

eligibility criteria for the  Driver, Fire Lieutena nt, Fire Captain , and Assistant Chief positions. CPSM
further recommends that promotional test s for each position be held every two years.

Recommendation: OFD should move to a regular testing process for all
promoted positions (Driver, Fire Lieutenant, Fi re Captain , and Assistant Chief).
These testing processes should be specified in written policy, clearly

identifying the components and weighting of the elements involved in the

testing processes. (Recommendation No. 9.)

TheDr i vtestinG process is muc h more technical and should be weighted on the basis of
practical skills relating to vehicle operations , including driving, vehicle maneuvering, pump
practices, and hydraulic calculations in producing various types of fire streams and hose lays. In
additio n, there should be a test component that allows the candidate to demonstrate their
operating skills on the various fire apparatus and associated equipment (portable pumps, fans,

generators, etc.). The Engineer testing processes should include a written exa mination, practical
testing, and an oral interview; however, the more significant weighting should be in the areas of
vehicle operation and pump practices. We would also recommend that a o0Tas

component be utilized in the interim steps for eligibilit y to compete in the  promotional testing
process.

The Fire Lieutenant testing process should focus on tactical skills, leadership, emergency field
supervision, administration, computer/technology utilization , and problem solving. Additional
focus should be given to a broad  -based understanding of fire department po licy and
procedures, fire prevention, and training. The testing process for Fire Lieutenant should again be
in three parts, thatis, written, practical, and oral interviews. However, the practical and oral
interviews should follow an assessment center form  at, utilizing role plays, simulations, and
presentation skills, all in an effortto  homeinon t h e p o sdritical lmowiedge, skills, and
abilities.

The Fire Captain promotional examination should further emphasize the managerial aspects on
command and  supervision of the workforce. Again, we would suggest a combination of test
components including a written test, oral interview, and a more extensive assessment center

process. The focus in this position is on leadership, field command, motivation, planni ng,
organizational skills, time management, and a sound understanding of the organizational

mission and performance measurement processes. The promotional testing for Captains should
incorporate some budgetary issues , workplace awareness, and questioningt hat reflects on the
political sensitivity of operating  and supervising in a public setting.

The most critical aspects of all testing and assessment processes is the relevance of the materials
utilized in the testing process and that the process is unbiased and fair to all participants. The use
of subject matter experts (SMES) in the development and administration of these examinations is
highly recommended. There is always an uncertainty with regard to the use of SMEs and

maintaining the confidentiality of the materials utilized in the testing process. This issue is
compounded when those SMEs are also from within the organization. Given the importance of
the promotional process and the evolving nature of the se positions, we recommend that the
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city utilize a contingent of both internal and external SMEs in developing and administering all
four promotional processes.

Typically, OFD has only conduct ed a promotional exam when there is an actual vacancy. CPSM
believes that promotional exams for the positions of D river, Lieutenant, Captain , and Assistant
Chief should by conducted every two year sand an eligibility list be maintained for all positions
and utilized when openings occur and for eligibility for step-up assignments.

Recommendation: OFD should formalize the step -up process for all pro moted
positions and use the existing promotional lists to determine eligibility for step -
up assignments. (Recommendation No. 10.)

The step -up process provides real -time, on-the -job training , and a valid assessment tool to
evaluate candidates in the promotion al process. CPSM believes that when employees assume
step-up assignments, they should receive a supplemental pay increase for that assumption of
additional duties. In addition, we recommen d that assessments be done regarding performance
of employees in these step-up roles, which ultimately are considered when promotions are
made .

Sound leadership and effective supervision are the cornerstone sfor success in the public safety
arena. A fire d epartment and its leaders are  tested regularly and often under impactful
circumstances. Future leadership must have expanded competencies in the use of technology,
honed interpersonal skills, sound judgement , and a broad range of tactical expertise. These skills
must be learned and it is essential that the system rewards performance and demonstrated
achievement.

Performance Reviews

Closely aligned with the promotional process and equally effective in career development,
professional growth , and remediation , is the annual employee performance review. The City of
Ottawa and the fire department conductan annual performance review process for all
employees . Annual merit increases are provided on the basis of the level of performance
achieved (Meets, Proficient , Exceeds). CPSM believes that the utilization of the performance
review process to determine annual merit review pay increases is a Best Practice . However,
performance appraisals and the level of achievement reached are not directly considered in
the promotional testing process. CPSM believes that the performance review process can be an
effective supervisory tool when use d effectively. It provides a formal communication and
documentation  between the supervisor and an employee in establishing goals, monitoring
performance , and identifying areas requiring improvement.

Recommendation: OFD should provide a direct link to the ~ employee
performance review process and utilize these appraisals as a key component
when considering employee promotions . (Recommendation No. 1 1))

As with the successful oversight of program assignment duties, CPSM believes that past

performance review scores should have a direct impact on scoring in the various promotion al
processes. The level of achievement in the most recent performance reviews should provide

some type of point allocation in the promotional scoring process. In addition, personnel who

receive scores that are less than meeting the job requirements should be excluded from
considerati on in the promotional proces s.
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Fire Incident Reporting Review

Every response that is carried out by the ~ Ottawa Fire Department is documented by a written
incident report. EMS calls utilize a patient care report that documents t he date, time, personnel
involved , and actions taken in treating the patient along with any related patient information

(blood pressure, respirations, level of consciousness, signs and symptoms, injuries etc.). Fire

reports identify the date and time of the incident, the occupancy type or location of the
incident, the situation found, personnel involved , and the actions taken. These incident reports
serve as the official public record and also provide statistical information that can be used to

evaluate department activities including workl oad, response times, fire loss estimates, patient
transports, etc.

All EMS reports undergo a comprehensive review for Quality Assurance (Q/A) and Quality

Improvements (Q/I). These reviews are done by EMS Coordinators on each shift and the count y ds
Medical Director. Fire reports are typically done by the on-duty Captain, with little or no follow -

up or formal QA/QI process

Recommendation: The Ottawa Fire Department should institute a Quality
Assurance -Quality Improvement (QA/QI) review process for its fire incident
reporting. (Recommendation No. 1 2.)

Qo
Qo
Qo

FIRE STATIORACILITIES

Fire department capital facilities are exposed to some of the most intense and demanding uses

of any public local government facility, as they are occupied and in use 24 hours a day , 7 days
a week.  The Ottawa Fire Departmen t operates out of two fire stations with two staffed
emergency response apparatus. Department administrative offices are located at Station #1 .
Both the Fire Chief and Assistant Chief are assigned command vehicle s and will respond to
larger incidents when needed. The following t able shows the locatio n, year built, and size of the
departmentds stations.

TABLE3-4: Station Locations, Year Built, and Size

Building Address Year Built Size/Sq. Ft.
Fire Station #1 720 West 2nd Street 1974 13,140
Fire Station #2 * 219 East 14th Street 1998 6,252

Notes: *Fire Station # 2 is owned by Franklin County

The following f igure shows the location of the city® svo fire stations and the municipal
boundaries of Ottawa .

6. Compton and Granito, eds., Managing Fire and Rescue Services |, 219.




FIGURE 34: City of Ottawa Fire Station Locations
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Station Location Analysis

CPSM was asked to conduct a comprehensive review of the OFD fire station locations and
provide recommendations regardin g the current placement of these facilities , along with their
adequacy in  housing the necessary personnel and equipment . OFD currently serves a
population of 12,625 people and a total service area of 1 0.4 square miles. This equates to an
average service area for each fire station of approximately 5.2 square miles . In addition, both
fire station sare co -utilized by the Ottawa Fire Department and Franklin County EMS.

Inan FY 2011ICMA Data Report , ICMA tabu lated survey information from 56 municipalities with
populations under 25,000. In this grouping the average fire station service area was 10.05 square
miles.” The median service area for this grouping was 6.32 square miles per fire station .8

In addition , the NFPA and ISO have established different indices in determining fire station
distribution. The ISO Fire Suppression Rating Schedule, Section 560, indicates that first ~ -due engine
companies should serve areas that are within a 1.5 -mile travel distance. ° The placement of fire
stations that achieves this type of separation creates service areas that are approximately

7. 0Comparative Performance Measurement, 6 FY 2011 Data Report - Fire and EMS, ICMA Center for
Performance Measurement, August 2012.

8. Ibid.

9. Insurance Services Office. (2003) Fire Protection Rating Schedule (edition 02 -02). Jersey City, NJ:
Insurance Services Office (ISO).




4.5 square miles in size, depending on the road network and other geographical barriers (rivers,

lakes, railroads, limited access highways, etc.). The National Fire Protection Association (NFPA)

references the placement of fire stations in an indirect way. It recommends t hat fire stations be

placed in a distribution that achieves the desired minimum response times. NFPA Standard 1710,

Section 5.2.4.1.1, suggests an engine placement that achieves a 240 -second (four -minute) travel

time. 19 Using an empirical model called the opi ewiese |l inear travel time funct.i
Institute has estimated that the average emergency response speed for fire apparatus is

35 mph. At this speed the distance a fire engine can travel in four minutes is approximately

1.97 miles.'* A polygon based ona 1.97-mile travel distance results in a service area that on

average is 7.3 square miles .12

From these comparisons, it can be seen that the average 5.2. square -mile service area per
station in Ottawa is very consistent with the noted references . Though the city has some
response constraints caused by the  Marais des Cygnes River and its limited crossings, the two -

station configuration is  providing exceptional response coverage throughout Ottawa , including
the proposed 300-acre business park slate d for development in the south end of the city . In
addition, the current call volume , including mutual aid calls  into Franklin County , is relatively low

(only 2,055 total calls annually ). This total call activity generated less than 2,500 unit response s or
orunso for all OFD response vehicles . Engine 1, the busiest unit in the city, had  fewer than 1, 000
runsthroughout the year. These are relatively low numbers and it is unlikely that more than two

fire stations will be needed in the foreseeabl e future to properly manage the workload being
generated

The bigger question then becomes th e appropriateness of the locations of the existing facilities
and their ability to  cover the assigned response area with acceptable response times. Given the
two -station configuration , we w ere also asked to evaluate the current station conditions along

with their capacity to adequately house the needed vehicles, equipment , and personnel.

Stations are designed to adequately meet the needs of housing apparatus and nec essary
equipment. Typically, new fire stations have an anticipated service life of 50 years. However, we

note that in many jurisdictions older facilities are being replaced in a 30 - to 35-year time frame.

In most cases facilities require replacement becaus e of their size constraints, a need to relocate

the facility to better serve  shifting population centers, the absence of needed safety features , or
a decision to provide better  personnel accommodations.

OFDown s Sation 1, which is a large 50-year -old structure (approximately 13,100 square feet),
located a t 720 West Second St. The building is in very good condition and provides adequate
accommodations for the assigned personnel and equipment, including an ambulance and two
personnel operated by Franklin County EMS. The station has four bays, three of which are pass -
through and can accommodat e upward of nine personnel , along with the administrative offices
for the Fire Chief and Assistant Chief . It also has a very spacious and well -equipped
training/meeting room.  The site also has a number of additional storage areas and significant
outside areas for vehicle and trailer storage along with a fire tra ining tower and adjoining open
space frequently utilized for fire  training evolutions. Due to the age of the structure and the

10. National Fire Pro tection Association. (2010). NFPA 1710, Standard for the Organization and Deployment
of Fire Suppression Operations, Emergency Medical Operations, and Special Operations to the Public by
Career Fire Departments . Boston, MA: National Fire Protection Associa tion.

11. University of Tennessee Municipal Technical Advisory Service, oClinton Fire Location Station Study, 6
Knoxville, TN, November 2012. p. 8.

12. Ibid, p. 9.
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location of the living areas in the basement  areas, there are some problems with  water
seepage , ventilation , and handicapped access.

Station 2 isa 25-year -old, 6,100 square -foot st ructure that was builtin 1998 . It is owned by Franklin
County. OFD is provided a single pass -through bay for itsfire engine and a limited bunk area for
the assigned personnel (usually two firefighters). The county operates two of its three full -time
ambulances from this facility along with its administrative office for the on-duty EMSsupervisor.

The current two -station configuration and their locations are providing excellent response

coverage to the existing call activities . The projected response activities within the city are not
expected to cha nge significantly with anticipated future grow th. However, both facilities are in
need of extensive renovation s. Station 2 has the most critical needs. Th isbuilding is too small and
needs significant renovations to properly accommodate both city and county resources. The
apparatus bay area is too small  to properly store the assigned vehicles  along with personnel
protective equipment , hose, equipment , and supplies. T he living and bunkr oom areas similarly
require renovations and will not be able to house additional personnel if staffing levels are

increased. Station 1, though very well maintained and sufficiently sized , is an aging structure and
many of its internal components (plumbing, HVAC, roofing, paving and  mechanical features )
are in need of renovations and/or upgrades.

There were a number of considerations that we evaluated in the station location analysis. These
included:

< The optimum positioning  of the se facilities to provide the shortest response times.

< Positioning that provides an equitable distribution of the call assignments

< An evaluation of the benefits  of co -locating city and county resources

< Future growth patterns and shifts in service demand and concentrations of call activities

< The road network and travel restriction  scause by limited river crossing and other access issues

Coverage Analysis

CPSM used ArcGIS Online and Arc-Pro to analyze the coverage provided by the current stations

and compared this with th e coverage sthat would be possible if other configurations were
utilized. GIS data was provided through bot h city and county portals . Demand analysis was
generated by the CPSM data team from call location information obtained from the fire

depar t me riderd repoiting c. We also utilized the Create Drive -Time Areas Tool to project
response travel speeds; this allowed us to compar e the cover rates that can be achieved from
different station configurations. This method ology examines historical traffic patterns, adjusted by
climatic weather conditions in predicting travel times. We also evaluated any changes in the
project ed road network that would impact response times

Coverage was measured as the percent of calls reached in four , Six- and eight -minute intervals
both as an average and 90th percentile travel times . Again, we looked at  the locations of
historical call activities to identify the predicted call distribution that would impact station

workloads. Travel time was based onth e distance from a stationto  the existing call loca tions.
We examined multiple configurations; options included maintaining an existing station location
combined with a new second location. We also plotted scenarios in which the fire department
operated fr om a single fire station location and compared these outcomes with the other

scenarios. We identified those scenarios that provided the best coverage and these are

presented in Figure s 35 through 3 -8. The following t able provides the composite of  the
configurations and coverages provide d in each scenario . In this analysis, Configuration B
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provides the best coverage, with 80 percent of the call sreached in 240 seconds, 98 percent
reached in 360 seconds , and 99 percent recached in 480 seconds.
TABLE3-5: Sation Location Scenarios
Scenario Station 1 Station 2 Calls Coverage
1,073 @ 240 Seconds 53.95%
Current 720 West 2nd St. 219 East 14th St. | 1,918 @ 360 Seconds 96.43%
1,968 @ 480 Seconds 98.94%
1,073 @ 240 Seconds 53.95%
Configuration A E‘ Efglg?as";’k St & 219 East 14th St. | 1,918 @ 360 Seconds 96.43%
' ' 1,968 @ 480 Seconds 98.95%
S.Princeton St. & 1,592 @ 240 Seconds 80.04%
Configuration B | 720 West 2nd St. W 23rd St ' 1,966 @ 360 Seconds 98.84%
' ) 1,983 @ 480 Seconds 99.70%
1,150 @ 240 Seconds 57.82%
Configuration C | S. Main St. & W. 7th St. | (None) 1,809 @ 360 Seconds 90.95%
1,962 @ 480 Seconds 98.94%
§88
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HGURE 35: Current Station Configuration
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HAGURE 36: Configuration A
(Existing Station 1, New Station at E Blackhawk & N . Poplar)
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