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THE ASSIGNMENT

This report is Phase I of a two-part base budget review of the Montgomery County Fire and Rescue Service
(MCFRS). It describes the major cost components of the FY07 MCFRS operating budget and the allocation of
resources by division. Phase II of this base budget review will be a more detailed analysis of one or more
elements of the MCFRS budget.

INCIDENT DATA
MCFRS responded to 100,804 incidents in Number and Types of Incidents, FY06
FYO06. In each of the past six years, emergency . % of
medical incidents accounted for more than Incident Type Number Total
two-thirds of all MCFRS responses. Emergency Medical
In FY06, MCFRS responded to almost 72,000 Advanced Life Support 30,248 | 30%
emergency medical incidents, of which 58 Lo 41%
percent were Basic Life Support (BLS) calls Basic Life Support 41,651 °
and 42 percent were Advanced Life Support Subtotal 71,899 1%
(ALS) calls. A BLS response involves a non- Fire
life threatening incident such as a non-serious
automobile accident or minor injury/illness. Structure Fires 940 1%
An' ALS response involves a.llfe-threatemng Other Fires 12,055 12%
incident such as trauma or cardiac arrest.

Subtotal 12,995 13%
In FY06, fire and rescue incidents accounted
for about 17 percent of all MCFRS responses. Rescue : 4,017 4%
Most fire calls are for non-structural fires, such Other Incidents
as an auto or brush fire. Structure fires .
represented about one percent of total MCFRS Hazardous Materials 28 <1%
responses in FY06. False/Malfunctioning Alarms 8,234 8%
In FY06, about three fourths of all MCFRS Service Calls 3631 4%
responses occurred between the hours of 9:00 - Subtotal 11,893 12%
am and 9:00 pm. The peak periods of activity
were the same across all incident categories. Total 100,804 | 100%

INCIDENT RESPONSE TIMES

Response time is the amount of time that elapses between receipt of an Emergency 911 call and the arrival of
MCEFRS personnel at the incident scene. The Fire, Rescue, and Emergency Medical Services, and Community
Risk Reduction Master Plan establishes response time goals for different types of incidents. The response time
goal for BLS incidents and structure fires is six minutes, while the goal for an ALS incident is eight minutes.

Actual response times vary by incident type and location. In FY06, MCFRS responded within the eight-minute
goal for 70 percent of ALS calls in urban areas. In the same year, however, MCFRS met the response time goal
of six minutes for 22 percent of rural area structure fires. The average (across the entire County) response time
in FY06 was about 10 minutes for ALS and BLS incidents; and 15 minutes for structure fires.

For a complete copy of OLO-Report 2007-6, go to: www.montgomerycountymd.gov/olo
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MCFRS Organization

. ORGANIZATIONAL STRUCTURE

The Montgomery County Fire and Rescue Service (MCFRS), a department of County Government, is a
public-private partnership that includes the Fire and Rescue Commission and the 19 local fire and rescue
departments (LFRDs). The Fire Chief serves as the department director of MCFRS and is empowered by the
County Code with “. . . full authority over all fire, rescue, and emergency medical services in the County,
including any fire, rescue, and emergency medical services provided by local fire and rescue departments.”
MCEFRS is organized into five divisions, listed below with a brief summary of their major responsibilities.

MCFRS Division Major Responsibilities
Provides all front line delivery of fire, rescue, and emergency medical
Operations services in the County including special operation units such the Hazardous'

Incident Response Team and Urban Search and Rescue Task Force.

Coordinates the operations and administration of volunteer personnel and

Volunteer Services the 19 local fire and rescue departments.

Provides technology, human resources, budgeting, procurement, facilities

Administrative Services . . .o . .
management, insurance, and other internal administrative services.

Develops and implements health, safety, and training programs for

Wellness, Safety, and Training firefighters and emergency medical service providers.

Assesses current and anticipated fire and emergency medical service risks;
Community Risk Reduction develops plans, outreach activities, and, mitigation processes; and enforces
State and County Fire Codes and other related laws.

The County Code establishes the seven-member Fire and Rescue Commission to advise the Fire Chief, the
County Executive, and the County Council on matters relating to fire, rescue, and emergency medical services,
- legislation, programs, procedures, and plans. The Commission reviews and approves or disapproves fire and
rescue service policies and regulations proposed by the Fire Chief.

Each of the 19 local fire and rescue departments (LFRDs) is an independent State-chartered corporation that
operates under the authority of the MCFRS Fire Chief, as defined in Chapter 21 of the County Code. The Code
authorizes the LFRDs to provide direct fire suppression, rescue, and emergency medical services. Both career
and volunteer personnel perform field operation duties.

OPERATIONS DIVISION WORKFORCE

The Operations Division is, by far, the largest MCFRS unit with about.86 percent of the total departmental
career workforce. This Division is responsible for all front-line fire, rescue, and emergency medical services.
More than 900 career firefighters, rescuers, and emergency medical service providers are assigned to the
Operations Division.

Volunteers serve as firefighters, rescuers, and emergency medical providers. Volunteers primarily work in an
operational capacity during evening and weekend hours. The MCFRS staffing plan assumes that volunteers fill
the equivalent of 32 positions Countywide on nights and weekends.

The Master Plan recommends that MCFRS increase staffing on engines, aerial units, and rescue squads from
three to four uniformed personnel. MCFRS estimates that full implementation of four-person staffing would
require hiring an additional 200 new career firefighter/rescuers over the next six years. The calculation of new
positions needed to achieve four-person staffing is predicated on MCFRS’ estimates that, on average, a career
shift firefighter is available to respond to calls 1,920 hours per year and a career shift paramedic is available to
respond to calls 1,640 hours per year.
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Budget and Personnel Trends

OPERATING BUDGET SUMMARY

The Council’s appropriation of $178 million for MCFRS’ FY07 operating budget continued a multi-year
growth in funding for fire and rescue services. Between FY02 and FY07, the approved MCFRS operating
budget increased by almost $76 million, a 75 percent increase.

In FYO07, personnel costs account for 87 percent of the total MCFRS budget; the largest operating (non-
personnel) expenses relate to the Public Safety Training Academy and other activities associated with the
Wellness, Safety, and Training Division. As might be expected, approximately three-fourths of the MCFRS
budget goes to the Operations Division for front-line fire, rescue, and emergency medical service activities.

Personnel Costs and Operating Expenses by Division, FY07 (S in 1,000s)

Division Personnel  Operating Total Y Total

Fire Chief / Fire & Rescue Commission $1,445 $150 $1,595 1%
Operations $131,844 $3,700 | $135,544 76%
Administrative Services $4,509 $3,987 $8,496 5%
Volunteer Services $364 $2,067 $2,431 1%
Wellness, Safety, and Training $7,372 $9,458 $16,830 9%
Community Risk Reduction $6,134 $654 $6,788 4%
Salaries and Wages — LFRD Staff $2,594 $0 $2,594 1%
Payments to LFRDs - $3,704 $3,704 2%
Total $154,260 $23,720 | $177,982 100%
% Total 87% 13% 100% |  -----

POSITION/PERSONNEL COST TRENDS
MCEFRS reports that, as of January 2007, the Department’s personnel complement includes 1,187 full-time and
three part-time positions. Uniformed personnel comprise 1,081 (91%) of all MCFRS positions.

New Positions and Total Personnel Costs:
Percent Increase, FY02-07

Both the number of MCFRS positions
and total personnel costs have increased
in recent years, but at notably different
rates. Between FY02 and FY07, the size
of the MCFRS workforce grew by 171
positions, an increase of 17 percent.
Over the same period, MCFRS
personnel costs grew by $70.1 million
or 83 percent. The different growth rates
in workforce size and personnel costs
result from the marked increases in
MCFRS per employee compensation
costs that occurred in recent years.

100%

83%

75%

50%

Percent Increase

o,
25% 17%

0% -‘-

New Positions

ACTUAL VS BUDGETED PERSONNEL

EXPENDITURES Total Personnel Costs

Actual expenditures for some categories of MCFRS personnel costs have differed significantly from budgeted
levels. For example, since FY01, MCFRS has budgeted about $6 million each year for overtime. In five of the
past six years, actual overtime expenditures exceeded budgeted levels with FY05 and FY06 actual overtime
expenditures more than double the budgeted amount. The department has covered unbudgeted overtime by
using surplus funding from other personnel cost categories in the approved budget.
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MCFRS Data Management and OLO Recommendations

DATA MANAGEMENT

While conducting this study, OLO found that MCFRS data management systems were incapable of readily
producing fundamental budget and performance information. For example, the approved budget and personnel
complement for both FY06 and FY07 show expenditure and position data that reflect the departmental
structure that existed before the FY05 MCFRS reorganization. MCFRS staff had to manually re-sort data to
produce budget and personnel information that align with the current organizational structure. In addition,
MCFRS does not maintain budget or expenditure data organized by program or activity.

MCEFRS has begun to address the Department’s shortcomings in data collection and management. However,
the current deficiencies, especially with budget and personnel data, create impediments to internal
Departmental management practices, including the development of performance measures.

OLO RECOMMENDATIONS

1. OLO recommends the Council ask the Chief Administrative Officer to assess current MCFRS
data management systems and practices, and develop an improvement plan:

OLO recommends that the Council ask the Chief Administrative Officer (CAO) to assess MCFRS’ data
management systems and practices. The CAO’s review should identify the need for expenditure, personnel,
and performance data, and assess the gap between what is and what should be readily available for ongoing
management of the Department as well as for conducting more in-depth fiscal and program evaluations. OLO
recommends that the Council ask for a report back from the CAO on the findings of this assessment within the
next 90 days. In addition, the Council should request that the CAO develop a 12-month plan for improving
MCEFRS data management practices.

2. OLO recommends that the Council select one of the following assignments as Phase II of OLO’s
Base Budget Review of MCFRS:

Based on the work performed in Phase I, OLO proposes four possible topics for the Phase II analysis. The
amount of time needed to complete any one of the Phase II options will depend on the availability of data
required for the analysis.

Assignment Summary Description

A comparison of actual and budgeted MCFRS personnel

A | Analyze budgeted vs. actual personnel costs. expenditures from the last three fiscal years.

A calculation of average actual net annual on-duty work
hours for uniformed personnel as necessary to determine
staffing requirements.

Update MCFRS’ Net Annual Work Hour
calculation for uniformed positions.

An examination of the assumptions and calculations
used to prepare the Department’s estimates of total
career positions needed to implement four-person
staffing.

Analyze MCFRS’ calculation of workforce
C | requirements related to implementation of
four-person staffing.

A comparison of existing fee revenues and program
costs. An identification and evaluation of other services
that could be considered as fee-generating activities.

Examine current and potential new fees for
MCEFRS services.
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A Base Budget Review of the Montgomery County Fire and Rescue Service: Phase |

CHAPTER I: AUTHORITY, SCOPE, AND ORGANIZATION OF REPORT
A. Authority

Council Resolution 15-1554, FY 2007 Work Program of the Offfice of Legislative Oversight,
adopted July 25, 2006.

B. Purpose and Scope of Report

This report is the first of two phases of the Montgomery County Fire and Rescue Service
(MCFRS) base budget review and presents information about the types and costs of services
performed by MCFRS. For FY07, the Council approved an operating budget of $178 million for
MCFRS. The approved FY07 MCFRS operating budget supports 1,169 positions and 1,235.6
workyears.

The assignment of base budget reviews reflects the Council’s desire to develop a budget review
process based on more in-depth analysis of agency and program budgets, to include enhanced
discussions of program efficiency, effectiveness, results, and funding priorities.

This report describes the major cost components of the FY07 MCFRS operating budget and the
allocation of resources among the various divisions and functions of MCFRS. The second phase
of the MCFRS base budget review will involve an analytical assessment of one element of the
MCEFRS budget. After review of this document, the Council will determine the scope for the
second phase.

C. Organization of Report

Chapter II, Legal Framework, describes the laws and regulations that establish the roles and
responsibilities of MCFRS. This chapter also describes other agreements, plans, and standards
that affect the work of MCFRS.

Chapter III, Organizational Structure, describes the organization and structure of MCFRS
and its relationship to other entities involved in emergency prevention and response.

Chapter IV, Operating Budget Overview, summarizes the major elements of the FY07
approved MCFRS operating budget, presents workforce information, and describes multi-year
funding trends.

Chapter V describes the major duties of the Office of the Fire Chief and the Fire and Rescue
Commission.

Chapter VI summarizes the budget and describes the major duties of the Operations Division
of MCFRS. This chapter also includes information on the number of career and volunteer
personnel and the workload of the Division.

Chapter VII summarizes the budget and describes the major duties of the Volunteer Services
Division of MCFRS.

OLO Report 2007-6 1 ‘ February 27, 2007



A Base Budget Review of the Montgomery County Fire and Rescue Service: Phase |

Chapter VIII summarizes the budget and describes the major duties of the Administrative
Services Division of MCFRS.

Chapter IX summarizes the budget and describes the major duties of the Wellness, Safety, and
Training Division of MCFRS.

Chapter X summarizes the budget and describes the major duties of the Community Risk
Reduction Services Division of MCFRS.

Chapter XI presents a summary of the Office of Legislative Oversight’s Findings.
Chapter XII presents the Office of Legislative Oversight’s Recommendations.

Chapter XIII presents Agency Comments received on a final draft of this report.

D. Methodology

Office of Legislative Oversight (OLO) staff members Aron Trombka and Richard Romer
conducted this study. OLO gathered information through document reviews, data analysis, and
interviews with staff of the Montgomery County Fire and Rescue Service and other
organizations. OLO gathered information from various information sources including MCFRS
budget documents, staffing reports, performance data, and records management system reports.

During the course of conducting this study, OLO found that MCFRS’ data management systems
were incapable of readily producing the requested budget and performance information. For
example, all MCFRS budget and personnel complement data for FY06 and FY07 reflect the
organizational structure that existed before the FYO0S5 reorganization of MCFRS. MCFRS staff
had to manually re-sort data to produce budget and personnel information that align with the
current organizational structure.

As a result of learning what data are and are not readily available, OLO adjusted its approach to
presenting information. For example, OLO sought to report cost information at the program
level. MCFRS was not able to produce program level budget information for many activities.
As a result, this report presents most budget information at the division level.
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A Base Budget Review of the Montgomery County Fire and Rescue Service: Phase I

CHAPTER II: LEGAL FRAMEWORK

This chapter describes the laws and regulations that establish the roles and responsibilities of the
Montgomery County Fire and Rescue Service (MCFRS) and reflects the restructuring of the
County’s fire and rescue system approved by the County Council in May 2004 (Bill 36-03: Fire
and Rescue Services - Amendments). This chapter also describes other agreements, plans, and
standards that affect the work of MCFRS.

A. Establishment of the Montgomery County Fire and Rescue Service

Chapter 2 of the County Code establishes the Montgomery County Fire and Rescue Service
(MCFRS) as a department of the County Government. As stated in Section 2-39A of the Code,
MCFRS operates as part of a County fire and rescue system that also includes the Fire and
Rescue Commission and local fire and rescue departments (LFRDs). The full text of Section 2-
39A appears in Exhibit 2-1.

Exhibit 2-1: Montgomery County Code, Chapter 2, Section 39A

(@)  Public-private partnership. The Montgomery County fire and rescue system is a public-
private partnership, acting through the Montgomery County Fire and Rescue Service, with
the advice of the Fire and Rescue Commission.

(b) Department of County government. The Montgomery County Fire and Rescue Service is a
department of County government under the County Charter. The Fire Chief is Director of
the Department. The Department consists of a Division of Volunteer Services, a Division
of Fire and Rescue Operations, and any other divisions necessary for effective management
and administration of the Department.

(¢) Local Fire and Rescue Departments. The local fire and rescue departments and their
volunteer members are an essential element of the Montgomery County Fire and Rescue
Service because under Chapter 21 they furnish direct fire, rescue, and emergency medical
services in conjunction with County employees in the Fire and Rescue Service.

(d) Duties. The Montgomery County Fire and Rescue Service has the duties and
responsibilities assigned in Chapter 21 and Chapter 22, in addition to any other duties
assigned by law or by the County Executive.

B. County Laws and Regulations

Chapter 21 (Fire and Rescue Services) and Chapter 22 (Fire Safety Code) of the County Code
establish the structure of the County’s fire and rescue system.
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A Base Budget Review of the Montgomery County Fire and Rescue Service: Phase |

1. County Code Chapter 21

Chapter 21 of the County Code describes the authority, duties, and organization of MCFRS.
Section 21-1 of the Code states that the “County Government is ultimately responsible for
assuring public safety by providing fire, rescue, and emergency service.” Section 21-1 further
“supports the delivery of fire, rescue and emergency services through the Montgomery County
Fire and Rescue Service, including the local fire and rescue departments, operating under County
policies and regulations implemented by the Fire Chief.” '

MCFRS Management Positions: Chapter 21 establishes three senior management positions in
MCFRS: the Fire Chief, the Chief of the Division of Fire and Rescue Operations, and the Chief
of the Division of Volunteer Services. As described below, Chapter 21 spells out the duties of
these three positions.

a. The Fire Chief serves as the department director of MCFRS. The Fire Chief is appointed
by the Executive and confirmed by the Council. The Code empowers the Fire Chief with
“...full authority over all fire, rescue, and emergency medical services in the County,
including any fire, rescue, and emergency medical services provided by local fire and
rescue departments.”’

b. The Chief of the Division of Fire and Rescue Operations is a merit position that serves
under the Fire Chief. The County Code assigns the Chief of the Division of Fire and

Rescue Operations with “...operational authority over fire, rescue, and emergency
medical services activities of the Fire and Rescue Service, including the local fire and
- rescue departments, as assigned by the Fire Chief.”?

c. The Chief of the Division of Volunteer Services serves under the Fire Chief as the
highest ranking volunteer officer in the County. The Chief of Volunteer Services is
appointed by the Executive and confirmed by the Council. The County Code grants the
Chief of Volunteer Services with “...operational authority over fire, rescue, and
emergency medical services activities of the Fire and Rescue Service, including the local
fire and rescue departments, as assigned by the Fire Chief.”® The Code also charges the
Chief of Volunteer Services with responsibility to coordinate the operations and
administration of volunteer personnel and LFRDs. More specifically, the Code requires
that the Chief of the Division of Volunteer Services “...must:

(1) promote the integration of the activities of volunteer and career firefighters and
rescuers;

(2) promote recruitment and retention of volunteers;

(3) assist LFRDs in training, risk management, use and maintenance of apparatus, budget
preparation, and formulating department policy and recommendations to the Chief
and Commission;

' Montgomery County Code: Chapter 21-3 (b).
2 Montgomery County Code: Chapter 21-3 (c).
3 Montgomery County Code: Chapter 21-3 (d).
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A Base Budget Review of the Montgomery County Fire and Rescue Service: Phase I

(4) monitor legislative and regulatory actions involving volunteer activities and inform
affected groups; and

(5) provide additional opportunities for people to volunteer, including the creation of a
mobile volunteer personnel corps.™

Chapter 2 of the County Code authorizes the Fire Chief to create ...any other divisions
necessary for the effective management and administration of the Department.” Chapter III of
this report describes the organizational structure of MCFRS.

Fire and Rescue Commission: Chapter 21 of the Code establishes the County Fire and Rescue
Commission. The Commission consists of seven voting members appointed by the County
Executive and confirmed by the County Council. The Commission advises the Fire Chief, the
County Executive and the County Council on matters relating to fire, rescue and emergency
medical services legislation, programs, procedures, and plans. The Code requires that the
Commission review and approve or disapprove fire and rescue service policies and regulations
proposed by the Fire Chief. A description of the responsibilities of the Fire and Rescue
Commission appears in Chapter V of this report.

Local Fire and Rescue Departments: A local fire and rescue department (LFRD) is defined in
Chapter 21 of the Code as “any individual fire or rescue squad corporation authorized under
Section 21-5 to provide fire and rescue services.” A Council approved LFRD may provide
direct fire suppression, rescue, or emergency medical services in compliance with applicable
County laws, regulations, policies, and procedures, and the lawful orders of the Fire Chief ¢
Chapter VI of this report provides more information about LFRDs in the County’s fire and
rescue system.

2. County Code Chapter 22

Chapter 22 of the County Code is the Fire Safety Code of Montgomery County. The Fire Safety
Code establishes “minimum requirements and controls to safeguard life, property, and the public
welfare from the hazards of fire and explosion.” The Fire Safety Code authorizes the County’s
fire and rescue service to administer the provisions of the Code including:

Enforcing the provisions of the Fire Safety Code;
Investigating the cause, origin and circumstances of fire, explosion and other
emergency incidents in the County;

e Ordering the removal of hazardous materials from any premises and/or the
remediation of dangerous conditions in a structure;
Recommending fire safety regulations; and
Preparing public information materials regarding fire safety requirements.

4 Montgomery County Code: Chapter 21-3 (d).

> Montgomery County Code: Chapter 21-3 (b).

¢ Chapter 21 of the Code specifies that certain regulations pertaining to the length of service awards program are not
subject to Council approval.
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The Fire Safety Code has not been updated since the January 2005 restructuring of the County’s
Fire and Rescue System. As a result, the Fire Safety Code references organizational units and
positions which are no longer in use. ‘

3. Executive Regulations

The County Code grants the County Executive authority to issue Executive Regulations to
administer the provisions of Chapters 21 and 22. Most regulations are subject to approval by the
County Council.” These regulations have the force and effect of law. Approved Executive
Regulations address a variety of topics including implementation of the fire safety code,
apparatus staffing policies, MCFRS standards of conduct, and disaster planning. Appendix B
lists all Executive Regulations that directly relate to MCFRS. .

C. Mutual Aid Agreements

Montgomery County has entered into mutual aid agreements with the Federal government and
with neighboring jurisdictions. These agreements allow for cross-jurisdictional firefighting,
rescue, and emergency medical assistance. Montgomery County has entered into mutual aid
agreements with the following Federal installations located in the County:

National Institutes of Standards and Technology;

National Institutes of Health;

National Naval Medical Center;

Naval Surface Warfare Center;

Walter Reed Army Medical Center — Forest Glen Annex; and
David Taylor Model Basin — Carderock.

The County has entered into mutual aid agreements with the following neighboring jurisdictions:

Prince Georges County, MD;
Howard County, MD;
Carroll County, MD;
Frederick County, MD;
Loudoun County, VA;
Fairfax County, VA; and
District of Columbia.

The County also participates in the National Capital Region Mutual Aid Agreement, a regional
mutual agreement coordinated by the Washington Metropolitan Council of Governments. This
agreement provides for inter-jurisdictional support during declared emergencies and public
events that attract a large number of participants.

7 Chapter 21 of the County Code specifies that certain regulations pertaining to the Length of Service Awards
Program are not subject to Council approval.
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D. State Law and Regulations

Several sections of the Maryland Code include provisions that govern or otherwise affect the
duties and responsibilities of MCFRS. The Public Safety Article of the Maryland Code:

Establishes Maryland Emergency Number Systems Board (Title 1);

Establishes a State Fire Prevention Commission (Title 6);

Establishes a State Fire Marshal (Title 6); '

Authorizes fire, rescue, and emergency medical services mutual aid agreements (Title 7);
Establishes funds to assist counties acquire fire and rescue equipment and facilities (Title
8);

Authorizes counties to contribute money to volunteer fire companies (Title 8);
Establishes state requirements regarding smoke detectors, sprinklers, and fire evacuation
procedures (Title 9);

Authorizes counties to adopt fire prevention codes (Title 9);

Authorizes local fire officials to conduct fire inspections (Title 9);

Regulates the possession and use of fireworks and sparklers (Title 10);

Regulates the possession and use of explosives (Title 11); and

Establishes emergency management requirements and procedures (Title 14).

The Criminal Procedure Article of the Maryland Code:
e Authorizes fire and explosives investigation — law enforcement powers (Title 2).

The Education Article of the Maryland Code:

e Establishes the Emergency Medical Services Board, the Maryland Institute for
Emergency Medical Services Systems, and the Emergency Medical Services Advisory
Council (Title 13);

e Establishes licensure and certification requirements for individuals performing
emergency medical services (Title 13); and

e Establishes an automated external defibrillator program (Title 13).

Additional State fire safety and emergency medical response requirements appear in numerous
State regulations.

E. Other Agreements, Plans, and Guidelines

In addition to State and local laws and regulations, other agreements, plans, and guidelines
establish procedures, standards, and objectives for the provision of fire and rescue service in
Montgomery County. MCFRS practices and resource allocation decisions take into account:

1. Personnel agreements;
2. MCFRS Master Plan; and
3. National Fire Protection Association (NFPA) Codes and Standards.
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