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Executive Summary

The IAFC’s EMS Executive Board met in the winter of 2007 to develop a strategic plan for the section.  One of the initiatives developed and agreed upon by the board was to develop a strategic planning document that a state or local fire based EMS entity can use as a template to develop a collaborative and influential position in their own political environment. 

This draft is a proposal to submit to the IAFC EMS Section’s Executive board for review and input in order to satisfy the target date of January of 2008.  This draft was reviewed by the past director of the California State EMS Authority as well as the Past President of the California Emergency Medical Services Commission.  

It is designed to provide a nine step process for a fire based EMS department to follow that will lead to developing a significant voice within their specific EMS system leading up to developing a voice in their State’s EMS management structure.  The nine steps are: 

Step 1: Assess Your Credibility

Step 2: Identify Your Service Delivery Partners
Step 3: Create A Fire/EMS Association Locally Within Your County, Parish Or Region. 
Step 4: Develop Relationships with Your Regulatory Agency

Step 5: Developing Partnerships with the Other Components of your local Pre Hospital Care delivery system.  
Step 6: Developing Allegiances
Step 7: Create a State Based Fire EMS Association 

Step 8: Developing a Relationship with Your State Regulatory Authority. 
Step 9: Developing Partnerships with the Other Components of your State        Pre Hospital Care delivery system.   
Developing Fire Based EMS Involvement
Why Must Be Get Involved?

The fire service of 50 years ago had primarily a fire suppression mission.  Fire Departments throughout the nation stood proudly and primarily alone in their mission to fight fire.  With linkages to water purveyors who would provide the water, it was the courage of the fire fighter coupled with their training and equipment that kept America from burning.  Prior to the significant fire prevention codes developed in the 1970’s, this mission was a busy one with ever increasing run loads.  Since the paradigm shift in building codes and fire safety systems since the 70’s, the number of structure fires has decreased and the natural evolution and growth of the Fire Service moved to the mission of Emergency Medical Services.    

  
But the development of the EMS mission brought with it the need for other partners to make the once self sufficient fire service successful as we proudly took up the banner to protect life by practicing pre-hospital care. We found our selves needing the services of emergency rooms, doctors, nurses, transport entities and others to accomplish our new mission.  In the early days, much of the genesis of EMS was locally based and locally controlled, but today the EMS mission has grown to regional, state and federal entities that certainly have begun to provide varying degrees of authority over our mission.  In some areas, fire based EMS leaders have been at the table, assisting to craft legislation, ordinances and local policies that would have significant influence and often costs associated with their implementation.  In other areas, the fire service has not been engaged and has abdicated its responsibility to assist in developing our future in EMS.  Fire departments across the Country are realizing the need to develop a regional position and get involved.  The question is how?  How does the fire service, who at one time was self sufficient, reach out and earn a “seat at the table.”  How can today’s fire service develop their influence so when their State is considering writing statutes that will impact the provision of EMS, their State based leaders call the Fire Service and ask our opinion and better yet, ask us to help write it.?  This paper is designed as a step by step process to develop that degree of influence.  It is not a short process.  It is a long journey, the distance determined by the Fire Services dedication to the process and a clear understanding that what is valued must be earned.  
Step One. Assess Your Credibility

This step is designed to research the state and local laws and regulations and entities that govern your Fire/EMS mission and measure your successfulness in meeting them.  

The provision of medical care is several thousand years old.  The Fire Service is comparatively new to this noble profession.  Even private ambulance companies have been involved in pre-hospital care for nearly 100 years.  The former Buck Ambulance Company in Portland, Oregon began their service in 1913 with the motto “Buck Ambulance-Same Day Service!”  They literally used a horse drawn carriage for an ambulance that had to wait for the Wilamette River Ferry to cross the river!  
Hospitals, doctors, nurses and other medical personnel and facilities have evolved into a heavily regulated industry and are professionally, ethically and philosophically patient care based.  Fire Based EMS is engaging in a system where patient care is paramount and the overriding consideration.  We must clearly understand that the goal for all in the pre-hospital care system is the same, excellence in patient care.  The road some may take to get there could be different but we all must arrive at the same place.  There may be a cost to arrive at this most noble goal.  It may require more funding or more training hours, but that is the cost of excellence, and it is excellence we must seek. Achieving this goal will be a combined effort.  Make sure your people and the labor union that represents them is as engaged in this process as you are.  You will fail if you don’t consider that.  If we are to be respected, the fire service must adopt a patient care mindset.  We must understand the rules of the road and identify the fences that currently exist.  

The purpose of this step is to understand the rules of the road when it comes to the provision of emergency medical care.  We cannot be credible in this new arena unless we are playing by the rules as they exist today.  
Objectives

1. Identify which agencies provide regulating impact to your service. This is called the administrative control.  Identify the following entities and what authorities they have: 
a. Your state’s regulatory entity that is responsible for the oversight of pre-hospital emergency medical services. 
b. Your county, region or parish’s regulatory entity that is responsible for the oversight of pre-hospital care medical services.  This organization is often identified in state laws and given a degree of authority by the state entity to carry out certain regulatory responsibilities. 

2. Identify which agency and/or persons provide medical oversight to your service.  (Medical Control)
a. State and or local laws will often identify the entity that provides administrative oversight but then identify another medical component that provides what is typically called medical control.   This person is often responsible for identifying the medical scope of practice for your personnel.  This person may also be the one who authorizes your use of controlled drugs.  This person may or may not have a contractual relationship to your service.  In the case of multiple persons responsible for medical control, it is important to distinguish between the statutory/regulatory role and the services role of the physician. 
3. Identify any laws, statutes, regulations, guidelines, etc. that apply to the provision of Pre Hospital Based EMS.  Depending on your system, other regulatory agencies such as emergency planning, public health, pharmacy and consumer affairs may have significant supporting roles or regulatory authorities even though not considered “traditional EMS.” 
4. Complete a self assessment of your agency’s compliance to those laws. This will be a factor in establishing credibility as you reach out to partnering agencies.

Measurable Outcomes:  (Use the forms contained in Appendix I) 

1. Develop a list of those entities that have legal influence over your delivery of Pre-hospital care. Include within this list, some general statements about their legal authority for the delivery of EMS. 

2. Develop a list of those entities or person(s) that develop the medical scope of practice and the medical protocols under which you operate. 

3. Develop a list of the laws, statutes, regulations, ordinances and policies that govern how your department delivers pre-hospital care. 

4. Identify your agency’s strengths and weaknesses regarding your alignment to your laws and regulations.  Use each area that your organization does not comply and develop an action plan for your agency on how you will comply. 

5. Typically, there will be commissions that provide the strategic direction of most of these entities and these commission meetings will almost always be open to the public.  Attend them and identify the players and the issues. 

Step Two: Identify Your Service Delivery Partners

This step is designed to identify who your partners are.  Make no mistake; your success is influenced by these partners.  If you cannot drop off your patients at your local emergency room in a timely manner, your department will be impacted.  If your department chooses to contract with a private ambulance provider, you will rely upon them.  
Objectives

1. Identify the hospitals in your service area that you transport patients to.  Identify whether they are private for profit hospitals, academic/teaching hospitals, district entities or government run.  Determine the organizational structure and who is responsible for strategic community policy and tactical policy affecting the EMS System. 
2. Identify specialty centers in your service area that you transport patients to. 

3. Identify the financial health of each hospital.  Make no mistake; if a hospital or emergency room closes or reduces services, you need to be ready to make operational changes.  This information is usually public information and found on the internet.  The key document will likely be a profit and loss statement. 
4. Identify the private transport entities that your agency will typically use if you are not a transporting department. 

5. Meet with the Hospital CEO and introduce yourself and discuss common issues.

6. Meet with the Emergency Department Director, introduce yourself and ask how your department excels and what can be improved. If you are experiencing high wait times to turn patients over to ER staff, ask how you can work together to address this issue. 

7. If hospitals in your area are public and run by a board or commission, attend their meetings to get an overview of their issues. 

8. Meet with the CEO of your local transport provider.  Establish lines of communication.  Uncover common interests. 

Measurable Outcomes:  (Use the forms contained in Appendix II) 

1. Develop a list of each hospital in your area.  This list should include specialty care status, the type of governance and the financial health of the agency. 

2. Develop a relationship with your local hospitals that will result in ER managers calling you or your department representative when problems occur as opposed to your regulatory agency. 

3. Set up regular meetings with key hospital staff that will result in better communications and methods to improve quality on both sides. 

4. Develop a list of each transport entity in your area.  

5. Develop a relationship with your local transport entities that will result in managers calling you or your department representative when problems occur as opposed to your regulatory agency. 

6. Set up regular meetings with key transport staff that will result in better communications and methods to improve quality on both sides. 

Step Three: Create A Fire/EMS Association Locally Within Your County, Parish Or Region. 
This step is designed to provide one clear voice in the representation of Fire Based EMS issues.  There is a much higher degree of influence when an association can say to their local regulatory agencies or hospitals with a united voice that all fire departments in the “region” agree on an issue and propose a solution.  

Objectives

1. Using the information gathered in steps one and two, identify key issues that are impacting all fire departments in your target area.  Understand that everyone is busy so you must develop an interest that will compel others to join this association. 
2. Identify all other providers of fire based EMS in your county, region or parish and an appropriate contact person. 
3. Identify any existing fire based organizations in your region.  Often this will be a local fire chiefs association.  If you choose to operate as a sub section to this group, it may provide a much higher degree of instant credibility if you are sanctioned by an established influential association.

4. Develop a proposed compelling mission statement for this association. 

5. Using your research in step one and two, develop an analysis of opportunities and threats posed by those entities in step two and the laws, statutes, etc. identified in step one and especially any proposed legislation.  Understand that most opportunities require preparation to take advantage of them before the window closes.  E.g.: grants.   Often threats can be mitigated if we know they are coming.  E.g. testifying before a legislative committee on behalf of the collective voice of Fire Based EMS. 

6. Obtain the support of your selected organization identified in #3 above.  

7. Set a meeting date at a centrally located venue.  
8. Develop an agenda for your first meeting.  Some ideas for a first agenda are included in Appendix III
Measurable Outcomes for Step 3 

1. Develop compelling reasons to establish a Fire Based EMS association in your area/region/county. 
2. Identify three major issues that can be either an opportunity or a threat to Fire Based EMS and your area departments. 
3. Conduct the inaugural meeting of your newly formed association. 
4. Develop a leadership structure for the group. 
5. Identify the need to establish by-laws, dues structure and non-profit status with the IRS. 
Step 4: Develop Relationships with Your Regulatory Agency
This step is designed to develop a relationship between your newly formed association and the local agency(s) that provides oversight to your EMS mission.  This may be opening up a new door and likely raise a few eyebrows.  An important concept to remember as you develop this relationship is that trust is earned and developed over time.  All the objectives within this step will not nor should they be accomplished during the first meeting.  The objectives listed below will be accomplished over time.  Regular meetings to open lines of communication need to be accomplished first.  Offering your association’s assistance to accomplish an agency goal(s) will be a significant step that will develop trust.  Be acutely aware that a misstep here will be extremely damaging.  
Many agencies will be critically examining your association for the following:

· Are they truly committed to patient care? 

· What are they really after?
· Will they follow through? 

Likewise, most will be considering the positive elements of this potential relationship:

· I don’t have the time to fully develop policies that need to be developed.  Can they take some of this off my plate? 

· If my agency gets fire service support on some of my key initiatives, it will help me “sell” those initiatives to other partners in the system. 

· If I can enlist the support of one common voice of the fire service, it will assist me in “fending off” the attacks of single fire departments in the area.

· Developing compromises in my initiatives will be worth doing if I get the support of the fire service and if they will assist in selling the initiative. 

Your newly formed association will need credibility in the pre-hospital care community if you are to have a voice in that community.  This step is incredibly important.  Successfully accomplishing this step will be critical as you develop influence and a voice at your state level as well.  
Objectives

1. Make contact with your local EMS Agency and schedule a meeting between them and the leadership of your newly formed association. The objectives for this meeting will be to:

a.  Establish lines of communication and a regular meeting schedule.   

b. The second goal will be to offer your association’s help to the agency.  

c. The third goal will be to ask for an appraisal of the Fire Based EMS mission that can be discussed at the next meeting.  This will provide increased impetus to have a second meeting. 
2. The objective for a second meeting will be to:

a. Receive the honest appraisal from your regulatory agency on how well the Fire Based EMS mission is functioning.  Don’t be confrontational.  This is designed to get the agency’s perception.  It will later be your job to correct problems or correct perceptions.  

3. The objective for a third meeting will be to:

a. Provide a plan to the agency on how your newly formed association will deal with the appraisal received during the second meeting.  The way you will be successful will depend upon the following:

1. Resisting the urge to say this is not our problem. 

2. Understand the some of the issues may require partnerships and a longer term work plan. 
3. This step will be successful if you follow through with the plan.  This will provide a great deal of credibility and trust if you truly solve problems raised during the appraisal. 
4. Look for “low hanging fruit” or the quick wins.  A small success rapidly 
4. The objective for a fourth meeting will be to:

a. Provide a report on your association’s accomplishments regarding the improvement plan presented to the agency in the third meeting.  Once again, it cannot be stressed enough that this will be one of the most significant steps to develop credibility and trust when you show that you have received input and followed through with an improvement plan. 

5. The objectives for a fifth meeting will be to:

a. Continue to show progress on your association’s improvement plan. 

b. Offer the help of your association for a project important to the agency.  This will be another important step to establishing Fire Based EMS as a partner in the service delivery continuum.  

6. The objectives for a sixth meeting will be to:

a. Continue to report on the progress of your association’s accomplishments regarding the improvement plan. 

b. Report on your accomplishments for the project given to your association by the agency.  

7. The objectives for future meetings will be dictated by the acceptance of your association by the regulatory agency.  Your future objectives should be to: 

a. Develop a recognized advisory group to the agency that will assist them in vetting out polices and addressing system wide issues.  Of course, your association will be a key member. 
b. Eventually codifying this advisory group into the local agency policies or ordinances. 

c. Offer to assist in developing a strategic plan for the EMS delivery system with your local agency that is patient based, stressing partnerships.  

Measurable Outcomes from Step 4
1. Establishing regular meetings between your association and the local regulatory agency. 

2. Develop an improvement plan specifically for the Fire Based EMS mission within your region with the input obtained from the agency and follow through with measurable improvements. 

3. Develop a recognized advisory group to the agency with Fire EMS playing a key if not leadership role. 

4. Develop a strategic plan for the EMS delivery system.  

5. Develop a respected and recognized role in the local EMS delivery system. 

Step 5: Developing Partnerships with the Other Components of your Local Pre-hospital care Delivery System.   

When it comes to the delivery of pre-hospital care, the fire service does not stand alone.  We depend upon hospital ER’s to accept our patients.  If we are a non transport entity; we depend upon the transport providers to transport our patients.  We do not operate in a vacuum.  
This next step is designed to use the credibility established in step 4 above and develop a respected position with the other partners in your system.   A critical thing to remember is that the driving forces for your partners may be completely different than your own.  Some of your partners may be private companies that must report a profit.  Understand there are additional “drivers” for a private company than those of a government run entity.  Do not consider this as a negative but as a reality.  There may be conflicts in these fundamentals.  Recognize this and accept it.  Look for commonalities in your missions.  The biggest one will be that both of you are patient care based.  No one can argue that.  Base your relationships on that.  Fully accept that you may never agree with 100% of how your partners operate and they may not agree with all of your operational parameters.  A great example may be with your private local ambulance transport providers.  The way they grow their profit margins is to decrease costs, raise revenue and expand their businesses into new markets.  Any one of these issues may cause concern within the Fire Service.    Your local hospitals may be caught within the conundrum of decreasing Medi-Care, Medi-caid, HMO and insurance reimbursements, greater amounts of uninsured or underinsured patients, growing and or aging populations within their service area, the obligation to provide care to them all; and balance their budgets.  This is a problem that has driven many hospitals across the nation to close the doors of their emergency rooms or worse yet, to close their hospitals completely.   Understand that a closure of a hospital in your area may well cause serious implications to your department.  In many ways, you have a vested interest in keeping these emergency rooms open. 
This step is similar to step two but here, you are looking to become more involved.  You are looking to be included in trade associations as a representative of the fire service, one of their partners.  There are many trade associations.  Which you choose to be involved with may well be driven by tactical and strategic considerations. 
A great example of how this partnership could provide benefit to the fire service  may be when you obtain a seat on the regions or state’s pre-hospital care medical directors association.  This may well be the entity that authorizes scope of practice changes.   When they are considering scope changes that may lead to training programs and the purchase of additional equipment, you will be there to provide input on the fire department’s budgeting process, time lines for that process and when the fire service could practically implement such an initiative.  A win-win could be to incorporate this new training program into an upcoming training program that has already been budgeted! 

If you are committed to developing true partnerships, be absolutely and stubbornly committed to the following critical principles:
· The “prime directive,” no single issue is more important than the relationship!  
· Adopt a code of behavior that mandates neither partner will ever lie to the other. 

· Adopt a code of behavior that if you are going to do something your partner might find contrary to their positions; let them know early so they will not be surprised. 

· Always maintain a friendly collegial posture in your disagreements. 
Objectives 
1. Ask to attend the next convention held by their trade association. This is a safe entry into the association and will provide revenue back to their association through registration fees. This also shows that you are willing to spend the time and the money to understand their issues.  Make sure you make contact with the trade association’s board members and president while you are attending. 

2. Invite the partners to appropriate fire based conventions.  A great opportunity is the International Association of Fire Chiefs EMS Section’s Fire Rescue Med Conference typically held in April/May.  

3. Ask to attend the next meeting of their trade association and provide a “state of the state address” on the Fire EMS mission as well as answer any questions.  While there, make sure you introduce yourself to the president of that association and get his or her contact information. 

4. Meet with the president of the association and discuss the following: 

a. The value of relationships within the pre-hospital care community. 

b. Frankly discuss the areas where you may never agree and those areas where you will certainly agree.  Frankly discuss that your two organizations may be on opposite sides of the table on issues from time to time, but the majority of the time, you will be together on the issue of providing patient care and in those areas, you can help each other. 
c. Discuss ways to open up communication with their association and your own.  

d. Suggest attending their association’s regular meetings if only to provide a report on the Fire Based EMS mission.  Offer to leave after you provide the report. 

e. Offer an invitation to their association to attend your own regular meetings.  Some fire based EMS associations have a fire only component to their meeting and then a general meeting where all the partners are invited. 

5. Attend regular meetings of the partner’s trade associations and provide a Fire EMS report to their board. 

6. Develop a non voting membership to their board designed to provide not only reports on fire based EMS, but to also provide input on initiatives they may be planning and the potential impact to the fire service. 

Measurable Outcomes to Step 5
1. Attend trade conventions sponsored by your partners. 

2. Invite your partners to Fire Service EMS conferences. 

3. Attend your trade associations meetings to provide a “state of the state” report on Fire Based EMS in your regions. 

4. Be included as a regular attendee at your partner’s trade association providing a report on Fire Based EMS and being there to provide the Fire Service perspective on upcoming issues. 

5. Become a non voting member of your partner’s trade association. 

6. Move Fire Based EMS to become a respected partner in the EMS system.

7. Develop an effective voice for Fire Based EMS.

8. Expand these relationships to the state level.

Step 6: Developing Allegiances

One thing you will discover by the time you get to this point is the value of speaking with one voice for the Fire Based EMS mission.  When you can come to a meeting and state that you are speaking on behalf of every Fire Based EMS provider in your area, this will have an impact.  You are no longer speaking as an individual; you are no longer speaking as a representative of your department, but are bringing forth the collective voice of your region’s fire service.   It cannot be stated enough that with this privilege comes a great degree of responsibility.  When you speak for all the departments in your area, you must be sure you are accurately representing them and these issues have been completely fleshed out and accepted by each department before you make such a bold statement. 

This step is designed to expand the influence of the Fire Based EMS mission by developing alliances with other fire service organizations or public safety organizations in your state.  In one state, this alliance was developed and was eventually called the “Big Five” due in part to the influence this group held.  This group did not conduct regular meetings as a group, but when they did, everyone in the state system knew something big was up.  This group included the fire chiefs’ association, the state’s fire fighter labor group, the state’s fire fighter trade association, the state’s police chiefs’ association and the state based association of cities.   As you can see, this group would not always agree on issues, but when they did, this was a formidable force.  
This alliance should only be used for major watershed issues and not used indiscriminately.  The use of this group’s influence should only be used when all other interest based negotiating strategies have failed.  The use of this group may well damage relationships with other groups if not used sparingly and carefully.  The first use of this group may well be to support an issue for the entire pre hospital community such as legislation addressing insurance reimbursement rates, something that will benefit all partners. 
Objectives

1. Develop a list of potential alliances.  Suggestions are:

· State based fire labor group(s)

· State based fire associations

· State based fire management group(s)

· State based peace officer management group(s)

· State based City Manager’s association or cities coalitions that share your philosophy. (Keep in mind that your EMS regulatory agency may be county or district based and may be in conflict with local government control and hence be in conflict with that association.  Do not exploit this division and damage your relationship with the EMS regulatory agency.

2. Meet with each group and discuss areas of common interest regarding the provision of pre-hospital care.  
3. Using some of the practices in the steps already covered; develop relationships and partnerships on areas of common interest. 

Measurable Outcomes for Step 6
1. Identify potential alliance partners. 
2. Develop points of common interest. 

3. Conduct a meeting with the alliance partners. The objectives for this meeting will be to:

a.  This meeting will be to meet and greet leaders within each alliance partner. 

b. Recognize the potential of such a group. 

c. Recognize that the influence of this group will need to be carefully measured and utilized. 

d. Discuss the need for each alliance partner to have a seat at appropriate state level committees. 

Step 7: Create a State Based Fire EMS Association 
To get to this point may well have been a long road.  At this point in the development of the voice for Fire Based EMS, you are developing a voice for the fire service as well.  If your association has done it right, you have developed a long lasting and respected partnership with your local regulatory agency.  You have improved the Fire Based EMS mission for not only your department but each department within your association.  You have worked hard on initiatives and brought them forth as a benefit to patients throughout your region.  You have developed partnerships with other associates within the EMS community and proven your worth.  You have developed a contact list that has allowed you to pick up the phone and talk with the president of trade associations within the realm of EMS.   Now is the time to expand the influence of Fire Based EMS to the state level!   Now is the time to develop a Fire Based EMS Association for your state.  Much of the objectives below are the same ones you used to establish your local association.  

Objectives 
1. Identify key issues in your state that are impacting all fire departments.  Understand that everyone is busy so you must develop an interest that will compel others to join this state association. 

2. Identify all other local fire EMS associations in your state. 

3. Identify any existing fire based organizations in your state.  Often this will be a local fire chiefs association.  If you choose to operate as a sub section to this group, it may provide a much higher degree of instant credibility if you are sanctioned by an established influential association.

4. Develop a proposed compelling mission statement for this association. 

5. Develop an analysis of opportunities and threats within the state EMS system.   This will include any proposed legislation.  Understanding that most opportunities require preparation to take advantage of them before the window closes.  E.g.: grants.   Often threats can be mitigated if we know they are coming.  E.g. testifying before a legislative committee on behalf of the collective voice of fire based EMS. 

6. Obtain the support of your selected organization identified in #3 above.  

7. Make contact with each president and or board for each of the existing Fire Based EMS associations in your state. 

8. Set a meeting date at a centrally located venue.  

9. Develop an agenda for your first meeting.  Consider the proposed agenda in Appendix II. 
Measurable Outcomes for Step 7 

1. Develop compelling reasons to establish a Fire Based EMS association in your state.  
2. Identify three major issues that can be either an opportunity or a threat to Fire Based EMS in your state.   
3. Conduct the inaugural meeting of your newly formed association. 
4. Develop a leadership structure for the group. 
5. Identify the need to establish by-laws, dues structure and non-profit status with the IRS. 
Step 8: Developing a Relationship with Your State Regulatory Authority. 
The next logical progression in establishing a state wide influence for Fire Based EMS is to take the newly formed Fire EMS State Association and develop a relationship with your state regulatory agency or authority.  

The partnerships you have developed up to now, may well have been with established groups that already have a seat at the table when it comes to pre-hospital care at the state level.  Now is the time to ask for their support as you ask for your seat at that same table.   If you have nurtured these relationships well, if you have proven the value of your association in collectively solving problems, these partners will most likely be happy to support you going to the next level.  There may have been certain preconceived notions when you first attempted to establish a relationship with your local agency.  Hopefully, the credibility for Fire Based EMS will have preceded you and the road to developing a relationship with your state agency will be smoother. 

Much of the objectives below are the same objectives you used in establishing a relationship with your local regulatory agency.   
Objectives

1. Make contact with your state EMS Agency and schedule a meeting between them and the leadership of your newly formed association. The objectives for this meeting will be to:

a. Establish lines of communication and a regular meeting schedule.   

b. The second goal will be to offer your association’s help to the agency.  

c. The third goal will be to ask for an appraisal of the Fire Based EMS mission that can be discussed at the next meeting.  This will provide increased impetus to have a second meeting. 

2. The objective for a second meeting will be to:

a. Receive the honest appraisal from your regulatory agency on how well the Fire Based EMS mission is functioning.  Don’t be confrontational.  This is designed to get the agency’s perception.  It will later be your job to correct problems or correct perceptions.  

3. The objective for a third meeting will be to:

a. Provide a plan to the agency on how your newly formed association will deal with the appraisal received during the second meeting.  This step will be huge if you follow through with the plan.  This will provide a great deal of credibility and trust if you truly solve problems raised during the appraisal. 

4. The objective for a fourth meeting will be to:

a. Provide a report on your association’s accomplishments regarding the improvement plan presented to the agency in the third meeting.  Once again, it cannot be stressed enough that this will be one of the most significant steps to develop credibility and trust when you show that you have received input and followed through with an improvement plan. 

5. The objectives for a fifth meeting will be to:

a. Continue to show progress on your association’s improvement plan. 

b. Offer the help of your association for a project important to the agency.  This will be another important step to establishing Fire Based EMS as a partner in the service delivery continuum.  

6. The objectives for a sixth meeting will be to:

a. Continue to report on the progress of your association’s accomplishments regarding the improvement plan. 

b. Report on your accomplishments for the project given to your association by the agency.  

7. The objectives for future meetings will be dictated by the acceptance of your association by the regulatory agency.  Your future objectives should be to: 

a. Develop a recognized advisory group to the agency that will assist them in vetting out polices and addressing system wide issues.  Of course, your association will be a key member. 

b. Eventually codifying this advisory group into the local agency policies or ordinances. 

c. Offer to assist in developing a strategic plan for the EMS delivery system with your local agency that is patient based, stressing partnerships.  

Measurable Outcomes from Step 8
1. Establishing regular meetings between your association and the state regulatory agency. 

2. Develop an improvement plan specifically for the Fire Based EMS mission within your state with the input obtained from the agency and follow through with measurable improvements. 

3. Develop a recognized advisory group to the agency with Fire EMS playing a key if not a leadership role. 

4. Develop a strategic plan for the EMS delivery system.  

5. Develop a respected and recognized role in the state EMS delivery system. 

Step 9: Developing Partnerships with the Other Components of your State Pre-hospital care Delivery System.   

The significant difference between this step and step 5 is that you are now developing relationships with your state partners where in step 5, you were developing partnerships with local entities.  
This step is the natural progression from the work you have done to this point.   Many of the partnerships with other components of your local system may well have a state association or possibly the association you have nurtured was already state based.   As with many of the steps above, this must be done carefully as well.  A misstep here can also be very damaging as well. Also remember, if you are committed to developing true partnerships, be absolutely and stubbornly committed to the following critical principles:

· The “prime directive,” no single issue is more important than the relationship!  

· Adopt a code of behavior that mandates neither partner will ever lie to the other. 

· Adopt a code of behavior that if you are going to do something your partner might find contrary to their positions; let them know early so they will not be surprised. 

· Always maintain a friendly collegial posture in your disagreements. 

Objectives 

1. Ask to attend the next convention held by their trade association. This is a safe entry into the association and will provide revenue back to their association through registration fees. This also shows that you are willing to spend the time and the money to understand their issues.  Make sure you make contact with the trade association’s board members and president. 

2. Invite the partners to appropriate fire based conventions.  A great opportunity is the International Association of Fire Chiefs EMS Section’s Fire Rescue Med Conference typically held in April/May.  

3. Ask to attend the next meeting of their trade association and provide a “state of the state address” on the Fire EMS mission as well as answer any questions.  While there, make sure you introduce yourself to the president of that association and get his or her contact information. 

4. Meet with the president of the association and discuss the following: 

a. The value of relationships within the pre-hospital care community. 

b. Frankly discuss the areas where you may never agree and those areas where you will certainly agree.  Frankly discuss that your two organizations may be on opposite sides of the table on issues from time to time, but the majority of the time, you will be together on the issue of providing patient care and in those areas, you can help each other. 

c. Discuss ways to open up communication with their association and your own.  

d. Suggest attending their association’s regular meetings if only to provide a report on the Fire Based EMS mission.  Offer to leave after you provide the report. 

e. Offer an invitation to their association to attend your own regular meetings.  Some Fire Based EMS associations have a fire only component to their meeting and then a general meeting where all the partners are invited. 

5. Attend regular meetings of the partner’s trade associations and provide a Fire EMS report to their board. 

6. Develop a non voting membership to their board designed to provide not only reports on Fire Based EMS, but to also provide input on initiatives they may be planning and the potential impact to the fire service. 

Measurable Outcomes to Step 9

1. Attend trade conventions sponsored by your partners. 

2. Invite your partners to Fire Service EMS conferences. 

3. Attend your trade associations meetings to provide a state of the state report on fire based EMS in your regions. 

4. Be included as a regular attendee at your partner’s trade association providing a report on Fire Based EMS and being there to provide the Fire Service perspective on upcoming issues. 

5. Become a non voting member of your partner’s trade association. 

6. Move fire based EMS to become a respected partner in the EMS system.

7. Develop an effective voice for fire based EMS.

8. Expand these relationships to the state level.

Conclusion

The road for the Fire Based EMS mission to gain its rightful seat at the “table” is a long one but the value of attaining this goal cannot be overstated.  To gain a degree of influence where the fire service is assisting to design state based legislation is where you want to be for at that time, you are designing the future for the fire service EMS mission.  We will then be engineering our future rather than becoming a victim to it.   Some fire associations have skipped some of these steps and then found themselves “hunkered down in their respective foxholes” tossing legislative cannon balls at back and forth at their respective regulatory agencies and that is no place to be and can often take ten years to repair such damage.  How committed you are to the process will dictate how long the process will take.  

You will need to practice what is called interest based negotiation as opposed to what we often practice, positionally based negotiation.  What this means is that we back a process to accomplish what we want and will not back down from that process as opposed to analyzing what our base interests are and negotiating from there.  

An outstanding book called “Getting to Yes” by Harvard Negotiating Project provided a great example of this principle called interest based negotiation.  After the six day war between Egypt and Israel, a negotiating team from each country was tasked with dividing up the Sinai Peninsula.  Both sides wanted the entire area and were not willing to budge from their positions.  A multitude of concessions were offered by an American mediator but no matter how they divided the area, no one would agree.  It was all or nothing.   The mediator then decided to get to the why of the equation.  What was each side’s core interest in this issue?  Egypt explained that this land had been part of their culture for thousands of years.  It was indeed part of their heritage.  Israel stated that they wanted the land as a buffer so no enemy could park military assets on their border and easily come across and attack them.  The American mediator, once he understood their core interests, offered a solution.  He asked if Egypt promised to make the Sinai a de-militarized zone and never bring military assets into the area at all, would Israel agree to give back the Sinai?  The Israeli negotiator said of course!  Our interests would be satisfied!  This very wise negotiator purposed to look behind the positions and find what each side really wanted out of the deal or what their interests were. Once he found that, he engaged in interest based negotiation and what once appeared impossible became possible.  

The Fire EMS mission will be successful in their journey to earn their seat at the table only if they understand the principle of interest based negotiation.  If you practice this principle, if you become good at it, you will succeed and you will succeed much faster.  Remember, pounding your fist on the negotiating table accomplishes nothing more than making your fist sore and spilling coffee!

Good luck on your journey and your mission.  It is a worthwhile one and will someday bring more value than you will have ever imagined.  

Appendix I 
Administrative Control Worksheet

	State Regulatory Agency 
	Legal reference that authorizes their existence
	Name of the Director
	Is the Agency governed by a commission or oversight group? 
	When and where does this commission meet? 

	
	
	
	
	


	County or Regional Regulatory Agency 
	Legal reference that authorizes their existence
	Name of the Director
	Is the Agency governed by a commission or oversight group? 
	When and where does this commission meet? 

	
	
	
	
	


Medical Control Worksheet

	Person or entity that provides Medical Control 
	Legal reference that authorizes their existence
	Name of the Person or entity 
	Is this person or entity advised by a group or board?
	When and where does this board meet? 

	
	
	
	
	


Appendix II 

Hospital Partners 

	Hospital Name
	Type of Hospital

(Private, district, government, etc.) 
	Is the hospital governed by a commission or board? 
	Specialty Center Status? 

(Trauma, Cardiac, etc.) 
	Hospital CEO
	Emergency Room Manager
	Financial health 

	
	
	
	
	
	
	


Transport Entities 

	Company Name 
	Type of provider. County, District, for profit, hospital based? 
	If the entity is public, is it governed by a board or commission
	Owner or CEO 
	Local Manager
	
	Financial health 

	
	
	
	
	
	
	


Appendix III

Ideas for the First Agenda 

1. Introductions

2. Why are we here?

a. Discuss three compelling issues that you discovered from your research that may impact each of the fire departments represented. 

b. Fire Based EMS needs to have a voice as these issues evolve. 

c. To bring our collective experience to the table and address issues. 

d. To establish one voice and a strong voice for the future of pre-hospital care and most certainly, how it impacts our Departments. 

3. Propose a mission statement for this group that captures the potential of this newly forming association of Fire EMS Professional Leaders. 

4. Discuss the impact to the issues discussed in 2a. 

5. Discuss the “players in the EMS Community as you discovered them in Step 2. 

6. Discuss the objectives in Step 4 and plan how to accomplish them. 
7. Discuss the need to organize the group with a leadership structure, bylaws, dues structure, etc. 
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