Conefrey, Maureen (FIR)

From: - tpoconnorl@gmail.com

Sent: Wednesday, October 28, 2015 8:12 AM

To: ) Conefrey, Maureen (FIR)

Subject: Re: Employee Group publication "one year later"
Maureen,

Please consider this formal notice to include the UEG communication in the minutes. We can transmit electronically if
that would make it easier for you,

Tom
Sent from my iPhone

On Oct 28, 2015, at 8:03 AM, Conefrey, Maureen (FIR) <Maureen.Conefrey@sfgov.org> wrote:

Hello Tom,

| confirmed with the Commissioners that they received a copy of the above magazine. Please note that |
do not put in the minutes, publications they receive through this office. These magazines were
delivered to me on the day of a Commission meeting with instructions to disseminate to the
Commissioners. :

Thanks.
Maureen Conefrey

Fire Commission Secretary
(415) 558-3451




Conefrey, Maureen (FIR)

From:

Sent:

To:

Subject:
Attachments:

tpoconnorl@gmail.com

Wednesday, October 28, 2015 6:23 PM
Conefrey, Maureen (FIR)
ueg_mainline2015_1005.pdf
ueg_mainline2015_1005.pdf; ATTO0001.txt

Let me know if this works...thank you
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President, Tom O Connor

On Labor Day weekend of 2014, the San Francisco Fire
Department (SFFD) reached a new low point in our 150-year
history. After years of discontent regarding decaying fire-
houses, dangerously old and broken down apparatus, a lack
of staffing, and increasingly long response times, the unthink-
able happened. A San Francisco resident waited more
than 2 hours for an ambulance to arrive for an emergency
medical call.

This outrageous incident received widespread media cover-
age and the public was justifiably upset. Their anger was
warranted. Not surprisingly, our SFFD administration was
unfazed by this incident and the public outrage. Adding
insult to injury, this two-hour response time was written off as
an “anomaly” or just another strain on the system by our Fire

Chief.

The dedicated Firefighters and Paramedics of the SFFD
knew better.

For far too long, the men and women in our local fire stations
— those who have dedicated their lives to this department and
the people of our city, have known that our response times
are simply unacceptable. We are the ones that respond to the
ermergency calls for service and we are the ones who have to
try to explain to grieving local residents why it has taken so
long for help to arrive. We know that with structure fires and
medical emergencies, every second can mean the difference
between life and death. We see the devastation with our

own eyes each and every day and we are just as angry as the
public that the SFFD is not doing a better job in responding
to emergencies in a timely manner,

Shortly after this infamous incident, the Firefighters and
Paramedics of the San Francisco Fire Department said

ENOUGH IS ENOUGH!

All of the different employee groups of the SFFD convened
a meeting and decided to act. This was an unprecedented
gathering of every single employee group in our department
representing Asian Americans, African Americans, Latinos,

the Women and the UFSW, LGBT, Paramedics, Chief Of-

San Francisco Firefighters Local 798

ficers, EMS Officers, and our labor union all jc;ining together
to create the United Employees Group (UEG) of the San
Francisco Fire Department.

The fundamental concern of the newly created United
Employees Group was our unanimous belief that our beloved
fire department was failing the people of San Francisco.

On Sept 22" the UEG presented a letter to the Mayor
discussing our grave concerns regarding our department.
This letter, signed by the leaders of every single employee
organization of the SFFD, stated that there is “a grave
crisis of confidence...in the leadership and direction of the

SFFD”

Shortly thereafter, the UEG convened a meeting and had a
wide-ranging discussion regarding the future of our fire de-
partment. At the end of the meeting a “No Confidence” vote
was held. In a nearly unanimous vote {only 2 members pres-
ent dissented), the leaders of the SFFD employee groups
made a resounding vote of No Confidence in our depart-
ment’s administration, led by Fire Chief Joanne Hayes-White.
For the first time in the 150-year history of the SFFD, the
dedicated men and wormen of our department expressed that
we have No Confidence in our leadership. It was an unprec~
edented action both in the statement that was made and in
the unity of the employee groups who spoke with one voice.

After this No Confidence vote was taken by the leaders

of the UEG, our department’s administration immediately
went to work to discredit our action. They claimed that this
vote was merely the opinion of a small group of disgruntled
employees and not reflective of the majority of our rank and
file Firefighters. :

In response, the UEG took a department-wide vote to coun-
ter any misconceptions that were being perpetuated. 860 of
our employees participated and more than 80% of them
voted that they have No Confidence in the current leader-
ship of the SFFD. This was the largest turnout for any vote
ever held by Local 798. Clearly, our members felt passionate
about the state of our department.
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It is critical to point out that the United Employees Group
was formed because we care about our city, our fire depart-
ment, and the people who we are honored to serve each and
every day. We are not fighting over our pay, our benefits,

or our retirement. This is not about us. It's about the people
of San Francisco who are not getting the service that they
deserve because of the failure of our department’s leadership.

Now, one year later, it's appropriate to reflect upon the rea-
sons why the UEG was formed and examine where we are as
a department and as a newly created organization,

Unfortunately, the fundamental problems that led to the
creation of the UEG and our No Confidence vote still exist
taday. In July, the Civil Grand Jury of the City and County
of San Francisco released their independent report on the
SFFD. This report confirmed what the UEG has been saying
for the past 12 months. Specifically, the Grand Jury Report
said that our department suffers from a staffing shortage, our
trucks, engines, and ambulances are too old and break down
far too frequently, our emergency response times are still
unacceptably high, and that we have no strategic plan.

A

Maost recently, the Valley Fire has consumed the local news
and it will ultimately be recorded as one of the most devas-
tating fires in the history of California, How did the SFFD
help as our neighboring county was literally burning to the
ground? We sent an insufficient number of Firefighters

and only one SFFD Engine because our Chief unilaterally
decided that our departrnent couldn’t do more. She didn’t
ask our Firefighters on the frontlines what we thought or what
we were willing to do. Qur Chief made excuses while our
Firefighters were eager to get in and do whatever we could to
help our neighbors and fellow first responders. That's what we
are trained to do.

Today, the United Employees Group remains more united
and steadfast than ever in our desire to rebuild our fire
department for the benefit of the general public and the next
generation of firefighters. We have presented our case to the
Mayor, the Fire Commission, and the Board of Supervisors.
Everyone seems to agree that the SFFD must do better, yet
the fundamental problem of the lack of leadership in our
department still remains.

As a San Francisco Firefighter for 20 years, | know that | work
side by side every single day with the best Firefighters and
Paramedics in the country. We love our jobs and we care

- about our city. That's why we formed the UEG in the first
place ~ to fight for our department.

But for the past few years we have been like a baseball team
playing with 8 men in the field and hitting with plastic bats at

the plate. It doesn’t matter how many all-stars you have on
that team, they are not going to perform at the highest level
because they have their hands tied behind their backs. As
Firefighters and Paramedics in the SFFD, that's how we feel
on this job. Our call load continues to grow, yet our staffing
levels have remained stagnant, our equipment is still out-
dated and broken down, and we have no plan to improve the
situation,

The members of our fire department reflect the diversity of
San Francisco. Black and White. Asian and Latino. Men and
Women. Gay, Lesbian, Transgender, and Straight. Republi-
cans and Democrats. Pro-union and Anti-union. We have it
all. But for the past few years, the common sentiment arong
the overwhelming super-majority of our Firefighters is our
fundamental belief that we need a change in leadership in the
SFFD and we need it immediately. The fact that such a broad
and diverse group of people have coalesced around this

firm belief should give Mayor Lee and our Fire Commission
reason to step back and ask themselves, “Can we do better?”
The answer of course is yes. We can do better and we need
to do better. Much better.

We need leadership in the SFFD that will clearly communi-
cate the needs of our department, not complain and point
fingers after the fact. '

We need leadership in the SFFD that will work with our Fire-
fighters to develop a strategic plan and ensure that our city is
prepared for the next natural or man made disaster.

We need leadership in the SFFD that has a vision for the
future of our department and is prepared to serve a dynamic,
ever-changing city like San Francisco.

One year after our formation, the UEG remains commit-
ted to the mission of the San Francisco Fire Department to
“protect the lives and property of San Francisco.”

We are passionate about our efforts because this fight is not
about us. It's about the people that we serve and the Depart-
ment that we are committed to,

























©January 19,2015

Thomas "O’C'onnor

_'Pre3|dent

- '8an Fi an0|sco Flre Flghters
4 139 Mission Street

San: Francasco CA: 941.03

_-:=‘.Dear Pre3|dent O Connor '. j_;.?

""-.f_Thank you for the opportunlty to conduct a hlgh level management and operatlona[
“review of the San Francisco. Flre Department (SFFD). We received excellent hospitality

*and cooperation from the members of your Executive Board, from the leadership of the

:other employee groups.that we met with, and from every. member of the SFFD that we-

-'_The purpose of our review was to gather rnformatlon about the current management -
and operatlonal praot:ces of the SFFD and: suggest issues that might be considered as

" part of an evaluation of the performance of the Chief of the Fire Department. We |

."'understand that a rewew of the Ch[ef's performance is, currently belng undertaken by
}:f_;_:the Flre Commlsswn ' .

'We focused our reVIew ohn factuai issues. W|thm the SFFD and not on any subjectlve
_opinions on issues or the personalities of anyone.involved in. the management of the
'_;SFFD As'we met with- SFFD members; each person provrded their perspective on the
_current. status of the SFFD. We have limited our findings to issues that were expressed
by several individuals-to- avoid any. personal agenda or single view of-an issue. During

s f_t"_-our meetlngs many SFFD members expressed their personal admiration and afiection
... for Chief. Hayes—Whlte and their dlsappomtment Wlth the atmosphere that has exrsted

':':;;Ilwrthm the SFFD for the past several years

o .-'This assessment of SFFD management and operatlons is not intended as a

'comprehenswe look at:the SFFD. That type of review would require a significantly

. higher level of effort. This assessment, rather, is intended to provide the view and
L ~impressions of three experienced fire service executlves regardmg the current
RS _'---atmosphere management and operatlons of the SFFD. -
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T '_'Our Process '

jThrs prolect began W|th the selectlon of a highly expenenced group-of fire service

- -executives.from across the United States. The group was composed of Assistant Chief
L -i-‘_IVtary Camell of the Mesa ‘Arizona, Fire and Medical Department, Fire Chief Charles

i --Hood. of the San Antonio, Texas, Fire Department and Fire Comm|SS|oner (retlred)
Ef-MlchaeI Lombardo of the Buffa!o New York Fire Department P :

e 'Thrs group had no preconcelved oprnlons of the SFFD or the current management of
- the: department Indeed, the SFFD. £enjoys a very positive reputation in the fire seerce

‘i as a system that delivers a hlgh level of service to the community.” Each of these.

§‘“;executlves Is weII informed on current fire service management practfces and the

8 'The members of the team come from very drverse backgrounds in terms of the

e n_.__demographlcs and service demands of the communities they serve, the labor
”].:.management atmosphere that exists in their communities, the fire protectlon and-

- emergency medical challenges that exist in their communities, the services prowded by

: i-"._thelr organ:zatlons and the flnanCIat strength of the communities served,

SRR _-_._Prlor to our arrlvat in San Fran0|sco members of the team re\newed a number of _
‘.. .dbcuments and on-line information about the SFFD including the department’s web srte '
Land matertals avallable at the Fire Commission’s web site. The group also reviewed .
“+'. 7 recent news coverage of the SFFD, the SFFD Annual Report for FY2012-2013, the - .
" SFFD budget for 2013-2014 and 2014-2015, correspondence between SFFD employee- :

- Jgroups and Mayor Lee, and the Performance Audit of Emergency Medical Services
- Resources at the San Francisco Fire Department report prepared by the San Francisco

L L .Budget and Leglslatlve Analyst

:_3: ".j‘Dunng our three day visit to San Francrsco we had the opportunlty to meet W|th dozens
- ‘of members of the SFFD. These SFFD members included representatives of SFFD -

: "_:_"_-ifj'membersh:p and afflnlty orgamzatlons fire fighters, EMT's, paramedics, and fire
- officers.. We do not list the names of the SFFD members who we spoke with in this

s report smce a number of the peopte we met with drscussed concerns over, downstream L

ey . _-consequences |f :t was known that they met with- our consultlng team

In adchtlon to our personal and telephone mterwews we recelved a great deat of wntten
S lnformatlon from SFFD. members. All of this information was reviewed by consultlng
b '.team members as a part of the development of thls report

UNITED EMPLOYEES GROUP




: -'-_understand that you extended an 1nv1tat;on for the. Flre Chlef and the executrve staff to IS L

*“meet with our team but that the offer was not accepted. We also understand that you
i ‘Eextended an invitation.to the members of the Fire Commission to meet with our team
'_but that Commrssron members were adwsed not to meet wrth our team by Clty staff

iof our v15|t barrlng any on- duty SFFD member from meetlng w1th our team and barrrng Lo
:-any'wsr_t_s by our. team to SFFD facr[mes “We feel that this was a mlssed opportunlty for o

L i dld receNe a phone message from Chtef Hayes Whlte during our vrsrt wrth an offer to o
SRR speak and provide context to what we had learned during our visit, [ later receiveda
e followup! message from Chlef Hayes-Whrte kmdty and respectfulty declinlng to be AR
Ll lntervrewed GRRE : SRR o et

: :"With[n a few days of our VlSIt to San Franmsco 0|ty staff contacted the workplace of at
_'f:;'-f-least one member of our team regardlng our work The reason for the contact was not o

R _San Franczsco flre f" ghters and flre offlcers are dedlcated to the cmzens of San
:;ﬁ'Franc:isc'o'and to the mission of the. San Francisco Fire Department. We found a great .
g'*ideal of frustration expressed by SFFD members with the current managementand -
il gorganlzatlon of the Department.. ‘We also found SFFD members that are ready for
- changes that will improve the: level of service provrded to their customers and the -

o .'f_workmg enwronment for emergency medlca[ serv;ce prowders and flre f:ghters

' _'._'-__:__5.We were very rmpressed at the diver5|ty of the SFFD at every Ievet from command and _
o company officers fo the fire fighter ranks, to the makeup of the executive board of your
1 local, and to the number of active- SFFD member, affinity groups. In-our meetings W|th

.. the. Ieadershlp of SEFD membersth and affinity groups we found them. to be weH- -
mformed and concemed WIth the quatlty of SFFD serwces - :

5 Z'We found lt remarkabie that elght employee groups that tradltlonally have markedly
o distinet - views on SFFD:issues and priorities, would join together for a unlfled request for
s ‘change tn a September 22 2014 !etter to Mayor Lee ‘ S . —
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;We also found |t remarkable that several senlor SFFD managers have taken votuntary
- demotions to lower ranks. ‘These seemlngly capable managers expressed frustration -
- .with a lack:of leadership, strateglc vision, and progress within the SFF D as reasons that
EI fthey chose thls drastlc alternatrve _

o : i'The SFFD isa very actlve fire and emergency medlcal delivery system. Englne 1 and
.'Engme 3 have traded. places at the top.of the Firehouse Magazine annual run. survey as.
o the most actlve englne company |n North Amerlca for over a decade R : '

_51Fmqus Related to the Management of the San Franmsco Fire Department '

P The San Franmsco Flre Department Fire Commission has been dlrected by l\/layor
B Edwin M. Lee to conduct a performance assessment of Fire Chief Joann Hayes-White.
. While the Flre Chlef of a large organization such as the SFFD cannot personally
R, j{complete every task, the work of the department, and the responsibility for assuring that
R ;;3the department lS well managed ultlmately rests with the Chlef of the Department ‘
e The fotlowmg issues may be consu:lered by the Flre Comrmssnon as a part of thelr
o iperformance review:of the Chief of Department

e Overall Enwronment

o :The most srgnlﬁcant fndlng, and the'one that impacts.every other finding in thrs report,
~“is the “us versus them” atmosphere or environment that exists between the Fire Chief
. and the executlve staff and the. affnlty and membership organizations within the SFFD
~--.on many.issues.: There are a number of examples of this approach including the high-.
~ volume and depth of formal ‘correspondence between the Fire Chief and emiployee
o organlzattons on mundane issues and the lack of consultation and cooperation on
. issues that impact fire fighters, paramedics, and EMT’s and the services that they
T prowde ‘Respect and cooperation is a two-way street but the Fire Chief and the SFFD
S ,executlve staff must set the tone and prowde an opportunlty for open and respectful .
o .'commun!catlon ' T RO . . _ L

S {In 'a recent emall message to all SFFD members Chsef Hayes -“White Wrote “Over the T
" years, my Ieadershlp has-been challenged by Labor on many levels, as is expected in

. /this.relationship.” This endorsement of the adversarial tone of these interactions is not
L ;-reflectlve of efforts on'the part of the tnternatlonal Assomatlon of Flre Flghters (IAFF) ;
fand the lnternahonal Assocratlon of Flre Chlefs (IAFC) ' : R

UNITED EMPLGYEES_GROUP_
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.:These two organlzatlons have Jomtly sponsored the Labor Management [nltlatlve (LMI)
fo number of years.: ‘From'the LMI web site — “In today s environment, there's no:.
; room;for ongomg confhct between organ[zed tabor and management: Such srtuatlons
lmpact ser\nce delrvery and morale and can |mpede f|re department successes.”

The F;re Chref and members of the executlve staff do conduct regutariy scheduled -

'_-E-meetlngs wrth Loca! 798 and with many of the other membership organizations. These T |

_Z'_é;meetlngs are viewed as generally ineffective by, the leadership of these groups. We .
: _'f:meetlngs from 'month to month IS the date of the meet| ng

Rt ;__The ﬂow of tnformatlon to rank and f:le frre t"ghters and emergency medlcat workers .
Ut seems very. limited. The Fire Chief has an open doot. pol|cy but the perception from the

..~ SFFD members: that we spoke with was that this was a policy in name only.. We were
“1 - told by several. SFFD members that the quality. and amount of information that they.

S| -'-_.recerve about SFF D issues’is much hrgher at-Local 798 meetings than anythmg that

- 'rthey receive. formaIEy from the SFFD. Recent attempts by the Fire Chief to conduct

“town hall” meetlngs will help to'improve information flow but this effort must be _
i .sUstalhed and not seen by SFFD members asa reactlon to other recent de\relopments o

' "3'; The dlsc1p[1ne process appears to be overly lltrgious and drawn out In other fre o
S -departments with discipline process difficulties, this generally emanates from a lack of
L ;_trUSt between the membershlp of a flre department and flre department management

Rty \Ne heard of several Very mlnor dlsmpllne tssues that could easuy have been handled at
i low: ]evet that became hlgher level- dlsputes Inan atmosphere of mutual respect and -

";_-;trust these. types. of issues can be avoided entlrely or dlsposed of at a lower Ievet

i ':';j_*From the: correspondence that we reviewed, a great deal of the Flre Chtet“s and

el .executlve staff’s tlrne is consumed in thls process RERREIS S : L

o ﬁ_SFFD members who wr[tlngly nsk therr Ilves to prowde emergency medscal and flre
R _;f'flghtmg services to.the communlty, expressed a sense of fear about speaklng outon .
... issues inthe SFFD. Several of these members. expressed concerns that speaking out
“could lead to reduced promotlonat opportunltles especially in positions above the rank

- of Assistant Chref that are chosen at the pleasure. of the Fire Chief, and in other less -

S j_\nsrble ways ‘such as station.and unit assignments. As you know, fire fi ghters and
. emergency. medical responders are natural team players that place a hlgh value on the

Lo ;;commumty that they serve and thelr asslgnment to a specrflc unlt or flre statlon -

‘were told about the perceptlon that the only thing that changes on the agenda for these | A
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SR =It is our understanding that the recent town hall meetlngs conducted by the: F|re Chief
“: - were recorded by the SFED. In the current atmosphere, the recording of an open
-7 .communication sessmn such as this can have a chilling effect on v:ews expressed by

R SFF D members for fear of future consequences :

f-,”?t\/lany ‘r” ire departments recognlze that one. of the keys to external customer service — the
i, services provided by fire flghters EMT’s, and paramedics-on the street —is internal fire
_ f"jf.f'departrnent customer service. “Several large urban fire departments, including the

-+ “Houston and Phoenix fire departments have developed written guides for internal fire
R 3department communlcatlons that emphasrze coI!aborahon respect and open -

B e.communlcatlon : S . _

g f-.'ln summary, the current enVlronment in the SFFD does not allow for effective
~ . communication: between department management, SFFD affinity and membership
L organlzatlons and SFFD EMT’s, paramedics, fire fighters, and firé officers. This
U environment is Iarge[y dependent on the tone set by the.Fire Chief and the executive :
el staffs Recent communlcatlons developments while at least partially helpful, will need to
L be susta[ned to be wewed as credlble and helpful.

e LaCk Of P!annlnq I -

il .: '; The San Francrsco Flre Department suffers from a lack of planmng |n a number of
T _jareas F’Iannlng is.one. ofthe most basrc fUnctlons of management

_'f-{First and perhaps most obv1ous the SFFD does not have a strateglc plan for t"re and
. emergency medical service operations. This is remarkable for a large fire department
.- such as the SFFD. Strategic plans provide high level direction to all fire department
~ members . about the priorities of the department and also communlcate these pnonties
e _and plans to the Earger government and the communrty :

5:The presence of a strateglc ptan WOutd have been especially |mportant |n the Iast

s several years in San Francisco. The department and the city have operatedinan.

S _atmosphere of Iimlted flnanmal resources for at’ [east the last five years. Cuts W|th|n the
- SFED. budget were made along with cuts to many San’ Francisco government services, -
_\Nithout a strateglc plan-or the analy31s that would accompany the planning process,

ol dssues that might or should have been foreseen were missed. This situationis

e R --compounded by alack of collaboratlon between SFFD management and the S
'membersh;p ofthe SFFD (o SREN. S : S
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Thlkf nhing on the SFFD has matifested iselfin a number of specifc areas. -
: .;:Due to a lack of hlnng in the Iast several years the SFFD i is understaffed As employee :
. attrition ‘occurs in a fire and emergency medical service; the service is faced with three -
. choices — hrre a replacement employee, pay- overtime:to staff the vacancy, or reduoe _
" the level of service provided by the organization. This is unlike almost any other. service .
L .{provrded by a local government, ‘As fire frghter paramedlc and EMT attrition has .- '

. “occurred, the SFFD has been forced due to a lack of contmual hirmg, to mandate _
';ﬁ::overtlme.ionfthe fre and medrcal workforce 3 S e

¥ _'_-'.So much overtlme is needed to staff emergency response serv|ces that Workers are
- mandated to-work extra shifts. This model is unsustainable. We heard from fire -
. fighters, EMT’s, and paramedrcs that the amount of overtime that is being worked is.

o '-fexhaustrng the workforce. Fatigue has been shown to reduce the performance and
._-:'_-decrsron makrng capabrht!es of workers ina number cf occupatrons

Cn, other flre departments that have excessrvely rel|ed on overtlme flre flghters that work
.-extra hours become the focus of local news stories that portray the fire department the -
T__f;ﬁ__-local government :and the fire flghters themselves in a negative light due.to high gross
v earnings. In‘other communities, press coverage of these situations rarely explains that
" the root cause of excessive: overtrme is a fack of hiring to accommodate attrition. In

L -some cases stafﬂng WJth overtlme [ more expensnve than hrrrng new employees

o "We understand that the budget for the Clty and County of San Francrsco and the SFF D
- have beén constrarned in the past several.years. A proper planning process in an '
'_;:";fatmosphere of- cooperatlon and trust would have allowed the Fire Chief and the SFFD’s
-~ affinity and membership groups to jointly explain the need for continual hrrrng asa part
of the budget process and mlght have av0|ded the current S|tuat|on R

R ;'gEmerqencv Medlcal Serwces

ST The SFFD uses an emergency medlcal service deployment model that lncludes SFFD
: '-'__--fambuiances staffed by EMT's and paramed[cs and engine companies staffed by one - .
Cios o fire fighter paramedlc asa part of the crew.. This model is intended to providea
-'-'l-.'f.paramedlc at the side of an il customer more rapidly than systems that staff paramedlcs.
S =ff3on ambulances only “The SFFD also refies on private séctor ambulances to provrde B
R _:; servrce to supplement the servrces provu:led by SFFD members S '
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éThere are currently a number of SFFD englne companles that do not provrde
paramedic-level service due to-a shortage of fire fighter paramedics. Thls sltuatron
could have been foreseen as a part of a plannlng process. :

o The shortage of fire fi fghter pararnechcs has been at least partially as a result of fire

fighter. paramedic promotions to higher rank and attrition due to retirements and other

0 causes. Planning would have allowed the SFFD to inderstand this process and to take

3 steps to mitigate thesé. changes even in the face of reduced hiring and attrition. The
resultis a lower level of service to SFFD customers and delays in the arrival of a
-paramedrc at the side of an |l| customer -

fThe SFFD also suffers from a chronic shortage of in-service ambulances The results
~_of this shortage have been well-documented in the press and in a report prepared by

R “8an Francisco. Budget and Leglslatlve Analyst. | understand that these. problems persist

= __'_wrth the need for mutual aid ambulances to respond to a number of emergency medlcal
. |nc|dents as recently as January 12 ' T RS

: We v were prowded wrth a report of ambulance responses in San Francrsco where the

response time for the ambulance exceeded 20 minutes after the arrival of the SFFD
. engine.company. From January 1, 2014 through the end of the period covered by this
report — September 25, 2014 — there were 2,576 incidents where response time was
- greater than 20 minutes, including three mmdents where the ambulance response. time
' _was.over two hours -On'July 27, 2014, there were 43. mcldents where the:ambulance

; - response t|me exceeded 20 minutes, These incidents occurred on every day of this. .
© period: except for two, both Sundays Many of these incidents were for less severe

. injuries but.in at Ieast 110 cases, the customer's condltlon was serious enough to
~require the ambulance to. respond in an emergency mode. (Ilghtslsrren) from the scene

e to the hosprtal

i It IS |mportant to remember that in each of these lncuients fire flghters assigned to .
~ engines, ladder trucks, or rescues stood by at the side of the customer. ‘While it is right
-and important that the customer was not abandoned, the excessive time spent wa|t|ng

* for.the- arrival of an ambulance causes other customer services issues, such.as -
* . extended response times to other emergencies, When fire units are commltted to these
B "mcrdents subsequent emergency incidents in the same area draw in"SFFD’ resources

| .;'=from further away, causmg a cascadlng negatlve effect on response tlmes elsewhere

_ UNITED BMPLOYEES GROUP |
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‘jffExtended: response tlmes for ambulances occurred all over the Clty The map beiow
-.;deplcts ambulance responses over 12 mmutes from January 1 2014 through December
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o Plannlngwould have allowed the SFFD to recognlze the impacts of increased |

. -emergency medical acthlty and respond with an appropriate level of resources. This
- system, failure results. in ambulances that are over utilized, increases ambulance

response times over mandated levels, and llmlts the SFFD s ability to reCOVer costs

. -_‘:through user fees -

R An analyS|s of emergency med:ca[ |n0|dent data prowded by the SFFD was conducted

.. by |AFF-GIS staff. The time period-covered by the data was from January 1, 2012,
. through December'l 2014. The number of emergency:medical incidents initially
- classified by dlspatchers as “Priority 3” and “Priority” E” the most urgent types of -
o '?medlcal emergency incidents, dropped from 55 percent in 2012 to 43.3 percent in 2014 -

i :The reason for this apparent change in‘incident prioritization is unknown.

S In some cities, the ambulance service produces revenue in excess of direct operating =
__.5,-.~’-';-expense the customers that yse the service pay for the service. The SFFD has been
- forced to.ltilize private sector: ambulances and miss the opportunzty for revenue.

o -_'_;assomated wrth this utilization. .

'li'As mentloned earller the lack of ambulance resources, comblned with the inflexibility of
- " SFFD procedures has other downstream impacts. Due to the shortage of ambulances,
" fire companies are compelled to stand by at the scene of medical emergencies for

- “extended periods until an ambulance arrives. The fire companies are prohibited from "

S “seeking alternative means to transport a customer by SFFD regulations.” This system ...

i 'ffallure keeps fire: companies from providing service to other emergenmes and can have

fc : ‘a cascadlng negatlve tmpact on response tlmes

L In an atmosphere of collaboratlve plannlng this situation could have been pred|cted and
. _'resources and opt|ons could have been developed in advance to provrde customer '

- : service in-these cases. In other parts of the fire service, fire fighters are permltted tfo

. "transport minor medical clistomers on their. apparatus or release some customers for -
3 ..'care in an urgent care center or W|th thelr physrcran o RN o

: .j*The SFFD ambulance service dellvery model where all ambulances are deployed and
"'jsupported from a single location seems sub-optimal. Valuable in-service time is wasted

= while crews commute from their base to their post and we were told that the dispatch

j-'system is incapable of dispatching ambulances from their actual current location. ‘In -
. “many, if not: most, large. fire-based emergency medical systems, ambulances are based
-~ and supported in. multiple Iocatlons and the dispatch system is capable of dlspatchmg
- resources for response based on their-actual location at the time of the.emergency. -

iThese SFFD system attnbutes have a negatlve |mpact on response tlmes and customer

. UNITED EMPLOYEES GROUP |
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. "T_i_-'_-ZLQCooperat:ve plannlng could recogmze these system llmltatlons and assrst in the o
ERE :,development of alternatlves that WOuld 1mprove the level of serwce to SFFD customersf.-:

o e j;The Affordable Care Act

i ;;A major component of the servrces delivered by the SFFD are emergency medical
- services, including the provision of advanced life support by SFFD:members assigned -
-to:ambulances and engines and the provision:of emergency. ambulance transportation. -
- The Affordable Care Act (ACA) 1s expected to make a number of incremental but .
i -'-S|gn|f|cant changes to the prowsmn of out—of—hospital medlcal care |n the next several -

' fj: -;SFFD emergency medlcal sewlces has occurred

=Fleet Preparedness

: fgWe were tcld that the SFFD fleet barely supports dally operations and that the fleet is
. not prepared for any S|gn|ﬂcant additional demands such as a regional wildland
e deployment or a:major flocal emergency.  Itis our understanding that the availability of
e e, -engines,: fire. ladder trucks rescue trucks and .ambulances negatlvely impacts daily
S f}i._operatlons and.may. not be capable of prov:dmg surge capaCIty for:a major man- made ,
S or natural dlsaster : S . 3

S "Fire department emergency response ﬂeets must conS|st of a suff|C|ent number of
*-englnes ladder trucks, rescue trucks, and ambulances to support daily operations at
-'every asslgned umt the fleet needs to support normal vehlcle out of setvice time for
L unlt’s aSS|gned vehlcle) and have the capamty to support the initial demands of a major
focal emergency Many fire departments establish reserve to active apparatus ratios —
- X ready reserve engines for every X front line engines, Y ready reserve ladder trucks for
. every Y front line ladder companles and Z ready reserve ambulances for every Z front
- line ambulances Itis our lmpressmn that no such plan ex1sts in the SFFD and that the
' 'scondltlon of the current SFFD fleet is: madequate . :

- Many loca! governments deferred the replacement of vehlcles during the recent .
. ~economic downturn:and we understand that some fleet replacement activities are - -
S currently in the Works A proper and collaborative planning process over the last
.. several years could have rdenttﬁed these; cr1t|cal needs and SFFD management
SR f'membershlp organizations, and affinity organizations could have participated in
S _developlng a solutlon for these issues and advocated for necessary funding.
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o -iDrsaster Preparedness

. It is our understanding that the SFFD has developed and publrshed a dlsaster _
" operations plan but that the plan has not been practiced or tested in a full-scale or table-.
- top exercise that involves SFFD commanders assigned to field operations on all shifts. .

- This situation is remarkable espemal[y ina communlty with an unfortunate hlstory of .

natural dlsasters

e Espemally in San Franorsco this type of plan’ should be in place, the plan should be
- current;-and the plan-should be regularly exercised with the lnvolvement of. those that
:--wrll command SFFD emergency operatlons in the event of a drsaster ' -

: Addltlonal Issues

S SFFD members dlscussed several other areas of concern that reflect upon the SFFD s -
~  preparedness and management. These areas included a lack of updated rules and -
“regulations, lack of succession planning, lack of company and command offrcer tralnlng
~and development, lack of a formal after actlon analysrs process and mlssed
opportunmes for grant fundmg ' :

Rutes and Requiatlons

L : _As you know f’re departments are rules- based organijzations where organlzatlonal o

. _.expectations for how certain situations are handled are put in-writing. To be effective,

- rules and reguiations need to be current and all fire department members need to be

- “trained on.their application. Current, valid rules and regulations are important for the
efficient functlonlng of administrative functions as well as for situations that impact

B customer service and fire fighter safety. It is our understanding that SFFD regulatlons

" have not been significantly updated in over a decade, and that a revised set of rules and
~ regulations has. been developed but not yet approved for distribution by the Fire Chief or.
executive staff. ‘A collaboratlve process to develop and provide training on rules and

' -regulatrons wr]l he]p assure the;r lntegratlon into SFFD operatlons -

- "-;' Successron Piannlnq

_' Successmn plannlng ina flre department is |mportant to assure that the organlzatson is

‘well- prepared for the regular retirement and attrition of senior members of the. -

department, Fire fighters and junior fire officers need to be provided with skslls and

- information-that will-make them effective commandeérs and administrators in the future.

. .Ina Iarge orgamzatron such as the SFFD proper successmn planning oannot be left to
ychance RN _

UNITED EMPLOYEES GROUP
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. 5 ;A cotlaboratlve effort to develop thls plan between executlve members of the B _
;department and the rank and file membershlp of the department WOuld yseld a plan that
“can be understood and supported by aII members of the SFFD SRR o

o ?_?_Lack of Offcer D'r?‘Ve‘O'C’[r‘r'er)t

R _.j-'We were tcld about the Eack of contrnumg educatron tramang for cempany and command_' _
U ._cfflcers in the SFFD. For example, we understand that a comprehenstve company
- officer: tralnmg program was delivered after the mass- promotlon of company officers
v aftera: iong perlod of no company offlcer promotlons but that thls program has not been '
gﬁconhnued i S R R 3

:- Lack of Routlne !ncrdent Analv3|s

i _'-'The SFFD prepared a comprehens:ve report in the wake of the deaths of Lreutenant :
S7 o Vincent Perez and Fire Fighter Paramedic Anthony Valerio in 2011. We understand .~ -
S from SFFD. members that other significant incidents do not undergo. any formal after -
S ’actlon analysrs or that such an- analysis is not.performed in a timely manner. Formal .
A analysrs of significant incidents and less formal after action analy3|s of more routine -
N ;‘_lnmdents creates a Iearnlng en\nronment that |mproves customer servace and flre fi ghter._.
_-:'Safety : S ; . . : :

e "iMlssed Grant Fundlnq ODDOYtUmt'eS

- We understand that the SFFD has mlssed severai opportumtles for grant fundlng and
" has not part|c1pated in UASI funding to the extent that might be expected for the largest
- jurisdiction in. a' metropolitan area. ‘The. listing of funded UASI pro;ects in the San
-;Francrsco region for 2015 dld not conta[n any SFFD prOJects ' IR

';:-:Perceptlon of Orqamzatlona[ Inertla N

_ ;Although more dlff:cult to guantify, we also heard member 8 concerns over the SFFD s
- seemingly reactive management approach, the lack of progress on issues that are
7" being managed by SFFD executives, and-the dlsconnectron of the SFFD executlve staff
o from the people that dehver service. in the street :
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: %One specn‘lc example was mentroned by several SFFD members that we met with. As: -

-+ you know, occupational cancer is an extremely important issue to fire fighters
hationwide.  The San Francisco Firefighters Cancer Prevention Foundation.and its

- Executrve Director, Tony Stephani, are preeminent advocates for the. prevention,

T __.detectlon and treatment of cancer in fire f|ghters Tonyis a retired SFFD member

i ;:'Currently, |t is belleved that exposure to smoke and other products of combustlon that
~fire fighters encounter after the fire is extinguished, during overhaul, contribute to the

G ;mcrdenoe of cancer-in fire fighters. We were told that an overhaul poflcy that would:.

. “provide :additional protectlon to SFFD fire fighters has been drafted but has been held in

s * the Fire Chief's executwe offices for an extended period of time. The SFFD members
.+ that we spoke with cited this as an example of the organizational inetia, seeming fack

- “of mterest by the executlve staff, and lack of concern for fire fighters that currently exrstsz

e *;_m the SFFD,

R _iConclusmn

| -_"'The San Francrsco Fire Department is made up of a highly diverse group of extremely

dedicated fire fighters, paramedics, and EMT’s. Individually and through their

* : membershlp and affinity organizations, they have expressed their concerns about the

o current leadersh|p and drrectlon ofthe department

o 'Our vrsat was not mtended to be an all-encompassmg review of the ser\nces prowded by |

5y 'g:the SFFD or of the management of the organization. Rather, we have identified issues
i that are telated to the management of the SFFD that might be considerations in the
Rt g_-_evaluat|on of the SFFD s management performance.

f':As stated earller in thls report the “us versus them” atmosphere that pervades the
"flnteractlon between the Fire Chief and the executive staff and the membership and

{afflnlty organrzatlons in the SFFD is troublesome. It is incumbent on the leadership of

S __fthe SFFD to set a tone that considers and values the skills and posrtlons of every SFFD
e g member both |nd|V|duaIIy and through their elected leaders

.Short and long range plannlng uhlrzrng the talents and experrence of SFFED members
o _ﬁfrom all membership and affinity groups will aid the department in providing the most
- effective, efficient, and safe services. Cooperative planning is in the best interest of

| "everyone [ncludrng the mtrzens of San Francisco, Cooperatrve planning that consrders 2

a the perspectives and:opinions of a diverse group of SFFD members allows the

organlzatlon to antlolpate and plan for changes that rmpact oustomer serwce

" UNITED GMPLOYEES GROUP
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i .._-PreSident Thomas O Connor
 January 19, 2015 :

SANE -.:ilf we can provnde you W|th any further lnformatlon about our review, piease Iet me know

. Once again, on-behalf of our team, thank you' for the opportunlty to. comptete this - o

ik :-'-:':lmportant work’ and for the grace and hospltallty that was shown to us durmg our vr3|t to S
"".?ﬂﬁyour beautlful 01ty B : o C o

Stncerely

;'-‘-Elf‘Kevm Roohe

. Partner




' Consultants -

_ Mary Camell serves. as an.Assistant Fire Chief W|th the Mesa

- Arizona, Fire and Medical Department. She curfently manages "

“the department‘s Emergency Medical Support, Personnel and
Wellness, and Planning operations. Mary has been a member of
the fire department for 31 years and has been an Assjistant Fire
Chlef smce 2005.

Chief Camell is the President of the Arizona Fire Chiefs
Association and holds a Masters Degree in Organizational
Management, Mary is also a board member for the tnternatlonal
Flre Serwce Tralntng Assomatton L

Char[es iHood serves as| the Flre Chlef of the Clty of San Antonlo Texas HIS flre sewlce career.
: :‘_'began as. a member of the Tucson Fire Department. Charles served for .

e '.%“;23 years asa member of the Phoenix Fire Department. He moved.-.

SR :_5--through the; ranks in; F’hoentx and fetired as an ASS|stant Flre Chlef
e §prior to mowng:to San-Antonlo AR :

: _:._:.-Chlef Hood Ieads ohe, of the Iargest flre departments in the natton
e commandmg apprommately 1,900 personnel with a budget of over 250
-:million.dollars..He is ultimately responsrble for. prowdmg fire,
emergency. medtcal special. operations emergency. management and
_ _‘flre preventlon services to over 1. 4 rmlllon C|t|zens

_ Chlef Hood s ed ucatlonal credentials mclude a Bachelor of Science in
- Fire Service Management from Ottawa Un|ver5|ty He was also '
‘. selected to attend the Harvard . '
L Kennedy School of Executive Educatlon on two occasions. Chtef Hood
; 'fserves as_a member of the board of d|rectors for the National Falien Flrefghters Foundatlon

m Mlchael Lombardo served as the Flre Commlssmner for the Ctty of
h Buffalo New York from 2006 to 2010. He was a member of the"

- Buffalo Fire Department for. over 25 years, rising through the ranks to .
" his appointment as Flre Commlssmner and retlrmg in 2010 '

.;Chlef Lombardo is a recogmzed fire service educator with an _
expertise in fire fighting tactics, strategy, and. deployment He was
frecogntzed for his training efforts.in 1999 as the first recipient’ of the
Traihing Achievement Award at the Fire Department Instructors .-:?-;:
'-Conference He |s a contnbutor to severat fi ire. serwce Joumals

'i'Mlke isa veteran of the Umted States Alr Force Pnor to his -

appomtment as Fire Commlssmner he ied Rescue One of the Buﬁalo
: -Flre Department o Lo L
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Today as | sit here, | think back and reflect upon the significant
events of this last year which brought about the historic meet-
ing and creation of the United Employee Groups (UEG) of
the San Francisco Fire Department. September 29t will mark
the one-year anniversary in which all the employee groups
including Firefighters Local 798, the Asian Firefighters As-
sociation, Los Bomberos, SF ResQ, the Black Firefighters
Association, the San Francisco Fire Chiefs’ Association, the
United Fire Service Women, the EMS Officers Association,
and the Firefighter Paramedic Association came together for
the common good in order to bring forth emergent change
in the San Francisco Fire Department. | have been told that
never in the department’s history have this many groups stood
together in solidarity in order to fight for progress and change.

Firefighter Paramedic Association
By: Jared IF. Cooper

leadership toward moving the department into the future was
needed. While one can finger-paint at the various parties who
are responsible, which would be just as effective as watching
our Congressional leaders debate, or engaging in root cause
analysis to determine the nature of this crisis which is too
lengthy to discuss here but would make an exciting case study,
Pll simply provide a brief review of the past.

Our aging ambulance fleet was constantly lacking available
ambulances because the majority were in the shop for repairs.
From il leaks, to engine fires, to flat tires, to fractured am-
bulance chassis, to a smoking ambulance compartment, there
was never a dull shift for our H3 ambulance members. The
expense of repairing some of our ambulances far exceeded
the cost of simply replacing them. It was so routine to have our

L . ___ ]
These problems persisted and a wildfire grew out of control without any suppression
effort by our Leaders. I have said it before and will repeat it again, “sitting back and allowing
the status quo harm to our City and not protecting the citizens, and not supporting the
United Employee Groups in their advocacy for immediate change to our Fire Department’s
leadership tactics and need to address this crisis in the Department would undoubtedly be
counter to the sworn oath which I and all department members agreed to,

| have been asked by many of my colleagues as to why we
felt the need for such widespread public lobbying for change
and why we decided to have a “vote of no confidence”. Look-
ing back a year ago our City was experiencing a dire situa-
tion with our Fire Department’s global mishandling of virtually
every aspect. While the ambulance response crisis stood out
and made many ugly headlines and embarrassments, there
were many others. Make no mistake, these crises did not de-
velop overnight; rather it was a foreseen crisis in the making
over many years. Solid departmental planning, strategic fore-
sight, planning to hire the needed personnel, putting the right
people in charge of certain operations, and forward thinking

good folks at the BOE responding to daily ambulance break-
downs, that | personally put their phone number on speed dial
in my phone in case | might need their help. Our ranks of Fire-
fighter-Paramedics assigned to fire engines were dwindling to
the point that our City with a budget of over $8.9 billion could
only staff on a daily basis 25-28 ALS engines with paramed-
ics, This is unacceptable considering every other neighbor-
ing Bay Area city and county has implemented ALS staffed
first-response fire apparatus almost 15 years agol Our lack of
a citywide fire-based EMS system with an adequate number
of ambulances and single-function M3 Level 1 and H3 Level 2
personnel to staff these vehicles resulted in our ever common




“medic to follow” problem. |t was not uncommon to have the
City pleading for private ambulance firms to come and “ bail
out” the City on a daily basis. Every day and at every hour fire
engines on scene with critically sick or injured citizens would
wait in queue from minutes to hours, until an available ambu-
lance could respond. The wait time for clearing US Customs
in Miami could be less than waiting for an ambulance in San
Franciscol Radio batteries, monitor batteries, EKG heart mon-
itors, working continuous positive airway pressure (CPAP)
units, and other critical equipment for ambulances were in
short-supply and on a “first-come, first-serve” availability. The
injury rate and sick pay usage among the H3 ambulance per-
sonnel was reaching its highest levels since the 2007 EMS re-
configuration, obviously a huge “red flag” that something was
amiss within an organization experiencing a catastrophe.

Before the formation of the United Employee Groups and
the underlying “vote of confidence” the members of this Fire
Department tried on multiple fronts to have these problems
addressed by the appropriate leadership and through the
proper channels in a professional manner. From direct com-
plaints to our front line supervisors, to countless submissions
of General Forms through the chain of command, to countless
lLabor Management meetings, to H3 committee meetings, to
meetings with the command staff and Chief, to Grand Civil
Jury Reports, to Fire Commission testimony and letters, to
the Budget Analyst Reports, to audit reports, to complaints
to the Board of Supervisors, to complaints and concerns by
our Local EMS Agency. At each step our voice was heard,
and the message was clear and understood that a critical prob-
lem exists which required immediate attention. Unfortunately,
nothing happened. Complaints from our citizens increased,
injured patients conditions worsened waiting for ambulances,
deaths occurred, burnout among our members increased, and
no progress appeared to be in the works. These problems
persisted and a wildfire grew out of control without any sup-
pression effort by our Leaders. | have said it before and will
repeat it again, ‘sitting back and allowing the status quo harm
to our City and not protecting the citizens, and not supporting
the United Employee Groups in their advocacy for immediate
change to our Fire Department’s leadership tactics and need
to address this crisis in the Department would undoubtedly be
counter to the sworn oath which | and all department mem-
bers agreed to, from the day we raised our hand and accepted
that oath by our Fire Chief” The United Employees Group
culminated that last backstop to saving the City of San Fran-
cisco when no other political leadership would confront this
detrimental harm,

I'm happy to report that today the climate has slowly improved
for the better and over the last year, it has been a learning
opportunity for all who have been close to this crisis. Local
798 Executive Leadership, and the United Employee Groups
have been instrumental in bringing forth the needed remedies.

We have hired a greater number of H3 Level 1 and Level 2
employees to bring us closer to our needed ambulance staff-
ing. New ambulances have been purchased and the fleet of
old ambulances has been drastically reduced. ALS engines
have increased and there is discussion about making every
firehouse ALS within the next couple of years. The H3 Level
3 mandatory WDOs have been reduced through the added
staffing to this rank, and I'm hopeful this will continue. The
“medic to follow” situation has been almost eliminated and
only occurs on certain “peak” days. The daily workload for
the H3 ambulance personnel has been reduced to a workable
level and hopefully we can integrate company-based on-duty
training for ambulance members to improve their skills. Chief
Hayes-White has formed a strategic planning committee and
| even read a recent email that the Chief will be sending out
a quarterly email on department events, This is all very good
progress. With the recent increase in our operating budget we
have added an additional Rescue Captain position to station
49 and in the coming months the department will be “reopen-
ing” the Rescue Captain 4 District, which serves our residents
in the southern portion of the City. Captain Niels Tangherlini
is currently working to partner with the Department of Pub-
lic Health (DPH) to have a blended fire department/HOMI:
team to better serve our most fragile and underserved cus-
tomers in the downtown and SOMA corridors, allowing us to
free up our valuable engine and ambulance resources.

This is all wonderful news and | applaud the men and wom-
en of the Fire Department for their commitment to serving
this City and this fine organization under some of the most
punishing circumstances and challenging conditions. I'm very
proud of the UEG committee members for being bold and
advocating for change when nobody else met the challenge. |
believe that if we can continue to make these positive in-roads
and continuously push for strategic change while always look-
ing into the future, we will all do a better job of serving our
customers in San Franciscol

Sincerely,

Jared F. Cooper

Firefighter Paramedic Association,

UNITED EMPLOYEES GROUP
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L.os Bomberos de San Francisco

San Francisco Fire Department employee group

September 20, 2015

When the Los Bomberos received a request to meet and address the deplorable
condition of the San Francisco Fire Department and the current administration's
inaction in addressing the obligatory duties of that office, we were unquestionably
interested and dutifully inclined to appear.

The idea was to unite all the employees groups under a single umbrella to advocatefor a
change in management.

We approached our members,sought their opinions,and questioned the provocation of
the status quo.

In the end,we as a group could not deny that this Administrations management of the
Department, which has been widely documented, was not meeting the expectations
of the citizens and providing the resources necessary for the work force to perform
their duties.

The inaction of the Administration in addressing department needs was the key
component that brought forth the employee groups now referred to as the Unified
Empioyee Group (UEG).

The groups unified and decided that a “vote of No Confidence” of Chief Hayes-White was the only
way to stop the negligence from continuing.,

The UEG did obtain,through the memberships a Vote of NaConfidence, the Group's
first official act.

Los Bomberos is steadfast in our belief that the citizens of San Francisco have an
expectation of service from their fire department. That we maintain our 'Mission
Statement' as our goal and that the firefighters whom respond to their calls have the
resources to accomplish their duties,

Sincerely,

Mariano Elias
President Los Bomberos




A Message from the AFA

By: Norm Caba, President of the Asian Firefighters Association

The last year has been quite a ride in the world of employee
groups.

| don't ever remember a time when all of these groups have
agreed on anything. From the Consent Decree to the EMS
merger and every other issue, everyone has had a different
opinion about everything. When every group in the fire
department met in one room last year, | did not know what
to expect. The topic was about the leadership in our depart-
ment. As each person spoke, it became clear that we were all

telling the same story, but all from very different perspectives.

Stories were told about EMS, equipment, facilities, recruit-
ment, vehicles, training, promotions, etc, It didn't matter
what the topic was, the story was the same: We all wanted
new leadership.

For me, this first meeting was eye opening. | had felt like we
needed new leadership for a long time but that was based
only on my own experiences. Once | heard it from everyone
else, | knew it wasn't just me; everyone felt the same.

It was not an easy decision to ask the Mayor for new leader-
ship last September, but it seemed to be the ONLY deci-
sion. And looking back now, it seems to have been the right
decision. Since last September, there has been a formation
of a new budget committee, a new recruitment position, and
a formation of a new strategic planning committee. After
10 years of no one listening, it seems our voices are starting
to be heard. Don't get me wrong, our problems are not all
solved, We still have a long way to go.

Despite any new changes since last September, the UEG
stands fast with its original request for new leadership. [t
seems that the relationship with our [eadership has been

broken to such a degree that there is no longer any trust.
Without a good working relationship, it makes it difficult to
truly accomplish anything. The metaphor | told the Chief
to compare the relationship between the leadership and the
rank & file was this: Imagine I'm in a relationship with some-
one. That someone does something so egregious to me
that | do not want to be in that relationship anymore. That
someone can apologize and promise to do everything right
from this point forward, They might have even started doing
some of the right things. But it's too late for me. | no longer
want to be in that relationship. The relationship is broken
beyond repair. The Chief did not agree with my metaphor,
and | know it's not fair to compare our relationship with the
leadership to just any relationship, but it is just an illustration
to paint the picture of how we feel.

Most scholars would define 21 Century Leadership as this:
“Leadership is an influence relationship between leaders and
followers who intend real change toward mutual purposes.” It
basically means that leadership is all about relationships. Our
leadership has shown influence is NOT a two way street, has
not proven they intend real change, and we can no longer
trust that we have mutual purposes. So, after ten plus years
of this type of leadership we asked to leave this relationship.

The Mayor is the only one who can mend this situation. |
hope he starts to listen. The united front created by every
single group of the fire department continues to amaze me.
I'm hoping that this is only the beginning of the things we can
accomplish by working together.

UNITED EMPLOYEES GROUP




Until recently, in the nearly 150 year history of the SFFD,
there had never been a formally recagnized organization
for folks in the Lesbian, Gay, Bisexual, Transgender, Queer/
Quuestioning (LGBTQ) community. This fact changed in
2014. In July of 2014, SFResQ was officially recognized as a
LGBTQ employee group for current and past members of
the SFFD. SFResQ (pronounced SF Rescue) was formed to
reach out and support other LGBTQ members of the SFFD
and act in an advisory role to the Chief and the Administra-
tion.

Since our inception we have met several times with the Chief
and the command staff to discuss items pertinent to current,
past, and future LGBTQ members of our Department. Be-
ginning October of 2013, ptior to SFResQ being officially
recognized, there were numerous discussions and letters
submitted to the Chief and the Fire Commission; these
communications outlined and described in detail, the need
for dialogue and remedies to several problematic situations
concerning LGBTQ members. At the heart of these concerns
were activities and conditions stemming from a lack of cul-
tural competency training and clear directives from the Chief
that our Department is no place for homophobia, harass-
ment, or hostile working environments.

Cultural competency training relevant to our work envi-
ronment and culture serves not only the culturally diverse
employee, but also those seeking to better serve the diverse
populations that live and work in San Francisco. Moreover, we
best serve the citizens of San Francisco when our Department
is made up of folks that represent the various communities we
serve, Although part of the Fire Department’s Mission is “to
provide a work environment that values health, wellness and
cultural diversity and is free of harassment and discrimina-
tion”, there currently is no strong evidence that this is truly
valued or enforced. Furthermore, SFResQ posits the LGBTQ
community has been critically underrepresented for a number
of years. More extensive recruitment efforts are needed to
reverse this trend.

Keith Baraka, Chair

Under the facilitation of Firefighters Local 798 President,
Tom O'Connor, we took the historically unprecedented step
of uniting every single employee resource group recognized
in the SFFD in unanimous agreement that it was time for a
change in leadership. Over the years, Chief Joanne Hayes-
White, Deputy Chief Mark Gonzalez, and Deputy Chief Ray
Guzman had failed on numerous levels, which culminated in
a crisis for the Department. Qur EMS system mismanaged,
legal battles involving fraud and misrepresentation of the
facts and no strategic plan for our Department have been just
some of the issues plaguing the current administration.

When SFResQ was approached to join the United Employ-
ees Group (UEG) and the subsequent vote of no confidence,
it was made with much thought and consideration of the
facts. We were asked to present the following question to our
respective members: has the Chief’s actions or lack thereof,
merited a vote of no confidence? Based on the facts, our
answet, and the answer of the general membership was a
resounding: Yes, we do not have confidence in the Chief.

When the no confidence vote was distributed among the rank
and file of the SFFD, the vote had the same outcome. In fact,
the result was overwhelmingly the same; over 80% voted no
confidence in the Chief to lead our Department.

As mentioned, October of 2013 was the first attempt to
address critical concerns being brought to the administra-
tion’s attention from SFResQ. Unfortunately it was an entire
calendar year before even the least of our concerns were
addressed. With the exception of participating in the SF Pride
Parade along with many of the Assistant Chiefs and Depu-
ties, the Chief has failed to show leadership regarding our
concerns. The Chief seems reluctant with regard to institut-
ing or addressing cultural competency training. Our requests
have seemingly fallen on deaf ears. SFResQ, at the direction
of the Chief and her Deputies, have met with with D.O.T.
Chief Williams on this training endeavor but further develop-
ment has stalled. SFRes(} and its representatives have met




with the Chief, et al., once in 2013, twice in 2014, and three
times in 2015 to discuss matters relating to our requests for
training. As firefighters, we gladly accept our sworn duty to
protect the lives and property of the citizens of San Fran-
cisco. We accept, without reservation, this charge and have
an enormous amount of pride associated with its responsibili-
ties. A Chief who has pride in the Department would never
have allowed the Department to reach the crisis that it did
without a fight. It may be impossible for the current Chief to
recover from this vote of no confidence. Although there has
been some progress made addressing the concerns raised
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September 22, 2014

The Honarable Edwin M. Lee

Mavyor of San Francisco

One Dr. Carlton B. Goodlett Place, Room 200
San Francisco CA 94102

Dear Mayor Lee;

We, the undersigned members of the United Employee Groups of the $an Francisco Fire Department,
wish to advise you of a grave crisis of confidence we have in the direction and leadership of the current
administration.

As demonstrated by recent headlines, the SFFD is failing In its most basic of missions, to protect the tives
and property of citizens of San Francisco. Our current inabflity to respond adequately to medical
emergencies was not an unforeseen crisis. Rather, this situation developed slowly over time by ignoring
very basic management principles. Moreover, your administration should have been constantly briefad

as to this developing crisis.

Our department has also been facing a series of other problems, We have witnessed an institution torn
apart by a series of controversial promotional exams and a slew of lawsuits currently working their way

through the judicial system,

We have also watched the Department become ineffective due to the following:
1. Failing to provide timely emergency medical response on a daily basis.
2. Falling to develop a strategic plan for the San Francisco Fire Department.
3. Failing to maintain a consistent command structure by allowing the SEFD administration to
become a revolving door of Command Staff members who have been demoted, forced to resign
or have stepped down voluntarily out of frustration and disappointment with the leadership.

Mr. Mayor, We, the proud and united members of the San Francisco Fire Department know we are
better than what the current public perception reflects. Our department can and will return to the level
of excellence the people of San Francisco deserve. However, this can only happen with a change in our
current leadership and with the support of your administration.




On September 22, 2014, the executive boards of every employee group in the San Francisco Fire
Department convened a spacial meeting to discuss the state of the Department. By unanimous decision
the members voted to raise our concerns and lack of confidence in the current Administration.
Collectively, the employee groups have recognized that In order to provide effective services to the
people of San Franclsco, management changes must happen. Inyour capacity as Mayor of San Francisco

we Urge you to take the following actions:

1. Immediately establish an Interlm Management Team comprised of three chief officers to
transition from the current administration and oversee the daily operations of the Fire
Department until 3 new Chief of Department Is appointed,

2. Task the Interim Management Team with the following objectives:
a. Develop the framework of a strategic plan that establishes specific goals, strategles and

projects for the resolution of the Department’s many issues.
+ Develop and implement an apparatus fleet replacement plan.
¢ Increase the SFFD Emergency Medical Services System in order to bring it Into
compliance with all local and State mandated response times as quickly as possible.
d. Develop a comprehensive EMS Hirlng Plan to minimize overtime,
e. Work with the City Attorney’s office to quickly resalve all lawsuits by Dapartment
employees and institute new policies and procedural changes that would address the

root causes for the lawsuits,

We recognize the potential public impact this jolnt statement may cause and the Importance of
composure in the public eye. However, the current state of the Fire Department has become untenable

and immediate action Is necessary.

Respectfully submitted,
The Umted Employee Groups of the San Franclsco Fire Department ‘/TP
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