Fallbrook Regional
HEALTH ‘ﬁ}'DISTRICT

AGENDA
STRATEGIC PLANNING COMMITTEE

Wednesday, May 1, 2019 at 6:00 P.M.
Board Conference Room, 138 S. Brandon Rd., Fallbrook CA 92028

Committee Members: Howard Salmon, Chair and Jennifer Jeffries, Co-chair

Interim Director/Bookkeeper: Wendy Lyon
Staff Members: Linda Bannerman, Pam Knox and Mireya Banuelos

1. Call to Order/Roll Call
2. Public Comments
3. Discussion Items
a. NCFPD Cost Share and Shared Positions Proposals
b. Wellness Center Site Features
c. Wellness Center Programs and Services
d. Kid Fit Program (presented to Board in April)
e. Wellness Center Use Criteria
f. Blue Zone interviews outcome measurement, alternative solutions; next steps
g. Lyft partnership- next steps
A

4. Adjournment

| certify that on April 30, 2019, | posted a copy of the foregoing agenda near the regular meeting place of the Board of
Directors of Fallbrook Regional Health District, said time being at least 24 hours in advance of the meeting. The American
with Disabilities Act provides that no qualified individual with a disability shall be excluded from participation in or denied
the benefits of District business. If you need assistance to participate in this meeting, please contact the District office 24

hours prior to the meeting at 760-731-9187.
%Q& Honpsrmain

Board Secretary/Clerk




DISCUSSION
a. NCFPD Cost Share and Shared Positions Proposals
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Request and Rationale for Cost Sharing Request to FRHD for Ambulance
Purchase and Medical Services Officer

The North County Fire Protection District (NCFPD), previously the Fallbrook Fire
Department, was one of the first fire departments in the State to provide Basic Life
Support (BLS) ambulance service to their community. The service area covers the

approximate 95 square mile Fire District.

Advanced Life Support Service Arrives

In 1990, after significant growth to the area and a rapidly growing demand for
service, the NCFPD began providing Advanced Life Support (ALS) service to the area.
Implementing the ALS required NCFPD to hire 12 new Dual Role Firefighter Paramedics
to the agency. The ALS model offered enhanced services such as medication and IV
administration and 12 lead EKG12 capabilities.

At the time, Fallbrook had a local hospital with an emergency department. The
Dual Role Firefighter Paramedic was a position that, as the name applies, was able to
fulfill both the role of Paramedic for medical purposes and as a firefighter. With a local
emergency room, Firefighter Paramedics who were staffing ambulances were able to
manage medical incidents quickly and remain available in the District to respond to fires
as part of an effective response force.

Due to the presence of the Dual Role Firefighter Paramedic model, the NCFD
service area residents were assured firefighting capabilities were sustained and received
the enhanced services inherent in the Advanced Life Support model.

The financial Impact of instituting the ALS model resulted in an approximate
$900,000.00 addition to the NCFPD annual operating budget. ISustaining the ALS model
required the on-going postponing of funding the remodeling and replacement of the 5 fire

stations.
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Impact of Hospital Closure on Emergency Medical Services and Fire Fighting Resources

Upon the closure of Fallbrook Hospital in 2014, NCFPD quickly realized that the
impact of the closure was a factor in a significant increase in demand for service. NCFPD
realized an increase of over 20 percent in calls for service. This demand for service is still
increasing today. The closure of the hospital, coupled with the increase demand for
service, has caused NCFPD to make significant changes to its Emergency Medical
Services (EMS) delivery model.

Transporting each resident to hospitals outside of the community increased the
total EMS incident commitment time to approximately 1.5 hours per incident versus 30-
45 minutes when the hospital was in existence. This doubling of ambulance commitment
time meant that the Firefighter Paramedic was no longer available within the district
boundaries to be used as a firefighting resource, nor were they able to keep up on the
required training for that position.

As a result, NCFPD was forced to deploy a Non-Safety Single Role Paramedic
Position and add an additional fulltime ambulance at the expense of NCFD in order to
meet the service demands.

The deployment of a Single Role EMS delivery model is no small task and has
increased administrative and operational workload on the entire NCFPD workforce. The
Single Role Paramedic is considered an entry level position in the industry and, by this
very nature, NCFPD experiences a very high turnover rate in this position. This equates
to NCFPD having to be in an ongoing state of hiring and training.

Additionally, these employees are generally very new to the field of paramedicine
and require a significant amount of regular quality assurance training to ensure all patient
care is being conducted in accordance with NCFPD, State and local standards and
regulations. Quality Assurance responsibilities are assigned to the Senior Medical
Services Officer (SMSO).

By July 2019, NCFPD will have eliminated 9 Firefighter Paramedic positions out of
51 (3 firefighters less per day) and replaced them with Single Role Paramedics. This is a
significant reduction in firefighting capability within the NCFPD and the communities it
serves. By July 2019, NCFPD will be funding 42 Firefighter Paramedic Positions and 18
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Single Role Paramedic positions. This is a 21% reduction in personnel available for
firefighting duty since the hospital closed. Even in light of the reduction of personnel,
NCFPD has incurred an increase in personnel costs from 2014/15, when the hospital
closed, to 2018/19. In 2014/15, personnel costs were 4.3 million dollars while the 2018/19
costs will be 45.1 million dollars.

Ambulance Fleet

Another significant impact of the hospital closure on NCFPD has been the added
wear and tear on the agency’s emergency apparatus, specifically the agency’s
ambulance fleet. Prior to the closure of the hospital, an NCFPD owned ambulance would
acquire approximately 20-25,000 miles per year and had a front-line service life of 5 years;
post-hospital closure, ambulances are now acquiring approximately 50,000 miles per year
and have a front-line service life of 3 years.

In order to assure high quality EMS services to residents, NCFPD maintains a fleet
of six ambulances, each with a lifespan six years. Assuring three frontline ambulances
and three reserve ambulances being available at all times requires the purchase of one

new ambulance each year.

Senior Medical Services Officer

As noted above, the Senior Medical Services Officer (SMSO) is integral to the
guality assurance for training and the overall operations of the District’'s emergency
medical service. That position is currently funded at .50 FTE. The lists below illustrate
the responsibilities currently fulfilled in the half time position and what could be offered

to the community if the position was fulltime.

Current services delivered by .50 FTE SMSO Position: a) basic quality assurance for
EMS services; b) articulation with receiving facilities; c¢) basic continuing education for

paramedics.
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Service expansion delivered by fulltime SMSO Position in addition to those listed above:
d) expand “Door-to-Door” senior program; e) initiate Mobile Integrated Health Program
(MIP); f) develop Tele Health capacity; g) pursue AED program; h) promote Stop the
Bleed campaign/Community CPR and First Aid training; j) integration of Lyft program; and
k) provide for alternate destination transportation.

Expanding the SMSO hlf time position to a fulltime position has the potential to increase

services from 3 to 10 for our communities.

Discussion

As a result of the significant impacts and accumulated effects of the hospital
closure, and the change in the way NCFPD now delivers Emergency Medical Services,
NCFPD is seeking ongoing financial support from the Fallbrook Regional Health District.
This assistance is necessary to ensure NCFPD can continue and enhance the quality of
service to our community that they want and deserve.

The NCFPD has taken steps since the closure of the hospital to reduce operating
costs in order to maintain the quality and level of service to residents. Those reductions
include:

e Converting ambulance staffing to non-firefighting personnel to save on
payroll and benefit costs.
e Increased the use of part-time personnel.
¢ Closed an underutilized fire station and reassigned personnel.
e Employees pay their full portion toward retirement.
e Solar installation on four fire stations.
¢ Identified real estate assets to sell.
e Purchased rather than lease facilities.
e Four administrative staff positions are unfilled.
In addition to reducing costs, NCFPD is preparing to take full advantage of the

new Medicare/Medicaid Emergency Triage, Treat, and Transport (ET3) program which
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will provide greater flexibility to ambulance care teams to address emergency health
care needs of Medicare beneficiaries following a 911 call.

In a recent community survey, conducted by a private firm, the residents served
by NCFPD indicated they are satisfied with the current level and quality of EMS and
firefighting service. Additionally, this survey also identified that the communities served
by NCFPD are not in support of subcontracting EMS services should it become financially
necessary to do so. In fact, if NCFPD were to do so, ambulance billing rates would

increase by 80%.

Proposed Cost Sharing Collaboration

NCFPD is requesting a cost sharing collaboration with FRHD for 50% of a full-time
Emergency Medical Services Officer.This position will manage administrative duties
associated with the ongoing development and management of the medical service
provided by NCFPD. More importantly, this position would continue to work closely with
all community stake holders to pursue new Mobile Integrated Health programs and
services, such as the door-to-door program, telehealth, alternative means of
transportation (e.g. Lyft or Uber) etc.

In addition, this collaboration would leverage the resources of both districts as the
FRHD Wellness Center campus is developed and programmed. Due to areas of
expertise, the SMSO can serve as a subject matter specialist to FRHD in areas such as
disease prevention programs, as well as community safety and education programs.

e Total salary and benefits for full-time EMSO is $160,000.00, divided by 2 =

$80,000.00 FRHD cost share portion per year.

As it pertains to the increase usage and mileage of the ambulances, NCFPD would
like the FRHD to participate in a 50% cost share for the replacement of 1 ambulance each
fiscal year.

e Total cost of an ambulance is approximately $210,000.00, divided by 2 =

$105,000.00 FRHD cost share portion per year. This cost can vary slightly, in

either direction, based on manufacture pricing and any equipment needs at the
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time of purchase. It is always the intent of NCFPD to be as fiscally responsible as
possible with all apparatus replacement.

Summary

The closure of the Fallbrook Hospital has placed a financial, operational, and
administrative burden on the NCFPD. Community surveys have indicated that the
residents value the current EMS services being provided by the NCFPD and do not want
those services to be diminished in any way. With the support from the FRHD, NCFPD
can continue to not only provide the excellent services being delivered today, but the two
district s could amplify and deepen the natural synergies between the two districts. This
type of ongoing collaboration holds the potential for new services that can be offered to
the communities both districts serve.

Expanding services into areas where public health intersects with pre-hospital
medicine will allow us to “move the needle” by improving health outcomes and creating
meaningful savings to the healthcare system. We believe this will enhance both entities’

role and relevance within the community.



DISCUSSION
b. Wellness Center Site Features



DISCUSSION
c. Wellness Center Programs and Services



DISCUSSION
d. Kid Fit Program (presented to Board in April)
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DISCUSSION
e. Wellness Center Use Criteria



Fallborook Regional
HEALTH&@DISTRICT

Serving Bonsall, De Luz, Fallbrook, Rainbow

2019 STRATEGIC PLANNING
FRHD Wellness Center Use Criteria

Organizations and individuals who wish to use Wellness Center Facilities must
meet the following criteria:

1.

Services and activities must address and/or include one of the following:

a. High Cholesterol f. Anxiety

b. Hypertension g. Depression

c. Type 2 Diabetes h. Adolescent Health

d. Eye Problems/Eye Disease i. Behavioral Health

e. Obesity J. Prevention Initiatives

Services and activities must not compete with existing services and activities
within the District.

The user must agree to fulfill FRHD quality and customer service conditions.
Advertising cites partnership with FRHD

Length of lease/agreement may be for short periods of time, as well as up to 2
years with renewal options.

There will be 15t right of refusal for existing District service providers.

138 South Brandon Road, Fallbrook, CA 92028 | Office (760) 731-9187 | Fax (760) 731-9131
www.fallbrookhealth.org

Created by H.S., Editted by J.J.,, M.B. and L.B. Revised 3/29/2019



DISCUSSION

i Blue Zone interviews outcome measurement,
alternative solutions; next steps



DISCUSSION
g. Lyft partnership- next steps





