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BACKGROUND

The City of Presque lIsle is located in the central portion of Aroostook County in Northern
Maine. The population at the 2010 census was 9,692. Presque Isle is the largest city in the
sparsely populated Aroostook County and is considered the commercial center. The city is
managed by an appointed City Manager and governed by a seven member City Council, elected
at large from within the community. Presque Isle is home to the University of Maine at Presque
Isle, Northern Maine Community College, Northern Maine Fairgrounds, The Aroostook Centre
Mall, and the Northern Maine Regional Airport. In addition to the airport, the city can be
accessed via U.S. Route 1, six state routes, and rail, and is located 42 miles from Interstate 95.
The city is made up of 75.7 square miles of land and 1.8 square miles of water. Due to the long
winters there is a highly regarded snowmobile trail system connecting distant towns and cities
to Presque Isle which keeps the local businesses thriving during these months. However,
Presque Isle’s unemployment rate has regularly been higher than the state average.

Settled in 1828 and incorporated as a city in 1940, Presque Isle was named after the French
term for peninsula as the Aroostook River and Presque Isle Stream form a peninsula. The
lumber industry was the first industry that emerged in the Township, but over the last 30 years
of the 19" century, agriculture also became important and the entire county became known for
its potato production, which is still true today. The area became further developed in 1895
with the arrival of the Bangor and Aroostook railroad. The community became the trade,
shipping, and tourist center of the Aroostook valley. Due to its relative proximity to Europe, the
Presque Isle Air Force Base was a major departure point for U.S. fighter planes during World
War Il and the Korean War. The base was in operation from 1941 to 1961. The former base is
now the Northern Maine Regional Airport which provides daily scheduled air service. Presque
Isle was named an “All American City” in 1966.



GENERAL OBSERVATIONS

Location

Public Safety staffing levels studies are designed to assist a community in determining the
acceptable risks communities are willing to accept in exchange for the amount of financial
resources it saves. Since the best level for any community is based on the collective balance
between these important considerations, there is no universally “correct” staffing level. This
report should be used to assist in that process.

Municipal Resources, Inc. (MRI) has provided technical assistance to over 400 communities
throughout the Northeast in the last 20 years. With rare exception, in all of that work, very few .
communities have had to deal with a very important factor that is unique to Presque Isle. As a
small city in Northern Maine, it carries the unique position of being the service center for

people that literally travel in access of an hour or more weekly to receive desired goods and
services. When traveling out of the immediate community center, one travels great distances
before reaching the next available resources. To illustrate, the Caribou Fire Department is 13
miles away from the Presque Isle Fire Department, for a normal travel time of 18 minutes.

Traditional staffing levels studies often compare comparable communities, based on
population, to determine if the staffing levels in one community are out of line with other
similar communities. Assuming most New England communities are laid out in comparison
with its neighbors, these studies assume the availability of mutual aid responses would come
from each direction in similar time frames. It further assumes that the quality and quantity of
those responses would be of equal value to the community providing the services.

These assumptions simply do not hold true for Presque Isle. Not only will the response come
from farther distances, they also will in many cases be of diminishing quality because of the size
of the operation.

To illustrate, the Town of Lisbon, Maine, has a 2010 reported population of 9,009 compared to
Presque Isle’s 9,652. In the event of a fire mutual aid call, Lisbon can call upon:

. Lewiston: full-time department
° Durham: call company

° Sabattus: call company

° Topsham: combined department
. Bowdoin: call company

Each of these departments have several class A pumpers, stations within 6 miles of the town
line, and a history of responding with full crews.
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For Lisbon, in the area of law enforcement, mutual aid beyond the county and state police
would include:

. Lewiston: with 5 to 9 patrol cars working
° Sabattus: with 1 patrol car working
° Topsham: with 2 patrol cars working

Finally, each of these communities has an equally impressive list of neighbors that could
provide them assistance:

° Lewiston: Auburn, Greene, Lisbon, Sabattus

° Durham: Auburn, Lisbon, Freeport, Brunswick, Pownal, New Gloucester,
Topsham

° Sabattus: Lewiston, Lisbon, Bowdon, Greene, Wales, Litchfield

° Topsham: Lisbon, Brunswick, Bath, Bowdoinham, Bowdoin, Durham

° Bowdoin: Lisbon, Topsham, Bowdonham, Topsham, Sabattus, Litchfield,
Richmond

In making comparisons with staffing levels for other communities, the reader needs to
continually keep in mind where help is going to come from, how long before it arrives, and the
quality of that help. Unlike the vast majority of other communities reviewed over the years by
MRI, the unfortunate answer to those questions for Presque Isle is going to be that assistance is
coming from farther away, will take longer to get there, and may be of diminishing quality
when compared to virtually every other community of similar size.
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POLICE DEPARTMENT

Facility

The Presque Isle Police Department is located in a building it shares with the Presque Isle Fire
Department. The building was built in 2000 and is in excellent condition. In addition to spaces
for all the required police functions, the building has a number of holding cells. Although the
booking/holding cell may be used for very short-term detention, there is a “cellblock” area of
three cells that was designed and built to hold prisoners overnight. Due to a lack of staffing,
these cells have never been used. Individuals requiring detention are transported to Houlton or
Caribou. Chief Irwin has been considering ways to use the cells in order to reduce the amount
of time spent out of town transporting prisoners {65.75 OT hours spent on this function in
2010), or to generate revenue from other departments such as the Sheriff's Office. MRI
encourages the Chief to continue investigating these opportunities and to give careful
consideration to the risks and responsibilities the city may bear in implementing any of these
programs.

Staffing

Since it is directly related to crime, safety, tax rates, and services to the public, the optimum
allocation of manpower in a police department is a challenging problem not only to the police
executive, but also to the city administration and the taxpayer. Likewise, the quality of law
enforcement is directly related to the effective distribution of police personnel, especially
patrol officers, who represent the most important element in the police services. For this
reason, the proper staffing, distribution, and equipping of the patrol force should be given
prime consideration.

Although we can determine with reasonable accuracy the number of personnel required to
perform inspectional tasks and other services, it is more difficult to distribute patrol forces
effectively. We can only assume that the time spent in purposeful patrol will prevent a given
number of incidents. Further, we must assume, for purposes of tabulation and statistical
analysis, that patrol officers are equal in terms of effectiveness and efficiency when, in fact, we
know that differences in education, attitude, training, interest, and ambition all influence an
officer’s performance.

One aspect is certain, unless police patrol personnel are managed properly and are able to
devote substantial time and efforts to sustained preventive patrol; we stand to achieve little
success in reducing criminal activity.

The Presque Isle Police Department has an authorized strength of 19 full-time sworn officers.
As of this writing, there were 17 full-time officers within the following command structure:
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1 Chief of Police

1 Deputy Chief of Police

4 Sergeants (1 assigned as a detective and 1 to the Maine DEA)
11 Officers

There are several civilian positions including a full-time administrative assistant, a court liaison
(30 hrs/week), an animal control officer (25 hrs/week), three full-time dispatchers, and a
custodian.

In addition to all the traditional responsibilities of a police department, the Presque Isle Police
Department is also responsible for providing three (3) hours of security at the city owned
Northern Maine Municipal Airport for each departing flight as required by the US Department
of Homeland Security Transportation Security Administration (TSA). Generally, this requires six
(6) hours per day of coverage.

Officers work four (4), ten (10) hour shifts followed by three (3) days off. This is desirable for
officers because the schedule provides them with fifty-two (52) more days off per year than
what civilians would view as a typical five (5), eight (8) hour day work week. Given that the
shifts are ten (10) hours long, there can be less flexibility to accommodate staffing needs, since
personnel that might be available to work extra hours or provide coverage for officer absences
have just completed a ten (10) hour shift, are preparing for a ten (10) hour shift, or are
unavailable due to a day off. Also, this means that every shift absence due to sickness or
vacation will generally require ten (10) hours of replacement. MRI recommends that the
Presque Isle Police Department consider assigning its officers to a schedule known as a four (4)
and two (2). A four (4) and two (2) schedule has officers working four (4), eight (8) hour shifts
followed by two (2) days off. This means that the days worked moves backwards by one (1) day
each week, so that if an officer is off Saturday and Sunday of this week, he or she is off Friday
and Saturday next week, and so on throughout the year. The advantage to this four (4) and two
(2) shift is that it provides for three (3), eight (8) hour shifts around the clock and provides
greater flexibility in scheduling, coverage, and availability. When extra hours of coverage are
needed of an officer, a double shift equals sixteen (16) hours instead of twenty (20) hours (not
recommended by MRI). Replacement shifts for officers out sick or on vacation can be replaced
at a cost of eight (8) overtime/comp hours instead of ten (10) hours.

MRI recommends that the Presque Isle Police Department consider assigning officers to three
(3) groups within three (3) platoons (shifts). At any given time, one (1) group per shift is on
days off while the two (2) remaining groups provide staffing for that shift. Shift strengths would
be determined by a staffing analysis so that there are more officers working during the shift
with the highest demand for service. Based on statistics that Chief Irwin pulled from the
department’s IMC (Information Management Corporation) records management software, the
lowest number of calls for service occurs between 2 am and 7 am so this period of time would
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have the lowest staffing level. The calls for service then remain relatively consistent for the
remainder of the day and evening. An example is as follows:

Chief (Primarily administrative, Monday through Friday)

Deputy Chief (Provides supervision to dayshift in addition to other duties)

GROUP 1 GROUP 2 GROUP 3
Platoon 1 Sergeant Officer Officer
(Late night shift) Officer
Platoon 2 Officer Deputy Chief Officer
(Day shift) Officer Officer
Platoon 3 Officer Officer Sergeant
(Evening shift) Officer Officer

When one (1) group is on days off, the other two (2) groups remain on duty. This means there
are two (2) officers and a sergeant working on most late night shifts, three (3) officers plus the
Deputy Chief and Chief on most day shifts, and three (3) officers on most evening shifts. The
timing of these shifts should be scheduled to accommodate the flights at the airport in a way
that minimizes any extra staffing. There are a number of advantages to this staffing plan. First,
it provides maximum supervision since a ranking officer is responsible for each shift/platoon
and even when a supervisor is off, another supervisor will be available from the oncoming shift
or the off-going shift. Second, staffing levels are such that staffing is highest during shifts that a
sergeant is on duty. This means that unless an officer is absent from the shift, the sergeant
should have time to complete any ancillary/administrative duties that have been assigned by
the Chief. Third, these staffing levels may allow for an officer to be absent (sick/vacation)
without requiring a full replacement. In many circumstances, when the “heavy” groups are on
duty, no replacement may be necessary, or at most, perhaps some partial shift coverage from
an early call-in or a hold-over from another shift.

It should be noted that the four (4) and two (2) schedule described above, does provide an
officer with seventeen (17) additional days off per year. By virtue of the rotating days off, an
officer actually works two (2), thirty-two (32) hour weeks every six {6) weeks. Since the city has
paid for those hours, MRI suggests using that time for training, investigations, department
meetings, or other similar purpose.

Detective Position

Currently, the Presque Isle Police Department has a sergeant assigned as a detective, as well as
a sergeant assigned to the Maine Drug Enforcement Agency (MDEA). Consideration should be
given to the elimination of the detective position. The department may have more flexibility in
assignment of personnel and be more responsive to calls if this position is re-assigned to patrol
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as a patrol officer. Although, when funding is not an issue, having an officer assigned
specifically as a detective could be helpful, many small departments are moving away from
specialization and instead training their patrol officers in the basics of criminal investigation and
crime scene processing. This provides these officers with enhanced training and knowledge
that helps retain employees, while providing more “ownership” for investigating those cases
which occur on their watch. In many cases, the officer taking the initial call or making initial
contact with the victim will be responsible for the follow-up investigation. This is in contrast to
the traditional police model of the patrol officer simply taking a report and turning it over to
someone else to investigate. This also provides some continuity for the victim and establishes
immediate communication with the investigator.

It should be understood that having patrol officers completing investigations, can take some
time off the road, but that must be compared to the impact of returning the sergeant/detective
to a patrol position. In the event of cases that require significant follow-up, the patrol officer
can be assigned to follow-up the case in plain clothes or on different shifts. The concept of
team policing can also be put into practice whereby different shifts provide some amount of
follow-up for cases not occurring on their shift. For example, the early night shift may be able
to get statements from a victim or witness to a crime that occurred during the day shift.

If this is to work, case management becomes crucial. Likely, the shift supervisors would be
responsible for tracking cases assigned to their shifts and the Deputy Chief would provide case
management department wide.

Police K-9s

Presque Isle has two police K-9s; one, a bloodhound for tracking purposes, and the other, a
black lab for detecting drugs. For a department of this size, this is a large amount of resources
being committed to the K-9 function, especially given that these are single purpose dogs. Dogs
with drug detection capabilities can be an important tool in the fight against drugs when used
regularly and can often generate offsetting funds through State and Federal forfeiture
programs. A tracking dog can be valuable for finding lost persons or items related to crimes. In
many instances, these capabilities have been combined successfully into a multi-purpose
“patrol dog”. Typically, a patrol dog is a German Shepherd, Belgian Malinois, or other dog bred
for such purposes over the years. These dogs and their handlers are trained and used as multi-
purpose teams able to track, article search, detect drugs/explosives, apprehend criminals, and
serve as a deterrent in aggressive situations.

The city should evaluate the costs of maintaining the single purpose K-9 program when
compared to the value it derives from the programs. Often, these dogs are likely used more
“out of Town” than in the community bearing the expense. A multi-purpose K-9 is used on'a
daily basis and can be considered part of the shift strength. Consideration may also be given to
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other available K-9 assets that may be available as mutual aid from the County, State, U.S.
Border Patrol, or U.S. Immigration & Customs Enforcement (ICE).

Policies and Procedures

Necessity requires that every police department have a written set of directives outlining the
policies and rules that will govern the police operation. Rules are required to standardize the
work being performed, the appearance of officers, and the employee discipline delivery system.
Policies are needed to guide officers in how the department wants various crimes, accidents,
and incidents processed and resolved. The written set of directives identifies expected
performance levels and acceptable/unacceptable actions by the employee. It identifies job
descriptions, which are also included among the required directives to ensure that officers
appointed to a specific rank or level of responsibility are aware of all their duties. Together this
set of written directives, commonly known as Standard Operating Guidelines (SOGs), gives all
persons with an interest or responsibility in policing in the community a definitive view of what
is supposed to be done, how it will be done, and by whom. They exist to minimize the liability
of the department, protect citizens and officers from unfair treatment, and provide a high level
of service to the public.

Although this department review did not include an in-depth review of the Presque Isle Police
Department’s SOGs, a cursory review of them shows that the majority were written and
implemented in 2004. Many of these are outdated or conflicting. For example, the Firearms
policy (#2-1) has overlap and may conflict with the Use of Force Policy (#2-14). This Use of
Force policy also prohibits the “carrying of saps, blackjacks, or slapjacks (unless approved by the
Chief of Police)”. It is hard to imagine a situation, presently, where the carrying of any of these
instruments would be authorized.

The job descriptions were last updated in 2004 and are inadequate. The job descriptions do not
contain language regarding minimum qualifications, physical demands, or environment. This
language is crucial in complying with ADA requirements, as well as injury on duty, discipline,
and termination issues. MRI recommends that an update of the job descriptions be a priority.
The Commission for Accreditation of Law Enforcement Agencies (CALEA), in their Standards for
Law Enforcement Agencies, has provided guidelines for police agencies to follow. The
Standards Manual of Law Enforcement Agency Accreditation Program, Fifth Edition, is a good
place to start the restructuring and rewriting of the department’s Rules and Regulations.
Beginning with the guidelines (CALEA 1.1), Law Enforcement Agency Role, and (CALEA 11.1),
Organizational Structure, the task to create a modernized Rules and Regulations manual will be
made easier.

The entire Presque Isle Police Department’s policy manual, including the Rules and Regulations,
Job Descriptions, and the Policies and Procedures, should be reviewed for compliance with
national best practices. Although this can be a very significant and daunting task, it can be
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completed over time starting with the high risk/high liability areas. The goal throughout the
review of the policies and regulations should be to establish a body of professional standards
and to develop a process to accomplish an initial credentialing program. Police department
accreditation or certification is a self-initiated evaluation process by which departments strive
to meet and maintain standards established by the profession. All agencies may not have the
desire or funding to achieve accreditation, but the standards established by CALEA through the
accreditation process serve as a model of best practice for all communities. These standards
cover areas of police management, operations, and technical support activities such as policy
development, emergency response planning, training, communications, property and evidence
handling, use of force, vehicular pursuit, prisoner transportation, and holding facilities. Rather
than rewriting the manual, the preferable method would be to contact other similar sized
certified/accredited agencies to obtain their best standard professional rules, regulations,
policies and procedures. By using these previously written directives, and adapting them to
meet Presque Isle’s needs, the time consuming process of writing policies can be eased through
a cut and paste method. The department could also obtain model policies from the IACP.

The writing of all policies and procedures should follow the Standards for Law Enforcement
Agencies in accordance with CALEA12.2.1 and CALEA12.2.2. These guidelines instruct that all
policies, procedures, rules, regulations, directives and general orders should easily be accessible
to all employees, should be in an arranged, indexed, and numbered system, in either hard copy
or electronic format, and have the ability to acknowledge receipt. It also requires a procedure
to review proposed or revised policies, procedures, and rules and regulations prior to their
promulgation to ensure they do not contradict other existing agency directives or applicable
law. An annual policy review plan for department personnel should be included in the annual
training plan through either department in-service or roll call training.

Technology

At the close of the twentieth century, and during the first nine years of the twenty-first century,
society has seen enormous technological advances. This has been especially true for municipal
policing agencies. Digital radio communication, email, voicemail, the use of in-house computer
systems, laptop computers installed in police cruisers, the installation of video-cameras in
cruisers, digital photography, defibrillators in cruisers, new less lethal weapons, crime mapping,
and crime analysis are just a few of the technological advancements that have impacted
municipal policing, and made the nation’s police departments more efficient. Keeping pace
with these rapid changes can be expensive. To some extent, the existence of federal and state
grants has provided funding for some of these changes, but as technology creates new ways to
commit crime, police departments need to respond promptly. A prime example of this is
cyber/internet crime and identity theft crimes. The additional training that must accompany
these technological changes also impacts police department budgets.
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Laptop Computers

Laptop computers in first line cruisers is now considered a basic tool of modern policing. Even
small departments with limited resources see the need to provide this equipment. Having this
resource allows the officer on patrol to connect to the department’s computer system to access
information and write reports. It can also be used to query state and federal databases for such
necessary information as driver’s licenses, vehicle registration numbers, wanted persons, and
stolen property. In a geographically large community, such as Presque Isle, the ability of an
officer to write an incident or accident report in his assigned area and forward it to a supervisor
for review, while not having to return to the police station, could be an advantage. This change
would allow an officer on patrol to remain within his/her patrol area and closer to his/her next
call for service, providing for a higher level of police presence. The comparable communities all
have laptop computers installed in their cruisers that are connected to the main department
computer.

Computer Software

Records are maintained by police departments for a number of legitimate reasons. Well-kept
records are necessary to satisfy state requirements, for internal and municipal use, and for the
compilation of statistics for the region, state, and federal government. The analysis of collision,
incident, and arrest records is an important task for police administrators. These records often
assist with the planning for the utilization of existing staff, as well as the justification for staff or
equipment enhancements. Patrol and other crime prevention strategies might be modified
based on a close reading of department held records.

The police activity report is a picture of department activity for the year and enables trends to
be tracked over time. The data available from the computer system can be utilized by an
agency to provide additional management information for the deployment of personnel and
assist in determining the proper staffing levels. It is also important to take into consideration
the average amount of time consumed from the time a call for service is received by the
department until the call for service is cleared/completed by assigned personnel.

The computer system captures a great deal of detailed information about police activity and
calls for service, including the time and date received, the nature of the call, amount of time
devoted to that call, and the geographic area in which the incident occurred. Information is
often entered in the computer system by dispatcher personnel. This data normally provides a
wealth of information by which the department will be able to evaluate the adequacy of patrol
staffing levels.

The Presque Isle Police Department presently uses the Information Management Corporation
(IMC) software for its record keeping/report writing function. This software is prevalent
throughout the northeast and has many useful modules that can be integrated to provide for a
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seamless and valuable collection of information. The Department should consider the purchase
of the IMC Dispatch Module to fully integrate its dispatching function with its records
management function. Presently Presque Isle is tracking its dispatch activities through its own
independent logging system. The addition of the IMC Dispatch Module would allow for
complete tracking of calls for service including response times and duration of call. It would
also allow dispatchers to enter or “backfill” information for the officer handling the call. This
minimizes the amount of time spent by officers “off the road” writing reports.

Dispatch

Dispatching for the Presque Isle Fire and Police Departments is handled by police personnel in a
dispatch center on the police side of the building. This dispatch center also dispatches for
Mapleton fire and first responders. Until most recently, it also provided service to Ashland
Police and Fire. Prior to 2011, dispatch was handled by full-time police officers and only one
dedicated dispatcher. During the last year, through a deliberate change, the city is moving to
replace the patrol officers with dedicated public safety dispatchers, through attrition. This
change was designed to increase proficiency as well as reduce costs. To date, there are three
(3) full-time dispatchers; vacant shifts are filled by police officers. Every effort should be made
to hire and train several part-time dispatchers to fill these vacant shifts and provide coverage as
necessary. In order to provide some continuity and ongoing training, the part-time dispatchers
could be scheduled to work some number of hours per month in addition to filling the
vacancies.

All dispatchers should be cross-trained in the various public safety disciplines such as police,
fire, and emergency medical services (EMS). Often the first communication with a victim,
witness, or reporting party is crucial in determining a positive outcome. All dispatchers must be
trained in what has traditionally been called the Incident Command System (ICS) and the
federally mandated National Incident Management System (NIMS). Failure to meet NIMS
training requirements can jeopardize a community’s ability to secure some Federal funding.

Comparables

When comparing communities, consideration must be given to the unique characteristics and
challenges of each community. For Presque Isle, in addition to the normal services expected in
a community of its size, consideration must be given the needs of the University of Maine at
Presque Isle, Northern Maine Community College, the Aroostook Centre Mall, and the Northern
Maine Regional Airport.

Although the College and University combined may increase the daily service population by
several thousand students and on-campus residence of up to 600 students, a review of
reported crime statistics indicates that these institutions do not create a large burden for the
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police department. The department does, however, need to be prepared for the potential
occurrence of activity that could stress police resources.

The Aroostook Centre Mall is a single story mall that is home to a number of large retail
businesses including K-Mart, Staples, Lowes, Sears, and JC Penney. This mall would be expected
to require some additional amount of police services related to traffic, thefts of/from vehicles,
shoplifting, and robbery. Calls for service at the mall, with the exception of alarm activations,
will generally occur during regular business hours.

The Northern Maine Regional Airport does place a significant burden on the Presque Isle Police
Department since each flight requires one (1) police officer to be present in the terminal. This
can mean up to six (6) hours of committed time on most days. Currently the city receives
$60,000 from the TSA to help offset these costs. It appears the department has been doing its
best to minimize the use of overtime to provide this coverage.

Summary of Recommendations for the Police Department

1. MRI recommends that the Presque Isle Police Department consider assigning its
officers to a schedule known as a four (4) and two (2). A four (4) and two (2)
schedule has officers working four (4), eight (8) hour shifts followed by two (2)
days off.

2. The Presque Isle Police Department should consider assigning officers to three
(3) groups within three (3) platoons (shifts).

3. Consideration should be given to the elimination of the detective position. The
city should evaluate the costs of maintaining the single purpose K-9 program
when compared to the value it derives from the program and in consideration of
other K-9 assets that may be available as mutual aid from the County, State, U.S.
Border Patrol, or U.S. Immigration & Customs Enforcement (ICE).

4, The entire Presque Isle Police Department’s policy manual, including the Rules
and Regulations, Job Descriptions, and the Policies and Procedures, should be
reviewed for compliance with national best practices.

5. MRI recommends equipping each first line vehicle with a laptop
computer/mobile data terminal.

6. The Department should consider the purchase of the IMC Dispatch Module to
fully integrate its dispatching function with its records management function.
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7. The city should continue its plan to replace police officers performing
dispatching functions, with civilian public safety dispatchers. Every effort should
be made to hire and train several part-time dispatchers to fill vacant dispatch
shifts and provide coverage as necessary.

8. All dispatchers should be cross-trained in the various public safety disciplines
such as police, fire, and emergency medical services (EMS).

9. All dispatchers must be trained in what has traditionally been called the Incident
Command System (ICS) and the federally mandated National Incident
Management System (NIMS).
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FIRE DEPARTMENT

Staffing

The Presque Isle Fire Department utilizes a “24 on/48 off” schedule. This schedule consists of
each firefighter working one complete day (24 hours) and having the next two days off (48
hours). Utilizing the Fair Labor Standards Act (FLSA) exemption for public safety personnel,
employee’s work weeks are averaged over a twenty-one (21) day cycle fifty; three (53) hours of
straight time per week and three (3) hours of overtime.

Prior to 2011, the shifts consisted of a Deputy Chief and four (4) firefighters, two (2) of which
were designated to provide coverage at the Northern Maine Airport. The department would
frequently run with one less person on a shift.

After budget reductions in 2011, the Presque Isle Fire Department currently utilizes four-person
shifts. This staffing level allows the four personnel responding to comply with OSHA’s “2-In/2-
Out”. Until further personnel respond, it requires the engine operator to be part of the “2-In/2-
Out” rescue team. This is not the most optimal way to provide this level of coverage since it
takes the person away from the truck while performing a rescue. Leaving the truck unattended
with no one to regulate pumps and make sure all equipment is functioning properly during a
rescue or while personnel are potentially engaged in fighting a working fire inside a structure,
creates a degree of risk. This risk is an infrequent event. It is primarily for this reason that a
significant number of departments operate in this same fashion, as a way to reduce personnel
costs.

Requirements for the “2-In/2-Out” rule are found in OSHA 1910.134 (G) (3) (I) through
1910.134 (G) (4) (iii). Although Maine is not an OSHA state, the Bureau of Labor enforces the
rules. The department can make them stronger, but not weaker. The are two changes that
were made by the Bureau of Labor (different from OSHA):

1. quantitative fit testing may be done in place of qualitative for self-
contained breathing apparatus; and

2. the Bureau designed respiratory fit testing around different ages they
feel you will need them instead of every year.

Airport coverage requires one (1) firefighter be away for a significant part of the day. During
these time periods, the above-mentioned “2-In/2-Out” rule cannot be met. Upon the arrival of
another firefighter responding to the incident, the standard is again achieved. Until the
standard is achieved, interior fire attack would be left undone. Upon the arrival of another
firefighter, an interior attack could begin if incident command feels it is warranted. It should be
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noted that it is universally accepted that firefighting success, as determined by the
minimization of loss of property, is highly dependent on the ability of the firefighters to make
an interior attack at the earliest possible time.

There are twenty-three (23) call force members, with about ten (10) of them being core
members that have been with the department for an extended time. Those members actively
participate both in training activities and responding to most of the incidents.

There appears to be a good working relationship between career and call firefighters which is
not always the case in other departments. In Presque Isle, the call members are looked at as
needed and valued members of the department. Call personnel currently cannot operate
equipment being used by Presque Isle Fire Department. It appears that the majority of Presque
Isle call members are also members of other departments. In those roles, many do use and
operate the equipment. The department would be operationally stronger if these members
were able to operate the equipment. It may require some training on the particular equipment
used by Presque Isle. Said training would be considered minimal. Finally, operationally, there
does not appear to be a legitimate business reason to limit the scope of the call personnel. This
practice does limit the effective use by the city of all of its firefighters. Unless such a legitimate
business reason(s) exists, we encourage the city to move forward with utilizing all capable
personnel for all functions, regardless of their individual employment status (career vs. call
personnel).

Maintenance

The City of Presque Isle benefits tremendously by the talents and commitment of the career
firefighters through contributions made in non-traditional firefighting areas. It was noted on
our site visit that there is a significant amount of repairs and maintenance done by firefighters.
Very few departments have the level of engagement that was noted in the Presque Isle Fire
Department. This is impressive and should not be over looked or taken for granted. It appears
the only repairs and maintenance done outside of the department are major in scope or
extremely technical. Further, the career personnel participates in high level of work on the
public safety building itself. The general attitude appears to be one that the personnel will
contribute in their areas of expertise if given the time and resources in order to save taxpayer
expenses. The amount of work done by fire department personnel on the building, apparatus,
and equipment, while on duty, is certainly saving a significant amount of money.

Unfortunately, there are does not appear to be centralized records of such work that would
articulate the actual savings. Not being an expert at costs pertaining to these issues, it is
estimated to be in the thousands of dollars annually. It is recommended that the department
keep track of such contributions annually and report on the same in the future.
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Dispatch

As noted in the police section of the report, the city is in a transition from primarily utilizing full-
time patrol officers as dispatchers to public safety dispatchers. As a result of the history, the
current dispatch operation falls short with regard to adequate training and preparation to
handle fire calls. During review of incident tapes of actual calls for service, it was clear that
there has been no fire dispatch training provided. All dispatchers should be NIMS (National
Incident Management System) and ICS (Incident Command System) trained to understand the
language being used on an incident. They should also have police, fire, and emergency medical
dispatch training. A properly trained dispatch will not only be able to assist citizens by guiding
them safely through situations, but they will also provide incident safety for police and
firefighters.

Training

Most of the training budget goes to train airport firefighters and confined space rescue
personnel. It appears that two-thirds (2/3) of the training budget is for the airport coverage
and certification. It also appears that confined space rescue training is a significant part of the
training budget. The balance of the training budget, a significantly reduced amount, is available
for regular baseline training and continuing education. There are approximately 6 to 8
industrial issues in the community that require the support of a confined space rescue team.
The expense and time required to maintain this training has caused some communities to opt
out of providing this type of service through their fire departments. Those communities have
decided to provide rescue support such as air monitoring, medical monitoring, etc. in lieu of
actually providing confined space rescue services. This puts the responsibility on the industry
having confined space issues to provide their own rescue team for those situations. Another
possible approach would be to start charging a fee to cover the training and personnel costs.

Currently NIMS and ICS training is done for career personnel, but not for call officers. That
issue could create a disconnect between call and career firefighters in understanding and
applying the language and actions designed under NIMS and ICS. It is possible that call people
working for another department may have received this training from the other department. If
this is the case, such training should be documented. Regardless of whether this is the case or
not, all officers should be trained at the same level so that there is consistency in emergency
operations. All officers should have up to ICS 300 training and all executive officers should be at
ICS 400.

There does not appear to be any in-house officer training being provided at this time. This type
of training should be considered before moving personnel into the role of officer, and should be
part of the process for any succession plans within the department. When provided, the
training will assist in identifying the best candidates for that transition.
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The department’s Junior program, as well received as it may be, might net one or two people in
the program. Some research might be warranted to look at why such a small number are
retained. This might be as clear-cut as people moving away from the area, but it should still be
looked at for ideas on how to retain more from this program.

With the three colleges and universities in the community, the city should actively explore the
creation of providing live in space for students in exchange for firefighting commitment. This
program has been used successfully for many years by other communities. The Town of
Gorham, Maine, can be utilized as a model and resource.

Automatic Aid

The Department is preparing to meet with other communities to build an automatic aid
agreement in addition to the mutual aid agreements already in place. Automatic aid is an
essential element for providing reasonable coverage and acceptable response times in
neighboring communities with a geographical area the size of Presque Isle. The primary benefit
of automatic aid is that it gets personnel to a scene quickly so that operations may begin. This
is critical, particularly in rural areas where a neighboring department may be closer and able to
arrive on the scene to begin fire-ground or rescue operations. Upon arrival of the host
community department equipment and members, the neighboring community transitions to a
traditional support role. The automatic aid agreement should contain language clearly
articulating initial and on-going command responsibilities so there is clear and understood
responsibility on the scene of each incident.

Emergency Medical Services

It is our understanding that the community has made a policy decision in the recent past
regarding the involvement of the Presque Isle Fire Department in EMS transporting services. As
a result, the department does not transport EMS patients. With the clear understanding that it
is not desired by current policy makers and administration to revisit that decision, it was not
reviewed.

Currently, the Presque Isle Fire Department comes just slightly short of requiring all career
personnel to hold a minimum EMS license as a condition of hire. All firefighters serving the
airport must hold a minimal EMS license as part of federal requirements. We recommend that
all future hires be required to maintain such EMS licenses as a condition of hire and for those
presently employed these licenses must be maintained.

Ironically, the department itself does not hold an EMS license. Without this license, the ability
of the firefighters to provide care at their individual license may be diminished, if not
eliminated. EMS personnel practice in the field under the direction and control of their
assigned medical control authority. That authority currently rests exclusively under the
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umbrelia of the local ambulance service. The Presque Isle Fire Department should apply for a
non-transporting EMS license permitted to paramedic. This will allow them to provide care
immediately upon arrival. With this license, they would be working under medical control just
as the ambulance company does and with an agreement to accept transfer of patient care for
transport.

EMA

EMA (Emergency Management Agency) responsibilities have also been given to the fire
department. The primary responsibility is mostly maintaining emergency action plans in place
and reviewing them. In addition, the director is responsible to monitor, inspect, and maintain a
breach plan for each dam. EMA is also responsible for seeking and applying for EMA grant
funding while maintaining current grant programs. Several communities use their fire chief as
the EMA director and it seems to work fine. Of course, MEMA (Maine Emergency Management
Agency) has its own take on what the basic requirements for an EMA director are. These can
be found at www.Maine.gov/MEMA . Training should be given to other department personnel
(probably the shift Captains) so they are able to provide coverage when the Chief and Deputy
Chief are absent.

Facility

The current building is now 10 years old and firefighters have done some remodeling of their
own to maintain, repair, and have the building suit their needs. As noted before, this action by
the firefighters is most unusual in departments and clearly saves the community the expense of
renovations. It also has allowed fire department members to create a footprint that works for
the department.

Codes

The city is engaging in an effort to incorporate the codes office into the fire department. We
believe that it is a change that more communities should look at, as it seems logical. Part of fire
science is the study of building construction, as well as the codes that enforce them. When the
responsibility is shared, the firefighters are more involved in the community economic
development. Their expertise in this area helps people understand and overcome some of the
challenges the codes present. With the addition of code personnel to the fire department, it
provides the opportunity to look at the whole organization to see where both personnel can be
used to augment the other. This is discussed further in the response section.

Personnel Response

Monday to Friday daytime incidents have the lowest amount of call personnel responding
(averaging about five per incident). This low response during the day is not unusual and is a
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problem industry wide. In this day and age, it is not unusual for call and volunteer members to
work out of town, eliminating their ability to respond. Even those members who actually work
in the community often have a low response rate, as businesses are reluctant to allow call
personnel to respond because of impacts on the businesses. Some communities require that
second jobs not interfere with their ability to respond or present a conflict of interest. This
currently is not a practice in Presque Isle. We suggest the city evaluate this practice and make
the necessary changes to increase the availability of these personnel. Getting present
personnel to agree to this stipulation may be difficult at best as this was not a stipulation when
they joined, but requiring the stipulation going forward may have some merit and success as
new personnel would understand upfront that this is a condition of employment. The same
approach could be used for residency requirements.

It is our understanding that the city’s intention is to reconfigure the Fire staffing further beyond
the reductions of one firefighter per shift. Those changes consist of:

o creating a day time Deputy Chief;
. reducing the current shift Deputy Chiefs to Captains; and
. incorporate one (1) firefighter per shift into formally assisting with code

enforcement work.

It is our understanding that these changes have not been agreed to by the union. These
staffing levels appear to be right, should the community desire to meet the “2-In/2-Out”
standard. If there is no agreement by the union to this schedule, the following staffing levels
should be considered:

Chief

Deputy Chief

Captain

Firefighter ~ airport trained

Firefighter — airport trained

Firefighter — assisting codes (8A-5P, M — F)
Presently a civilian — codes director (8A-5P, M — F)

This scheduling scenario would relieve the issue of “2-In/2-Out” during the day, which is the
problem time for response. The assisting codes firefighter would be able to respond even when
the airport firefighter was gone. By having an assistant codes firefighter, the city would see no
disconnect or downtime for codes such as when the director was on vacation or out for some
other reason. You would also have redundancy in your airport trained personnel for the same
reasons. With the assisting codes firefighter working the 8A-5P, Monday through Friday shift,
daytime coverage would be better and nighttime/weekend coverage could then rely more on
call personnel, when call personnel are more readily available. We would further recommend
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that the successful implementation of the student live in program as discussed earlier, would
augment the night and weekend immediate response to meet the “2-In/2-Out” standard.

It is assumed that through attrition, sometime in the future, the codes director could also
eventually become a trained firefighter. This is but one-way to maximize your personnel. An
analysis of incidents from 2008 to 2010 indicated that the average number of members at
incidents was 4 career and 10 call personnel. This response is adequate to deal with all initial
incidents prior to assistance from mutual aid companies. The data, however is somewhat
flawed. It does not document the response time of call personnel. There is a significant
difference between personnel arriving within ten (10) minutes of the call versus twenty (20)
minutes into the incident. This information would allow decision makers to understand what
evolutions were being performed at any point during the incident. The ability to document that
issue should be looked at. It may be very good data for the chief and the city manager to have
for designing training and policies, as well as SOPs and orders.

Mutual Aid

Mutual aid with Easton, Mapleton, Washburn, Caribou, Mars Hill, and Fairfield are formal
agreements and have the normal elements contained in them. Although unable to document
response times of these mutual aid partners, it is apparent due to the size and geography of
Presque Isle and these other communities that there would be significant time involved. The
automatic aid agreements, when reached, should help this to some degree. There does seem
to be a good relationship among mutual aid departments, but this is consistent with most
mutual aid communities.

These agreements and relationships become extremely important when you look at some of
the exposures you have in Presque Isle. While looking at the community, it became apparent
that there are several storage areas containing significant amounts of wood and wood
products, creating a tremendous fire load. There are also facilities for storage with several
different types of chemicals and fertilizer stored in the same area with a large amount of diesel
fuel in the community. Being a traditional farming community, this is not unusual. However,
most non-firefighter individuals would not have an understanding of the exposure to your
community should one of these catch fire. It is paramount for the safety of the community to
be prepared for the possibility of significant evacuation if there were to be in incident. These
exposures also provide a different risk than a traditional community of comparable size.

Response Times

The 2010 average response time for on duty career firefighters was 4.9 minutes. The majority
of the calls are in the urban compact area. For a city with 75 miles to cover, this is a very good
response time. The industry looks at a response time of 6 to 8 minutes as the standard to reach
for. Structure fire outcomes are most likely decided within the first 10 minutes from the time
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the incident started. For EMS calls, the outcome window is 4 to 8 minutes. These are industry
standards for response times.

Injuries-Deaths

From 2008 to 2010, Presque Isle saw 10 civilian injuries and 2 firefighter injuries. As a global
snapshot, in 2008 the state of Maine had 3,811 fires, 1,942 building fires, 519 vehicle fires, and
1,350 other types of fires. There were 45 civilian injuries and 21 firefighter injuries. It is
imperative that after each incident a post-incident analysis be done and that the data from that
is documented so that a comparison can be accomplished. | am confident after meeting with
the deputy chief that this is done as some of that information also goes to MEFIRS (Maine Fire
Incident Reporting System) for data collection.

Fire Prevention Public Education

A large amount of fire prevention activity in public education is being provided by the
firefighters in the community. This department understands that it is the community that they
serve and continually puts themselves out there for these reasons. It is a testament to the core
values of the department and its members. In some departments, fire prevention and public
education is sometimes looked at as a necessary evil and is provided at a very basic level. That
does not appear to be the case in this department.

Apparatus

Frontline first response apparatus appear to be well maintained and in good condition. As
noted elsewhere in this report, the firefighters do a lot of repair and maintenance work in-
house (except for major repairs). Engine six is a 1988 engine with 35,692 miles and 3,566
engine hours on it. In reviewing it’s condition, | would suggest replacement of this vehicle in
the near future. Rescue eight is a 1994 vehicle with 120,960 miles on it. It appears to need
significant body repair and was not designed to be a rescue truck, but rather an ambulance. It
has probably received much more abuse from weight and equipment than it was designed for.
It should be one of the first vehicles replaced. Tanker one is a 1983 3,000 gallon water tanker
with a 1500 gallon per minute pump. My understanding is that this particular vehicle has
already been refurbished once and the rust is clearly showing again in areas of stress and non-
stress. This vehicle should also be looked at in the not too distant future for replacement.
Vehicles and equipment other than the three mentioned above are in good shape and have had
a lot of repair work done by the crews to maintain them in this condition. Unfortunately days
of getting 20 to 30 years out of fire apparatus are far and few between. Having a good
maintenance program is the best way to get any longevity out of apparatus.
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1O
The city recently received a class 3/8B from ISO. Three areas that showed the most efficiency
according to the scoring were:

° Dispatch received 1.5 out of a possible 3. In item 421 it talks about 2 operators
on duty at all times where the average in Presque Isle is now 1. This also affects
the next part of item 421 where it talks about all operators being awake at all
times since currently there is only 1. This is where the credit of 1.5 out of 3 was
determined. As discussed earlier in this report, significant attention should be
paid to dispatch in terms of personnel and training.

. Personnel received 5.94 out of a possible 15. Item 571 1SO recognized 4.30 on
duty and an average of 15.60 call/off shift personnel responding to a first alarm
fire. This was done when there were 5 instead of the current 4 per shift you
have now. With 4 instead of 5, there would be some reduction in that score.
How much reduction would have to be calculated, but I1SO and the significance of
that reduction on the overall score again would have to be calculated by 1SO
formulas.

° Training received 4.37 out of a possible 9. Areas of deduction were no points for
drill tower as there is not one available. Fire building for training separate from
drill tower available. 20 hours per month of company training under NFPA 1001
for maximum credit. There was an average of 6.70 hours per month giving 8.37
out of a possible 25. Pre-fire planning inspections of each commercial, industrial,
institutional, and similar buildings other than residential. Fifty percent (50%) of
buildings are inspected at a yearly frequency of 1.00, giving 3.00 points out of a
total of 15.

Calls For Service

After looking at calls for service by day of the week and by hour of the day, it exposes what is
true in most departments. The majority of calls for service run from Monday through Saturday,
with the largest call for service day being Wednesday. The times of day show that the largest
volume of calls for service is between 8 AM and 8 PM, with the steady higher level between 10
AM and 7 PM. With the prior discussed possible staffing scenario, the majority of calls for
service would be covered adequately to perform services now provided. Having said that, there
is no law that states a municipality has to have a fire department. If you do, then state and
federal regulations come into play such as the “2-In/2-Out” requirement. If the approach is to
reduce staffing, services now provided may be significantly diminished or eliminated. A clear
understanding of what those services might be needs to be clearly communicated to the
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policymakers and the community so that they may choose what level of risk they are willing to
accept.

Policies, SOPs, and GOGs

In reviewing the administration and management of the department, | found several forms of
communication: Memos, Policies, GOGs, SOPs, Programs, Memorandums, and Rules and
Regulations. All departments have their approach to these communications and this design
may work very well with this department. | would suggest a review of the different types of
communication from administration to see if there are areas where communications of a
certain type may be combined under one heading or another. Just as an example, some
departments will put a majority of their communications and direction in operational SOPs and
non-operational SOPs. Seasoned firefighters in the department may know where to go to find
information, but new firefighters may be confused with the use of several different avenues to
find and understand issues.

Comparables

Every community has its different characteristics that drive how their financial resources are
provided to the areas of public safety staffing and the risks that a community is willing to allow.

When comparing Presque Isle to other communities it becomes apparent that Presque Isle is
unique in its location as it serves as a service center to the area. A significant distance has to be
traveled to surrounding communities.

Most communities do not have to deal with a regional airport. This requires a significant
amount of time every day for on duty firefighters to be present during flight times as well as
before and after them. This takes away from the departments staffing during those times as
they are committed.

Presque Isle provides some services other communities have opted out of such as providing
confined space rescue for industrial purposes. The community is a farming community which
presents issues and challenges most communities don’t face such as amounts of stored
chemicals, large amounts of diesel fuel, and storage of these and other products in large
amounts creating significant fire load and evacuation problems.

As an illustration, the Town of Lisbon has a population of 9,009 compared to Presque Isle’s
9,652. When mutual aid is called it comes directly from five (5) different communities, four (4)
of which border the Town of Lisbon. Every one of these departments is supplied with class A
pumpers and are within 6 miles of the Lisbon Town line. Response times, therefore, are very
quick and with enough personnel and equipment of the quality and amount that would be
equally equivalent to the community that is providing the service. Each and every mutual aid
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town for Lisbon also has anywhere from four (4) to seven (7) other mutual aid communities
that cover them.

In comparing other communities, some have more staffing and some have about the same
some a little less. The key issue in comparing staffing levels with other communities is to keep
in mind the proximity of those communities to their mutual aid partners. Look at their
response times, what you receive for equipment and personnel. Unlike most of these
communities, the response times for mutual aid partners for Presque Isle are going to be much
longer and because of the size and scope of these partners there is an inherent diminishing of
quality when you look at the other communities and their partners.

As the policy makers continue to look at staffing levels and services provided they are reminded
that when staffing and service levels change, a coherent understanding of what that means to
the community must be understood by policy makers and the community so that the amount of
risk allowed is clearly understood by all.

Summary of Recommendations for the Fire Department

1. All dispatchers should be NIMS (National Incident Management System) and ICS
(Incident Command System) have police, fire, and emergency medical dispatch
training.

2. All officers should have up to ICS 300 training and all executive officers should be
at the ICS 400 training level.

3. MRI recommends an in-house officer training program be developed and
implemented. This type of training should be considered before moving
personnel into the role of officer, and should be part of the process for any
succession plans within the department. This training will also assist in
identifying the best candidates for promotion.

4, The department should seek to identify ways to attract and retain more people
the department’s Junior program.

5. With the three colleges and universities in the community, the city should
actively explore the possibility of offering live-in space for students in exchange
for a firefighting commitment. This program has been used successfully for
many years by other communities. The Town of Gorham, Maine, can be utilized
as a model and resource. We would further suggest that the successful
implementation of the student live in program, would augment the night and
weekend immediate response to meet the “2-In/2-Out” standard.
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6. Emergency Management Training should be given to other department
personnel (probably the shift Captains) so they are able to provide coverage
when the Chief and Deputy Chief are absent.

7. Some communities require that second jobs not interfere with a firefighter’s
ability to respond or present a conflict of interest. We suggest the city evaluate
this practice and make the necessary changes to increase the availability of these

personnel.

8. We recommend that all future hires be required to maintain such EMS licenses
as a condition of hire and for those presently employed these licenses must be
maintained.

9. The city should develop a plan for replacement of some of its aging equipment:

a. Engine six is a 1988 engine which has accumulated 35,692 miles
and 3,566 engine hours of service.

b. Rescue eight is a 1994 vehicle with an accumulated 120,960 miles
of service. It appears to need significant body repair and was not
designed to be a rescue truck, but rather an ambulance.

C. Tanker one is a 1983 3,000 gallon water tanker with a 1500 gallon
per minute pump. This vehicle has already been refurbished once
and the rust is clearly showing again in areas of stress and non-
stress.
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