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OVERVIEW

VFIS Education Trainingand ConsultingETC) was contracted by the i r e mi\ssociasonof the

State of Pennsylvani@ASP) t o devel op a AStrategi cofoPitshine f or
and Emergency Medical Service CommunilyFIS ETCwas the contractor for a similar nationwide
initiative for the National Volunteer Fire Council (NVFC) and the United StatesAginginistration

(USFA) in 2006.

The objective of the project can be summarized by defining the expected project delividraliieal
submitted strategic plan to recruit and retain fire and emergency medical pemsihimethe state of
Pennsylvaniavill include initiatives to accomplish the following:

1 Preserve the volunteer component of the fire service
1 Provide recommendations for retaining and recruiting volunteer members

1 Halt the decline of volunteers within teeate and improve the retentimates (department
specific and regionally)

1 Educate the community and the firefightesgealizethat they are at risk and that recruiting
and retaining firefighters would benefit the fire service

1 Increase the number of certified, trained and competent emargesponders within the state
and define the benefit to the fire department and the community

1 Support each community in developing a needs assessment for the organization, providing
training resources to conduct the needs assessment in the indiadaethtents

Ensure that the plan will recruit members of racial and ethnic minority groups and women
Reference local, regional and stat&le approaches to the problem

Discuss any current benefits that are available

Reference any legislation to provigdeentives to continue membership

Provide material to the individual departments to customize the program to meet their needs

= =4 4 A A

= A —_—
Ephrata Volunteer Fire Company uses billboards
along highways as a recruitment tool
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Theproject was funded by a SAFERtéafiing for Adequate Fire and Emergency Response) grant.

An extensive data gathering initiative was undertaken to obtain project input from all aspects of the
stateds related groups including:
FASPExecutive Leadership Team

FASPCommittees

Fire Chiefs, Presiehts, and Officers d?ennsylvanidire/EMS Agencies
County Associations

Fire Police

Auxiliaries

Elected Officials

Business Community

Other Interested Individuals and Organizations

=4 =4 =4 -8_9_9_9_2°_-2°

The information received is captured within this document. It was quigitgrmined that the
Pennsylvaniatatus regarding emergency service recruitment and reterd®nat dissimilar to the
nationwidesituation.

Recruitment and retentiasf volunteershave become major concerns of the volunteer emergency
response communiip America. The numbers tell the story. Only a decade ago, there were over one
million volunteer firefightersationwide. These numbers dropped to 800,00&uating up and

down For some time, the United States Fire Administration has had a ddcavadable(Recruiting

and Retaining Volunteer Emergency Service Personegirding recruitment and retention of

volunteer firefightershat provides excellent general guidan¢®wever, as time goéy, you must

change how you approach recruiting aethining memberbased on local conditioris

The nationwidaesearch resultedfourk ey fAf i ndi ngs sbeundeestarne befored t ha't
approaching the issues of recruitment and retention.
1. Recruitment and retention dt®CAL problems.
A The needsgdadership and challenges are all local.

2. Recruitment is MARKETING, and you must marketL THE TIME.
A A needs assessment is critical to making sure you invest your time appropriately.

3. You need to know what your members want as benefits before you dNEZERTIVES.?
4. Effective LEADERSHIP is critical to success.

'Jenaway, William F., f R¥entunyiEmargency Seraicedr!SRews ¥oh 7, N2y, 2000 r 2 1
Page 1.
Jenaway, William F., # R%enuyiEmargency SeraicedE|S Riews Woh 7, Nm2n, 200 r 2 1
Page 1.
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The same issues were found to be true Pennsylvanid

LEADERSHIP emerged as a prominent issue as to wdlynteersstay or leave Leadershipvas

characterized as an art, a science, and a style. léadership adds a third dimension and involves
going beyond doing things Thssadylwungthat effectivéleadersa |l wa
look beyond the numbers and set the direction for the organization. They integrate doing business with
thewhys whats, wheres, hows and whens; establishing atknng vision and working toward that

vision.

The nationalUSFA) projectand resulting text also featuregsearch conducted by the Public Safety

and Environmental Pratéon Institute of Philadelppib a s ed St . Josephds Uni ve
Graduate Program in Public Safety. The research better defined the reasons fewer people volunteer
their time to organizations such as volunteer emergency service agéerueemllowing listidentifies

why menbers are leaving

poor leadership

a lack of time

too much time involved with fundraising

health and medal problems

family responsibility

volunteering no longebeing relevant to the members

relocation

other interests

competing demands (warkamily, sclool, sports, etg.

a problematic organization

the fact that no one asked them to $tay

personality conflicts

=4 =2 =0-0_9_9_9_95_2_2_-°3._-12-

Again the same issues were found to be true Pennsylvanid

Retention issues are not only individual, they can be by group, and may be local \88uke

volunteer emergency responders typically join to help others, over time new factors enter into why
they stay. In fact, today benefits play a significant role in why and how long members stay. Research
from St. Josephds owngiypegnoted béelowpffretentiondorograms warked:; |
however, what worked in one community did not necessarily work in a neighboring community,
reinforcing that recruitment and retention are local issues.

Again, you will need to poll local personneldetermine reasons members no longer volunteer.

Some of the techniqgues used successfully as @b
1 asimple thank you
1 direct monetary incentives, e.g., pay per call, length of service awards, and retirement programs
1 indirect monetary incentivesuch agdree or discountegasses to local functionsyents, and
activities,meals, gift certificates, trips, conventions, paid event participation
1 recognition, e.g., news articles, uniforms, and awards

? |bid, page 2.
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In addition, yu shouldhave to poll members whabe left yourEmergency Service Organization
(ESO to determine their true reasons for leaving.

What makes people stay involved? Much of the ability to retain people centers on motivating
members through a shared VISION. Our research found that faaliated effectively in many
cases when themergency service organization can

1 accommodate individual needs

1 provide rewards and recognition

1 provide adequate supervision and leadetsimpl

1 challenge members

All of these key pointeequireLEADERSHIP .*

Time was spent witRennsylvania Fire and Emergency Medical Service (EMS) Perstondiscuss

the types of initiatives being undertaken and the successes and failurés mfoiiyam.A committee
cancoordinate ideas, philosophy, and activities toiee critical goals. A tighter link needs to be
established to assure that the goals, objectives, activities, funding,-fgllowesults and benchmarks

are coordinated, being monitored and appropriately planned for and acted on. Thanpisegrate

spending for specific initiatives and recommends closer coordination &#8@anda Recruitment

and Retention Committee. In fact, given fwgentialworking relationshipsoP e nns y Ifieani a6 s
service agencies, it would appear there is an excelleotriity to tie local needs for recruitment and
retention to county needs to support from the committee, as directed A 3iRe

In most casekeaders demonstrated confidence, satisfaction and supgoeto n s y Ifieandi a 0 s
EMS organizations. In disissing not only recruitment and retention general support issues, there were
key points identified which relate to both leadership and planning. The fundamental support continues
and will continue to exist for the system. However, there were businesisgsadentified by leaders

and elected officials that drive their decisimraking and must be present in the decision making,
requestmaking, and support system of the fire and EMS community. It was found that these mirror
general best practices and weluire leadership to implement. They are not difficult to integrate into
current activities. Leadership which emphasizes change with changing cultures, short and long range
planning,benchmarking for improvemenisistification for expenditures and actieis not just a

Awant 0, understanding diver si t ychangingantiquatedi mpact
company rules and regulations to meet changing needs were all cited as KEY LEADERSHIP AND
CHANGE FACTORS FACINGP ENN S Y L V ANREASERVICE, to b successful in the future.

There was alsageneral concern about the efficient leadership and management of the conversion
from all volunteer to combination services. Questions arose regarding how this would be handled and
what new skills, knowledge ardiman resource practices are necessary for success. These issues
again are not unique fennsylvanigbut do emphasize a need and expectation for enhanced

leadership training and skills.

Detailed in subsequent sections of this report are the studysraadliprescriptions for initiatives that
may be useful in supporting the recruitment and retention of emergency resporitirasglvania
There is no statevide recruitment and retention committee or initiative in place. The lack of a

*Jenaway, William F., fR%CentuyiEmargency SermicedE!SRews ¥oh 7, Na2n, 200 r 2 1
Page 2.
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ichampi o pafchampiorg findtsiboth opportunity and planning for success in recruiting and
retaining members.

Project deliverables and timeline for the project were:
Inquiry forms due back b$2/31/12

Develop baselines 3/31/13

Create conceptual approach4i1/13

Design programs b%/31/13

Present project results at Annual Conferen®él3
Release Strategic Plan Draft ®80/13

E R ]

Changeable message boards can be used to provide recruitment messages on a
regular basis, as past an overall recruitment and retention plan.
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RELEVANT RESEARCH

Over the last decade, extensive relevant research has been conducted within Pennsylvania and
throughout the United States. There fawre relevant projects summarized in this section of épert,

as it was determined that these were most relevant and worth a better understanding before acting on
the situation(s) at hand.

NFA Research Project

A 2003 National Fire Academy Reseafeaper completed as part of the requirements for the
ExecutiveFire Office program was authed by Mark Sweeney of the BrooklingelawareCounty,

Fire Company. The focal point whsthpositive and negative motivation of volunteers and the
relationship to recruitment and retention. In his research, Sweeney expasidedihi e gi on o of
assessment to all of Southeastern Pennsylvania.

The study was undertaken as a perception developed that member motivation was declining and
attendance was dwindling at emergency responses and training. These indeed are classic signs found
throughout Pennsylvania that interest is waning and both recruiamdrretention will be challenging

The belief of the research project was that an improvement in motivation would improve the
performance quality of the organization and enhance retention.

Eighteen fire departments in SoutheasPennsylvania were surveyed durfBgv e e npeojed. $n
summarizing and analyzing the data, Sweeney identified and validated key factors th#taffect
motivation of volunteer fire and EMS personnel and as a rekflhed how to enhance the
recruitmentand reéntionof these critical safety infrastructure components of a community.

Maintaining Motivated Firefightsr(Sweeney 2003) cited the following key finding which influence
retention and motivation of members:
1. Create an environment where people feel they are doing something of value, in a valid
organization.
Create an environment where people are appreciated.
Recognize and praise good work.
Build a team that works and acts as a team.
Provide feedback, mentordgrow the team.
Understand what causes motivation and participation to wane:
A Work commitments
A Family commitments
A lliness or injury
A Organizational requirements (training/fundraising)
7. Generation X members may well respond differently to motivational etfoats babyboomers
do. The two groups think differently, learn differently and have different expectations.

OUhAWN

Suffice it to say Sweeneybds research suggests t
sensitivityto the corporate or social environmamnid any other factoggeculiarto the individual or

group. Inessence, see the big picture before taking action. MORE IMPORTANTLY, IN 2003, IT

WAS ALREADY RECOGNIZED THAT LEADERSHIP PLAYS A KEY ROLE IN RECRUITMENT

AND RETENTION SUCCESS.

Responén t td Sweeneyp s research noted the foll owing:

9



{IVFIS.

EDUCATION | TRAINING | CONSULTING

1. Members under five (5) years of experience expect higher involvement of motivation.
2. Key motivational programs include:

Program Rank* Overall
Award Dinners
Logo Wear
Financial
LOSAP
Social Activities
Eduational Programs
Insurance
Citations
*1 is most desired

N OININ| AW

3. Factors that affect motivation:

Activity Rank* Overall
Lack of Incidents
Poor Leadership
Time Demands
IncreasingAutomatic Fire Alarmé s
Increased Nomemergencies
PromotionalOpportunities

*1 is worst

IT SHOULD BE NOTED THAT EFFECTIVE LEADERSHIP WOULD EVALUATE AND ACT
ON ALL OF THESE ACTIVITIES

AN WOO

4. Questions 2 and 3 were analyzed by age brackets. Age brackets were:
A 07 5years

571 10 years

107 15 years

157 20 years

2071 25 years

2571 30 years

30+ years

I I > >

In the case of this survey the limited numbers of response showed no signifiaeanee

HOWEVER, THE RESEARCH DID ILLUSTRATE IN 2003 THAT KNOWING WHAT MEMBERS
VALUE WILL SERVE WELL IN MOTIVATING THEM TO RETAIN STATUS IN THE
ORGANIZATION.

10
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Senate Resolution 60 Report

As directed by th&enate Resolution 60 (2008)e members of the Commission have developed a
comprehensive set of issues requiring legislation to provide direct and indirect assistance for the
purpose of impoving the delivery of emergency services in the Commonwealth of Pennsylvania.

Upon a review of over twentfyve prior reports and studies, the Commission was intent on focusing on
the issues of funding emergency services, assuring of personnel to respuandents (recruitment

and retention), assuring legislative/political integration into the process, and the delivery of service;
being honest and direct regarding the issues, problems, and resolutions to the problems affecting the
fire and emergency ndecal services delivery system in the Commonwealth.

The Commission has developed twetitgee (23) recommendations identifying the issue, problem,

and resolution, for action to now be taken by the General Assembly to manage the fire and emergency
medicalservice delivery in the future. Pennsylvania has an amazing group of volumbeededicate

their time, skilk, and efforts to protect their communities. Similarly, the career fire and emergency
medical services invest their efforts into making the state. The safety infrastructure they support is
critical to a community where people want to work, leisure, visit, and worship. It is incumbent upon

the General Assembly and local political officials to assure the safety of those who visit,dive in

work in their community. These recommendations are designed to enhance the current system.

The 25member Commission assembled by Senate Resolution 60 has provided invaluable insight into
the issues, problems and resolutions. Each member of the Commisgiessestheir personal thank

you, not only for the opportunity to serve on this Commission, but to have the opportunity to develop a
strategic blueprint for constructive change and enhancement of our fire and emergency medical
system. On November 18, 20@4e Commissioners voted unanimously to complete this document and
present it to the General Assembly.

The remedies proposed in this report are nfatteted but, when collectively viewed, we believe they

are necessary to strengthen, maintain and in sost@nces salvage our fire and EMS organizations for

the protection of our citizens. Our emergency service providers are in a state of emergency. They need
the statés leadership now in partnershvifith our municipalities to meet the many challenges they

confront today and which will only worsen if not addressed. It is the unanimous position of the
memberof this commission that these recommendations should be made a priority in the next session
of the General Assemblit. is estimated that the minimum investment these recommendations

would require would be about $20 million, which is less than 1/10 of 1 percent of the estimated

savings in labor costs alone, our volunteer fire and emergency medical service providers save the
community.

11
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Recommendations arldeir statistics include:

Tax credits (aly implemented for one year theetraced)

Business tax credit for supporting volunteer fire/EMS (no action)
Service Longevity Program (no statgde action)

Educational benefits (several proposals, no positiagtice/action)
Provide health care benefits opportunity (no action)

Act 84 reform (no action)

= =4 =4 -8 -8 -9

USFA Text

In 2007,FEMA provided a grant to the National Volunteer Fire Council to revise the USFA text
ARecruiting and Ret ai ni nTheviorkefiorgcenducted b 6HETC, c e Pet
involved a nationwide review of practices, both successful and unsuccessful on recruiting and retaining
members of the emergency services. Specifically, the study objectives were to:

1 Understand how to find volunteers

1 Understand how to keep your people

1 Understand what motivates them to stay

1 Understand the impact of leadership

Three key points and an oweding issue were the findings:
1. Recruitment and Retention is a local problem. The leadership, needs, challeng@sit@oms
are all local.
2. Recruitment is MARKETING. When do you market? ALL THE TIME
3. Benefit programs require you to know what the members want, before it becomes an incentive.
4. Research tells us that POOR LEADERSHIP is the most common reason for memniacs le
the fire service, other than fino time to sel

The research did identify what works in emergency service organization to recruit members:
1 Training Programs for Emergency Service Organizations
o Building Blocks(VFIS Training Program on Community Qeach)
o Fire Corps
0 Leadership
o Junior Firefighting
1 Media Use Products
o PSA6s (TV and radi o)
o Websites
o Facebook pages
1 Print Use Projects
o0 Newspaper ads/magazine ads
o0 Posters
o Billboards
0 Handouts/solicitation stuffers

12



{IVFIS.

EDUCATION | TRAINING | CONSULTING

1 Other ltems
o0 Benefits (e.g. physicals, insura@ayments)
o Training for life skills, training for a career
o Funeral Benefits
o Word of mouth

To retain members:
1 Financial Incentives

o Pay per call
Length of service awards programs/retirement programs
Health care
Tax credit
Tuition reimbursement
Scholarship
Life insurance
Accident/disability insurance
Low interest loans
Housing assistance
Social network
Legislation

o0 Reduced Department of Motor Vehicles fees
1 Nonfinancial Incentives
0 Uniforms

Logo wear
Banquets
Picnics
Social functions
Free us of agency facities
Award events
Community daybés events
Child care during training activities, fundraising activities, and responses

O 0000000 O0OO0Oo

O O0OO0OO0OO0OO0O0O0

In essence the research found that tme=e local solutions handled by local organizations. The

USFA report offered extensive exampkasd tools for local use.

13
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University of Pittsburgh Institute of Politics, Public Safety and
Emergency Reparedness

A 2011 research project by this group established the following:

Guide to Best Practices in Volunteer Firefighter Recruitment and Reatentio
Facts

1 The ranks of volunteer firefighters have declined from 300,000 in the 1970s to 70,000 in the
1990s and Pennsylvania State Fire Commissioner Edward A. Mann estimates that there are
currently about 50,000 volunteers across the state.

1 Thereare2@0 fire departments spread across the
made municipal governments completely responsible for the provision of fire protection and
emergency medical services.

1 A study conducted by the Pennsylvania Fire and Eemeng Services Institute (PFESI) in 2001
found that volunteer fire service companies yielded about $6 billion in avoided costs to local
governments. Figures from Independent Sector, a coalition gbrudih organizations, suggest
that the hourly value of BRennsylvania volunteer firefighter is $20.51.

1 Volunteer fire service programs receive approximately $150 million a year through the
Pennsylvania Volunteer Firefighter Relief Association Program and the Volunteer Ambulance
Service Grant Program.

Myths and Misconceptions

1 Many taxpayers believe that the local services tax funds fire departments. While some of the
tax revenues are used by municipal governments to fund emergency services, volunteer fire
departments do not receive any portion of the taxmese

1 One common misconception about fire service programs is that stringent state training
requirements were largely responsible for the difficulties such companies face in recruiting and
retaining firefighters. Pennsylvania does not require any levehioing for state firefighters.

1 Somepeople havetated that elected officials may not realize the dire financial circumstances
facing many volunteer fire departments and that municipalities would have to hire career
departments if they lost their volwetr companies.

Complaints and Concerns
1 Mann claimed that the two main reasons why volunteer firefighters quit the company were due
to firehousepolitics and onerous fundraising requirements. Many firefighters stated their
dissatisfaction with the timéey spent hosting bingo games and chicken barbecues. Exit
surveys in Montgomery County, Pa., revealed that many volunteers were leaving due to
frustration with bureaucratic red tape, such as theroumth process to replace a lost glove.

14
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Innovative Solutions
Retention

Can Be Implemented Without Legislation
1 Fire departments can issue exit surveys to determine why people are leaving the volunteer fire
service. In Montgomery County, Pa., the department reduced its bureaucratic red tape after
surveys émonstrated it was commonly cited as a reason for leaving.

Recruitment

Can Be Implemented Without Legislation

1 Hampden Township shortened their application to one page and personally followed up with
prospects via email and phone within two hours oéirgng the application. They also granted
temporary memberships after a background check through the police department.

T Hampden Township also developed a citizenos
Firefighter One certified volunteer firefigers by the end of the foyear grant period and
create a longerm recruitment program. The academy consisted of four sessions that taught the
basics of firefighting and was advertised to the public. The academy had an overall budget of
$3,000 and wasrfanced by a SAFER grant. In 2009, six members enrolled in the academy,
yielding four active firefighting members. In 2010, the academy attracted 11 members.
Academy enrollees included a township commissioner, a state government employee and a
state repremtative.

1 John M. Buckman lll, Branch Chief of Indiana Firefighter Training stressed the importance of
marketing volunteer departments to the younger millennial generation currently in their
twenties. The millennial generation is more diverse anddaaly than those of the past. Chief
Buckman advised departments to cater to millennials to attract and retain such individuals. He
claimed that millennials value recognition for their efforts, limited bureaucracy, and friendly
work environments.

Requires Lajislation

1 Elected officials can create incentives that benefit volunteers from each age group. They can
offer tuition breaks for younger volunteers, student loan forgiveness for raigete
volunteers, and lengtbf-service awards or retiree stipendsder firefighters.

1 Elected officials could expand the FireVEST Scholarship Program across the state and to other
universities. FireVEST was created by Allegheny County Executive Dan Onorato in
partnership with the Allegheny County Fire Academy and thar@onity College of
Allegheny County (CCAC) and the program launched in 2009. FireVEST is a scholarship for a
65credit associateds degree and includes tui
Firefighters can enr ol | Retcipientacogmitdoffive@e@d @6 s 1 4 (
volunteer fire service. Must meet minimum GPA of 2.00. The Region 13 Task Force is looking
to build upon FireVEST and offer education opportunities at state universities to graduates of
the FireVEST program. FireVESTsalars represent 60 different companies in Allegheny
County and 14 different academic programs at CCAC and 60% of students currently enrolled in
the FireVEST program have gragdeint-averages above 3.0.

15
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Retention and Recruitment

Can Be Implemented Without Legislation

1 Departments can implement measures to reduce unnecessary runs such as calls for downed
power lines and reduce the number of volunteers who are expected to respond to such calls by
utilizing selective paging.

1 Departments can improve thegcruitment and retention efforts by issuing climate surveys of
current volunteers in addition to exit surveys, since tracking down those who left the service is
often difficult. Using climate surveys allows departments to be proactive in retaining
volunteers.

1 Eight volunteer fire departments in the Highlands School District in Allegheny County created
the Highlands Emergency Services Alliance to provide EMS and firefighting training to high
school students during school hours. The program covers theadgssentials of Fire
Fighting and Emergency Response certification hours. The program has existed for two years
and enrolled 21 students in the first year and currently enrolls 22 students. Many enrollees in
the program serve as junior firefighters ieitHocal volunteer fire department.

Requires Legislation

1 Only five or six recommendations outlined in the report issued in accordance with Senate
Resolution 60 have been addressed by the state legislature. The implementation of additional
recommendatias will help volunteer fire departments in their retention and recruitment efforts.

1 Elected officials could pass legislation offering tax and insurance incentives to volunteer
firefighters. They can offer incentives for local income tax breaks, forgisesfdscal fire tax,
reinstating state income tax breaks, extending municipal group medical insurance rates to
firefighters, increasing state grant programs from $25 million to $35 million, and allowing local
matches for Length of Service Award Programs.

1 Elected officials in Albemarle County in Virginia have funded incentives and cost recovery for
volunteers so that -ofipackettavoluni@dr fortheivcemntumty. s p e n d

Training

Can Be Implemented Without Legislation

1 Departments caprovide online training options to lessen the time and financial costs of
training.

T Virginiabds Mont gomer y-wieosystern that fdatured d regmmalizeda ¢ o
Volunteer basic Orientation Program to teach new firefighters the basics, S<0ERablood
borne pathogens, and how to put on gear in a class ran by-pahiychonprofit.

T Parkview Volunteer Fire Dep ar-liaseeincentivie systelhd Ha r
Volunteers are awarded points for certain tasks, such as trainingdetail and EMS shifts
and at the end of the year members are given gift cards. The system is allowed by law and has
been coseffective for the department, costing Parkview roughly $4,500.

T Fire chiefs should take asaamlailitiesand determingnvent ot
which necessary skills they should focus upon. They should also tailor their training programs
to the needs dheir department and community.

16
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Require Legislation

T

Legislators could raise the tax on foreign fire insurancledifya percentage point from 2% to
provide free training for volunteers. 73% of respondents in a recent poll conducted by PFESI
and Penn State University positively responded to such a proposal.

In Albemarle County, Virginia, the county funds volunteadiership and management
programs that supplement the technical skills required by the National Fire Protection
Association.

Community Relations

Can Be Implemented Without Legislation

T

E

Departments can do a better job of reaching local elected offi€lase is often a lack of

effective communication between volunteer fire departments and the government. Local elected
officials often dislike funding volunteer fire departments because they feel as if they are
blackmailed into paying for them.

Departmerg can reach out to community for nfirefighting jobs. They can employ volunteers
and third parties to perform tasks such as conducting financial reports and fundraising.
William Rossey, Tarentum Borough Manager and volunteer firefighter found positive
responses to the department after he gave council members a tour of the fire department and
information about the apparatus.

Departments should work towards building the trust of powerful neighborhood groups

State Senator Solobay gave an example of howayor who intended to cut funding to the fire
service changed his mind after being invited to ride along with the firefighters and learn about
the department.

Lititz Fire Company provided a fire department pager to elected offfoiaB0 days to give

them an opportunity to see the time commitment required by volunteers.

Requires Legislation

1
il

Legislators could create a stditanded regional network of support staff to aid fire departments
with information technology, administration, accounting, and diheconsuming projects.
Legislators could restructure the Volunteer Loan Assistance Program. The numbers are
somewhat antiquated in terms of what departments can borrow from the state (about 2 percent).
Most volunteer fire departments are good credksiln addition it takes too long to process
documents.

17
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Center For Rural Pennsylvania

In the spring of 2012, the Center for Rural Pennsylvania and the Pennsylvania Fire and Emergency
Services Institut¢PFESI)conducted a mail survey of Pennsylvarnia thiefs to identify firefighter
recruitment and retention patterns.

The Center compared the results of the survey to a similar soirfieg chiefs it conducted in 2001.
The current survey found that:
1 52 percent of responder companies had a netaseria firefighters
1 The top two firefighter recruitment methods used by fire companies were word of mouth and
family & friends and
1 Firefighters leave service because they were moving from their current area, had job
commitments, had family commitmentsdalost interest in firefighting.

The results also found that fire companies, on average, had 17 fundraising events and responded to 551
fire calls per year.

In 2012, 95 percent of respondents said or more firefighter joined their company within past
two years. On average, companies gained 5.8 new firefighters.

In 2001, 94 percent of respondents said new firefighters joined their company. The average gain per
company was 6.9 firefighters.

In 2001 and 2012, the top two recruitment methods amomgdmpanies were word of mouth and
family and friends.

In 2012, 89 percent of respondents used word of mouth and 71 percent used family and friends.
In 2001, 92 percent of respondents used word of mouth and 67 percent used family and friends.

Methods Used by Fire Companies to Recruit
New Members, 2001 and 2012

2001 2012
Word of Mouth 92% 89%
Family/Friends 67% 71%
Open House 29% 32%
Newsletter/Flyer 27% 24%
School/Business Presentatio,  19% 19%
Fire Police 10% 9%
Social Club 5% 5%
Paid Advernisement 5% 4%
Other Method 4% 12%

Note: Totals do not add up to 100 percent due to multiple responses.
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Firefighter Retention
In 2012, 90 percent of respondents said one or more firefighters left their company or became inactive

over the past 2 yearsnverage, 4.8 percent firefighters left these companies.

In 2001, 85 percertf respondents said they lost firefighters over the past 2 years. On average, these
companies lost 5.0 firefighters.

Reasons for Leaving

In 2012, respondents identified the foliog as the top four reasons as to why firefighters left the
company: moved away (§&rcent), job commitments (52 percent), family commitments (44 percent),
and lack of interest (35 percent). The same four reasons topped the list in 2001 as well.

Reasondor Leaving Fire Company or Becoming Inactive
Over the Past 2 Years, 2001 and 2012

2001 2012
Moved Away 63% 58%
Job Commitments 51% 52%
Family Commitments 42% 44%
Lack of Interest 42% 35%
Personality Conflicts 38% 34%
School/College 24% 30%
Disagrement with Leadership| 23% 22%
Retirement/Old Age 34% 21%
Expulsion 17% 17%
Disliked Training 12% 13%
lliness/Disability 9% 11%
Other 6% 11%

Note: Totals do not add up to 100 percent due to multiple responses.

SUMMARY

Larger Companies Are More Succedsll in Recruiting/Retaining Members

In general, the larger the fire company, the more successful it was in recruiting andgetain

firefighters. Additionally, larger companies tended to have bigger budgets and responded to more fire
calls compared to srilar and midsized companiesThey also receive larger Act 84 allocation

allowing for more recruitment and retention opportunities.

Female Firefighters Are Still in Short Supply

While is not unusual for fire companieshave female firefighters, it is usual for companies to have
more than a handful of female firefighters. The 2012 survey results indicated that while the majority of
companies (79 percent) had at least one female firefighter, the average company had less than three

female firefighters.

Most Fire Companies Are Able to Recruit Firefighters
The 2A.2 survey results indicated that more than 95 percent of fire companies recruited one or more
firefighters. On average, companies recruited six new firefighters, and the majority of these new

recruts were between the ages of 18 and 30 years old. Overall, companies had an average net increase

of one new firefighter in 2012.
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Too Many Fundraisers Are Negatively Affecting Firefighter Retention

Only one variable wasorrelatedwith the number of fundrsing events retention.The number of
fundraising events was not correlated with the size of the fire comiiengumber of firefighters, the
number of new firefighters, or the net change in firefight&s, it appears that the more fundraising
eventshe company sponsored the more firefighters that left the company or became inactive. This
finding could suggest that many fundraising events may contribute to the loss of firefighters; but it
does not necessarily deter new firefighters from joining.

Lit tle Change in the Numbers of Firefighters

Data from the 2001 survey showed that the average fire company had 18.2 firefighters who regularly
responded to calls. In 2012, the average was 16.8 firefighters. The difference between 2001 and 2012
was not statigcally significant. While some companies may have seen a decline in the number of
firefighters who respond to calls, most have seen little or no change.

Credit: Pennsylvania Firefighters, The Center for Rural Pennsylvania

Millvale's Volunteer Fire Department

New members always welcome! Online Application

T ——————

| . - e

Millvale Fire Department website indicates ne
members are always weloe and provides a
link to their application.
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THE IMPACT OF CULTURE ON RE CRUITING

During the research for thggoject two texts were found to be extremely valuallellapse by Dr.

Jared Diamond of UCA, discusses how cultures become extinct if they are not aware of and react to
changing climates (e.qg. receptivity of thebpa to the service they provide), hostile neighbors (e.g.

YMCA, nursing homes and sports teams stealing their members for enjoyable positions with less
training and demands), trade patterns (e.g. increasing expense patterns with no related income
increass), environmental problems (e.g. departments or municipalities threatening takeover) and
societybs response (e.g. understanding these i:
are not recognizablend dealt with, the volunteer fire sergiin that area may fail.

The five components to collapse or failure are:

1 Climate change

1 Hostile neighbors

1 Trade patterns (alternative sources of goods)

1 Environmental problems

1T Societyds response to environment al
Each society and the volunte@efservice will choose to succeed or choose to fail.

His 1997 Pulitzer Prize winning bodkuns, Germs and Steel: The Fates of Human Sochedgen

with a simple questioni Why di d Pi zarro congquer theaidncas al
then manged to tell, over the course of only 408d pages, the history of why humanity has turned

out the way it has.

The textBowling Aloneby Dr. Robert Putnam of Harvard, similarly advises that changes in work
demands, hom#fe, family structure, age, suburba, t el evi si on, comp-uter s,
income family, etc. Have all created a situation of less time available to volunteer and when
volunteering occurs, the involvement with family or less demands will win the competition for people.

HIL 1Y Putnam varns that our stock of social capitathe very fabric of our connections
with each other, has plummeted, impoverishing our lives and communities. More
Americans are bowling than ever before, but they are not bowling in leagues.
Putnam shows how changeswork, family structure, age suburban life, television,
computersw 0 me roléssand other factors have contributed to this decline.

Rodert 0. Pulnam

These texts mirror the problems and solutions for recruitment and retention of volunteers for fire/EMS.
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RECRUITING | SSUES AND SOLUTIONS

On the surface, it would appear that there is a problemweitinteer firefighterecruitment or
retention. The growth in career (full and patrime staff) illustrates a trend to paid staffing despite
indicated growth irsome areasfovolunteers. Closer scrutiny would indicaéibatthe actualnumbers
of volunteer firefightes is stable at bst in some communities, but declining in most.

In Pennsylvaniastatewiderespondents indicated three key reasonshiimathelped maintain or
increase volunteers:

1. Population growth

2. Reauiting programs in schools

3. The demand for EMS (helps peep members for paid positions)

Similarly there were three key indicators related to why companies were losing volunteers:
1. No affordable housindecreasingpopulation/members dying off
2. Anincrease in callsasulting in less time available
3. Anincrease in training and fundraising resulting in less time available

These issues are consistent with the findings of the USFA/NVFC study on volunteerism conducted by
St. Josephdés University.

With the development of a strategic planning process comes the opportunity to identify several key
internal and external drivers for the organization, while formalizing concepts such as vision and
mission. This was the case forstiproject as well.

Statewide, requests were made for the identification of values, strengths, weaknesses, opportunities,
and threats that organizations providet experience with volunteers. These were captured and the
following were found to be repsentative statewide.

Values
There are a number of intrinsic values embracell Byn n s y |IFveamdiEmé&rgency Services.
They recognize these values to be of significance and importance to their members, the organizations
and the community. The survalentified the following organizational values:
1 Reliability 7 through consistent quality performance in responding to emergencies
1 Dedication/Commitmenti as demonstrated through the efforts shbamse andinvolvement
with the community, licensing, céitation, performancecontinuedprofessionalism, pride and
a positive attitude
1 Community Trust and Respecti as illustrated by continued support financially, morally, and
interest in the organizations

SWOT Analysis
A ASWOT Anal ysi sada ziadea notnidofsi esst rtetnegtohirsgamweaknesse

Strengths ofP e n n s vy | Fireaand Emérgency Services
Members, oversight groups and users of the services Bletmesylvanidire And Emergency
Services have identifietheo r g a n i z angthso STRENGFHSrdemonstrate the quality of being
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strong, and supporting a legal, moral, or intellectual force. These strengths add to the value of the
organi zation. The use of WAstrengthso inescreat.
and threats, help facilitate opportunities, and assist in identifying appropriate efforts with strategic
partners outside of the organization. In addition, any identified weakness, threat, or opportunity that
does not complement strengths, warrantgythestion of time and resource investment to address that

issue.

The survey identified the following strengths:
1 Responsivenesand dedicatiomo the needs of the community,
1 Commitment to training for professionalisand
1 Members who contribute to a b&tcommunity.

Weaknesses @ e n n s vy | Fireaand Emérgency Services

Members, oversight groups and users ofRbBansylvanidire and Emergency Services also identified

the organizationds weaknesses. WE A KINEIBIYE S d e m¢
performance gaps, or needs, it helped identify concerns and issues that may or may not be easily
identified by the organization personnel, themselves. These are routine issues, which may provide
continual challenges to the organization, andtnine faced as both short and long term ssue

The survey indicted the following weaknesses:
1 Lack of Leadership
1 Lack of adequate personrielrespond during daytime hours
(Is this an organizational issue or a personal issue?)
1 Less funding

Opportunities forP e n n s vy | Freaand Eanérgency Services

Members, oversight groups and users offeansylvanidire and Emergency Services have identified

t he organi zationds opportunities. OPPORTUNI T1 |
the purpase of the organization. These opportunities provide the organization with scenarios that
complement either strengths or weaknesses and provide the availability of resources from within the
organization to assist in improvement of the situations identified

The survey indicated the following opportunities:
1 Regionalization, Mergers & Sharing Services
1 Population growth offers the opportunity fmore members through effective
recruitingoutreach
1 Identifying alternative funding sources

Threats to thePenng/lvania Fire and Emergency Services

Members, oversight groups and users offeansylvanidire and Emergency Services have identified

t he organizationds Threat s. THREATS are an i nq
identifying threats to therganization, both internal and external threats were identified. The threats

may be operational or organizational, either of which create a need to address the issue.
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The survey indicated the following threats:

Increased age of members,

Poor leadetsip,

Increasing numbers of calls, and

Regulatory mandates, such as new national standards beyond the need foism&dl or
communities.

= =4 =4 -4

Strategic Alliances

Strategic Alliances lie both within the local community as well as county and statewide and offe
opportunities to the organizations to develop additional alliances to meet general or specific objectives.
The organizations have not taken strides to become more involved with agencies such as the Optimist
Club, Chamber of Commerce and Rotary Club. Wiarore service groups exist which could become
allies in planning. In addition, other municipal advisory groups may provide opportunities for mutual
strategic advancement.

Specific county responses to the questions or values, strengths, weaknesseg)ibppoand threats
can be found in Figurk

Key Recruitment Perspectives

The survey further brought to light the following key points regarding recruitment.

It is a general belief that people volunteer to join Fire and Emergency Service Agencies to
1 Help the community,
1 Be part of a team or group, or
1 Out of community pride.

Primary success factors in recruiting are considered to be:
1 Word of mouth
1 Recruitment of schools, and
1 Recruitment at community events.

By contrast, the perspective of whyredrung ef f ort s f ai |l ' ies i n the
conducted.

Key suggestions for initiatives to implement to support recruiting included:
1 Development of a general public information campaign, and
1 Develop a recruiting plan that encompassgsrdity to mirror new communities.

Consistent with this was the recommendation that the recruiting programs NOT make promises that
canot bl locak NOT statewide, in nature.
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This leaddo an overriding consideration.
Specific county responsés the questions of Recruitment Issues can be found in FAgure

LEADERSHIP is necessary to create, direct and implement recruitment programs. Without effective
leadership, no program will be successful.

In addition, it becomes important to identify aviiou are trying to recruit (skills and knowledge), what
groups must be contacted to gain possible members, what is the message we must communicate, and
how do we achieve this. This is illustrated in Figure 3.
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RECRUITMENT & RETENTION VALUES

Trust
Service to Community

Trust
Reliability
Equipment

Trust
Reliability
Responsiveness

Professionalism

McKean
Potter

T

Beaver

Allegheny
Westmoreland
Washington Cumberland
Fayette Somerset B Franklin !
Greena Adams

Trust
Reliability
Integrity

Trust Reliability
Rellablllty Trust

Service to Community Training

STATEWIDE VALUES: TRUST, RELIABILITY, PERFORMANCE
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RECRUITMENT & RETENTION STRENGTHS

Dedications

Training

Equipment Training Commltme.nt
Responsiveness Equipment Membership
Training

McKean
Potter

2

Clearfield

Beaver

Allegheny

Washington

Somerset Bedford . ,
Franklin 1
Greene Adams
Training Peop|e PeoPIe
B Trainin
People Organization ) & )
. Community Commitment
Programs Commitment

STATEWIDE STRENGTHS: PEOPLE, TRAINING, COMMITMENT
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