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Abstract:

The definition of homeland security and all that it encompasses has been an ongoing
discussion since the events of 9/11. As a homeland security professional it has become clear to
me that homeland security is not only a federal obligation, but a local priority as well. All events
are local and the government cannot be solely responsible for the preparation, response, and
resilience of each individual community. The Village of Mamaroneck is a small jurisdiction
approximately 30 miles from New York City. The prime threat this Village has faced is
inclement weather and severe flooding due to the multiple floodplains scattered around the 32
square miles that make up the community. However, due to the rising tensions and hardships
around the world, it is imperative that the Village of Mamaroneck be prepared to deal with

unique situations that may affect the safety and prosperity of our residents.

The following research has been organized into a unified strategic plan for the continuity
of operations for Mamaroneck Emergency Medical Services (MEMS). This plan is formatted to
better prepare MEMS for unfamiliar situations and enhance our response and resiliency if ever
faced with a catastrophic event. Although it is a starting point, this document produces optimism
that MEMS will be able to build their operation into a prototype for other EMS agencies in

surrounding jurisdictions.
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Chapter 1
Introduction

As a longtime volunteer and EMT of Mamaroneck Village Emergency Medical Services
(MEMS), I have an intimate knowledge pertaining to the inner workings of MEMS. | would like
to propose some recommendations in accordance with a detailed strategy to enhance the overall
capabilities of MEMS in regard to emergency preparedness and response. As an agency on the
front lines, charged with protecting thousands of village residents in times of need, | believe it is
imperative to leverage all that MEMS has to offer, in addition to strengthening the ability to
respond to a multitude of situations. The areas for which | will propose recommendations are as
follows: conflict and uncertainty when responding to large scale mass casualty incidents (MCI’s)
or terrorist attacks, crew scheduling as well as volunteers and paid personnel, training and
recruitment of members, and finally equipment and resource management. In order to
accomplish all of the recommendations, 1 am going to propose a strategy that will include a
detailed vision statement that will guide MEMS to future success. The strategy will further
explore and expand upon the assumption that MEMS is fully prepared for all situations and able
to respond at a moment’s notice. MEMS’ mission statement is as follows: “To provide
dependable, immediate emergency medical assistance to those in need at any hour for any
situation.” With my recommendations and strategy I am confident that we can build and

enhance MEMS’ ability to live up to their mission statement as well as surpass it.

In order to look towards the future of MEMS and provide a strategy to help them reach
their full potential, it is important to know the history of MEMS and the culture in which they

operate here in the Village. Like most EMS agencies throughout the State of New York and the
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nation, MEMS is volunteer-run and operated with primary funding from patient billing,
donations, and tax revenues. | interviewed paramedic Peter Primrose, who has been a member of
MEMS for over twenty years. Peter was able to provide me with insight that clearly explained
the culture of the organization as well as how it came to be. The following history is derived
from my interview with Peter: In 1971, outside the movie theatre in Mamaroneck, a mother was
parking her car. As she went to step on the brake she accidentally hit the accelerator, jumped the
curb, and hit five children who were standing in line in front of the theater. Horrified, she
immediately screamed for someone to call the police. An employee of the movie theater phoned
the police and within several minutes’ police and fire personnel began to arrive. There were
several injured children and one critical child; however there was no formal EMS system to
respond to the scene and transport them to the hospital. One of the police officers on the scene
left to go back to the police station and retrieve the “Cadillac ambulance” that they had in the
back of the parking lot. The officer arrived, placed the most seriously injured child in the back
of the Cadillac, got in the front seat and drove to the hospital. There was no EMT or trained
medical personnel to monitor or assist the child. Scenes like this were all too common
throughout Mamaroneck Village and Westchester County. A few months after the incident, a
group of concerned citizens got together and formed the Mamaroneck Village Rescue Squad.
With the formation of the rescue squad came a dedicated ambulance service with trained
volunteers to respond to medical emergencies within the confines of the village. As the years
went by the squad grew in personnel, vehicles, training, and call volume. By early to mid-1980,
the squad consisted of numerous EMT’s (Emergency Medical Technicians) and paramedics. By
the late 1980’s the squad was officially granted a “certificate of need” to practice as a New York

State (NYS) Licensed EMS agency by the NYS Department of Health. An ambulance district
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was eventually formed with the neighboring village of Larchmont, and Mamaroneck EMS and

Larchmont EMS each received paid paramedics 24 hours a day, 365 days a year.

Times have changed; | analyzed the multitude of possible events that MEMS may face in
present day in order to gain a better understanding of their ability and preparedness to respond to
such incidents. As a front line organization entrusted with responding to any emergency that
may happen in its jurisdiction, MEMS needs to be prepared for the unthinkable; there is no limit
to the events that may take place in Mamaroneck: terrorist attacks, MCI accidents, and natural
disasters. Terrorist attacks may include chemical, biological, nuclear, and radioactive attacks, as
well as conventional explosives. MCI accidents that may occur include motor vehicle accidents
involving numerous patients or many vehicles, building collapses, gas leaks / explosions,
industrial accidents involving machinery or chemicals, train derailments, and other scenarios.
Natural disasters include flooding, which Mamaroneck is prone to as it sits in a low lying basin
on the long island sound, hurricanes, snow emergencies, and downed trees as a result of high

wind scenarios.

Having narrowed down some possible scenarios MEMS may face in the future, | decided
to interview Jason Capalbo, a long time lieutenant with MEMS. 1 specifically inquired about the
policy and procedures that MEMS follows if they are dispatched to a scene for an overturned
school bus with multiple injured children. How would they ensure the call was handled
appropriately and the correct resources were available for this event? Lt. Capalbo sat for a few
moments to gather his thoughts and was surprisingly quite direct in his response. “Honestly, I
can’t really say that we have any written policy for a response to an MCI. As Lieutenant, [ know

what | would do, but as for general members, we unfortunately do not have any written policy
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for them to follow nor do they probably understand the chain of command.” 1 further asked
Lieutenant Capalbo if there were any written procedures in the corps that relate to terrorism,
natural disasters, or any of the other scenarios | addressed as possible events MEMS may
respond to. Again, Lieutenant Capalbo stated that MEMS did not have any written procedures.
Knowing that MEMS is hardly ready to respond to a MCI, | knew that responding to a large-
scale terrorist attack would absolutely be a problem for MEMS. “There is no generally agreed
upon strategy for local preparedness nor is there a generally agreed upon objective for local
response” (Harber, 2010, p.2). With that being said, what we need to do is assess the community
in which we live as well as the agency that serves us and determine what aspects need to be

improved and devise a precise strategy accordingly.

To better assist the importance of my strategy and enhance MEMS capability and
preparedness, | chose the hypothetical yet feasible event of a terrorist attack consisting of a
chemical agent aboard a Metro North Train pulling into the Mamaroneck Village Train Station.
In the hypothetical terrorist attack, MEMS would be paged to respond to the Metro North Station
on the South Bound side for a train with numerous ill passengers, some vomiting, some
unconscious and a noxious gas permeating the train. Upon receiving the initial page there are
some immediate questions the strategy must address. Who from MEMS is in charge of the
scene? What precautions need to be taken due to the nature of the call? At what point is
additional help called in and what help would that be? As part of the strategy for responding to a
terrorist attack, the absolute first course of action must be for MEMS to ensure that it always has
an adequate crew. MEMS will ensure its readiness to respond by having a crew. There is always

a paid paramedic 24 hours a day on duty and the remainder of the crew is made up of volunteers
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who sign up for shifts or simply show up when a page for help goes out. This is not a reliable
scheduling method and as part of the strategy it must be changed. In addition to the paid
paramedic, MEMS’ scheduling officer will ensure 1 week in advance that each shift is covered
with a volunteer. There will be no paging for a primary driver or EMT to respond to the scene.
The volunteer driver and EMT will always be stationed at EMS headquarters, with the
ambulance and the paramedic, to ensure the most immediate response. If a volunteer EMT or
Driver is not on the duty schedule prior to 1 week in advance, the scheduling officer will hire a
paid EMT / driver from the list of standby EMT / drivers. A volunteer will have preference to a
shift, but if none are available within one week prior, measures must be taken to ensure

continued coverage, and this includes hiring a paid person for the shift.

If additional personnel are needed at the scene (due to an MCI, terrorist attack, multiple
patients, etc.) the dispatcher will send no more than two pages for additional manpower.
Additional personnel will be required to call or radio the dispatcher (in the case of MEMS the
dispatcher is Police Headquarters) that they are responding and their approximate estimated time
arrival (ETA), immediately upon hearing the page. Each page from the dispatcher will be no
more than one minute apart. If after the second page and or two minutes (whichever is shorter),
the dispatcher has not received word that additional personnel are responding, he or she will
immediately contact Westchester County 60-control dispatch for a mutual aid ambulance and
crew from the closest neighboring community. Westchester County 60-Control is the designated
countywide dispatcher and head of the mutual aid agreement for the county. This will ensure
that there is adequate manpower responding to the scene and there will be no significant time

lapse. | contacted the Town of Mamaroneck Ambulance district that oversees our billing and



MAMARONECK EMS AND THE CONTINUITY OF OPERATIONS

call database to get the call volume for MEMS. In 2009 MEMS responded to over 1400 calls for
assistance, with over 600 being critical: head injuries (56), cardiac arrest (17), chest pain (46),
congestive heart failure (19), difficulty breathing (28), overdose (40)), and requiring advanced
life support (ALS). This call volume highlights the absolute necessity of having reliable and
dedicated staff on hand to respond 24 hours a day. MEMS have a busy system and cannot afford

to take the chance of paging for a driver and EMT, unsure if anyone will show up.

Now that shift coverage and additional manpower has been addressed it is imperative to
have a functional chain of command and resource management on scene. Anytime a line officer
is in the building or on the crew, they are ultimately in command of the response or any situation
that arises. As part of their training to be line officers they must be required to take 1CS-100
level courses (Incident Command System). Also, all members of the corps must take 1ICS-100 so
they can act in accordance with its procedures. To go further with the incident command system,
| researched state policy. The NYS-DOH (New York State Department of Health) policy
statement 06-05 establishes a policy where all NYS response agencies are required to take
additional courses such as IS 700 and ICS 200 (NYS Dept. Health, 2003, p.54.) These courses
are mandated under Homeland Security Presidential Directive #5 (Feb. 2003). MEMS are
currently not in compliance and must be updated immediately, as a part of NYS policy and my
strategy. In addition to having the ICS background, a MEMS line officer assumes all command
of any scene and reports directly to the scene incident commander (usually the Fire Chief or
Westchester County 60-Control representative if it is a large scale disaster). If there is no scene
incident commander when MEMS arrives and a line officer is present, he or she will assume

command of the scene until relieved and de-briefed by a higher authority.  As incident
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commander, he or she will be responsible for coordinating additional resources such as police,
fire, HAZMAT, etc. In the absence of a MEMS line officer, the paramedic is next in command.
However, the paramedic should make contact with the MEMS line officer on call for any major
incidents to notify the line officer and request his or her presence on scene. In the absence of a
line officer and paramedic, the most senior EMT assumes full control of any medical scene that
MEMS is called to respond to, and like the paramedic, the EMT should notify the line officer on

call immediately in the event of a major situation.

Concerning the hypothetical terrorist attack on board a Metro North train, the strategy
will now seek to provide answers for other critical questions: how will MEMS be prepared to
respond to a terrorist attack — do they have the training and equipment? To get valid information
from a primary source, | interviewed Kyle Wilkie, a senior EMT at MEMS. 1 asked Kyle what
training he has received in order to be prepared to enter a train car and treat victims of a potential
terrorist gas attack and what special equipment he would utilize. Kyle stated, “Unfortunately we
have not had any specific training. | would probably just walk in and see what was happening
with the patients before | made my decision on how to treat them. If | could find a splash mask,
maybe [ would put that on as well.” I followed up with Lieutenant Capalbo to see if he had any
further knowledge that Mr. Wilkie wasn’t aware of. Lt. Capalbo stated, “MEMS does have N-95
masks for responding to hazardous scenes, but none of the members have been properly tested or
fitted for wearing them.” Knowing that MEMS clearly is not prepared, I researched methods to
assist their response to such a situation. To be fully prepared for all situations, all MEMS
members must be required to take hazardous materials first responder training. This course,

offered at Westchester County Department of Emergency Services, introduces first responders to

10
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the various types of hazardous materials they may be exposed to on certain scenes. In addition to
educating the members about the hazards they may encounter, the course also addresses what to
look for, how to avoid exposure to hazardous materials, and what county agencies (hazmat) may

be called upon to assist during a terrorist attack or other scenario involving hazardous materials.

MEMS members would also take the proper FIT-Testing required by New York State
Dept. of Health and be issued an N-95 mask to keep on their person at all times while on duty.
The N-95 mask has been proven to be effective at protecting against tuberculosis, swine flu,
regular flu, as well as other gaseous and particulate hazards. MEMS were issued 5 full-face
respirator masks similar to SCBA’s (Self-contained breathing apparatus) by Westchester County.
However, the masks currently sit in the MEMS storage closet. As a part of my strategy, MEMS
will be required to receive and provide training for the use of these masks to each individual
member. The masks/backpacks will be placed on the ambulances for the crew to use as a means
of escape if they are caught in the middle of any major chemical or biological attack. This was
the purpose of the masks and the reason why they were given to EMS (Lieutenant Capalbo).
MEMS will also ensure that their safety and infection control officer is fully aware of all
Westchester and NYS protocols in regard to equipment for responding to terrorist attacks. They
will reference the NYS-DOH Part 800 for mandatory equipment to be kept on the ambulance at
all times. The safety officer is responsible for assuring all MEMS ambulances contain the
minimum equipment needed to protect the crew and patient(s). Such equipment will contain but
not be limited to, N-95 masks, HAZMAT suits, splash shields, gloves, gowns, disinfectant spray,
disinfectant wipes, Markl chemical / biological antidote kits (these kits were distributed by the

government after Sept. 11™), HAZMAT ID book, binoculars (for assessing the scene from a

11
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distance to ensure its safety), portable radiation detectors, portable carbon monoxide detectors,
and escape hoods for escape from a noxious environment. The Safety Officer will also
constantly monitor the NYS-DOH site for updated policies and protocols for NYS-EMS
personnel. Policy statement #03-04 issued on 02/10/03 from the NYS-DOH Bureau of EMS
(NYS DOH, 2003, p.18) clearly outlines the guidelines for EMS personnel for responding to
chemical terrorism. If MEMS carried this policy statement and others on their ambulance in an
indexed binder for quick reference on a scene and if members were familiar with it, they would
be extremely well prepared to respond to a potential chemical attack onboard a Metro North

Train.

Finally, in regards to member training, all members of MEMS will attain a minimum
state certification level of EMT-B (Emergency Medical Technician-Basic). This certification
will ensure that all members have a minimum level of state approved and certified training and
will ensure that no untrained members are responding to calls. The minimum state training to
become an EMT is slightly over 120 hours of classroom training, practical hands on
examination, as well as a state written examination. | did further research at the Office of
Counter Terrorism — NYS Division of Homeland Security and Emergency Services to see if they
could help MEMS with more in depth training regarding other types of hazardous situations.
Since terrorist attacks may potentially expose MEMS personnel to hazards such as bioterrorism
(think about the anthrax attacks a few years back) MEMS can apply for a grant for Hazardous
Materials training, Bioterrorism Training, CEPP Training (Chemical Emergency Preparedness
and Prevention), and a multitude of other trainings and offerings through the web site for New

York State Homeland security Grant program (DHS, 2009, p. 1). Other avenues for grants that

12
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MEMS can apply for include the Pepsi Corporation. Currently, Pepsi is running a grant program
where non-profit organizations can apply for grant money for various ideas to help the
community. MEMS can apply for a grant for a new ambulance or equipment such as portable
radiation and carbon monoxide detectors; equipment that is notoriously expensive and thus

difficult for MEMS to purchase normally without a significant drive to raise funds.

In addition to the training of members, MEMS must formulate a plan to recruit and
sustain its volunteer capacity. Volunteers play a critical role in defending the community during
a terrorist attack as well as any type of emergency that MEMS may be called upon. Volunteers
from Mamaroneck Village have an intimate knowledge of the village as they themselves live
here and are familiar with streets, neighbors, and know when something doesn’t seem right in the
community. As part of the strategy to recruit and maintain a strong group of trained volunteers,
MEMS must reach out and make themselves known. MEMS should contact all their local
newspapers, both in print and on-line and arrange for their assistance. Once a month, MEMS
should have a full page add describing the vital role they play in the community as well as
advertising the fact that they are volunteer run and operated. In addition to letting the residents
know who they are and what they do; MEMS must solicit volunteers from the community.
Monthly ads with MEMS’ phone number, Internet address, and contact information for
prospective members are an absolute must. Additionally, MEMS should place volunteer
member’s at large community events such as graduations, street fairs, parades, sporting events,
and any other activities that attract large gatherings of people. The MEMS volunteers stationed
at these events should be prepared to distribute fliers about MEMS and how volunteers are

needed and what they can contribute to the organization. Additionally, MEMS should
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strategically place signs throughout the community advertising the need for additional
volunteers. MEMS can work with the local Village government for assistance in placing the

signs in mutually agreeable locations throughout the village.

In addition to recruiting volunteers, MEMS must make a substantial effort to keep the
trained volunteers it has. As a part of the strategy for keeping volunteers MEMS must work with
the local village government for incentives for volunteers. Free parking throughout the village
for volunteers would be a great incentive that would cost the village very little but show the
volunteers their service is greatly appreciated. Perhaps the village could also give a property tax
credit to volunteers who have been with the agency for a minimum of 3 years. This will allow
volunteers to save money while allowing MEMS to count on a 3-year commitment. Currently
the NY'S government has in place a $200 tax credit for volunteer EMS and Fire Dept. members.
MEMS can advertise this to current members and make sure they are taking advantage of it as an
additional means of member retention (Manning & Goldfrank, 2002, p. 86). Another idea for
retaining volunteers is a LOSAP (Length of Service Award Program). One community that is
successfully using the program is East Greenbush Ambulance District. East Greenbush
Ambulance district sponsors and funds an LOSAP that functions like a pension for its volunteers.
The volunteers are required to attain a certain amount of credits based on pre-determined criteria
such as number of calls attended, trainings, etc. If MEMS were to implement such a program it
would be a huge incentive for volunteers to join MEMS and remain for many years. Certainly in
this tough economic climate, a program that would provide a monetary benefit similar to a
pension for dedicated volunteers would be a tremendous incentive to keep the volunteers around

in order to provide a vital service to the community.

14
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Finally, I think MEMS needs to implement a plan for capital equipment purchases and
resource management. Currently, as per Lt. Capalbo, MEMS does not have a schedule to replace
equipment, but rather when they need it, they try to raise money. As part of my strategy to
improve this process, | recommend the following: MEMS should appoint a capital-equipment
resource officer whose sole job is to manage MEMS equipment. Once a month the officer will
take inventory of the equipment, assess it serviceability and life span, and determine when the
equipment may need to be replaced. Monthly meetings with the ambulance district and village
are also vital in order to allow the officer to report his or her findings. A detailed plan of
expected replacement dates for capital equipment such as ambulances, stretchers, defibrillators,
gas masks, etc must be submitted in writing with quotes from different vendors. If the village
and district have advanced notice of equipment life expectancies as well as how much it will cost
to replace and when, they can begin allocating money in a fund for such replacement. To
highlight the importance of planning this task in advance, according to Lt. Capalbo, MEMS was
recently without an ambulance because they lacked the funds needed to replace their 10-year old
ambulance, therefore resorting to renting 1 until they were able to raise the money. Clearly, a
detailed document explaining the life expectancy, mileage, and current condition of MEMS’
vehicles would have given MEMS and the village more time to secure funding and avoid further

headache and chaos.

In closing, it is important to note that MEMS provides a critical and vital function to the
community. In time of need, disaster, attack, or crisis, the men and women of Mamaroneck
EMS respond to help those they do not even know within a moment’s notice. They risk their own

safety and comfort to help those who have called upon them, for little or no pay. We owe it to
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MEMS and the community to ensure that MEMS is in the strongest position possible in order to
continue providing critical services on a daily basis. By following my detailed strategy, |1 am
confident that we can position MEMS towards continued future success. While my hypothetical
situation focuses on a terrorist attack on a train, all the strategies for scheduling, training, chain
of command / leadership, volunteer recruitment, resource management, etc., can be applied to
any scenario. Even when being called upon a single car accident where a motorist has crashed
into a tree, it is important to have a dedicated crew who is standing by at EMS headquarters,
trained and ready to respond. | am confident that my strategy will position MEMS to grow and
prosper well into the future and provide first class medical care to the residents of Mamaroneck
Village. MEMS new vision statement is as follows: Mamaroneck EMS will provide its
surrounding community with superior emergency medical care. We will take the proper steps in
order to be prepared for the unthinkable and most catastrophic events that may occur in our
jurisdiction, therefore enabling us to save as many lives as possible. Our specially trained
personnel we will be equipped with the most modern technology and gear to accurately respond
to any given situation and provide the best care for our patients. Working with partner agencies,
MEMS will become the dominant force in emergency medical services as a role model for all
other agencies in Westchester County in a collaborative effort to better our nation’s homeland

security starting on a local level.

Recommendations:

1. Take the importance of MEMS sincerely in an effort to better national security and

preparedness

16
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2. Demonstrate sound fiscal management. Give MEMS the proper recognition and
resources to successfully function as a significant part of the Village of Mamaroneck’s
safety and prosperity

3. Integrate career and volunteer resources into a unified system. Consider paid positions on
top of volunteer positions to better the efficiency and dependability of MEMS

4. Consider a strategic planning committee for help with implementing this strategy more
timely, resourcefully and efficiently

5. Promote public awareness

6. Enhance service delivery by utilizing technology and equipment

7. Successfully manage the change of MEMS

Respectfully,

Samantha M. Gagliardi

17
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Chapter 2

Alternative Management Perspectives

Management and leadership styles vary greatly due to a number of potential factors.
Research and investigation about different management styles has been fragmented and
inconsistent. After extensive reading, it is obvious that the key to good leadership development is
an extensive knowledgebase. The management style for my homeland security strategy, the
Independent Federal Internal Affairs Division (IFIAD), will include 3 popular management
styles: autocratic, participative, and delegative (free reign). However, within each unique
management style, different leadership techniques will be augmented for optimal success and
moral throughout this organization. There is a difference between management and leadership.
Using the 3 styles listed above is how my organization will be operated or managed; however,
using alternative leadership styles is how my organization will be successful. The IFIAD will
have managers that act as leaders, creating a healthy balance and a prosperous work
environment. “The leader has to be practical and a realist yet must talk the language of the
visionary and the idealist (Eric Hoffer).” How a person leads an organization is a key indicator as
to whether or not success will be prominent. Change is vital for maturation within an
organization and it is a common hindering factor because people are resistant to innovation.
However, the revamping and revision of management and leadership styles is imperative for the
prosperity of our nation in regards to homeland security and the safety of our people. “Do not
follow where the path may lead. Go instead where there is no path and leave a trail (Ralph

Waldo Emerson).”
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Before explaining the techniques and styles that regulate the IFIAD, a brief overview of
the organization will eliminate any confusion regarding its purpose. The Independent Federal
Internal Affairs Division is an autonomous organization that works closely with the US Attorney
General’s Office within the executive branch of the government. It is a lucid organization that
was created to reduce internal corruption within federal agencies and enforce justice when
appropriate. The IFIAD will be similar to the Korea Independent Commission against Corruption
(KICAC). This Commission focuses on prevention by supporting improvement of laws and
institutions for the prevention of corruption, providing checks and balances between authorities
in power, and implementing the whistleblower protection and reward system. The IFIAD will
attempt the same goals and achievements. The objective of the strategy is to reduce corruption
and achieve an anti-corruption culture within US government agencies affiliated with US

Homeland Security to better our National Security efforts by accomplishing the following goals:

e Eliminate the conditions that allow for the occurrence and the development of corruption

e Establish a legal and institutional framework for the prevention and reduction of
corruption

e Consistently introduce criminal and moral liability for illegal acts

e Set appropriate ethical standards

e Ensure transparency in the funding of political parties, elections and election campaigns

e Prevent conflict of interest in the public sector

e Ensure the legal and responsible execution of decisions

¢ Increase the efficiency of bodies responsible for the implementation of laws

e Reform public administration, with the aim to enhance professionalism and transparency
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¢ Institute open and transparent procedures of planning and using budgetary funds, as well
as public monitoring of budgetary expenditures

e Provide training and support to the private sector in the implementation of anti-corruption
measures

o Define the role of the media in combating corruption

e Stimulate citizens to participate in the fight against corruption

Similar to the tactics of the FBI, the IFIAD will be strictly responsible to investigate
corruption in government agencies and take the necessary steps to prevent future instances. The
IFIAD will be responsible for receiving and responding to complaints, gathering intelligence,
monitoring and investigating, prosecutions, research analysis and technical assistance, ethics,
policy guidance, compliance review, scrutiny of asset declarations, public information, and
education and outreach programs. Unlike already existing agencies of oversight and
enforcement, the IFIAD will not itself be tainted by corruption or political intrusion. It will seek
to resolve coordination problems among multiple agencies and centralize all necessary

information and intelligence about corruption and assert leadership in the anticorruption effort.

Prior to explaining exactly how the IFIAD will function, the difference between a
manager and a leader is vital in regard to the overall structure of the organization. Managers have
a position of authority vested in them by the company. Their subordinates work for them and do
as they are told. Management style is transactional in that the manager tells the subordinate what
to do, and the subordinate does this because they have been promised a reward (at minimum
their salary) for doing so. Managers are paid to get things done, often within tight constraints of

time and money. Some words that describe a manager: stability, objectives, detail, formal
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authority, control, reactive, blames, non-innovative, and structured. Leaders have subordinates,
but only because they are also managers. But when they want to lead, they have to give up
formal authoritarian control. To lead is to have followers, and following is always a voluntary
notion. Telling people what to do does not inspire them to follow you; you have to appeal to
them. They must want to follow you enough to stop what they are doing and perhaps walk into
danger that they would not normally consider risking. Therefore, superiors of the IFIAD will be
both managers and leaders. The IFIAD motto will be a quote by Grace Hopper, a former Admiral

in the US Navy, “You cannot manage men into battle. You manage things; you lead people.”

According to Effective Leadership and Effective Management by Murray Johannsen,
“Management focuses on work. We manage work activities such as money, time, paperwork,

materials, equipment, etc. Management focuses on:

e Planning

e Organizing

e Controlling

e Coordinating

e Directing

e Resource use

e Time management

e Logistics and the supply chain

¢ Finance and money management

e Budgeting
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e Strategy
e Decision Making

e Problem Solving

The first five (planning, organizing, controlling, directing, and coordinating) are often listed
in the management 101 texts as the major functions of management. Certain conceptual skills
such as decision making, strategy development, and problem solving seem to fit better in
management verses the leadership area, but you can go either way. Some professors like to say
“Managers are decision makers.” but that doesn't seem quite right. A better description is,
“Executives are decision makers— managers are problem solvers.” However, some things
should be managed and others should not. People should not be managed—it implies we treat

them like things.”

Leadership is a bit harder to understand because there are so many definitions. Leadership
has an essential focus on people and how they can be influenced. According to Johannsen,

leaders focus more on:

Vision

e Inspiration
e Persuasion
e Motivation
¢ Relationships
e Teamwork

e Listening
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e Counseling
e Coaching
e Teaching

e Mentoring

It's vital for senior individuals in positions of great responsibility to be able to play both
roles. The boss who cannot manage will kill an organization just as fast as one who cannot lead.
Within the IFIAD, executives will be required to play both roles. “Under performing

organizations are usually over-managed and under-lead (Warren Bennis).”

When managing situations or “things” such as budget/financing, time management,
paperwork, etc., IFIAD executives will use an autocratic management technique. This technique
leaves little room for opinion and compromise. It is when leaders tell their employees what they
want done and exactly how they want it accomplished, without question. This technique will be
used only when all the information to solve a problem is available, time is limited and the
employees are well motivated. This technique is not to be confused with what people tend to
think; this style is an excuse for yelling, using demeaning language, and leading by threats and
abusing power. This is not the authoritarian style in which the IFIAD will utilize, rather it is an
abusive, unprofessional style called “bossing people around” and it has no place in our leader's
repertoire. This authoritarian style will be used on rare occasions in an effort to make quick,

rational decisions without any unwarranted delay that may cause conflict within the organization.

The democratic or participative technique will be used more often, for various

circumstances (problem solving, planning, organizing, coordinating, resource use, etc). This style
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involves the leader including the employees in the decision making process. Although the leader
maintains the final decision making authority, it allows for open discussion and brainstorming.
Using this style is not a sign of weakness, but a sign of strength that our employees will
appreciate and respect. This technique will normally be used when the executives have part of
the information, and the employees have the rest. Our executives are not expected to know
everything, which is why the employment of knowledgeable and skillful employees is
imperative. This style is of mutual benefit because it allows the employees to become part of the

team and allows the bosses to make more accurate decisions.

The delegative (free reign), or laissez faire style of authority will also be utilized by
executives in the IFIAD. This style allows the employees to make independent decisions;
however, the boss is still responsible for the decisions that are made. This will be used when
employees are able to analyze the situation and determine what needs to be done and how to do
it. Upper management cannot be responsible for everything. Therefore priorities must be set in or
to properly delegate certain tasks. This style will not be abused and used to blame others when
things go wrong. Rather it is a style to be used when staff members are confident and can be
fully trusted by their superiors. This type of authority needs to be implemented with careful
consideration and assurance. First, the executive needs to be assured that the employee has the
competency to handle the task. If the employee is new to the job or is an inexperienced worker,
to pass a task to them will only cause disaster. Although he/she has the responsibility to complete
the task, they will not be able to handle the stress. The second consideration is whether the
employee has the resources to achieve the task. In order to do that, the boss must communicate

clearly what the budget allocates, the people that will be assisting the employee, and so on. This
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will ensure that the person responsible will be clear about his or her resources, and use them
constructively. It is not acceptable to give this freedom from authority and then have your staff
return to upper management each time they need permission for something in regard to the task.
Lastly, the employee needs the authority to execute the task. The employee(s) must be given the
authority to handle everything within the project so that the other employees will understand that

following them is ok. That way, there will be much less room for arguments and confusion.

The IFIAD upper management will be successful managers and leaders because they will
balance these three types of management accordingly, depending on the given situations and

circumstances. Some examples of the factors that may influence the style to be used include:

e How much time is available?

e Are relationships based on respect and trust or on disrespect?

e Who has the information, the mangers, the employees, or both?

e How well are the employees trained and how well do they understand the task?
e What are the internal conflicts?

e What is the stress level?

e What type is the task (structured, unstructured, complicated, or simple)?

Using the authoritarian style may be appropriate towards a new employee who is just
learning the job. The leader is competent and a good coach, therefore the employee is motivated
to learn a new skill. The participative style may be initiated with a team of workers who are
confident with their jobs. The leader is aware of the problem, but does not have all the

information and allows the employees to become part of the team. The delegative style can be
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implemented with veteran workers who know the job just as well as the boss. Upper
management cannot do everything and the employees need to take ownership of their jobs. In
addition, this allows executives to be at other places, doing other things. Using all three
techniques: telling your employees that a procedure is not working correctly and a new one must
be established (authoritarian), asking for their ideas and input on creating a new procedure
(participative), or delegating tasks in order to implement the new procedure (delegative) will

make the IFIAD a more successful and healthy work environment.

“Management is getting people to do what needs to be done. Leadership is getting people
to want to do what needs to be done. Managers push. Leaders pull. Managers command. Leaders
communicate (Warren Bennis).” There will be no managers employed at the IFIAD, only leaders
who manage. Meta-leadership will be predominant within the organization. According to Meta-
Leadership and National Emergency Preparedness by Leonard Marcus, Barry Dorn, and Joseph
Henderson, meta-leaders possess qualities that “reach beyond tradition.” These leaders speak
multiple languages or “talk the talk.” They are willing to take risks and give life to a vision or

objective that doesn’t already exist. Some characteristics of a meta-leader include:

e Courage

e Persistence

e High Ethics

e Commitment

e Understand Group Dynamics
e Approachability

e Intelligence
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e Confidence

e Humor

e Communication Skills

e Imagination

e Compassion/Empathy

e Persuasion

e Motivation

e Social Skills

e Self-Awareness/Regulation
e Organizational Sensibilities
e Conflict Management

e Crisis Management

Each characteristic mentioned above will be the status quo of the IFIAD. Nothing less will be
accepted. This organization is not only to combat internal corruption and enforce justice, but
should also be considered a mentor for other government agencies who want to revamp their

management structure.

The last concept of management to be addressed is crisis management. In order to
effectively plan and prevent a crisis within the IFIAD, it is vital to understand the sort of risks

that may have the potential to harm the organization:

e Technological difficulties

e Confrontations
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e Corruption

e Malevolence

e Media Exposure

e Rumors

e Skewed Management Values
e Deception

e Workplace Violence

The key to crisis management is to have a proactive crisis plan. The credibility and reputation
of an organization is heavily influenced by the perception of their response during crisis
situations. The organization and communication involved in responding to a crisis in a timely
fashion is crucial. There must be open and consistent communication throughout the hierarchy to
contribute to a successful crisis communication process. Successfully defusing a crisis requires
an understanding of how to handle a crisis proactively. According to Gonzalez-Herrero and Pratt,

the different phases of Crisis Management include:

e The diagnosis of the impending trouble or the danger signals
e Choosing appropriate turnaround strategy

¢ Implementation of the change process and its monitoring

No organization wants to handle a situation that may cause significant disruption to the
business, especially one that generates extensive media coverage. Public scrutiny can result in a
negative financial, political, and legal impact. Preparing contingency plans in advance, as part of

a crisis management plan, is the first step to ensuring an organization is appropriately prepared
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for a crisis. The IFIAD will have a designated crisis management team that will frequently
rehearse crisis plans by developing simulated scenarios and practice drills. The plans will clearly
stipulate that the only people to speak publicly about the crisis are the designated persons, such
as the crisis team members. Providing incorrect or manipulated information has a tendency to
backfire and will greatly exacerbate the situation, which is why there will be a zero tolerance for
this kind of misinformation. The contingency plan will also contain information and guidance
that will guide decision makers to consider not only the short-term consequences, but also the

long-term effects of every decision.

There has been debate about the role of apologies in crisis management, and some argue
that apology opens an organization up for possible legal consequences. However, the IFIAD will
take the advice of the Situational Crisis Communication Theory (SCCT). The SCCT is an
attribution-based theory that stresses organizations to take full responsibility for their actions. If
the IFIAD is at fault, then the organization will take full responsibility, apologize, accommodate
stakeholders, provide corrective information, and do whatever it takes to mend the problem with

confidence that it will not happen again.

The IFIAD is a critical organization that needs to be implemented into the US
Government as a nonpartisan body to reduce internal corruption and enforce justice. This task is
vital to our national security efforts and the actual safety of the American people. What is the
point of fighting the “war of terror” and the “war on drugs” if it is actually our own government
that infiltrates them? There are bad apples in these agencies that need to be investigated and
prosecuted for their injustice before they bring down the entire country. More important than the

purpose of the IFIAD, is the structure on which the organization will function. This agency needs
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to implement change and innovation. It should be a mentor to other federal agencies to break
away from traditional hierarchies and authoritarian bases. In order to effectively secure this
nation and fight any threats domestic or international, this country must first learn how to
effectively manage the agencies in which we trust with this task. “The acute threat of
internationally driven and homeland-directed terrorism has changed the rules and expectations
for governmental action, interaction, and willpower. Unprecedented coordination of resources,
information, and expertise is required in the face of new hazards emanating from an elusive and
a yet active and well-organized network of hostile terrorist cells (Danzig, 2003). “While the
period since 9/11 has witnessed a spate of governmental reorganization and restructuring... the
hope for change in behavior and impact has lagged far behind shifts in organizational form and
mandate (Mintz, 2005). This reluctance to change is alarming given the enormity of the
immediate terrorist danger and the consequences of less-than-optimal prevention, emergency

preparedness, and response.”
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Chapter 3
Public Strategic Planning
“Mamaroneck Emergency Medical Services (MEMS) is a volunteer ambulance service
providing emergency care for the Village of Mamaroneck. Operating 24 hours a day, MEMS

responds to over 1,200 calls for assistance each year. As a volunteer organization, members

donate their personal time to staff the ambulance. Each crew consists of a paramedic, Emergency

Medical Technician (EMT), ambulance driver, and an attendant. Members volunteer a minimum
of one shift per week and attend regular training sessions to further advance their skills and

knowledge (www.mamaroneckems.org).”

“Utilizing paramedics provided by the Town of Mamaroneck Ambulance District, MEMS offers
Advanced Life Support (ALS). Paramedics receive tremendous amounts of initial training and
ongoing medical education allowing them to offer high levels of care normally found in a
hospital emergency room. Funding for MEMS comes from various sources. The Town of
Mamaroneck Ambulance District administers the operating budget. Funding for the district is
made available through money collected from patient insurance providers. This allows the
MEMS to operate without using resident tax dollars. Capital expenses are funded through an
Ambulance Fund controlled by a board consisting of the Village Manager, Village Treasurer, 2
Village residents, and the MEMS Captain. The donations that the fund receives have afforded
MEMS with state-of-the-art ambulance and modern medical equipment

(www.mamaroneckems.org).”

As a longtime volunteer and EMT of Mamaroneck Village Emergency Medical Services

(MEMS), | have an intimate knowledge pertaining to the inner workings of the system. | would
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like to propose some recommendations in accordance with a detailed strategic plan to enhance
the overall capabilities of MEMS in regard to emergency preparedness and response. As an
agency on the front lines, charged with protecting thousands of village residents in times of need,
| believe it is imperative to leverage all that MEMS has to offer, in addition to strengthening their
ability to respond to a multitude of situations. The areas | will propose recommendations for are
as follows: (1) To promote public awareness (2) To provide service that exceeds expectations (3)
To demonstrate sound fiscal management (4) To recruit, develop and support members (5) To
combine career and volunteer resources into a unified system (6) To augment service delivery by
utilizing updated technology and equipment (7) To successfully manage the overall change of
the organization. The strategy will further explore and expand upon assuring that MEMS is fully
prepared for all situations and able to respond at a moment’s notice. With my recommendations,
I am confident that we can build and enhance MEMS’ ability to live up to their existing mission

statement as well as surpass it.

SCOPE:

More specifically, the scope of this strategic plan is to accomplish the following:

¢ Recognize the successful aspects of the current system

e Reduce iteration of services and lack of systemization

¢ Identify and allocate the proper resources among local governments and surrounding
districts in an effort to better improve the integrity of emergency medical services
throughout Mamaroneck Village

e Summarize goals and objectives in order of priority to better preparedness and enact
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superior cost efficient planning

¢ Outline strategic plans based on current and future necessities

¢ Provide recommendations for management of MEMS system, including alternative
methods for quality assurance

¢ Propose performance measures, benchmarks, and expected outcomes

Citation: The scope statement is an agreement among the project team, the project sponsor and
key stakeholders. It represents a common understanding of the project for the purpose of
facilitating communication among the stakeholders and for setting authorities and limits for the
project manager and team. The scope statement includes relating the project to business
objectives, and defining the boundaries of the project in multiple dimensions including approach,

deliverables, milestones, and budget. (Office of enterprise technology)

METHODOLOGY:

Coming to the conclusion that national security is most important on the local level, | decided to
analyze how prepared local towns/villages are for another catastrophic event; after all, all
terrorist attacks and natural disasters are all local events. Reviewing strategic plans from other
public safety agencies around the county set this strategic plan forth. It was discovered that no
standard model currently exists for a unified strategic plan within Westchester County. After
much research and comparison, it is my sole opinion that a simplified format is easier to read and

the most probable for success.

The following steps were established for the plan:
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1) Analyze the mission, vision and values of MEMS and revise if necessary

2) Perform a thorough SWOT analysis

3) Establish strategic focus concerns

4) Establish goals for each focus concern

5) Develop objectives to achieve each goal

6) Establish a time frame and lead person/group for each objective

7) Conduct final review with executive staff /board

8) Publish the strategic plan after approval

Citation: The methodology describes why the plan is being put into action and what steps we are

going to take to get the strategy successfully implemented.

Mandates: MEMS core principles, or commitments, state that MEMS will

Provide healthcare on the basis of clinical need, regardless of the ability to pay
Do not withhold service from anyone based on race, color, ethnicity, gender, etc
Format services to fit the needs of patients, families, and providers

Respond to a multitude of situations and be able to perform accordingly

Work toward continuous improvement of quality and minimization of errors

Value MEMS staff/patients

36



MAMARONECK EMS AND THE CONTINUITY OF OPERATIONS 37

e Volunteer 24 hours a month minimum

e Use funds only for patient benefit and success of the corps as a whole

e Collaborate with other agencies and providers to create a unified service with common
goals

e Educate the residents on EMS and public safety precautions to keep the community safe
and reduce inequities in health care

e Respect confidentiality and provide open access to information where applicable

e Adhere to Chapter VI of Title 10 (HEALTH) The Official Compilation of Codes, Rules

and Regulations STATE EMERGENCY MEDICAL SERVICES CODE PART 800

EMERGENCY MEDICAL SERVICES

e Establish training and certification/ licensing standards, and scope of practice for pre
hospital care personnel

e Coordinate disaster planning and preparedness through various agencies

e Provide planning & implementation guidelines for EMS systems

e Establish minimum standards for poison control centers

e Adopt rules and regulations as necessary

e Adhere to all OSHA procedures

Citation: Before an organization can define its mission and values, it must know exactly what is
formally and informally required to do (and not do) by external authorities. Therefore the
organization must identify and clarify the nature and meaning of the externally imposed

mandates, both formal and informal, affecting the organization.
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Shareholders/Analysis:

o Patients/ Families

o Members of corps/ Volunteers

e Third party funders

e Board of directors/ Town Board/Trustees

e Other EMS agencies or complementary services

Some measurable objectives that can be used to judge the effectiveness of the strategy include;
measuring response times, noting the amount of members that take continuing education and
further their level of certification, surveying member satisfaction and morale, analyzing to
determine if there is an increase in membership recruitment and retention. Additional objectives
include increased monetary allowance in the form of MEMSs budget from the town government,
increased revenue in the form of fundraising donations from the community as a whole and

finally increased insurance revenue through better and more thorough documentation and billing.

Citation: A stakeholder is defined as any person, group, or organization that can place a claim
on an organization’s attention, resources, or output or that is affected by that output. An
understanding of the relationships—actual or potential—that help define the organizations
context can provide invaluable clues for identifying strategic issues and developing effective

strategies. (Moore, 1995; Bryson 2004)

Mission Statement: To provide dependable, immediate emergency medical assistance to those in

need.
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Citation: The aim of the mission clarification is to specify the purposes of the organization and

the philosophy and values that guide it. (Bryson 2004)

Vision Statement: Mamaroneck Emergency Medical Services (MEMS) will provide surrounding
communities with superior emergency medical care. We will take the proper steps in order to be
prepared for the unthinkable and most catastrophic events that may occur in our jurisdiction,
therefore enabling us to save as many lives as possible. Our uniquely trained and educated
personnel will be equipped with the most modern technology and gear to accurately respond to
any given situation and provide the best care for our patients. Working with partner agencies,
MEMS will become the dominant force in emergency medical services as a role model for all
other agencies. Within Westchester County we will collaborate all of our efforts to better our

nation’s homeland security, starting on a local level.

Citation: The vision statement should emphasize purpose, behavior, performance criteria,
decision rules, and standards that serve the public rather than the organization and create
public value. Further the vision should clarify the organizations direction and purpose. (Bryson

2004)

Values:

e Our Community
e Professionalism
o Integrity

e Dependability

e Commitment
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e Pride
e Safety

e Compassion

Citation: What is important to the organization and some of the characteristics that will help in

future success.

Guiding Principles:

¢ Do the right thing
e Give it your all, no fear

o Treat others as you wish to be treated

Citation: Our guiding principles are a broad set of philosophies that will seek to guide MEMS
throughout its life in all circumstances, irrespective of changes in its goals, strategies, type of

work, or the management (Business Dictionary 2011).

S.W.O.T. Analysis of MEMS

Strengths:

e Education/training

e 3 ambulances for extensive call coverage
e Paging system through local PD

¢ Income tax incentive for members

e Improving ALS intervention
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e Experienced providers

e Grant awards

e Diversity

¢ Small community/jurisdiction

¢ Building for members so units do not have to post in bus
e Amenities inside building for entertainment of members
¢ Close location of hospitals and trauma centers

o Great reception on radios

e Paid paramedic on staff 365 24/7

e Volunteers are less expensive for budget

Weaknesses:

¢ Response times to scene

e Village doesn’t take MEMS seriously

e Recruitment of members

e Membership retention

o Amount of ALS / BLS certified providers

e Lack of using Incident Command System (ICS)

¢ Inadequate benchmarks

¢ Inadequate funding

e Agency collaboration / mutual aid working relationships

e Lack of Emergency Medical Dispatch (EMD)
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o Call prioritization (emergency vs. non-emergency)

e Lack of public education of EMS

o Benefits package of career providers and volunteer benefits
o No rewards system

e Minimum career opportunities

e Scheduling conflicts

Opportunities:

¢ Recruitment

e Multi-agency training

e Awareness of EMS

e Use of newspapers & radio media

e Grants

e Training (funded & non-funded)

e Increased staffing

e Billing

¢ Life cycle of vehicle study

e Standardized approach to incentives, equipment, and terms

e The Westchester County Commissioners recognize the problems facing EMS
¢ Develop marketing/PR strategy plan

e Recognition and acceptance that we do need change and improvement

¢ A credentialing authority could be established.
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o Improved utilization of manpower

e Improve quality of members

e Conduct a thorough background investigation before admittance into corps.
¢ Improve professionalism pertaining to peer-to-peer relations and respect

between members/companies and within the system as a whole.

Threats:

¢ Volunteer burnout

¢ Funding — budget support

o State funding (RSAF) grant status

e Liability / HIPPA

e Equipment condition & maintenance

¢ Natural & man-made disasters

e Resource availability

e Infection control for EMS

e Domestic protection alerts from communications center
e Continued existence of our current system
¢ Medicare/Medicaid status for billing

e Injury to providers / insurance coverage

e Change in local government leadership

e Contract EMS services

e Provider safety — highway traffic increase
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e Senior executives may not accept appropriate level of responsibility
e Paid vs. volunteer service

e Turf issues with other EMS agencies / Mutual Aid

e Recommendations may not be implemented

e The plan meets reality and may not be viewed as a consensus document.
e County government may have more control of volunteers.

e Fear of change

¢ Misinformation about new strategy process

e Loss of county resources for support

e Lack of proactive response

o Lack of marketing of strategy

e Policy makers who do not have operational EMS experience

¢ Designing a workable EMS system at the expense of patient care

Citation: Situation analysis in which internal strengths and weaknesses of an organization, and
external opportunities and threats faced by it are closely examined to chart a strategy (Business

Dictionary 2011).

Strategic Goals and Objectives:

Citation: In its broadest sense, strategy is the means by which individuals or organizations

achieve their objectives (Grant 2010).

Goal 1: Promote public awareness and responsibility
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Definition: Proactive and dedicated means of providing education to the public is essential in
ensuring a safe and active community. MEMS will provide learning opportunities in which we
represent and provide information on the vital service in which we provide and the extent to why

our service is crucial to the community.

Objectives:

1.1. Increase the knowledge of the community about the services provided by MEMS by 25%
within 2 years. Also make the public aware of new possible hazards/situations the community

may face and how they can be prepared

1.2 Educate the community in health and safety awareness resulting in a 5% reduction in the rate

of preventable incidents within 3 years.

1.3 Take an active part in community affairs to promote the importance of MEMS

1.4 Offer to speak at board meetings and public events to inform the public about the possible

future of MEMS

Resources/Budget: Using 15% of our given budget we will seek local television channels, local

radio stations, and promote volunteers making public appearances around community gatherings.

These different resources will lend an additional service to helping the public better understand
and acknowledge our work as a public sector. Using the finances we will utilize signs, banners,
and posters to inform the public on the breakdown of the EMS system in order for our mission to

be understood.
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Goal 2: To provide assistance that exceeds expectations

Definition: We require our members to deliver skillful and professional aid to our community.
We will continually evaluate our patient needs and provide appropriate action with compassion

and dignity.

Objectives:

2.1. Provide service that exceeds surrounding communities

2.2. Obtain a public approval rating of 95% through the Westchester County Citizen Survey

annually

2.3. Promote the continued application of improvement tools and methods to enhance patient

satisfaction, reduce costs, and further preparedness for all situations.

2.4. Allocate adequate resources in regard to providing services in a safe, effective, and efficient

manner

2.5 Make it a requirement that MEMS members be educated and trained appropriately in

accordance with updated protocols.

Resources/Budget: Our member’s join knowing what our goals and liabilities are. With that said
no additional budget will be used to promote the beyond impeccable patient care that is given by
our agency. Within our interview and membership process we provide and make obvious our

need for consistent and appropriate concern for our patients.
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Goal 3: Demonstrate sustainable fiscal management

Definition: Proper planning and spending will allow us to predict and produce organizational
requirements. We will judiciously manage the resources provided to us by our citizens, utilizing

member ideas and suggestions and support our mission by providing confident patient care.

Objectives:

3.1. Balance the budget 100% of the time on an annual basis

3.2 Increase grants and donations by 30% within 3 years

3.3 Perform a cost benefit analysis on existing programs within 3 years as well as all newly

proposed programs prior to implementation

3.4 Increase our annual budget from the Town Board

Budget/Resources: Using the breakdown of given budget explained in the objectives, we will
operate and organize in the appropriate time frame given. We will stay on task by monthly
meetings where our development and/or obstructions may have or will occur. With the
applicable budget of $59,525 given to the corporation by the board of trustees of Mamaroneck
Village, | will adequately devise the finances into sub-categories. Each category will be given
such amount in order to fix, adjust and recover each goal | have objected. With the aid of
fundraising and protest to the officials of the Board of Trustees, | will seek to utilize the said

budget in the orderly time frame indicated (1-3 years).

Goal 4: To recruit, mature and retain members
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Definition: We are committed to the continuous development and support of our members. We
will recruit high quality people, emphasizing stability, integrity, diversity, and ethics. We will

develop award and incentive programs to increase the probability of member retention.

Objectives:

4.1. Develop and implement an aggressive recruitment and retention program with emphasis on

incentives and recognition initiatives. Develop an award system.

4.2. Within 2 years, devise and implement a development and training program for all members

of the organization to complete

4.3. Enhance diversity at all levels of the organization

4.4. Provide suggestions to the County in order to achieve a competitive compensation /benefits

package for paid paramedics

4.5. Reduce on-the-job injuries by 10% within 1 year

4.6 Keep members informed and educated on latest training events and new protocol by holding

mandatory training sessions and seminars

Budget/ Resources: Obtaining help from the local television, radio, signs, banners, and posters,
we hope to use our budget to spread the importance of our establishment in the community. A
budget of 25% will be dedicated to the use of these resources to explain and raise awareness to

the people who are interested in dedicating time and effort in the EMS agency.
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Goal 5: Incorporate career and volunteer resources into a collaborative system

Definition: By operating a consolidated system, we will enhance the efficiency of our services.
We will increase the adeptness of our service through collusive planning, training, and work

performance.

Objectives:

5.1. Develop an organizational plan within 1 year that reflects the integration of Fire, Police and

EMS in the County using an aggressive change management model.

Resources/Budget: 10% of our budget will be given to our officers to hold meetings monthly
with our different departments within our community. This portion of the budget will be broken
down into supplies necessary to organize and explain different ideas, problems, and solutions. In
order to unify our systems these meetings will be organized into team building, lectures, and

seminars in which the budget will allow.

Goal 6: Amplify our service commitment by utilizing updated technology and equipment

Definition: We will evaluate and utilize new and existing technology and equipment for
efficiency, effectiveness, and safety. We will make it apparent to the surrounding community it
is vital that MEMS be equipped with the most up to date gear and technology in an effort to
better assist persons in dire need. With today’s threatening society, MEMS must be prepared for

all major and minor events that take place within our jurisdiction.

Obijectives:
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6.1 Within 1 year, develop a process to evaluate a minimum of 10 new types of technology and

equipment

6.2 Develop a systems approach to support all existing and future technologies used within the

organization so that it works correctly 95% of the time

6.3 Increase budget request to fund proper equipment and technology

6.4 Increase grant proposals in an effort to help increase budget for updated

technology/equipment

6.5 Donate old equipment to make room for new equipment

6.6 Consistently check gear is working properly

Resources/Budget: 40% of budget will go to this goal. This is the most expensive part of our
budget. MEMS has a 60,000-dollar budget for the 2011 fiscal year. That is not enough for our
expected needs. We are in dire need of new ambulances each costing 150,000 dollars. Not to
mention there are numerous other equipment updates we are requesting that our budget doesn’t

allow.

Goal 7: Successfully manage the change of the organization

Definition: We will provide opportunities for input and encourage participation from our
members while seeking to continuously evaluate and improve our organization through research

and development.
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Obijectives:

7.1. Evaluate the effectiveness of organizational changes on an annual basis using alternative

management tools/skills to calibrate the following:

7.1. a. The actual knowledge of the strategic planning process

7.1. b. The organizational progress and ambience

7.1.c. The member’s dexterity and willingness to adopt change in the organization
7.1.d. The ability to participate in the organization

7.1.e. The pace at which we are moving

7.1.f. The communication within the organization regarding the changing atmosphere

7.2. Each goal will be reviewed for the effectiveness of their implemented changes during

regularly scheduled evaluations

7.3. Review and revise strategic plan every 3 years

7.4. Increase participation of organizational members so that 50% have served in strategic

planning groups/committees within 2 years

Budget/Resources: 10% of our budget will be specifically for research and development from
outside departments. These departments will be hired to investigate and lecture our corporation

on necessities we are lacking.
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CONCLUSION

This strategic proposal is dedicated to serve as the foundation for execution and accomplishment.
It requires all pertinent stakeholders to buy into its goals and responsible parties to develop
essential tasks to meet each major objective. This will require persistent emphasis on project
management and routine appraisals of progress in completing specific action items. Homeland
security starts on a local level and it is imperative for MEMS to take an active part in securing
our nation by preparing itself for the unthinkable. By following my detailed strategy, | am

confident that we can position MEMS towards continued future success.

Recommendations:

e Take the importance of MEMS sincerely in an effort to better national security and
preparedness

e Demonstrate sound fiscal management. Give MEMS the proper recognition and
resources to successfully function as a significant part of the Village of Mamaroneck’s
safety and prosperity

e Integrate career and volunteer resources into a unified system. Consider paid positions on
top of volunteer positions to better the efficiency and dependability of MEMS

e Consider a strategic planning committee for help with implementing this strategy more
timely, resourcefully and efficiently

e Promote public awareness

e Enhance service commitment by utilizing updated technology and equipment

e Successfully manage the change of MEMS
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Chapter 4

Constitution and Ethical Concerns

Throughout the history of Emergency Medical Services (EMS) or more importantly
Mamaroneck EMS (MEMS), there have been very few concerns regarding legal issues related to
medical care. Moreover, there have been even fewer scenarios where the US Constitution had
any effect on MEMS as an EMS organization. However, recently there have been numerous
escalating concerns brought to the attention of pre-hospital providers and EMS system
administrators throughout the nation and MEMS as a whole must pay careful attention to the
concerns and outcomes as they indeed affect the operations of MEMS and influence our by-laws
and procedures. In regard to homeland security and the role of MEMS personnel as intelligence
collectors, the legal restrictions and consequences are of grave concern to providers. As a result,
those involved in MEMS today must be informed and concerned about medical-legal issues
surrounding the foundation of the industry in this evolving time period. Before discussing
specific legal issues that may confront MEMS’ providers and administrators, it is important to

define specific parts of the legal system that are relevant to emergency medical personnel:

1. Criminal law: Laws written by Congress and state legislators that make certain
behavior illegal and punishable by fines and/or imprisonment. In order to be found guilty
of a criminal law, the prosecution must show that the defendant intended to act as he did.
MEMS is subject to criminal law if any personnel violate any criminal statutes, such as
assault, while on the scene of a call or while with a patient. In years past there have been

documented cases where FDNY staff has been accused of inappropriately touching
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patients or even assaulting them. In these situations, criminal law applies and health care
providers may face significant penalties up to and including imprisonment. It is vital that
MEMS personnel recognize they are not immune to prosecution and may be accused of
violating criminal law. All too often, MEMS personnel are blinded by the fact they are
helping people and often forget that baseless allegations can be brought against them that
may result in criminal penalties. Also, the EMS rule dealing with the Certification or
Licensure of persons with criminal backgrounds says that DSHS “may deny, decertify,
revoke, and/or suspend a certificate or license to persons who have committed a felony or
misdemeanor” (NYAC).

1. Civil law: Seeks to resolve non-criminal disputes. The function of civil law is to
provide a legal remedy and monetary judgment to solve problems. Sometimes civil law is
based on a state or federal statute; at other times civil law is based on a ruling by the
court (Civics Library of Missouri Bar). MEMS is often granted access to individuals
personal property either when in a patients home, car or office. At all times, MEMS
personnel must be mindful that they are being trusted with other’s valuables and must
take the proper steps to ensure they are not falsely accused of theft. As a matter of
practice at MEMS, members must respond to medical calls with the police to ensure
patient’s homes and valuables are secured at all times. If a patient is to be brought to a
hospital, the police department is charged with securing the residence or vehicle of the
patient and any personal effects such as wallets, keys, jewelry, etc.

2. Administrative law: An area of civil law that pertains to the government’s
authority to enforce its rules, regulations, and statutes through the action of agencies. For

example, a MEMS paramedic or EMT is granted a certification or license by the State of
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New York. Any violation of the conditions of that certification or licensure would be
conducted as an administrative proceeding. These laws create liabilities or obligations to

refrain MEMS providers from doing something.

The profession of emergency medical technicians (EMT s) and paramedics employed by
MEMS may only function by the legal authority of the State of New York since that is the state
in which they live and are licensed to practice. It is a violation of civil law and sometimes
criminal law, to act beyond the scope of the specific laws or in violation of the laws. For
example, New York and most other states have specific regulations requiring that certain health
care providers report cases of specific situations such as child or elderly abuse, communicable
diseases, rape, animal bites, and even gunshot wounds. Failure to report these findings may be
terms for civil and/or criminal punishment. As an organization, MEMS must constantly be aware
of the changing laws and ensure their internal protocols address the current state/federal laws and

ensure they are in constant compliance.

Following California’s lead by granting immunity to healthcare providers, every state in
the United States has passed a form of legislation designed to grant immunity from liability for
healthcare professionals, who were acting within their scope of practice and the law. This law
has even been incorporated in New York State and now MEMS’s EMT’s and Paramedics fall
under it. The concept of the “Good Samaritan Law” is that by reducing the culpability of the
rescuer, fear of fault may be reduced and will no longer deter people from providing potentially
lifesaving, on-scene medical care to injured parties. Typically, as long as a “Good Samaritan”
does not seek compensation, act recklessly, or intentionally cause any un-due harm, any accident

caused by their assistance is most likely not prosecutable under the law. MEMS have
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incorporated aspects of the Good Samaritan law into their by-laws and procedures. MEMS’s by
laws state “All members, Paramedics and EMT’s, must function at all times within their scope of
practice and certification. By acting within their scope of practice, members will be indemnified
against any unjust legal action brought against them and subject to the legal protections afforded
to them by MEMS as well as the Good Samaritan Law.” (MEMS By-laws). Most “Good
Samaritan” statutes excuse liability only for acts done “in good faith.” This means acts done in a

reasonable manner, without malicious intent, or negligence on the part of the “provider.”

Civil Liability Actions:

MEMS staff must use extreme caution when caring for others, even in the simplest of
situations. While MEMS is called upon day and night to respond to anything from a traumatic
car accident to a simple laceration, patients may be entitled to significant fiscal compensation for
injuries sustained by careless acts of personnel, therefore causing an EMT or paramedic to
become a defendant in