Creating the finest EMS system in the country
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On behalf of the EMS Office and the entire team at County Fire, we are
pleased to present the EMS Strategic Plan. The plan provides a bold
framework for significantly enhancing the emergency medical care system in
San Diego County.

In July of 2021, the EMS Office moved from the Health and Human Services
Agency to County Fire, creating an opportunity for County Fire to reassess its
organizational structure and priorities and revamp its mission, vision and
values. To meet this goal, a blueprint needed to be developed, which would be
the first of its kind for the EMS Office. Given the complexity of the EMS
system and the vast and diverse number of agencies, providers and
organizations, the Strategic Plan couldn’t be developed in isolation. An
extraordinary level of participation and input from stakeholders in the hospital
and pre-hospital community complimented the valuable contributions and
expertise from the EMS Office team. The result is a Strategic Plan that was
built through collaboration and essential insight on the needs of the personnel,
patients and partner agencies.

The addition of the EMS Office also created an opportunity for County Fire to
reassess its organizational structure and priorities, and revamp its mission,
vision and values. We operate as One Team, One Mission, and the EMS
Office is now a core function of County Fire.



Our mission:

Provide coordinated,

sustainable, and equitable fire
protection and emergency
medical services to save lives,
protect property, and promote
the highest quality of living.

Our values:

Integrity

We are committed to
honest and ethical
behavior and will lead
through an ability to be
trusted.

Accountability

We hold ourselves and
others to the highest
standards through
evaluation, transparency
and responsibility.

Competency

We strive for excellence
and demonstrate a high
level of professionalism,
with training and education
as our foundation.

Well-Being

We will place the highest
priority on protecting the
health and safety of our
team and those we serve.

Our vision:

San Diego County will have the
finest system of fire protection and
emergency medical care through
regional leadership, collaboration,
and innovation.

Customer-focused

We will effectively and
thoughtfully respond to the
needs of internal and
external customers.
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San Diego County
Emergency Medical

Resources

San Diego County is home to a
sophisticated and complex emergency
medical care system. Medical facilities,
ambulance operating areas, and fire
districts are displayed for a geographic
snapshot of the 2022 EMS resources

Ambulance Service Areas

| Barona Inland Central

| Borrego Springs | Inland North
| csa#17 Inland South

| Camp Pendleton Inland West

| Campo Reservation Jamul Indian Village
La Jolla Reservation

La Posta Reservation

| Capitan Grande Reservation (Inland Central)
| Capitan Grande Reservation (Inland South)

| Carlsbad | Los Coyotes Reservation
| Chula Vista Manzanita Reservation
| Coronado | Mesa Grande Reservation
| Cuyapaipe Reservation | Miramar
_ ElCajon National City
77777 Escondido | Navy Southwest
| Grossmont North County
| Harmony Grove Oceanside
| Inaja and Cosmit Reservation | pala

H

Pechanga
ey
Reservation

L ]

]
}
Tl
North County i-r]
Camp o up
Pendleton

E; A County of San Diego
ZYEMS

£

A Division of San Diego County Fire

Inland North :
3 ] : Los Coyotes | Borrego
£ o Reservation | e SPTiDgGS ="
\ A At | 2 , 2pring
- o= Reservanon‘l_' Lok | P
2 VALLEY 'R{‘}“f"_-____ JI \-\‘1 |
NAVAL HOSPITAL 1 1 L o -
CAMP PENDLETON, HP 7 X |
: Y oo |
S ™Oceanside San Pasqual /’ 5 |
a < Reservatlon ~ . J < & ke, 7 |
‘ H P y /] 4 | :
3 [~ / Santa Xsabel L SRR SR ‘\|
TRI CITY . IcAL A N Reservation
nmmm\\ B A = [
\ L,
\ Carlsbad 1v L_, = ‘\!
\ A H
\ Wf L Mesa FHL(J
= DIABL f‘r{— | | Grande; %
\ i "y g _ oo -:"—" - Reservlanon Inland
HOSPITAL smn m\swl TAS, T B & Central
1
\ CSA #17 5D o Inland West ig InajandiCosmit
= \-7, — I L\ Reséryation
somms CH, l —~ =l
Pala wiE ! SAN DIEGO, CO. FPD
Pauma and Yuima Reservation
Pechanga Reservation
Poway SCRIPPS MEMORIAL HOSPITAL 8 [
LAJOLLA
Rincon (/\CEP““— X o —————
=
San Diego s ; - Santee (Inland Sonith). |__ I \
SANTEE Lakeside | B T
| San Marcos HEALTHCARE ./ : ) Viejas -3
. L pai
" San Pasqual Reservation VALPINE“FPD 7 m{fs"!,f';:ffﬁ
Santa Ysabel Reservation & P J ¥ g
Santee - Lakeside N
~—Manzanita
Sycuan * Grossmont | (] L Resen;atmn \
e 2. SAN MIGVEL‘ Laposta " |
| Viejas By EPD. o) Re_iervanon"“"} .
Vista /j-“~~Jamul Indian Village Inland o T b eeod | X
& 3 South 1 J

.~ I FIRE AGENCY BOUNDARIES
(3) HosprTALS

SN T ]




San Diego County
Emergency Medica

Services Office

2022-2023
Organizational Chart

Director, County Fire
Chief, County Fire/CAL FIRE

County Fire Operations
Management Services
Community Risk Reduction

Asst. Dir, County Fire

EMS Oversight

Contracts and Budgeting

EMS Medical Director

LEMSA and Clinical Leadership

Operations
|

LEMSA Operations and Administrative,

EMS Administrator

Oversight

Program Coordination

Operational and Administrative Leadership

LEMSA Medical Consultant
SDCFPD EMS Medical Director

EMS Contracts

Emergency Services Administration

COMMUNITY PARAMEDICINE

Community Paramedic, Alternate
Destination, and Innovative EMS
Programs

CP/TAD Program Development
Clinical Protocols and Policy
Injury Prevention
Training Curriculum
QA/QI Processes
Stakeholder Engagement
Data and Reporting Structures

EPIDEMIOLOGY

EMS Epidemiology and
Integrated Data Systems

I

Prehospital Data and Analysis
ePCR, Reporting, and System
Reliability
Hospital and EMS Data Programs

Trauma and Specialty Care
Epidemiology
Cardiac, Stroke, and Trauma
Registries
Outcomes and System Performance
Improvement

System Monitoring
Real-time Situational Awareness
— Programs
EMS, ED, and Hospital Data
Collections and Reporting

Visual Informatics
Dashboards and Other Data
Displays to Support Program

Improvement

QUALITY CARE

Clinical Programs and EMS
System QA/QI

N

Prehospital QA/QI & Protocol
Clinical Advisory Bodies
Evidence-Based Standards
Ground and Air EMS
Base Hospital Coordination
Disaster Planning

Hospital Specialty Care Programs
STEMI/Cardiac Receiving Centers
Stroke Receiving Centers
Trauma System
Burn Programs
Pediatrics

Clinical Program Innovation
Opioid Mitigation
Sexual Assault Response Team
— Care Coordination
EMS for Children
Public Access Programs (AED,
STB)

PREHOSPITAL STANDARDS

LEMSA Regulatory
Responsibilities

EMS Personnel Credentialing

EMT Certification
Paramedic Accreditation
MICN Authorization
Other EMS Provider Recognitions

EMS Training Programs
— EMT & Paramedic schools
Continuing Education providers

Ambulance Ordinance Oversight
Permitting and inspections
[ Ground, air, non-emergency medical
transport

Background Review and
L Investigation Support
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By the Numbers:
2021 Snapshot

9,000 21 6

active EMS ED-licensed trauma

personnel in the hospitals centers

region

14,000 1,153,654 255,000

trauma emergency EMS responses

patients room visits in the region

220,432 32 46

transports in fire agencies ground and

the region providing EMS air private
response ambulance

providers




The Strategic
Planning Process

Our strategic planning process used a highly
collaborative, multi-phase approach which allowed
us to hear from our stakeholders, evaluate our
internal capacity and external context, and
strategize future goals, objectives and activities.
The initial steps focused on gathering and
analyzing data and feedback to identify critical
issues. We then focused on strategic
workshopping that culminated in specific and
relevant goals and objectives in the form of a
roadmap that the County Emergency Medical
Services Office will use to implement and monitor
our future activities.

We acknowledge the valued assistance of our
partners in EMS from the San Diego County Fire
Chiefs Association, the Hospital Association of
San Diego and Imperial Counties and the
Ambulance Association of San Diego County.
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7  Steering Committee Meetings

3 CoEMS Staff Workshops
27 Interviews with key stakeholders
6 Focus groups with base hospitals

35 Fire Chiefs/Hospital COO/Private
Provider CEO Survey Responses

943 Paramedic/EMT Survey Responses
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Emergency Medical Services
Goals and Objectives



Organizational
Effectiveness &
Investing In
Employees

Create an effective and
capable organization with
experienced staff to guide
and support our mission
and vision for the future

Objective 1:

Cultivate staff resources

* Promote staff mentorship opportunities and
training practices to invest in the professional
development of existing staff and new hires

» Strengthen onboarding, highlight ethical
standards and enhance preparedness training
for external new hires

* |dentify continuous educational opportunities for
EMS Office personnel, including those who do
not have Emergency Medical Technical licenses

 Continuously evaluate annual training
opportunities for EMS Office staff to achieve their
full potential

Objective 2:

Position the EMS Office to lead emergency
medical services in our region

* Develop positive relationships and dedicated staff
liaisons to regional stakeholders to enhance
communication and promote EMS best practices

» Focus EMS outreach efforts with stakeholder groups,
provide accurate information, and respond to questions

* Increase collaboration with EMT and Paramedic
training academies to ensure the region’s staffing
needs are met

* Ensure County Board of Supervisors Advisory Boards,
including Emergency Medical Care Committee (EMCC)
and County Service Area (CSA) 17, are effective,
inclusive, and innovative in supporting a region that
accounts for patient well-being

Objective 3:

Strengthen internal culture of collaboration

» Complete the full integration of the EMS Office into
County Fire and promote collaboration within the
Department

* Fully implement a hybrid telework model that
supports the office mission, while promoting a
work-life balance and supporting employee success

 Ensure the in-office experience supports
camaraderie through team building and strong
professional relationships

» Champion inclusive and equitable hiring practices
with the aim to have the EMS Office team reflect
the communities we serve

Objective 4:

Bolster EMS Office structure
and operations

* The County EMS Office will have the
resources to promote workforce readiness
during emergency situations

* Establish a system for timely EMS
personnel response to medical questions
and regulations

* Ensure the background review process is
efficient for staff and EMTs

E‘(’ A County of San Disgo
ZYEMS



EMS System
Innovation &
Excellence

Enhance EMS patient care
in San Diego County by
pursuing Strategies and
actions that improve
processes, advance policies
and procedures, support
data collection, and
streamline system logistics

Objective 1:

Improve EMS capacity challenges
and streamline patient routing

» Optimize resource use and patient
routing with integrated, real-time data

» Promote an EMS system grounded in
patient-centered care and well-being

* Improve visibility of emergency
department resources and availability

* Strengthen specialty care resources to
ensure all patients receive prompt and
proper EMS and in-hospital care

Objective 2:

Enhance system
coordination and patient care

* Develop an EMS system of care that equips
personnel with the latest medicines,
technology, and equipment

* Deploy regular stakeholder community
workshops to identify, share, and implement
best practices across agencies and sectors

 Support the establishment of an Emergency
Medical Dispatch program that is cost-
effective and supported by medical best
practices for the entire region

» Enhance communication between the EMS
Medical Director, fire agency medical
directors, and dispatch agencies to promote
patient care and well-being

» Improve cross-border patient coordination to
facilitate EMS patient care for those transiting
the international border ports of entry

» Ensure excellent Special Event coverage,
including standards for cover

Objective 3:
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Optimize EMS system performance to reduce
the impacts on the pre-hospital system

» Support the regional implementation of Community Paramedicine and other new
methods for paramedics to meet the needs of specific underserved populations,
including better patient-centered access to care at appropriate destinations,
focused care coordination, and other innovations to enhance healthcare delivery

* Promote a system of care that minimizes the wait time for ambulances to transfer

patients to hospital staff

» Support pilot programs in the community that improve the options for non-urgent
patients seeking medical treatment through the 911 system

Obijective 4:

Strengthen workforce
development efforts for EMS
professionals

» Support and facilitate Local Optional
Scope of Practice (LOSOP) requests
and scope of practice expansions for
San Diego County EMS providers, as
approved by the EMS Medical
Director

« Align the EMS system’s workforce to
reflect our region’s diversity

* Promote mental health resilience and
support initiatives that remove
barriers to care

Obijective 5:

Bolster EMS training
initiatives

Expand training and engagement
opportunities with the existing EMS
workforce

Enhance engagement between the EMS
Office and training agencies

Support efforts to promote current
workforce training, resilience and retention
Improve new EMT competencies and
advance practical EMT education that
ensures field readiness

Support regional collaboration to prepare
the new EMS workforce with best practices
and quality patient care

Help external users understand and
interpret the training and credentialing
standards and rules



||I GOAL 3

Epidemiology,
Data Management
& Analytics

Collect, maintain, and evaluate
high quality, actionable data in
order to optimize EMS system
performance, encourage
internal and external
Stakeholder participation, and
enhance the quality of life in
our community

Objective 1:

Support an EMS system of care that fosters

equitable outcomes through the use of data-

driven decision making

» Develop and promote the County EMS IT
system to optimize resource use in the region

» Support local agencies in sharing data with state
and national programs in real-time to provide
high-quality patient care

* Foster the use of custom dashboards and data
reports to support County departments and
regional partners with relevant information

* |dentify long-term data operational supports and
software upgrades to support long-term growth
opportunities

Objective 2:

Support quality assurance data in all
emergency medical services functions

* Foster the creation of countywide EMS relevant
in-hospital/specialty care performance
improvement programs

» Track programs and services with a focus on
equitable outcomes for traditionally underserved
communities

* Improve data integration and interoperability

» Support the long-term development of a Health
Services Capacity Task Force that includes
system leaders prioritizing the operational needs
of the prehospital and hospital system

* Improve data collection for whole
person/timeline data and patient profile data

Objective 3:

Use EMS epidemiological data to inform
community and EMS system education

» Use data for predicting and forecasting
EMS trends to improve systemwide
decision-making

* Work with stakeholders to ensure
available data is appropriate to their needs

» Develop and maintain public and agency-
accessible dashboards

» Use epidemiological data to inform system
education

» Use data to inform policy and advocacy

* Provide data stewardship

Objective 4:

Provide system monitoring with real-
time situational awareness for County
and other agency participants

» Maintain and improve surveillance reports

» Promote technology improvements and
automation

» Pursue methods to push surveillance
products to field users

» Support efforts for EMS duty officer
access to real-time, actionable data and
communications
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Community
Engagement &
Communication

Advance emergency medical
care in San Diego County
through proactive engagement
of both the EMS provider
community and citizens in a
clear, effective, and inclusive
interaction

Objective 1:

Establish outreach, support, and engagement
with EMS workforce in San Diego County

» Support the implementation of an EMS training cadre that
is focused on trends and analysis identified by the Local
Emergency Medical Services Agency in their Quality
Assurance role

* Ensure our nurses, paramedics, and EMTs receive
annual recognition for their contribution to a safe and
healthy region

* Promote physical and emotional well-being for the EMS
workforce to support retention rates in San Diego County

* Establish regular communication with the EMS workforce
to keep them connected with peers and employers

Objective 2:

Expand community engagement and public
involvement in the EMS system

 Create a digital footprint that is easy for the
public and EMS workforce to navigate

* Distribute regular surveys for feedback from
EMS partners and the workforce, through
the County EMS IT system, to promote a
system that is responsive to changing
needs

» Develop stakeholder feedback process and
explore communication channels
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Objective 3:

Strengthen communication and
collaboration with EMS system partners

* Develop a communication plan including monthly
stakeholder newsletter with a high rate of viewership

* Promote the development of strong working
relationships between the EMS Office and system
stakeholders

* Encourage positive engagement and interactions at
public advisory group meetings to support the
implementation of best practices that focuses on
patient care and well-being

* Include system partners in EMS Office service
delivery efforts to foster consensus

Objective 4:

Broaden partnerships with non-EMS providers
to supports residents in our region

* Increase collaboration with law enforcement and
behavioral health providers to support patients with
resources outside of the hospital system for mental
health and substance use disorder treatment

* Establish linkages with community-based organizations
and public agencies to reduce the impact on the
prehospital system for primary care services

» Support patient care and well-being by championing
healthier living and safer home environments

* Establish joint training opportunities with non-traditional
EMS partners to support coordination and reduce gaps
between systems
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