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Presenter
Presentation Notes
Good Morning Council and thank you for the time to discuss and review our annual report for the CARE unit. 

-Introductions
	-Seth Gregar
	-Bryan Gest
We are here to present our findings from our first year in operation for the new alternative response unit. We are here to inform this current council on the history and reasons why the unit was initiated, share the positive benefits we have experienced over the past year and give an overall summary of the units success. 



History

• Vision of the Council
• Create an alternative response 

model
• Terros and Flagstaff Fire
• Started on March 28, 2022
• Crisis Clinician
• Firefighter/EMT
• Community Support/Reduction 

on Public Safety
• 911 dispatch (OMEGA)
• Proactive outreach

Presenter
Presentation Notes
The concept of the CARE unit was conceptualized by the prior council over a year ago. The purpose of the unit was to provide an alternative response model that could better serve mental health clients, provide resources to the communities unsheltered population and to have the resources to handle lower acuity 911 calls thus freeing up emergency services for true emergencies. The bid for service went out and the relationship between Terros and the City of Flagstaff started. The CARE unit started on March 28th of 2022 and has been in operation from 0900 to 1900 hours 7 days a week. The unit is operated by a Terros Crisis Clinician and a Flagstaff Fire Department EMT that are active with community stabilization in the city doing proactive outreach to community members and responding to 911 calls through a modified dispatch model called an OMEGA response. 



CARE 
2023
Call 

Locations



Calls for Service
Over 2000 dispatches since January 2023

• Less light and siren responses reducing risk of traffic accidents
• Keeps all risk units more available for true emergencies
• 1680 calls diverted from the Emergency Department
• Equates to over 10% of total Fire Department Calls

Over 1000 outreach attempts
• Providing resources and needs
• Stabilization of the community

Presenter
Presentation Notes
The CARE unit handled 1038 calls from March 28th to January 31st. Our previous system prior to CARE would commonly send a compliment of a Police unit, a Fire Truck and an Ambulance with a normal response being that of lights of sirens through the city. The unit has made our city safer with less lights and sirens response and all risk units being police, fire and ambulance more available for emergent calls.  Our current emergency response system has paramedics who is governed by a doctor with protocols limiting end outcomes for subjects needed care with an end outcome normally being that of the hospital. With the CARE unit the emergency department is not always the solution. In fact we kept 983 individuals away from the emergency department and provided them with alternative means of CARE that is better suited on an individualized basis. This has created more bed space at our emergency department, less impact on individuals and less opportunity for police department interaction. The unit has done approximately 1100 proactive outreach calls, providing resources to individuals throughout the community creating opportunity for betterment of the individual and reduction in 911 calls. There is a statistic that follows the operation of the CARE unit. If you can provide an individual a  need it will reduce the chance of a reoccurring 911 call by 72 hours. We have experienced this with the CARE units operation where the unit will be incredibly busy with dispatched calls for a couple of days and then the city will go silent for a few days. On the silent days, we feel that the community is stabilized. 





FPD & FFD Calls for Service
2019 2020 * 2022 2023

FPD Mental Health Related 
Calls

2,491 2,896 3,067 3,070

FPD Low Priority Alcohol 
Related Calls

2,828 3,318 3,842 3,388

FPD Number of Arrestees 
Transported to FMC**

346 1,021 270 67

FPD Hours Spent at FMC 
with Arrestees

480 649 476 408

FFD Man Down Responses 2,618 2,438 1,824 1,848
FFD Behavioral Health 
Related Responses

383 426 537 789

Presenter
Presentation Notes
Here is graph of the total Police Department and Fire Department related calls. I want to recognize that there is a national trend of mental health crisis post the Covid 19 Pandemic. We would have expected to see a rise in the 2022 numbers due to the crisis. As you can see from the chart, we kept the numbers close to the same with the response of the CARE unit to mental health related calls. Also, this chart does not reflect the normal call volume increase that happens annually. Some of the numbers show such as low priority alcohol related calls in 2022 may be contributed to the normal increase in overall call volumes. 



Reductions
• Reduction in man down responses for FFD

• Capturing 3rd party/drive by callers
• Reduction in arrests/ bookings during CARE hours of 

operation since inception
ARRESTS (9am to 7pm)

2020 2022 2023
Public Consumption 337 51 84
Trespass (2nd/3rd) 154 96 76
Alcohol Shoplifts 69 43 32
Obstruction 43 10 28
Obscene Conduct 41 18 15
Public Sexual Indecency 12 8 3
Total: 656 226 238

Data courtesy of Flagstaff Police Department
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Presentation Notes
With the calls shown the CARE unit has been able to reduce the number of arrests, bookings and prosecutions for alcohol related offenses. There was a noted 65% decrease in alcohol related arrests from April through September. The CARE unit reduced mental health crisis calls for Fire and the Police Department with a reduction in repeated interactions with individuals. 

With the ability to create shelter needs and to provide resources for individuals who have abused alcohol we feel that the unit has contributed to less pedestrian vs train accidents along with vehicle vs. pedestrian accidents by getting the individual to a safe place with proper resources. 



OMEGA dispatch

• Created to send the right unit to lower acuity incident 911 
calls

• Upgrades to a full medical call approximately 15% of the 
time

• 112 After hours (1900-0900) OMEGA calls for last 5 months

Presenter
Presentation Notes
The OMEGA dispatch was created to assist in sending the appropriate unit to lower acuity incident 911 calls. The OMEGA dispatch goes through a series of questions that a dispatcher askes to rule out emergent situations and to dispatch the CARE unit when appropriate. The dispatch system is working with the CARE unit escalating the call to a medical only 15% of the time



Dispatches Per Quarter



Response Times (Minutes)

Presenter
Presentation Notes
This graph shows during response that our average response times with the single unit averages around 11 minutes. The increased response times shown can be related to long travel across the city when a call is dispatched on the opposite end of town the the unit is currently located. Currently we have not experienced any issues with the response times. We have experienced calls that when we arrive the subject has left the area, apparently not in need of any services. 



Type of Dispatch



Response Outcomes
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Presentation Notes
On 911 dispatches the outcomes after contact with CARE is as follows. 34% of contacts, the CARE unit has been able to provide resources to keep the client in the community with needs met. 22% of the time they are cancelled with no client needs. 20% of the time, the CARE unit takes clients to the shelter for extended services. 15% of the time, the clients are need of medical assistance beyond the CARE units capabilities, 1% of the time, the client is in need of a full crisis mobile Team from Terros beyond the CARE units capabilities. 2% if the time the client is taken to the Guidance center with 5% utilization of other community partners. We have only escalated the call to need PD assistance 1% of the time. 



Primary Issue On Scene



Proactive Outreach
• Make rounds throughout the city when not dispatched

• Build rapport with individuals and the community

• Most common stops include:
• Downtown: Wheeler park/library, bus transfer station

• West side: Safeway, Walmart shopping centers, Milton

• East Side: Flagstaff Shelter, Food bank, Bushmaster, Safeway

• Distribution of basic needs and resources



Distribution of Basic Needs

• Over 1000 Sandwiches
• Nearly 1000 bottles of water
• Approximately 200 bus passes
• Around 100 blankets
• Dozens of winter coats, hats, gloves, sleeping bags
• Narcan for opioid overdose prevention
• Informational pamphlets for community resources

Presenter
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The CARE unit provided the community with over 1000 sandwiches, Gatorades and water, approximately 350 bus passes to allow individuals transportation around the city, Dozens of coats, hats and gloves and blankets to assist in warmth during the winter months. Around 30 vials of Narcan to assist in decreasing overdose with the increase in fentanyl on our streets. The unit has also been able to provide appropriately sourced ceremonial items to the indigenous population such as sage, cedar, sweetgrass and sacred tobacco for when an individual requests to use it.  We also provide a community resource information packet to provide information for resources in the Flagstaff area. 

*guided by indigenous practicioners in the community



Real Experiences
• The CARE unit’s effects on the community goes beyond Data 

Sets

Presenter
Presentation Notes
The value of the community effects of the CARE unit are real. I would like to invite Sirene the clinical manager over CARE to share a couple experiences we have had with the unit, all life saving events in one form or another. Sirene……..

Sirene’s stories are a small example of the impact the unit has been making on an individualized basis for our community members. 



Community Partners
• Flagstaff Shelter Services
• The Guidance Center
• Flagstaff Family Food Bank
• The Salvation Army
• SMR
• Mountain Line Bus
• NACA (Native American for Community Action)
• Continuum of Care
• And many others

Presenter
Presentation Notes
With the evolution of the creation of the unit, the units success heavily hinges on our community partners. We have established relationships beyond unimaginable measures. I want to take a minute to recognize The Flagstaff Shelter Services for their overwhelming support and truly being the hinge of our program. We rely on the shelter heavily to have a safe place with valuable resources to be able to provide services to our clients including wrap around services and the opportunity for permanent housing solutions.  The Shelter has gone above and beyond and we truly would not be successful without them. I think we owe them a round of applause. The Guidance center, the guidance center is our resource to be able to provide continuing care for our mental health/ crisis calls. We once had a call with a individual in crisis that was in need of many resources including stabilization of mental health issues. Basically the CARE unit became this individuals safe place and they did not want to leave. The Guidance center staff assisted in creating an almost play like scenario to be able to get the client inside the guidance center where she felt safe to open the ability to give her assistance, this is one of many scenarios. I think they also too need a round of applause. 
Other resources to be thankful for is the Flagstaff Family food bank for providing meals to distribute on the unit, the salvation army for clothing needs and mountain line for bus passes to distribute. NACA  has assisted in providing resources for the CARE unit to provide service from with an emphasis on cultural diversity.  And if there are any others I did not include, we thank you.  



Ongoing Challenges
• Ongoing need for direct Fire management over CARE under 

current configuration
• Challenges with data collection between agencies
• This current model is taking calls off our fire and PD units
• Dispatch models to hold the unit its intended scope
• Facilities for CARE staff and clients.
• Is this the most appropriate staffing model 

for our community and our employees?
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Presentation Notes
Some of the lessons learned to take away from the creation of the unit was the need for direct management for the CARE unit specifically on the Fire side. The units is currently being managed by myself who was taken off of a fire truck to manage the program of CARE thus leaving a void with staffing for a Captain on a Fire engine.  We found that obtaining data was harder than we thought. The need to be able to cross share data with Terros along with dispatch is a need looking into the future for better data presentation.  Council set aside funds last year for a peer specialist but at this time there are no recommendations for a change in staffing other than having a City dedicated program manager. The CARE unit has the ability to expand in many directions as it is being found more useful in the community. Dispatch models will need to be followed closely to make sure the priority of the use of the unit is in line with the contractual agreements. As the Fire Department is currently growing to meet the demands of call volume, the CARE unit is quickly running out of space in Fire Stations. The unit is currently housed out of station 6, being the only station with enough room for its operational needs. As the Department continues to grow it is unknown if the current space will still be suitable as a housing solution for the unit. 



What's next
• Collaboration meeting with community partners across the 

city to strengthen relationships to provide better service
• Continuum of Care

• Terros now contracted with CES Partnerships for CARE 
Program Evaluation

• Initial contract ends October 19, 2024
• Option for two additional years



In Conclusion
CARE is doing what we had intended it to do
Reduce low acuity calls for FFD and FPD

Reduce the numbers of arrests/ bookings for alcohol related offenses

Reduce the number of transports to the emergency department for 
intoxication or detox issues

Provide a tool for addressing community needs (proactive outreach)

Allow all-risk units to be more available for emergencies

Help connect and transport unsheltered clients to centralized resources
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Presentation Notes
In Conclusion, the unit is doing what we had intended it to do with performance measures reflecting positive outcomes during its first 9 months of operations. It would not have been successful without your support so we thank you. The unit has…………..





Council 
Questions & 
Discussion
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