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Overview
How science and leadership came together to improve firefighter health and safety

• Fatigue and sleep deprivation remain persistent risks in the fire service.

• Data-driven scheduling can improve both safety and performance.

• Roswell Fire Department partnered with researchers to test and refine shift 
timing.

• Findings revealed measurable improvements in rest, family well-being, and 
morale.

• The project could serve as a model for evidence-based innovation in 
firefighter wellness.
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The “Why”
"The vision of the Roswell Fire Department is to be an innovative world-class public safety organization."

• You Asked (we are listening)

• You matter, and it is our obligation to “Protect the Team”

• There is new research on the subject

• Recruitment and Retention

• Global View On Firefighter Health Safety - “Our greatest responsibility is to be good 
ancestors."

RFD Expectation and Rules of Engagement

• Be open to new ideas and continuous improvement.

• Be willing to make tough decisions, when necessary, even when unpopular – BE A 
LEADER.  

• Be a problem solver, not just a problem finder. Let’s work together and do what it takes 
to make our department better!
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PROS of 48/96
1. Improved Rest and Recovery: More continuous off-duty time, which can lead to better rest and recovery after 

long shifts. 

2. Enhanced Work-Life Balance: The 48/96 schedule provides more consecutive days off.

3. Potential for Enhanced Team Cohesion: Longer shifts can lead to more time spent with the same crew, 
potentially enhancing team cohesion. (Stagner, 2009).

4. Reduced duplication of work: Examples include placing gear on the engine, personnel rostering, shift briefings, 
equipment inventories, grocery shopping, etc.

5. Recruiting/Retaining employees: The 48-96 work schedule has become so popular that it has become an asset 
in the recruiting and retention of employees.

6. Increased Uninterrupted Sleep:  Firefighters can enjoy more nights of uninterrupted sleep at home, enhancing 
their overall well-being.

7. Later Start Time: Starting shifts at 11 am means firefighters don’t have to wake up early, contributing to better 
sleep quality.

8. Reduced Commute Times: Monthly commute times are reduced by an average of 60%, giving our firefighters more 
time for themselves and their families.

9. More Weekends Off:  Firefighters will have 44% more weekends off, increasing from 18 two-day weekends to 26 
four-day weekends annually. Pennino & Billings 2025
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Logistics for Change
Operational readiness preserved through smart coordination
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Firefighter-Spouse Survey Results
(48/96 Schedule – April 2025 | 32 Respondents)
• Overall Satisfaction: 90% of spouses like the new schedule.
• Mental & Emotional Health: 84% believe partner’s mental health improved; noted

less burnout and more relaxation.
• Presence & Engagement: 70%+ report partners are more “present” both mentally

and physically when off duty.
• Sleep & Energy: 63% observed improved sleep and restfulness.
• Family Dynamics: Most spouses say children enjoy more time with parent; 78%

report greater help at home.
• Communication & Intimacy: 72% note stronger emotional availability and

connection.

Concerns & Comments
• 11 AM start time cited repeatedly as problematic. It limits family time and reduces 

the number of days off.
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Research Partnership
Evidence-based insights through transparent collaboration

…

Primary objectives

1. Assess the immediate (acute) and/or long-term (chronic) impacts 
of shift start times and schedules on firefighter sleep and 
alertness.

2. Evaluate the potential benefits of adjusting shift start times and 
schedules on firefighter well-being and performance metrics.

3. Offer evidence-based recommendations for optimizing firefighter 
work schedules to improve overall safety and performance.
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The “Theory”

Facts:
1. 7:00 AM "official" Start
2. ~8:00 AM H Sleep offset
3. 90 min Commute to Shift 

Start Latency

Theory
1.5 hour delay from 8:00 = 
9:30 AM Shift Start

What impact would that 
have?

Finding
Firefighters arriving sleep 
deprived and low 
afternoon performance
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Follow-Up Adjustments
refining program impact

• Department Training

• Wake up times

• Public Relations events

• Part-time staffing transition

• Ongoing education
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Broader Lessons for the Fire Service
Insights to support innovation across the fire service

• Question everything

• Fix what you can fix

• Start with the "why"

• Hard decisions are easier if they're for the
right reasons

• Tradition is important (sometimes)
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THANK YOU !

Joel Billings: Joel.billings@erau.edu 
Joe Pennino: pennino.joe@gmail.com

LinkedIn
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