VILLAGE BOARD MEETING STAFF REPORT

REPORT TO: Burt R. McIntyre, President
Village Board of Trustees
REPORT FROM: Director of Public Safety Ed Janke
AGENDA ITEM: Review and take action on funding a study for a combined metro fire
department for Howard and several other local communities
ACTION REQUESTED: _ Ordinance ___Resolution _X Motion __ Receive/File
POLICY ISSUE

Should the Village Board fund an equal share of a consultant’s study that will develop the model for
a combined metro fire department for the communities of Allouez, Ashwaubenon, Bellevue, De
Pere, Green Bay and lHoward?

BACKGROUND INFORMATION

The Ritter Forum has been meeting since 2009 to discuss ways for municipal fire departments
within Brown County to become more effective and efficient. Several costs-saving initiatives, such
as joint purchasing, automatic aid agreements and joint training, have been implemented. In March
of 2010, the Metro Chiefs met to discuss whether continued collaboration and /or consolidation
efforts would save additional revenue.

The Metro Chiefs Task Force met over the course of the next year to continue to study the merits of
a consolidated metro department. The feasibility study conducted by the Fire Chiefs was narrowly
focused on items of duplication to determine whether economies of scale could be extracted from
the organizations that were being considered. It was determined by the Chiefs that each

community must maintain their abjlity to manage their risks, i.e. the type and level of staffing. In
other words, if the Village of Howard determined that paid on call was an effective staffing model,

that’s the type of service that the Village would be provided by the metro department. The Chiefs
all felt that in looking forward and all things considered, the further study of a consolidated metro

fire department had merit.

The results of the study are as follows: (Ritter Document]

The study and discussion has shown that today we have more administrative and equipment cost in
total than we would have under a metro department, which would have better response times, better
training, and better public education, investigation and inspection services. We believe that every
municipality will get some benefit, either better service at the same cost or better service at less cost.

Examples of the ways this can be achieved include: eliminating the cost of duplicated equipment and
its maintenance, reducing administrative cost by eliminating duplication in the merged department,
and saving money in purchasing through complete coordination and bidding of capital purchases. A




great potential for savings may also lie in the reorganization and redeployment of fire suppression
personnel.

We have uncovered other, less evident benefits. For example, everyone, Green Bay included, will be
gaining access to additional resources and additional experience on real calls. A metro department
will better contain cost in future years as population grows. If elected officials agree that this could be
an improved model, then we should take the next steps forward.

The next steps forward include funding a consulting firm to complete a study that would address
the critical aspects of the department, including cost share formulas, labor and staffing, physical
plant and resources as well as governance.

PRIOR ACTION/REVIEW

The Village Board was made aware of the on-going Ritter discussions by the Village President and
Chief Ed Janke

RECOMMENDED ACTION
Village staff recommends the Village Board participate in the study of a metro fire department and
fund the accompanying study, not to exceed $2,000.

If the Village Board agreed with this action, the following motion could be used, “Motion to further
study the merits of @ combined metro department, with funding not to exceed $2,000.”

POLICY ALTERNATIVE(S)
The Village Board could take the following actions:

e Approve with revisions
» Deny the suggested motion
e Table the suggested motion and request additional information

ATTACHED INFORMATION
L Ritter Metro Fire Report Final Draft

COPIES FORWARDED TO:



Ritter Forum on Public Policy ' August, 2011
A shared vision: Metro Fire Department

From November 2010 through July 2011 the chiefs and other designated individuals from six urban
municipalities in Brown County (Allouez, Ashwaubenon, Bellevue, De Pere, Green Bay and Howard) met
seven times to fulfill the charge given them at the November 2, 2010 Ritter Forum on Public Policy—
namely to develop a shared vision of what a combined urban metro fire department could:look like.

Premise:

metro area?

Summary:
Our study and discussion has shown that today we have more ad
than we would have under a metro department which would have
better public education, investigation and inspection servi

)st. Examples of the ways this
s maintenance, reducing

reéa potential for savings may also lie
nel We have uncovered other less-

population grows. If elected officials agree tha
next steps forward.

Ouy Vision:

Identity — A

re would be a new entity that would provide service to each

Operational
ici nt would be funded by each municipality. Community control would be

s with oversight and accountability of the new department. The legal structure of the
is yet to be determined. With state enabling leglslatlon one model could be a

01pa11ty _ Chapter 213 or Chapter 181 department

onse time — The response time should be 9 minutes or less (including turnout time) for advanced life
ort (2 paramedics and an ambulance) response to 90% of all calls; basic life support (including turnout
time) at 6 minutes or less in response to 90% of all calls; and on scene 9 minutes or less (including turnout
time) for fire response of 15 firefighters with an engine, ladder and command in response to 90% of all
structure fire or fire alarm calls. This is based on a blend of the National Fire Protection Association
(NFPA) 1710 and 1720 standards. These are standards for the organization and deployment of fire
suppression operations, emergency medical operations, and special operations to the public by career fire



departments. Currently, departments vary widely in meeting NFPA standards and in their ISO ratings. (See
Appendix A: current departmental datasheef rows # 44-45 and #39.)

Staffing model — Full time personnel, part time personnel and paid-on-cail personnel should all be used.
We will follow national standards for command.

Training Standards — Current training requirements of the individual departments var;
Appendix B. training requirements spreadsheet J For full time career, part time and
the mmlmum training requirement is the same: Certified F1reﬁghter 2 and EMT T

Administrative
Code — Fire Department Safety and Health Standards Pursuant to \ f the statutes; the
purpose of this chapter is to establish minimum safety and health s rds. fc ector fire department
employees.) Full time career firefighters must be certified for aerial '
call firefighters who drive apparatus must have the same
System (N IMS) level of training for ﬁreﬁghters should ¢

d'System (ICS) 200, for
uld also attend additional

response—rows #1 through #19) In the nev
stations and location of stations should be suffi
—Response Time” above).

| for fire/rescue and medlcal assistance during 2010 (see Ambulance
is map, we used a 7—m1nute drive time to allow for two mimutes of turnout

" If we move the ambulance at Green Bay Station 5 over to Green Bay Station 7 and the ambulance at
Green Bay Station 6 up to Howard Station 1 and the ambulance at Allouez to Bellevue Station 2 and
the ambulance at Ashwaubenon station 1 to Ashwaubenon station 2, we can increase coverage of the
metro area to 98% response efficiency (an increase to 25,503 calls meeting the 90% standard) while
at the same time not using cither of the County Rescue vehicles. (See dmbulance Map 5.) Based on
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current cost for these contracts, the combined department could save approximately $310,000 in
cost annually.

We checked an overlap coverage analysis map (see Ambulance Map 5b) to see if this scenario still
provides for sufficient support from nearby ambulances when one ambulance is out on a call, or in
other words, whether unit hour utilization for each unit may be too stretched. An i 'tlal look seems
to show that many of the areas with greatest call density still have several nearby am
available within the agreed response time. Such issues should be further add
department by internal staffing decisions and operational plans.

a metro

s with ambulance
te drive times of

ladders from their current locations, with current agency b
Allouez under a current agreement- see Ladders Map 1b),

ffed at Green Bay
calls during 2010,

reviewed overlap coverage analysis maps for { : s Maps Ic and 2c) which show
that up to 4 ladders can cover some ad =s¢ maps-also show that no ladders are able to

achieve the standard in significant ar far northeast side and the far south side of the metro
area. ;

We experimented with a number of sce uld like to share one with you. In this
experiment, we eliminated mumclpal boun d then relocated the ladder that may become

: 7 (see Ladders Map 3). In this scenario, we can
1bers Slgnlﬁcantly to 1293 out of 1373 or 94% achlevmg the standard

leployment metro-wide.

s in the metro area currently have 15 prlmary engmes, one each, located at

, s-?and fire alarms during 2010. We used a 5-minute drive time to assure that basic life
an be provided within the given standard of 6 minutes or less including one minute of
* turnout time. The base map (Engine Map 2} shows the responses of these engines without agency
boundary limits. As you can see, thete are a number of cases where, under a metro department,
some areas of municipalities would be better served by an engine responding from a neighboring
%ommunity. 1324 of the 1373 calls, or 96%, would be served within the response time standard.,
(See overlap analysis in Engines Map 2¢).

Additional efficiencies could be gained in the area of reserve equipment. In a metro department we
would recommend that there be 4 reserve engines. The capital improvement plan for a metro
department could have four fewer engines than currently, thereby decreasing fleet replacement cost




and fleet maintenance cost. This reduction in reserve apparatus could mean an operational savings
of $24,000 per year on insurance, pump tests, maintenance, etc. It would also mean over $1.5
million in savings in capital expenditures over the course of 10 years, amounting to an estimated
$150,000 per year.

Maintenance. Currently, Green Bay utilizes two on-staff maintenance mechanics
certifications to perform necessary repairs and maintenance, while other departme
contracted services. It should be possible to reduce contracted maintenance ¢
economies of scale by bringing these functions in-house in a combined depa
of a third mechanic were considered.

based on the level of staffing desired and consequently the level of ser
-Cost Assessment Models” below.) : '

Administrative Expenditures Green Bay Allouez Bellevue Howard

Fire Chief $138,000
Other Adminisirative Staff $936,000
Clerical

$112,875 $42,000 $117,711
$0 | $104,000 $83,483
$ 29,300 $15,000

We would like to prepo:
made an estimate of il

The total annual cost reduction from current administrative
cost is approximately $103,600.

Note that for the first time all departments will have access to
complete and full-scale public education, inspection and
investigation services. All departments will likewise gain
economies of scale in these functions.

chasing — Based on examination of capital expenditures in recent years, it appears that in a typical year
the six departments make slightly more than $1 million in purchases of durable equipment such as vehicles,
radios; cardiac monitors and the like (see Appendix A, row #42). We believe at least a 5% savings, or
$50,000 annually, could be achieved in a consolidated department by unified purchasing. This would
imply adoption of common specifications, timing and scheduling of purchasing to attain the best discount.
Individual departments could still retain their existing identity and indicia on equipment, even with common
purchasing. In addition, similar savings could be achieved on purchasing of consumable materials and
supplies such as turnout gear, hose, etc. We have not estimated the cost savings on these expenditures.




Summary of Savings — A conservative estimate of annual savings overall as a result of combmmg into a
metro department across the six communities would be $637,600:
. Ambulance: $310,000

. Reduction of reserve equipment and its maintenance: $174,000
. Administration: $103,600
= Capital purchases: $50,000, not including consumable materials and supplies

Not quantified: reduction of contract maintenance cost, reorganization of fire:

2010 Budget $26580845 | $20,000000 | $3,249915 $517,300
% of Combined Budget 70% tE% 7% 2%
f::;ﬂ?:n:: vings $445900 | $70,100 $44,600 $12,800

28,580,845 20,000,000 2,102,945 5 1,935,651 775,034 517,300

2010 Budget

2010 Net Budget $  25853,01 $ 18,000,000 2,102,945 $ 1,619,951 $ 774,200 3 472,300
Current Per Capita 5 133.83 117.61 $ 115.92 $ 53.18 $ 27.15
Costs by Population

Population 191,681 _ 23,800 17,880 13,875 14,570 17,389

% of Population Total 12% 9% 7% 8% 9%
Share of Budget " 3,548,729.98 $_2,668,020.67 $ 2,083,760.57 $ 2.172478.81 $ 2,504,300.54
Share of Net Budget $ 3,185,196.56 $ 239201237 $ 1,870,209.24 $1,840.929.15 $ 2,328,639.28
Per Capita Expense - N t 3 133.83 $ 133.83 $ 133.83 ] 133.83 5 133.83

Costs by Assessed Vi

Assessed Value 5,724,376,600 3 _1,776,923,100 $ 2,183,504 000 § 925.818.500 $  1.063.899,700 $ 1,342,820800

44% 14% 17% 7% 8% 10%
$ 12,568,430 $ 3901409 $ 4794007 $ 2,032,719 $ 2335808 $ 2948295
$ 11,280,814 § 3,501,747 $  4.302,988 §  1.824.486 $ 2,096,606 § 2646270
$ 108.41 $ 147.13 $ 240.65 $ 130.55 $ 143.50 $ 152.09
9766 1992 1065 1009 1024 1142
81% 12% % 6% &% 7%
$ 28,580,845 $ 17447214 $ 3,558,760 $ 1902650 $  1.802.605 $ 1,820,403 $ 2040213
$  25653,011 $ 15650914 $ 3,184,189 $ 1707742 $ 1817045 $ 1641998 1,891,213
3 133.83 3 150.49 3 134.21 [ 95,51 3 1577 $ 112.70 $ 105.25
Costs by Populatmn
Assessed Value, Calls for
Service (equal weight)
Average of % 53% 13% 1% % 7% 9%
Share of Budget -Net $__ 25853011 §  13.622,321 § 3203714 $ 280114 §  1.770.910 $ 1888178 § 2268674
Per Capita Expense $ 130.91 3 138.39 3 156.67 3 126.72 3 130.14 $ 130.39
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Costs by Population,
Value, Calls {double wt)

Share of Budget $ 14,131,719, 3 3,268,835 $ 2527848 $ 1,732,660 $ 1832833 $ 2,150,300

$ 25653011 55% 13% 10% 7% % 8%

Note that today there is an extreme range of cost for fire protection across the six existing departments,
whether you compare total expenses or expenditure per capita. This is because the different communities

personnel and paid-on-call personnel to provide service to each muni
case, cost could be assessed to each municipality based on the level’
level of service (response time) prov1ded In any case, the six commu

share the estimated $637,600 annual savings we have document \

August, 2011
Riiter Forum Planning Team

Neil Cameron
Larry Delo

Eric Dunning
Rob Goplin

thanks to Jeff Du Mez and the entire staff of the Brown County Planning & Land Services Department
sistance with GIS mapping for this report.
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