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Preface 
 

 This report includes the proposed operational and financial model for the regional Fire 

and Emergency Medical Service (EMS) District for the municipalities of Berea, Brooklyn, 

Brook Park, Middleburg Heights, Olmsted Falls, Parma, and Parma Heights.  The conclusions 

and models presented in this report were developed by the Operations, Finance, and Legal 

Committees with oversight by the Strategy Committee.  The Committees were comprised of 

fire chiefs, fire fighters, union representatives, municipal representatives, health care providers, 

and external experts in the field of fire operations and legal.   

 

Guide to the Document 

 

 The Executive Summary provides an overview of the report, including critical rationale 

for the formation of the District.  

 Section 1 provides an introduction to the project. 

 Section 2 provides the operational model. 

 Section 3 provides a summary of the financial model. 

 Section 4 outlines the legal issues relevant to the formation of the District. 

 Section 5 puts forth the next steps of action needed to form the District. 

 Data sources are in the appendix section at the end of this report. 

 

Credits 

 

 Professors Pierre David and Mary Pisnar are the primary authors of this report.  Mayor 

Marty Zanotti and Eric Fingerhut provided the vision, critical political support, guidance for the 

Committees and engaged the broader political entities to move this concept forward.  Nick 

Condon, Carol Haslett and Ann O‟Brien coordinated the Committees and external consultants.  

The Center for Innovation and Growth of Baldwin-Wallace College provided administrative 

support.   Each functional Committee provided valuable input at all phases of the project. 

 

 

Financial support from the Federal Mediation and Conciliation Service, The State of 

Ohio, Department of Public Safety, the Board of Commissioners of Cuyahoga County, The 

Cleveland Foundation, The Sam and Maria Miller Foundation, and the Cities of Berea, Brook 

Park, Brooklyn, Middleburg Heights, Olmsted Falls, Parma and Parma Heights made this work 

possible, and is greatly appreciated.  The financial support paid the cost of student and faculty 

stipends, the external consultants and the administrative costs of the project.   
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Executive Summary 
 

Background 

 

The Fire and Emergency Medical Services (EMS) Regionalization Project (Project) was 

created in response to growing concerns over the ability of fire and EMS personnel to maintain 

adequate levels of service to the communities they serve.  A combination of demographic and 

economic pressures in the region, decreasing tax revenues, increased costs, and political 

pressures in the management of a professional service led stakeholders to fear that these trends 

would significantly impair the ability of fire and EMS personnel to provide the quality level of 

service that had been possible so far. In order to increase the level of service provided, the idea 

of a Fire and EMS District was conceptualized. 

 

Process 

 

From inception, the Project was a collaborative effort which involved key stakeholders 

and relevant expertise.  Mayors, fire chiefs, firefighters, union representatives, hospital 

administrators, community representatives, faculty and students from Baldwin-Wallace 

College, and outside consultants all had part in the development of District models of structure 

and operation.  The fire chiefs and firefighters provided the critical expertise for the design of 

the District. It was an iterative process, designed to build consensus and ensure that all relevant 

information was considered.  This report is the result of an 18 month process that began in the 

Fall of 2006. 

 

Oversight of the process was provided by a Strategy Committee.  Members of the 

Strategy Committee included:  Mary Pisnar, B-W; Pierre David, B-W; Mayor Martin Zanotti, 

City of Parma Heights; Jim Astorino, Brook Park Firefighter and President, Northern Ohio 

Firefighers; Chief Bernard Benedict, Fire Chief of Middleburgh Heights; Sean Gilmore, B-W; 

Ken Kleppel, B-W, and Pat Pell, Chamber of Commerce. 

 

Functional committees were formed to develop each component of the District‟s 

organizational and operational model.  The Operations Committee developed the staffing, 

apparatus and protocol models, the Finance Committee developed the composite cost analysis 

and projected financials, and the Legal Committee evaluated District formation and governance 

issues.  The fire professionals on the team, the fire chiefs and fire fighters, ultimately created 

the operational model that they believe will improve the delivery of Fire and EMS services to 

the seven communities into the foreseeable future. 

 

Objectives & Recommendation 

 

The Project was guided by two critical objectives that had to be met in order to recommend 

formation of a District: 

 

 The District will provide a measurable improvement in the level of service. 

 The District will present a significant opportunity for cost containment. 
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The recommendation of the Strategy Committee is that a Joint Fire and Ambulance 

District should be created. The creation of the District will improve the quality of the fire 

protection and EMS service in the seven communities and allow future cost increases to be 

contained.  The District will be governed by a representative board of fire safety service 

professionals.   

 

Overview of the Operational Model 

  

The Fire and EMS District will utilize all of the stations currently operating in the seven 

cities (a total of 13 fire houses); it will increase the minimum number of firefighters on duty 

from 61 to 74 individuals, an increase which reflects the current responsibilities of the District, 

and makes up for the current deficits of personnel.  This will ensure that squads, engines and 

ladders in service will be effectively staffed at all times. There will be an improvement in the 

level of service measured in response time and number of firefighters responding to a call.  

  

 There will be a reduction in the number of ladders, engines and squads necessary to 

cover the District, but all of the ambulances, engines and ladders will be the most modern ones 

in the fleet. The expected present value of replacing the current fire fighting apparatus in all 

seven cities will substantially decrease.  

 

Overview of the Financial Model 

 

Based on streamlined asset utilization, rationalized apparatus investment, and the 

inclusion of ambulance fees, the District will provide a significant cost benefit to the seven 

cities.  The projected annual cost savings of a District is estimated to be approximately 

$645,000.  In addition to the impact on the annual operating costs, it is anticipated that future 

capital expenditures required to replace firefighting apparatus will substantially decrease in 

future years.  The present value of this reduction over the next ten years is estimated to be $3.8 

million. 

 

It is proposed that for at least the first three years, the cities will contribute to the Fire 

and EMS District an amount equivalent to what they would have funded had their Fire 

Department stayed as part of the cities‟ budgets. During that period, the District will also collect 

the ambulance fees currently collected by the cities. After three years, it is expected that the 

District will be independently financed; however, the method by which this will be achieved is 

still to be determined.  

 

Overview of the Legal Structure 

 

Based on advice from legal counsel McDonald Hopkins, the Strategy Committee 

recommends a Joint Fire and Emergency Medical Service (EMS) District structure.  This 

appears to be the most advantageous structure because: (1) the District would be  an 

independent organization with the ability to levy bonds and property taxes, subject to the vote 

of the electorate; (2) it provides the greatest amount of flexibility to the participating cities as it 

relates to the way the Regional Fire and EMS District will be organized and governed today 
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and into the future; and (3) its use makes the Regional Fire and EMS District more unified as 

opposed to other alternatives because it will encourage the participating cities to work together.    

Next Steps 

 

The cities are asked to commit to the formation of the District by September 30, 2008.  

Once it is know which cities will participate, the method by which assets will transfer from the 

cities to the District will be determined, and the legal documents necessary for the creation of 

the District will be drafted. 
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Section 1: Process and Objectives 
 

 

This is the third report to the municipal governments of the seven cities involved in the 

creation of the Fire and EMS District. A feasibility study and a survey of the population‟s 

support for such a District were completed in 2006. Both reports are available on the Fire 

Project‟s website, at www.bw.edu/~fire. 

 

 The process followed to arrive at the recommendations outlined in this report was 

collaborative and iterative, involving key stakeholders at each phase of the process.  Functional 

committees were formed to develop each component of the District‟s organizational and 

operational model.   The Strategy Committee provided oversight, the Operations Committee 

developed the staffing, apparatus and protocol models, the Finance Committee developed the 

composite cost analysis and projected financials, and the Legal Committee evaluated District 

formation and governance issues.   

 

Mayors, fire chiefs, firefighters, union representatives, hospital administrators, 

community representatives, faculty and students from Baldwin-Wallace College, and outside 

consultants all had a part in the design of the District.  

 

 Ultimately, though, it was the professional members of the team (fire chiefs and fire 

fighters) whose recommendations were most closely followed, and they created a model that 

will be capable of serving the seven communities for the foreseeable future. These 

recommendations are outlined in this report. 

 

Objectives 

 
The District was created with two critical objectives: 

 

1. The District will result in a measurable improvement in the level of service provided. 

 

Even though the seven cities‟ fire departments provide good fire protection and EMS 

services to their respective communities at this time, they have been responding to a 

substantially greater number of calls (in all instances an increase greater than 50% from 

1998 to 2007) with the same number of firefighters, ambulances and fire apparatus. 

Often, the level of service provided has not decreased because other items were “cut” 

(i.e. training, inspections, school visits) or were provided on an overtime basis, at a very 

substantial cost. For the majority of the cities involved, fire departments‟ personnel are 

stretched very thin and cannot provided a response within the standards established by 

the National Fire Protection Association, especially in terms of the number of 

firefighters able to respond to a structure fire. 

 

All demographic trends point to a greater increase in the number of EMS calls to 

which firefighters will have to respond in the next decade, with no expected increase in 

manpower or other resources. If a District is not formed, at one point in the near future, 

http://www.bw.edu/~fire
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the fire departments would likely no longer have the ability to deliver the level of 

service to which the citizens have grown accustomed. 

 

The creation of the District will improve the level of service provided to the 

citizens of the seven cities, as measured in a number of different ways. 

 

2. The District will provide a significant opportunity for cost containment. 

 

For a number of reasons, the seven cities are experiencing stagnant revenues but 

their costs of providing police and fire protection services have been increasing every 

year. While police and fire protection service costs represented approximately 45% of 

the cities‟ budgets in 1998, they are now as high as 63%, with foreseeable further 

increases in the near future.  

 

The creation of the District should contain the costs of providing fire protection 

to the level at which they currently are, adjusted for inflation. 

 

 

In other words, the situation is what could be characterized as a “Perfect Storm.” 

Fire departments are stretched operationally, with forecasted increases in service 

demands, stagnant revenues, and substantial increases in operating costs.  The District 

will provide for additional firefighters and more effectively utilize existing resources.  

Capital expenditure savings represent a significant long term benefit.   
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Section 2: Operational Model  
 

 The model suggested for the operations of the District relied on multiple elements in 

order to function optimally.  These elements are as follows: 

 

1. Coordination and standardization of the Emergency Medical Services protocols between 

Parma General Hospital and Southwest General Hospital.  

 

Agreement on EMS protocols was achieved at the end of 2007 and has been 

implemented.  It is a benefit that has already accrued to the citizens of the seven 

communities, even if the District is not implemented. 

 

2. Coordination and standardization of the firefighting Standard Operating Procedures.  

 

An Operations sub-committee, comprised of firefighters and fire chiefs is 

currently completing this aspect of the model, with substantial progress accomplished. 

Whether the District is created or not, such standardization of SOPs will help the seven 

cities achieve better service when they assist each other under their current mutual aid 

agreements. 

 

3. Coordination and standardization of the communications equipment for the District.   

 

While this aspect was discussed at length, the coordination is currently “on 

hold,” as the Operations Committee is waiting for the approval of the creation of the 

District, and the outcome of several county-wide or multi-city efforts in the creation of a 

joint communication infrastructure. Such common communication infrastructure will be 

essential to the functioning of a joint Fire and EMS District. 

 

4. Centralized dispatch system. 

 

A centralized dispatch system would allow a much faster response time in an 

emergency; not only would multiple pieces of apparatus be able to respond 

simultaneously to a fire or other emergency, but it would allow for the dispatch of the 

closest unit rather than the unit that belongs to a specific municipality.  

 

The centralized dispatch would also allow the use of Emergency Medical 

Dispatch (EMD) personnel. The purpose of EMD dispatchers is to perform two 

functions; first, Emergency Medical Dispatchers question callers using scripted medical 

cards, determine the appropriate level of response (emergency or non-emergency), and 

provide pre-arrival and post-dispatch medical instructions to callers seeking emergency 

medical assistance from 9-1-1. Second, during the same period, EMDs can assess of the 

situation and can gauge whether the emergency will necessitate additional resources. 

This allows for the dispatch of additional units and personnel, should the situation 

warrant it, before the first unit arrives on the scene, providing a better service level for 

citizens and greater operational effectiveness and safety for firefighters. 
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5. Coordinated service delivery for the District. 

 

This is the most important aspect of the creation of the District, as it has an 

impact on the quality of the service delivered, and its operating costs. This model of 

service delivery includes: 

 The staffing of each station 

 The apparatus deployed at each station 

 The staffing of each piece of apparatus 

 The staffing of the management structure of the District. 

 

This model of service delivery was achieved with the extensive participation of 

the firefighters and the fire chiefs of the proposed District, with the assistance of the 

faculty and students from Baldwin-Wallace College and of Matrix Consulting Group, 

which provided analytical support for alternative models. 

 

Detail of the Operational model in terms of staffing, apparatus deployment, 

response time, additional services, and management follows. 

 

 

Operational Model: Staffing 
 

 

The operational model of the District will be compared to the current system in terms of 

staffing, deployment of apparatus, and staffing of each piece of apparatus. The proposed model 

will also be compared to the current model in terms of performance, measured by response 

time, and the number of individuals ready to respond to an emergency. 

 

 

Current Staffing: 

 

The current staffing of the District is as described in Table 1: 

 

 

City Current Staffing 

Berea 5 

Brooklyn 7 

Brook Park 9 

Middleburg Heights 5 

Olmsted Falls 4 

Parma 25 

Parma Heights 6 

Total 61 

Table 1. Current Staffing Levels 
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This staffing level, when compared to the National Fire Protection Association (NFPA) 

standards falls short in all cases, except for Parma, which currently meets the staffing levels.  

While it is generally recognized that these standards represent an ideal staffing model, NFPA 

remains a key arbitrator of safety guidelines. Table 2 outlines the NFPA standards for the seven 

cities if each city remains an independent fire department: 

 

City NFPA Staffing 

Berea 13 

Brooklyn 13 

Brook Park 13 

Middleburg Heights 13 

Olmsted Falls 13 

Parma 26 

Parma Heights 13 

Total 104 

Table 2. NFPA Recommended Staffing Levels 

 

Proposed Staffing Model: 

 

The District will enable a more efficient and fluid response from all stations thus 

moving service closer to NFPA standards.  The proposed model would provide the staffing 

levels described in Table 3: 

 

  

City District Staffing 

Berea 5  + 1 BC
1
 

Brooklyn 9 

Brook Park 10 

Middleburg Heights 9 

Olmsted Falls 5 

Parma 29 + 1 BC 

Parma Heights 5 

Total 74 

Table 3. District Staffing Levels 

 

There is therefore an improvement in the service level provided, as measured by the 

number of firefighters who could respond to an emergency in all of the cities, except in Parma 

Heights, but the service level in that city nevertheless improves due to better placement of 

apparatus that is fully staffed in the surrounding stations.  

 

                                                
1
 The abbreviation BC refers to a Battalion Chief, an officer whose responsibilities would be to the 

Incident Commander at emergencies. 
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Current Apparatus Staffing: 
 

The seven cities currently staff their ambulances and fire trucks in varying ways, and 

none of these are optimal. Most of the time, there is “jump staffing,” which refers to the 

practice of having fire personnel assigned to two pieces of apparatus at the same time. This 

situation is sub-optimal in just about every case;  the following example will illustrate this 

point. 

 

Suppose a fire station is staffed with five fire fighters. If an EMS call 

comes in, two fire fighters will leave for that call, using an ambulance. 

The remaining three firefighters then get a call for fire protection, and 

leave with an engine, but would not be able to address the fire --- unless 

there is imminent danger to life ---, because there needs to be a minimum 

of five fire fighters on site to start any fire fighting activities. One of the 

three firefighters could get to the fire scene in an ambulance, leaving two 

individuals for the fire engine (insufficient), and one individual for the 

ambulance (also insufficient). The fire station would be empty. 

 

If the first call were for a fire, three of the fire fighters would leave for 

the fire scene with the fire engine, and two would go with the ambulance. 

There would still be insufficient personnel at the fire scene, and the fire 

station would be empty. 

 

Situations similar to the one described are common throughout the District, and are only 

resolved through mutual assistance; whenever one station is understaffed, it relies upon 

others for “mutual aid.” Mutual aid refers to the practice of calling a neighboring fire 

department, once at the scene, when an assessment is made that the current staff cannot 

handle the situation.  However, NFPA‟s “Fire Protection Handbook” states that mutual 

aid agreements “should not be relied upon to adequately replace the required staffing 

and equipment needed.”  Because of the delay in using mutual aid, there is a greater 

likelihood of property damage in a fire situation. 

 

 

Proposed Apparatus Staffing: 
 

The suggested District‟s apparatus levels would be consistent throughout the District: 

two firefighters/paramedics would be assigned to each ambulance, three firefighters assigned to 

each fire truck, and four firefighters assigned to each ladder truck.  Three firefighters would be 

assigned to each rescue vehicle.  Such a staffing level per piece of apparatus allows for a greater 

service level. 
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 The District‟s apparatus deployment and staffing levels for each fire station are listed in 

Table 4. 

 

 Apparatus Deployment Staffing 

City Ambulance Engine Ladder Rescue  

Berea 1 1   6 

Brooklyn 1 1 1  9 

Brook Park (Main) 1 1   5 

Brook Park (Rupple)  1   3 

Brook Park (W. 130
th

) 1    2 

Middleburg Heights 1  1 1 9 

Olmsted Falls 1 1   5 

Parma 1 1 1   5 

Parma 2 1 1   5 

Parma 3 1  1 1 10 

Parma 4 1 1   5 

Parma 5 1 1   5 

Parma Heights 1 1   5 

Total 12 10 3 2 74 

Table 4. District Apparatus Deployment and Staffing  

 

Staffing Ratio  
 

“Staffing ratio” refers to the number of full-time firefighters who are employed for each 

staffed position during a shift. For each staffed position in a particular firehouse, there is 

obviously a need for at least three full-time firefighters, since three are three shifts. However, 

this is not sufficient; there are needs for vacation time, training, and for replacements due to 

injuries. These requirements increase the staffing ratio of the number of full-time firefighters to 

each staffed position to a number much greater than three. 

 

Currently, the staffing ratio of the seven cities varies considerably, in function of several 

local factors. Most of the cities rely on overtime to compensate for firefighters on vacation, or 

to staff positions when firefighters have been injured. Overtime is also used regularly for 

training purposes. Combined, the seven cities spend an additional 15% of their salary base on 

overtime. 

 

The Fire District has relied on outside consultants‟ expertise to determine what the 

appropriate staffing ratio should be; Matrix Consulting suggested that the national average is 

4.43 full-time firefighters for each staffed position should be used. Although this ratio is likely 

to not completely eliminate overtime, it is likely to reduce it substantially. There will be no 

need for overtime for training purposes and for planned vacations, and no need for overtime for 

most injuries.  
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The current staffing ratios of the seven different fire departments and the current 

staffing levels of the fire houses represent a total of 259 fire suppression personnel, including 

firefighters, officers, inspectors, assistant fire chiefs and chiefs. Of this number, 20 individuals 

fulfill mainly administrative functions.  The proposed staffing ratio and proposed staffing levels 

represent a total of 334 fire suppression personnel. 

 

Operational Model: Apparatus Deployment 

 

The operational model of the District proposes changes to the deployment of apparatus. 

This allows for better coverage of the seven-city area and better utilization of personnel 

resources and materials. 

 

Current Apparatus Deployment: 

 

The current apparatus deployment is described in Table 5. The number of ambulances, 

engines and ladders is listed, however this includes apparatus that is only partially staffed or not 

staffed at all.  All cities use the „jump staffing‟ method to meet response time goals.  „Jump 

staffing‟ does not permit the firefighters to be operational in the event of a fire until a back-up 

unit arrives on the scene.  

 

 Apparatus Deployment 

City Ambulance Engine Ladder 

Berea 2 1 1 

Brooklyn 3 3 1 

Brook Park  4 4 1 

Middleburg Heights 2 2 1 

Olmsted Falls 2 2 1 

Parma  6 6 1 

Parma Heights 3 2 1 

Total 22 20 7 

Table 5. Current Apparatus Deployment 

 

 

This deployment of apparatus is a good contingent design, given the constraints on the 

labor resources of each of the fire departments. Should a fire station need to respond to a fire, it 

will take the fire apparatus that is most appropriate (engine or ladder) and rely upon mutual aid 

for the other equipment.  

 

However, there are substantial costs to having such a policy. Each city must own 

multiple pieces of apparatus, not all of which can be used concurrently because of a lack of 

staffing. Nevertheless, every city has to purchase, maintain and house equipment that is rarely 

used, and constantly rely on neighboring cities‟ equipment and labor to fight a structure fire. In 

effect, the cities are currently operating as a district --- by relying on mutual aid --- but do not 

reduce their apparatus costs, as each of the cities needs to have an engine, a spare engine and a 
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ladder. These duplications are necessary under the current system, but they are expensive, and 

the units are rarely used.  

 

 

Proposed Apparatus Deployment: 
 

The suggested District‟s apparatus deployment would be much more efficient; each 

piece of apparatus would be effectively staffed, and therefore would be utilized on every 

deployment, rather than only on occasion.  

  

In addition, because each piece of equipment is fully staffed, it becomes immediately 

operational once on a fire scene. There is no delay during an emergency, providing a much 

greater level of service in the first few minutes, which are notoriously critical; empirical 

evidence and firefighting standards show that sufficiently staffed response before eight minutes 

prevents fires from reaching “flash-over” (the point at which search-and-rescue can no longer 

be effective and at which there is a likely loss of life), prevents fires from progressing from a 

“contents” fire to a “structure” fire, and allows firefighters to use portable fire extinguishers 

rather than hand lines. 

 

 The District‟s suggested apparatus deployment is shown in Table 6. 

 

 Apparatus Deployment 

City Ambulance Engine Ladder Rescue 

Berea 1 1   

Brooklyn 1 1 1  

Brook Park (Main) 1 1   

Brook Park (Rupple)  1   

Brook Park (W. 130
th

) 1    

Middleburg Heights 1  1 1 

Olmsted Falls 1 1   

Parma 1 1 1   

Parma 2 1 1   

Parma 3 1  1 1 

Parma 4 1 1   

Parma 5 1 1   

Parma Heights 1 1   

Total 12 10 3 2 

Table 6. District Apparatus Deployment 

 

 

Operational Model: Response Times 
 

The operational model of the District proposes changes in the deployment of apparatus 

and in the staffing levels. It also coordinates dispatch to allow for the best possible response 

time to an emergency. 
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 For EMS calls, the “gold standard,” based on the American Heart Association‟s 

recommendations, is a response with Basic Life Support (ambulance or fire truck with 

paramedics on board) within four minutes and with Advanced Life Support (ambulance) in 

under eight minutes. 

 

 For fire suppression, the NFPA standard is to have four firefighters on the scene within 

four minutes, and to have thirteen (or more) firefighters on the scene within eight minutes, with 

a variety of equipment. 

 

Current Response Time (four-minute standard): 

 

The current response time is illustrated in Appendices 1 through 13. The maps show the 

areas of the seven cities that can be theoretically reached within four minutes from each of the 

thirteen fire stations. Under the current system, calls are generally not routed to the closest fire 

station, but to the fire station of that city, which may not be the closest to the emergency. 

Therefore, the percentage of the area of each city that can be reached within four minutes 

averages approximately 85% under the current system. 

 

However, based on 2004 data, and only for the five cities in the original preliminary 

study (Berea, Brook Park, Middleburg Heights, Parma and Parma Heights), the distribution of 

response times is shown in Figure 1.  

 

 
R esponse Tim e D istribution For A ll Five C ities  
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Figure 1. Response Times for Berea, Brook Park, Middleburg Heights, Parma, Parma 

Heights 
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 The data for these response times are somewhat “muddy,” however. While they 

represent the response times recorded by each city‟s fire department, they also include response 

times for non-emergency calls, and they vary by the method employed to calculate them: the 

time at which a call is officially “received” and the time at which the arrival of the first 

responders is recorded. Nevertheless, they show that there is a significant discrepancy between 

the theoretical ability of a piece of equipment to reach a particular point in the city within four 

minutes, and the actual response time, likely delayed by the fact that equipment is not readily 

available, or that there is much traffic, or that the railroad tracks are blocking passage, or that 

the weather prevents fast driving, or for other reasons.  

 

 

Proposed Model’s Response Times (four-minute standard): 

 

Under the District model, and because of central dispatch, the apparatus closest to the 

emergency location would be sent to the emergency. Appendix 14 shows the map of the 

proposed District with the areas of the cities that can be reached within four minutes from any 

of the thirteen fire stations. The percentage of the combined area that can be reached within 

four minutes increases to about 95% of the areas of the seven cities.  

 

Table 7 shows the percentage of the 2004 calls in the District area that could be 

theoretically reached within four minutes from 1, 2, 3 or more fire stations. While it is likely 

that there will be a difference between the theoretical performance and the actual performance 

of the District in terms of response times, it is expected to be better than the current system, 

because of the ability to send the nearest piece of equipment available from any of the thirteen 

fire stations. 

 

 

Number of Stations Percentage of Calls 

1 95% 

2 45% 

3 12% 

4 or more 2% 

Data based on 12,040 calls 

Table 7. Percentage of District calls reached by 1 or more stations 

within four minutes 

 

 There is a substantial expected improvement in the percentage of the areas that can be 

reached within four minutes --- from 85% to 95% of the area ---, and a substantial expected 

improvement in the actual percentage of calls to which a unit can respond within four minutes. 

 

 

Current Response Time (eight-minute standard): 
 

For the response time for fire suppression apparatus, the improvement between the 

current system and the proposed District is much greater.  
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Under the current system, it is possible for all of the cities to send four fire fighters 

within four minutes to about 85% of the locations within their respective cities. It is also 

possible to reach any part of any of the cities within eight minutes; however, only Parma has 

the ability to send a full complement of thirteen firefighters within eight minutes. All of the 

other cities have to rely on “mutual aid” for assistance, which delays response times 

substantially. 

 

 Appendix 15 shows a map of the District with the areas of the cities that can be reached 

within eight minutes from any of the thirteen fire stations. Table 8 shows the percentage of the 

calls that can be reached within eight minutes from 1 to 8 fire stations. 

 

 

Number of Stations Percentage of Calls 

1 100% 

2 98% 

3 86% 

4  69% 

5 50% 

6 17% 

7 or more 1% 

Data based on 12,040 calls 

Table 8. Percentage of District calls reached by 1 or more stations 

within eight minutes 

 

 

Under the proposed District model, the percentage of the calls at which a full 

complement of thirteen firefighters can be sent under eight minutes increases to 86% (assuming 

that only one other call is being processed at the same time) and the percentage of the calls at 

which a fully-staffed ladder can be dispatched under eight minutes is approximately 75%, under 

the same assumptions.  

 

Operational Model: Additional Services 
 

 

Fire Inspectors 

 

The operational model of the District proposes increases in the deployment of Fire 

Inspectors; currently the seven cities employ a total of five Fire Inspectors with some Assistant 

Chiefs performing inspections.  The District would employ a total of ten Fire Inspectors.  

 

 This change would provide improvements in the ability of the Fire District to provide 

fire prevention services. While being able to provide fire suppression services is the most 

visible mission of the Fire Service, a much better use of resources is fire prevention; the costs 

are much lower and the benefits to the community are much greater. 
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Fire Training 
 

Currently, most of the training done by the seven separate departments is done on an 

“overtime basis,” where firefighters come during their days off to complete their training. The 

staffing ratio that is proposed would eliminate this need to provide training on an overtime basis 

and would therefore improve considerably the opportunities for training (it will be done as a 

matter of routine, rather than on an exceptional “overtime” basis), and will insure greater 

participation rates. 

 

 One of the Assistant Fire Chiefs will have the responsibility of coordinating all of the 

training efforts of the District. This will result in improvements in service delivery, as all 

firefighters will use the same Standard Operating Procedures, and will enhance the quality of 

service delivery and the safety of the firefighters. 

 

 

Emergency Medical Dispatch 
 

Centralized dispatch would allow the use of Emergency Medical Dispatch (EMD) 

personnel. The purpose of EMD dispatchers is to perform two functions; first, Emergency 

Medical Dispatchers question callers using scripted medical cards, determine the appropriate 

level of response (emergency or non-emergency), and provide pre-arrival and post-dispatch 

medical instructions to callers seeking emergency medical assistance from 9-1-1. Second, 

during the same period, EMDs can assess of the situation and can gauge whether the emergency 

will necessitate additional resources. This allows for the dispatch of additional units and 

personnel, should the situation warrant it, before the first unit arrives on the scene, providing a 

better service level for citizens and greater operational effectiveness and safety for fire fighters. 

 

Operational Model: Management 

 
Management of the District would be more efficient through a streamlining of 

administrative offices and designated functions.  Consolidation of management and support 

functions provides better utilization of resources and unity of command.  Support functions that 

are anticipated include financial management, human resources, administrative, training, fire 

inspection, community relations, and maintenance.   
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 A comparison of management positions in the current municipalities and the District is 

found in Table 9. 

 

Position Current 

Management 

District 

Management 

Model 

Fire Chief 7 1 

Assistant Chief 5 4 

Battalion Chief 0 9 

Captain 13 13 

Lieutenant 34 52 

Fire Marshal 1 1 

Fire Inspector 5 10 

Finance Director 0 1 

Mechanic 0 2 

Administrative 

Support 

9 6 

Table 9. Comparison of Current and District Management Model 

 

 Synergy within the management model occurs primarily in the support functions.  The 

District is better able to deliver the services to support the professional preparation of its 

firefighters and to conduct regular community outreach through fire inspections and community 

education.   

 

Section 3: Financial Model 
 

The financial model was developed with the assistance of all municipal finance 

directors, Softflex, and Baldwin-Wallace faculty.  Softflex is an outside expert who developed 

the working spreadsheet model so that contingency analysis could be performed.  The critical 

task in developing the model was determining the baseline operational costs on a city by city 

basis, establishing a projection for operational costs, and projecting the replacement timetable 

and replacement value for apparatus.   

 

The cities‟ historical costs were difficult to analyze; all of the cities use different 

practices to keep track of their costs, both operational costs and capital expenditures, and these 

differences make it very difficult to evaluate these costs on a comparable basis. In addition, 

some of the costs of the fire departments are often commingled with the costs of other 

operations and services; maintenance, utilities, insurance, overhead, and so on. Therefore the 

costs presented in this analysis are the personnel costs, or labor costs, which typically account 

for approximately 85 – 95% of operating costs.  These costs have been used for planning 

purposes, but may not precisely reflect the situation in every city. 

 

 All of the figures given in this part of the report are expressed in 2007 dollars. 
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Personnel Costs 
 

Personnel costs represent the greatest proportion of the costs of the existing seven fire 

departments. For all seven of the fire departments, direct fire suppression personnel costs 

amount to $ 29.7 million, including $ 2.8 million in overtime, and administrative personnel 

costs add another $ 0.5 million. The current total number of fire suppression personnel is 259 

employees, including firefighters, fire chiefs, inspectors and part-time firefighters (full-time-

equivalents). 

 

 The proposed Fire District would have a total of 334 full-time fire suppression 

personnel, for a total cost of $ 32.7 million. There would be an increase of 32.8% in the number 

of employees and an increase of 10% in the personnel costs, a favorable situation achieved with 

the elimination of most of the overtime costs and the reduction in the number of supervisory 

staff.  Table 10 shows the historical costs of all cities and the projected District budget. 
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  All Cities Historical Costs Budget 

  # of 
Ave. 

Annual Annual  Highest # of Highest Annual  

Fire Fighters Employees Wage Cost 
Annual 
Wage Employees 

Annual 
Wage Cost 

Fire Fighters 4  63,439  253,755  64,294  4  62,584  253,755  

Fire Fighters/Paramedics 179  65,009  11,636,573  67,865  179  64,797  11,598,663  

Fire Fighters/EMT 5  68,406  342,030  68,406  31  63,319  1,962,889  

Cadet/Paramedics 2  46,443  92,885  50,104  2  50,104  100,208  

Cadet/Paramedics  3  54,097  162,291  54,097  45  46,500  2,092,500  

Chief 7  96,024  672,167  111,735  1  111,735  111,735  

Assistant Chief 5  89,473  447,366  102,955  4  102,955  411,820  

Battalion Chief 0  0  0  0  9  95,000  855,000  

Captains 13  76,625  996,120  85,233  13  85,233  1,108,027  

Lieutenants 34  73,491  2,498,679  79,132  34  74,299  2,526,166  

Lieutenants-Paramedic 1  81,932  81,932  81,932  1  75,606  75,606  

Fire Marshal 1  73,970  73,970  73,970  1  75,784  75,784  

Fire inspectors 5  70,603  353,013  74,991  10  69,137  691,370  

Total Wages  259    17,610,781    334    21,863,523  

                

Overtime     2,756,622        0  
Medicare & Social 
Security     241,133        317,021  

Workers comp     389,710        546,588  
Fire Pension (exclude 
Retiree benefits)     4,921,107        5,247,245  

Hospitalization     2,899,281        4,128,240  

Uniforms and Clothing     309,570        0  
Training (only include if in 
addition to wages listed 
above)     98,972        0  
  Total Direct cost for 
Fire Suppression     29,227,176        32,102,617  

Administrative personnel  9  38,210  343,894  NA 9  53,111  478,000  

Overtime     3,060        0  
Medicare & Social 
Security     4,176        6,931  

Workers comp     10,664        2,390  
PERS (exclude Retiree 
benefits)     59,297        66,920  

Hospitalization     63,507        111,240  
 Total ADMS Wages & 
Benefits     484,598        665,481  

 Total Annual Personnel 
Cost     29,711,774        32,768,098  

Table 10.  Historical Costs and District Budget 

 

 The increase in personnel is primarily in firefighters certified as Paramedics.  This is 

necessary to provide the higher level of EMS service that will be demanded as the District‟s 

population ages.  Personnel costs for the proposed Fire District were calculated using the best 

salary levels granted so far by any of the seven cities, in order to ensure that the assumptions 

made were realistic. Salaries for officers were calculated with appropriate premiums of 10% for 

each rank, as is the current practice in most cities. The final costs will obviously depend on the 
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contract negotiated between the District and the firefighters‟ union, but should not vary much 

from these assumptions. 

 

 The levels of staffing will provide sufficient flexibility to allow for staffing coverage 

due to training, sick leave, vacations, and other functions without relying on overtime.   

 

Current Projected Capital Expenditure Costs 

 

Each city maintains and operates individual pieces of apparatus that need to be replaced 

due to wear.   Calculation of the capital expenditures was made by starting with a baseline 

inventory of all equipment owned by each city with a commensurate replacement date for each 

piece of equipment.  The present financial value of the replacement cost was then calculated.  

Ten years was determined to be the long term investment period.  While some pieces of 

apparatus have a useful lifespan of 25 years or more, the operations committee felt that ten 

years represented a conservative and realistic time period for planning purposes.  The value of 

each piece of equipment was calculated by beginning with the current market value, adjusting 

the value on an annual basis for inflation and then calculating the net present value using a 

conservative rate of return (4%).  

 

 Without the District cities are projected to spend $10.4 million on new apparatus within 

the next ten years.  Table 11 shows the projected capital investment by each city for the next ten 

years.   

 
2009 Present 

Value 

        Current City 

Costs Total PV Engines Ladders Squads 

Light 

Vehicles 

Utility 

Trucks Trailers ATVs 

Berea 1,084,378  348,905  458,089  206,140  71,244  0  0  0  

Brook park 1,199,721  423,743  0  589,007  186,971  0  0  0  

Parma 3,750,927  1,775,346  627,227  1,149,415  171,728  0  15,450  11,761  

Parma 

Heights 1,664,914  392,017  652,105  567,428  0  39,622  13,743  0  

Brooklyn 966,500  458,089  0  394,969  35,594  77,847  0  0  

Middleburg 

Heights 1,549,782  407,566  824,000  198,259  108,197  0  0  11,761  

Olmsted Falls 198,259  0  0  198,259  0  0  0  0  

 

10,414,481  3,805,666  2,561,422  3,303,477  573,734  117,469  29,193  23,521  

Table 11.  Capital Investment in Apparatus by City (ten years) 

 

Olmsted Falls has recently purchased a new ladder and will therefore not need to replace 

that piece of equipment during the ten-year time period.  Equipment purchase among the other 

cities varies with current inventory.   

 

District Projected Capital Expenditures 

 

The allocation of apparatus with operational staffing in the District is a distinct departure 

from current operations.  The allocation of apparatus reduces the need for all cities to own each 

individual piece of equipment.  Table 4 shows the specific placement of each piece of apparatus 
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and the staffing required.  The cost of maintenance and elimination of duplicate equipment 

affords the District significant long term cost benefits.   

 

Keeping the most recently purchased apparatus and reducing the overall inventory results in 

a projected capital expenditure of $6.6 million, a net savings of $3.8 million.  Table 12 provides 

the net present value of the capital expenditures for the District for the next ten years in 2009 

dollar value.   

 
2009 

Present 

Value 

        District 

Costs Total PV Engines Ladders Squads 

Light 

Vehicles 

Utility 

Trucks Trailers ATVs 

Berea 626,289  348,905  0  206,140  71,244  0  0  0  

Brook park 1,199,721  423,743  0  589,007  186,971  0  0  0  

Parma 2,726,686  784,034  627,227  1,149,415  138,798  0  15,450  11,761  

Parma 

Heights 1,450,574  392,017  652,105  353,087  0  39,622  13,743  0  

Brooklyn 276,661  0  0  163,219  35,594  77,847  0  0  

Middleburg 

Heights 318,217  0  0  198,259  108,197  0  0  11,761  

Olmsted 

Falls 0  0  0  0  0  0  0  0  

 

6,598,148  1,948,700  1,279,333  2,659,128  540,805  117,469  29,193  23,521  

Table 12.  District Capital Expenditure (ten years) 

 

 

Contribution of Ambulance Fees to District Operations 

 

Cities currently bill ambulance services to insurance providers amounting to $3.7 

million in 2007.  The designation of these fees must be to support EMS service delivery.  Some 

cities use these fees to purchase equipment, while some allow these fees to be used in the 

general fire service operation.  The District will become the agent delivering EMS services and 

will thus collect these fees.   Table 13 shows the ambulance fees as collected by each city in 

2007. 

 

City 2007 Ambulance 

Fees 

Berea $343,605 

Brook Park $507,706 

Brooklyn $150,320 

Middleburg Heights $350,000 

Olmsted Falls $130,000 

Parma $1,700,000 

Parma Heights $677,396 

Total $3,701,631 

Table 13. 2007 Ambulance Fee by city 
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 The fees will contribute to the operational costs of the District. 

 

The Bottom Line:  Cost Benefit Analysis 

 

Based on streamlined asset utilization, rationalized apparatus investment, and the 

inclusion of Ambulance fees the District will provide a significant cost benefit to the seven 

cities.  The combined operational and financial picture result is the cost scenario depicted in 

Table 14 and 15.  

 
City 

Annual 

Operating 

Costs 

Current 

City 

Personnel 

Costs 

Ambul. 

Fees 

District 

Costs 

Projected 

Annual 

Cost 

Savings 

Berea $2,563,510 $343,605   

Brook Park $4,726,878 $507,706   

Brooklyn $3,264,363  $150,320   

Middleburg 

Heights 

$2,871, 201 $350,000   

Olmsted 

Falls 

$943,721  $130,000   

Parma $11,863,639  $1,700,000   

Parma 

Heights 

$3,479,462  $677,396   

Total $29,711,774  $3,701,630 $32,768,098 $645,306 

Table 14. Cost Benefit Analysis 

 

 The District will result in an annual operation savings of $645,306 with the inclusion of 

Ambulance fees in the operational budget.   

 

 
City 

Capital 

Investment 

Current 

City 

Apparatus 

Costs 

District 

Projected 

Apparatus 

Cost 

Projected 

Savings 

Berea $1,084,378  $626,289  $458,089 

Brook Park $1,199,721  $1,199,721  0 

Brooklyn $966,500  $276,661  $689,839 

Middleburg 

Heights 

$1,549,782 $318,217  $1,231,565 

Olmsted 

Falls 

$198,259  0  $198,259 

Parma $3,750,927  $2,726,686  $1,024,241 

Parma 

Heights 

$1,664,914  $1,450,574  $214,340 

Total $10,414,481  $6,598,148  $3,816,333 

Table 15. Capital Expense Projected Savings 

 

Over the ten-year period the District will result in significant savings as the result of 

more efficient use and replacement of apparatus.  The total savings over this time is 

projected to be $3.8 million.   
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Section 4: Legal Model Development and Issues 

 

 

A legal committee was convened to advise the project on the key legal issues involved in 

creating a Fire and EMS District.  The initial charge to the Legal Committee was to consider 

the legal structure for a Fire and EMS District and to provide oversight to the process of 

selecting and retaining a legal firm to provide legal advice to the Strategy Committee on key 

legal issues throughout this phase of the project.  

 

The Legal Committee preliminarily researched several alternatives for creating a Fire 

and EMS District.  The Legal Committee determined that the legal counsel should analyze each 

structuring alternative and provide a recommendation as to the legal structure to the Strategy 

Committee.  The Legal Committee then conducted a competitive selection process for engaging 

legal counsel for the project.  The law firm of McDonald Hopkins LLC was selected to be legal 

counsel to the project. 

 

Legal Issues 

 

As the Strategy Committee, with advice from McDonald Hopkins LLC, worked through 

key decision points in this process, the complexity of the legal issues and the various 

alternatives to tackle the issues became evident.  During this phase, the Strategy Committee 

made the decision to focus its efforts on evaluating the financial and operational benefits of 

creating a Fire and EMS District.  The Strategy Committee concluded that unless both the 

financial analysis and the operational analysis demonstrated clear benefits to the citizenry of the 

participating communities, there would be no reason to invest the time and financial resources 

required for legal implementation of a Fire and EMS District. 

 

McDonald Hopkins LLC focused on the legal feasibility of the creation of a Fire and 

EMS District.  Specifically, they were asked to provide a recommendation as to the most 

advantageous legal structure to use in order to create a Fire and EMS District.  In addition, 

McDonald Hopkins LLC was asked to conduct preliminary research and provide guidance on 

the key legal issues that would need to be worked through in detail and negotiated among the 

cities during the implementation phase.  McDonald Hopkins LLC researched the various 

structuring alternatives available under the Ohio Revised Code.  In addition, they conducted a 

preliminary review of different fire district structures used throughout the country.  McDonald 

Hopkins LLC also conducted preliminary research regarding city charter issues, financing 

issues, issues associated with transfer of assets to the fire district and the steps needed to create 

the Fire and EMS District. 

 

Legal Structure of the Fire and EMS District  
 

McDonald Hopkins LLC recommended to the Strategy Committee that the District be 

formed as a Joint Fire and Ambulance District.  A Joint Fire and Ambulance District appears to 

be the most advantageous structure based on the goals and objectives articulated by the Strategy 

Committee.  In particular, a Joint Fire and Ambulance District appears to the most 



Regional Fire and EMS District Model   28 

 

advantageous structure because: (1) it is an independent organization with the ability to levy 

bonds and property taxes, subject to the vote of the electorate; (2) it provides the greatest 

amount of flexibility to the participating cities as it relates to how the Fire and EMS District 

will be organized and governed today and into the future; and (3) its use makes the Fire and 

EMS District more unified as opposed to other alternatives because it will encourage the 

participating cities to work together to resolve geographic issues and other concerns. 

 

Phased Implementation.  
 

McDonald Hopkins LLC recommended to the Strategy Committee a phased 

implementation approach to the formation of the Fire and EMS District.  The initial phase 

would be to resolve the outstanding legal issues required to make the Fire and EMS District 

operational, the second phase would include at least a three year “transition” period and finally, 

during the third phase, the Fire and EMS District would achieve full implementation.  This 

process can begin as soon as the City Councils of each of the participating cities have voted to 

move forward with the implementation phase discussed above. 

 

 

 

Section 5: Recommended Course of Action 

 

The following steps need to occur in order to operationalize the District: 

 

1.  Research and Resolution of Outstanding Issues.  During the implementation 

phase, legal counsel will research and work with various governmental authorities, 

including but not limited to, the respective local city law directors, the Ohio 

Attorney General and the Ohio Auditor, to resolve the following issues: 

 

a) The process by which the participating cities will be able to form and join 

the District.  This process will consider the need to make changes to the 

participating chartered cities. 

 

b) The various financing alternatives available to the District and the issues 

associated therewith, including but not limited to: 

 Funding the District during the transition period; 

 Funding the District following the transition period; 

 Ability of the participating cities to transfer inside mills to the District, 

including those inside mills related to the fire pension; 

 Effect of the creation of the District on the participating cities‟ tax levies 

relating to the provision of fire services or assets; and 

 Ability of the participating cities to transfer the debt,   such as any 

outstanding bonds, to the District. 

 

c) The most efficient and effective method for transferring the assets from the 

participating cities to the District during the transition period and thereafter. 
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d) During the implementation phase, the Legal Committee will facilitate the 

negotiation of the union contract between the participating unions and the 

District. 

 

2. Operational Transition-Creating the District 

 

a) Legal counsel will work with the participating cities to form the District and 

negotiate the manner in which the District will be governed and how the 

seats on the board of trustees will be apportioned. 

 

b) Legal counsel will revise the sample drafts of the joint resolution creating the 

District, the by-laws governing the District, and the contract by which the 

assets of the participating cities will be used by the District. 

 

c) The participating cities would contractually agree to fund the District 

through contribution of the current expenditure for fire and emergency 

services, indexed for inflation; and 

 

d) The participating cities would allow the District to use their fire and 

emergency services assets on a contractual basis until a long-term asset 

transfer strategy is determined. 

 

3. Fire and EMS District Fully Operationalized. 

 

  Based on the research and negotiations which occur during the first two 

phases of implementation, after at least a three year transition period, the 

District will be fully operational under the direction of the District‟s 

governing board. 
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APPENDIX 1 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF BEREA 
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APPENDIX 2 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF BROOKLYN 
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APPENDIX 3 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF BROOK PARK 
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APPENDIX 4 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF BROOK PARK 
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APPENDIX 5 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF BROOK PARK 
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APPENDIX 6 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF MIDDLEBURG HEIGHTS 
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APPENDIX 7 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF OLMSTED FALLS 
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APPENDIX 8 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF PARMA 
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APPENDIX 9 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF PARMA 
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APPENDIX 10 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF PARMA 

 

 
 



Regional Fire and EMS District Model   40 

 

APPENDIX 11 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF PARMA 
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APPENDIX 12 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF PARMA 
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APPENDIX 13 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE CITY OF PARMA HEIGHTS 
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APPENDIX 14 

 
AREA OF 4-MINUTE RESPONSE TIME FOR THE DISTRICT 
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APPENDIX 15 

 
AREA OF 8-MINUTE RESPONSE TIME FOR THE DISTRICT 
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