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Introduction

Thisreport is the result of a study of the North Shore Fire Department conducted by
McGrath Consulting Group, Inc. The study was commissioned by the Board of Directors
of the North Shore Fire Department representing the following seven diverse
communities: Village of Bayside, Village of Brown Deer, Village of Fox Point, City of
Glendae, Village of River Hills, Village of Shorewood, and the Village of Whitefish
Bay. This combined area provides service to a combined population of 65,000 residents
with an additional 50,000 daytime population covering 24.1 square miles.

Consolidation considerations began in part because of the City of Milwaukee's intention
to begin charging on a per call basis for mutual aid fire response. After several years of
study, both independently and with the aid of a consulting company, the creation of the
North Shore Fire Department was established in 1995 and provides both fireand EMS
service to the residents within the seven communities.

The Board of Directors of the North Shore Fire Department sought an independent
assessment of the current fire department operations in May of 2005 and an evaluation of
the consolidation at the ten-year mark. The study evaluated potential changes needed to
ensure the continuation of a cost-effective high quality service.

McGrath Consulting Group, Inc. has conducted a number of studiesinvolving
assessments of fire department operations for the purpose of determining effectiveness
and efficiency. The results of these appraisals have been a significant help to governing
boards and fire department |eadership in determining the future direction and needs of the
department.

The consultants conducted interviews and sought data from the following:
Board of Directors of the North Shore Fire Department
Fire Chief
Deputy Fire Chief
Battalion Chiefs
Comptroller
Milwaukee County EM S Officials
Wisconsin Department of Health and Family Services

The Board of Directors of the North Shore Fire Department is comprised of the top
elected official (Mayor or Village President) of each of the seven communities. Each
individual has vast knowledge of their respective community’s needs and desires as well
asthe fiscal implications of governing the consolidated department. For that reason, the
consultants chose to write the report in direct response to their questions and concerns
generated during the interview portion of the study. Although their perspective was often
quite different from their counterparts, all demonstrated a deep commitment to working
together to provide the highest level of service in the most cost-effective manner.



This report will address their concerns and inquiries as well as address items outlined in
the proposal in the following order:
Data— current and past statistical emergency and non-emergency fire department
activities.
Staffing — addresses i ssues pertaining to the number of staff, deployment of those
resources, reduction of staff, EMS versus fire staffing model, and the need for
future additional steff.
Apparatus — addresses adequate number and type of apparatus, distribution of
apparatus, capital funding for apparatus, addition or reduction of apparatus, and
deployment if an EMS model was implemented.
Fire Stations — addresses current location, response times, reduction or
consolidation of facilities, and whether the current facilities are adequate for
community risk.
Dispatch —will address the current process of both cellular and landline 911 calls
Fire Department Issues — is a combination of topics and concerns of the Board of
Directorsincluding: if the consolidation was successful, if the consolidation was
cost-effective, model for providing future emergency services, cost sharing
formula, county EM S system, strategic planning, marketing, and seeking National
Accreditation.

Three consultants were assigned to this study. Each handled topics that were appropriate
to their specific skills and expertise.

Dr. Tim McGrath —lead consultant —is aretired Fire Chief with 33 years of fire
and EM S experience. He has served as the Fire Chief of two very diverse
communities. He has experience in leadership of fire departments comprised of
fully career to combinations of career, paid-on-call, part-time paid, and
contractual personnel. He has been afire/EM S consultant since 1997 and
president of McGrath Consulting Group, Inc. since 2000.

Battalion Chief Larry Pieniazek, Retired - retired from the City of EImhurst
fire department with 33 years of service. The City of EImhurst consisted of a
population of 48,000 with alarge transient daytime population. He worked his
way through the ranks to retire as the shift commander overseeing all
departmental activities on his shift.

Dr. Victoria McGrath — brings expertise in administration and human resources.
Her published doctoral dissertation on Government as a L earning Organization
dealt with government efficiency. Sheis afederally trained mediator and past
team member serving as City Manager. She has extensive experience with
organized labor.

The consultants use the term cost-effective throughout the report. 1t isimportant to keep
in mind that the term “cost-effective’ has two parts: cost being the dollars needed to
provide the service, and effective being the ability to provide the proper level of response



and services. Both parts are critically important when projecting future levels of
emergency service protection, and neither part may override the other.

The consulting team wishes to express its appreciation for the time and honest dialog
during the interview process. They especially wish to thank Chief David Berousek and
Deputy Chief Charlie Myers for the copious amount of data provided to the consultants
and the unselfish giving of their time to provide requested information.



Emergency Data

This section highlights the emergency fire activities of the North Shore Fire Department
for the calendar years 2001 through 2004. Within that four-year period calls fluctuated,
with no apparent pattern, with anet decrease of 4.2%. The consultants have graphed a
ten-year period that better demonstrates the changes in total emergency responses.

Figure 1: Total Calls 1995 - 2004

Total Emergency Calls 1995 - 2004

1995 1996 1997 1998 1999 2000 2001 2002 2003 2004

Year

The consultants have classified the emergency incidents into two major categories: fire or
EMS. Thefire department further classifies these incidents into a variety of sub-
categories that better defines the nature of the incident.

Table 1: Fire/EM S Calls 1995 - 2004

Year Fire EMS Total % Change
1995 1674 3492 5166

1996 1740 3360 5100 -1.3%
1997 2144 3506 5650 10.8%
1998 1965 3677 5642 -0.1%
1999 1930 4027 5957 5.6%
2000 1954 4016 5970 0.2%
2001 1744 4070 5814 -2.6%
2002 1695 3869 5564 -4.3%
2003 1954 4003 5957 7.1%
2004 1608 3922 5530 -7.2%

The net changein calls over the ten-year period has resulted in an 8.2% increase. This
fluctuation is not uncommon in departments that are experiencing a stable population and




commercia base. One could anticipate that emergency callsin the future will follow the
same trend with a projected increase in calls from seven to nine percent over the next ten
years as the community ages.

Tracking Emergency Data

Fire departments track emergency data in an effort to determine better allocation of
resources, preventative measures, education efforts, and code enforcement. There are
numerous factors associated with peak service times. Three components are
fundamentally important:

1. Type of incident
2. Time of day
3. Day of the week

1) Typeof Incident: The fire department records each emergency response into incident
types. As noted, the consultant has classified emergency activity into two large general
categories, whereas the fire department actually divides the incidents into ten major
categories and then into a number of sub-categories. Types of incidents for 2004 are:

Table 2: Calls By Nature 2004

Type of Incident
Medical
False Alarms
Good Intent — Downgraded
Other Hazards / Public Assist
Hazardous Material
Vehicle Accidents
Carbon Monoxide
Structure Fires
Non-structure Fires
Extrication

A significant concern for any fire department is the number of false alarm responses.
False darms are adrain on a department’ s resources, prevent personnel from responding
to actual emergencies, and increase the chances for vehicle accidents, which is the second
leading cause of firefighter/EMT line of duty deaths.

What is misleading about false alarms is the method in which many departments record
them. Assume that a building is protected by an automatic fire alarm system and some
minor event occursin the building (i.e. burnt popcorn), which creates enough smoke to
activate the fire alarm. Many fire departments would record this event as afalse alarm —
no actua fire or fire department intervention necessary. However, the system activated as
designed and although minor in nature the alarm was neither false nor a system
malfunction.
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The North Shore Fire Department records these alarms in two manners. as a system
activation with no fire, and in the case of malicious or system failure fire alarms, asfalse
alarms. There were 466 system activations due to minor incidents representing 8.4% of
the total callsin 2004. Actual false alarms accounted for 217 incidents representing 3.9%
of the total calsin 2004.

The consultants reviewed the International City Management Association (ICMA)
benchmarks for communities of similar size and call volume and found the average false
alarm percentage was 3.5% of the total fire department responses. North Shore Fire
Department’ s 3.9% is well within the range and demonstrates a concerted effort on the
part of the Fire Prevention Bureau to investigate and correct fire alarm systems that
transmit false emergency signals.

2) Time of Day: In some cases, fire departments notice a consistent increase in alarms
during certain times of the day. This could be the result of vehicle accidents during peak
traffic hours or other community activities that routinely result in demand for fire
protection services.

The data below represents the normal distribution of calls for most fire departments.

Figure 2: Incidents By Time of Day

Time of Day
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Table 3: Incidents By Time of Day

Midnight | 1AM | 2AM | 3AM | 4AM | 5AM | 6AM | 7AM | 8AM | 9AM | 10 AM 11 AM

117 124 132 102 69 100 147 219 291 300 327 288

Noon | 1PM | 2PM | 3PM | 4PM | 5PM | 6PM | 7PM | 8PM | 9PM | 10PM | 11 PM

288 323 281 299 300 319 285 264 223 197 209 122
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Normally the slowest period of the day for emergency responses is between midnight and
six inthe morning. North Shore is no exception as the above table indicates. However,
most civilian deaths occur during this time period (midnight through 6 AM). Those most
in danger are the young and the elderly, who are less likely to escape from afire when
sleeping. The data does not suggest anything that would indicate the need for adjusting
staffing or for the department to consider peak staffing during certain times of the day.

3) Day of the Week: Cal distribution by day of the week indicates arelatively stable
distribution. Comparison with previous years data does not indicate any particular
pattern. Day of week datais examined in order to determine if patterns develop that
could benefit the department in identifying peak day staffing.

Figure 3: Incidents By Day of the Week

Day of the Week

800
780
760
Calls 740+
720
700
680-

Sun | Mon | Tue | Wed | Thu Fri Sat
Calls| 746 | 778 | 765 | 779 | 787 | 718 | 735

Day

Note: Due to the National Incident Reporting System (NIRS), the total calls for Time of Day and Day of
the Week do not equal the total number of incidents reported in the yearly department total calls. This
occurs because the yearly total includes overlapping callsin which an incident required both fire and EMS
intervention resulting in aduplication of a small number of NIRS figures.

Calls By Station Distribution: Station #2 indicates the highest number of responses,
which is consistent with the fact that this station is the primary back-up station
(secondary unit responding to another station’s call). Station #4 houses the dedicated
Med ALS unit (Med 84).
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Figure 4. Call Distribution By Station 2004

2004 Calls By Station
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Table 4: Call Distribution By Station 2004

Station #1 Station #2 Station #3 Station #4 Station #5

2602 2871 1448 2202 1714

Distribution By Shift: Thereis no statistical reason why one particular shift would be
busier than another shift — other than by pure chance. However, it appearsthere are a
disproportionate percentage of calls per shift when viewing total incidents.

Figure5: Distribution By Shift

2004 Calls By Shift
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Table5: Percentage Distribution By Shift

Shift

Green

Red

Blue

Percent

35%

33%

32%

MicGreath Consulting Group, Inc.
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Staffing

A common work schedule for career shift firefighter/EMTs is 24 hours on-duty followed
by 48 hours off-duty. The North Shore Fire Department uses a variation of that schedule
referred to in the industry as the “California’ schedule that has career shift employees
working 24 hours on-duty followed by 24 hours off-duty, followed by 24 hours on-duty
followed by 24 hours off-duty, followed by 24 hours on-duty, followed by 96 hours off-
duty. Both schedules equal the same number of hours worked per year.

However, the actual number of hours worked is an item for negotiations. Recently
contract negotiations have established a 53 hour workweek before overtime beginsto
accumulate. In order to keep employees from incurring overtime, the department gives
additional time off “work reduction days’ in order to keep an employee within the
negotiated workweek.

It is not uncommon to have a difference of opinion between those that govern and those
that administer the fire department as to what staffing levels are appropriate. Those that
govern and fund fire departments have different challenges than do those that administer
fire departments. The result of these challenges is a compromise between what staffing
levels we want and what staffing levels we can afford.

The North Shore organization is not an exception to this situation. This section will ook
at these different perspectives and address the following questions:
How do you determine adequate staffing?
Is the existing staffing program deployed in such a way as to maximize
protection?
Could the fire department function with fewer personnel?
Would staffing change if the staffing model emphasized EMS versus fire?
Isthere a need for additional staff in the future?

Question — Adequate Staffing
How do you deter mine adequate staffing?

Inasmuch as there is no requirement but only recommended standards pertaining to
staffing levels for fire departments, the issue of adequate staffing is chalenging. The
most critical component of a protection system is an adequate number of highly trained
and versatile workforce. The North Shore Fire Department, like most fire/lEMS
organizations, faces that challenge through planning and reacting to both emergency and
non-emergency service demands.

If the department was to seek National Accreditation — the highest certification afire

department can obtain — the issue of staffing would be based on “ Standard of Response

Coverage” (SORC). This standard is determined by the community absent any non-

mandatory requirements and consists of analysis of the following seven components:
Existing Deployment
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Community Outcome Expectations

Community Risk Assessment

Distribution Study

Concentration Study

Historical Reliability (addresses simultaneous calls)
Overdl Evauation

What is particularly difficult for those that administer fire/EM S organizationsis the
absence of the second component — community outcome expectations. In most cases,
those that govern and provide funding for fire departments concentrate on the fiscal
aspects of providing that service. Although thisis an essentia responsibility for those that
govern, many do not articulate exactly what level of service they expect. What are
acceptable response times? What level of EMS service do they want to provide to the
citizens? What non-emergency services can the fire department provide to the
community? Thus in many cases the Fire Chiefs- not a unified team of governing
officials and fire department |eadership- determine the SORC for the community.

Governing community officials are constantly faced with the issue that there are more
good community causes than tax dollars to provide those services. Therefore, they strive
to provide as many services at the highest level with available dollars. Absent “citizen
outcry,” elected officials have little incentive or motivation to suddenly change service
levels. Thus, fireand EMS services are a“ quality of life” issue that must be determined
by community leaders.

In the case of the North Shore Fire Department, the founders of the consolidated
department addressed the issue of community expectations. They realized that through
consolidation the seven communities could receive a higher level of service and greater
protection than could be afforded individually. There are many benefits associated with
consolidation, staffing being just one, and this report will address the benefits that
directly relate to the North Shore Fire Department.

This consultant and many in the fire/EM S protection services will refer to National Fire
Protection Association (NFPA) standards as a benchmark, inasmuch as they are one of
few guidelines in determining staffing levels. However, it isimportant to emphasi ze that
NFPA standards are just that -- “standards,” and are not mandatory by law. However, if
an incident were to occur, the community would be judged on its performance as
compared with the NFPA standards. Thisiswhy NFPA standards are sometimes viewed
as adouble-edged sword. The community is not required to meet them, but if a serious
incident occurs (i.e., serious injury or death of afirefighter), the community will be
judged against the NFPA standard. The North Shore Fire Department has made a
concerted effort to meet NFPA standards especially in issues pertaining to
firefighter/medic safety.

To answer the question pertaining to the determination of adequate staffing, the answer

requires community leaders to articulate clear expectations, provide fiscal resources, and
hire highly skilled leadership to implement fire department programs within those
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parameters. Simply stated, staffing levels are determined by community officials who
strive to meet their residents’ desires. Thus, if governing officials expect a four-minute
response time, the current level of staffing is necessary.

Question —Staffing Deployment

Is the existing staffing program deployed in such a way as to maximize
protection?

The fire department has been very aggressive in the utilization of cross-functioning teams
commonly referred to as “ cross-staffed” companies. The advantage of this staffing
philosophy is that on-duty personnel can staff a variety of apparatus that match current
emergency needs. Thereis afine balance of having dedicated units (those having
personnel assigned at al times) and cross-staffed companies.

An obvious disadvantage to the “ cross-staffed” company system is that different
apparatus types must be readily available for the shift personnel to staff depending on the
nature of the emergency. Without question, it is more cost-effective to have multiple
apparatus available for “cross-staffed” company personnel than to staff each apparatus
piece independently. Even with consideration of the high cost of apparatus, career
personnel expenses are the largest budget item for the department.

North Shore Fire Department assigns 36 firefighterss EM Tsto all three shifts. Projected
for 2005 there will be a maximum of 97 days that the department could be above
minimum staffing. In reality, this number will be less because it doesn’t take into account
any unforeseen duty injuries or extended absences. Therefore, projected in 2005 only
26.6% of the time will the department be above minimum staffing of thirty (30)
firefighters/EMTs on duty. At no time will they be at the full 36 shift assignment because
of vacations, sick/injury leave, absences for training, etc. The daily staffing rangeis:

Table 6: North Shore Shift Staffing

EIL|T|M|E|/A|L|E|L|E|M |E|A| BC
111(1|8]2|2|2|3|3[4/8 |5]|5
Battalion Chief 1
Lieutenant 11 1 11|11 1|1
Equip Operator 11 1 11111 11
Firefighte/EMT (2| 1|1 3 2|2 11 |2]|2
Paramedic 2 1 1111
@ Full Staffing |3]3]1] 2 |3]2]|4]4|3|3| 2 |3|2] 1 |36
@ Min Staffing {331 0 [3|/0|3|3|3|3| 2 (32| 1 |30

BC = One Shift Commander is assigned to each shift responding in the command vehicle

Note: This table represents one shift (green) — paramedics might be distributed dlightly different on other
shifts

* One shift both individuals on M84 are paramedics

16



A generd rule of thumb for staffing career employees whose work schedule is 24 hours
on duty, followed by 48 hours off duty, isthat one additional employeeis needed for
every three on shift in order to cover employee absences. Thisis most often referred to as
the four for three coverage. The same rule applies for the department’s “ California’
schedule.

In reality, amore accurate figure for North Shore Fire Department is that they need 0.75
additional employees for every three-shift personnel. This number naturally varies with
the average tenure of the group but better represents the current employee tenure and
benefits received in the North Shore Fire Department.

Therefore, if the department wanted to cover the shift with a minimum staffing of 30
without incurring coverage overtime, they would need 7.5 additional employees per shift.
North Shore Fire Department has only 6 employees per shift and therefore is covering the
additional vacant time by paying employee overtime.

It becomes a matter of simple math to determineif it is cheaper to pay the overtime or
employ an additional firefighter/paramedic. Although thereisaninitia cost to clothe and
equip anew employee, the larger costs are salary and benefits. However, if off-duty
personnel are required to work excessive overtime, it could result in a number of other
problems. Thus, there is abalancing act in determining whether to add staff or to utilize
overtime.

Engine Staffing

Utilizing NFPA 1710 as the industry benchmark, the minimum number of on-duty
staffing to perform fire suppression activities on a single 2,000 square foot residential
structure would be 15 personnel responding within eight minutes of the initial full alarm
assignment. This team should consist of:

1 Incident Commander

1 Incident Command Aid

3 Attack/Support Team

3 Back-up Attack/Support Team

1 Pump Operator

2 Search/Rescue

2 Ventilation Team

2 Rapid Intervention Crew (safety team)

15 Total

Two additional firefighters are required if an aerial device with pump operationsis placed
into service, for atotal personnel count of 17. Therefore, asingle 2,000 square foot
residential fire would utilize 50% (without aerial) of the North Shore on-duty force.

The North Shore Fire Department dispatches the following apparatus and manpower to a

reported structure fire:
2 Engines =6
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Ladder =3
BC =1
Sub Total = 10

If the call isupgraded or received as a confirmed residential structure fire, the following
additional apparatus and manpower responds:

Sub Total =10

Engine =3

ALS Ambulance =2

Rescue (air unit) =2

Total =17

Engine Staffing Comparison

The United States Fire Administration published a document in conjunction with the
National Fire Protection Association in which they compared community popul ations
throughout the United States with the number of career firefighters assigned to engine
apparatus. North Shore non-transient population is approximately 65,000 residents.
Daily transient population (daytime populations) exceeds the resident population by
approximately 50,000 people for atotal of 115,000 people within the district on any
given day. The table below indicates that the North Shore Fire Department is close to the
average staffing of engines when they are at minimum staffing levels.

Table 7: Number of Personnel Staffing Engines

Number of Firefighters 1-2 3 4 50r More | Totd

100,000 — 249,999 Population | 5.5% | 50.6% | 39.6% 4.3% 100%

50,000 — 99,999 Population | 10.0% | 66.0% | 21.4% 2.6% 100%
Source: FEMA US Fire Administration 2002

The North Shore Fire Department falls into the national comparison with most
communities that protect populations of their size by staffing engines with a minimum of
three personnel.

The recommendation by NFPA isthat engines should be staffed with four firefighters
when responding to a reported structure fire. The principle of four personnel assigned to
an engine company has been the topic of considerable research. Significant studies
conducted in the late 80’ s and 90’ s by departments such as the Dallas Fire Department,
Phoenix Fire Department, Seattle Fire Department, and Austin, TX Fire Department have
all addressed optimal engine and/or ladder staffing.

Engine staffing studies were conducted in the above-mentioned cities to evaluate
maximum productivity, reduction of property loss, reduction of extinguishment time, and
reduction of firefighter injuries. The results indicate an improvement in all areas when
four (versus three) individuals are assigned to an engine. Assigning afifth individual only
slightly improved the categories, and did not indicate the degree of improvement that four
(over three) personnel did.
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Although the NFPA 1710 standard indicates that engine companies should be comprised
of four individuals, it does not require that four individuals be assigned to an engine.
Rather, four individuals should perform engine tasks on the fire scene, and they can
arrive on multiple units.

Aerial (Ladder) Staffing Comparison

Using the same national source for staffing of aerial/ladder apparatus as compared to
community populations throughout the United States with career firefighter indicates:

Table 8: Number of Personnel Staffing Aerial/L adder

Number of Firefighters 1-2 3 4 S5or+ NA Total
100,000 — 249,999 Population | 15.2% | 34.5% | 43.0% | 3.6% | 3.7% | 100%

50,000 — 99,999 Populati on 22.2% | 44.4% | 20.6% | 2.9% 9.9% 100%
Source: FEMA US Fire Administration 2002

Once again, North Shore Fire Department is consistent with the national average of
communities that protect similar populations. North Shore will never, nor should they,
staff an engine or ladder with less than three firefighter/EMTs. A two-firefighter engine
or ladder is not adequately staffed to protect the citizens or provide safety to the
firefighters themselves. If death or seriousinjury arose from actions, or lack of actions,
by afire crew of two firefighters arriving on an engine to aworking structure fire, the
consultants would expect serious condemnation from state and federal agencies
investigating the incident.

Recommendation:

The consultants support the staffing methodol ogy and numbers of personnel
assigned to apparatus under the current system and recommends continuation of
that program.

Ambulance Staffing

The Milwaukee County Department of Health & Human Services oversees advance life
support within Milwaukee County. Milwaukee County started providing ALS pre-
hospital carein 1972. Much like North Shore, the benefits of a consolidated program was
obvious to those responsible for developing a “ state-of-the-art” program. Participating
fire departments receive funding to offset expenses of staffing and operating EMS
paramedic units. The core of the program centers on medical control, with several groups
serving as oversight committees. Currently, there are 17 approved ALS unitsin the
Milwaukee County ALS system.

The consultants met with Rob Henken, Director of Milwaukee County Department of
Health & Human Services and John Chianelli, Director of County Health Programs to
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discuss ALS services in the seven communities protected by the North Shore Fire
Department.

The program is funded from property tax and recovery “user” fees. The current funding
formulais:
$6,000,000 — collected in property tax
o $3,000,000 costs of running the program and training
o $3,000,000 divided to the communities by number of ALS units
$6,300,000 — collected in recovery fees — divided to the communities by number
of ALS units.

North Shore Fire Department received $750,000 from Milwaukee County in 2004 as their
portion of recovery fees.

The County EM S Council developed under County ordinance is comprised of County
officias, Municipal reps, Fire Chiefs, Hospital Administrators, private ambulance
providers, and other county agencies. This Council works in conjunction with the
Intergovernmental Cooperation Council (ICC) whose function is primarily funding and to
establish the number of ALS units and their locations throughout the County. Medical
control determines optimal staffing (recommend three personnel on ALS unit),
equipment carried, and training certification requirements.

ALS emergency response districts do not align with municipal boundaries and units are
required to respond as directed from the County Communication Base. Any fire
department and/or municipality is free to add additional ALS units independent of the
County system, but would not receive reimbursement from the County for these units.

What does this mean to the North Shore Fire Department? First, the ambulance,
equipment, and personnel are the fiscal responsibility of each municipality. The
consolidated North Shore Fire Department was authorized as one AL S unit. North Shore
would share in the $9,300,000 pool divided between the total number of ALS units
(currently there are 14 full share and 3 partial share) all of which were approved by the
|CC and County EM S Council.

North Shore Fire Department has elected to staff ALS ambulances with two personnel —
both paramedics — versus the County recommendation of three personnel. In mid 1997,
the North Shore Fire Department experimented with staffing a second ALS and the
County EMS Council agreed to support them with /3 funding reimbursement. Recently,
this reimbursement has been changed to 2/3 and by next year (2006), all 17 ALS units
will receive full share funding.

If the North Shore Fire Department determined it wasin their best interest, they could
create athird ALS unit. Currently, if they desired to sharein the County funding program
they would need approval of the EM S Council —which in effect means the remaining
current 13 full share providers would agree to divide the $9,300,000 County
reimbursement fund by one additional share. In other words, it is most unlikely other
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municipalities would embrace additional division of the reimbursement funds and
diminish their share.

The North Shore consolidation is fortunate to have one of its Board of Directors serving
as chairperson of the EM S sub-committee of the ICC; he has extensive knowledge and
insight into the ALS delivery system.

Beginning next year the ICC EM S sub-committee, in conjunction with Milwaukee
County EMS Council, will be the party that determinesif any additional ALS units will
be recognized. The issue of response zones, training and medical direction are currently
in adiscussion stage. Existing ALS units that have surrendered parts and/or pieces of
their response zones will be penalized a portion of their reimbursement share equivalent
to the size no longer covered. This action will have no negative impact on the North
Shore Fire Department.

Recommendation:

The North Shore Fire Department will soon increase the number of cross-trained
paramedics to 24, which will allow staffing of athird North Shore ALS unit the
majority of the time. The department will have to negotiate County
reimbursement pertaining to this additional unit. Regardless, the consultants
recommend this action.

The fire department should continue to encourage existing employees to seek and
maintain a paramedic certification thus allowing engine companies to function as
paramedic units when needed.

All new hires must obtain a paramedic certification within two years of hireasa
hiring prerequisite. All new hires should be required to maintain this level of
certification throughout employment or be relieved of this requirement by the Fire
Chief.

Paid-On-Call (POC)

At the time of consolidation Shorewood, Whitefish Bay, and Glendale had career
firefighter/EMTs, whereas Fox Point and Brown Deer had a combination of career and
paid-on-call personnel. River Hills and Bayside both operated as Public Safety
departments, using police officers cross-trained as firefighters as well as utilizing public
works employees and afew community paid-on-call individuals.

Today the North Shore Fire Department consists of 118 full-time positions and two part-
time positions. Thisincludes 108 shift personnel and 10 daytime personnel. Thefire
department currently has six paid-on-call members and two additional individuals
undergoing pre-employment medical testing to be activated in August

2005. In addition, the department has two photographers who carry pagers and respond to
significant incidents. No POC members are from the pre-consolidation era.
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There are severa ways the department acquires paid-on-call members -- interested
community members or members who have completed the department’ s cadet program.
These individuals are assigned to either station #2 or #5 as determined through the
contractual agreement with the union. The paid-on-call are utilized on large “working”
fires. The POCs are given radio pagers and respond to the assigned fire station to become
part of ateam that staffs the reserve apparatus.

Cadet Program

The North Shore Fire Department established a cadet program in 1996 for junior and
senior high school students from schools in the North Shore areainterested in the
firelEM S profession. Cadets have the opportunity to obtain certifications in Firefighter |
& Il and EMT- Basic from the Milwaukee Area Technical College. The majority of the
fire department’ s paid-on-call members (currently three of six — soon five of eight) came
from this program.

Question — Reduce On-duty Personnel
Could the fire department function with fewer personnel?

Any reduction in the current suppression/EM S staff would result in areduction of service
somewhere within the protection district. If the expectation of the Board of Directorsisto
have at a minimum an ambulance and an engine in each of the five fire stations and meet
the national standards of a four-minute maximum response travel time, the current
minimum staffing should not be reduced.

Reduction of on-duty personnel below the current levels would mean the elimination of
one or more response units. The Board of Directors would need to determine which
community would receive diminished service. In addition, it isimportant to remember
that projected in 2005, the fire department will have a maximum of 96 days where they
will be above minimum staffing of 30 on-duty personnel, assuming no injuries or long-
term illnesses.

The North Shore Fire Department provides both fire and EM S protection. Purely in an
attempt to demonstrate the benefit of combining both services within one organization,
the consultants examined what resources would be needed if one of the major fire
department functions, suppression or EM S, were to be eliminated and thus only
responsible for providing one service.

If the department were to eliminate the responsibility of EM S and concentrate only on
fire protection services, this model would require a minimum of:
Four Fire Stations — all the existing stations would have to be relocated and
existing Station #3 and Station #4 would be consolidated
Six Engines—four front line and two reserve
Two Aeria Apparatus — strategically located
One Squad — extrication, air supply, equipment
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Specia Team — Hazardous Material, Below Ground Rescue, Water/lce Rescue,
Nine Vehicles— Chief, Deputy Chief, Shift Command, Utility, Training,
Maintenance, 3-Fire Prevention.

96 Suppression Personnel

11 Personnel — Administration, Shift Command Fire Prevention, Training,
Maintenance, Administrative Assistance, and Comptroller

If the department were to eliminate the responsibility of fire and concentrate only on
EMS (assuming no partnership with the private sector), this model would require a
minimum of:

Five Ambulance Stations — one greater than the fire model due to the probability

of simultaneous EM S incidents

Seven Ambulances — five front line and two reserve

60 Paramedics — three on each unit + 1 to cover time off

Three Vehicles— Chief, Training/Maintenance, Utility

Five Personnel — Administration, Training, Maintenance, and Comptroller

No one suggested the department eliminate one of its major functions; rather, the above
examples demonstrate the number of resources needed if the department had a single
focus. The current staffing level should not be reduced if the current level of serviceis
desired throughout the district.

Recommendation:

Daily staffing of the North Shore Fire Department should not be diminished
below the current minimum daily on-duty staffing of 30.

Question — EMS versus Fire Model
Would staffing change if the staffing model emphasized EMSversus fire?

An EMS versus fire model would require the same number of on-duty personnel — but
apparatus staffing would change. The standards of response times are identical for fire
and EM S incidents and cross staffing is the most prudent utilization of personnel.

Among national organizations of Mayors, Village Presidents and Administrators the topic
of EMS versus fire model is very vogue. Although it is philosophical in nature, the
premise is fundamentally a sound question. Inasmuch as the magjority of fire department
activitiesinvolve EMS (71% of North Shore total callsin 2004) why should the model by
which the fire department is primarily based be on fire, with EM S considered as a
secondary service?

Many who question the current model suggest that fire apparatus could be centrally

located in one or several locations throughout the district; whereas EM S (ambulance
station only) would be distributed in more locations. It is cheaper to purchase, maintain,
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and equip ambulances than fire apparatus. There are incidents where EM S-only stations
might increase medical intervention times. However, the national standard for EM S and
fireinitial response times are identical, and any extension of fire response time beyond
acceptable national standards could have a negative impact on the community including
their ISO ratings.

Others who question the model recognize that it is prudent to have personnel cross-
trained as both firefighters and paramedics, which allows a community to provide the
highest level of pre-hospital emergency care within the most efficient and cost-effective
means.

Although the fire service has many attributes, change is not one of them. The fire service
has not aways approached change eagerly or agreeably. The author of this study recalls
the day when the sole perceived purpose of the fire department was to extinguish fires.
EMS simply was not a concern. But as needs changed, the fire service found themselves
adapting to community needs not provided by other providers.

For thefire service to globally position themsel ves--and more importantly perceive
themselves--as EM S being their primary mission, an enormous culture change would
have to occur. It is not the author’ s intent to have a philosophical debate about this
premise — rather it is to assess the North Shore Fire Department’ s approach to EMS.

In redlity, the fire department has modeled itself as an EM S model. It has appropriately
placed an ambulance in each of the five stations along with fire apparatus and cross-
trained personnel. It has, far better than most, positioned itself to address the increasing
transition to EMS calls. It begins with the Fire Chief’ s approach to cross training and
cross staffing, not overly embraced by most fire organizations. Clearly, the intent of the
Fire Chief isto increase the number of paramedics in the department so they can be
distributed across the protection district on multiple apparatus, thereby improving ALS
intervention time.

It isimportant to remember the communities need a certain degree of fire protection
independent of EM S demands. Therefore, the department has designated four engines
and one ladder for that purpose. The other remaining engine and two ladders are “ cross-
staffed” company apparatus matching to the emergency need. An areafor consideration
would be the designation of athird dedicated Med ALS unit, highly recommended by the
consultants.

Although it might appear inefficient from an initial impression to have an engine or
ladder respond to an EM S call, the protection system must be viewed in its entirety. The
department attempts to match its resources with service demands. However, when the
primary unit is unavailable, or another unit is closer, it is prudent to send the closest unit
regardless of the type of apparatus. For example, if an engine can arrive prior to an
ambulance on an EM S incident, it serves the best interest of the patient.
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However, currently the department has only one designated Med AL S unit and one
dedicated ambulance — A5 (Med 81 isan ALS unit but the individuals assigned to this
unit are cross staffed with other apparatus). Inasmuch as 71% of all emergency activities
are EMSin nature, it accounts for the fire department leadership’s desire to increase the
number of ALS units.

Recommendation:

The fire department should have a second dedicated Med ALS unit at al times
and strive for athird Med ALS unit. Currently, Med 81 isan ALS unit but the
personnel are cross-staffed to other apparatus at that station and therefore this unit
is not dedicated although often available.

The fire department should eliminate one ladder company. The extrication
equipment should be placed into a smaller squad type vehicle, which will be
discussed in the apparatus section of this report.

Question — Additional Personnel
Isthere a need for additional staff in the future?

Asin most studies, those that govern adamantly indicated there is no need for additional
staff. For those that provide the service, especialy the firefightersand EMTSs, thereis an
immediate need to increase staffing. Each side feels strongly about their position.
Citizens are demanding greater accountability for their tax dollars and efficiency by those
that provide services. Concurrently, citizens are not willing to provide additional monies
for those services and in many cases are reducing existing funding without accepting
diminished services.

For the consultants to answer the question about future staffing needs, they must first
assess the expectations of those that govern, current utilization of personnel, demand
trends for emergency and non-emergency services, and the appropriate size of the
administration of the organization.

Unique to the North Shore Fire Department is that the members of the governing board
are heads of acommunity (Village President or Mayor). Perhaps no onein the
community understands the culture, needs, and political climate of the community better
than this group of individuas. The Fire Chief is extremely fortunate to have direct access
to this group of influential leaders.

Statistical data of emergency response by the fire department appears to be stable with
moderate fluctuations from year to year with no significant trends of growth over the long
term. Although the area will experience renovation of existing businesses along with
some growth of new businesses and residents, the fire risks will remain — for the most
part — consistent for the foreseeable future. However, it is most probable that EMS
incidents will continue to increase as the district population ages.
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When the fire department places the third dedicated Med ALS unit in service, two
additional paramedics per shift will be required. Thiswill raise the minimum staffing to
32 on-duty shift personnel per day. However, the number assigned to each shift
(maximum) will need to increase by three to 39 per shift. Asdiscussed, it takes an
additional .75 employee for every three assigned to a shift to cover absences.

Current Problematic Staffing Area

Areas the consultants have identified as problematic for the fire department are in the
division of training and the sequence of promotion from company officer (Lieutenant) to
Shift Commander (Battalion Chief) — a significant change in responsibility and
expectations.

One Battalion Chief isresponsible for coordinating all training activities for the
department. The responsibilitiesinclude: EMS liaison with the Milwaukee EM S
paramedic system; EMT refresher training — including Bayside Police Department —
through Milwaukee Technical College; documentation of al training records; ensure
employee certifications are current; curriculum development; development of training
manuals; instructor guides and lesson plans; fire suppression, fire ground tactics; advance
skill training; and departmental safety.

The administration of the training program consumes the majority of thisindividual’s day
especially since coordination must occur between the three shifts and five fire stations.
Training schedules are posted and training classes are recorded at the company level, but
not for each individual. Therefore, assurance that any particular individual received the
training, or the ability to identify individuals who missed training, is not presently being
recorded.

The consultants identified a legitimate need for proficiency training to ascertain
individual skill level —beyond the company level — and the ability to provide remedia
training for individuals or companies that demonstrate deficiencies. Even if the Battalion
Chief’ sworkload allowed him to identify deficiencies in either fire or EMS, there are no
remedial curriculums to address these issues.

In the event of afirefighter/EMT serious line of duty injury or death, the department
would be required to show documentation that the individual had received training in the
evolution in which the injury occurred. The department would need to produce a written
curriculum, documentation of who taught the training including the qualifications of the
instructor; attendance record signed by each participant — not a name check off sheet; and
aproficiency check sheet to show the individual was competent in performing the
evolution.

Timely post incident briefings (critiques) after a significant event are being conducted

and are essential in assessing current standard operating procedures and future training
needs. However, these critiques need to include mutual aid companies and/or off-duty
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recall personnel. Training with neighboring departments should not be limited solely to
critique of major events.

Another area not being accomplished is officer training or a mentoring program. These
types of programs can enhance the quality of leadership and management throughout the
organization.

With the ever-increasing EM S demands and the associated recordkeeping of
certifications, the division could easily justify a second individual assigned to the training
division. The second individual would hold the rank of Captain — atransitional step to
Battalion Chief (discussed below) — and the training responsibilities could be divided as:

Battalion Chief — responsible for the administration of the training division;
evauation of individual/company proficiency; identification of remedia training
needs; introduction of new and/or changing technology; interagency training
functions; and special assignments as directed by the Fire Chief.

Captain — responsible for al lesson plans — new and update; training manuals;
responsible for all training records; instructor’ s guides; coordination of fire
suppression/rescue and EM S training; and assignments as directed by the Fire
Chief.

Perhaps even more beneficia to the fire department as aresult of the added position isthe
creation of a Captain’s position to address the gap in job responsibilities from Lieutenant
to Shift Commander (Battalion Chief). In the future, the transition from shift Lieutenant
to Battalion Chief would require fulfillment of the Captain position in the training
division. The Captain position would be a 40-hour per week assignment, which most
likely would not be embraced initially by most shift personnel, but does afford the
individual an opportunity to gain a different and valuable perspective on other aspects of
fire department operations. This perspective is not often afforded to those assigned to
shift and essentia for those joining the upper level management team.

The position of Captain should not be only limited to training. This position should be
introduced to a broad spectrum of activities and responsibilities of administering afire
department. This experience will be extremely beneficial in giving a broader perspective
to the responsibilities of Shift Commander.

Recommendation:

The fire department should create a single position of Captain and assign this
individua to a 40-hour workweek with primary responsibility in training but not
limited solely to that purpose.

Transition to the position of Shift Commander (Battalion Chief) would require an
individua to serve as a Captain until which time the Shift Commander position
becomes available.
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Other Staffing Issues

From January 1, 2001 through December 31, 2004 the department has had the following

number of personnel |eave the organization.

Table 9: Reason Why Employees L eft Department

Reason For Leaving Number
Retirement 12
Disability 4
Job Change 3
Dismissal 1
Death (off-duty) 1
Total 21

The mgjority of individuals leaving the organization did so because of retirement. This
loss of experienced firefighter/EM S personnel is not abnormal for an organization this
size; however, it does show the need for continual training to ensure that the quality of

service can be maintained.

Another consideration for turnover is the number of individuals who could, if desired,
retire from the organization within the next three years. Twenty-five individuals have the
age and years of service to retire within the next three years representing 21.2% of the
department. Thisisasignificant number and enforces the need to add resources to the
training division and have the fire administration continue its succession planning.

Table 10: Age Category

Age Category Number
50 — 59 years 12
40 — 49 years 43
30 -39 years 45

20-29 years 14
Total 114

Recommendation:

The fire department must plan and continue to place emphasis on mentoring and
training of personnel in order to fill the knowledge and experience void created if
21.2% of the workforce chose to retire within the next three years.
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Apparatus

The interviews raised many interesting questions pertaining to apparatus and its usage.
The entire Board of Directors felt the fire department had an ample amount of apparatus,
however, their opinions on apparatus usage were very diverse. Therefore, the consultants
will address the following questionsin this section:

Does the fire department have adequate and the proper type of apparatus; doesit

align with the community risks?

|s the apparatus properly distributed?

|s the appar atus deployed appropriately for maximum efficiency and cost-

effectiveness?

How should capital funding for apparatus be addressed?

|s the appar atus replacement schedul e appropriate?

Isthere a need to add or remove apparatus in the future?

If the model of service protection was changed from a fire to EMS based

philosophy, would the apparatus change drastically?

Align Apparatus to Community Risk

Does the fire department have adequate and the proper type of apparatus; doesit
align with the community risks?

The North Shore Fire Department is challenged with a variety of risks unseen by many
fire departments. The protection area has avariety of industrial, commercial, mercantile,
apartment, residence (small to very large), specia needs areas such as nursing facilities,
hazardous material, etc. There are densely populated areas adjacent to the City of
Milwaukee in which one unfamiliar with the area could not distinguish, from afire
potential perspective, between the two communities. In contrast, there are areas that have
no public positive water systems (fire hydrants) in which very large expensive homes,
widely separated from each other, are the norm. Many areas have restricted egress that
requires responding apparatus to travel greater distances to reach. In addition, Interstate
43 traverses the entire district.

Therefore, the consultants believe the fire department has addressed the vast diversity of
community risk by maintaining the following apparatus and support vehicles:

Engines =8 (5 front line + 3 reserve)

Tanker =2

Aerid =3

Ambulances =6 (2 paramedic + 3BLS + 1 reserve)

Rescue =2

Staff =9 (chief, DC, shift command, fire prevention)
Utility =1

Trailer =1 (special operation + Hazardous Material)
Boat =1 (inflatable)
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Apparatus Deployment
|s the apparatus properly distributed?

Apparatus placement is always somewhat fluid to meet specia or unique needs. The issue
of distribution of apparatus is ultimately linked to staffing. Although staffing is addressed
in aseparate section, it is necessary when examining issues pertaining to apparatus that
consideration to the department’ s staffing philosophy is taken into account.

The two major philosophies of apparatus staffing are:
Personnel are fixed to a particular type of apparatus and the personnel remain on
that apparatus throughout the duration of their shift. Under North Shore Fire
Department staffing, this model would require fewer vehicles. For example, each
station would not have an engine. Rather, the department would staff fewer
engines and strategically locate them throughout the entire district. Emergency
engine response time would increase to certain areas of the district but the
personnel would aways remain with the engine.
Cross-train on-duty personnel allowing them to provide a variety of services
(firefighter and/or paramedic). This model requires additional apparatusin order
for the duty personnel to “cross-staff” (staff) the proper apparatus associated with
the type of emergency. Under this model, the North Shore Fire Department
would place afire engine in each station along with other types of apparatus (i.e.
ambulance). The personnel assigned to the station could not staff al the
apparatus simultaneoudly; rather, they would respond in the most appropriate unit
to match the emergency need.

The North Shore Fire Department uses a combination of the above two staffing
philosophiesin order to maximize the versatility and expertise of their personnel. Further,
the department ensures there are designated units available to cover the companies that
are “cross-staffed” to multiple apparatus.

“Cross-staffed” company staffing to corresponding apparatus:
Station #1 — Ladder 1 personnel also staff Tanker 1 or Med 81
Station #2 — Engine 2 personnel also staff Ambulance 2
Station #3 — Ladder 3 personnel also staff Ambulance 3
Station #4 — Engine 4 personnel also staff Rescue Boat
Station #5 — Ambulance 5 personndl aso staff Tanker 5 or Rescue 5

“Designated” (staffed assigned to apparatus and remain throughout the shift) apparatus
includes:

Engine 1l

Ladder 2

Engine 3

Med 84

Engine 5
For practical purposes, Engine 4 is*“ cross-staffed” with the boat, which is seldom utilized. Thus, in reality,
it isa designated unit.
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The use of “cross-staffed” companiesiswell established in the fire service but somewhat
uncommon in organizations the size of the North Shore Fire Department. The reason
larger departments minimize the use of “cross-staffed” companies has been due to high
volumes of emergency calls, which necessitates the need for designated units. Thereisa
delicate balance of designing a protection system that maximizes personnel without
encountering excessive apparatus Costs.

North Shore's combination staffing method requires the fire department to provide a
minimum of one engine and one ambulance in al five fire stations. Other apparatus
(aerid ladders) are strategically located in a manner that allows for the fastest response
throughout the district. Therefore, the distribution of apparatusis very appropriate for the
staffing method utilized.

Recommendation:

The consultants support the use of the “cross-staffed” company concept in the
North Shore Fire Department as the most cost-effective and efficient use of the
personnel. The department should continue to encourage additional members to
obtain and retain the EM S certification level of paramedic. Therefore, the
department has distributed the apparatus in a manner that best compliments the
on-duty staffing.

Efficient Use of Apparatus

|s the appar atus deployed appropriately for maximum efficiency and cost-
effectiveness?

One might assume that if the apparatus is properly distributed, the answer of deployment
would be academic. Unfortunately, thisis not the case for the North Shore Fire
Department. The issue of deployment of the apparatus is a concern for several Directors.

The concerns were primarily based on the use of aerial apparatus responding to EMS
calls. Without question, aerial apparatus is the most expensive to purchase, maintain, and
use for the fire department. Turning radius is a significant concern along with the weight
and size of the apparatus in residential neighbors. Excessive utilization of aerial apparatus
shortensits life expectancy. Aerial apparatus assigned to initial EM S response will

greatly shorten itslife span.

The consultants have learned that there is no larger misconception about the purpose and
use of fire apparatus than aerial apparatus. Individuals not associated with afire
department assume the major function of aerial apparatus is to reach tall buildings.
Obvioudly, thisis one of many functions designated to aerial apparatus. However, aerial
apparatus is also used for ventilation, forcible entry, and a safer working environment for
personnel. North Shore Fire Department also places extrication equipment on the ladder,
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which then requiresit to respond to vehicle accidents that involve, or could involve,
entrapment.

The challenge facing North Shore Fire Department is to determine if it would be more
cost-effective and efficient to remove the extrication equipment from the aerial apparatus
and placeit on asmaller “squad” (multi-purpose equipment and special needs) type
vehicle or continue to use the aeria apparatus? Smaller pieces of extrication equipment
should be carried on engines and the larger extrication equipment (air bag system,
cribbing, etc.) should be carried on the squad.

Recommendation:

The consultants recommend that the department replace one aeria apparatus with
asquad, which would carry the mgjority of extraction equipment and specialized
tool s/equipment. Lesser extrication equipment could be moved to engines, thus
completely eliminating the need for aerial apparatus to respond to motor vehicle
incidents.

The sguad vehicle can serve multiple purposes including extrication and
specialized equipment needs, transporting additional fire/EM S personnel to
emergencies, provide air filling of firefighter’s protective breathing apparatus at
the emergency scene, and a host of other functions. Squads are often referred to as
a“closet on wheels’ of specialized equipment.

Apparatus Capital Fund
How should capital funding for apparatus be addressed?

There was a difference of opinion by those interviewed if a Capital Apparatus Fund
exists. The mgority of the Board noted the lack of a capital fund for replacement of
major apparatus. However, the department does have a reserve fund which represents
10% of the yearly operational budget. Some indicated that this fund could serve as a
replacement fund.

The intended purpose of this reserve fund was to ensure the department had the fiscal
capability to address unforeseen/unschedul ed expenses that might arise throughout the
year. The recommendation of establishing this reserve came from the fire department
auditor. If money isleft at the end of the year, it isrolled over into the next year’ s reserve
fund. At the writing of this report, there was approximately $1.2 million reserve dollarsin
this fund.

This issue becomes more confusing inasmuch as the department publishes a Capital
Equipment Plan, which in reality is a suggested plan and is not funded. The plan —
developed by the Fire Chief — recommended that approximately $317,000 per year
should be placed in an interest bearing account in order to have funding for replacement
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and/or new apparatus in the future. The Capital Equipment Fund has not been
implemented.

Everyone interviewed acknowledged thisis asignificant problem and will become
increasing problematic as the current apparatus approaches its life expectancy. The North
Shore Fire Department does not have bonding authority and although treated by the seven
municipalities as the “eighth municipality” it lacks the taxing and bonding authority the
others enjoy. Two communities (Whitefish Bay & Bayside) have done bonding for the
department in the past.

The fire department is living on borrowed time on the issue of a capital replacement fund.
There are two potential solutions:
The department creates a capital apparatus replacement account, which would be
funded by the seven communities as part of the Capital budget. The monies
accumulated in this account should, in theory, draw sufficient interest to offset the
manufacturer’ s annual increase in apparatus costs. Without question, this will not
be a popular option for the seven municipalities.
The department should investigate |easing new apparatus. Although the overall
cost of the apparatusis similar, the one-year impact on the budget is not. This
option would aso involve creating an additional budget line and become part of
the overall expense of operating the department.

An additional benefit of leasing apparatus is the ability to replace apparatus to
take advantage of apparatus technology and/or safety innovations without
incurring the significant one-time expense.

Regardless of the method chosen by those that govern and administer the fire department,
thisissue must be addressed. The department is living on borrowed time with its
apparatus and a single tragic occurrence where a piece of apparatusis lost would be
fiscally devastating to the department.

Recommendation:

The Board of Directors should add the component of Capital Equipment into the
existing formula and begin funding this need.

Apparatus Replacement
|s the appar atus replacement schedul e appropriate?

As aready noted, the fire department addresses the issue of apparatus replacement with a
written amortization program, but the program is not funded. Like most fire departments,

the replacement program (Capital Equipment Plan) takes the current cost of the apparatus
and dividesit by itslife expectancy to figure out how much money should be set aside for
replacement each year. For example, staff vehicles are listed at a cost of $25,000 and
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have alife expectancy of seven years —thus $3,572 a year should be set aside for
replacement.

As noted in the previous section, funding of the Capital Equipment Plan would require
approximately $317,000 a year to be placed into an interest-drawing account to have
monies available for apparatus replacement. Each year this fund goes unfunded it
increases the amount of money the department must find from another source to replace
the apparatus. Thisis compounded by the fact that the fire department is utilizing some
apparatus that has far exceeded its life expectancy.

Apparatus life expectancy varies greatly based upon usage, preventive maintenance,
environmental factors, and the community’s ability to generate replacement funds.
Another significant factor in equipment replacement is the rapidly changing technology,
much of which isdirectly related to firefighter safety. Therefore, apparatus technology
becomes a factor when considering replacement.

NFPA 1901 “ Standard for Automotive Fire Apparatus’ sets the standard for new fire
apparatus used in any aspect of fire protection. Although at one time there was discussion
of astandard of life for apparatus, the efforts were abandoned because of the diversity of
apparatus usage throughout the country. However, the standard does address the need to
replace or renovated any apparatus that is 24 years old or greater.

Replacement Schedule

Although there are no standards that give recommendations as to how long a given piece
of apparatus should remain in service, one can compare life expectancy to other like
organizations. The consultants have written a number of replacement schedules and when
doing so take into account a number of factors including but not limited to: frequency of
usage, engine hours, type of usage, preventative maintenance programs, maintenance
records, odometer readings, technology changesin current apparatus, and genera
appearance.

Listed below is atable that indicates the life expectancy of apparatus determined by the
fire department as well as the recommended life expectancy noted by the consultants.

Table 11: Replacement Schedule

Apparatus Type North Shore Recommended
Engines 20years | 15yearsfront line+ 3to 5 yearsreserve
Aerids 20years | 20 yearsfront line+ 3t0 5 yearsreserve
Ambulances 7 years 7 yearsfront line + 2 yearsin reserve
Squads - 15 yearsfront line + 3 to 5 years reserve
Tankers 20 years 20 yearsfront line + 3to 5 years reserve
Vehicles 7 years 7 years - no reserve




The fire departments two reserve engines are E-22, which is 25 years old, and E-25,
which is 27 years old. Both far exceed the recommended usage of thistype of apparatus
by the consultants.

Recommendation:

There is an obvious need to fund the Capital Equipment Plan regardlessif the
department chooses to replace apparatus through purchasing or leasing.

Engine life expectancy for engines should be based on a maximum of 15 years
front line with three to five yearsin reserve if condition of the apparatus warrants.

Future Apparatus Needs
Isthere a need to add or remove apparatus in the future?

The amount and distribution of apparatus has already been noted in this section.
Statistical emergency response data shows an increase since 1995 of 8.2%; however, the
fluctuation over that same ten-year period has no rhythmic pattern — a high of a 10.8%
increase one year and a decrease of 7.2% another year. Therefore, the data suggests that
the emergency response load will remain somewhat consistent in future years.

Nationally, fires have decreased by 17.8% in aten-year period or approximately 1.8%
annually. (Source: Federal Emergency Management Agency —U. S. Fire Administration — National Fire
Data Center — Firesinthe U. S 12" ed.) There are no definitive national figuresfor EMS.
Unlike police and fire that have national reporting systems reporting, EMS statistics are
not yet required. EMS is recorded at most state levels but there is no consistency asto
how the datais obtained and/or interpreted. The consultants have reviewed EM S trendsin
this multi-state area and the data suggests that emergency medical services are increasing
an average of 6.4% annually. (Source: National Fire Protection Association — from Protecting
Emergency Responders, Vol. 2). This data suggests that although the total number of calls
might not change significantly in the future, the distribution between fire and EM S might.
The department isjustified in their attempt to increase the number of paramedics and
consider afuturethird Med ALS.

There was concern by some interviewed that an additional tanker is appropriate for the
non-hydrant areas of the district. Currently there are two tankers (Tanker #1 & Tanker
#5); each carries 3,000 gallons of water. In order for the fire department to receive a
Class 2 classification by 1SO, they had to demonstrate that they could flow 500 gallons of
water a minute for two uninterrupted hours by tanking water to an emergency scene. This
standard was met by an actua flow test, which involved North Shore and other area
departments' tankersto provide the required flow.

The fire department has the capability of delivering 12,600 gallons of mobile water to an
emergency scene using only North Shore apparatus.
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Recommendation:

The department has experienced significant repair costs to one of its aeria
apparatus (L-3). Thisunit is currently 15 years old. Ladder #3 should be placed in
reserve and replaced with a“ Squad” type vehicle that would carry the majority of
the extrication equipment, tools and specialized equipment utilized at accident,
rescue, and fire scenes. The squad could be utilized as avehicle to provide
additional personnel to an emergency scene.

It is appropriate for the fire department to have two aerial apparatus strategically
located within the district.

The fire department should strive to staff athird Med ALS paramedic unit.

The consultants do not recommend that additional water tankers be added to the
fire departments apparatus inventory.

Question — Apparatus Change

If the model of service protection was changed from a fire to EMS based
philosophy, would the apparatus change drastically?

No — the changes would be superficial in nature. For example, currently the fire
department designates “ cross-staffed” companies as the personnel that staff engine 2.
These individuals aso “ cross-staffed” to ambulance 2 if needed, and the personnel that
staff ladder 3 will “cross-staffed” to ambulance 3 if needed, etc. This current listing of
“cross-staffed” companies by the fire department might give the impression the emphasis
ison fireand not EMS.

Would the actual results change if the department phrased “ cross-staffed” companies as
the personnel on ambulance 2 will also “cross-staffed” to engine 2 etc.? In redlity, the
staffing is the same, but perhaps the perception or emphasisis different.

The consultants have already recommended the elimination of one aerial apparatus to be
replaced by a squad vehicle. The fire department has an appropriate number of reserve
apparatus; therefore, greater emphasis on EM S would not change the fire resources
needed.

What has been recommended, and would indicate a different emphasis on emergency
response, is the dedication of athird Med ALS unit. It would also be advantageous that
future employees are required to be certified as afirefighter and as a paramedic at the
time of employment. Thiswould allow the majority of personnel to be rotated through
the different apparatus. Some fire personnel would not embrace this recommendation
inasmuch as ambulance responses are usually greater in number than engine and/or aerial
apparatus responses on any given shift. Running EMS calls continuously is difficult;
however, the paramedics benefit from the ability to utilize their skills on actual
emergency situations.
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Paramedics that are removed from patient contact for extended periods often recognize a
decrease in their medical treatment intervention skills. Although paramedic programs
have continual training and require practicing of paramedic skills on simulators and
manikins, patient contact is essential. Rotation of personnel on primary apparatus
assignment is beneficia to the overall operations of the department.

Recommendation:

The department should continue to increase the number of certified paramedics
and rotate paramedics between apparatus to afford the maximum exposure to the
diversity of the job to as many individuals as possible.
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Fire Stations

This section will address issues pertaining to station facilities, which will include station
placement, mapping of travel distances as related to time and 1SO standards, response
time comparison to national standards, North Shore Fire Department response time data,
and the number and condition of the existing station facilities.

There were several issues raised by the Board of Directors pertaining to fire station
facilities:
Are the current stations placed in the most strategic location to provide adequate
emergency Service coverage?
If the North Shore Fire Department were to model their emergency response on
EMS versus fire philosophy, would the location of fire facilities radically change?
Isthere a need for fivefire stations? Could that number be reduced without
significant adver se affects?
Arethe existing fire station facilities adequate for today’ s fire/EMS needs?

Currently, the North Shore Fire Department provides fire/EM S services to the seven
communities from five locations:
Headquarters (Station #1) — 4401 W. River Lane, Brown Deer — owned by the

North Shore Fire Department

Station #2 — 5901 N. Milwaukee River Parkway, Glendale — owned by the North
Shore Fire Department

Station #3 — 3936 N. Murray Avenue, Shorewood —owned by the Village of
Shorewood

Station #4 — 825 E. Lexington Boulevard, Whitefish Bay — owned by the Village
of Whitefish Bay

Station #5 — 665 E. Brown Deer Road, Bayside — owned by the North Shore Fire
Department

At the time of consolidation (01/1995), each of the seven communities had an
independent fire department with River Hills and Bayside utilizing a public safety
department. Public Safety is a department in which employees are cross-trained to
provide police, fire, and EMS activities. After the consolidation, fire/EMS services were
provided from five locations as listed above. River Hills and Bayside continue to utilize
their facilities for the police department.

Moving afire station can be a very traumatic occurrence within a community. If an
existing fire station is moved further from “my residence,” the perception is“my
protection” has diminished, wheress, if the fire station is moved closer to “my residence,”
the perception is “my protection” hasimproved. Everyone wants afire station near them;
however, no one wants a fire station next door or across the street from them. Perhaps the
best quote from one of those interviewed pertaining to the relocation of fire facilities was,
“1f we could anesthetize all the citizens we could consider relocation of facilities.” This
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statement underscores the emotions that can be encountered when relocating afire
station.

In September 2004, the fire station located at 7300 Santa Monicain Fox Point was
relocated north into the Village of Bayside. Not surprisingly, this move was highly
debated with strong emotions on both sides of the issue. The reason for this relocation
was the need to improve response times to that area while concurrently maintaining
acceptabl e response times within Fox Point. This strategic move by the North Shore Fire
Department emphasized the department’ s commitment to globally addressing response
times while assuring each community’s protection did not diminish.

Consideration was given during the beginning phases of consolidation (prior to 1995) to
consolidate the fire stations in Shorewood and Whitefish Bay. The consultants will
discuss thisissue later within this section.

Question — Station Placement

Are the current stations placed in the most strategic location to provide adequate
emergency service coverage?

Response Time Consider ation — although many factors must be considered when
discussing the location and/or relocation of fire/lEM S facilities, perhaps the most
significant factor pertains to response times of emergency apparatus. To answer the
guestion of adequate service coverage — one must first determine the expectations of
response times of emergency apparatus by those that govern and administer the fire
department.

Prior to the NFPA 1710 response time recommendations, the North Shore Fire
Department utilized a five-minute response standard. Since the adoption of 1710 by the
NFPA in 1999, the department has attempted to meet the NFPA 1710 four-minute travel
time standard without adopting the standard in its entirety.

Response time is a cal culated measurement used to determine fire department
effectivenessin responding to emergencies. Longer response timesto fire and
emergency medical calls can have asignificantly negative impact on the outcome of any
emergency.

Thereisadirect correlation between response time to fires and the outcome of those fires
on life and/or property loss. It can be argued that response time to EMS incidentsis as
important, if not more, than response to fires. NFPA 1710 has established benchmark
response and/or travel times for fire departments for both fire and EM S incidents, which
require the first responding unit to arrive at the scene of the emergency within four
minutes from time of dispatch 90% of the time.
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The Insurance Services Office, Inc. (1SO) — the leading underwriting information service
for the insurance industry — does not identify a standard response time in minutes when
rating fire departments but uses travel distances as their standard.

Unless acommunity utilizes the new NFPA 1710 standard as a benchmark, the
acceptable response time is the time the community iswilling to accept as a matter of risk
management. Levels of public safety are truly a“quality of life” issue in acommunity.

The misunderstanding of response time is also compounded by the fact that most
departments erroneously consider response time to be the time it takes responders to
arrive at the scene of the emergency from the time the fire department was notified. In
actuality, this criterion only defines two components of the overall response time: the
turnout time and the travel time.

The actual measurement of response time must be atotal system understanding of all
components of response time, including:

1. Detection Time: Thetime it takes to detect the emergency incident and dial 9-1-1.

2. Notification Time: Thetime from when the call isreceived by dispatch to the time
the department is notified.

3. Turnout Time: Thetime it takes personnel to arrive/prepare and leave quarters after
notification.

4. Travel Time: Thetimethefirst fire apparatus leaves the station to the time it reports
on the scene.

5. Mitigation Time: Thetimethe first apparatus arrives at the scene to the time when
actual extinguishing/treatment efforts begin.

1. Detection time. Thisfirst component is considered to be uncontrollable by the fire
department. There are however, requirements related to fire detection that some
communities encourage commercia properties to follow. Communities that require
automatic detection systems should have the alarm electronically sent directly to the
communication center versus athird party. This can often reduce the time it takes for the
fire to be detected and the time it takes for the department to be notified.

2. Notification time. All 9-1-1 calls originating in the North Shore response area are
received by, or transferred to the North Shore Public Safety Dispatch, which dispatches
the appropriate fire/EM S units. Under NFPA 1221, dispatch time cannot exceed 60
seconds.

3. Turnout time. Thetime it takesthe fire/EMS personnel to dress themselvesin their
protective clothing and equipment and staff the emergency unit cannot exceed 60 seconds
under NFPA 1710. The turnout time for the North Shore Fire Department is within these
requirements. Fire departments have significant control over this component of the total
response time figure.
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4. Travel Time. This represents the actual time it takes the apparatus to drive from the
fire station to its arrival at the emergency scene. Weather conditions and traffic
congestion will be afactor in the length of time it takes the apparatus to arrive on the
scene. Unfortunately, the North Shore Fire Department does not utilize pre-emption
intersection traffic control signal interruption in order to improve response times and
apparatus safety.

5. Mitigation Time. On EMS incidents, mitigation time represents the time the first
emergency unit arrives to when patient treatment begins. In the case of afireincident, it
represents the time from arrival of the first fire apparatus, to when actual
mitigation/extinguishing efforts begin.

Before fire mitigation can begin, the following standards must be considered: NFPA, and
Occupational Safety and Health Administration (OSHA) regulation 29 CFR 1910.134
paragraph (g) (4). These standards outline the “Procedures for Interior Structural Fire
Fighting,” which dictate the number of fire fighting personnel required to be assembled
on the fire ground prior to any interior fire fighting efforts. This standard requires two
stand-by personnel and two fire suppression personnel on-scene prior to the
commencement of interior fire suppression activities. Thisruleis commonly known in
the industry asthe 2 In/2 Out standard. This standard appliesto all career, paid-on-call,
and volunteer departments.

Recently, Milwaukee television station (WTMJ) ran an investigative report on areafire
department response times, utilizing the fire departments’ own response data as submitted
to the State of Wisconsin. The news reporter utilized the NFPA 1710 standard as the
benchmark that requiresinitia arrival of the first emergency unit within four minutes
90% of the time. The North Shore Fire Department, as did the City of Milwaukee Fire
Department, met this standard, whereas, the vast magjority of other departments within a

multi-county area were unable to meet the standard.
(Note: The report utilized a six minute response time which included the one minute notification time, one
minute turn-out time, and the four minute travel time noted in this report.)

What the reporter did not cover was the importance of having the proper type and number
of personnel on the scene within eight minutes as required under the NFPA 1710
standard. Thiswould pertain to both advance life support (ALS — paramedic unit) and/or
adequate fire apparatus (al those assigned to theinitia response) including adequate
number of personnel (minimum of 15). The North Shore Fire Department also complies
with these standards.

Within the definition of travel time (# 4 above) the consultants referenced a traffic signal
interruption system called pre-emption. Pre-emption equipment allows emergency
response vehicles to control the signal of the traffic control devicesin order to allow
travel through the intersection under a“green light” condition. Traffic signals are
equipped with a sensor that picks up aflashing light (set frequency and duration)
transmitted from the emergency vehicle. Once activated, the signal lights are changed to
a pre-determined sequence (i.e. green for the emergency vehicle and red for all other
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directions) as determined by the fire department. Once the vehicle clears the intersection,
the traffic control returns to normal operating sequence.

The second leading cause of firefighter/medic line of duty deaths occurs from vehicle
accidents. Pre-emption traffic signal interruption devices have two major benefits. First,
they add a high degree of safety to the personnel responding in the emergency vehicles as
well asto civilian vehicles at the intersection. Second, they improve response times
considerably because civilian vehicles are able to move out of the way of emergency
vehicles inasmuch as the traffic control signal stops other traffic, thus clearing the
intersection.

Recommendation:

The consultants recommend that the North Shore Fire Department utilize the
response time standards in NFPA 1710 for both fire and EM S without adopting
the standard in its entirety. Adoption of the standard includes adoption by
reference all the footnotes (standards) requirements listed in the standard.

The consultants highly recommend the North Shore Fire Department once again
attempt to obtain fundsin order to install pre-emption traffic signal control
system.

Simultaneous Emer gency Incidents

Another significant issue involving response time is the ability of the fire department to
respond in atimely manner to simultaneous emergency incidents. By definition, a
simultaneous emergency incident, involves times when the fire department is handling a
fire and/or EM'S emergency incident, and another unrelated emergency incident requiring
immediate fire department response occurs within their primary response area.

The fire department does not have the ability to stack calls (prioritize calls that are less
urgent and let other calls wait) like other public safety agencies. Fire departments
nationwide staff and equip their department with sufficient apparatus and personnel to
handle simultaneous calls that occur on aregular basis. Mutual aid is often utilized for
extremely large emergency incidents and/or multiple simultaneous emergency incidents.

Simultaneous emergencies occurred 21.8% of the time or an average of 3.4 per day over
aseven-year period. For the North Shore Fire Department simultaneous calls are the
norm, not the exception, occurring in approximately onein every five incidents.
Covering these calls can be even more challenging because of multiple simultaneous
emergency requests. For example, there might be three or more separate incidents
occurring simultaneously.
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North Shore Response Times 2004

The North Shore Fire Department’ s data utilizes the six-minute NFPA 1710 standard,
which includes the following components:

Notification Time — 1 minute maximum

Turnout Time — 1 minute maximum

Travel Time —4 minutes maximum

Total Response Time — 6 minutes maximum NFPA 1710
(Note: ALStimes maximum are 8 minutes under NFPA 1710)

The average response times for the North Shore Fire Department meet all the NFPA 1710
response time standards. North Shore Fire Department response times are:
Fire (initial unit) = 5 minutes 42 seconds (standard = 6 minutes)
Basic Life Support EMS = 5 minutes 43 seconds (standard = 6 minutes)
Advance Life Support EMS = 7 minutes 43 seconds (standard = 8 minutes)

Although the NFPA standard accepts an eight minute ALS response by requiring that
BLS providers arrive within four minutes, many progressive communities are increasing
their ALS servicesin order to arrive closer to the four minute BLS standard. In most
cases thisis done by cross-training personnel and staffing multiple apparatus with ALS
equipment. The individua response times and averages are shown below in chart and
graph form:

Table 12: Response Times 2004

Brown Fox River Whitefish 2004

Bayside Deer Point | Glendale Hills Shorewood Bay Average
Fire 6.42 5.41 5.47 5.42 7.36 4.51 5.31 5.70
BLS 6.21 5.27 5.26 5.54 7.14 5.21 5.35 5.71
ALS 8.18 6.37 9.39 8.08 8.22 8.24 5.53 7.72

Figure 6: Response Times
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Recommendation:

The North Shore Fire Department should continue to cross-train additional
personnel as paramedics, which will improve the response times of ALS services
throughout the district.

Consideration should be given to staffing athird ALS ambulance and/or
additional paramedic engine if the goa isto improve ALS intervention beyond
the eight minutes standard.

Response Time M apping

The North Shore Fire Department utilizes a computer-mapping program called “Flame”
that employs Tiger maps developed from data provided by the U.S. Bureau of the Census
in cooperation with the U.S. Geologica Survey. The Flame program alows the
department to change the mapping standards to address unigue circumstances (speed
limits, one-way streets, road closures, etc.). Flame assists the department in assessing the
location of stations and the impact on response times to a given area.

It isimportant to restate that the department has utilized a response time standard of five
minutes in its mapping. This response time figure was utilized prior to the adoption of
NFPA 1710 in 1999 that required afour-minute response by theinitial emergency unit.

Therefore, the consultants have generated a series of computer-generated maps (appendix
A —J) that illustrate the distance a vehicle can travel in four minutes. The maps also show
the SO standard of an engine company (1SO does not address EMS) within a 1-%2 mile
radius of afire station. Like the Flame program, the conditions of travel can be changed
to better demonstrate the unigue conditions of the area.

Reading the Computer Maps

This section will refer to maps in the appendix A — J asfollows:
Existing Station #1 — Appendix A —Y ellow lines show the distance apparatus could
cover in four minutes under nor mal traffic conditions. The blue circle represents a 1-
%2 mile radius from the fire station (1SO standard).

Existing Station #1 — Appendix B Y ellow lines show the distance apparatus could
cover in four minutes under heavy traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).

Existing Station #2 — Appendix C —Y ellow lines show the distance apparatus could
cover in four minutes under nor mal traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).



Existing Station #2 — Appendix D —Y ellow lines show the distance apparatus could
cover in four minutes under heavy traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).

Existing Station #3 — Appendix E Y ellow lines show the distance apparatus could
cover in four minutes under nor mal traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).

Existing Station #3 — Appendix F =Y ellow lines show the distance apparatus could
cover in four minutes under heavy traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).

Existing Station #4 — Appendix G —Y ellow lines show the distance apparatus could
cover in four minutes under nor mal traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).

Existing Station #4 — Appendix H =Y ellow lines show the distance apparatus could
cover in four minutes under heavy traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).

Existing Station #5 — Appendix | =Y ellow lines show the distance apparatus could
cover in four minutes under nor mal traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).

Existing Station #5 — Appendix J Y ellow lines show the distance apparatus could
cover in four minutes under heavy traffic conditions or under adverse weather
conditions. The blue circle represents a 1-%2 mile radius from the fire station (ISO
standard).

In order to observe the overlap (area covered within four minutes by more than one
station) it is advantageous for the reader to refer to major intersections and the
corresponding station coverage map of another station. The consultants have provided
the Fire Chief with transparencies of these maps to allow an easier evauation of the
overlap of response areas

Question — EMS vs. Fire Model

If the North Shore Fire Department were to model their emergency response on
EMS versus fire philosophy, would the location of fire facilities radically change?

45



A recurring theme during the interviews pertained to the philosophical issue as to how
service was provided. In essence the question was —if the fire department was to consider
EMS astheir primary function versus fire, would station location change drastically?
This argument was supported by the 2004 statistic that 71% of all emergency incidents
were classified as medical, whereas only 29% were classified asfire.

To address station location in terms of an EM S philosophy versus fire philosophy—
utilizing response time as the major criteria— the answer would be no. The standard
utilized by a host of governing EM S organizations such as the American Heart
Association (AMA), American Medical Association of Trauma Surgeons, and others
utilize theinitial arrival of EM S within four minutes. The AMA notes “every minute of
delay clearly has a huge negative impact on survival.” These standards are consistent
with NFPA 1710 medical response standard of four-minute response for basic life
support (BLS) and advance life support (ALS) within eight minutes.

Therefore, based on response time data — station locations would be identical regardless
of EMS or fire model utilization.

Question — Number of Stations

Isthere a need for five fire stations — could that number be reduced without
significant adver se affects?

As previously noted, the topic of consolidating the Shorewood and Whitefish Bay fire
station was discussed during the initial consolidation efforts prior to 1995. Today’s
understanding of those discussionsis somewhat different anong those interviewed.

In 2004, Station #5 was moved to the Village of Bayside from the Village of Fox Point.
Aswith any relocation of afire station, the issue had passionate disagreement by citizens
from both communities. However, since the move, actual response times continue to
meet the four-minute NFPA standard to the Village of Fox Point. The consultants
computer-generated maps indicate that Station #4 can travel north to approximately the
7600 block within four minutes. Station #5 can travel south to approximately the 6800
block within four minutes. Therefore, the present location of Station #5 allows for an
eight-block overlap along the east portion of the district with Station #4.

Consolidating Station #3 & Station #4

If the North Shore Fire Department were to attempt to eliminate one of the present five
fire stations, it would involve consolidating Station #3 and Station #4. Utilizing computer
models (Appendix K) the consultants combined Stations #3 and #4 into a new facility,
placing the new facility along Glendale Avenue (approximate north south dividing line
between Shorewood and Whitefish Bay) and Larkin Street as the approximate east west
center along Glendale Avenue. Therefore, the intersection of Glendale and Larkin Street
were used as the map placement for the consolidated station.
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This mapping resulted in some serious concerns for portions of the Village of Fox Point.
There would be a nine-block areain the center of Fox Point in which response times
would exceed four minutes. The new consolidated station could only travel north to the
5900 block whereas Station #5 could only travel south to the 6800 block in four minutes.
The nine-block gap is aconcern.

When the computer model was changed to indicate heavy traffic and/or adverse weather
conditions, the negative effects of response times was greatly exacerbated, indicating the
new station could only reach Silver Spring road — the most northeastern corner — resulting
in more than 12 blocks within the Village of Fox Point which would experience
diminished service (Appendix L).

One can argue that Station #2 could cover some of that areain the Village of Fox Point,
thereby reducing the negative impacts of the consolidation. It istrue that Station #2 could
absorb a portion of area; however, it cannot cover all of the area. In addition, Station #2
currently serves as the secondary response “backup” for the mgority of the other stations;
therefore, its availability would be in question.

Could Station #3 and Station #4 be Consolidated at a Different L ocation?

The answer is— perhaps under ideal circumstances. Under ideal conditions, if the new
consolidated station was located within the Village limits of Whitefish Bay and Station
#2 no longer served as the primary “back-up” station — it is possible to consolidate the
two stations. The impact on Whitefish Bay would be minimal but Shorewood would
experience longer response times to areas (especially the southeast corner) within their
community. The consultants doubt that the governing officias of Shorewood would
embrace this consolidation.

Recommendation:

The North Shore Fire Department should maintain its current five-station
distribution keeping a station facility in both Whitefish Bay and Shorewood.

Question — Adequate Facilities

Arethe existing fire stations’ facilities adequate for today’ s fire/EMS needs?
The consultants did an extensive assessment of the existing fire stations and met with the
Fire Chief and Battalion Chief who oversees station maintenance to discuss the
functionality, conditions, and future maintenance needs of the five facilities.

Each of the five facilities assessment is discussed including future maintenance
considerations:
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Station #1 — 4401 W. River Lane, Brown Deer
Headquarters Station / Administration

Built: 1995

Total Square Footage 17,000 — Apparatus Bay = 4,150
Living/Office = 12,850

Apparatus Bay Doors 4 Bay Doors
Height 14 feet — Width 12 feet

Design Very functiona building

ADA compliant

Public area ample — well designed
Construction Ordinary, wood & brick
Safety Fire suppression sprinklers

Fire dlarm system
Emergency gas generator — 70% of building

Keyless entry
Environment Lack vehicle emission exhaust system
Staff Facilities Administrative office space tight
Storage adequate

Extremely well maintained and clean
Designed for male/femal e staffing
Separate slegping rooms and facilities

Overall Appearance Facility very functional
Efficient and serves needs of department well

Future Station Needs: Majority of the carpeting throughout the building needs
replacement, furniture replacement, resurfacing of parking lot, interior painting of all
walls.
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Station #2 — 5901 Milwaukee River Parkway,
Glendale
Satellite Station / Maintenance

Built: 1963

Total Square Footage 12,872 — Apparatus Bay = 5,835
Living/Office =7,037

Apparatus Bay Doors 5 Bay Doors
4 Bays = Height 12 feet — Width 12 feet
1 Bay = Height 14 feet — Width 12 feet

Design Not ADA compliant

Lacks adequate male/female facilities
Construction Ordinary, wood & brick
Safety No fire suppression sprinklers

No fire darm system
Emergency gas generator — 15% of building
Keyless entry

Environment Lack vehicle emission exhaust system
Mechanical efficiency is poor

Staff Facilities Office space limited
No separate facilities for male/female staffing
Storage adequate
Short privacy sleeping partitions

Overall Appearance Facility isfunctiona

Station s overall appearance |ooks very used
Carpet in poor condition throughout

Future Station Needs: Major recent repairs have taken place; however, the building is
still in need of considerable attention. Carpeting in offices, dorm, and training room need
replacement, resurfacing and replacement of parking lot, improve both gender facilities,
plumbing issues, paint apparatus room ceiling and walls, renovation of existing office
space, heating in the hose tower, building needs a general face lift.
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Station #3 — 3936 N. Murray Avenue,
Shorewood
Satellite Station

Built: 1932 Owner: Village of Shorewood

Total Square Footage 18,412 — Apparatus Bay = 2,893

Building Shared with Police (PD in Middle)
Apparatus Bay Doors 4 Bay Doors

2 Bays = Height 12 feet — Width 12 feet

2 Bay = Height 16 feet — Width 14 feet

Design Not ADA compliant

Utilizes two fire poles

Police in middle require — security issue

Lacks female facilities

Construction Ordinary, wood & brick
Safety No fire suppression sprinklers

No fire darm system
Emergency gas generator — shared with PD

Entry through PD
Environment Lack vehicle emission exhaust system
Staff Facilities Tight space but extremely well maintained

Lacks separate facilities for male/female
Storage inadequate

Overall Appearance Cross staff company passage through PD is dysfunctional
Extremely well maintained — cleanest of all buildings

Future Station Needs: Recent renovation of kitchen, carpet replacement needed in
office area, ceiling tile replacement in offices, painting of apparatus room, furniture
replacement, bedding replacement needed, air conditioning needs to be addressed.
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Station #4 — 826 E. Lexington Boulevard,
Whitefish Bay
Satellite Station

Built: 1953 Owner: Village of Whitefish Bay

Total Square Footage 9,018 — Apparatus Bay = 2,960
Living/Office = 6,058

Apparatus Bay Doors 5 Bay Doors—Height 12 feet — Width 10 feet

Design Not ADA Compliant
Lacksfemalefacilities

Construction Ordinary, wood & brick

Safety No fire suppression sprinklers

No fire alarm system

Manua emergency gas generator — 50% coverage — needs
replacement

Keyless entry

Environment Lack vehicle emission exhaust system
Possible mold in basement (current testing)
Electrical problems

Window air conditioning inefficient

Pest control

Staff Facilities Tight space

Limited office space

Lacks separate facilities for male/female
Storage adeguate in basement — humid

Overall Appearance Overdl effectiveness questionable
Considerable work needed throughout
Station needing the most immediate attention

Future Station Needs: Boiler needs replacement, plaster falling from ceiling, paint and
plastering throughout living and apparatus, carpeting replacement throughout, basement
humidity control, basement wall repair (water leakage), plumbing issues, ceiling tile
replacement, lighting problems throughout, furniture replacement, replacement of air
COMpressor.
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Station #5 — 666 E. Brown Deer Road,
Bayside
Satellite Station

Built: 2004

Total Square Footage 11,000 — Apparatus Bay = 5,725
Living/Office =5,275

Apparatus Bay Doors 4 Bay Doors— Height 12 feet — Width 12 feet

Design ADA Compliant

Adequate male/female facilities
Construction Non-combustible protected
Safety Fire suppression sprinklers

Fire darm system
Emergency gas generator — 70% of building
Keyless entry

Environment Vehicle emission exhaust system
Fully compliant

Staff Facilities Well designed

Very functional

Air compressor — SCBA refilling
Male/female facilities

Houses fire prevention offices

Overall Appearance Excellent

Future Station Needs: Finish warranty work, repair leaking flashing.

Emission Exhaust Removal System

One significant deficiency noted on the apparatus floor of four of the five fire stations
was an approved Occupational Safety and Heath Act (OSHA) vehicle emission exhaust
removal system. The revised NFPA 1500-43, 2002 edition, section A.9.1.6 addresses
exhaust emission, “...no less than 100% effective capture.” 100% capture does not
allow for the release of the fumes into the apparatus bay; rather, they are removed by an
exhaust system hooked directly to the apparatus exhaust.

Diesel and other engine exhausts have been proven to be harmful to the health of

individuals who work in such environments. The lack of an approved OSHA exhaust
removal system is aproven heath and safety issue.
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The consultants are aware that most departments have issued SOG'’ s prohibiting the
running of apparatus within the building at any time with the exception of entering or
exiting the building. However, during the consultants’ tour of the stations, they
encountered two incidents where vehicles were running inside of the station without
exhaust removal for non-emergency reasons.

Some fire departments have placed exhaust fans hooked to carbon monoxide (CO)
detectors that will automatically function when a certain CO level isreached. The intent
of these effortsis to reach compliance with the removal of diesel exhaust. However,
exhaust fans and carbon monoxide detectors will not meet the new exhaust standard.

Recommendation:

The fire department has recently been awarded a Federal Emergency Management
Agency (FEMA) grant for the purpose of installing and upgrading the vehicle
emission exhaust system. The consultants recommend this issue be addressed as a
priority and the installation of the exhaust removal system occur as follows:

0 Station#1 — New installation
Station #2 — Existing system meets standards — ensure compliance of use
Station #3 — New installation
Station #4 — Replace existing system
Station #5 — Replace existing system
Discuss work needed in Station #4 with the Village of Whitefish Bay who isthe
owner and develop a mutually agreed plan and time frame for making needed
repairs. Specia attention should be placed on the potential of mold to ensure no
adverse health issues.
As homeland security issues become of greater importance, the lack of security
between the fire and police department in Station #3 will become a greater issue
and planning and discussions as to how to improve the isolation of the police and
fire departments is prudent.

0]
(0]
0]
(0]
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Dispatch

Unlike the consolidation of fire/EM S services, the process of how the fire department is
dispatched to those emergencies is fragmented. The fire department contracts with a
private dispatch service called North Shore Public Safety Dispatch (NSPSD) located in
the police department in Whitefish Bay. When residents dial 911 for fireor EMS
services, their calls are routed in a different manner depending on the community from
which they placed their call. 911 calls generated in the following communities are
transmitted as follows:

Village of Whitefish Baby — 911 go directly to NSPSD and the fire department

is dispatched.

Village of Shorewood — 911 go directly to NSPSD and the fire department is

dispatched.

City of Glendale—911 go directly to NSPSD and the fire department is

dispatched.

Village of Brown Deer — 911 go first to the Brown Deer communication center

and transferred to the NSPSD in Whitefish Bay.

Village of Bayside—911 go first to the Bayside communication center and

transferred to NSPSD in Whitefish Bay.

Village of Fox Point — 911 go first to the Bayside communication center and

transferred to NSPSD in Whitefish Bay.

Village of River Hills—911 go first to the Bayside communication center and

transferred to NSPSD in Whitefish Bay.

Cédllular emergency 911 callsare also initially received in one of two locations and
transmitted or transferred as follows:
Village of Whitefish Baby — Cellular 911 go directly to the County Sheriff
communication center and transferred to NSPSD in Whitefish Bay.
Village of Shorewood — Cellular 911 go directly to the County Sheriff
communication center and transferred to NSPSD in Whitefish Bay.
City of Glendale — Cellular 911 go directly to the County Sheriff
communication center and transferred to NSPSD in Whitefish Bay.
Village of Brown Deer — Cellular 911 go directly to the County Sheriff
communication center and transferred to NSPSD in Whitefish Bay.
Village of River Hills— Cellular 911 go directly to the County Sheriff
communication center and transferred to NSPSD in Whitefish Bay.
Village of Fox Point — Cellular 911 go first to the Bayside communication
center and transferred to NSPSD in Whitefish Bay.
Village of Bayside— Cellular 911 go first to the Bayside communication center
and transferred to NSPSD in Whitefish Bay.

Transfers of emergency calls usually occur with a single action of the dispatcher — either
a keystroke on the computer or a button that transfers the caller to a designated site. One
action transfer is not problematic; however, it can cause adelay if the original call taker
isbusy or if it takes time for the dispatcher to obtain the information on the emergency.



Thetransferred caller usually has to repeat the emergency information to the second
dispatcher, which can be perceived as an ineffective or unwarranted waste of critical
time.

Recommendation:

The Board of Directors of the North Shore Fire Department should encourage
their respective communities to consider a single consolidated dispatch center for
all public safety departments.
Regardlessif consolidation of communication occurs or the current arrangement
continues, the communication center should adopt, train, and implement an
Emergency Medica Dispatch (EMD) program. The concept of EMD is based on
the advantage of having the emergency victim receive medical information and
pre-arrival instructions via phone from a dispatcher within milliseconds. This
includes:

o0 Triagethein-coming call to determine the level of EM S needed

0 Provide pre-arrival instructions to the caller

0 Increase quality assurance of entire service delivery program
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Fire Department Issues

This section will address a variety of issues raised by the Board of Directors during the
interviews as well as those covered in the consultant’s proposal. The Board of Directors
for the North Shore Fire Department is avery diverse group as are the communities they
govern. In some cases, Board members were in direct conflict with desires —for example,
one indicated the need for radical change while another wanted to ensure the status quo
into the future. Only one Board member remains from the original group that formulated
the consolidation; therefore, issues as well as expectations change with time and
circumstances.

The questions addressed in this section are:
Has the consolidation been a success?
|s the consolidation cost-effective? Would it be cheaper if a community provided
service on its own?
Isthe current model of service the best for the future?
Isthe existing cost sharing formula adequate for the future?
Can the cooper ative efforts between the fire prevention bureau and the
municipal building departments be improved?
Should the department stay with the Milwaukee County EMS system?
Should the department establish a written strategic plan?
Should the department market itself to a greater extent?
Should the department seek National Accreditation?

Question — Consolidation Success
Has the consolidation been a success?

Define success. Isit based on response times, level of protection, costs, seamless
operations, or avariety of other criteria one might choose to evaluate this consolidation?
The answer is yes! Most individuals interviewed believe the consolidation has been a
huge success and the consultants echo these feelings.

The consultant’ s doctoral dissertation addressed issues of consolidation in the fire service
and although that work occurred ten years ago while the North Shore consolidation was
initsinfancy, the model was noted by a number of authors and given a very high degree
for success. Research today on consolidation and cooperative efforts including both the
fire department and the Milwaukee County ALS system is proclaimed as the desired
model of efficiency. A recent publication by the American Heart Association (July 2005)
identified the Milwaukee County ALS system as the benchmark of delivery services
throughout the country.

The benefits of consolidation—as mentioned by the current Board of Directors—include:

uniformity of service, better response, better training, reduced costs, elimination of the
need to depend on mutual aid, improved 1SO classification, and better EM S protection.
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Perhaps one of the most intangible spin-offs from the fire department consolidation is
that it has served as the forerunner for other cooperative efforts in the geographic area.

Often there is considerable misunderstanding of consolidation efforts. Many believe that
the most advantageous benefit of consolidating will be immediate cost savings. Rarely is
that the case since the largest cost saving actually occurs from future cost avoidance and
economy of scale. However, in amost all cases of consolidation, the level of service
improves considerably and the North Shore Fire Department is a classic example. None
of the seven communities would enjoy the level of service and protection equal to the
consolidated effort if they were to attempt to duplicate the service solely on their own.
For one, the depth of service could not be matched with any amount of mutual or
automatic aid agreements.

Very few fire departments are meeting the NFPA 1710 standards pertaining to response
times and adequate staffing on the emergency scene for both fire and EM S emergencies.
The North Shore Fire Department is meeting the six-minute standard including the four-
minute response component. In addition, the department has adequate resources to be
able to address simultaneous emergency incidents without depleting its entire protection
resource or depending heavily on mutual aid.

Question — Cost

Is the consolidation cost-effective? Would it be cheaper if a community provided
service on its own?

The analysis of fire department operations demonstrates that the fire department provides
avery high level of services and is extremely fiscally responsible. Staffing by combining
dedicated and cross-staffed companies ensures a base of protection while concurrently
moving personnel to apparatus matching the emergency. The department is actively
encouraging current firefighterss EM Ts to seek their paramedic licenses in order to
increase the amount of paramedics on-duty at any given time, thereby providing
paramedic intervention sooner.

Although conventional wisdom would suggest it is cheaper to be part of the consolidation
than to attempt to provide equivalent service independently, it is prudent to examine the
issue. The consultants have chosen the Village of Whitefish Bay to examine this
comparison of costs. Whitefish Bay currently owns the fire station that was used prior to
the consolidation. The staffing level (daily on-duty) is basically the same as to the
staffing level prior to consolidation; therefore, it will serve as a good example.

The consultants examined data showing the amount Whitefish Bay was spending for
firelEM S services prior to the consolidation and the actual yearly amounts paid to the
North Shore Fire Department since the consolidation. The spreadsheet assumes that
Whitefish Bay was able to maintain everything exactly asit wasin 1994 and shows
yearly increases from alow of 3.5% to 5% associated to the fire department.
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Reading the Whitefish Bay Cost Analysis Spreadsheet

The consultants took the actual fire department budget for Whitefish Bay in 1994 and
then showed what the community actually paid North Shore Fire Department each year
through 2004. The actual paid figure includes reductions for rent paid by thefire
department ($51,003 in 2005) plus any reductionsin cost from the sale of equipment to
the fire department.

The spreadsheet shows what a 3.5%, 4.0%, 4.5% or 5.0% respective increase each year
would have cost Whitefish Bay assuming they maintained the exact same resources asin
1994. The amount in the “savings” column demonstrates the amount saved by Whitefish
Bay by paying into the consolidated department versus maintaining its own department.

Assuming a 5% increase per year —including escalating labor and health insurance costs
— Whitefish Bay under the consolidated department (1995 — 2004) spent $14,924,574.
However, if Whitefish Bay had maintained its own independent department — for that
same time period — it would have spent $19,030,782. The consolidation saved Whitefish
Bay $4,106,208 in ten years.

Although the actual Consumer Price Index (CPI) average for the ten-year period was

2.4%, the annual cost of providing services would have exceeded the yearly CPI as
shown below:

Table 13: Whitefish Bay Ten Year CPI

Y ear CPl %
1995 2.8%
1996 2.9%
1997 2.1%
1998 1.5%
1999 2.1%
2000 3.7%
2001 2.6%
2002 1.3%
2003 2.0%
2004 3.0%
Average 2.4%

Thisfigure realy does not demonstrate the true savings for Whitefish Bay inasmuch as it
does not include the replacement cost of apparatus and equipment — the 1980 Mack
engine, 1973 Seagrave Quint, and the 1983 Ford ambulance —all would have needed
replacement. In addition, there would have been other expenses associated with
maintaining its own fire department including: potential change in staffing, changesin
service such as hazardous materias, and a significant increase in health insurance costs.
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Insert spreadsheet
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Question — NSFD Future
Isthe current model of service the best for the future?

Throughout the report, the consultant has addressed a philosophical model of how
emergency fire/lEM S services could be structured. Whether one calls it a philosophical
change or the department reacting to the ever-increasing number of EMS incidents, the
North Shore Fire Department recognizes the benefits of increasing the number of on-duty
paramedics.

Unless fire protection technology changes drastically, or the Board of Directors mandates
retroactive suppression systems (sprinklers) beinstalled in al residential, and commercial
structures — regardless of size, the existing consolidated model is most appropriate for
future protection needs. The consolidated district will continue to see a unique diversity
in service demands equivalent to challenges faced by the City of Milwaukee Fire
Department. The North Shore Fire Department will also be challenged by very large
residential homes without hydrant water to areas with deep offsets from the roadway
similar to challenges faced by rura fire departments.

Considerabl e time was spent with the fire department administration identifying future
challenges and opportunities for the fire department. It is the consensus from those
discussions that athough the district areawill see change, the district’s future risk factors
should remain similar. As the population increases and the community ages, it is probable
that emergency EM S incidents will increase disproportionately to fire emergencies.
Therefore, additional EM S personnel might be needed but the base model of protectionis
sound and functional for anticipated future needs.

Question — Funding Formula
Isthe existing cost sharing formula adequate for the future?

Thisissue resulted in the greatest difference of opinion generated from Board of
Directors members. The initial formula has been called “awork of art” to get seven very
diverse communities to agree on a funding formula. The current opinions on the Board
ranged from “1 wouldn’t support changing the formula’ to “the formula was never
designed for long term operations, and the formula should have no cap.” More than one
Board member recognized that a*“clash” is coming between the department and the
community over dollars. Others believe that the fire department should be given
“bonding” power such as the “taxing authority” given to fire districts in a neighboring
state, although no current state legislation allows such authority.

The consultants would agree with the “clash” unless the issue of funding the Capital
Equipment Fund is resolved. Although the department is treated as an eighth community,
it does not possess the taxing authority as do the seven communities that comprise the
consolidated district.
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Theinitial formulaimplemented in 1995 limited the fire department’ s budget to the
current CPI + 0.5%. It soon became evident that this figure was inadequate to address the
escalating cost of personnel and benefits. In 2001, the formula was amended to allow it to
be CPI +2% until the year 2011, at which time it would revert back to the original CPI +
0.5%.

Theinitial agreement called for any budgeted funds not utilized by the fire department to
revert back to the seven municipalities. This was amended to allow the department to
keep unused funds and place them in areserve fund for unforeseen expenses. In part, it
was initially believed that this fund could, in the short run, offset the cost of replacement
apparatus.

The formulaitself continues to be based on three components directly related to the seven
municipalities themselves. One-third is based on usage, one-third based on population,
and one-third on improved equalized valuation. These three components are the most
common elements found in funding formul as throughout the United States.

What was especialy creative about the initial agreement was the “equal vote” provision
in which each municipality has an equal say regardless of their size, usage, and/or unique
risk factors. When the statement was made that the initial formulawas “awork of art,”
the consultant acknowledges the great effort and commitment to the consolidation effort
made by the founding Board of Directors.

The diversity of the communities made funding at the point of inception, as well as today,
asignificant challenge for each of the community leaders. Without question, the North
Shore is a prestigious high-income area which limits its ability to receive any Federal or
State funding assistance, while at the same time it boasts having one of the highest
densitiesin the state, not classified asamajor city.

However, dividing the needed $317,000 per year to fund the Capital Equipment Fund
seems to be more of a philosophical disagreement as to how that cost should be
distributed between the seven communities. At the time of the inception of the
consolidation, some equipment (i.e., radio equipment) was divided by a zone formula.
The zone formula called for each community to equally sharein the cost. In the case of
the proposed Capital Equipment Fund, this would require each community to add
$45,286 to the annual budget. If one were to distribute the Capital Equipment Fund costs
by the existing North Shore funding formula, the community’s cost input would vary
greatly.

However, if the funding challenges (i.e., Capital Equipment Fund) facing thefire
department is to be met — the formula must change. The consultants have devel oped
numerous funding formulas and feel the components and share formulain the North
Shore formulais appropriate; changing the components could place the entire
consolidation at risk. However, what is unique is the funding cap which most
acknowledge will not provide the funds needed in the future. The answer most likely
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revolves around the issue of removing the CPI cap or addressing the funding of the
Capital Equipment Fund.

Recommendation:

Although the consultants have concern that incorporating the CPI into the
formula appears to be problematic in the future, it does serve as a cost control
mechanism. Therefore, the consultants recommend that the Capital Equipment
Fund should be added to the current formula. The new formulawould be: CPI +
2% + yearly contribution to the Capital Equipment Fund. The yearly
contribution to the Capital Equipment Fund (as presented by the Fire Chief)
requires approximately $317,000 per year.

Although a case could be made for both methods of funding the Capital
Equipment Fund, the fact remains that it must be funded — business as usual is
compounding the problem annually. The consultants prefer funding be based on
an equal input from all seven communities.

The yearly Capital Equipment Fund contribution should be placed in an interest-
bearing account to offset the yearly increase in apparatus/equipment prices. This
money should be designated for the purchase of major apparatus and/or
equipment replacement. The yearly contribution should be updated as changesin
apparatus and major equipment occur.

Question — Fire Prevention Bureau Charges

Can the cooper ative efforts between the fire prevention bureau and the
municipal building departments be improved?

Not surprisingly, not all seven communities involved in the consolidation have the same
code adopted by their building departments. Although the relationship between the fire
prevention bureau and the building departments is good and seems to be improving over
time, thereis still opportunity to improve this relationship.

In 1997, the Board of Directors of the North Shore Fire Department adopted the NFPA 1
and NFPA 101 safety codes. Thiswas done in order to allow for consistency of
enforcement throughout the protection district. Although all seven municipalities sent
building plans for review to the fire department, not all seven municipalities have adopted
the NFPA 1 and NFPA 101 codes.

The City of Glendale has adopted NFPA 1 & NFPA 101 but has limited fire department
influence to suppression and fire alarm systems only, and excludes building code issues.
The City of Glendale utilizes the International Building Code as adopted by the State of
Wisconsin for building code issues. The Village of River Hills and the Village of
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Whitefish Bay have not adopted either NFPA 1 or NFPA 101 and utilize alocal code
developed in the late 80’ s or early 90’ s for suppression and fire alarm systems.

This difference in code adoption places the contractor in somewhat of adifficult position.
The building must meet the minimum code requirements of the municipality, yet when
reviewed by the fire prevention bureau the bureau will note concerns referencing a
different code. Most contractors are reluctant to install additions to the building not
required under the municipal code. The end result is that the building is constructed to
meet the municipal code and receives aletter from the fire department stating its concerns
for non-compliance to certain components of the building. Unless the seven communities
and fire department adopt the same code, thisissue will not be resolved.

There have been occurrences where the municipality issues the final occupancy permit
prior to the final acceptance by the fire prevention bureau. In these cases, the fire
prevention bureau had been involved in the approval process but the timing of the
occupancy permit did not align with the fire prevention bureau’ s sign-off. The solution to
this situation is to have a concurrent signature line requiring both parties' signatures prior
to the issuance of the permit.

The Fire Prevention Bureau boasts some impressive data and accomplishments. The State
of Wisconsin requires bi-annual or annual inspections on all commercia and multi-
family occupancies. The department inspects approximately 4,500 occupancies of which
approximately 2,700 require two inspections for a combined total of 7,200 inspections
yearly. The fire companies conduct initial fire inspections when unique problems are
discovered and fire prevention bureau personnel conduct follow-up inspections for
compliance.

The intent of fireinspectionsistwo fold: first, to discover and correct any unsafe
conditions that might lead to afire or other life safety emergency; second, to keep the fire
department informed on building changes, including ownership. The North Shore Fire
Department has implemented a pre-emergency planning program that not only
accomplishes the state inspection criteria but also adds an important safety benefit to fire
personnel. The pre-emergency plan (pre-plan) is given to all duty personnel and
emphasizes the following for each occupancy:

Location — address

Operating information and access

Occupancy information

Specia hazards

Type of construction

Available water supply

Building protection systems

Utilities —including location of shut-offs

Exposures

Specia resource considerations

Technical rescue exposures

Additional applicable information
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The benefit of such aprogram is significant to the property owner, occupants, and
fire/EM S personnel safety.

The Wisconsin Department of Commerce has very recently (July 2005) given the North
Shore a specia exemption from bi-annual inspections by acknowledgement and support
of this pre-emergency planning program. Therefore, duty personnel will conduct pre-
emergency planning visits to each occupancy in addition to their scheduled fire
inspections.

Each fire department that complies with the inspection criteria of the state receivesits
portion of the 2% insurance dues (money paid to the department by the state collected
from insurance companies). The pre-emergency planning program will not negatively
impact the 2% revenue collections; however, the program will greatly improve life safety
(building occupants and department personnel) and result in property conservation.

The seven communities have adopted afire prevention bureau fee structure as of 2005.
The overall fee structure is conservative in costs charging the following fees:
Occupancy Inspection (new) $75.00

Re-inspections $50.00 1% inspection - $75.00 each additional
Processing Variance $50.00

Plan Review $.005/sguare foot — minimum $50.00
Acceptance Test $50.00 to $100.00

Other Permits $25.00 to $100.00

Recommendation:

The North Shore Fire Department should continue dialog with the Village of
River Hills and the Village of Whitefish Bay to reach consensus on adoption of
NFPA 1 and NFPA 101 to ensure equity of code interpretation in all seven
municipalities.

The North Shore Fire Prevention Bureau and the local municipalities should
develop a process that requires concurrent signatures of both agencies prior to the
issuances of afinal occupancy permit by the municipality.

The North Shore Fire Department Fire Prevention Battalion Chief should
establish ajoint annual meeting with all the department heads of the various cities
and villages to discuss code issues and/or mutually agree to changes as they relate
to the involvement of the fire department.

Public Safety Education

The North Shore Fire Department incorporates a broad base of public safety education
programs. Some of the programs are seasonal in nature such as the “Keep the Wreath



Red” (Christmas Holidays) program and the Bay Shore Safety Days. Other activities
include: birthday parties, station tours, blood pressure checks, and child seat installation
checks (Safety Kids Coalition).

The Fire Prevention Bureau, along with shift personnel, offers programs advocating
smoke detectors such as “Change Y our Clocks — Change Y our Smoke Detector Battery”
and a smoke detector give-away in conjunction with the local Kiwanis Club. Other
programs include Stop/Drop/Roll, and EDITH (Exit Drillsin the Home) for children.

In addition, the department has a Juvenile Fire Setter program to assist families with
children who play with matches, cigarette lighters, or fire by meeting with the child and
discussing fire safety. After an actual fire, the department has established assistance to
victims in cooperation with local motels with aprogram called “Fire Night on Us” —
where victims have temporary housing without expense.

The potentia for additional public safety education is unlimited and is restricted only by
alack of available staff time and funding. Every public education program serves two
important purposes. first, it educates the public on safety matters; second, it allows the
fire department to market itself to gain additional community support.

Another established safety program prudent to investigate is the Risk Watch Program —
an injury prevention program developed by the NFPA in conjunction with Lowe' s Home
Safety Council, and targets children ages 14 and under in schools. The classroom
instructor teaches the program, and would be assisted by the North Shore Fire
Department in the form of guest speakers, tours, fire safety house, etc.

Curriculum in the Risk Watch Program consists of the following:
Poison Prevention
Choking/Suffocation/Strangul ation Prevention
Fire Prevention and Burn Prevention
Motor Vehicle Safety
Falls Prevention
Firearms Injury Prevention
Bike and Pedestrian Safety
Water Safety

The North Shore Fire Department has demonstrated the most important aspect of public
education; that is a commitment to continual educationa opportunities. It is often easy for
fire administrators to reduce funding due to demands for additional services and thus
diminish prevention opportunities. Conventional wisdom suggestsit is safer and less
expensive to teach fire prevention than to mitigate fires after they occur.
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Recommendation:

The department should continue its current fire prevention programs and
investigate the Risk Watch Program devel oped by the NFPA in conjunction with
Lowe' s Home Safety Council.

Question — EMS System
Should the department stay with the Milwaukee County EMS system?

Other than the obvious fiscal advantage to the North Shore Fire Department, participation
in the Milwaukee County EM S system offers other direct and indirect benefits:
ALS redundancy — considerable ALS backup resources
Centralized patient billing
Ability to incorporate tax refund interception for delinquent payments
All paramedics are trained in one central place under one curriculum
Compatibility with other Milwaukee County ALS units
Strong quality control program
Entire system under a single project medica coordinator and resource hospital
Extremely beneficial during times of crises and/or disaster

The Governor’s office of the State of Wisconsin has long encouraged municipal
cooperative efforts and the Milwaukee County EM S system has been amodel of such
programs. The EM S program has encouraged municipalities to devel op cooperative
efforts for other services such aslibrary and animal control.

The question might be better posed as to whether Milwaukee County will continue
funding the current EM'S program? The County EM S program operates on a three million
dollar budget, which includes the training program. There are elements of the program
(training) that are questionable as to their cost-effectiveness, but under the new
administration these issues are being addressed.

However, the consultants believe that when the cost of providing the administration of
the EM S program exceeds its taxable income, the County will abandon the program and
place the responsibility back onto the governing body of each municipality. This burden
will fall unequally to each municipality inasmuch as it relates directly to their ability to
fund a comparable program.

Of course, the ultimate control of remaining with the County is the fact that Milwaukee
County holds the state license for EMS. It is very doubtful that the state legislature will
issue a second license to an EM S provider within Milwaukee County without the
agreement of Milwaukee County officials.

Recommendation:

The North Shore Fire Department should remain in the Milwaukee County EMS
system until such time that the County funding is terminated.
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Question — Strategic Plan
Should the department establish a written strategic plan?

Although the North Shore Fire Department has perhaps one of the most detailed written
procedures, policies, standards, and guidelines of any department the consultants have
evaluated, it lacks a comprehensive written strategic plan.

There are many definitions of a strategic plan; one that the consultants believe is best for
the North Shore Fire Department is a plan that contains answers to the following:
What? — What are the specific goals to be accomplished?
When? — Answer the question of timing — each long term goa might have a
series of short-term goals that need to be accomplished in sequence.
Where? — Address the areas in which the plan will be executed.
Who? — Identify specific individuals or groups that will be responsible for
specific tasks essential to implementation of the plan.
How? — Involve the specific actions to be taken to reach the goals.
How much? — Address the expenditure of fiscal resources needed to reach the
goal — both short and long term.

Strategic planning is concerned with the entire organization’ s direction and purpose, and
how it intends to provide services to itsinternal and external customers. A successful
strategic plan requires vision on the part of top leadership and draws heavily on
leadership’s ability to manage and create a team environment in which each individual
component becomes part of abigger team effort.

The publishing and distribution of the strategic plan is as important as the devel opment of
the plan itself. It allows all stakeholders — both internal and external — to easily
comprehend the direction and goals of the department over the next one to five years with
consideration given to anticipated resources. Exactly how far into the future a strategic
plan should be written is determined by the degree of certainty that leaders have about the
external environmental conditions and the availability of needed resources.

Recommendation:

The North Shore Fire Department should develop a written strategic plan and
distribute this document to all stakeholders including the Board of Directors and
all North Shore Fire Department employees.

An annual evaluation of the strategic plan progress should occur and the plan
should be revised as needed and republished to all stakeholders.

Question - Marketing
Should the department market itself to a greater extent?
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Although not a question included in the interviews with the Board of Directors, three
Directors discussed the need for the fire department to improve and/or expand its
marketing efforts. There is a misconception as to what marketing means to the fire
service. Many fire departments equate marketing solely to public appearances, which —
although valuable — are only a small aspect of marketing.

What the fire department is really selling is the perception of safety and security. Unless
the service has been utilized (representing a small number in any community), the service
iswhat is perceived will occur if called upon when the citizen dials 911. This does not
imply the fire department needs to be all thingsto al people; rather, it needs to make sure
that its actual service aligns with the perceptions of those to which they might provide the
service. Citizens cannot tell a proper ventilation hole from a bad one; they only believe
what they see —that is, the fire department chopping a hole in the roof when they know
the fireisin the basement. Citizens cannot tell a successful intubation from an
unsuccessful one —they can only tell if the patient recovered or died.

Therefore, it isimportant for the fire department to survey those that have used their
services, both fire and EMS. Make the survey easy to fill out with alimited number of
guestions getting right to the major issue — rating the service. Allow the survey to be
filled out online on the department’ s web page, thereby directing people to visit this
informational site. Publish the results monthly on the web site, including both positive
and negative comments that are applicable. Make available a mail-in copy for those
citizens who do not have access or desire to utilize acomputer.

Surveying will:
Give accurate information on incident performance from the eye of the user
Show that the department is trying to improve its services
Give an opportunity for citizens to view the department’ s web page and learn
more about the department
Help to identify problems not immediately or easily noticed
Allow the department to address misconceptions and/or dissatisfactions (any
negative comments should be followed up by a phone call to the party so the
issue can be addressed)
K eep the department from becoming complacent
Allow the use of survey resultsin additional marketing efforts

The department will need to develop arandom but clearly defined method of sending out
survey forms, making sure not to violate any HIPPA restrictions. Most important is the
knowledge that every department member is responsible for marketing the department
and the profession itself.

Each of the seven communities have supported the creation of the North Shore
Fire/Rescue Foundation whose purposeis to raise funds to be utilized by thefire
department for equipment and educational needs that are not provided in the annual
budget. North Shore residents and/or businesses can make tax-deductible contributions to
specialized projects or needs.
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Recommendation:

The North Shore Fire Department should develop a survey form that can be
replied to either online or by mail and send to citizens and businesses that have
received recent service. Data from the survey should be published and distributed
to interested stakeholders.

The fire department should continue to encourage donations to the North Shore
Fire/Rescue Foundation. The department should continue to seek corporate
contributions for specific programs or pieces of equipment. The contributor
should (if so desired) be acknowledged on the department’ s web page.

Question — National Accreditation
Should the department seek National Accreditation?

The International Association of Fire Chiefs (IAFC) developed aprogram in 1996 called
the Commission on Fire Accreditation International (CAFI). The CAFI team measures
the quality and performance of a particular fire service agency, and will award national
accreditation to the department that passes its stringent criteria

The lack of national criteria by which a community can judge the level and quality of
fire, EMS, and other services it provides has been increasingly problematic for
community leaders as well as fire chiefs who are faced with increased public pressure to
provide more for less money. These same governing officials are hard-pressed to justify
any increase in expenditures unless they can be attributed directly to improved service
delivery in their community.

Many community-governing officials have rejected the standards presented in NFPA
1710 asa“onesizefitsal” approach to measuring service performance. The CAFI
program is a method of measuring performance based on the community’ s expectations
and serves as the benchmark for evaluating department performance. The standard used
is called the Standard of Response Coverage (discussed previously) that requires self-
examination to quantify that the department is:

Organizationally effective

The goals, objectives, and mission of the department are being achieved

Identify the areas of success of the department

Encourage quality improvement through a continuous self assessment process

Foster pride in the department with both the internal and external customers

CAFI accreditation is a structured process for documenting the levels of fire safety,

prevention, fire safety education, suppression services currently provided, and for
determining the future level of service the department should provide. CAFI
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accreditation asks the community to determine and document if its fire protection
services are appropriate, adequate, and effective.

The advantage to the CAFI program lies in the process of completing it. The department
must literally examine every aspect of its existence and determine the most cost-effective
means of providing service. This program requires atime commitment and effort on the
part of the fire administration. It is recommended that a single individual be assigned full-
time for the completion of this project.

Critics of the program emphasize the cost and time commitment needed for completion.
These critics miss the point that the process of compliance with CAFI standards may
keep the department and municipalities from catastrophic failure in the system of service
delivery. Other critics claim it is nothing more than bragging rights similar to an
improved ISO classification. Again, the point is missed that a department that develops
pride can often trand ate that pride into better performance and morale, which is priceless.

Some fire departments have incorporated student interns from schools such as
Okalahoma State University, which has one of the leading Fire Protection Safety
Engineering Technology programs in the country. These students usually work 8 — 12
weeks during the summer and live in the fire station responding to calls for experience.
The students receive compensation that has been negotiated with the department. Other
students who have graduated from this program are often available to oversee and
participate in the entire process, which can easily take 12 — 18 months.

Recommendation:

The consultants highly recommend that the North Shore Fire Department pursue
National CAFI accreditation. The department should seek funding through the
North Shore Fire/Rescue Foundation to hire a recent graduate from a University
that has a Fire Protection Safety Engineering Technology curriculum to oversee
the accreditation process.
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Conclusion

The North Shore Fire Department ranks within the top ten largest fire departments in the
State of Wisconsin and is perhaps the most unique in its governing Board structure,
revenue formula, diversity of community risk, and maximum efficiency of its resources.
The department has and will continue to be amodel for consolidation. Many of the Board
of Directors noted their wish to consolidate other community services as they have with
the fire department. Cooperative efforts are certainly the future of most municipal
services.

It isthe consultants’ belief that as fiscal resources diminish and service demands increase,
greater emphasis to consolidate will occur. 1t would be difficult for any North Shore
community to withdraw from the current arrangement and provide equal service. The
citizens within the seven communities have chosen to live in those communitiesin part
because of the prestige itself. The residents’ expectations are high and the North Shore
Fire Department has clearly demonstrated its ability to meet and/or exceed them on a
consistent basis.

This should not be interpreted that there will not be future challenges for the
consolidation. There might be additional communities that wish to participate in the
current arrangement or contract services from the North Shore Fire Department. Each of
these new opportunities will be associated with challenges but the foundation of the
consolidation is sound and these opportunities have the potential of making the
organization better asit grows.

Of course, leadership is an essential part of any successful organization and succession
planning is critical —especialy in this area. The fire department administration has
actively supported mentoring those that might replace them and the department has good
depth of leadership.

The North Shore Fire Department deserves to be recognized nationally and accreditation
ismost appropriate. The process will ensure that those that follow have a clearly defined
map on how to maintain the highest level of service within fiscal restraints. We make
choices throughout our lives as to what quality of product or service we desire. There are
few services more important to citizens than their safety and—although reluctant to pay
more—they seldom settle for second best.

Consolidation isthe model of future emergency service providers. The seven community
leaders have chosen to wisealy reap the cost saving benefits and higher protection services
while other municipalities fight to maintain their autonomy and pay more to receive less.
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Summary of Recommendations:

Staffing Section

Consultants support the current staffing methodol ogy and number of personnel
assigned to apparatus.

When the number of paramedics on the department reaches 27, consideration to
staffing athird Med AL S unit is prudent.

Daily on-duty staffing of the fire department should not be diminished below the
current minimum of 30.

The fire department should have a second dedicated Med ALS unit staffed.

The fire department should eliminate one aeria apparatus and purchase and equip
asquad type unit that would carry extrication equipment.

The rank of Captain should be established and thisindividual should be assigned
to a 40 hour work week including responsibilitiesin training.

Transition to Battalion Chief (shift commander) from Lieutenant should be
terminated and a Lieutenant should be promoted to Captain and assigned a 40
hour work week for a minimum of one year prior to promotion to Battalion Chief.
Mentoring at all levels of the organization should continue with greater emphasis
inasmuch as 21.2% of current employees could retire within three years.

Apparatus Section

Consultants support the continuation of “ cross-staffed” company staffing.
Eliminate one aerial apparatus and replace with a squad type vehicle.

There is an immediate need for a Capital Equipment Fund and this expense
should be added as a component to the existing fiscal formula.

Engine life expectancy should be reduced from 20 year first lineto 15 yearsfirst
line with 3to 5 yearsin reserve.

The department should continue to increase the number of on-duty paramedic
personnel and rotate them through all the apparatus.

Fire Station Section

The department should utilize the response time standard as published in NFPA
1710 for both fire and EMS. The department should not adopt NFPA 1710 in its
entirety.

The department should seek funding for a pre-emption traffic signal control
system throughout the entire district.

The department should maintain five fire station models with both Whitefish Bay
and Shorewood having afacility in their Village.

The recently awarded FEMA grant for vehicle emission exhaust removal system
should be implemented as a priority.

The department should meet with the governing officias of the Village of
Whitefish Bay and develop arepair/renovation program for fire station #4.
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The department should meet with governing officials of the Village of Shorewood
to develop a plan to better isolate and secure the police section of the building
from the fire section.

Attention should be given to other station repairs as soon as possible.

Dispatch Section

The Board of Directors of the North Shore Fire Department should encourage the
development of a single consolidated dispatch center for al seven communities.
All current communication dispatch centers should adopt and implement an
Emergency Medica Dispatch program.

Fire Department Issues

The current funding formula should be revised to read: CPI + 2% + Capital
Equipment Fund.

The Capital Equipment Fund should be invested in a manner that will earn
sufficient interest to help offset the increase in apparatus/equipment costs.

The fire department should continue dialog with the Village of River Hills and the
Village of Whitefish Bay to reach consensus on adoption of NFPA 1 and NFPA
101 to ensure consistency in al seven municipalities.

The Fire Prevention Bureau Chief should ensure that yearly joint meetings with
all seven Villages and City occur to discuss code issues.

The Fire Prevention Bureau should investigate the safety program Risk Watch
developed by the NFPA in conjunction with Lowe' s Home Safety Council asa
component to its educational programs.

The fire department should remain in the Milwaukee County EM S system until
such time that the County would terminate funding.

The fire department leadership team should devel op and publish a department
strategic plan and distribute it to al stakeholders.

The fire department should develop a survey form and seek evaluation from those
that have received recent services from the department. The results should be
posted month on the department’ s web page.

The department should encourage the development of the North Shore
Fire/Rescue Foundation at the corporate level within the fire district.

The North Shore Fire Department should pursue National CAFI accreditation.
The department should hire arecent graduate from a University that has a
curriculum in Fire Protection Safety Engineering Technology to oversee the
program. Funding of the temporary employee should be supported through
Foundation funds.
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Appendix A — Station #1 Normal Traffic
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Appendix B — Station #1 Heavy Traffic
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Appendix C — Station #2 Normal Traffic
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Appendix D — Station #2 Heavy Traffic
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Appendix E — Station #3 Normal Traffic
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Appendix F — Station #3 Heavy Traffic
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Appendix G — Station #4 Normal Traffic
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Appendix H — Station #4 Heavy Traffic
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Appendix | —Station #5 Normal Traffic
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Appendix J — Station #5 Heavy Traffic
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Appendix K —New Consolidated Station #3 & #4 Normal Traffic



Appendix L —New Consolidated Station #3 & #4 Heavy Traffic
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