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EXECUTIVE SUMMARY
Four jurisdictions in Macomb County—Harrison Township, Mount Clemens, Sterling
Heights, and Clinton Township—along with the County Office of Emergency Management and
Communications recognize the potential for improving fire department services and better
controlling costs going into the future by some form of partnership. They all also recognize the
many hurdles to be overcome in any form of consolidation.
To explore the feasibility of consolidation, the County contracted with TriData LLC of
Arlington, Virginia to evaluate and compare the current status of services in the four
jurisdictions, and to develop options for consolidation. The study was also to develop a
consolidation model that could allow for expanding the number of partners in future years.
We found that the four individual departments already serve their constituents well, work
closely together, are well on their way to utilizing a centralized dispatch service through the
Sheriff’s Office, and have similar call profiles. However, there is still much that could be
strengthened.

Key Findings
The primary conclusion of the study was that several options for partnerships among the
four fire departments appear feasible and likely to improve services to the citizens. The simplest
option to implement is consolidation of selected functions, like training, inspections, dispatch,
vehicle maintenance, and EMS quality control. These specialized functions can be better
accomplished if centralized, to get higher levels of concentrated expertise, rather than having to
train many in each department for each function, which is duplicative and harder to do well.
Functional consolidations can be implemented in any sequence over the short or longer haul.
The second level to consider is operational consolidation, whose key feature is universal
automatic aid. The closest units to an emergency would respond, regardless of where it occurs.
The key benefit is faster response time for the first unit to get to EMS calls and small fires, and
faster build up to the full complement needed for more complex emergencies. We strongly
recommend proceeding with operational consolidation regardless of whether anything else goes
forward. It will have the most immediate improvement in quality of service.
The highest-level partnership is full consolidation, one combined fire department. This
brings all of the benefits of functional and operational consolidation, plus more resiliency to
major disasters, with over 200 firefighters under one command. Full consolidation would permit
economies like eliminating the Mount Clemens station, improved professional development with
more opportunities for promotions, better deployment of paramedics to maintain their skills, and
better integrated risk management. It would allow the resources of four departments to be
employed as best needed, backing each other up, and sending the closest unit regardless of
boundaries. Full consolidation will take the most effort to implement, because it requires
reaching consensus on all aspects of operating a fire department. Most problematical may be a
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unified approach to human resources—salaries, professional development, pensions, leave, etc.
and dealing with legacy financial commitments from retirements and capital investments.
We did not see any “showstoppers” to consolidation. If there is political will to
consolidate, it appears feasible. The four departments already have been moving toward central
dispatch and communications. They have some automatic aid, and much mutual aid. They do
some training together. They have similar staffing levels for each type of unit. Their operational
practices are quite similar, except for one department that does EMS transport rather than
contracting it out. Their collective bargaining agreements (CBAs) differ in details but are more
similar than not.
There would be a great deal of details to be worked out, especially having one CBA with
a common approach to Human Resources. But these four departments are in a better position to
consolidate than most.

Study Methodology
The analysis was conducted in two phases.
Phase I was a comprehensive evaluation of current emergency operations of the four fire
departments. The idea was to develop a baseline review of


organizational structure and management



human resources (including comparison of CBAs)



service levels (including demand and response times)



emergency medical services (including transport)



fiscal situation (revenues and expenditures)



training



apparatus and facilities



fire prevention (including inspections, investigations, public safety education)



communications, dispatch and IT

Phase II focused on identifying and analyzing options for partnering, including,


functional consolidation



operational consolidation



full consolidation of the four departments



mergers of pairs of departments

Many interviews were conducted among the fire department and county staff to
understand the current situation and gather opinions and ideas for improvements. We spoke with
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fire department leadership, county leadership, union leadership, rank and file firefighters, and
fire officers. The majority were open to the concept of consolidation, but wary of the details, as
would be expected and appropriate.
If consolidation goes forward, it could be an opportune time to significantly upgrade the
fire departments in several aspects of services. The suggested upgrades will increase costs
somewhat, but be offset in large part by eliminating the Mount Clemens station, and collecting
revenues for emergency transport. The upgrades could include a strong EMS Division that
oversees transport throughout the area; a centralized rescue unit; centralized vehicle
maintenance; centralized fire investigation and inspections; and integrated risk management.
These enhancements would better prepare the four jurisdictions for the wide variety of
emergencies that they must plan for going into the future.
An intangible benefit of a consolidated fire department is the ability to incorporate new
technology and do integrated community risk reduction planning with the integrated resources of
the combined departments. For example, a centralized EMS Division can evaluate new
paramedic kits and medicines, and get them in use more quickly than having to make the
decision four times over. Centralized community risk reduction can check on a call from a
commercial facility whose fire alarms has activated to see if COMTEC has a history of false
alarms at that property, and to send only the nearest unit or an inspector to check if the fire is real
before committing a full response that endangers firefighters and citizens to vehicle accidents
from the response itself. Fire and injury prevention messages can be uniform across the
combined jurisdictions, instead of each department having its own messages, which can be
confusing to citizens and firefighters.
While total costs will be increased if all the recommended upgrades are made, they will
be more evenly distributed throughout the larger population base served, as opposed to the
current system in which smaller portions of the population singularly fund services with low
demand, or rely on other jurisdictions through mutual aid.

Implementation
To consider consolidation seriously will require multiple facilitated meetings among the
four departments and the county. To allay fears and collect ideas, there will need to be good
communications across the four departments, and up and down the chains of command
throughout the process. Rumors and misunderstandings must be quenched.
Major issues to be resolved include:

TriData LLC



The type of combined organization, and how it will be managed;



Mission, Values and Vision (which might not be dissimilar from the existing good
mission statements);
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The level of emergency service to be provided, including special operations and
medical services;



Whether to provide EMS transport (including the number of paramedic
employees needed for a particular model);



Fiscal issues, such as covering unfunded liability, and capital cost distribution;



The types and locations of facilities, vehicles and equipment used to achieve the
desired service level;



Wages and benefits, including retirement;



A formal negotiations process to address labor concerns and formulate
development of a combined labor contract,



The formula to be used to fund the new department from the four jurisdictions.

There are precedents for handling all of these issues from other groups of fire
departments that have consolidated successfully.

Summary of Reasons to Consolidate
Better handle major emergencies. Consolidation is important to consider in an area
such as Macomb County because emergency response services are a natural regional service.
The dot map of incident locations provided later in the report shows that just about every street
throughout the four jurisdictions generates calls. EMS calls occur anywhere there are people
living, working or traveling. Major weather incidents, hazardous materials releases, train
derailments, highway accidents, aircraft crashes, and other incidents affect people regionally. It
is difficult for small fire departments to keep sufficient numbers of people trained in all the
specialties required of a modern fire department.
Gain economies of coverage. There are potential economies from consolidation. 12
stations would suffice rather than the 13 now used. Clinton Township Fire Stations 1 and 5 can
effectively cover the area now covered by the Mount Clemens station. The Mount Clemens staff
could be used to build up other units or field a central rescue truck.
Gain economies of management. There are multiple Fire Chiefs, Training Officers and
Fire Marshals across the four departments. Consolidation could reduce this overlap to fund other
needed services, and at the same time increase uniformity of policy, accountability and practices.
Meet minimum standards of coverage. Neither Mount Clemens nor Harrison Township
can meet basic NFPA standards for initial response of 15 personnel to even a small residential
fire. With a consolidated department, all could meet the minimum time to assemble a
complement for various risks.
Improve firefighter safety. While all four organizations acknowledge having to meet the
“two in, two out safety requirement,” that standard really is not adequate for rescuing
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firefighters. A larger pool to draw from could provide enough staff to improve firefighter safety
on scene at significant structure fires and major incidents.
More efficient dispatch and records management. All four departments are not yet full
partners in the Macomb County Sheriff’s Office dispatch center provided at the Macomb County
Communications and Technology Center (COMTEC). HTFD and CTFD use line firefighters as
shift dispatchers. A more efficient dispatch/emergency communications model can be achieved
under a uniform consolidated dispatch system. When all departments are included in COMTEC,
call handling and dispatch will be faster, and emergency coordination more efficient.
The departments also do not have adequate record keeping at present, which can be
resolved by the central COMTEC system. Improved management reports for emergency and
non-emergency work hours would be feasible, and help manage resources better.
Better training and staffing for specialized services. Some services are infrequently
needed but critical when an incident occurs that requires their specialty. Included are technical
rescues, hazardous materials incidents, and incidents requiring use of ladder trucks. SHFD
maintains a heavy rescue unit, the other three do not. CTFD has a special operations team trailer
unit that is cross staffed when needed. Harrison Township has a dive rescue unit, but is not
available 24x7. Funding them on a regional basis makes them more affordable and provides a
higher level of service than can be provided by the individual organizations.
Fairer “balance of trade” in mutual aid. Some departments are called upon to provide
mutual aid to neighbors more often than it receives aid from them. There are growing concerns
in some agencies about the fairness of providing mutual aid to agencies that do not fund
sufficient resources for themselves. It is fairer when emergency response is a regional service
whose cost is equitably shared.
Paramedic experience. An integrated medical response system would require fewer
paramedics, and allow the smaller number to better maintain their skill levels. The current
system does not allow paramedics to practice higher level skills such as intubations often enough
to keep skills sharp. Medical doctors overseeing systems with large numbers of paramedics think
it better to be more selective in dispatch of paramedics, when most EMS calls do not require that
level of care.
Stronger integrated risk management. Fire and injury safety education can be better
targeted and more efficiently delivered for the combined population, which is part of the same
media market. Centralized fire inspection and investigation would allow for full-time, better
trained inspectors and investigators. Fire prevention fees and fee formulas, now different,
probably would be better accepted if uniform over a larger population base.
– – –  – – –
To reiterate, the TriData project team strongly recommends that the four communities
proceed as soon as possible to consolidate their fire departments into one serving the entire four-
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jurisdiction area. If that is not politically feasible, the fallback is to do functional and operational
consolidations of specific aspects of the services. Appendix E shows the number of fire fighters
needed by position for various consolidation options.
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I. INTRODUCTION
The County of Macomb requested the assistance of an outside firm to provide a
comprehensive evaluation and feasibility study for potential merger, consolidation, contractual
arrangement, or partnership of the fire departments in Clinton Township, Harrison Township,
Mount Clemens, and Sterling Heights. The concomitant goal was to identify how to maintain,
improve, or enhance emergency service delivery in these jurisdictions, and the costs of potential
changes.
TriData LLC of Arlington, Virginia was competitively selected to conduct this study.
TriData has conducted technical research on fire and EMS related issues for 35 years, and has
undertaken over 250 studies for local governments, including a study for Detroit, and studies of
groups of fire departments considering consolidation. On the national level, TriData has
undertaken research for the U.S. Fire Administration and other agencies on a wide variety of
issues affecting fire and emergency medical response. It also has undertaken international
research on best practices.

Scope of Work
The scope of work for this project included:


Evaluating levels of service for each fire department, and possibilities for
improved service.



Evaluating revenue streams and possibilities for improvement.



Identifying legal requirements and possible solutions.



Identifying options for organization and management of transition of services.



Identifying options for partnering strategies and the impact of response times for
each community.



Evaluating whether to keep the status quo or autonomy.



Analyzing efficiencies to be gained by partnering strategies.



Identifying options for deployment strategies to improve service and optimize
economic efficiencies in the long term.



Identifying options for EMS emergency service delivery.

Methodology
The methodology was built on successful approaches developed by TriData over the past
35 years. Effective studies require input from all major stakeholders. Extensive interviews were
conducted with key management personnel, elected officials, government officials, and union
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officials. Information was gathered through station visits, conference calls, and e-mail
exchanges.
The study began in May 2015 with a kickoff conference call with the TriData project
team and the Macomb County Consolidation Leadership Committee. The purpose of the call was
to review the scope of work, goals of the study, and specific information needed to ensure
accurate analysis.
TriData project team members then met with representatives of the four jurisdictions and
their fire department personnel. We familiarized ourselves with the geography and area-specific
risks, and visited fire stations. Meetings were conducted with the fire chiefs, union officials, and
many of the city and township bureaus. TriData personnel interviewed senior staff members of
multiple disciplines in the county, cities, and townships. We held informal discussions with
on-duty firefighters during our visits to the fire stations. At the end of the initial site visit, the
project team triaged the major issues with the County, and identified the most important issues
requiring more detailed study.
Over the next months, the project teams made follow-up site visits to gather additional
information, conduct additional interviews, and make several presentations. Data and
background information, including call statistics, budget information, personnel figures, staffing
reports, IT data, and CAD and GIS data, were collected. The project team met regularly to
compare information, share ideas, and solicit input on major findings and recommendations.
While individual project team members were assigned specific responsibilities, the end product
was a collaborative effort.
In May and June 2015, briefings were given to management and labor officials regarding
the major findings to date. The review and revision process continued into 2017. The findings
and recommendations remain those of the project team.

Organization of the Report
There were two major phases to this study. Phase I provides the baseline information on
the four departments—much of the details needed to assess the potential for consolidation or
collaboration. It also discusses options that might be implemented with or without formal
mergers. Phase II discusses the alternatives for moving forward with some form of consolidation,
if that is desired, including steps for implementation. The Appendices provide details on the
options and background material.
Phase I
Chapter II, Management and Organization – This chapter looks at the logic of the
organization charts, as well as the organizational issues of internal communications, span of
control, training of people in supervisory positions, management information, budgetary issues
and control, and other aspects of the organization and management of the four participating fire
departments that affect potential for consolidation.
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Chapter III, Human Resources – This chapter explores the statewide mandated acts
that allow consolidation, and the constraints that must be adhered to. The bulk of the chapter is a
detailed comparison of the four Collective Bargaining Agreements in effect during the study
period.
Chapter IV, Information Technology and Emergency Communications – Having a
single or at least compatible IT and Communications system is necessary for consolidation to be
successful. This chapter contains an overview of the various information technology and
emergency communication resources utilized by the County and the four participating
jurisdictions.
Chapter V, Demand and Response Time Analysis – A key objective of consolidation
is improved effectiveness and/or efficiency of emergency services. This chapter provides a
review of factors that affect demand for emergency services. We review fire risk and trends in
calls for emergency services within the jurisdictions. We analyze current response times. This
provides a basis for considering improvements by mutual planning under a consolidated system.
Chapter VI, Fire Station Location and Coverage Analysis – This chapter presents a
geographic information system-based (GIS) analysis of station locations and resource
deployment. We use the models to present a modified station configuration for the four
participating jurisdictions that meets the demand while reducing redundancy of stations and
apparatus coverage. The suggested changes can be used with or without formal consolidation.
Chapter VII, Fire and Special Operations – This chapter discusses fire suppression,
including discussions of the command structure, staffing, leave and overtime, and the
deployment of apparatus and staff. The chapter concludes with a presentation of deployment
options and master plan.
Chapter VIII, Emergency Medical Services – This chapter discusses organization and
delivery of emergency medical service (EMS), including organizational and command structure,
staffing, and the deployment of apparatus and staff. The chapter offers multiple options for
improving the overall EMS system.
Chapter IX, Fire Prevention, Public Education, and Investigation – This chapter
discusses fire prevention and investigation functions. Included are organization, management,
civilian vs. uniformed personnel, code enforcement and inspections, plan review, construction
inspections, public education, and fire investigations and how the four jurisdictions might merge
those functions.
Chapter X, Financial Operations and Net Capital Assets Review – This chapter
discusses consolidation from a financial perspective. It analyzes financial data provided by the
four jurisdictions and calculates cost projections for various options offered in the report.
Phase II. Partnering Strategies – This phase considers the pros and cons of various
levels of consolidation and cooperation. It has a section on each of the four main types of
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partnership: functional, operational, full consolidation, and merger. Many options are discussed
within each type of partnership.
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PHASE I
Phase I focuses on the current state of the four departments, with particular emphasis on
aspects that affect the potential for consolidation.

II. MANAGEMENT AND ORGANIZATION
This chapter describes the management and organization of the four departments and
their townships and cities. We also discuss the views of the township and city leadership about
consolidation, and issues of concern to each. Some just touched on in this chapter are discussed
in greater depth later in the report.

Organizational Structure
The County of Macomb has a diverse set of 24 fire departments providing fire and other
emergency services. Four of the departments—Clinton Township, Harrison Township, Mount
Clemens, and Sterling Heights—have been considering for years some form of consolidation of
their fire and EMS emergency services. The four are career departments serving adjacent areas.
Together they serve the large shown in Figure 1. The figure also shows the location of fire
stations. Mount Clemens, the smallest of the four jurisdictions with four square miles, is the
county seat. It is surrounded by Clinton and Harrison townships.
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Figure 1: Map of the Four Jurisdictions, with Regional Fire Stations

Source: Macomb County. St John North Shore Hospital, shown in Harrison Township, no longer
exists.

Department Backgrounds
While the four departments have much in common, they are unique organizations that
pride themselves on their individuality and traditions. The four have similarities in terms of
responses, staffing, and fire protection, which can help facilitate consolidation. There already is a
large degree of crossover in how they operate, staff, administer, and respond to emergencies.
Clinton Township Fire Department (CTFD) and Sterling Heights Fire Department
(SHFD) have generally similar populations, call volumes, staffing models, and geographic
footprints. They also have a more substantial fiscal base than the others.
Mount Clemens Fire Department (MCFD) and Harrison Township Fire Department
(HTFD) serve generally similar populations. They rely heavily on each other through automatic
aid agreements, which help mitigate each community’s staffing and response deficiencies.
Though having some similarity, each department also has unique geographic features that can
increase response times: Mount Clemens has rail line crossings and Harrison Township has a
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river and spillway. HTFD is the only one of the four departments that provides EMS transport,
which yields a steady revenue stream for the township, and helps to defray some of the costs of
running the department. The revenues are retained in Harrison Township’s fire fund.
There are other connections that intertwine these departments and facilitate consolidation.
There is a close relationship between the four unions and their executive boards. There has been
movement of officers between departments, and with the county. For example, the chief of
HTFD was once a firefighter and chief officer in CTFD. The program manager at Macomb
County Emergency Management is a former CTFD chief officer.
The combined economic fate of each organization and sustained fire and EMS protection
for each community may be tied to a consolidated system, which could potentially shore up the
long-term financial stability of the four. While the financial health of two of the organizations—
SHFD and CTFD—has improved in the last several years because of a raise in millage rates, and
while HTFD is helped by the revenue generated by its EMS transport, the adverse economic
conditions that led to layoffs a few years ago could occur again. Although municipal tax
revenues are realized from real property taxes, whether directly sourced from general fund or
tethered to a millage calculated from real property values, the financial strength of a consolidated
organization is likely to be greater than operating independently—which is the experience of
other consolidated systems.
Despite their ties and mutual aid, there is no unified central command structure across the
four departments. Each is a fully independent fire organization that is part of its government
structure. Each has its own fire chief (except Mount Clemens, which has not had a fire chief in
13 years due to fiscal challenges). Each functions administratively, operationally, and fiscally as
a separate governmental agency. Changing to one centralized department would be a major
culture shift, but would potentially offer better service to the communities.

County Government
Macomb County lies north of Detroit. It has a population of approximately 850,000, the
third most populous county in the state. Figure 2 shows the county’s organization chart. The
Office of Emergency Management and Communications, which chartered and guided this study,
reports to the County Executive.
The county government would potentially play a large role in consolidation, and help
with its implementation. It already helps coordinate emergency services via the Office of
Emergency Management and Communications. The County runs the Communication and
Technology Center (COMTEC), which is critical to consolidation—a center for coordinated
dispatch. What the four departments do may set precedent for further consolidations in the
County.
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Figure 2: Macomb County Organizational Chart, December 31, 2011

Besides the four fire organizations and the county, there are four government
organizations that will have to approve consolidation. Two are city governments and two are
townships. They would have to yield some sovereignty over a consolidated fire department, and
change how the fire services are funded.

Townships
Michigan has 1,123 townships and 117 charter townships. Typically, townships are about
36 square miles in size. Each township is governed by a board of trustees, consisting of the
township supervisor, township clerk, township treasurer, and two or four elected trustees
depending on the jurisdiction. The entire state is covered by township governments except for
the areas within cities.1
Macomb County was one of the original counties in the state to incorporate townships.
Harrison Township was one of the first. The County contains 27 cities, townships, and villages,
including 3 of the 10 most populous municipalities in Michigan: Warren (#3), Sterling Heights
(#4), and Clinton Township (#10). Most of the County population is concentrated south of Hall
Road (M-59), one of its main thoroughfares. Cities and Townships exercise only those powers
and authorities conferred upon them by the State’s Constitution and statutes. There is great pride
in identification with one’s township, which may be a psychological barrier to consolidation.
Clinton Township – Clinton Township’s has a typical Michigan township form of
government, with a seven-member elected board of trustees of which one member is the
township supervisor. Its government structure is similar to that of Harrison Township. It is a
much larger jurisdiction, both in population and geographic size, and has its own particular
geographic challenges—three river courses, and limited access thoroughfares. The form of
government is dictated by the same state Charter Township Act as Harrison.2 The fire
1
2

U.S. Bureau of the Census Michigan profile, http://www.census.gov/geo/www/guidestloc/st26_mi.html
Ibid.

TriData LLC

8

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

department reports directly to the township supervisor. Figure 3 shows the Township’s
organization chart.
Figure 3: Clinton Township Organizational Chart

Interviews with Clinton Township leadership indicated that they, too, are interested in
consolidation. While it is not totally clear where the complete political will lies in this regard, it
appears that the Clinton Township Board of Trustees is in favor of consolidation conceptually,
especially if there is an economy of scale in the costs of fire services.
Clinton Township had a recent millage rate increase approved by the township electorate.
MedStar, the privately-owned EMS transport provider, currently provides the service for
virtually no cost, getting their money from insurance or direct billing. If CTFD takes over
transport as a part of the consolidation, it would be a major sea change in the way EMS service is
provided. It might not appear so different for the consumer if the response times and quality of
service are as good as now, but the integration of transport with the current services would
constitute a significant change in how the service is delivered. It would be a major consideration
for the Board of Trustees to agree to the change. Labor is equally interested in how the finances
and collective bargaining agreement (CBA) would play out in consolidation, and harbors some
skepticism about the concept.
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Overall, Clinton Township officials seemed generally supportive of consolidation in our
interviews with them. As with any major change, the level of support depends on the details. The
township supervisor is a proponent of private transport and desires MedStar to remain as the
township’s transport provider, if consolidation occurs.
The following are specific Clinton concerns regarding consolidation.


CTFD staff was concerned about the quality of county 9-1-1 dispatching, which is
currently under the sheriff, and the effects of merging into that system.



The union had concern about losing positions in a consolidation. Also, that
merging seniority systems will be a problem, as will merging pay classifications.



Clinton officials believe consolidation of the four departments is doable, but if
not, the Clinton Township and Sterling Heights fire departments could merge.



Maintaining or improving response time and service delivery must be a major
consideration for consolidation. Clinton Township is crisscrossed by three
branches of the Clinton River, which affect station locations. The rivers divide the
township into a ‘Y’ configuration, one portion of which is readily accessible from
Harrison Township and Mount Clemens, and one of which is readily accessible to
Sterling Heights.

The Township Supervisor and the Board of Trustees decided to change fire chiefs in
2015, and the deputy fire chief was promoted to the chief position. This changed some of the
internal communications flow.
Harrison Township – Harrison Township has a typical Michigan township form of
government. It is governed by a seven-member elected township board of trustees of which one
member is the town supervisor. “…As a member of the township board, the supervisor shall be
the presiding and executive officer of the board and shall have an equal voice and vote in the
proceedings of the board.”3 Figure 4 shows Harrison Township’s organization chart.

3

The Charter Township Act, Act 359 of 1947, Section 42.5
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Figure 4: Harrison Township Organization Chart

Trustees serve four year terms. The township supervisor is the equivalent to a “weak
mayor” because he must have a majority of trustee votes to implement policy.
Harrison Township historically has the reputation of being fiscally conservative in
matters concerning its budget, especially when it comes to taxes. There are currently substantial
deficits in HTFD funding, as discussed further in Chapter 10 on Finance Operations. There has
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been a recent millage increase to 5.5 to fund the department. Despite the fiscal conservatism,
voters overwhelmingly approved the millage increase.
Harrison Township Board members and other officials told us they generally favor
consolidation, with the following provisos:


Continue providing EMS transport under any form of consolidation. The transport
service is highly valued for its service level, tradition, and revenue stream. It is
difficult for an outside service to provide timely ALS transport, given Harrison’s
geography.



Finding an equalization of assets across jurisdictions that is reasonable and fair.

Harrison Township is considering joining the county’s new fire dispatch center, which
would free one firefighter on each shift, thereby improving staffing flexibility slightly. The cost
for the county to take over dispatch responsibilities for the township was said to be about
$120,000 annually, with the township paying for this contract service.4

Cities
While townships are a large part of the incorporated forms of government in Michigan,
there are many cities in the state. A city must provide the basic state-required duties. A city is
responsible for assessing property and collecting taxes for county and school purposes. The
greater independence of a city in maintaining local regulations and functions in one integrated
unit, which in turn affects governance of fire departments.5
Mount Clemens – Mount Clemens was incorporated in 1879 and has been the county
seat since 1818. As such, Mount Clemens has additional fiscal challenges—a high percentage of
non-taxable county facilities are within its borders.
The fire department reports directly to the city manager. Figure 5 shows Mount Clemens’
organization chart.

4

Per County Office of Emergency Management and Communications.
Michigan Municipal League, Municipal Report, Impact of Changing From a Village to a City (Michigan
Municipal League, 1994, Revised) “…refers to the authority of a city or village under a state's constitution and laws
to draft and adopt a charter for its own government. This contrasts with legislative establishment of local charters by
special act, which results in mandated charters from state capitols. Home rule frees cities and villages to devise
forms of government and exercise powers of local self-government under locally prepared charters adopted by local
referendum.”
5
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Figure 5: Mount Clemens Organizational Chart
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MCFD has the lowest staffing levels of the four jurisdictions, so the potential cost
containment benefits of consolidation are perceived to be modest by the city administration. The
major potential benefits of consolidation to Mount Clemens are seen as long run stability and the
standardization of response tactics and approaches, which could result in a higher level of service
to the jurisdiction. They hope that the positive impacts would come with either modest near-term
cost reductions and/or long-term cost containment.
Other concerns and comments noted by Mount Clemens administration relative to
consolidation:


The pay structure for MCFD personnel is well below the average of the other
departments.



There is no fire chief, and only one administrative position to potentially save as
part of consolidation.



Fire apparatus within MCFD are in good shape overall and could be integrated
into the larger vehicle pool.



Absent a four-department consolidation, there is the possibility for MCFD to
merge with Harrison or Clinton townships.

Sterling Heights – Prior to 1968, Sterling Heights was a township. In 1968, it
incorporated as a city. It has the largest population of the four jurisdictions. The fire department
reports directly to the city manager. The city manager runs the day-to-day affairs of the city
under the direction of the seven-member city council. The council is the legislative body for the
city. All legislative decisions require a majority vote. Figure 6 shows Sterling Heights
organization chart.
Figure 6: Sterling Heights Organization Chart
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Sterling Heights political leadership seemed to be the least enthusiastic among the four
jurisdictions about consolidation, skeptical that it could work more efficiently. The SHFD and its
union spoke more positively about the possibility of consolidation, but perhaps not totally
enthusiastically because the effects of the recession have worn off, and there has been a major
millage increase.
The millage increase stopped further cuts to the fire department, and two fire inspector
positions were replaced out of the five originally cut. The fire department sees some potential
benefits of consolidation, especially improved delivery of emergency services, and potential
financial savings or efficiencies. Many in both labor and government feel that SHFD will be
taking on the burden and savior role for their less financially fortunate neighbors.
Other considerations deemed important:


Potential savings through consolidation, but it must continue to provide the high
level of service that Sterling Heights’ citizens currently receive.



Addressing potential change in the seniority promotional system.



The possibility to share services, even if full consolidation is not pursued.



The opportunity to partner on capital purchases such as fire vehicles, to reduce
cost through bargaining economies.



Maintaining the good management/labor relations enjoyed by SHFD.



Concern over “loss of control” if fire services are consolidated. (This is an issue
in virtually all consolidations—trading off economies and higher levels of service
for loss of control over one’s fire department.)



Fair funding formula for sharing costs, for any form of consolidation. Tax base,
population and call volume should be factors.6 (Again, this is a very common
concern nationally when discussing consolidation.)



SHFD has the uniformed position of sergeant. Sergeants are the apparatus drivers
and act as an officer when a lieutenant is not on duty. CTFD, MCFD, and HTFD
do not have sergeants, thus a change would need to be made in Sterling uniformed
classifications/ranks if consolidation were to occur.

6

One successful consolidation t following a previous TriData study were five departments in the suburbs of
Milwaukee that formed the North Shore Fire Department. These three factors were given equal weight in the
formula used to share costs.
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Organizational Cultures
Organizational culture refers to the values, beliefs, and traditions shared by members of
an organization. Culture has a profound impact on organizational performance, as it guides
everyday practices and behaviors. Blending cultures is often a concern if not an actual barrier in
consolidations.
In the fire service, understanding and managing an organization’s culture is key to
promoting positive team behaviors, and addressing obstacles to individual fulfillment and
performance. Similarities or differences in organizational fire service culture across departments
can be significant factors in whether a consolidation is successful.
The organizational culture of each of the four departments is steeped in tradition. The
four departments have been a tremendous benefit to the county and their jurisdictions for many
decades. Collectively and individually, they have provided invaluable and reliable fire service to
their communities. Equally, each has an independent spirit that has served their organizations
and the citizenry well.
On one hand, the cultures have been interconnected because of their long common
history going back many decades. In other respects, each organization’s internal culture is
decades old and ingrained. While there are many similarities, subtle differences can be seen in
the everyday language and behavior of the members of each organization that affect day-to-day
interactions between various stakeholders, on the fireground, in interactions between local union
executive boards, and their relationships to their home governments.
Each fire department seemed open to considering consolidation to varying extents. All
agree that operationally there is much that can be gained for the delivery of emergency services.
They are less sanguine about the financial and contractual gains. While the relationship between
departments has been territorial, the TriData project team sensed an underlying collegial
camaraderie.
Clinton Township Fire Department – CTFD is the second largest department of the four
departments. It may well be the most fiercely independent. It was established in 1945. Their
mission statement is as follows:
The mission of the Clinton Township Fire Department is to serve the
public by reducing deaths, injuries, and property loss from fires, hazardous
material incidents, motor vehicle accidents, medical emergencies, and any
other crisis. We strive to achieve this mission through diligent training and
state of the art equipment, teamed with dedication and professionalism,
while maintaining cost-effective management of public funds. Our success
relies upon a proactive organization, which understands that the future will
be determined by the use of our most valuable resource… our personnel.
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Figure 7: Clinton Township Fire Department, Station 2

CTFD has a strong sense of pride in how they operate and provide emergency service.
Although their standard operating procedures do not diverge much from the neighboring
departments, they feel they are the best and are on the cutting edge of providing services.
Nevertheless, the majority of CTFD personnel with whom we spoke seemed open to the concept
of consolidation.
Harrison Township Fire Department – HTFD has a tradition dating back to 1929, but
was first officially established in 1945. Like the others, they are fiercely proud of their unique
identity. The department’s identity is also tied to its ability to help and be part of the community
throughout its history. The department’s mission statement says that:
Our mission is to lessen the exposure of our community to the
consequences of fire, medical, and environmental emergencies through
prevention, planning and response. Our vision is one of a complete
emergency services organization dedicated to Professionalism, Teamwork
and Excellence.
Figure 8: Harrison Township Fire Department HQ Station
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Another tradition tied to HTFD’s identity going back to the 1920’s is its connection to the
Mount Clemens Fire Department. The connection is part of these two organizations’ DNA, and
continues to this day in the form of an extensive automatic aid agreement between them.7 the two
departments entered into this agreement in 2008, with the understanding that because of limited
staffing resources this operational agreement would benefit both organizations. The operational
cooperation between the two is seamless, with units dispatched to the calls closest to them
regardless of which department they come from.
HTFD also has a deep pride of service and is in many ways a pioneer. They were one of
the first in the country and the first in Michigan to become certified to deliver advanced life
support (ALS) transport. This ALS transport service sets them apart from the other three
neighbors. It also creates a culture of constantly running calls with fewer personnel than desired,
different as well as independent from the way their neighbors respond. Every EMS call is sent a
response that nominally ties up 40 percent of the department’s resources.
Mount Clemens Fire Department – MCFD has a tradition dating back to 1851. Its
independence is characterized by its sheer will to survive, which is emblematic of the city
government just as much as the fire department. The department has endured vast changes due to
the fiscal challenges they have faced.
There has been no fire chief of the department for 13 years, which has created challenges
in command for the fire department as well as administrative challenges for city government—
no single point of responsibility. (Having no chief for this long is highly unusual.) Despite
lacking a chief, the members of the department are dogged in their desire to keep operations
running and their traditions alive. Their mission statement reads in part:
…to reduce deaths, injuries and property loss from fire, hazardous
materials incidents and other disaster/emergencies through our ongoing
proactive initiatives.

7

Automatic aid agreements feature immediate dispatch of units in one jurisdiction into another automatically,
without asking for the aid. Usually this is done for emergencies in one jurisdiction that are closer to the other’s
stations, or emergencies that only one is equipped to handle. Mutual aid is another type of agreement where units
have to be requested by one jurisdiction to come to the aid of another.
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Figure 9: Mount Clemens Fire Department

MCFD has a strong organizational culture dedicated to fire service traditions and delivery
of high quality service to their community. At the same time, MCFD operations and prevention
services are very lean. In addition to lacking a fire chief, it lacks dedicated inspection personnel.
The lack of administrative staffing mitigates the potential savings of a consolidation for MCFD,
but increases the potential for improvement of services.
Operationally, MCFD practices closely match those of HTFD, and they essentially match
those of the other two departments as well, except in the level of EMS provided. This
combination of lean administrative and operational staffing, and a strong fit with, and affinity
for, surrounding agency practices, makes MCFD perhaps the most consolidation ready of the
four.
Sterling Heights Fire Department – SHFD has been described by some as the alpha dog
of the fire departments in the area. It is the largest department of the four. While the others may
not necessarily consider it the alpha, SHFD has an esprit de corps that it is. The department is
relatively young, founded in 1962, but this has not deterred creation of an organizational culture
that is essentially unique for the area. It is a proud organization and every member that we
encountered wears that pride on their sleeve. Its mission statement is as follows:
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The mission of the Sterling Heights Fire Department is to reduce
deaths, injuries, and property loss from fire, hazardous material incidents,
emergency medical situations, and other disaster/emergencies by being
pro-active in providing excellent, state of the art, pace setting, life and
property preservation, emergency services, and public fire and life safety
education in a professional and cost effective manner, unhampered by
tradition while recognizing and treating our people as our most valuable
resource, the key to our success, and critical element to our future.
Figure 10: Sterling Heights Fire Department, Station 1

A major concern hinted at by members of SHFD during interviews is their fear of being
disproportionately influenced by the addition of outside departments, and the others not being
able to adapt to the SHFD way, coupled with a loss of control of their culture and traditions.
(Again, this is almost a universal concern in potential consolidations, but still needs to be
addressed.) Conversely, we heard the sentiment voiced that if a meeting of the minds can occur
culturally and then operationally, a consolidation could potentially improve emergency service
delivery. This predominant sentiment for improvement of services is a big motivating factor for
consolidation.
While there is a degree of pride and traditional firefighter competition between SHFD
and CTFD, both seem to generally agree that the departments are very similar and function
operationally almost the same. From an organizational culture standpoint, this portends well—
the two largest organizations in the equation can potentially merge and fold in the other two. In

TriData LLC

20

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

many ways SHFD and Local 1557’s cultural sensibility is the linchpin for consolidation to come
to fruition.
– – –  – – –
Invariably, some changes will be required in the organizational culture of all four
departments if consolidation advances. This can only occur if they agree upon a common vision,
mission, and values philosophy. Once this is established, the four departments can become one
organization that will follow a central way of doing business and will be on the same level field
of providing emergency service.

Internal Communications
Information and feedback are the cornerstones of effective communications and of a
well-run, well-functioning fire department. The best labor-management relationships combine
collaborative relationships and communication mechanisms that are inclusive in their decisionmaking process. They are respect-motivated and driven.
Internal communication is about leadership and leadership styles. For this study, it was
important to look at internal and external communication from a number of angles.
Consolidation requires buy- in from all stakeholders, and they have to be informed of the facts
and disabused of rumors and myths about what is going on. Likewise, the rank and file and
leadership need to be able to communicate concerns up the line as events proceed.
In the course of many interviews, and reviewing documentation, we had the following
impressions about the state of communications in the four departments: We note as an aside that
sometimes when people complain about poor communications, it is the content of the
communications rather than the structure that is the core of the discontent. But discontent can
also arise from not knowing what is going on. A precursor of consolidation will be to have
internal good communication about the process as it unfolds.

TriData LLC



CTFD did not have a good internal communications structure in place, and up
until the former fire chief resigned, had a poor relationship and poor
communications between labor and management. Communications and the
relationship improved under the new fire chief. A more collaborative relationship
was forged in a short period of time, moving the department in a positive
direction, with members of the union becoming involved at an unprecedented
level in policy making.



HTFD also does not have the best organizational internal communication
structure or process. There is a major disconnect between management and labor
on the communications front. Part of this is based on a leadership style that is
competent, but that comes from another system within the county. It is also based
on leadership that is change- oriented, which is always a challenge for the change
agents themselves, and department resistors who do not agree with the vision of
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the change agent. Formalized, regularly scheduled internal communications
would help to ameliorate the situation. It boils down to keeping the department
informed about what is going on, reasons for change, and ability to hear problems
that change may cause, as perceived by the department members, whether true or
not. One needs to hear the concerns.


MCFD has a very good internal communications network. While not formalized,
the firefighters within that organization are unified and mostly on the same page
in keeping the organization running smoothly and in their desire to consolidate
with the neighboring departments.



SHFD has the best internal communications of the four. Management and labor
meet regularly to work out operational and management issues. Much of its
success is due to the leadership of both the fire chief and labor to make a
concerted effort toward the department’s mission. While partly due to the
personalities involved (people liking each other), its communications approach
might be considered by the other three departments.

A major effort in the art of communication will need to be made by all parties concerned
in order to accomplish a new and truly unified fire protection system. All parties need to employ
the communication tools necessary for success of a unified system.

TriData LLC
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III. HUMAN RESOURCES AND CONTRACTS
This chapter will first discuss the State of Michigan acts that must be adhered to in
considering consolidation efforts, then an overview of some key human resources policies in the
four departments. Following that, the bulk of the chapter compares aspects of human resources
that are described in the collective bargaining agreements (CBAs). Harmonizing the HR aspects
of the contracts will be among the key issues and potential barriers to consolidation.
The key finding of this chapter is that there is much similarity across the four
jurisdictions with respect to human resources policies and practices, though details vary.
Collective bargaining will be needed to resolve the details, and their financial impacts. But the
starting point for consolidating HR practices seems very encouraging.

State Laws
There are several Michigan state laws that dictate the framework of inter-local
agreements:


The Emergency Services Authority Act of 19888, also known as Public Act 57,
grants municipalities the authority to provide emergency services and to create
authorities to provide these services and levy a tax.



Public Act 8 of 1967 provides authority to contract for services between political
subdivisions of the state. Such inter-local agreements have grown from involving
about 80 communities in the first five years of the Act to nearly 1,000 throughout
the State of Michigan today. There is an abundance of models to draw upon. 9



The Urban Cooperation Act of 1967 provides standards and guidelines for interlocal public agency agreements. The Act addresses financing via property taxes,
merging seniority lists, defining types for a new entity, and calls for a public
referendum.



Public Act 78 of 1935 authorizes a Police and Fire Civil Service System for
employees.10



Public Act 312 of 1969 provides for binding arbitration for CBAs for police and
fire unions.11

In summary, there is strong legal authority for developing a wide variety of
consolidations or mergers.

8

MCL 124.601-614
, MCL 124.531
10
MCL 38.501 et. seq
11
, MCL 423.231 et seq
9
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Personnel Practices
Each of the four jurisdictions handles fire department HR functions under the
jurisdiction’s HR and Finance departments, with oversight by a city manager and assistance from
the fire chief.
Fire department personnel are guided by two types of documents. First is the CBA of
each department, which establishes conduct, performance, job duties, rights of the employee, the
grievance process and many other aspects of HR. Second is the set of standard operating
procedures applicable to human resources in each jurisdiction. We found that human resources
operating procedures, policies, and goals are consistent and meet industry standards. Some
examples of the commonality of personnel practices are given below; details on other practices
are discussed in the comparisons of key topics in the CBAs.
Management Rights – Each collective bargaining agreement acknowledges the rights of
management to exert the full provision of its authority
Recruitment and Applicant Testing – Each jurisdiction utilizes advertisement, internal
postings, and community outreach as recruitment tools. However, each has its own entry
requirements and promotional tests that reflect its policies, procedures, operational standards,
management practices and CBAs.
Seniority – Seniority determines many rights and privileges of the workforce. Each
jurisdiction’s CBA discusses the seniority basis for layoffs, recalls, job assignments and
promotions. There also are seniority- based provisions for benefits. Seniority is the basis for
vacation time, and flexibility in taking it. In most jurisdictions, seniority is broken only by
discharge for just cause, resignation, extended layoffs or absenteeism.
Promotional Process – Each jurisdiction uses seniority as one basis to qualify for
promotions, along with merit- based criteria. Each jurisdiction uses an in-house, nonstandardized assessment for promotions that is based primarily upon its policies, practices, and
procedures. The TriData project team noted that further reliance on merit and less on sheer
seniority is the direction being taken by most of the fire service nationally, and should be
considered, regardless of whether consolidation proceeds.
Succession Planning – Succession planning is significantly reliant on the seniority
process, but not the only criterion in each department.
Probationary Employees – In each jurisdiction new hires are typically brought in as
probationary status employees, which is followed by full- time permanent status from 6 months
to 1 year later if they prove satisfactory.
Use of Light Duty – Three jurisdictions allow placement of injured fire suppression
personnel on light duty. Mount Clemens has the policy at the city level but the fire department
has no provision for it.
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Employee Development and Support – Successful organizations establish clear
expectations for employees and a path for success. Employee development is an area that needs
improvement in each department. Essential core skills need to be further developed across the
supervisory ranks. The departments, with assistance from their human resources department,
should be moving toward strengthening professional development for new officers. They need to
do the same for all supervisors, regardless of whether consolidation moves forward or not.
Overtime – In all four communities, overtime is paid at 1.5 times base hourly rates for
both 56-hour and 40-hour employees.
Trading Days and Times – Each jurisdiction affords fire fighters the opportunity to trade
days and times with other members who are willing (the buddy system).
Work Stoppage – Work stoppage, strikes, failure to report, and lockouts are not permitted
under any of these agreements, in accordance with State law.

Collective Bargaining Agreements
The similarity or dissimilarity of Collective Bargaining Agreements can facilitate or
impede consolidation. In the following sections, we discuss most provisions of the CBAs that
have potential impact in trying to harmonize a consolidated agreement. Overall, the agreements
are relatively similar. A complicating factor is that many benefits are different for employees
hired after a certain date. All of the discussion below relates to CBAs that were in effect during
this study.
The Clinton Township contract recognizes two bargaining groups, Local 1381 for the
bulk of the department, and a second for the chief and deputy fire chiefs. The main contract
provides the standard three-step grievance procedure, with arbitration as a final step. The parties
can go to the Civil Service Commission instead of arbitration to settle a dispute. The contract
ends March 31, 2018.
Sterling Heights, too, has two separate CBAs, one for its Executive Group and the other
for the rest, represented by Local 1357. They are in effect until June 30, 2018. The Executive
Group includes the development director, police chief, fire chief, community relations director,
finance and budget director, public works director, city clerk/risk manager, and human resources
director/assistant city manager. These employees are “at will”; they serve at the pleasure of the
city manager, and are confirmed by vote of the City Council.
Members of the Executive Group are guaranteed that if they are involuntarily
discontinued after one year, their pay and benefits remain intact for 150 workdays. The police
and fire chief, if promoted from within the ranks, can request to be reinstated to their formerly
held position. If granted, their benefit and pay status reverts to that position.
The Mount Clemens and Harrison Township CBAs expired in 2016. Their CBA’s are
similar, and often are discussed together below.
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Table 1 shows the main elements of the CBAs for the four departments. As can be seen,
almost all of these elements are addressed in each CBA. The few blanks do not mean that the
community does not have a policy in that area, just that it is not explicitly articulated in the CBA.
Table 1: Comparison of Elements in CBAs
Clinton
Township

Harrison
Township

Mount
Clemens

Sterling
Heights

1. Grievance clauses

X

X

X

X

2. Safety

X

X

3. Discharge, Dismissal, Demotion

X

X

X

X

4. Residency/Call Back

X

X

X

X

X

X

Articles and Clauses

5. Separation & Voluntary Terms

X

6. Management Rights

X

X

X

X

7. Layoff & Recall

X

X

X

X

8. Absenteeism

X

X

X

X

9. Hours of Employment/Marketing
Requirements

X

X

X

X

10. Probationary Employees

X

X

X

X

11. Seniority

X

X

X

X

12. Promotional Advancement

X

X

X

X

13. ‘Overtime

X

X

X

X

14. Leaves, Sick, Personal

X

X

X

X

15. Vacations

X

X

X

X

16. Trading Days & Times

X

X

X

X

17. Maintenance of Conditions

X

X

X

X

18. Work Stoppage

X

X

X

X

19. Health & Fitness

X

X

X

X

20. Insurance

X

X

X

X

21. Longevity

X

X

X

X

22. Uniform & Food Allowance

X

X

X

X

23. Pension

X

X

X

X

24. Holiday Pay

X

X

X

X

25. Incentive Pay

X

X

X

X

26. Occupational Injury

X

X

X

X

27. Wages

X

X

X

X

X

X

X

28. Benefits Due Upon Separation
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These contract elements are compared in detail in the sections below.

Grievances
Each department uses a generally standard multi-step grievance process, with some local
variations. A grievance may be solved or withdrawn at any step
Mount Clemens and Harrison Township allow a grievance to be filed within 30 days of
the act, which is Step 1. Step 2 is a 10-day notification period. Step 3 is mediation, and must be
filed for within 30 days.
In Clinton Township, the initial grievance must be filed within 20 days of the act. The
grievance first goes to the Grievance Committee (Step 1), then the fire chief (Step 2), the HR
director (Step 3), and if not resolved, to arbitration (Step 4.)
In Sterling Heights, the grievance must be filed within 15 days of the act. The HR
director is Step 2, city manager is Step 3, and arbitration is Step 4.

Discharge, Dismissal, Demotions
Discipline, demotion, and dismissal have similar standard appeal processes. Discharge
with cause is at the sole discretion of management via Public Act 78. Each jurisdiction has a
clause which states that three days of non-reporting implies resignation. Some key CBA features:
Clinton Township’s CBA does not explicitly discuss discharge, dismissals, and
demotions.
Harrison Township’s CBA usually requires progressive steps for termination, e.g.,
verbal and written warnings as well as counseling. But Harrison can discharge an employee
outright if the offense is serious enough, without going through the progressive steps.
Mount Clemens’ CBA adds the right to discharge based on the local economy (i.e., lack
of adequate local funds).
Sterling Heights employees are protected from discipline, discharge, or dismissal unless
it proceeds through the grievance process. All arbitration rulings are binding. Employees can be
terminated for cause or upon resignation, retirement, absent no call/no show (three days), or
failure to return from leave.

Promotion
As noted earlier, seniority is a major but not sole determinant for promotion in each of
the four departments. Seniority generally means time in grade, with some special treatment for
firefighters called to active duty, and some other situations.
Clinton Township’s promotion eligibility requirements include the following:
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Fire captain requires two years as a lieutenant and completion of certification as a
Fire Officer II



Battalion chief requires two years as a captain, and completion of Fire Officer III
certification.



Deputy Chief must be a battalion chief certified as Fire Officer I, II and III, and
successfully assessed by the fire and police chief service commission.



Fire Chief requires two years as a battalion chief, a B.A., and at least five years in
fire suppression.



Fire Training Instructor requires five years in fire suppression, seniority rank on
the eligibility list, and certification within two years of the appointment as a Fire
Training Instructor.



EMS Officer must be an AEMT, and is open to all fire suppression personnel with
five years of seniority. Within two years of appointment, each applicant must
achieve certification as an EMS Instructor and Fire Safety Officer.



Chief of Training requires all of the above factors and seniority.



Fire Inspector and Fire Marshal require fire inspection certification and other
factors.

Since April 2010 all fire suppression personnel must maintain a paramedic’s license
Harrison Township requires for promotion to sergeant:


Five years of service



Current AEMT certificate from the state



Twenty (20) credit hours of a Fire Certification program from an accredited
college



Passed classes necessary for certification as Fire Officer I, II, and III.



Passed in-house multiple-choice exams with a grade of at least 85 percent. The
test comprises 70 percent from the fire department SOPs, 20 percent from the
policies and procedures manual, and 10 percent from the collective bargaining
agreement.

For lieutenant, the requirements are the same as sergeant with the addition of the
completion of an Associate’s degree.
For battalion chief, the additional requirements are an A.A. degree in Fire Science and at
least one year in grade as a lieutenant. After attaining the rank of battalion chief, the person must
obtain state- recognized Fire Inspection certification.
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Mount Clemens requirements are as follows:


Six years of service to take the first promotional exam.



Fire Officer Certification is required for all promotions.



Lieutenant rank requires Fire Officer I and II.



Captain rank requires Fire Officer I, II, and III.

Sterling Heights’ promotional system, like the others, is based on seniority and
minimum qualifications. The employee must be on the eligibility list, which is based on
seniority. New fire suppression personnel are required to complete a one-year probationary
period. This same one-year probationary period also applies to all promotional positions, with
appointees guaranteed the right to return to their previous rank and grade if not satisfactorily
completing probation.:


Fire sergeants are based on seniority.



Fire lieutenant requires five years, seniority, and completion of the SHFD basic
company officer course.



Fire captain requires two years as a lieutenant, seniority. and completion of the
departments advanced company officer course.



EMS Coordinator requires five years of seniority and two years as a licensed
paramedic. Must be I.C. certified within two years.



Battalion chief requires two years as a captain, seniority and an A.A. in Fire
Science.



Division chief and assistant chief must first be an SHFD chief of training, fire
marshal or battalion chief with seniority and have an A.A. in Fire Science.
Division chiefs are appointed by the city manager from a selection committee
selections. Fire Marshal, Chief of Training and Assistant Chief are promoted after
evaluation by an assessment center, with selection of someone in the top 3 by the
City Manager.

As can be seen above, the promotion systems differ in some details, but largely have the
same intent, with the keys being time in grade, and passing various certifications.

Work Shifts
All of the four departments use a 3-platoon system, and have 56-hour average workweek
firefighters and 40-hour senior officers. Administrative staff have 40-hour weeks in each
department.
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Clinton Township, Harrison Township and Sterling Heights shifts are:


On 24, off 24



On 24, off 24



On 24, off 96

Training and Fire Prevention Division work 40 hours per week.
Mount Clemens’ shifts are:


On 24, off 24



On 24, off 48



On 24, off 24



On 24, off 96

Staffing
Again, we note that we are summarizing here what is in the CBAs. Fire Operations
practices are discussed in a later chapter.
Clinton Township suppression staffing is based on a minimum of three per rig:


Three per engine company, one of whom must be sworn



Three per truck company, one of whom must be sworn



Three per rescue company, one of whom must be sworn



One battalion chief per day, sworn or acting



One dispatcher per shift



One on each rig must be a certified ALS (paramedic.)

Harrison Township has in its CBA requirements


Minimum 6 personnel on shift duty



At least two fire fighters assigned to each ALS unit must be certified as AEMTs
(paramedics.)

Sterling Heights staffing levels also are based on three per rig. All firefighters are
expected to get EMS training. Minimums are:
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FEO
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Two per truck company, one officer, and one Fire Equipment Operator crosstrained.



One battalion chief each day.

A firefighter is offered the opportuning to attain FEO status, by seniority, or on a
volunteer basis and trained based on NFPA 1002 certification requirements. Employees in the
ranks of captain, lieutenant, and firefighter are offered training for assignment to ALS duty, in
which they must serve for at least three years after completing training.
The CBA also specifies maintenance of a Hazardous Materials Response Team, which is
made up of 12 firefighters who are trained in haz mat. They must remain in that assignment for 3
years after training. A Technical Rescue Team also is specified, to consist of 12 members who
receive rescue training.
Mount Clemens staffing is similar to the others, with three per engine, and a minimum
of 3 firefighters per shift.

Leave
There are several types of leave: regular time off, sick leave, injury leave, and some
special categories. Holidays are yet another type. The comparisons are somewhat confusing,
especially with regard to what can be cashed in, and the variations by seniority. Table 2 shows
the most important aspects of leave for line firefighters. The text fills in the detailed variations by
seniority and other factors. Note that in the past yearts, leave and holiday benefits have gotten
closer across the four departments, which works toward facilitating consolidation.
Table 2: Leave and Holiday Comparison for Line Firefighters
(Ranges indicate variation by seniority. Constraints on leave are discussed in text.)
Type of Leave
Basic Leave
(Vacation)

Clinton Township
6-13 days
144-312 hrs.

Mount Clemens
6-15 days
144-360 hrs.

Max bankable 21
days.

Payoff for unused
leave

Holidays
Sick Leave
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12.5
7.5 days/ year.
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Sterling Heights
7 – 16 days
168-384 based on
seniority.
Max bankable 2140 days. Allowed
two times what is
earned
Payoff for unused
leave only upon
retirement, at
100%.
12
10 days/ year

Harrison
Township
104-296 hrs.

Max bankable 600
Hrs.

12
6 days/ yr.
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Clinton Township

Mount Clemens

Sterling Heights

Max accumulation
10 days

Max accumulation
94 days

Max accumulation
10 days

1 day/ year

Paid at .75 hourly
rate
2 days/yr.

Paid at .5 hourly
rate
0

Harrison
Township
Max accumulation
580 hrs. (24.2
days).

1 day/yr.

Clinton Township affords line employees 0.5 paid working day vacation for each month
until the fourth year of employment. (These are 24-hour days). Beginning the fifth year, it raises
to three-quarters of a day per month until the tenth year, when it increases to one day per month.
Each staff employee is entitled 14 annual days per year and accumulates at one-sixteenth
paid day per month through the fifth year. From the sixth through twelfth years they are entitled
to 21 annual vacation days.
Vacations accumulate to a maximum of 21 days for line employees and 42 days for staff
employees. Not more than 12 consecutive vacation days may be taken at one time
The department has merged sick and personal leave into PTO—Paid Time Off Sick leave
for 56-hour employees is accrued at a rate of 240 hours per year, and 200 hours per year for 40hour employees. Accumulated paid time off is paid at a rate of 0.5 of base pay upon retirement or
termination.
For service-connected injuries, no sick days are charged to the employees account.
Workman’s Comp or light duty is used. Any employee who is unable to work is guaranteed 80
percent of their pay from the Township that is not covered under Worker’s Comp, for one year.
A non-service connected injury requires the use of sick days, short term or long-term
disability benefits or light duty, if approved. Education and military leaves are permitted, as are
general leaves of absence; e.g. for jury duty, funeral, illness of a family member, public office,
etc. No pay is provided, seniority is frozen and benefits are ceased during a voluntary leave of
absence.
Limited vacation cash out option is available for line employees, not to exceed 2.5 days
and for staff not to exceed 5 days.
Harrison Township entitles employees to a vacation after their probationary period. For
53-hr employees it varies from 104 to 296 hours.
Vacation can be banked up to 600 hours. Vacation/annual leave time bank pay is
computed in final average compensation for pension purposes.
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Employees earn six days of sick leave for each year of employment. Legacy sick leave
was capped at 580 hours. Pregnancy/child care leave is unpaid, with a one-year maximum.
Harrison Township grants one- day personal leave per year, and it is not accumulated. Harrison
has provisions for extended unpaid leave time based upon approval.
Mount Clemens provides regular leave based on seniority, as follows:


1-5 years of service yields 6 scheduled 24-hour work days of leave



6-12 years of service yields 9 scheduled 24-hour work days



13-20 years of service yields 12 scheduled 24-hour work days



Over 20 years yields 15 scheduled 24-hour work days

Employees have the option of receiving no more than 3 days paid in lieu of vacation days
off.
Employees earn sick leave at the rate of 7.5 work days for each year of employment. Sick
leave bank tops at 94 days.
Mount Clemens grants one day personal leave per year, and it is not accumulative.
In Sterling Heights vacation days increase from 7 days for a one year employee and
increase to 16 days per year for a 15-year employee. Vacation may not exceed twice the
employee’s earned amount. Upon Retirement, 100% of vacation and personal banks and 75% of
sick banks are paid out. See Appendix A, Staff Employees Vacation Hours, for more details.
For 40-hour staff positions, vacation time ranges from 21 days for 10 years of service to
25 days for 20 years or more.
Accumulated unused personal time off above 96 hours may be cashed in at full value of
the base rate.
Sick leave is accrued monthly at 20 hours for 56- hour employees. Maximum sick leave
earned per year is 240 hours for 56- hour employees. Sick leave over 240 hours is compensated
at 75% each year and the entire sick bank can be compensated at 75 percent of their hourly rate
upon separation.
Leave for personal reasons (funerals, jury duty, etc.), short- and long-term disability, a
$50,000 life insurance policy, and executive level hospitalization, dental, optical, and workman’s
compensation are included in the Sterling agreement. A non-duty disability employee receives
benefits up to six months and has up to two years to return.
Personal leave time is accumulated at four hours per month and can be used for any
reason.
General leave is provided for jury duty, funerals, etc.
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Sterling Heights allows a one- year leave of absence for general reasons as well as
authorized military leave.

Holidays
Clinton Township has 10 holidays plus a paid day off for their birthday. The birthday is
treated as a holiday. They compensate line employees at ½ base pay regardless if they work the
holiday or not. Staff employees have 11 holidays off with pay, and if they work the holiday they
receive double pay for at least 2 hours.
Harrison Township offers 12 holidays. The employee receives 12 hours of straight time
pay at their hourly rate as a bonus for the holiday, regardless of whether they work it or not. 40hour employees get each holiday plus the 3 working days between Christmas and New Year’s
Eve Day, for which they receive 4 hours of straight time pay. If a 40-hour employee works on a
holiday they receive time and one half pay.
Mount Clemens offers 12 ½ holidays. If worked they are paid at the prevailing rate or
offset by 1 day compensatory time off.
Sterling Heights has 12 designated holidays, and pays its 56-hour employees their
current base pay for 9 (216 hours) holidays. 40-hour employees are paid their current base pay
but have the holidays off.

Medical Insurance
Clinton Township provides BC/BS options for hospitalization and prescriptions. The
employee is responsible for amounts exceeding the state’s hard cap amounts for hospital,
medical and prescriptions. Clinton Township offers Delta Dental and Optical insurance.
Harrison Township offers BCBS hospital, medical, surgical, and prescription drug
insurance to all employees. They provide a Simply Blue PPO HSA - plan 1300/0 percent with
$1300/$2600 deductible medical coverage. Upon hire and enrollment into the health care plan,
the township pays the full premium cost. On an annual basis, the township also contributes to an
IRS-qualified HSA account 50 percent of the deductible for single or family coverage for
members that are enrolled in this plan. There is no pro- rating of the deductible, and all
employees in the plan receive the 50 percent of the full annual deductible into their HSA. The
HSA is owned by the employee and the employee is allowed to make contributions into the HSA
through payroll deductions at their discretion.
Once the deductible has been met on prescriptions, coverage includes a $10 generic copay and a $60 brand name co-pay. Once an additional $1,000 per single and $2,000 per family
has been met in prescription co-pays, employees are provided BCBSM exclusive Dental
(189956-002) 100/75/50/50 percent with a maximum participation of $1,000 per person lifetime
maximum on Class IV benefits. Services for this plan must be administered in the DenteMax
network or there will be no benefit.
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The Township pays the full premium for optical insurance provided by SVS Plan A.
Harrison Township also has a provision for employees to receive payment in lieu of
Hospital, Medical, and Prescription coverage on the following basis:
One IAFF employee elects payment:

$3,600 per employee

Two IAFF employees elect payment:

$4,200 per employee

Three IAFF employees elect payment:

$4,800 per employee

Four or more IAFF employees elect payment:

$5,400 per employee

Mount Clemens employees are responsible for the costs of the premiums to cover more
than the “hard cap” limit. Employees have the option to receive an annual sum of $1,500 in lieu
of participating in the health insurance plan. The coverage is extended to widows/widowers and
children under 18. As an alternative, employees have the option to receive an annual sum of
$1,500 in lieu of participating in the health insurance plan.
The Dental plan paid for the city employees compares to 80/20 co-pay for Class I and
Class II dental problems.
Sterling Heights provides BC/BS Community Plan 4. The employee is responsible for
amounts exceeding the hard cap amounts for hospital, medical and prescriptions. Dental
Insurance is provided through BC/BS Dentemax Dental Plan, as well as Optical insurance.
Employees also have the option of choosing the BC/BS Simply Blue HSA PPO Plan.

Upon eligibility for Medicare, employees are expected to transfer to it. A line- of- duty
death results in maintained coverage. For a non-duty -related death of an employee who has
vested 10 years, spouse and children are provided 40 percent of the costs for the medical plan. At
20 years of service, 80 percent is paid for and at 25 years the city would cover 100 percent.

Life Insurance
Clinton Township and Sterling Heights provide a $50,000 life insurance policy. Upon
retirement employees receive a paid $10,000 life insurance policy, effective until age 70.
Mount Clemens provides a death benefit of not less than $25,000. Each employee that
retires shall be entitled to a continuation of $5000 to the employee’s beneficiary.
Harrison Township provides $50,000 Life insurance coverage and benefits. The benefit
is 100 percent to age 65, 65 percent to age 65, 50 percent at age 70, 35 percent at 75. In case of
on- the- job injury or death, double indemnity is provided. Upon retirement, the death benefit
remains in effect at $15,000.
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Retiree Insurance Benefits
Clinton Township, upon retirement, provides a 25- year employee with health care
coverage like Community Blue 10. Retired employees with less than 25 years are offered a prorated option.
Upon a duty- related death, insurances for the spouse and dependent children are
maintained as they were.
Harrison Township retirees get the same benefits available to active employees. Upon
qualifying for Medicare, the township offers full family coverage (Blue Cross/Blue Shield Exact
fill) and after his/her death, the surviving spouse continues to receive full benefits.
Employees hired after December 19, 2014 receive a monthly contribution of $200 into an
account established by the township in lieu of retiree health insurance. Vesting is as follows: 5
years: 50 percent; 7 years: 75 percent; 10 years: 100 percent. These employees may also
contribute to the fund each year subject to IRS regulations.
Mount Clemens, upon retirement of an employee, furnishes medical and hospital
insurance group coverage to eligible full-time retirees and spouses under the same terms they had
when employed. They do have a $10/$40 drug rider. Upon reaching Medicare eligibility, the
coverage converts to a Medicare- eligible program with 60 days advance notice by the retiree.
These benefits only apply to full- time employees at the time of their retirement or are vested if
they resign. Mount Clemens provides a death benefit of not less than $25,000 for active
employees. Retirees have a death benefit of $5,000 to the employee’s beneficiary.
Disability retirement remains the same.
The following schedule is used in determining retiree medical benefit coverage for all
employees hired after January 1, 1995.
Table 3: 53-Hour Per Week Employees in Mount Clemens
Employee
Share of
premium
75%
70%
65%
60%
55%
50%
40%
30%
20%
10%
0%

Years of Service at
retirement
10 years but less than 11
11 years but less than 12
12 years but less than 13
13 years but less than 14
14 years but less than 15
15 years but less than 16
16 years but less than 17
17 years but less than 18
18 years but less than 19
19 years but less than 20
20 years and over
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Sterling Heights retirees receive the medical insurance in effect at time of retirement,
including Dental. Employees hired after 7/1/2007 have to pay 50% of the illustrated rate and the
city will pay $1350 into a PEHP account to offset medical costs. Employees hired after 1/2/2013,
only receive $1350 per year, deposited into their PEHP account to offset medical costs. Upon
retirement, life insurance of $10,000 is provided until age 70 are continued at no cost to the
retiree.

Uniform Allowance
The following are given per year per employee:


Clinton Township:

$700. After probation, each employee also is given
$375 for a dress uniform.



Harrison Township:

$700.



Mount Clemens:

$590.



Sterling Heights:

$1,000

Food Allowance
The following are given annually to shift employees, except for Clinton, where the
payment for food are given per shift:


Clinton Township:

$10.31 per shift



Harrison Township:

$900 per year



Mount Clemens:

$750.per year



Sterling Heights:

$1,000 per year

Pensions
This is a highly complex area to compare. The basics are shown in Table 4. The text has
more details, including employee contributions to pensions. There are various stipulations for
early retirement or separation. Pensions generally are based on average salary of highest 3 years
before retirement
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Table 4: Pensions for Line Firefighters
Pension Aspect

Clinton Township

Mount Clemens

Multiplier per
year

2.8% for first 25.

2.5% for first 25,
1.0 % for more.
2.0 % for hires
after April 1, 2011

Voluntary
retirement age

Employee
contribution
(% of salary)

2.0% for hires for
hires after April
1, 2011)
Max total = 70%
Any age after 25
years of service.

7%
(4% for hires
after April 1,
2011)

Sterling Heights
2.8%

No max
Age 50 for more
than 10 yrs. service

2.0% for hires
1/2/2013 and
after
Max total =70%
Any age after 25
years’ service

7%
(4% for hires after
April 1, 2011)

8%
(same regardless
of hiring date)

Harrison
Township
2.8% for first 20,
1.8% for next 5
1.8% and 1.0 for
hires after Dec 19,
2014
Max total =70%
Any age after 20
years’ service. Or,
when sum of age +
service years =70.
Variable-- 4:1 ratio
of township to
employee
contribution

In Clinton Township, the retirement pension is equal to 2.8 percent of the member’s
average final compensation multiplied by the years of service up to 25 years, and with a
maximum of 70 percent. For members starting after April 1, 2011, the pension annual rate for
new employees was reduced to 2 percent. The newer members’ retirement contribution is a 2-tier
system where the newer members have a 2.0 multiplier with a contribution is 4 percent, while the
rest of the membership contributes 7 percent. The average final compensation is the average of
the highest three annual compensation years during their last 10 years of service before retiring.
Annuity withdrawals are permissible with penalty. Surviving spouses receive the full benefit for
a service- connected death, as do those whose spouse retired on duty disability.
An annuity as well as deferred retirement option plan (DROP) is provided for the current
fire chief. It assumes 25 years of service. A 401(a)-defined contribution plan requires the
township to match, dollar for dollar, at the maximum allowed by the IRS, up to 25 percent of the
individual contribution.
In Harrison Township, the retirement benefit formula is 2.8 percent for the first 20
years; and 1.8 for the next 5 years. For all years after 25, the factor is 1.0. For example, they get
57.8 percent at the 21st year. The combined factors cannot exceed 70 percent. For employees
hired after December 19, 2014, the retirement benefit formula is 1.8 percent for the first 25 years,
and 1.0 for additional years.
Employee contributions to the pension system are a variable rate based on a 4:1 ratio
adjusted annually. For example, if the Township contribution is 20 percent, the employee
contribution can be up to 5 percent. If the Township contribution is 30 percent, the employee
contribution can be up to 7.5 percent.
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Members are eligible to voluntarily retire and receive benefits after 20 years of service
regardless of age, or when the sum of the member’s years of credited service and the member’s
age is at least 70, whichever occurs first. Members are vested for deferred retirement benefits at
the date retirement would have occurred had the member remained in employment. Employees
hired after July 1, 2011 are eligible to receive retirement benefits after completing 25 years of
service regardless of age, or when the sum of the member’s years of credited service and the
members age meet or exceed 75 whichever occurs first. Those newer members are vested for
deferred retirement after completing 10 years of service and are eligible to receive deferred
benefits at the date retirement would have occurred had the member remained in employment.
Harrison Township can decline to return a disability retiree to active service if the
Township can prove that financial hardship exists for the township. If the disability retiree is
returned to active service, they come back at the rank they last held with the current wages and
benefits applicable at that rank. Spouses and their dependents of active members whose deaths
were not service connected can receive hospital, medical insurance consistent to members’
coverage.
The Mount Clemens pension is based on the average of the highest annual compensation
for 3 years of credited service within the 10 years of credited service immediately preceding
retirement. Employees with less than 3 years of credited service have their pension based on the
average of their annual compensation for the period of credited service.
The pension is 2.5 percent of the average compensation x number of years of service, up
to 25 years, plus 1 percent of the final average compensation multiplied by the number of years
in excess of 25. Employees contribute 7% of annual salary toward retirement. The pension
multiplier was lowered to 2 percent per year for hires after April 1, 2011, and their employee
contributions were established at 4 percent.
The voluntary retirement age is 50 years for firefighters with 10 or more years of credited
service. Fire employees are provided a deferred retirement allowance if they have 10 or more
years of credited service and leave employment with the City for any reason other than
retirement or death before age 50. They can receive the retirement allowance after reaching age
50. If this employee withdraws all or part of their accumulated annuity savings fund (to which
they contributed) they forfeit all rights to a deferred retirement fund that includes contributions
by the city. Also, a member can elect to receive on the date of their retirement a total refund of
their accumulated contributions with a penalty of proportional reductions.
If retirement occurs based on a disability; the disability pay is based on the above
retirement formula but no less than 50 percent of final average compensation. Should that
employee engage in other employment, the payout is adjusted.
Sterling Heights members receive a pension based on 2.8 percent of their final average
compensation. For new members (those joining in 2013 and after) pensions are based on 2.0
percent of their final average compensation, maxed at 70 percent of the final average
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compensation. The employee’s contribution is 8 percent of pensionable pay. Retirement is
allowed regardless of age after 25 years. Employees can purchase up to 3 years based on
municipal, EMS or military service. Annuity withdrawal is allowed with penalty. A provision for
death prior to retirement is available and 60 percent survivor benefits are entitled to the spouse.
If a member dies in the line of duty they are credited for 25 years of service.

Firefighters’ Wages
As one would expect, base wages vary across jurisdictions, and may be one of the key
areas of difficulty to resolve for consolidation. Table 5 compares the basics.
Table 5: Salary and Incentive Pay Comparison--Firefighters
(other incentives apply for certain specialties and certifications—see text)
Wage Aspect
Starting salary for
firefighters
Increases to

BLS
(EMT)certification
incentive
ALS certification
(AEMT)
Fire Science
Certificate
AA degree
BS degree
Longevity pay:
Older emloyees
(added to base
pay)

Clinton Township

Mount Clemens

Sterling Heights

Harrison
Township
$34, 745

$40, 407

$45,228

39,828

$63,911 after 36
mos.
$67,255 after 48
mos.

$57,259 after 36
mos.

Peaks at $70,828

$53,672 after 36
mos.
$66,290 after 60
mos.
3% added to base

6% added to base

7% added to base

1% added to base

7% added to base
$500

$200

2% of base

$1000
$3000
2-10%
(6-26 yrs.)

$300
$400
$340-$1700
(5-25yrs.).

$300
$500
$1300-$2700

1.5-10%
(2-20 yrs.)
4-10%
(10-25 yrs.)
None for hires
since 12/19/14

Longevity pay:
Newer
employees

Clinton Township starting base salary is $40,407, which increases to $63,911 after 36
months, and peaks at $67,255 after 48 months. For those with an ALS certification the starting
salary is $43,341. It increases to $68,385 after 36 months and peaks at $71,963 after 48 months.
Harrison Township has a starting base salary of $34,745, which increases to $53,672
after 36 months, and peaks at $66,290 after 60 months.
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Mount Clemens has a starting base salary for firefighters of $43, 228, which increases to
$57,259 after 36 months.
Sterling Heights has a starting base salary of $53,761 and peaks at $70,828. A firefighter
with an ALS certification starts at $56,449 and peaks at $74,363.

Officers’ Wages
In Clinton Township, the starting salary for Lieutenant is $73,976; Captain $79,893;
Battalion Chief $87,885; Fire Inspector/Training Officer/EMS Officer $82,292 and Fire
Marshall/Chief of Training $90,522. For those with an ALS the pay rate is Lieutenant $79,158;
Captain $85,485; Battalion Chief $94,038 and EMS officer $88,049.
The current salary for the fire chief is $107,229 and deputy fire chief is $100,837. When
this contract expires on April 1, 2017 the fire chief’s salary will be $109,925 and the deputy’s
$103,374.
In Harrison Township Sergeants are paid $72,919, Lieutenants are paid $80,211,
Battalion Chief’s $88,232, Chief $106,761.
In Mount Clemens, the Lieutenant starting salary is $62,750 and increases to $65,277
after 12 months. Captains make $72,385 after 12 months.
In Sterling Heights, the Fire Sergeant base salary is $74,369; Fire Lieutenant $78,070;
Fire Captain $85,953; Battalion Chief $94,548. For 40- hour employees the salaries are Fire
Inspector $91,446; Fire Instructor $91,446; Division Chief/Assistant Chief $111,261; Fire
Marshall $102,545; Fire Chief of Training $102,545 and EMS Coordinator $95,885. For those
with an ALS certification the pay rate is Firefighter $42,217; Fire Engine Operator $41,421; Fire
Sergeant $78,831; Lieutenant $84,838; Fire Captain $94,111.

Longevity Pay
Clinton Township employees receive longevity pay in accordance with the following
schedule, maxed out at $13,000. Beginning
6th year of service
11th year of service
16th year of service
21st year of service
26th year of service

2% of gross-pay
4%
6%
8%
10%

Longevity pay is payable in a lump sum payment at the end of November.
Harrison Township employees receive longevity pay as a percentage of hourly rates:
At the start of the:
3rd and 4th years
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5th, 6th and 7th years
8th and 9th years
10th, 11th and 12th years
13th and 14th years
15th, 16th and 17th years
18th and 19th years
20th year and thereafter

2.5%
4.0%
5.0%
6.5%
7.5%
9.0%
10.0%

Employees hired after July 1, 1997 have their longevity pay based on a slightly different
schedule:
At the start of the:
10 up to 15 years
15 up to 20 years
20 up to 25 years
25 years and over

4%
6%
8%
10%

Longevity pay is not provided to employees hired after December 19th, 2014.
Mount Clemens provides longevity pay to employees in addition to their base pay, for
continuous years of service according to the following schedule, with percentages based on
$17,000
5 years of service and over
10 years of service and over
15 years of service and over
20 years of service and over
25 years of service and over

2% - $340
4% - $680
6% - $1,020
8% - $1,360
10% - $1,700

Sterling Heights longevity pay is as follows:
5 years
10 years
15 years
20 years

$1,300
$1,767
$2,234
$2,700

Incentive Pay and Educational Compensation
Some of the departments give extra pay for members of specialty teams, or for obtaining.
academic degrees.
Clinton Township reimburses employees tuition and books if they attend seminars or a
Fire Science curriculum. Classes must be on days off and are capped at 30 credits a year.
The Township also provides a $500 bonus for completing a Fire Science certificate,
$1,000 for an AA in Fire Science, and $3,000 for a BA in Fire Science.
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Harrison Township firefighters hired before 1996 and certified as EMTs receive a salary
increment equal to 3 percent of their base wage. A firefighter certified as an Advanced EMT
receives a salary increment equal to 7 percent of their base wage. The township schedules and
pays for costs associated with maintaining certifications for basic, specialist and advanced
EMTs.
Employees hired after January 1, 1996 receive 7 percent of their base wage for
certification as Advanced EMTs.:
Employees who complete a Fire Science Certificate receive incentive pay equal to 2
percent of their base wage.
A bonus of $750 is paid annually for ITLS or PHTLS certification. A member of the dive
team also receives a $750 annual bonus. Employees who are State Certified Fire Inspectors and
complete 10 inspections a year receive an annual bonus of $900. The township will pay for all
classes necessary to obtain and maintain certification as a fire inspector. Battalion Chief’s
receive priority to obtain this certification.
Incentive payments are not added to base salaries for the purpose of computing overtime,
longevity or final average compensation for retirement.
Mount Clemens too covers certain costs for educational certification and training.
Firefighters are allocated a training budget of $3,000 per year. To attend training when not on
duty, comp time is provided at 1 ½ times hourly rates. Effective July 1, 1990 new personnel who
elect to receive tuition reimbursement for courses leading to a Certificate in Fire Science, or an
A.A. or B.A. in Fire Science are not eligible to receive the above education allotment. However,
employees receive a $200 bonus if they have a certificate in Fire Science, $300 for an A.A. in
Fire Science, and $400 for a B.A.in Fire Science. These are annual lump sums.
Sterling Heights has an educational assistance program that provides a 75 percent
reimbursement for tuition, fees and books. It is capped at $2,000 per year for undergraduate and
$3,000 per year for graduate courses.
Additionally, employees with 5 years seniority are entitled to an annual $300 stipend for
having AA degrees and $500 for BS.
Forty- hour employees who receive various certifications in Fire Science are eligible for
an annual $100 stipend per certification. Examples are Fire Inspector II, Fire Explosion
Investigation, State Fire Instructor, IFSTA Instructor, Fire Safety Officer, ALCS Instructor. ALS
certified firefighters are paid 5 percent above their base rate. Sterling Heights also gives an extra
1.5% of base salary to members of the technical rescue and haz mat teams,

TriData LLC

43

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

Layoffs and Recalls
Based on P.A. 78 of 1935, if financial conditions of a municipality necessitate budget
cuts, layoffs can be made, and the CBA’s acknowledge that. Layoffs in each jurisdiction are
based on seniority and so is the recall (return to service) process.
In Mount Clemens, employees who are laid off are provided 30 days of wages.
In Sterling Heights, laid off employees are provided a one week notice of recall by
certified mail; if they don’t respond they lose all seniority rights.
Harrison Township gives recalled employees three days to indicate their intent to return
and seven days to report or they lose all seniority rights.

Separation
Harrison Township has a section in its CBA on separation and voluntary termination. It
requires two weeks’ notice or the loss of benefits and the return of Township property. This also
is standard protocol for the other jurisdictions with the exception of the loss of the benefit
penalty. Harrison pays for accumulated leave as follows:


Vacation Leave = Full rate for accrued hours



Sick Leave = 50 percent for accrued hours



Holiday Pay = Pro-rated based on holidays accrued during the calendar prior
to separation



Overtime = Actual accrued hours at overtime rate



Compensatory Time = Actual accrued hours to a maximum of 480 straight
time wages

The other jurisdictions employ similar formulas.

Absenteeism
Harrison Township docks pay for absences. Excessive absenteeism can result in
discharge. In Clinton Township and Sterling Heights, failure to report to duty or failure to call
in to report your absence for three consecutive days can result in termination with cause. Mount
Clemens does not have a formal policy on this.

Maintenance Conditions
The Maintenance of Conditions clauses are essentially the same for each jurisdiction.
Clinton Township and Sterling Heights literally have the standard maintenance of conditions
binder.
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Safety
Harrison Township, Clinton Township, and Sterling Heights utilize a formal Safety
Committee to guide and advocate safety issues. Clinton Township’s CBA addresses safety with a
focus on vehicles and grounds inspections and maintenance. Mount Clemens does not address
safety in the CBA.

Residency/Callback
Michigan state law does not allow communities to require local residency for
employment, but each of the four departments encourages residency of its firefighters.
Harrison Township and Mount Clemens require a 15-minute response time from home
for non-residents to be eligible for emergency call back overtime.
Clinton Township calls back employees with the nearest tried first, as measured from
their residence to the center of the township. Emergency call back pays employees 1.5 their base
rate for a minimum of 3 hours.
Sterling Heights requires that all members reside in Macomb County or within 20 miles
of any City border. Overtime is paid for emergency callbacks.

Health and Fitness
Clinton Township has a mandatory physical fitness program for fire suppression
personnel, which includes physical examinations.
Harrison Township requires physical examinations and drug testing at the time of hire
and thereafter based on probable cause, or any time an injury occurs on the job. The chief officer
in charge determines probable cause.
Mount Clemens has nothing in its contract on health and fitness.
Sterling Heights requires employees to participate in the IAFF/IAFC Peer Fitness
Program. Annual physicals are also required.

Conclusions
Our opinion from this review of Human Resources policies and the CBAs is that there are
no showstoppers to consolidation, no major differences in the basic approach to human resources
and contracts. Details differ across the four departments—many no doubt won after hard-fought
negotiations—but overall, the four departments take remarkably similar approaches.
What was evident from our on-site interviews is that at the time of the study start in 2015
there was a strong sense of willingness among the front-line employees to make a consolidation
work, and to resolve the variations in human resources policies and CBAs. They see
consolidation as an opportunity to achieve service improvements, achieve greater efficiencies in
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operations, improve training standards and programs as well as improve job security and
promotional opportunities.
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IV. INFORMATION TECHNOLOGY AND EMERGENCY COMMUNICATIONS
The Macomb County Communications and Technology Center (COMTEC) provides
county-wide 9-1-1 call taking, dispatching, and records management services. COMTEC has a
state-of-the-art facility that integrates police, fire, EMS response service, disaster management,
and includes traffic monitoring.
This chapter discusses the current information and communications technology, and how
well the system is prepared to handle a consolidation. Having consolidated dispatch and
communications is a critical aspect of consolidation. Even without consolidation of the
departments, a consolidated dispatch and communications would help provide efficient delivery
of emergency services.
Caveat: Technology is continually changing, and COMTEC to its credit continues to
improve its systems and solve problems. Quite a bit of information changed from our initial draft
to this final report. The reader should be aware that some of this information may be outdated by
the time it is read.

Infrastructure
COMTEC uses CISCO Works software for network management and EMC’s ViPR
Storage Resource Management software to manage disk storage.
Dispatch and Records Management – On October 4, 2016 COMTEC upgraded to a
more recent version of the Tyler Technologies (formerly known as New World) CAD-RMSMobile software programs/applications. The upgrade has increased the stability and confidence
in the software. Problems have significantly reduced with the upgrade.
Call Recording – COMTEC uses a DSS Call Recorder to record radio channels and E911
calls. Administrative lines are not part of the recording process but some Sheriff VoIP lines are
included.
Station Alerting – COMTEC manages a WestNet Fire Station Alerting System that sends
signals that can activate in the fire stations the lights, bells/tones, telemetry to open doors, pages,
etc. An older VHF paging system exists for use in alerting fire stations in the northern part of the
county. The county will require departments that contract for full service dispatching to use the
WestNet solution
The interface between the NWS CAD and WestNet has not utilized the full functionality
of the station alerting. NWS sent 18 pieces of data to WestNet, but WestNet is not configured to
handle this entire dataset. COMTEC has been negotiating a contract with WestNet so they can do
the configuration work on their side to better support the NWS CAD alerting process.
Quality Assurance – There are two primary instances of computer assisted
dispatch/records management software. test and production.
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A possibly better architecture would include a quality assurance (QA) instance that
mirrors production software and data. A QA environment would allow tested changes to the
system to be evaluated (re-tested) without touching the production system. The QA environment
can also be used for dispatcher training and thus not interfere with the production environment.
The reason a QA environment is so useful is that the test software code and data are almost never
exactly the same as production, and the type of testing done in QA is different from what is done
in test.
Testing in Test environment focuses on the specific changes made from a hot fix. The
focus of QA testing is to run through all of the critical transactions that the CAD/RMS system is
expected to handle to see if the changes (which were exercised in Test) have any collateral
impacts on the production systems. Having a QA environment is not mandatory but would
address the immediate challenges that COMTEC and NWS have with the current system. I
Implementing a QA environment in the future would be beneficial in managing a complex
CAD/RMS environment.
Security – COMTEC has firewalls to protect its data and communications. It uses
CheckPoint and CISCO ASA. The CAD system is on its own sub-net, and so it is firewalled
from the rest of the County networked resources. Criminal Justice Information Services (CJIS)
requires a higher level of security so eventually work stations will also be firewalled off from the
CAD servers.
Resiliency – Two county data centers are active all the time and are connected to
COMTEC via two fiber links. Fail-over (disaster recovery) from one application at one site to the
same application at the other site is virtually automatic, using VMWARE’s vMotion software.
Fail-over is handled by VMWARE DRS, which runs continuously. If one physical site is lost
then the second site will boot up in approximately 15 seconds.

Applications
Computer Assisted Dispatch/Record Management System – The County contracted with
New World Systems (NWS) in 2013 to provide a modern CAD-RMS system that replaced the
previous CLEMIS system that was originally built by Oakland County, MI. The new version
being utilized is 11.4
The County went live with the NWS CAD/RMS system in January, 2015. In February
2015 Sterling Heights FD and PD came on to the system. As noted above, the NWS system, now
called the Tyler Technologies system, was updated in October 2016. Clinton Township Fire
(CTFD) and Mount Clemens Fire (MCFD) are targeted to become part of the COMTEC system
environment using NWS CAD and RMS in February, 2017.
The Enterprise version of the system includes the following:
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Mobile (AVL/GPS vehicle location, dispatch and status messaging, vehicle
plate/person look-ups, police reports, etc.



Fire Records Management System (FRMS)



Decision Support (with dashboards) and Data Analysis and Mapping. Both
products can be used for a variety of analytics, ad-hoc reporting, mapping, and
exporting data to Excel or other data formats.



AEGIS Link that includes a web search function that is primarily used for looking
up people and vehicles.



CAD Monitor (web search and real-time incident monitor)



Law Enforcement Records Management (LERMS)

The NWS Fire Records (FRMS) includes:


Fire Incident Reports (NFIRS)



Pre-plans



Inspections and Inspections Tracking



Vehicle tracking and maintenance



Station Activity Log (a daily repository and display of all events that occur at a
station, including visits, inspections, incidents, training, etc.



Hydrant inventory and inspections



Inventory of equipment and vehicles



Training and Personnel records



Equipment tracking and maintenance



Activity Reporting and Staff Scheduling



Hazmat module that integrates with CAMEO so hazmat placard symbols are
associated with specific material descriptions



Fire Permits

Having a common system for all of the above information would be a valuable help in
centralizing prevention, planning and recordkeeping should consolidation proceed. For example,
it allows analysis of incident locations across all four departments, which helps in station
planning, deployment, and prevention.
Not included in the NWS Fire RMS system is a patient medical reporting module or
electronic patient care (ePCR) sub-system module. (NWS/Tyler has them if desired.) An ePCR
system is not in the scope of the current COMTEC/NWS project. The only medical reporting is
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from the NFIRS EMS module. Fire and EMS data are extracted from NWS and sent to the state
to meet NFPA and state reporting requirements.
Staff Scheduling – NWS/Tyler has a staff scheduling component as part of the RMS.
Currently the four jurisdictions have different ways of handling daily staffing, which includes
(permanent assignments, acting assignments, in-shift station re-assignments, over-time, trades,
etc. the current software does not handle all of these types of transactions nor interface with
personnel/payroll systems. There is software from other vendors that can handle scheduling as
well as other payroll/personnel transactions. One commonly used product is TeleStaff, and NWS
has interfaces to that product. Another product is VCS, which Harrison Township FD (HTFD)
uses for most of its daily staffing needs. VCS is comparable to TeleStaff in functionality, but
there has been no discussion about interfacing NWS CAD or RMS to VCS. Sterling Heights
representatives said the NWS scheduling module only meets part of their daily staffing and
payroll needs. Having a state of the art staff scheduling software would be essential in a
consolidated department.
Geographic Information System – The County’s Geographic Information System (GIS)
data is loaded into NWS CAD and maps (in shapefile format,) are pushed to mobile computers.
Changes to addresses, street segments, common place names, etc. are reported to the GIS
analysts and they make the changes to the GIS and update NWS accordingly. Address changes
may be verified by the County’s GIS analysts (by driving to the location) if not by the reporting
jurisdiction. The process for getting and coordinating street network changes appears to be
informal without a rigorous verification process.

Problem Reporting and Problem Management
The COMTEC NWS system does a good job of tracking and managing the inevitable
problems that arise in operation complex software and hardware systems. When we started this
study in 2015, the system was still new, and there was as steady stream of problems but they
were being solved.
In 2016, the County IT Department implemented a ticketing system for internal and
external Tyler Tech CAD-RMS-Mobile customers. While IT previously had a Helpdesk/ticket
system, it had not been developed to handle Tyler Tech trouble calls. Since February 2016,
requests for Tyler Tech to resolve problems have been coming into the IT Helpdesk through
phone calls and emails 6, and it reportedly has been working very well.
COMTEC has been scheduling meetings once a month with Tyler and customers to
discuss progress in resolving problems, issues that help or impede the resolution, upcoming
events or activities related to the overall management of the system. Law enforcement, fire
representatives, COMTEC and County management and technical staff attend these meetings.
Much communication on problems also proceeds via emails.
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Having a system to identify and solve problems with the IT systems is important. If all
four departments get on the same system, and the system bugs and user issues are solved, it will
facilitate any consolidation efforts.

Governance
The Sheriff has contracts with local jurisdictions for services, including dispatching. The
contracts cover general responsibilities, responsibility for costs and equipment, etc. Thus far,
only Sterling Heights and Clinton Township are committed, with signed agreements, to be a part
of the COMTEC environment and use the NWS CAD and RMS systems. Mount Clemens and
Harrison Township do not yet use the products, but were scheduled to start in early 2017.
Committees have been formed to work on revising protocols and operating procedures.
Ideally this would have been done before implementing the system but that was not possible
given the schedule for opening the new COMTEC facility and getting a new CAD/RMS
installed. COMTEC is firmly committed to providing high quality service and wants to make the
current system stable, functional and as state-of-art as the physical facility it is in.

Macomb County Public Safety Radio Communications System
It is critical for all members of a consolidated system to have compatible and reliable
communications with each other as well as within their areas. All four of the fire departments
included in this study are members of the Michigan Public Safety Communications System
(MPSCS) and radio interoperability among them is not an issue, thanks to the major technical
updates of the past several years.
The County installed a Motorola 800MHz simulcast system in 2005. Macomb County
Emergency Management and Communications manages the system, which is integrated with the
statewide MPSCS. The County has had no issues with the major technical updates and is
expanding the system.
Infrastructure – Nine radio tower sites support the County system. The tower sites have
back-up power; physical security (24/7 alarm monitoring); and can withstand wind storms and
icing. They support approximately 4,000 hand-held, 1,500 vehicle or mobile radios and 200 base
stations
The nine sites are integrated with the MPSCS and Macomb County in Zone 2. Another 5
sites are planned to be added to increase coverage and capacity in the northern end of the county.
The County is paying for the expansion of their system and within the next year or so the State
will be upgrading the system software and microwave connectivity.
Currently coverage is pretty good. There was one instance of saturation where channel
use exceeded capacity, so portable radios would ‘bonk’ when keyed because there were no
channels available. Since all controllers are networked, any maxed-out traffic on one Zone’s
tower would be automatically moved to the next available tower, including one in another zone.
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So, it is possible that use of radios in one zone can overload channels in another zone. However,
there have been no real issues with capacity.
Re-Banding/Narrow-Banding – The FCC mandated re-banding of radio frequencies for
public safety so that Nextel’s use of 800MHz frequency would not interfere with public safety’s
use of 800MHz. Re-banding meant moving public safety’s range of frequencies from one block
of frequencies to another. The FCC also mandated narrow-banding, i.e., reducing the band
around each frequency from 12MHz to 6.5MHz. Narrower frequency range means lower
coverage and an increase in problems of fire department radio signals penetrating into buildings.
The re-banding and narrow-banding is complete in Michigan. Narrow-banding resulted in
problems across the spectrum of UHF/VHF, 420/450, etc., however this did not cause any
problems for the 800MHz system.
Radio Interoperability – Due to the integrated county and statewide radio systems,
interoperability with any other jurisdiction within the State that is also on this system can be
attained through appropriate planning. The radios are programmed based on the interoperability
needs of the local departments and use pre-defined, mandated templates based upon provisions
from the State and County. Depending on the type of radio selected by the local department there
are. 17-18 zones on each radio, with each zone capable of handling 16 radio talk-groups. The
state and Macomb County have been very good at managing zone and talk group assignments.
Interoperability with jurisdictions not on this system poses a challenge that COMTEC is aware of
and works through as needed.
Radio-Over-IP – Radio-over-IP (RoIP) involves the integration of smartphones, tablets
and desktops with the 800MHz system so users can use those devices to monitor and talk on the
800MHz system. Integration of this technology has not yet been discussed within the County.
The County did have one person supporting the radios attend a demo of integrating smartphones
and tablets with a land-mobile radio system (LMR,) and came back impressed. Motorola bought
a company (Twisted Pair) that implements the RoIP technology for Motorola systems.
Governance – Macomb County has very good working relations with the state on
communications issues. The state-wide system is managed by the Michigan Department of
Information Technology. The County and State have formal membership agreements with each
department/agency on the system, and a governance structure in place with a committee and user
group.
In addition to looking at IT and communications from the County level, we evaluated the
situation in each department, as discussed next. Each department has its own brands of hardware
and software. In a consolidated system, the software and hardware would be more homogenized,
to make compatibility and maintenance easier, and to obtain economies when purchasing. The
details provided will have to be closely examined for compatibility to exist. Moving to the
COMTEC systems will make a big difference, but take time to wean away from current systems.
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Clinton Township
Infrastructure/Hardware – All CTFD fire vehicles have Getac mobile computers
(MDCs). The five stations each have from 3 to 10 computers. Desktops and laptops are from
Dell. Smartphones are IOS (IPhone) and Droid (Motorola).
Net Motion software is used on the MDCs for secured, encrypted access to host systems
(e. g., Vision CAD/RMS) and it can also handle switching the network connection between
cellular and Wi-Fi without losing the connection or dropping data. CTFD was going to install
WiFi in the stations but will instead use Verizon boosters to increase signal strength and
coverage in the stations. Verizon’s coverage is good, and signal boosters in the stations will
eliminate in-building coverage and penetration problems.
Paging is done through a Zetron radio system, but CTFD will switch to a WestNet system
provided by COMTEC when all of the alerting data mapping between WestNet and NWS
software is worked out. Plectron is the current backup paging system, which uses VHF/UHF
frequencies to alert stations and firefighters.
Firefighters have smartphones but there are no fire/EMS emergency applications on
them.
Applications – CTFD uses Vision CAD, Fire RMS, and Vision Mobile. Most of the
TriTech Vision data will be migrated to NWS prior to CTFD going live with NWS. Vision
Mobile functions include CAD dispatch/status messaging, routing and field reporting. Vision
RMS supports NFIRS (including firefighter injury/exposures), training, inventory, and fleet
maintenance information. There is no EMD functionality in the Vision RMS.
The Mobile Lynx software on MDCs geo-codes the CAD data for mapping. Clinton
Township maps are higher quality than the current NWS system maps, which is why Clinton
Township wants to continue to use the Vision software.
CTFD uses BS&A for basic HR (payroll, personnel, etc.) and it is used throughout the
township. Image Trend is used for patient medical reporting and there is an interface between
Image Trend and Vision CAD so the CAD incident data is transferred to the Image Trend
database thereby pre-populating screens/reports.

Harrison Township
Infrastructure/Hardware – HTFD has Panasonic ToughBook laptops in each truck, and
one in the HQ office. There is no use of cellular for communications; only WiFi exists in each of
the two stations. There are six Dell desktops and a dedicated server at the Township data center.
HTFD is a secondary PSAP with call taking handled by COMTEC. The call takers use a
ring down line that goes to both HTFD stations, so both get the verbal dispatch message. At that
point HTFD’s dispatcher determines which units to send to the incident. From HTFD’s
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perspective, this method of alerting is a bit archaic. To have COMTEC do dispatching and use
something like WestNet would require re-negotiating the CBA.
Applications –HTFD is the only one of the four jurisdictions that is doing transport and
billing. HTFD uses ESO software for patient medical reporting. It is a hosted solution that was
given to HTFD by AccuMed, the company handling patient billing. The ESO product is working
well, and HTFD plans to continue using it.
VCS is a hosted software product that HTFD uses for shift scheduling, over-time
tracking, vacation scheduling and a range of daily staffing/payroll functions. VCS scheduling
information can be easily exported. BS&A software is used for accounting and personnel.
FireTools is a home-grown custom software product used for NFIRS platform, training
and inspections. It is supported by only one person who is near retirement. HTFD will need to
make a decision about migrating from FireTools at some time soon.
From HTFD’s perspective, all of these CAD/RMS systems should be integrated. For
example, HTFD would like to have an integration of their VCS scheduling software with BS&A
so the Accounting Department would get the payroll/personnel information and VCS would get
the basic personnel profile information automatically. ESO and FireTools should be integrated
with CAD and Fire RMS so information is synchronized and screens/forms are auto-populated
from the source systems.
HTFD uses PrePlanView pre-incident planning software and it just runs on the FD
desktop computers. They do not use the drawing feature; drawings and diagrams are just scanned
into the system.
At the time of this report HTFD had not yet looked at the NWS Fire RMS as a possible
replacement for Fire Tools or PrePlanView. NWS will be working with HTFD over the coming
months to facilitate their use of NWS Fire RMS and CAD.

Mount Clemens
Infrastructure – MCFD has three desktops and one Panasonic Toughbook for mobile.
Desktop operating system is currently Windows 7 Vista but MCFD will be moving to Win 7.
A LAN exists in the station with HP router (2.4GHz Wi-Fi) for general use—not
emergency communications. Wi-Fi (5GHz) connects the station to City Hall. This connection is
just for business communications, not 9-1-1. Wi-Fi in stations (at 2.5GHz) is used for internal
general business.
MCFD lost all of their pre-plans last year because of a hardware failure. They thought the
desktop computers were backed up but found that not the case.
Almost every day there are communications problems, particularly with the wireless
connection to City Hall. The connection is poor. City IT said there is no guarantee of a

TriData LLC

54

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

connection being available. The IT problems are not just in the fire department; other
departments around the city have complained too.
COMTEC handles all paging/alerting using an old analog system running on a single
console to page MCFD and volunteers. When a Mount Clemens call is received by COMTEC
the dispatcher has to get up and go to the single console to execute a page. MCFD is anxious to
get paging/alerting handled through the WestNet system.
Applications – MCFD uses PrePlanView (PPV) from ViewPoint Software for preincident plans. The plans can be easily shared with Harrison Fire (HTFD) since both uses
PrePlanView. The pre-plans are not used in the field to manage incidents although PPV has
features that allow incident commanders to annotate the incident with task assignments, incident
commander comments, etc.
MUNIS is the township central financial management system that is controlled by the
Finance Director. The MCFD administrative staff person is the only one who has access to it.
Fire Tools is a custom application for inspections that was built by a local resident who is
close to retirement. There is concern about the on-going support after he retires. It may have to
be integrated with NWS Fire RMS if MCFD feels the need to retain it even with access to the
County software.

Sterling Heights
Infrastructure/Hardware – All stations have fiber connections leased from ComLink.
The servers are VMware host servers that are housed in the Sterling Heights Data Center.
The stations also have VoIP for telephones, and Wi-Fi that uses Dell W-IAP 135 Access
Points for MDC wireless connection.
All 17 fire vehicles have DELL XFR 6400 mobile data computers (MDCs.) They all also
have Airlink GX440 mobile routers provided by Sierra Wireless and use Verizon for cellular
service. NetMotion software installed on MDCs handles switching between Wi-Fi and cellular.
Basically, this means that when the apparatus is in the station the MDCs get the dispatch data via
Wi-Fi. Then, when they roll out of the station the NetMotion software switches the MDC to
cellular so the connection from CAD to the MDC is not lost.
SHFD would like to upgrade its MDCs to stay consistent with Sterling Heights Police
(SHPD).
The help desk is available to help on any FD technical issue. FD Batt Chiefs have offhour numbers for support outside of work hours.
Apple iPad tablets are used in the field to support inspections and to sometimes access
fire business systems. Verizon cellular provides the connection from the iPad to any host
application or the Internet.
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WestNet was installed at SHFD circa 2009/2010. It includes digital voice, tones, lights,
bells, rip and run printing and paging. The SHFD version of WestNet was old and maintenance
not kept up-to-date. Since COMTEC will have an upgraded version of WestNet, SFHD decided
to not to upgrade its own system. The SHFD gave COMTEC its WestNet servers (primary and
back-up).
Applications – The MSP version of NWS CAD and Mobile were implemented in 2011.
Fire RMS was part of the contract but its implementation date kept moving back because the
software did not work properly.
At that time, NWS did not really have a usable Fire RMS (from SHFD’s perspective).
Prior to implementing NWS Fire RMS, SHFD used a home-grown fire RMS. There was no
conversion of fire records into to the new Fire RMS. The old system still exists and the software
and data is archived on a server so SHFD can access old information.
SHFD did not commit to using the NWS Enterprise Fire RMS and Mobile systems
because it wanted to retain control over fire records, particularly the customized (configured)
forms and database of the MSP version of NWS. Therefore, SHFD retains the MSP version of
Fire RMS and Mobile (hosted in the County data center.)
SHFD uses IROL (Inspection Reports On-line) for company level inspections. The Fire
Marshal uses NWS Fire RMS. NWS cannot be used for company level inspections because it
does not have features/functions required by SFHD, so SFHD plans on staying with IROL
This means that the whole inspection process is inefficient. SHFD has to enter inspection
data in NWS (Fire Marshal), BS&A (permitting information), IROL (company level inspection
data). Neither NWS nor IROL is available in the field on iPad or mobile computers, so field
information is captured on paper then entered into the different systems at the station. IPad is
used by the Fire Marshal to take pictures and upload the pictures to the NWS inspection module.
(iPads could be configured to use NWS.) Companies use the iPad to take pictures and send them
to the Fire Marshal. Ideally, SHFD would like to have tablets in the field that have an inspection
application that supports company level and Fire Marshal inspections, and the information
relevant to CAD and Fire RMS would be sent between those systems automatically.
Currently NWS/Tyler Fire Mobile and RMS only run on Windows devices – not IOS
(Apple). This means Sterling Heights cannot use Fire RMS in the field unless they switch to
Windows tablets, or NWS comes out with an iOS version of client software.: (The County might
ask Sterling about developing mobile software on IOS/Android and Windows, like other vendors
do.)
SHFD does not use the pre-plan module of NWS because it is not fully integrated with
CAD and is not working properly (according to SHFD). There is a pre-plan button on the NWS
mobile CAD client but when the button is pushed nothing shows up or inaccurate or incomplete
information is presented. Currently SHFD has to work with dispatchers at COMTEC to get
relevant pre-plan information into CAD.

TriData LLC

56

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

EMS reporting is done via NWS Fire RMS (i.e., NFIRS). Patient medical reports are
done at the hospital because typically SHFD firefighters will ride with the ambulance to the
hospital to complete paperwork there. There are no automated or paper medical incident reports
outside of the NFIRS reports and reports given to the hospital. SHFD would prefer to do the
medical reports in the field but they do not have the tablet- based software to do this.
SHFD is using NWS Fire RMS for staff scheduling. Missing features are time cards and
over-time tracking so SHFD must continue to use the city’s Software Solutions & Products for
over-time tracking and other payroll related staffing transactions.
There is no performance monitoring or reporting software used outside of NWS (i.e.,
NFIRS)
Sterling Heights selected Verizon over AT&T after extensive field testing. The County
selected AT&T because they offered unlimited data plans. Sterling finds Verizon has been an
excellent vendor and spends less with the pool.
However, with Verizon’s pooled data plans the cost of service might be cheaper because
fire vehicles are not using the data service all the time. Units in the fire garage or sitting idle will
not use data service plus the service costs are spread over all vehicles in the pooled data plan.
Verizon has very good coverage and they are coming out with prioritization very soon.
Prioritization allows public safety to have priority over other users of cell towers and the Verizon
back-haul network. This means in a major emergency or other event that causes a surge in
wireless network use public safety will get optimized service and not experience degradation in
throughput.
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V. DEMAND AND RESPONSE TIMES
This chapter reviews fire risk and trends in the demand for emergency services within
each of the four jurisdictions, and then collectively.
NFIRS data were used to analyze demand because this information from the CAD
(Computer Aided Dispatch) systems varied in quality across the jurisdictions. CAD data quality
issues made it difficult to compare the components of response time (call taking, dispatch,
turnout, drive time.) Going into the future, having one consolidated public-safety answering
point (PSAP) for all jurisdictions would significantly improve the data, because time stamps on
each phase of an incident would come from the same source. This also would enable the
jurisdictions to more accurately assess and compare their service delivery, as is recommended
independent of what happens with consolidation.

Service Areas
It is good practice for fire departments to consider demand not just overall but by
neighborhood, planning area, or service area, because of the variations in demand and geography
from one part of a jurisdiction to another. For this study, we used fire districts.
Demand is defined as the number of calls for assistance to the fire department for
emergency and non-emergency services.12 Five years of NFIRS data, from January 1, 2010 to
December 31, 2014, were used for the analysis. Sterling Heights had the highest call volume,
followed in order by Clinton Township. Mount Clemens and Harrison Township. Table 6 shows
a comparison of demand among the four jurisdictions.
Table 6: 5-year Demand Totals by Jurisdiction
5 Year
Incidents

EMS

Fire

Other

Clinton Township

47,339

34,046

1,081

12,365

Harrison Township

12,826

8,391

482

3,953

Mount Clemens

13,100

8,617

559

3,924

Sterling Heights

58,554

45,149

1,678

11,727

Source: NFIRS data from each jurisdiction

12

More precisely, it is not literally the number of calls but rather the number of incidents. There may be multiple
calls to 911 for the same incident
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Clinton Township Demand
Clinton Township has an estimated population of 95,648, and an average of 3,398
persons per square mile. It has five fire stations. Incident information is captured in a local
system. It was somewhat cumbersome but feasible to obtain all the necessary data items for
analysis. Clinton Township has the second highest annual call volume of the four jurisdictions.
The dot map in Figure 11 depicts where the five years of calls fell geographically. The figure
also shows the department's fire district boundaries. One area has few calls, but the others have
calls throughout.
Figure 11: Clinton Township Incident Map

The average number of calls per year was 9498, or approximately one for every 10
residents. For these calls, there were 13,107 units dispatched, or runs. Many EMS and service
calls get only one unit dispatched, whereas for fires and higher risk calls, multiple units are
dispatched.
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Incident Type – EMS comprised the highest proportion of demand, 72 percent. “Other”
calls, which include false alarms, general service calls, and malfunctioning detectors accounted
for 26 percent. Fires comprise 2 percent of calls. Figure 12 depicts the proportions. They are
similar to what is found nationally in similar communities.
Figure 12: Clinton Township Call Types, 2010-2014

26%
EMS

2%
72%

FIRE
Other
EMS = 34,046
FIRE = 1,081
Other = 12,365

Total Incidents: 47,494
Total Units Dispatched: 65,535

Average: 9,498 per Year
Average: 13,107 per Year

There were 1,081 fires in Clinton Township between 2010 and 2014, an average of 216
per year, or two every three days. See Appendix B, NFIRS Call Types, for a more detailed
breakdown.
Five Year Trend and Demand Projections – Clinton Township has experienced a steady
increase in call volume over the five years analyzed. Based on historic data and the low to
moderate development planned in the area, it is projected that the demand for services will
increase at about 5 percent per year. Figure 13 and Figure 14 show the five-year trend and threeyear incident projections.
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Figure 13: Clinton Township Incident Trend

Figure 14: Clinton Township Incident Projection
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Harrison Township Incident Demand
Harrison Township has an estimated population of 24,461, which equates to 1,710
persons per square mile, about half the density of Clinton. When a call is received for emergency
service, it is manually entered into a third-party software application (Fire Tools). This manual
data entry process may not be as accurate as an automated CAD system, as it is more prone to
human error and does not capture all the required time stamps needed to evaluate call processing,
turnout and travel time. The dot map shown in Figure 15 depicts the department's fire district
boundaries and the location of incidents between January 1, 2010 and December 31, 2014.
Figure 15: Harrison Township Incident Map

The average number of calls per year was 2565, or approximately one for every 10
residents, same as Clinton.
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Incident Type – Over the analysis period of five years, 65 percent of calls were EMS.
Fires comprised four percent and other calls 31 percent, as shown in Figure 16.
Figure 16: Harrison Township Call Types, 2010-2014

31%
EMS

65%

FIRE
Other

4%
EMS = 8,391
FIRE = 482
Other = 3,953
Total Incidents: 12,826
Total Units Dispatched: Not Available

Average: 2,565 per Year
Average: Not Available

Harrison Township is the only one of the four jurisdictions that provides EMS transport.
Six percent of its calls were from neighboring jurisdictions, many for transport. Ten calls were
from Clinton Township (5 EMS and 5 fire), and 116 calls from Mount Clemens (21 EMS and 95
fire). The other 650 calls were from other jurisdictions.
Five Year Trend and Demand Projections – Harrison Township demand increased
slightly over the five-year period. There was a slight dip between 2012 and 2013 (decrease of 73
incidents), which could be statistical variation or reporting. Incidents increased in 2014 to just
below the 2012 level, but are expected to increase slightly over the next three years. The demand
for transport service in surrounding jurisdictions contributes to the projected increase. Figure 17
and Figure 18 show the five-year trend and three-year incident projections for Harrison
Township.
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Figure 17: Harrison Township Incident Trend

Figure 18: Harrison Township Demand Projection
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Mount Clemens Incident Demand
Mount Clemens is a small jurisdiction with one station and a population density of 3,890
people per square mile, slightly higher than Clinton. The estimated population in 2013 was
16,399, which was a 5.3 percent decrease since the 2000 census. Incident data collection is done
manually, and then entered into Fire Tools, the same type of software used by Harrison
Township. Again, manual data entry may not be as accurate as data from an automated CAD
system. Figure 19 depicts the location of incidents between January 1, 2010 and December 31,
2014.
Figure 19: Mount Clemens Incident Map
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Incident Type –Similar to the others, 66 percent of service calls were for EMS. Four
percent were fire calls, and other calls were 30 percent, as shown in Figure 20.
Figure 20: Mount Clemens Call Types, 2010-2014

30%
EMS
FIRE

66%
4%

Other
EMS = 8,617
FIRE = 559
Other = 3,924

Total Incidents: 13,100
Average: 2,620 per Year
Total Units Dispatched: Not Available Average: Not Available
Four percent of their calls during this period were for calls from neighboring
jurisdictions, including Clinton and Harrison Townships. Fire calls accounted for four percent of
the demand. Appendix B, NFIRS Call Types, lists specific call types for the five-year period.
Five Year Trend and Demand Projections – Mount Clemens demand has saw a steady
decrease from 2010 to 2013. This is due in part to the decline in population for the past 13 years
as the Census statistics show (from 2000 to 2013). There has been a slight upswing, however,
with increases in demand from 2012 to 2014. Contributions to the increase in demand may be
due to businesses in the area, and higher demand per capita. Based on this trend, call volume is
expected to continue the slight increase over the next three years. The five-year trend and threeyear incident projections are shown in Figure 21 and Figure 22 respectively.
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Figure 21: Mount Clemens Incident Trend

Figure 22: Mount Clemens Incident Projection
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Sterling Heights Incident Demand
Sterling Heights has an estimated population of 131,741, which equates to 3,581 persons
per square mile, similar to Clinton and Mount Clemens. Sterling experienced a 5.4 percent
population increase since 2000. With the largest population of the four jurisdictions, it
expectedly has the largest number of calls for emergency services, but its demand per capita is
virtually identical to the others, at 1 per 10 residents.
At the time, the study was underway Sterling Heights was the only jurisdiction that had
begun to be dispatched by the Macomb County COMTEC as its primary PSAP. As the
conversion continues and accelerates, this will eventually lead to the capture and measurement of
more accurate incident and unit data for analysis. The dot map shown in Figure 23 depicts the
department's fire district boundaries and the location of incidents between January 1, 2010 and
December 31, 2014.
Figure 23: Sterling Heights Incident Map
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Incident Type – Somewhat higher than the others, 77 percent of service calls were for
EMS. Fire calls accounted for 3 percent of demand, other call types 20 percent. These
percentages are shown in Figure 24.
Figure 24: Sterling Heights Call Types, 2010-2014

20%
3%
EMS
FIRE
77%

Other
EMS = 45,149
FIRE = 1,678
Other = 11,727

Total Incidents: 58,554
Average: 11,710 per year
Total Units Dispatched: 68,592 Average: 13,718 per year
It is important to note that Clinton Township Station 3 is closer to the eastern portion of
Sterling Heights than any Sterling Heights station, and could respond more quickly. Citizens and
businesses in these areas would benefit if there was a mutual aid agreement, or if a consolidation
were to take place. Sterling Heights also does not transport, but has a very high number of EMS
incidents. Appendix B, NFIRS Call Types, shows the list of specific NFIRS incident types in
Sterling Heights for the five-year period.
Five Year Trend and Demand Projections – Sterling Heights has experienced a
moderate and steady increase in demand from 2010 to 2013. This probably resulted from its
growing population, a 5.4 percent increase in the 13 years 2000-2013, according to the US
Census. Based on historic data, demand for services is likely to continue to increase an average
of 4 percent at a minimum for the next three years. The five-year trend and three-year incident
projections are shown in Figure 25 and Figure 26 respectively.
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Figure 25: Sterling Heights Incident Trend

Figure 26: Sterling Heights Incident Projection
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In summary, all four of the jurisdictions have similar demand profiles in terms of calls by
type and demand per capita. Each department has a high number of EMS calls for service, and a
low number of fire incidents. There are very few structure fires in these jurisdictions. Table 7
compares the demand further.
Table 7: Comparison of Calls by Type and Frequency (5-year average 2010-2014)
Calls per Capita

% EMS

% Fire

% Other

Clinton Township

1 in 10

76

2

26

Harrison Township

1 in 10

65

4

31

Mount Clemens

1 in 10

66

4

30

Sterling Heights

1 in 10

77

3

20

Source: Analysis of NFIRS data from each jurisdiction

Response Time Analysis
Response time is often used as a proxy measure in place of true measures of fire rescue
service outcome, It’s the most common performance measure used by the fire service because it
is understood by citizens, easy to compute, and useful in the evaluation of end results. Rapid
response is also an aspect of service quality that citizens care about.
There have been a few attempts to measure the incremental value of a minute faster
response time for fires and EMS calls, but there is no definitive study. Faster is better, but it is
unclear how much better in terms of dollars or lives saved.
Most fire departments use the response times in the NFPA 1710 standard as a goal, not as
a prescriptive requirement. Few departments currently meet NFPA 1710, especially with respect
to travel time, which is the hardest component of response time to improve. In this response time
analysis, we will show average times and 80th percentile times, which are more realistic to
achieve than the 90th percentile times that are used in the NFPA standard that we will also show.
Average response times are less used by the fire service than they used to be because
small numbers of very short or very long response times (or data errors) can distort the results.
Averages also can mask a “dumbbell” response time distribution in which some low response
times area are averaged in with some high response times to produce a good average overall, but
skew the bigger picture. We still show average response times because people typically
understand them better than percentile/threshold times, but fire departments should not gauge
performance strictly on averages. The public interest in how fast a system responds to most calls
is better reflected in percentile response times than average response times.
More and more departments are adopting the 90th percentile for reporting response times
(mostly due to NFPA 1710’s use of this measure). A 90th percentile response time of x minutes
means that for 90 percent of the calls, emergency crews arrive in less than x minutes. However,
meeting the 90th percentile goal is not always the most efficient means for delivering emergency
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services. A system designed for 90 percent compliance allows only 10 percent of calls to have
response times that exceed the target goal time, and is often very expensive to meet.
Although it is certainly possible to design a system with 90 percent compliance for all
areas of a jurisdiction, it may not be a cost-effective strategy. Urban areas close to several fire
stations should have high compliance, but it does not always make sense to dictate such high
compliance for suburban areas. The nature of the four jurisdictions falls between urban and
suburban.
A more realistic goal, we believe, is to use the 80th percentile. There are several reasons
for this. First, we subdivide our analysis into incident types and geographic areas. Having 90
percentile compliance in each of these subdivided areas would result in higher than 90 percent
compliance overall. Second, departments that do not have rigorous data quality controls will
typically have more calls recorded with incorrectly long response times than incorrectly short
response times. Because 90 percent compliance is very difficult to achieve, we use 80 percent
compliance to account for some erroneous data.
Out of the four jurisdictions, Clinton Township, and Sterling Heights had data with valid
enough time stamps to be analyzed. For Clinton Township, only travel time could be calculated.
There were not enough time stamps to calculate call processing time or turn-out time.
For Sterling Heights, only turnout time and travel time could be calculated. There were
too many records in the data with the same “Alarm Time” and “Dispatch Time” for the data to be
deemed reliable enough for analysis. For example, in the 2014 incident data, 8,700 records had
the exact same “Alarm Time” and Dispatch Time”. There were 121 records with a few seconds
difference, and over 667 records with call processing times over 18 minutes. Call processing
time is calculated using these two sets of data, and because of these anomalies, it was not
calculated nor used in this analysis.
We were not sure what local procedures caused these errors, but these data problems are
another reason why it is recommended to have one consolidated, county-wide PSAP (Public
Safety Answering Point) and RMS (Records Management System). This would enable the
jurisdictions to capture, collect and analyze data more consistently and accurately for analysis.
Our analysis of response times included only incidents dispatched as an emergency, and
those with valid time stamps (we eliminated service calls and calls cancelled en route from the
response time analysis). These criteria were applied to keep the analysis in line with the NFPA
1710 standard.
Call Processing or Alarm Handling Time –NFPA 1710 defines Alarm Handling Time as
the “time interval from the receipt of the alarm at the primary public safety answering point
(PSAP) until the beginning of the transmittal of the response information via voice or electronic
means to emergency response facilities (ERFs) or the emergency response units (ERUs) in the
field.”
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NFPA 1710 (4.1.2.3.3) specifies that “the fire department shall establish a performance
objective of having an alarm processing time of not more than 60 seconds for at least 90 percent
of the alarms.
As noted above, call processing time could not be calculated for any of the four
jurisdictions because of missing time stamps or unreliable data.
Turnout (or Reaction) Time – NFPA 1710 defines turnout time as the time interval that
begins when the emergency response facilities (ERFs) and emergency response units (ERUs) an
audible alarm or visual annunciation, and ends at the beginning point of travel time. The standard
specifies an “80 second turnout time for fire and special operations response and 60 second
turnout time for EMS response.”
Table 8: Sterling Heights Turnout Time by Incident Type, 2014

Table 8 shows the turnout times for Sterling Heights from January 1, 2014 to December
31, 2014. For fire responses, the 80th percentile turnout time of 1:55 (115 seconds) is 35 seconds
higher than the standard. For EMS responses, the 80th percentile turnout time of 1:37 is 37
seconds higher than the standard. Because EMS turnouts do not require the donning of turnout
gear, they should be faster than fire turnouts. Slower EMS turnout times reflect a potential issue
that should be reviewed. It offers an easy opportunity to reduce overall response times at
virtually no cost.
Travel Time – Travel time begins when a unit is en route to an emergency incident and
ends when it arrives at the scene (in the street.). Travel times are a function of geography, road
conditions, traffic/congestion, weather, calming devices, and the number of and location of fire
stations. NFPA 1710 recommends 240 seconds (four minutes) or less travel time for the arrival
of the first arriving engine company at a fire and the same for the first responder with automatic
external defibrillator (AED) or higher-level capability at an emergency medical incident.
Table 9 shows the first arriving unit travel time by incident type for Sterling Heights. At
the 80th percentile level, travel time for fire incidents was 4:09, about nine seconds above the
NFPA travel time recommendation. The 80th percentile travel time for EMS incidents was 4:47,
47 seconds above the NFPA travel time recommendation.
Table 9: Sterling Heights Travel Time (First Arriving Unit) by Incident Type, 2014
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Table 10 shows the first arriving unit travel time by incident type for Clinton Township.
At the 80th percentile level, travel time for fire incidents was 5:45, about a minute and a half
above the NFPA travel time recommendation. The 80th percentile travel time was 6:31 for EMS
incidents. The travel times for Clinton are significantly higher than for Sterling Heights.
Table 10: Clinton Township Travel Time (First Arriving Unit) by Incident Type, 2014

Unlike call-processing time and turnout time, which can be addressed on a county-wide
basis, travel time is better addressed area by area.
Total Response Time – Total response time, sometimes called reflex time, is the most
important time to consider because it combines all the time segments, and is the measure by
which the public evaluates the effectiveness of fire and EMS service. How long does it take from
the time I make a call for help to the time the fire department shows up? The NFPA defines total
response time to include three phases: “(1) Phase One – Alarm Handling Time, (2) Phase Two –
Turnout Time and Travel Time, and (3) Phase Three – Initiating Action/Intervention Time.”
Although NFPA 1710 does not explicitly provide an objective for total response time, we would
usually add together the call-processing time objective (which is 1:00 for all call types), the
turnout time objective (1:00 for EMS incidents and 1:20 for fire and special operations incidents)
and the first-arriving unit travel time objective (4:00 for all call types). We would not consider
phase three times in the analysis, because few fire departments record that time, including these
jurisdictions.
The total response time for the four jurisdictions was not calculated due to the lack of
sufficient data. It is very difficult to assess and measure the performance of a fire system without
good data. Varying data formats across the four jurisdictions need to be normalized or
standardized into similar formats. We note again that having one PSAP would improve call
processing time in all jurisdictions, across the board. Having all incident data in the same CAD
and RMS, or same format, would greatly improve the quality and consistency of data for better
performance measurement.

Drive Time Coverage
The previous sections looked at actual travel times. In this section, we analyze the
theoretical four-minute travel time coverage of each service area using Geographic Information
Systems (GIS). These are useful to compare coverages and examine gaps. They are based on
posted speed limits. After looking at each jurisdiction individually, we looked at the coverage as
a consolidated service department, without boundaries between jurisdictions.
Clinton Township – Figure 27 shows the four-minute coverage for Clinton Township and
Mount Clemens. Areas in dark green can theoretically be reached in four minutes, using the
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existing street network and posted speed limits. The figure shows that the township has adequate
four-minute coverage throughout. The entire service area can be reached within four minutes by
CTFD Stations 1 and 5. Units can also reach the northwestern portion of the Harrison Townships
area within four minutes, an area which Harrison cannot reach in that time.
Figure 27: Current Four-Minute Travel Time Coverage from Clinton Stations

Harrison Township – Figure 28 shows the four-minute coverage for Harrison Township.
Four-minute coverage extends to the southern- most portion of the district. However, there is an
area that generates a considerable number of calls in the northern portion of the district which
cannot be reached in four minutes from Harrison’s stations. Harrison’s 4- minute coverage
reaches into the center of Mount Clemens and the southeastern portion of Clinton Township.
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Figure 28: Current Four Minute Travel Time Coverage from Harrison

Mount Clemens – Figure 29 shows the four-minute coverage for Mount Clemens. From
its one station, almost all of its area can be reached in four minutes. The four-minute coverage
extends into the edges of Clinton and Harrison Townships.
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Figure 29: Current Four Minute Travel Time Coverage from Mount Clemens

Sterling Heights – Figure 30 shows the four-minute coverage for Sterling Heights. Its
five stations are well- positioned and provide adequate coverage, with the exception of a small
area toward the eastern border. That border area can be reached in four-minutes by Clinton
Township. The four-minute reach from Sterling extends somewhat beyond itself on all sides.
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Figure 30: Current Four-minute Travel Time Coverage

Conclusion
Two-thirds to three-quarters of calls in the four departments are for EMS, where the firstin unit is most critical for life saving. That proportion of EMS now is typical of communities
across the nation.
Each community has good first-in coverage from its existing fire stations, but could have
even better coverage near its boundaries if automatic aid were used by all, or the whole set of
four consolidated. Also, when the first due unit is already busy on a call, the next closest unit
becomes critical, and that is when having backup from one’s own stations or a neighbor becomes
important. The next closest unit also is important for fires that require more than one unit. We
will consider all of this in making recommendations later in the report.
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VI. FIRE AND SPECIAL OPERATIONS
While some general descriptions of the fire departments were presented earlier, we now
go into more detail. Some information is repeated from earlier sections for convenience of the
reader.
The four fire departments together cover a total of over 83 square miles with a population
of over 267,000. If the area were a city, it would be the second largest in Michigan, following
Detroit. Grand Rapids and Warren have less population, 188,000 and 140,000, respectively.
Table 11 shows the land area, population and responses for each community for a typical
year. Also shown are the totals when considered as one agency,
Table 11: Community Attributes and Fire Department Activity (2013)
Community

Land Area
Square Miles

Responses
(2013)

Population

EMS Responses/
Percent of Total

Calls Per
Day

Clinton Township

28.2

96,796

11,151

8,094/ 73

31

Harrison
Township

14.2

24,587

2,557

1,630/ 68

7

Mount Clemens

4.2

16,314

2,391

1,622/ 68

7

Sterling Heights

36.8

129,700

11,946

9,089/ 76

33

Combined

83.4

267,397

28,045

20,435/ 73

77

Medical calls comprise two-thirds to three-quarters of the incidents handled by each
department. It is because of increasing EMS call volume that many fire departments are
instituting alternative response models, such as smaller response vehicles staffed by two
personnel. Whether combined, or individually, the four communities should consider such
alternatives to lessen the wear on fire apparatus, reduce the workload on firefighters and leave
personnel available to answer a second EMS call in the same first due area.
We next discuss resources for emergency operations in each department, and start to
discuss deployment options under a potential consolidation. However, most of the discussion of
consolidation will be held until Part II.

Clinton Township
The CTFD operates from five fire stations with a daily minimum complement of 20 onduty shift personnel. Figure 31 shows the table of organization for the CTFD. It has 76 personnel
in total, of whom74 are uniformed. CTFD is an all-career department. As this study was
progressing the Fire Chief abruptly resigned, due apparently to disagreements over his leadership
style and day-to-day management.13 A Deputy Fire Chief familiar with this consolidation study
was appointed as acting chief and was subsequently promoted to chief.
13

http://www.macombdaily.com/general-news/20150629/clinton-township-fire-chief-retires-to-avoid-being-fired
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Figure 31: Clinton Township Fire Department Organization Chart

Clinton Township’s five stations have between them five engines, one ladder truck and
one heavy rescue unit. The engines and the ladder are staffed with three personnel. The rescue
unit is not staffed. The department has one spare engine and one spare ladder.
CTFD provides Advanced Life Support (ALS) paramedic service by having at least one
paramedic on each engine and the ladder. The rescue unit is equipped for Basic Life Support
(BLS). A private company, Medstar, provides ambulance transport. Only 10-12 personnel in the
CTFD are not ALS certified; they were hired prior to the implementation of ALS in 2002. The
daily minimum staffing of 20 personnel includes one Battalion Chief and a fire dispatcher. The
minimum staffing by station is as follows:
Fire Station 1


1 Paramedic Engine (3)

Fire Station 2
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Fire Station 3


1 Paramedic Engine (3)

Fire Station 4


1 Paramedic Engine (3)



1 Ladder (3)



1 Battalion Chief (1)



1 Dispatcher (1)

Fire Station 5


1 Paramedic Engine (3)

CTFD dispatches an engine or ladder on every EMS call regardless of the severity. This is a
common practice in the region; the other three departments do the same. Dispatching a fire unit
on every medical call, even minor ones where there is no threat to life, significantly increases
their workload. It also increases the mileage and wear and tear on the vehicles, thus requiring
them to be replaced earlier. At the time of our first site visit, Clinton Township officials had
approved the purchase of five new engines. Figure 32 shows one of the engines slated for
replacement.
Figure 32: Clinton Township Fire Department, Engine 2
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The Clinton fire stations are in excellent condition and well located. The response time
analysis in Chapter V showed that Clinton Township’s stations are in good locations to support a
regional service as well as service to itself. Potentially the most significant impact of
consolidation affecting Clinton Township would be the possibility to close the Mount Clemens
station, requiring the area presently covered by Mount Clemens to be covered by CTFD Stations
1 and 5. Following are photographs of CTFD stations.
Figure 33: Clinton Township Fire Department, Station 1 (1129 South Gratiot at Harrington)

Figure 34: Clinton Township Fire Department, Station 2 (21250 15 Mile Road)
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Figure 35: Clinton Township Fire Department, Station 3 (16720 Clinton River Road)

Figure 36: Clinton Township Fire Department, Station 4 (42601 Romeo Plank Road)
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Figure 37: Clinton Township Fire Department, Station 5 (43800 Elizabeth)

All of these stations are relatively new or newly renovated. Station 1 is large and modern,
and could accommodate additional apparatus and personnel. Under full consolidation, a battalion
chief and ladder truck could be located there, in addition to the engine already there. Figure 38
shows the space that could be used for the ladder.
Figure 38: Clinton Township Fire Department, Open Bay at Station 1 (Room for Ladder truck)
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Harrison Township
Harrison Township Fire Department (HTFD) operates from two fire stations. Its
uniformed staffing is presently 26, not including the Fire Chief. Figure 39 shows its table of
organization.
Figure 39: Harrison Township Fire Department Organizational Chart

HTFD personnel work three shifts. Shift 1 and Shift 2 each have eight personnel while
Shift 3 operates with nine. The daily minimum staffing is six, and includes one firefighter who is
the dispatcher for the shift. Dispatching is rotated among the firefighters on each shift.
HTFD apparatus is deployed as follows:
Fire Station 1





1 Quint
1 Engine
1 Ambulance
1 Utility Vehicle

Fire Station 2
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1 Battalion Chief

The Township’s location on the easternmost border of Macomb County along Lake St.
Clair and its limited staffing are challenges to providing emergency services. The Selfridge Air
National Guard (SANG) base is within the 14-square mile area protected by the HTFD, of which
6 square miles are within the base. SANG has its own fire department, so HTFD is rarely
required to go on base for calls. The SANG fire department rarely come off base, but both
departments can back each other up.
HTFD is unique among the four departments as it provides medical transport. The typical
on-duty staff of six personnel operates from two stations while at the same time providing
medical transport, a very lean system. Without aid from other communities, HTFD is unable to
muster enough personnel to suppress even a small structure fire involving one or two rooms.
To its credit, HTFD has partnered with Mount Clemens for automatic aid. Mount
Clemens fire units are closer than HTFD to along the I-94 corridor and some residential and
commercial areas near the Interstate. However, Mount Clemens has only a small on-duty staff of
three. Combined, the two jurisdictions’ staffing is better but not adequate for a major incident.
HTFD cross-staffs multiple units in its two fire stations. Cross-staffing is a common
practice when demand is low and a department is providing multiple services. In addition to
having an engine in its two stations, Harrison has a ladder truck, special response vehicles, and
EMS transport units. Following are photographs of HTFD s’ ladder truck and EMS transport
vehicle, and its stations.
Figure 40: Harrison Township Fire Department, Ladder truck
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Figure 41: Harrison Township Fire Department, Ambulance Transport

One fire station in Harrison Township is ten years old and in good condition. A second is
serviceable but has not had a major renovation in 45 years. They are pictured in Figure 42 and
Figure 43.
Figure 42: Harrison Township Fire Department, Station 1 (27061 Crocker Boulevard)
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Figure 43: Harrison Township Fire Department, Station 2 (39460 Jefferson Avenue)

Mount Clemens
Mount Clemens Fire Department (MCFD) operates from a single fire station. It has 13
personnel, including one administrative support person. Four personnel are assigned to each of
three shifts. Unique to Mount Clemens among the four is that it has no battalion chief and no fire
chief—the position was eliminated due to budget constraints. This generally is not considered a
good situation but it has worked reasonably well, only because of the Captains, who are invested
heavily into ‘making it work’.14 The organization chart is shown in Figure 44.
Figure 44: Mount Clemens Fire Department Organizational Chart

The limited staffing and concern about firefighter safety are major issues for Mount
Clemens, and increase its desire to pursue consolidation. Even more so than Harrison Township,
MCFD does not have enough personnel to handle even a small structure fire on its own and must
rely on outside assistance. The budget crisis that resulted in not replacing the Fire Chief has also
14

Meridian, another client of ours in Michigan has a population over 20,000. It not only operated without a chief but
had no officers, deciding en route to an incident who would be in command !
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resulted in there being little long-term planning for the fire department—Captains do the best
they can while being on shift work.
Mount Clemens is the only department of the four with volunteers. Relations between the
volunteers and career staff were not particularly good at the time of this study. When previously
MCFD had a full-time chief and good leadership within the volunteer ranks, relations were said
to have been superb. Volunteers in Mount Clemens mostly manage themselves, and little is done
to integrate them into the career organization. Though there are only a handful of volunteers,
they are alerted when there is an incident and some do respond, though they are not used much
on incidents.
The Mount Clemens fire station is in only fair condition. It needs a new roof, estimated to
cost about $130,000. The facility is in a good location near county seat buildings, and thus has
redevelopment value. As the station location analysis showed, the Mount Clemens station could
be closed and its area covered by Stations 1 and 5. Staffing from Mount Clemens could be
allocated to other stations, most notably Harrison Township, to balance staffing better regionally
(see Phase II for further discussion of this.)
Figure 45: Mount Clemens Fire Department, Station 1 (2 Dickinson Avenue}

Though only the MCFD and HTFD have a formal automatic-aid agreement in place, the
CTFD and MCFD also work together harmoniously, and CTFD often supports Mount Clemens
on calls when they occur near CTFD Stations 1 and 5.

City of Sterling Heights
SHFD has the most staffing and equipment of the four departments. It provides services
from five stations with 86 personnel, 75 of whom are assigned to shift work, 25 per shift. An
Assistant Chief manages the day-to-day operations of the department and reports to the Fire
Chief. In addition, SHFD has a Fire Marshal, a Training Chief and three shift Battalion Chiefs on
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its management team. Besides having the most personnel, SHFD also has the most developed
written policies, procedures, and practices. Its organization chart is shown in Figure 46.
Figure 46: Sterling Heights Fire Department Organizational Chart

Like most communities, Sterling Heights dealt with significant budget issues that
required major cuts to services during the 2008 - 2009 recession. These cuts included layoffs that
resulted in reducing its four-person staffing of engines to three. SHFD is just now getting back
some important positions lost to budget cuts, including two fire inspectors. Fire unit staffing
remains at three and there are no plans to increase it back to four.
A change made in 1996 requires that all firefighting personnel have ALS certifications.
There now are only five who are not paramedics. SHFD provides ALS first response from all
five of its first line engines and rescue truck, and BLS from its ladder truck, which typically
operates in tandem with an engine.
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Engines are staffed with three personnel while the ladder truck is staffed with two. The
Rescue is staffed with three and is an ALS rig. The Rescue and Truck typically do not respond in
tandem. Daily minimum staffing is now 21, deployed as follows:
Station 1, 38911 Van Dyke


1 Paramedic Engine (3)



1 Ladder (2)



1 Paramedic Heavy Rescue (3)

Station 2, 12825 Nineteen Mile Road


1 Paramedic Engine (3)

Station 3, 5250 Fifteen Mile Road


1 Paramedic Engine (3)

Station 4, 12850 Fifteen Mile Road


1 Paramedic Engine (3)

Station 5, Headquarters (41625 Ryan Road)


1 Paramedic Engine (3)



1 Battalion Chief (1)

The 75 personnel assigned to shift work (25 on each shift when fully staffed) work the
same average of 56 hours per week as firefighters in the other departments.
Universal Macomb Ambulance provides EMS transport in Sterling Heights. It has been
the transport provider for many years, and the City is satisfied with its service. It has operated for
53 years in the metropolitan Detroit area and provides emergency response to the communities of
Center Line, Sterling Heights, and Warren. Universal is a privately, family- owned and operated
company.”
During and immediately following the recession, SHFD personnel were thought to be
very interested in consolidation. However, as the City’s financial situation improved, it is not
certain that SHFD firefighters would approve consolidation today if put to a vote. SHFD is the
best of the four in terms of salary and benefits. SHFD firefighters are concerned that
consolidation might result in a lower overall package. Concerns like this are understandable, and
must be considered within any discussions about full consolidation.
Fire stations in Sterling Heights are all in excellent condition and strategically welllocated. They are show in the figures below.
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Figure 47: Sterling Heights Fire Department, Station 1 (38911 Van Dyke)

Figure 48: Sterling Heights Fire Department, Station 2 (12825 19 Mile Road)
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Figure 49: Sterling Heights Fire Department, Station 3 (5250 15 Mile Road)

Figure 50: Sterling Heights Fire Department, Station 4 (12850 15 Mile Road)
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Figure 51: Sterling Heights Fire Department, Station 5 (Headquarters, 41625 Ryan Road)

Combined Personnel Resources and Response
At the time of this study, the four fire departments together had 207 authorized positions,
including administrative personnel, as shown in Table 12. There were a few vacancies, including
the Fire Chief’s position in Clinton Township.
Table 12: Current Full Time Staffing Levels by Position
Harrison
Township

Clinton
Township

Mount
Clemens

Sterling
Heights

Total

Fire Chief

1

1

0

1

3

Administrative Staff

1

2

1

3

7

Deputy/ Assistant
Chief

0

2

0

1

3

Fire Marshal

0

1

0

1

2

Inspectors

0

3

0

4

7

Shift Battalion Chief

3

3

0

3

9

Training Chief

0

1

0

1

2

Training Officer

0

0

0

1

1

EMS Officer

0

1

0

1

2

Captain

0

5

3

5

13

Lieutenant

3

18

3

16

40

Sergeant

6

0

0

9

15

Positions
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Harrison
Township

Clinton
Township

Mount
Clemens

Sterling
Heights

Total

Driver/ Engine
Operator

0

0

0

13

13

Firefighter/
Paramedic

15

31

0

29

75

Firefighter

0

10

6

0

16

Total

29

78

13

88

208

Assigned to
Operations

27

73

12

75

193

Minimum Per Shift

6

20

3

21

50

Positions

*And Fire Prevention Specialist (Lieutenant Rank)

As the response time and station location analysis showed, the fire station and unit
locations of the four departments with 13 fire stations is very good. If consolidated, the four
communities could be covered with 12 stations.
Standards for Response – As noted above, neither Mount Clemens nor Harrison
Township can meet the NFPA standard for response to even a small residential structure fire.
The most-referenced standards are NFPA 1710 and NFPA 1500. These standards along with the
Center for Public Safety Excellence (CPSE) guidelines for emergency response to structure fires
recommend a response of 15 personnel to a fire in a single-family structure (1250 square feet) to
achieve an “effective response”. For larger structures and those with more residents (multifamily) or of greater hazard (industrial), from 17 to 25 personnel should respond on the initial
call.
Key elements of the NFPA standard as it relates to response:
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The fire department shall identify minimum company staffing levels as necessary
to meet the deployment criteria required to ensure that a sufficient number of
members are assigned, on duty, and available to safely and effectively respond
with each company.



The fire department’s fire suppression resources shall be deployed to provide for
the arrival of an engine company within a 240-second travel time to 90 percent of
the incidents



The fire department shall have the capability to deploy an initial full alarm
assignment and ALS within a 480-second travel time to 90 percent of the
incidents



On-duty EMS units shall be staffed with the minimum personnel necessary for
emergency medical care relative to the level of EMS provided by the fire
department
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The fire department shall be permitted to use established automatic aid and
mutual aid agreements to comply with the requirements

With five stations in each of their communities, Sterling Heights and Clinton Township
are the two departments with the most resources (staffing and apparatus). They can most nearly
meet NFPA 1710 standards for response time and personnel, though achieving the goal for the
total number of personnel to respond to a single-family structure fire (15) depletes nearly all of
the available personnel (20), and allows a simultaneous response to only an EMS or routine
service call, or small outside fire.
Mount Clemens and Harrison Township do not have sufficient personnel, even when
combined, to meet the NFPA standard. If, as is often the case, Harrison Township dispatches one
crew for a medical call and provides transport, it is likely that only six to eight personnel would
remain to respond initially to a structure fire. With sometimes only six personnel on-duty at
Harrison Township, a single EMS call depletes 2/5(40 percent) of the available resources.
Clinton Township and Sterling Heights have similar response guidelines. SHFD
mandates “12 personnel, with 2 engines, 1 ladder, 1 rescue and 1 battalion chief” as the response
complement. For a high rise or other high-risk occupancy, or confirmed fire, a third engine is
dispatched, for a total of 15 personnel. Fourteen personnel are still less than the recommended
level of response in NFPA 1710. Nevertheless, Sterling Heights and Clinton Township rarely
enlist mutual aid from outside of their jurisdiction, so the response policies they use appear to be
working reasonably well.
A major benefit to consolidation is that resources will be immediately available to all four
communities that each could not afford independently. Obviously, Mount Clemens and Harrison
Township stand to benefit the most by consolidation when it comes to effective response, as
these communities will get a more robust response when Sterling Heights and Clinton Township
are added in. However, Sterling Heights and Clinton Township also improve because their
response guidelines can be adjusted to meet those of the NFPA, with resources available from
the other two departments.
Combine Apparatus – All four departments consider themselves “all-hazard” response
agencies. That means they are trained and prepared to handle any type of emergency. The
problem with the four being separate is that services are duplicated, yet the departments do not
have individually the staff, equipment, or training to truly be “all-hazard” departments. If
consolidated, all-hazard services could be provided at a higher level.
Under the suggested 12- station deployment configuration, there would be 12 engines, 3
ladders, and one heavy/ technical rescue unit as the primary response units. These units would be
managed by three battalion chiefs. Each of the engines could be staffed with a minimum of three
personnel, including a Captain or Lieutenant as supervisors and two firefighters, one of whom
will be a paramedic. This is the same unit staffing level used now in Clinton Township, Mount
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Clemens, and Sterling Heights. Harrison Township does not have three personnel on its engines
due to the medical transport service that requires it to cross-staff.
The region needs three ladder trucks to cover the entire area within the required eightminute travel time for a ladder company to a structure fire. As with engines, the minimum
staffing should be three, though a more robust suppression plan would have four on each ladder.
Typically, ladders should have at least one paramedic, the same as engines. Each of the four
departments provides other services such as technical rescue, hazmat, or water-rescue response.
Special services by fire departments are often developed based on the ‘perceived need’ of the
individual agency, not on actual need of the region. Macomb County does have a very active
technical rescue initiative, with SHFD being the most active participant with 12 of its members
on the technical rescue and hazmat teams. Fire chiefs for the communities are very pro ‘technical
rescue’ and they support a county-wide approach to special services.
Following are pictures of some specialty units provided by SHFD and CTFD.
Figure 52: Clinton Township Special Operations Van @ Station 5

TriData LLC

97

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

Figure 53: Sterling Heights Heavy Rescue Unit

Under a reconfigured organization with consolidation, only one heavy/ technical rescue
unit would be needed. Its preferred location is CTFD Station 3, the most centrally located station
of the four communities. Due to the nature of services provided by a rescue unit, a four-person
crew is recommended.
Battalion Chiefs – Battalion chiefs handle the day-to day administrative activities of their
departments. They also respond to structure fires and other incidents, such as serious motor
vehicle accidents (usually when victims are entrapped), hazmat incidents and technical rescue
calls. On these incidents, battalion chiefs become the incident commander, where they develop
and manage the mitigation strategy. Battalion chiefs also coordinate and monitor training
activities occurring on their shift.
Among the four departments there are currently three battalion chiefs nominally on-duty
24/7. However, the battalion chief position in Harrison often has to be filled by a company
officer. The reality on the ground is more like two BC's with 16 line officers on a daily basis. We
will recommend three full-time battalion chiefs for a combined department.

Training
Recruit and continuing education training is an important part of every fire department’s
daily routine. Fire and EMS providers must maintain their knowledge and skills, especially skills
they may not use very often. Clinton Township and Sterling Heights have dedicated staff to
manage their training programs while Mount Clemens and Harrison Township coordinate
training as a collateral responsibility of shift personnel.
None of the four departments has a full- size training complex, though Sterling Heights
does have a very good training tower at its headquarters’ facility. CTFD has a training tower,
classroom space and a confined space set-up at Station 5. The best regional resource for training
is at the Macomb County Community College (MCCC), which has a well-designed training
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complex complete with driver training area. It is shown in Figure 54. MCCC also provides local
Fire Officer I, II, and III training. Located at Elizabeth and Dunham Roads, the facility is on the
east side of the region in Mount Clemens.
The Sterling Heights training complex, though not full size, is an excellent resource.
Located at SHFD Station 5, near Ryan Road just north of 18 Mile Road, this facility could be
used as a secondary facility so that units in Sterling Heights could remain in their response area
on most training days. The facility is shown in Figure 54 and Figure 55.
Figure 54: Macomb County Community College Training Complex

Figure 55: Sterling Heights Training Tower
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State certified Firefighter I and II programs are available at Macomb Community
College, Oakland Community College, and Schoolcraft College. A regional training consortium
(RAFT 911) provides Fire Officer I, II, and III training. Curriculum is based on the requirements
of International Fire Service Training Association (IFSTA).
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VII. EMERGENCY MEDICAL SERVICES
As shown earlier, the vast majority of emergency calls in the four departments are for
medical services. We reviewed the EMS system in detail, including medical oversight, fire-based
first response, commercial ALS/BLS transport, and fire-based EMS transport.

EMS in Michigan
Oversight of emergency medical services in Michigan is a responsibility of the Division
of Community Health in the Michigan Department of Health and Human Services; The
Department’s primary oversight is licensing and re-licensing all EMS agencies and EMS life
support vehicles, including transport and non-transport units. Michigan EMS also approves and
monitors the 66 Medical Control Authorities that provide medical direction for counties or
groups of counties. This includes assuring that EMS programs and providers are providing care
based on state standards and scope of practice. Michigan EMS also regulates the EMS
communications system (MEDCOM,)
Michigan EMS provides some oversight for the state Trauma System, Michigan
Emergency Medical Service Information System (MI-EMSIS), EMS Instructor-Coordinators,
EMS for Children, and EMS Education Requirements.
Michigan has four levels of EMS licensure:


Michigan First Responder (MFR)



Emergency Medical Technician (EMT)



EMT-Specialist (AEMT)



Paramedic

To obtain initial state licensure, candidates must pass the written and practical
examinations offered by the National Registry of EMTs. Once licensed in Michigan, each
provider must complete a specific number of continuing education hours in specified subjects.,
but maintenance of National Registry certification is not required.

Medical Control Authorities
The heart of EMS regulation and oversight rests with the local EMS Medical Control
Authorities (MCAs), which are private not-for-profit, IRS 501(c) 3 organizations. not state
agencies. These boards oversee the provision of EMS for counties, and are the right hand of the
Michigan EMS System. They assure that local EMS providers practice within the law and the
medical scope of practice. The 66 EMS Medical Control Authorities provide varying degrees of
oversight, but each provides the following:
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EMS Quality Management



Approval of applications for licensure



Supervision and coordination of the EMS system



An organizational structure of their choice, but it must have an advisory body



Appointment of a medical director who is board certified in emergency medicine
or who practices emergency medicine and is current in Advanced Cardiac Life
Support (ACLS) and Advanced Trauma Life Support (ATLS). The medical
director grants functional privileges to providers



Establishing written protocols for the practice of life support agencies and EMS
personnel



Circulating draft protocols to all significantly affected persons for review, and
submitting the protocols to the Department for approval



Ensuring physicians, hospital staff, and providers are educated on the protocols



Adherence to protocols

Macomb County Medical Control Authority – The Macomb County MCA provides
medical direction and regulatory oversight for all EMS activities within the County. This
includes the four communities that are part of this study and several rural, primarily volunteer
communities in the northern part of the County.
MCA has 27 member organizations representing fire service EMS and commercial
ambulance services. Some fire departments offer basic life support (BLS) first response, others
offer advanced life support (ALS) first response, and some offer full-service EMS including
ambulance transport. Area commercial services offer BLS and ALS transportation.
The MCA Board of Directors is comprised of eight representatives from local hospitals,
including two physicians and several hospital administrators.
MCA oversees the medical privileging of all EMS providers. A physician serves as the
primary medical director, assisted by other physicians within the community. The medical
director privileges all providers, all services seeking licensure, and all training programs within
the MCA.
Day-to-day MCA activities are performed by an Executive Director and Operations
Manager. They oversee EMS continuous quality improvement (CQI), administration of training,
emergency medical compliance, and Multi-casualty (MCI) Incident planning. They also
coordinate the sub-committees of the MCA, which include:
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Skills Assessment: In 2011, the MCA started a major skills assessment initiative that
intersects Medical Direction, CQI and education and training. This began with ALS providers
and was expanded into BLS.
Medical Discipline: Another responsibility of the MCA is assuring the medical
discipline of EMS organizations and providers, using a Professional Standards Review
Organization (PSRO) committee. Included are hospitals, fire and EMS agencies, and any other
EMS providers. Medical discipline encompasses several areas, including:


Maintaining a registry of incidents and their resolution



Coordination of remedial education and training



Assuring due process for agencies and providers



Notification of the state licensing agency as necessary.

Protocols: MCA approves and monitories Protocols. These protocols are used MCAwide, and cover the daily practice of all EMS providers. There are additional protocols to cover
uncommon situations such as MCI’s, hazardous materials, communicable diseases, and other
special situations. There also are administrative protocols covering MCA processes, LSA rules,
rules for freestanding facilities, and similar situations.
Consolidation of Services: During our discussions with the MCA, we were advised that
it would be relatively simple to gain MCA approval for services proposed by a consolidated
department. The new organization could apply for licensure of its service, equipment, and
training programs. Since this would be a consolidation of four existing, certified services, there
should be few if any complications.

EMS Providers
There are four fire departments, two commercial EMS agencies, a community college,
and the Sheriff’s Department involved in providing EMS to the four departments’ areas.
Macomb County Sheriff’s Department Dispatch Center – The Macomb County 911
Center run by the Sheriff’s Office is the Public Safety Answering Point for the County. EMS
calls in Mount Clemens and Sterling Heights are directly dispatched by the 911 Center. Table 13
shows how EMS is dispatched in each agency.
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Table 13: How EMS Calls Are Dispatched
EMS Agencies

How Dispatched

Comments

Clinton Township

Notified by phone

Clinton has dispatcher on
duty

Harrison Township

Notified by phone

Harrison has dispatcher on
duty

Mount Clemens

Direct Dispatch by county

Sterling Township

Direct Dispatch by county

MED-STAR EMS

Notified by phone

Unless directly contacted

Universal EMS

Notified by phone

Unless directly contacted

Law Enforcement Agencies

Direct Dispatch by county

For life-threatening
emergencies

Overall, this is a somewhat inefficient method to dispatch EMS. Call transfers add at least
20 to 30 seconds to dispatch time. The extra steps are no longer necessary because the 911Center CAD could handle the situation for all. We recommend this be done regardless of the
decision to consolidate.
Medical Priority Dispatch: Medical Priority Dispatch and pre-arrival instructions are
handled by the 911 Center using the PowerPhone MPD system. The center had used the dispatch
card system, but a new software program was added to the CAD system that not only increases
dispatch accuracy but also assists with quality management and case review. It will now be
easier to link the initial call to the EMS response at all levels.
A frustration felt in many dispatch and EMS systems is the inability to include all
providers in the EMS quality management process. Having the ability to easily connect all
providers increases the accuracy of dispatch, provides interface between dispatch and the field,
reduces dispatcher stress by allowing dispatchers to follow-up on calls, and connecting prearrival instructions to EMS patient outcomes.
Authentic Information: Another challenge for EMS systems is to record and store
“authentic” information. Authentic information includes response times, EMS electronic
reporting data, and other data determined by user agencies and the MCA. This information
should be considered the official data for the system. Authentic information should be stored and
produced by the CAD system.
Effective customer service is necessary for any local EMS agency to accept a central
authentic information point. The 911 Center must agree to provide:
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Assurance that HIIPA and other privacy laws are guaranteed;



Assistance with quality management; and



Transparency as to data processes.

These attributes should apply to both fire department and commercial EMS, except that.
commercial services would not be required to submit financial or status formula data, which are
proprietary. Even accidental release of them could compromise corporate strategies.
Clinton Township Fire Department – The Clinton Township Fire Department responds
to approximately 8,000 EMS calls annually, representing 77 percent of their emergency
responses. It responds to all EMS emergencies within the township, providing basic and
advanced life support services from its eight ALS and two BLS first responder units. Clinton
Township units run using an Echo-based concept15, in which the entire crew responds on the first
unit dispatched. Dispatch is provided from Station 4, with back-up available from field
personnel. The dispatch center is staffed by a firefighter, sometimes someone on light-duty.
Clinton Township FD has 56 firefighter/paramedics. Since 2004, all new hires must be
licensed paramedics. Personnel must maintain their Paramedic license until they achieve the rank
of battalion chief. There is a seven percent bonus for paramedic licensure. One EMS training
officer provides continuing EMS education at all levels. Training is shared with Sterling Heights.
The Township is involved with STEMI and Stroke management programs, but receives little
feedback from hospitals on them.
EMS consolidation has drawn mixed reviews among personnel. Some believe that
upgrading to EMS transport in each department is warranted because private providers are less
experienced and may provide inferior care. Several providers interviewed believe that there
should be a medic transport unit in each station.
Clinton Township had 8,311 EMS first responses for the year July 1, 2014 to June 30,
2015. This equates to 23 calls per day, or about one per hour.
The call processing time interval between 911 access and dispatch was not available. The
mean response time from dispatch to arrival at the scene was 5 minutes and 36 seconds. The 90th
percentile was 7 minutes and 57 seconds.16
Harrison Township – As noted earlier, HTFD is the only one of the four fire departments
that provides EMS transport. It operates from two fire stations, each of which cross-staffs an
ALS ambulance. This township, too, operates using an Echo-based concept. If the ALS unit is
available, all three providers will respond on it rather than the engine.

15

Priority dispatch includes levels A to E (Echo), with Echo the highest priority. An Echo based system dispatches
the unit with its full staffing.
16
Provided by Macomb County MCA, based on MI-NEMSIS.
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Harrison Township responds to approximately 1,463 ambulances calls annually,
representing 62 percent of all emergency calls. That is 4 EMS calls per day. All department
personnel are required to maintain paramedic licensure. All EMS officers have collateral fire
suppression responsibilities
One sergeant on each shift is responsible for EMS. One of these shift sergeants serves as
the department EMS coordinator, and is the department liaison to the MCA. Another sergeant on
each shift is responsible for EMS Quality Management. One firefighter is in charge of EMS
supplies. Based on a recent arbitration decision, the sergeant positions may be eliminated. That
may warrant adding a 40-hour EMS officer position to handle clinical oversight, quality
assurance, logistics, and financial data.
Harrison Township FD has a small non-sworn staff, and they all have collateral duties.
The Fire Chief would like to have a full-time EMS manager, but funding has not been available
for this. Some personnel would like to give up EMS transport, but most of the firefighters we
interviewed were in favor of keeping it. The transport is strongly supported by citizens and
township management. The relatively low EMS call volume and geography do not favor
commercial provision of the service. Also, giving up EMS transport would not eliminate
positions because of the Echo-based delivery profile.
EMS transport revenue goes into the fire department budget, which is mainly funded by
the fire millage. Eliminating EMS transport would decrease revenue by approximately $350,000
annually.
The mean response time in 2015 was four minutes and 36 seconds, and the 90th percentile
was eight minutes flat. The time measurement from department notification of a call to unit
dispatch was not available.
Mount Clemens – MCFD is a single station department that provides BLS first response
when requested. Several members are EMTs and others are going through training. There is no
designated EMS official, with EMS matters handled by the station captains. Mount Clemens
does not have a formal EMS program, but runs an average of 4.75 EMS calls daily.
Between July 1, 2014 and August 30, 2015, Mount Clemens responded to 1,735 medical
calls, some as a first responder and some to assist EMS.
Sterling Heights – SHFD is another ALS first responder agency. It provides service with
five ALS Engines, an ALS Rescue and BLS Truck. It has 71 licensed paramedics and 4 EMTs in
Operations. All members in Operations are required to maintain their licensure.
Between July1, 2014 and June 30, 2015, SHFD responded to 10,379 medical incidents,
which is 3.8 calls per day.
The SHFD usually provides much of the emergency medical care on scene of an EMS
call. It said that the commercial ambulance service has many inexperienced providers and a high
turnover rate. (We could not get the commercial provider’s data to verify this.) There has been an
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improvement in providing on-scene foreground rehabilitation services. SHFD believes that
providing ambulance transport services may bring in up to $2.8 million in revenue.

Ares of concern are the need for SHFD to handwrite all patient care reports (PCRs,) and
the lack of integration of first response information with ambulance PCRs. An authentic countywide information system would reduce this problem. It also would help determine how much
care the first responders provide, and how it affects patient care.
Private EMS providers are being given a considerable amount of service for no cost. This
should be considered when deciding whether to provide with fire-based EMS transport.
Alternatively, fire-based first responders or a combined department could charge private
ambulance services a fee for first response. This would have to be contractually negotiated and
probably would not cover the complete cost of service, based on experience elsewhere.
In the near future, first responder agencies may begin to recover funds for calls under
Medicaid treatment/no transport. This is a recent development, with CMS licensing and the
ability to bill for services still being determined.

Private Ambulance Services
Two private ambulance services provide ALS transportation within the four study
jurisdictions. MEDSTAR EMS provides service to Clinton Township and Mount Clemens, while
Universal provides service to Sterling Heights. As noted earlier, Harrison provides its own
transport.
MEDSTAR EMS –MEDSTAR is a not-for-profit service that operates in partnership
with McLaran and Henry Ford Hospitals. It annually transports over 80,000 emergency and nonemergency cases throughout the Metro Detroit area. They are accredited by the Commission on
Ambulance Accreditation Services (CAAS), operate a state-licensed EMT and paramedic school,
and have CoEMSP approval pending.
The MEDSTAR EMS contract with Clinton Township and Mount Clemens requires an
eight minute and 59 second response time for 90 percent of calls, with no exceptions for weather,
availability status, emergency demand, or other reasons. MED-STAR said they are meeting the
requirement on 94 percent of its calls. We were unable to obtain EMS response times from the
private companies to verify this, but Macomb County MCA advised that each company was
meeting its contractual requirement.
The MEDSTAR ALS units are staffed with at least one paramedic and one EMT. There
is a full-time quality management officer, and an outside agency provides feedback on customer
satisfaction. They file quarterly reports with the hospital Board of Directors. MED-STAR has its
own full dispatch center and has offered assistance with EMS dispatch and medical priority
dispatch. MEDSTAR also provides training to the community in CPR, AED, and Illness and
injury prevention programs.
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MEDSTAR received MCA approval to begin a Community Paramedicine program, but
the program has not been implemented because management is still trying to determine which
areas would best benefit from it. A tie-in with the health department and the 911 center is also
being sought.
Clinton Township provides ALS first response for all EMS calls, based on medical
priority dispatch criteria, including those needing transport. Mount Clemens provides BLS first
response for all Priority 1 and 2 calls. Neither agency is compensated by MEDSTAR for its first
responder services.
Universal EMS – Universal EMS is contracted to Sterling Heights to provide ALS
transport. They, too, are a large ambulance service that provides emergency and non-emergency
service to the Detroit Metro area.
Universal’s contract includes a combination of level of effort and level of service. They
must have 2.5 ambulances available for the Sterling Heights area. They must respond to all
Priority1 calls within 10 minutes of dispatch, and other emergencies within 15 minutes of
dispatch. Sterling Heights notifies Universal by email of any late responses, and usually
Universal also self-reports them. Universal staffs their ALS units with at least one paramedic and
one EMT. They have field supervisory personnel and a quality manager.
Sterling Heights bids out their EMS transport contract every three years, but there are
extension provisions. There does not appear to be a great deal of competition for the contract.
There is no compensation provided to Sterling Heights by Universal for first responder services
to EMS calls
Macomb County Community College – Macomb County Community College (MCCC)
is a state- approved facility that provides fire and EMS training programs that lead to one of
seven academic degrees in fire or EMS. The program director is a former fire chief who has
completed the National Fire Academy Executive Fire Officer program.
While the college encourages degree- seeking candidates, it also provides technical
training programs for fire and EMS licensure and certifications. The college grants students who
complete fire and EMS courses a generous amount of credit towards their degree. Those
possessing an EMT license can earn up to 12 hours; licensed paramedics can earn up to 62
college credits. Fire Officer certification may also qualify one for credit or to test out of courses.
The college has an excellent relationship with the area fire chiefs’ association. It provides
all initial EMS training and some continuing education within the County. It typically does more
training in Clinton Township and Sterling Heights than in Harrison Township or Mount
Clemens.
IAFF Locals and EMS –We met with representatives from each IAFF Local to discuss
the issues with EMS being provided from a merged organization. The union officials believed
that fire service-provided EMS transport would be optimal within a consolidated organization.
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They acknowledged that their beliefs may not be representative of all members within their
groups.
The unions believed that fire-based transport would be cost- effective and lead to hiring
more firefighters, and that fire-based EMS transport would be the best avenue for introducing
community paramedicine because of the good station locations and designated territories.
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IX. FIRE PREVENTION, PUBLIC EDUCATION, AND INVESTIGATION
The Fire Marshal’s Offices within the departments include:


Fire Inspections



Fire investigation as to origin and cause, the criminal investigation of
intentionally set fires, and arson prevention programs



Public fire education

Overall, statistical recordkeeping by the fire marshal’s offices was limited. Harrison
Township had good data on inspections by platoon, and by property owner and occupant, but
only estimates were available from the others. The Macomb County Sheriff’s Office had good
data on its fire investigations
Preferably, data on all investigations would be in a database showing the cause, type of
property (single family dwelling, apartment, business, institution, vehicle, shed, etc.), owner,
occupant, insurance company, modus operandi, and supplemental reports (i.e., witness
statements, scene diagrams, photographs, etc.), profile data on the suspects (age, address, prior
fire setting), the status of the investigation, and actions by the prosecutor and court.17

Fire Inspections
There are about 9,000 properties that should be inspected at least annually across the four
jurisdictions. Table 14 shows them by community, and the staffing s available to conduct
inspections. Sterling Heights was the only one of the four to use company-level inspections.
Table 14: Inspections Demand and Staffing Levels
Jurisdiction

Approx. # of properties
requiring inspections

Staffing for inspections

Sterling Heights

3,800

3 FT inspectors and 1 FT Plan Reviewer. The Fire
Marshal assists if needed. Line company
personnel do some inspection too.

Clinton Township

3,800

1 FT, 2 almost FT (they also do the occasional fire
investigation). The Fire Marshal assists if needed.

Mount Clemens

1,000 + (est.)

4 PT. The Fire Chief handles plan review.

Harrison Township

300-400

8 PT. Three are Battalion Chiefs for whom this is
collateral duty.

17

TriData has evaluated over 50 arson units for USFA across the nation. Many had similar problems in lacking
adequate data.
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Clinton Township – Though largely built out, the township has attracted a fair amount of
new construction and structural rehabilitation activity, often as infill pockets. There are many
SARA Title III18 properties posing a higher- level risk.
Clinton Township’s Fire Marshal is certified as an Inspector I and II, a Plan Reviewer,
and a Fire Investigator I and II. Two inspectors do inspections and handle fire origin and cause
investigation. A third inspector focuses on apartment inspections.
It is unclear how many inspections are done each year; statistics are not kept. The Fire
Marshal would like to be able to conduct public assembly and night-time inspections, which
were not being done. That exposes the community to liability if a severe fire occurs in those
occupancies. (A night club fire in Rhode Island killed 100 people and led to lawsuits settled for
$176 Million; the club had not been adequately inspected. )
Harrison Township –The Township is a bedroom community, made up mostly of single
family residences and some commercial properties related to the waterfront area and marinas.
The fire chief is an inspector who serves as Fire Marshal, and assists with inspections. He
is assisted by five firefighters trained as Inspector I’s .There are only 300-400 buildings that need
to be inspected, and the department conducts about 80-100 inspections per year.
Inspector/firefighters are eligible for a $900 incentive if they complete at least 10 inspections.
When they inspect sites, inspectors trade off other fire duties.
Mount Clemens – At one time Mount Clemens had a full-time inspector, but that
position was eliminated due to budget constraints. Currently, four of the 12 firefighters are
trained as Inspector I’s, and a captain handles plan reviews. Some city officials suggested that
volunteers might be used to help with inspections, but we think that is not a viable concept, given
the skill set and special training needed to do a credible job, and that there are over 1,000
buildings that should be inspected, 12 of which are high –rises. Moreover, much of the
downtown area was built in the 1800’s, long before built-in fire protection systems were
available, which increases their risk and makes a professional inspection all the more needed.
Sterling Heights – The City of Sterling Heights is home to several large, million -plus
square feet factories and assembly plants, such as the Ford, Chrysler and General Dynamics
plants. Industrial fire brigades protect these facilities, which have their own private water supply
system.
There are approximately 3,800 occupancies that should be inspected with varying
frequency. The State of Michigan inspects the 56 public and private schools. At the time of our
first site visit in 2015, there was only one inspector, but two more were added later that year.
Company inspections are carried out as well. There is a fire prevention specialist dedicated to
plan review and a shared support staff person, plus the Fire Marshal.

18

IDHS: “What is SARA Title III?” - IN.gov www.in.gov/dhs/2526.htmIndiana
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Commercial building data and inspection records are entered into the New World System
(NWS) recordkeeping system. It includes NFIRS reports, and fines and payments made for
inspections. NWS makes it possible for the Fire Marshal to get a l picture of any occupancy’s
fire history and code violations.
Code violation fines and revenues from inspections are turned over to the city’s general
fund.
The Fire Marshal provides a self-inspection checklist to businesses, and randomly
monitors them as time permits. The Building Department handles mechanical, electrical, and
plumbing inspections and some of the life safety inspections as well. There are plans for the Fire
and Building Departments to develop a team approach to inspections, as is now being done in
many communities. The Fire Marshal would like to see more origin and cause training for the
line crews, and more thorough and accurate fire reports.
As to how the division of labor and costs for inspections could be determined fairly if fire
inspections were functionally consolidated, a first step would be to add up the total number of
properties eligible for inspection across all the jurisdictions, and organize them by the type of
property and average time required to conduct an inspection in that type. That would yield the
total person-hours needed for inspections. One could then calculate the inspector labor needed
for each community.

Fire Investigations
None of the four fire departments have full-time fire investigators because they don’t
have enough suspicious fires to justify one. The County Sheriff’s Office is relied on for many
investigations. Nationally, fire inspectors often double as fire investigators in small and medium
communities without much of an arson problem.
Clinton Township –Clinton Township fire inspectors double as origin and cause
investigators. Only 5-10 fires each year are deemed suspicious enough to merit further
investigation. Clinton Police are called in for potential criminal fires. They interview witnesses
and suspects and provide an evidence technician. Fire personnel photograph the scene.
Mount Clemens – The County Sheriff’s Office handles all fire investigations in Mount
Clemens, using personnel cross-trained as fire investigators. They are called to about 20 fires
each year. There is some hesitancy to request an investigator from the Sheriff’s Office because
their deputies must be paid overtime for investigations.
Harrison Township – The Harrison Fire Chief goes to most significant fires and reviews
the situation with the Incident Commander. If there are inconsistencies in the witnesses’ stories,
or the Incident Commander deems the fire suspicious, or cannot determine the cause, the chief
requests an investigator from the County Sheriff’s Office. As in Mount Clemens, there is some
hesitancy to call in the Sheriff’s Office because of the required overtime.
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Sterling Heights – About 60-70 suspected arson investigations are conducted each year.
As in the other communities, there are no full-time fire investigators, but an inspector crosstrained in investigation is always on call. For most fires, firefighters make the determination as to
whether a fire is accidental, or merits calling out the Sterling Heights police detectives or fire
marshal to investigate it. The Fire Marshal is an Investigator I. The Police Department has two
detectives who trained at the National Fire Academy in origin and cause, and have taken a more
advanced course with the Michigan State Police Academy. Another police employee is an
evidence technician. A fourth police employee added in 2015 also can assist in fire investigation.
There were some problems with how often and for what situations the Sterling Heights
detectives were being called to investigate fires, and some dissatisfaction with reliance on fire
crews to diagnose the scene and initiate action from the police. The preferred model is to have a
trained fire department investigator respond to all but minor or obviously accidental fires. The
Fire Marshal has acted to improve the situation, such as by giving refresher training to the engine
crews on origin and cause determination and arson awareness so they know what to look for, and
can make more informed decisions about accidental vs. intentional causes.
At one time, police and fire were dispatched at the same time to fire scenes. The head of
the police department’s fire investigation detectives suggested that this policy be reinstated for
one year as a trial to evaluate whether it helps identify intentional fires and capture witness
statements early. We concur with this idea as well as the with the proposal that all Sterling
Heights Fire Marshal’s staff be trained, at a minimum, in the 2-week fire investigation course
provided by Michigan State Police. Updated evidence collection equipment also is needed for
proper evidence handling and to prevent cross contamination.
There are enough significant arson fires in Sterling Heights to merit a strong fire
investigation capability, and it begins with determining that a fire is suspicious. The Bureau of
Alcohol, Tobacco, Firearms, and Explosives (BATFE) might be a valuable resource to help deal
with insurance fraud arson. BATFE has expertise in financial investigations and uncovering the
paper trails that lead to suspects.
– – –  – – –
In summary, most fire investigation work is being handled by the law enforcement
agencies: Macomb County Sheriff’s Office for Harrison Township and Mount Clemens, and the
police departments in Clinton Township and Sterling Heights. The fire departments do some
origin and cause largely as an adjunct to other fire prevention duties, and every company officer
gets some origin and cause training.
Most of the fire department investigators have training to the Investigator I level, but only
a few have Investigator II training. This is to be expected given that inspectors are cross- trained,
and are not dedicated to investigation. It is one of the reasons that it is better to have fully
dedicated inspectors and fully dedicated investigators possible in a consolidated department.
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These are technical investigation fields that require multiple levels of training, as well as an
adequate amount of cases worked to gain expertise.
Because arsonists do not recognize geographic boundaries, and indeed, often work in
multiple areas, a unified approach to the investigation of suspicious and criminal fires stands the
best chance of identifying repeat offenders and tying together cases for successful
prosecution. This is an area in which a combined approach across the communities with
specialists can improve both inspections and investigations.

Fire Prevention Education
Clinton Township – Of the four jurisdictions, Clinton Township has the most active fire
prevention program. One focus is home smoke alarms, which are the ‘best buy” for preventing
residential fire deaths. The owner of the Red Wings hockey team buys smoke alarms and gives
them to the engine companies, which in turn offer them to home owners. The Fire Marshal also
got the Energizer Battery Program to provide battery donations for the older smoke alarms that
don’t have 10-year, sealed batteries.
During Fire Prevention Week, Clinton Township firefighters go to all the schools and
show a film about fire and the response to fire. Afterwards they talk about what was good and
what was wrong with how the people in the film behaved. The Fire Marshal’s Office also
provides Exit Drill in the Home (EDITH) demonstrations. Third graders prepare home exit plans
as part of their homework.
On request, staff gives talks to seniors that emphasize the dangers of cooking fires and
explain the Vial of Life19
Harrison Township – In Harrison Township, like Clinton Township, firefighters go into
the elementary schools to give fire safety talks every fall around Fire Prevention Week.
Mount Clemens – During fire safety month, Mount Clemens firefighters provide fire
prevention education to all kindergarten through second grade classes, using NFPA materials.
Occasionally, and on request, they do other fire safety presentations and conduct fire station
tours.
Sterling Heights – The Sterling Heights Fire Chief has made it possible for fire
prevention education to be offered again, following a period when there was no funding for this
activity. Funding cuts eliminated Learn Not to Burn, Little House, and Christmas Ferry, all of
which were successful programs they hoped to revive. Currently, fire prevention education
outreach is available again for schools, which can request fire safety demonstrations. The fire

The Vial of Life is a small container kept in the home freezer that stores vital info on a person’s blood type,
medications, allergies, etc. EMS responders then have this info when they respond, which is helpful if the person is
unconscious, unable to speak, or demented.
19
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department will send personnel to teach fire safety skills and exit drill like crawl low in smoke
and home exit plans.
Juveniles who set fires in Sterling Heights are referred for interviews and evaluations.
In October, 2015, SHFD conducted over 90 school tours and senior citizen tours. They
reached more than 4,000 people. In addition, the Department held its annual open house with
over 2,000 attendees. Other departments should compile similar statistics on outreach of
programs.
– – –  – – –
In summary, there are substantial differences across the four jurisdictions in the level of
fire prevention and safety education. They all need major improvements in their residential fire
safety programs.
Fire prevention education historically has been one of the first activities to be reduced
when fire department budgets become tighter. None of the jurisdictions seems to be aware of the
emerging trend to use Community Risk Reduction as a major component of fire safety, which
includes visiting all homes in the community over a four- or five- year period using line
companies to make the visits. The IAFF now is backing strong juvenile fire and accident
prevention.
Because they all are part of the same media market, the homes across the communities
could be reached most efficiently with a centralized program.
NWS/Tyler software holds significant promise for Macomb County’s fire investigations
and fire inspections to improve their management. Aegis data analysis and mapping software and
records management software can bring fire investigation and fire inspection capabilities to a
new level. For example, Harrison Township maintains a database of property inspections.
However, it is raw data that would be more valuable if it could be queried, organized, and
reported out in different ways such as by inspector, type of occupancy, time required to inspect,
number of violations, status of compliance, and so forth. The Fire Marshal’s Office could
connect inspection data with pre-plans, creating red flags on code deficient properties, and with
CAD messaging during dispatch.
Using mapping capabilities, fire incidents could be plotted geographically as we did in an
earlier chapter. The plots can be made by cause of fire, property type, or other criteria to give
more insights into incident locations for use in prevention targeting. NFIRS 5.0 report data can
show whether there are trends in commercial or institutional fires that could be impacted by
stiffer fines, or if certain types of property need to be inspected with greater frequency. Given
that staffing levels of inspectors are limited in 3 of the 4 jurisdictions; this could help argue for
more resources.
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The quality of fire prevention and inspections could be much stronger under a centralized
fire marshal function serving the four communities, using full time, better trained professionals
in each function. The communities also need to catch up on the concept of Community Risk
Reduction, better integrating prevention and line company functions.
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X. FINANCIAL OPERATIONS AND NET CAPITAL ASSETS REVIEW
This chapter summarizes finances of the four fire departments. The information was
derived from the audited financial statements of each government, reports made available to the
public, and data from their finance staffs We used the official data available where possible.
Some communities felt that the “official” data was not accurate, and we made corrections as they
suggested. This whole chapter might be regarded as a model approach that needs to be revised
with more up to date data.

Operating Activities
Revenues – Sources of funding for each fire department are summarized in Table 15.
Table 16 shows the property tax base in each jurisdiction. Though the size of the jurisdictions
and their budgets vary greatly, from $1.4 Million for Mount Clements to $17.5 Million for
Sterling Heights, each fire department’s funding is in the range of 0.4–0.6 percent of its
community’s tax base. Harrison and Clinton Townships get most of their fire funding from
special tax levies, while the bulk of fire department funding in Mount Clemens and Sterling
Heights comes from general fund allocations.
Table 15: Fire Funding Sources 20
Clinton Township

Harrison Township

Mount Clemens

Sterling Heights

FIRE FUNDS

FYE: 3/15

FYE: 12/14

FYE: 6/14

FYE: 6/14

REVENUES:
General Fund Allocations
$
Special Tax Levies
Intergovernmental
Fees, Licenses, Permits and Inspection
Ordinance Fines and Forfeitures
Investment Earnings
Other
Total Revenues
$

0.0% $
15,415,016 99.2%
71,034
0.5%
7,841
0.1%
0.0%
38,043
0.2%
10,848
0.1%
15,542,782 100.1% $

%

%

0.0% $
4,588,522 92.3%
8,476
0.2%
370,864
7.5%
0.0%
959
0.0%
2,846
0.1%
4,971,667 100.1% $

%

1,353,149 99.7% $
0.0%
874
0.1%
2,850
0.2%
194
0.0%
0.0%
0.0%
1,357,067 100.0% $

%

17,078,451 97.5% $
412,884
2.4%
0.0%
20,907
0.1%
0.0%
0.0%
0.0%
17,512,242 100.0% $

Total
18,431,600
20,416,422
80,384
402,462
194
39,002
13,694
39,383,758

Sources: Audited financials for fiscal years ended March 31, 2015-Clinton Township; December
31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and June 30, 2014-Sterling Heights.

20

In the course of the 2016 review of this section, the Mount. Clemens reviewer said that the general fund allocation
to fire dept. was $1.700, 810. We left in the amount from the original actuarially reviewed data given to us. This
table might have to be revised, but the relative amounts are what is important for this report, not the precise
numbers, though we would of course prefer the correct amounts.
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Table 16: Property Tax Bases21
FIRE FUNDS
PROPERTY TAX BASE:
Taxable Values
Township/City Taxes
Township/City Tax Rate
Fire Dept Taxes
Fire Dept % of Taxable Values
Fire Dept % of Township/City Taxes

Clinton Township

Harrison Township

Mount Clemens

Sterling Heights

FYE: 3/15

FYE: 12/14

FYE: 6/14

FYE: 6/14

$ 2,591,506,278
$
37,891,071
7.33
$
15,415,016
0.6%
40.7%

%

$
$
$

837,245,810
6,523,484
7.79
4,588,522
0.5%
70.3%

%

$
$
$

328,416,053
4,502,486
13.71
0.5%
37.9%

%

%

$ 3,984,215,758
$
60,487,692
7.33
$
17,078,451
0.4%
28.2%

Total
$ 7,741,383,899
$ 109,404,733
n/a
$
37,081,989
0.5%
33.9%

Sources: State of Michigan’s 2014 Ad Valorem Property Tax Report. Audited financials for fiscal years
March 31, 2015-Clinton Township; December 31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and
June 30, 2014-Sterling Heights. Corrections: A reviewer in 2017 noted that the taxable value shown for Sterling
Heights for the year ending 6/15
reviewer noted that

Some further observations:
An opportunity to enhance revenues lies in grant revenues and charges for services.
Clinton Township reported the highest level of grant funding (called “Intergovernmental”) at
$71,034. More staff time to focus on grant writing could be another benefit of a larger
consolidated government, where a central operation might more than offset its additional cost.
Charges for services contribute more to the budget in Harrison Township than the others,
mainly because of revenues from EMS operations, which were $370,864 or 7.5 percent of their
total revenues for the year examined. As discussed earlier, an expansion of EMS transport by a
new consolidated department could increase revenues. Irrespective of the decision to expand
EMS transport services, there could be uniform rates, billing and collection activities for nonfirefighting operations (e.g., building inspections,) as added sources of funding for a new
consolidated department.
New millage rates went into effect in Mount Clemens in fiscal year 2016, which will
allow for an increase in funding fire operations more in line with the other three governments.
Expenditures – Operating expenditures for each department are shown in Table 17, with.
expanded detail for the components of the $18.1 million of Payroll expenditures, the largest
category of expenditures (48-69%.) Employee benefits are the next largest category. Labor plus
benefits is over 90% of the budget in all but Mount Clemens, where it is 84%.

: Mount Clemens’ general operating millage rate was 13.7097 mills until July 1, 2015 when a voter approved
millage increase was implemented and the general operating millage was set at 20.0000 mills.
21
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Table 17: Combined Operating Expenditures by Fire Department
FIRE FUNDS
EXPENDITURES:
Payroll
Benefits
Contractual Services
Insurance
Utilities
Repairs and Maintenance
Materials and Supplies
Training
Other
Total Expenditures

$

$

Clinton Township

Harrison Township

Mount Clemens

Sterling Heights

FYE: 3/15

FYE: 12/14

FYE: 6/14

FYE: 6/14

%

6,405,448 52.3% $
4,737,714 38.7%
182,202
1.5%
91,802
0.8%
112,140
0.9%
318,303
2.6%
316,620
2.6%
59,214
0.5%
14,670
0.1%
12,238,112 100.0% $

%

2,614,283 52.6% $
2,270,045 45.7%
352,214
7.1%
42,671
0.9%
65,849
1.3%
86,620
1.7%
61,524
1.2%
14,070
0.3%
10,739
0.2%
5,518,015 100.0% $

%

$957,276 56.2% $
517,668 30.4%
138,991
8.2%
0.0%
9,173
0.5%
25,790
1.5%
43,454
2.5%
8,196
0.5%
4,182
0.2%
1,704,728 100.0% $

Total

%

8,130,389 47.7% $
8,399,377 49.2%
3,954
0.0%
0.0%
151,916
0.9%
196,355
1.2%
126,196
0.7%
44,651
0.3%
2,125
0.0%
17,054,963 100.0% $

18,107,396
15,924,804
677,360
134,473
339,078
627,069
547,794
126,131
31,717
36,515,821

Sources: Internally generated data by Finance Staff for the fiscal years ending March 31, 2015Clinton Township; December 31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and
June 30, 2014-Sterling Heights. A Sterling Heights reviewer noted that their total was short
$23,483 but unclear from where; this is inconsequential for the conclusions.

Payroll Details – Payroll classifications in Table 18 were based on data providedby the
governments’ finance staffs. We attempted to separate out the “Exec Management and Support”
payroll costs, which include the Fire Chief, Deputy Fire Chief, Fire Marshall, Battalion Chiefs,
and administrative support staff. Certain limitations are apparent from the data provided,
including consistency in classifications and lack of completeness for staff devoted to auxiliary
activities (e.g., vehicle and equipment management).
Table 18: Payroll Expenditures Detail by Fire Department
Clinton Township
FIRE FUNDS
PAYROLL:
Exec Mgmt and Support
Fire Fighting Operations
Ordinance Enforcement
Overtime and Incentives
Total Payroll
FTE's - All
FTE's - Fire Fighters
Fire Fighters Average Payroll

$

$

$

FYE: 3/15

%

474,213
5,320,894
161,324
449,017
6,405,448
78
74
85,333

7.4%
83.0%
2.5%
7.0%
99.9%

Harrison Township
FYE:
12/14
%
$

$

$

391,457
1,763,609
8,820
450,397
2,614,283
29
27
94,958

15.0%
67.6%
0.2%
17.2%
100.0%

Mount Clemens
FYE:
6/14
%
$

$

$

43,469
867,119
46,688
957,276
13
12
76,289

4.5%
90.6%
0.0%
4.9%
100.0%

Sterling Heights
FYE: 6/14
$

$

$

684,852
6,069,382
271,747
785,000
7,810,981
87
81
94,590

%
8.8%
77.7%
3.5%
10.0%
9.65%

Sources: Internal generated data as provided by Finance Staff for the fiscal years ending March 31, 2015-Clinton
Township; December 31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and June 30, 2014-Sterling
Heights. The table does not include sick/personal leave buyback.

Average payroll levels per firefighter range from $71,128 at Mount Clemens to $91,567
at Harrison Township. The more relevant benchmark for future planning may be the payroll
average per firefighter of $86,340 including overtime but not benefits.
Overtime is shown in Table 19. It varies significantly as a percentage of total budget.
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Table 19: Overtime Expenditures by Fire Department
City/Township
Clinton Township
Harrison Township
Mount Clemens

Payroll
$6,405,448
$2,614,283
$910,588

Percent of
Total
35.5%
14.5%
5.0%

Sterling Heights

$8,130,389

45.0%

$18,060,708

100.0%

Total

Percent of
Total Payroll
7.01%
17.23%
5.13%

Overtime
$449,017
$450,397
$46,688
784,716
$
$1,730,818

9.7$
9.6%

Sources: Internally generated data as provided by Finance Staff for the fiscal years ending March 31, 2015Clinton Township; December 31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and June 30, 2014Sterling Heights. The overtime for Mount Clemens was decreased by almost $320K from the previous draft
because it included sick/personal time buyback.

Having some overtime is more efficient than always having enough staff to account for
unplanned absences. Overtime at time and a half is just a little higher than hourly salary loaded
with benefits. Overtime use is an area for which the governments will need to blend policies and
practices going forward, consolidation moves forward.
Employee Benefits –Employee benefits are a significant component of annual operating
expenditure. activities. Table 20 that benefits were 30-49% of total fire department costs across
the departments. Table 20 shows more details on the cost of benefits. As a percent of payroll
cost, the cost of benefits ranged from 21.0 percent in Mount Clemens to 103.3 percent in Sterling
Heights. Pensions and other post-employment benefits comprise the lion’s share of benefits, As a
percent of total benefits, they are 63.2 percent, 60.5 percent and 77.6 percent for Clinton
Township, Harrison Township and Sterling Heights, respectively. Mount Clemens’ did not have
the comparable data available. That might have been because of its full cost absorption in its Fire
Fund.
Table 20: Employee Benefits: Detailed Expenditures
FIRE FUNDS
BENEFITS:
Employee Health
Employee Dental, Opt, Disabil & Life
FICA
Pension Expense
Other Post Employ Benefits (OPEB)
Clothing & Food Allowance
Workers Comp Insurance
Total Benefits
Average Non-OPEB Benefits, All FTE's
Benefits as a % of Wages

$

$
$

Clinton Township

Harrison Township

FYE: 3/15

FYE: 12/14

%

Mount Clemens

%

FYE: 6/14

Sterling Heights

%

FYE: 6/14

935,545
104,172
491,749
1,909,581
1,085,119
145,854
65,694
4,737,714

19.7% $
2.2%
10.4%
40.3%
22.9%
3.1%
1.4%
100.0% $

544,253
46,704
198,962
813,563
561,602
42,642
62,319
2,270,045

24.0% $
2.1%
8.8%
35.8%
24.7%
1.9%
2.7%
100.0% $

128,825
20,188
19,882
12,480
21,333
202,708

63.6% $
10.0%
9.8%
0.0%
0.0%
6.2%
10.5%
100.0% $

1,125,715
345,090
125,317
3,467,433
3,089,280
149,569
96,973
8,399,377

22,346
74.0%

$

30,858
86.8%

$

15,593
21.0%

$

61,036
103.3%

%
13.4%
4.1%
1.5%
41.3%
36.8%
1.8%
1.2%
100.0%

Sources: Internal generated data as provided by Finance Staff for the fiscal years ending March 31, 2015-Clinton
Township; December 31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and June 30, 2014-Sterling
Heights.
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Employee health and other related group insurance (e.g., dental, vision, etc.) costs
represent the most significant non-retirement related benefit. Because of its significance and
variability between governments, considerable attention in this area will be required to negotiate
a common benefits package if consolidation goes forward. As agreements and contracts expire, a
consolidated entity could open a new bid process to procure offers from third-party providers of
healthcare products and services. Cost savings and improved employee satisfaction may be
attained through this process. With a much larger employee pool created by a consolidated
government entity, there may be opportunities to get lower rates.
Other non-retirement related employee benefits include the clothing and food Allowances
provided to the Staff. As discussed earlier, their sums are small relative to salaries and benefits,
and have little effect on the overall budget. They would need to be harmonized out of fairness,
and to maintain staff morale during a consolidation. A Fire Department actuarial study beyond
the scope here will be needed to understand liabilities in more detail, for negotiating pension and
other post-employment benefits, but the large picture is in the tables above.
Table 21 shows that payroll and benefits are over 90% of the budget for each department,
with a range of 92-98%. This is consistent with industry standards for career departments. This is
summarized graphically in Figure 56.
Table 21: Combined Payroll and Benefits as a Percent of Total Expenditures
City/Township

Clinton Township
Harrison Township
Mount Clemens (d)
Sterling Heights
Total

Payroll
Expenditures
$6,405,448
$2,614,283
$1,105,465
$8,130,389
$18,255,585

Percent of
Total
Expenditures
53.4%
52.6%
79.4%
48.3%
50.7%

Benefits
Expenditure
$4,737,714
$2,270,045
$202,708
$8,399,377
$15,609,844

Percent of
Total
Expenditures
38.7%
45.7%
14.6%
48.6%
43.4%

Combined
Payroll &
Benefits
$11,143,162
$4,884,328
$1,308,173
$16,529,766
$33,865,429

Combined
Percentages
92.1%
98.3%
94.0%
96.9%
94.1%

Sources: Internal generated data as provided by Finance Staff for the fiscal years ending March 31, 2015-Clinton
Township; December 31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and June 30, 2014-Sterling
Heights. Contractual Services in Payroll Expenditures for this table.
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Figure 56: Combined Payroll and Benefits Expenditures

Sources: Internal generated data as provided by Finance Staff for the fiscal
years ending March 31, 2015-Clinton Township; December 31, 2014-Harrison
Township; June 30, 2014-Mount Clemens; and June 30, 2014-Sterling Heights.

For comparison purposes, we added to Mount Clemens total payroll its Contractual
Services charges ($138,991), which are 10.0 percent of Total Expenditures, in light of its policy
of relying on third parties to provide some day-to-day operating services.
Financing Activities – Table 22 shows debt service and other annual financing costs.
Table 22: Annual Financing Costs
FIRE FUNDS
OTHER FINANCING SOURCES (USES):
Bonds and Notes Issued
Debt Service - Principal
Debt Service - Interest Expense
Capital Outlay
Other
Total Other Financing

$

$

Clinton Township

Harrison Township

Mount Clemens

Sterling Heights

FYE: 3/15

FYE: 12/14

FYE: 6/14

FYE: 6/14

%

0.0% $
(520,000) 30.2%
(160,763) 9.3%
(1,000,000) 58.1%
(40,418) 2.3%
(1,721,181) 100.0% $

%

0.0% $
(95,000) 62.8%
(12,525) 8.3%
(43,748) 28.9%
0.0%
(151,273) 100.0% $

%

0.0% $
0.0%
0.0%
(6,779) 100.0%
0.0%
(6,779) 100.0% $

(250,000)
(163,250)
(185,598)
(598,848)

%
0.0%
41.7%
27.3%
31.0%
0.0%
100.0%

Sources: Internal generated data as provided by Finance Staff for the fiscal years ending March
31, 2015-Clinton Township; December 31, 2014-Harrison Township; June 30, 2014-Mount
Clemens; and June 30, 2014-Sterling Heights.

Clinton Township reported a $1.0 million outlay for improvement and acquisition of capital
assets. Mount Clemens has plans for the improvement of its single fire station.
It is difficult to calculate a consolidated Net Revenues due to the lack of full absorption
of costs for fire protection within each fire department. Some costs are outside their budgets.
However, such information is important for planning purposes.
Outstanding Obligations: Table 23 summarizes outstanding obligations for each of the
fire departments. Included are the maturity dates for Bonds and Notes.
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Table 23: Long-Term Obligations
FIRE FUNDS
LONG-TERM LIABILITIES:
Bonds and Notes
Pension
OPEB
Other
Total Long-Term Liabilities

$

$

Debt Maturity Date

Clinton Township

Harrison Township

FYE: 3/15

FYE: 12/14

%

4,555,000
6,186,052
18,564,150
29,305,202

15.5% $
21.1%
63.3%
0.0%
100.0% $

03/31/22

300,000
11,306,203
15,743,284
27,349,487

%
1.1% $
41.3%
57.6%
0.0%
100.0% $

03/01/17

Mount Clemens
FYE: 6/14

Sterling Heights

%

45,010
2,602,411
16,260,123
18,907,544

FYE: 6/14

0.2% $
13.8%
86.0%
0.0%
100.0% $

06/30/15

%

4,000,000
42,606,805
25,521,762
72,128,567

5.5%
59.1%
35.4%
0.0%
100.0%

06/30/23

Sources: Data provided by Finance Staffs as of the fiscal year end March 31, 2015-Clinton
Township; December 31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and June 30,
2014-Sterling Heights.

The Pension and OPEB obligations for each government are significant. Balances shown
in red in Table 23 indicate where we estimated the fire department portion of such funds, based
on the fire department’s covered payroll as a percent of the total (i.e., Police & Fire or general
government).
Capital Assets: The four fire departments have 13 fire stations. Table 24 summarizes the
value of these assets, including equipment and apparatus in them.
Table 24: Capital Assets
FIRE FUNDS
FIXED ASSETS:
Land
Building and Improvements
Machinery and Equipment
Vehicles
Less: Accumulated Depr
Total Fixed Assets
Fire Station Count

$

$

Clinton Township

Harrison Township

FYE: 3/15

FYE: 12/14

%

143,000
9,694,396
2,687,035
3,212,288
15,736,719
(7,832,143)
7,904,576

1.8% $
122.6%
34.0%
40.6%
199.1%
-99.1%
100.0% $

241,185
3,090,349
890,989
1,967,795
6,190,318
(3,411,631)
2,778,687

5

2

%
8.7% $
111.2%
32.1%
70.8%
222.8%
-122.8%
100.0% $

Mount Clemens
FYE: 6/14

Sterling Heights

%

N/A
-

FYE: 6/14
$

$

%

681,270
5.8%
10,148,538 86.5%
3,903,179 33.3%
5,101,874 43.5%
19,834,861 169.1%
(8,102,387) -69.1%
11,732,474 100.0%

1

5

Sources: Data as provided by Finance Staff as of the fiscal year end March 31, 2015-Clinton
Township; December 31, 2014-Harrison Township; June 30, 2014-Mount Clemens; and June 30,
2014-Sterling Heights.

Conclusions
From a financial perspective, the feasibility of consolidation is reasonably supportable.
Given the contiguous boundaries, shared county and state control, and a general desire to
enhance the level of service offering, while spreading the cost of non-firefighting operations over
a larger base of revenues, a strong case can be made.
Financial benefits of consolidation could include the elimination of duplicate positions
and strengthening the resources available for administration and operations. As discussed earlier,
one fire station and its operations staffing could be eliminated, and either the savings taken, or
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better yet used to improve staffing elsewhere and field a new rescue unit. A dispatch position in
one department could be eliminated. EMS transport could be expanded to all departments, with
the transport revenues used to offset most of the costs. Charges for some inspection functions
could be levied uniformly.
One-time benefits could be derived from the adoption of the best practices of the separate
governments (e.g., tax policies), and the potential sale of any excess capital assets.
While support for the consolidation is solid from a financial perspective, there are some
areas of concern and potential obstacles. The largest is how to handle the legacy costs, which
stem from obligations to retirees, former employees, and other commitments and contingencies.
And the lack of adequate data to understand some of the financial issues in the necessary detail.
Data Issues: A problem in this financial analysis was the lack of Full Absorption Costing
in certain transactions. Where the existing Government has not allocated its Fire Department’s
specific share of expenditures, we had to either estimate the costs or exclude them. Examples
were future Pension and Other Post-Employment Benefits (OPEB). For such obligations, further
study by actuaries is required to identify more exactly the obligations.
Other data needing improvement were the Capital Assets for Mount Clemens’ Fire
Department, and the levels of third-party insurance coverage for real and personal property cost
in Mount Clemens and Sterling Heights. For these cost items and others, such unavailable data
was not deemed material enough to make estimates. We could not determine if the data was not
kept or not available to us.
The risk in not knowing fully costed operations is that the comparative analysis between
of existing operations and projected scenarios may not be materially complete. Accordingly,
without an expanded effort to refine cost segregation of the fire departments, the question of
whether the potential consolidation of Fire Department operations will save or cost more may be
difficult to know. The result also is dependent on how a single salary system resolves relative to
existing four salary systems.
Bottom Line--Despite the data problems, we do not see any major financial obstacles to
the proposed consolidation of the fire departments. There exists a significant base of revenues
and over 90 percent of the cost structures (i.e., Staff and benefits) are known.
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PHASE II. PARTNERING STRATEGIES
Phase II discusses the pros, cons and feasibility of four partnering strategies: functional
consolidation, operational consolidation, mergers and full consolidation.


A functional consolidation is where each fire department remains legally
separate but selected functions are performed as if they were one department.
Functional consolidation may be appropriate for functions such as fire
investigation, EMS Quality Assurance, prevention, fleet maintenance and
dispatch. The latter is already partially consolidated.



An operational consolidation allows each department to remain legally separate,
but join together to perform administrative or operational functions. Using
automatic aid for all four departments would be a form of operational
consolidation.



Mergers or partial consolidations are when one department absorbs another
department, and performs as a single entity serving both jurisdictions.



Full consolidation occurs when multiple agencies completely merge into a single
legal agency that provides all fire department services, and political boundaries
become invisible for providing service.

Functional Consolidation
Functional consolidation, also known as shared services, can lead to elimination of
duplicate services, improved responsiveness, higher levels of training for specialized functions,
and shared costs of higher technology. The motivation for functional consolidation often is more
to provide a higher level of critical services than to save money. Functions that seem to be good
candidates for functional consolidation independent of whether full consolidation proceeds
include: communications and dispatch, EMS quality control, training, fleet maintenance, and fire
prevention. Each of these is discussed in sections below or in the discussion of full consolidation.
Other functions that might be functionally consolidated include human resources, equipment
procurement, and planning. Technical rescue and hazardous materials services are already
essentially consolidated under the county.
Emergency Communications – Communications and dispatch was already on the way to
functional consolidation at the time this study started. COMTEC/ 911 could handle all four
dispatch operations. The four jurisdictions agree that a central dispatch system is desirable.
SHFD already has switched to the county system, and CTFD at the time of this study was in the
process of completing the switchover.
County-wide dispatching of fire and EMS is the responsibility of the Sherriff’s
department, which may have been a contributing factor to the slow start for centralized fire
dispatch. Experience in other communities shows that when consolidated emergency
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communications systems are under police control, there often is not enough attention paid to the
fire and EMS side. This does not have to be the case, and there are good examples of centralized
dispatch working well for police, fire and EMS, such as Fairfax County, Virginia and
Montgomery County, Maryland.
We recommend that the four fire departments transition to a single 911 and
Emergency Dispatch Center at COMTEC. All calls would be directly dispatched to the
responding agencies. The central dispatch should operate with a single Medical and Fire Priority
Dispatch system. This includes: type of response (emergency/non-emergency), weight of
response (how much equipment is sent), and what data is stored and reported. Local dispatch
centers should be closed.
Since starting this study, the Sheriff’s 9-1-1 dispatch has made great strides in
recognizing the importance of fire/EMS by designating a Fire Liaison person and purchasing fire
CAD-RMS software and a computerized EMD program that they can use for LE, fire and EMS
calls. This is all the more reason for all four departments to be in the centralized dispatch.
Strengths/Advantages



Improve call processing and dispatch time from fewer
interagency transfers of a call, and thereby improve
response times



Improved, more consistent EMD procedural protocols for
the county, and improved EMS safety protocols for the
citizens
A significant step toward facilitating further partnering



TriData LLC



Obtain a unified best practice in countywide emergency fire
and EMS communications



Free one firefighter per shift now used for dispatch in
Harrison Township and Clinton Township,



Greatly improve and standardize data collection formats.
Reduce data errors and inconsistency.



Improve completeness and quality of data for performance
measurement



Reduce manual steps in managing data and systems



Provide better data to first responders in the field



Reduce the complexity of the CAD/RMS system
environment, which in turn will help reduce technical
problems in the long run.
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Fire and EMS emergency communications may not get the
same attention as police dispatching and communications.



The transitioning process is fraught with problems (but has
been proven feasible by two of the departments.)



Additional training on use of the centralized system
capabilities.

The goals would be as follows:
1. Eliminate duplicate entry of data and the likelihood that
important data about people, equipment and incidents is
out of sync (because of the use of disparate, unconnected
systems). The four fire jurisdictions are using multiple
methods and different software products, and have to take
manual steps to manage information critical to emergency
dispatching and response, and to recordkeeping.
2. Reduce complexity by eliminating software and database
interfaces. Although some interfaces are recommended, the
ideal end state is to keep system-to-system interfaces to a
minimum. This reduces costs and level of effort to keep the
interfaced systems in synch, and reduces the risks of bugs
and other technical problems.
3. Enhance firefighter accountability by ensuring that the
name, identify/badge number, rank (permanent or acting)
and assigned position are accurate and up-to-date in real
time. This is important to ensure that incident commanders
and officers know who is responding, what role they are
performing, and what tasks they are assigned in an
emergency. (This is not happening everywhere today in all
four fire jurisdictions)
4. Provide consistent, complete and accurate information to first
responders so they can be more effective in responding to
emergencies. For example, provide accurate and up-to-date preincident plans, hydrant locations, inspection and other
information associated with an emergency. (That, too, is not
happening everywhere now.)
5. Provide additional training on the consolidated systems; this is
essential and ultimately cost effective.
Appendix C, IT Application Matrix, lists applications that can be
used by Macomb County and the four fire jurisdictions, and
provides our suggestions for integration, expansion and upgrade
opportunities.
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Impact on Service Delivery

A central countywide dispatch system would create a more
unified, efficient and safer system for EMS and fire dispatch and
response. It will facilitate a central EMD system to prioritize and
correctly dispatch the proper EMS patient response, and to
evaluate patients better. It will reduce the dispatch portion of
response time, and may reduce travel times by more efficient,
unified dispatch practices.

Fiscal Considerations

The cost to each jurisdiction for COMTEC dispatching services
would be determined on an individual jurisdiction basis. Many of
the implementation strategies related to IT data collection,
scheduling, etc. are applications and systems currently present
in the NWS/Tyler software system, but are not utilized to their
full potential. The cost of their implementation is therefore
minimal.
Infrastructure costs, e. g., hardware and network improvements,
would be in addition to the per call fees.
An offset of these costs is reduction of licensing and other
vendor costs that would no longer be needed by individual
departments.

Feasibility Analysis

This type of transition has been done successfully by many
groups of departments across the nation, and there is no
technical barrier for it not to be feasible here. The transition to
this central county system would take about six months to a
year.

Staffing by Department

Staffing in the COMTEC emergency communications division
would initially remain the same. As demand and capacity
increase, additional dispatchers would have to be hired and
trained, but less than if each department dispatched on their
own.

Roles and Responsibilities by
Department

The individual departments will have minimal roles and less
responsibilities for communications and dispatch than at
present.

Costs for Services by Department

Cost to each department would be based on contractual
agreements and fees imposed by COMTEC. Costs will increase
over what departments are currently paying if COMTEC fees
include the costs of migrating applications/data to NWS,
hardware upgrades and capital improvements to the networks
connecting COMTEC to the fire stations (e. g., Mount Clemens
would move from a Wi-Fi network to a wired network, and this
will be an added cost.)
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1, Agreement to proceed--Begins the process of allowing
COMTEC to directly dispatch fire and EMS units. For commercial
ambulance services, the 911 Center and the EMS services should
arrange a CAD to CAD transfer of information immediately after
the call is entered by the 911-Center Two departments have
already made the transfer, so there is experience in the details
of implementation already.
2. Promote and train for new software tools -- As discussed in
the IT chapter, some NWS/Tyler Fire RMS modules are not being
used, partly due to technical issues. COMTEC and Tyler should
resolve those issues and work closely with the fire jurisdictions
that are underutilizing or not using the RMS capability.
In particular, COMTEC should promote the use of the Decision
Support and the Data Analysis & Mapping tools to its fire
customers, and provide training on them.
3. Institute formal process for changing data—The County
should develop a formal process for users to report changes to
addresses, place names, street segments, etc., and vet any
proposed changes. The notification and vetting process could be
as simple as submission of proposed changes to an e-mail
distribution list, with a set time-frame for objections.
4. Add performance standards--Consider adding specific service
descriptions and performance objectives to the agreements
between COMTEC and its customer jurisdictions. They should
include NFPA standards for call-pick up and call-processing (or
other standards if NFPA times cannot be met); committed timeframe for scheduled upgrades; description of the process for
managing problem tickets and service requests and general
time-frames for responding to problems, resolving problems.
Adding RoIP--The County should talk with the State about adding
RoIP to the initiative to add radio sites, at least as a pilot, so
Macomb County police and fire users with smartphones, tablets
and desktops can validate its usefulness and Macomb can
reduce the number of dedicated base stations.
6. Use NetMotion for Platform Support--Use the NetMotion
software for VPN access to COMTEC CAD, regardless of whether
the access is coming from mobile or desktop computers, or from
handhelds or smart phones. NetMotion supports all of those
platforms whether they use Windows, iOS or Android devices.
7. Migrate to NWS/Tyler Pre-plans--All four jurisdictions should
migrate to using the NWS/Tyler Fire RMS pre-plan application.
The information then will be uniform for all jurisdictions and
available to all responders in the field, including police. This
should be done only after the NWS/Tyler Fire RMS is completely
stable.
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8. Migrate SHFD to RMS first—SHFD should be the first new
department to migrate to the NWS/Tyler Enterprise version of
Fire RMS and Mobile, including inspections, pre-plans,
scheduling, etc. This should be done well before bringing Clinton
and Mount Clemens into the system, to avoid disruptions from
trying to do too much at once. If that is not feasible, then the
migration should occur as soon as possible afterwards. Another
condition of the migration is that it should be done without
modification to the NWS/Tyler source code (i.e., only
configuration changes are allowed.) Tyler, COMTEC and SHFD
need to agree that any modifications to code only be done well
into the future. Custom modifications increase the risk of more
bugs, and hinder a successful implementation of the NWS. In
other words, NWS needs to be in a maintenance mode after
Clinton and Mount Clemens are brought on board—not
development/implementation mode. Even if the CAD Broker is
not a major source of current problems, moving SHFD off of the
MSP version to the Enterprise version will reduce complexity and
may resolve current problems, reduce the level of effort for
technical support and avoid technical problems in the future.
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9. Establish a quality assurance instance—A version of the
CAD/RMS is needed that can be used for a) training without
impacting the production system, and b) to validate that
changes made in the test environment will not have collateral
negative impacts on production
10.Improve cyber security--Enable an Intrusion Detection and
Prevention (IDS/IPS) software product to prevent cyber-attacks.
Both CheckPoint and CISCO have software to support some level
of IDS/IPS so the County should evaluate using this capability at
some point in the future.
11. Consider system integration with other local jurisdictions-COMTEC should discuss integration of NWS with other local
jurisdiction systems (e.g., VCS) after the NWS environment is
stable and moves into maintenance mode (i.e., post
implementation and after the County agrees to accept the
system.)
12, Improve management dashboard--Enhance the dashboard
for management visibility of the progress in getting the system
stabilized. Have a calculated field and column added to the Open
Cases worksheet that shows Open minus Closed Date (a number
result). The Dashboard summary should have another column
that shows the average time to close on a week-to-week basis.
This metric is designed to see how well progress is being made in
reducing outstanding problems. Also, include a calculated field
showing number of closed vs. open on a week-to-week basis.
Establish time frame to reduce open problems--Establish a
target time-frame for NWS/Tyler to resolve open problem
tickets prior to bringing Clinton and Mount Clemens onto the
system. The target should be 1-2 outstanding Priority problems,
5-10 Medium, and 10-15 Low problems. Milestone payments to
NWS/Tyler should include these performance objectives. The
contract with NWS/Tyler should be modified to incorporate
problem resolution objectives, the date (or time-frame) when
those objectives are expected to be met and (of course) include
language that allows the County and NWS to move the
performance objective if uncontrollable circumstances occur or
by mutual agreement.
13. Integration of software--SHFD and Tyler should evaluate
integration between the city Software Solutions & Products
package and the NWS/Tyler staffing/scheduling module. This
could be a process of just exporting/importing data on a periodic
basis to reduce duplication of effort and ensure that data is
consistent between the two systems. Also, after COMTEC adds
Clinton to the NWS environment and the system is stable CTFD
should discuss with COMTEC and NWS how the Fire RMS can
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interface to the Image Trend software or whether the NWS Fire
RMS can replace Image Trend
Upgrading EMS Dispatch--Upgrade the PowerPhone EMS Priority
Dispatch program to the computer-based model as soon as
possible.
14. Authentic EMS Data--The 911 Center should become the
authentic data point for all EMS data. Financial or status formula
data from commercial EMS agencies would not be included.

EMS Quality Management – A functionally consolidated EMS Quality Management
program can be achieved even if no other partnerships are formed. It would make the delivery
and quality assurance of EMS consistent across jurisdictions, which we highly recommend. A
functionally consolidated EMS Quality Management (QM) program could become the
responsibility of one of the four fire departments on behalf of all four.
Strengths/Advantages






Improved EMS quality management in all jurisdictions
Improved efficiency of achieving QM
Consistency in QM throughout the jurisdictions
Higher quality EMS

Weaknesses /Disadvantages



May cause labor issues during the transition re change of duties
for some employees
Have to go through a transition and not get any appreciable
savings in the process


Organizational management
& Administration

A functionally consolidated EMS Quality Management (QM) program
could be given to any department as the administrative lead for all
four. Which department is chosen could be decided jointly. For a
two-way merger of Harrison and Mount Clemens, QM would likely
fall to Harrison because they already provide full-service EMS. If
Clinton Township and Mount Clemens did it jointly, Clinton could
take on those duties

Impact on Service Delivery

Improved protocols and procedures, and positive affect on patient
outcomes.

Fiscal Considerations

EMS QM functional consolidation would provide little if any savings.
Although one agency could become responsible for it, we do not see
any opportunity to reduce personnel.

Feasibility Analysis

We do not see any barriers to implementation. It just requires the
agreement to do it.

Staffing by Department

Preferably one new staff position, to coordinate for all four
jurisdictions, but it can be implemented with existing staff.

TriData LLC

132

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

Roles and Responsibilities by
Department

Roles and responsibilities would remain largely the same, with the
exception of expanded duties for an overall EMS QM supervisory
position.

Costs for Services by
Department

The cost would be salary for one captain as the new QM officer. The
salary would depend on which department took on the function. But
as noted earlier, it can also be done with existing staff.

Implementation steps

1. Agreement to proceed by a pair of departments or all four.
2. Recruitment would then start for the new captain-level QM officer
position.
3. Once selected, the EMS Officer would review the current QM
protocols and select the best one or a hybrid of a few for the overall
protocol to be used. That would then be communicated to all EMS
providers in the participating departments.

Training –Having a common training center can be viewed as another step toward
consolidation, or of merit on its own.
There are three full-time training officers among the four departments: two chiefs and
one instructor. Other training is as collateral assignments. Clinton Township and Sterling Heights
have dedicated training staff to manage their training programs. Mount Clemens and Harrison
Township assign training duties as a collateral responsibility to shift personnel. Clinton
Township and Sterling Heights each also has one EMS officer who reports to their Training
Chief and has EMS training responsibilities.
By combining the training divisions, one training chief-level officer would be needed,
along with three fulltime fire training instructors. In addition would be an EMS Training Captain
and EMS Training Instructor, either in the Training Division or in the EMS Division.
Training requirements for new personnel and promotion are not significantly different
across the departments, which is a positive for consolidation of training. With some minor
tweaks to current approaches, the training standards for new employees and for promotions could
be homogenized across all four departments. Under Michigan standards, new personnel are
required to be certified at Firefighter I and II, and with at least an EMT certification. Three of the
four departments (Mount Clemens is the exception) now require new personnel to be paramediccertified before hire.
Training would be enhanced by combining resources. For example, Macomb Community
College and the four departments could enter into a cooperative agreement for training whereby
the College provides the facility and the departments provide the staffing. Under such an
arrangement, the training staff could be located at the Macomb Community College facility and
travel to the Sterling Heights training facility as needed. One agency (e.g. Sterling Heights)
could oversee fire training, and Clinton could oversee EMS training, with the others assisting
with instructors, classroom space, and class sponsorship.
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Strengths/Advantages










Continuity and consistency in regional training
Enhanced relationship with MCC
Increased opportunities for professional development
Increased training efficiency
Greater utilization of combined resources
Greater consistency in emergency response
Optimal use of training facilities
More specialized trainers, instead of all generalists

Weaknesses /Disadvantages




Accommodating to change.
Further travel to training for some

Organizational Management
& Administration

Delegate specific aspects of fire suppression and EMS training
responsibility to Sterling Heights and Clinton Township training
personnel to allow them to become more specialized in chosen
disciplines. Sterling Heights could house the fire training division and
Clinton Township could become the EMS training and quality
assurance division, or vice versa.

Impact on Service Delivery

More effective training by allowing the Training Chiefs to focus more
on one discipline (fire or EMS) versus directing both disciplines in
one department.
Service delivery should improve with a more consistent training
approach across departments that often work together at
emergencies.

Fiscal Considerations

One additional full-time trainer .There would be cost savings to
Clinton Township and Sterling Heights if Harrison Township and Mt
Clemens contracted with them for training.

Feasibility Analysis

No barriers foreseen if there is a desire to do this. Functional
consolidation of training has been done by many groups of fire
departments.

Staffing by Department

One additional position in whichever department houses fire
training.

Roles and Responsibilities by
Department

Roles and responsibilities would remain the same with the exception
of an EMS trainer.

Costs for Services by
Department

One additional position in the department chosen to house the
function.

Implementation Steps

1.If training consolidation is to proceed before there is a
comprehensive agreement to consolidate all four departments, we
suggest starting with combined training for two departments, and
then bringing in the next two.
2. Whether two departments start training together or all four, they
will have to establish training objectives and QA criteria while
sharing training and EMS quality assurance data bases. Data and
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report sharing could easily be done with NWS/Tyler Fire RMS for
those not already using it.
Once administration and unions agree in principle, the first six
months would be dedicated to creating the division of labor, training
objectives, training delivery calendar and training records
management criteria. They would be put into a Memorandum of
Understanding to change contract language to reflect the changes in
working conditions for training. If all four start together, then they
need to hire a fourth full time trainer to join the existing three.
Whether two or four start, they need to develop a cost-sharing
formula for training, based on the level and scope of training
provided to each department.
3.The second six months would be used for the administration to
modify policies, and training division personnel to team-teach
training classes that integrate the two fire department personnel
into one functional training division.
4. If just two departments consolidate training first, the new
functionally consolidated training function would evaluate its
capability to offer training to the other two fire departments after
the first year. The training divisions would convene to develop a
strategic plan moving forward.

Apparatus Maintenance – Yet another candidate for functional consolidation is
apparatus maintenance.
Sterling Heights Fire Department uses the city’s central fleet maintenance facility, which has space and
dedicated mechanics for fire apparatus. Some work is contracted out but much of the routine maintenance and
general repairs are performed in-house. Mount Clemens handles apparatus maintenance in house through its
department of public works. The other departments contract out most of their fire vehicle maintenance.

If the Sterling Heights facility has ample space and staffing to handle more fire apparatus,
the four communities should explore the possibility of merging fleet maintenance there. Joint
purchasing of fire apparatus should also be considered; having common apparatus and equipment
allows for economies of scale on the purchase price and makes maintenance more efficient—less
knowledge needed of different apparatus, commonality of parts and procedures.
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Potential for reduced costs in bulk CIP purchasing and parts
Potential for standardization
Convenience--one place to go for all maintenance
Greater experience of mechanics who work on fire apparatus
Potential for faster emergency repairs, with more hands
available
Streamlined system and greater utilization of combined
resources
More efficiency and consistency in preventative maintenance
Increased workload could occasionally cause more delays
Some may feel they are not prime customers, unless
management of maintenance is careful to be fair
Possible need for new space in current maintenance facility

Organizational Management
& Administration

May require a more robust fleet management organizational
structure, with the addition of more vehicles to be serviced and
repaired in the system.

Impact on Service Delivery

A centralized apparatus division could deliver more effective fleet
maintenance services, allowing for faster turnarounds

Fiscal Considerations

There could be additional costs for mechanic staffing and space in
the jurisdiction that is the location of the centralized maintenance.
Offset by reduced contracting out of maintenance.
If EMS transport is adopted across all departments, consideration
will need to be given to add additional mechanics dedicated to
ambulance PM and repairs.

Feasibility Analysis

From what we saw, combining maintenance services seems
completely realistic. It works in many similar sets of departments.
Nothing particularly unique here that would be a showstopper. It
probably would possible to move forward within a 1 to 2-year
period, following the implementation steps below.

Staffing by Department

Mechanics would be centralized under one department.

Roles and Responsibilities by
Department

Predicated on organizational structure decided upon if services are
merged.

Costs for Services by
Department

Predicated on cost analysis to determine number of mechanics
needed to do repairs and follow required PM schedule.

Implementation steps

1. Explore the possibility of merging the fleet maintenance activities
at the Sterling Heights facility., or elsewhere.
2. Undertake an analysis of the time now spent now by each
mechanic on repairs and PM, the current PM schedule for each
department, the combined costs of currently contracted out repairs,
space requirements for increased capacity of apparatus and support
vehicle repairs, increased inventory requirements and tracking for
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increased capacity of apparatus and vehicle repairs, IT tracking and
RMS capabilities for an enlarged system. The analysis then would
identify how many mechanics would be needed as well as the space
requirements for simultaneous maintenance.

Fire Prevention and Risk Management – Fire prevention and risk management, includes
public safety education; code enforcement, and fire investigations. They can be improved as a
centralized function. Current staffing levels in the separate communities are not adequate to meet
the levels of service needed to enforce codes and do an adequate job on the other aspects of
prevention.
While fire (and injury) prevention could be a functional consolidation on its own, it is
more likely to be achievable under full consolidation. There is no economy but actually an
increased cost to provide the hours to do a better job, albeit more efficient when a larger, more
flexible pool of inspectors and investigators is available.
Inspections: There are differences in the degree to which each of the communities handles

inspections, as was discussed earlier in the Prevention Chapter. Only Sterling Heights and
Clinton Township currently have full- time inspectors, and they have collateral duties (fire
investigations and other service calls.) Because there are relatively few working fires and
therefore few fire investigations needed, “other service calls” comprise most of their noninspection workload.
The SHFD Fire Marshal said that they have been limited to taking care of the inspections
needed for permits connected to new construction, rehabilitation, occupancy, change of use, and
so forth. The rest of the occupancies requiring inspections are given self-inspection tools. While
providing self-inspection tools is better than nothing, it relies on the owners or property
managers to evaluate and document their own compliance.
The number of high risk properties let along those of average risk not being inspected
argues against continuing to accept this situation. Most regular inspections have to be tabled
because of inadequate staffing. Better records than were available are needed to determine the
percentage of time that the current full-time inspectors and part-time inspectors devote to
inspecting buildings, to determine the increment in staff needed, in equivalent FTEs.
We recommend that at least fire inspections and plans review services if not all
prevention activities be consolidated for the four departments. Using what we know and rules of
thumb, we estimate that the inspection unit needs at least 6 full-time inspectors (5 Inspector IIs
and 1 Inspector III Supervisor) to do the inspections required by code for existing properties, and
another 2 for construction permits and inspections, change of occupancy and follow-ups, plus 2
Plan Reviewers. The minimum number of inspectors needed was based on doing 5200 annual
inspections required by code in the jurisdictions. We estimate the number needed using a rate of
5 inspections per day per inspector x 180 work days a year for inspections x 6 inspectors= 5400
inspections. Fire companies would do many of the simpler inspections to allow inspectors more
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time for more complex properties and to do re-inspections.and If company personnel are not
used for inspections, at least 9 full time inspectors would be needed (9000 occupanices /900
inspections per year per inspector.
The inspection unit could be a division of the County Fire Marshal’s Office. The current
problem of having too few Inspector level II’s and too many part- time inspectors throughout the
region about would be reduced.
Fire Investigations – The number of working fires and consequently the number of fire

investigations in 3 of the 4 jurisdictions is low, with Sterling Heights the exception. Two
dedicated Fire Investigator II’s probably could cover all the origin and cause work in all four
jurisdictions. They would be responsible for photographing and diagramming the scene,
documenting the incident, preliminary investigation, and collecting and storing evidence. The
New World System software can be used to capture the records.
Law enforcement could be dispatched immediately to the scene of any significant
working fire—those involving deaths, injuries, explosions, high dollar loss-- or those suspected
to be arson. The police could begin interviewing witnesses and working with the fire department
investigators, with as much evidence left as possible. The relevant police department or Sheriff’s
Office would carry forward any criminal investigations.
Community Risk Management – While contemplating change in fire prevention

organization, a new fire service trend to consider is taking a broader view than just fire
prevention: community risk management. The idea is to consider a systematic approach to
identifying community risks, and making trade-off of how to mitigate them. this includes
considering accidents as well as fires. A key element that has proven highly effective for CRR is
getting line fire fighters to make home safety visits during shifts, to check that smoke and CO
alarms are present and working, and to provide safety education tailored to the household. The
goal is to reach all households in the community over a 4-5 year period, and to coordinate with
Red Cross and other community organizations interested in risk reduction.
The Vision 20/20 website gives more information on the concept, and tools to use for its
implementation. Vision 20/20 is a project of the Institution of Fire Engineers. All of its materials
are free. Its steering committee has all of the major fire organizations represented on it.
Analysis for functionally centralized prevention:
Strengths/
Advantages

 Greater capability to meet the required number of inspections.
 A full-time inspection operation signals to property owners a no- nonsense
attitude about ensuring the condition and safety of a jurisdiction’s built
environment.
 Possible to do night-time inspections of such public, high occupancy assembly
properties as night clubs, bars, dance halls, and theaters, which currently are
not being done in most areas. There have been several major fire disasters
around the nation linked to inadequate inspections.

TriData LLC

138

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

 Creates a career ladder in prevention, and opportunities for more training in
special types of inspections. It increases the potential is to attract high caliber
personnel and have more highly trained and more experienced inspectors.
 Increased efficiency in plans review and permits process
 More inspections would mean more uncovered deficiencies. There would be a
greater number of fines assessed and collected.
 Increased public education efforts on a more coordinated basis—consistent
messaging. Focus on high risk households.
 Stronger prevention will help reduce calls for service—fires and injuries.
Weaknesses/
Disadvantages

 May cause labor issues during transition to consolidation
 Will increase costs (in return for risk reduction.)
 Loss of local control of prevention.

Organizational
Management &
Administration

Consolidate the new, revised Fire Prevention Division under the County Fire
Marshal or the consolidated department’s fire marshal.

Impact on
Service Delivery

More properties that need to be inspected would be inspected. Inspectors who
work fulltime would be able to follow up on citations promptly. The backlog of
languishing inspections would be reduced and the number of buildings meeting
code would be increased.

Fiscal
Considerations

Staffing would increase by about 3-4 FTEs. (There are presently two full time
inspectors and several part-time inspectors. The net increase in FTEs depends on
the percentage of time being spent by the current inspectors on inspections and
their follow-ups.
The first step toward consolidating prevention would be to determine the
percentage of time currently spent on inspections, and then calculate how many
full-time personnel would be needed to reach a total of 8 FTE
inspectors/investigators, plus two plans reviewers and a fire marshal.
There would be minor increased costs of bringing more inspectors up to
Inspector II and III levels.
Increased cost of vehicles for inspectors.
Part of the fiscal impact from the increased number of inspectors would be offset
by fines from the increased violations found by the expanded inspections. If the
number of violations is driven down by the initial surge in enforcement,, the
number of inspectors might be reduced slightly.
Revenue generated by the Fire Marshal’s Office should to be returned to that
office, rather than sending it to the general fund, so the office would be
incentivized to become closer to self-sustaining.
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Nothing to stop it if there is will. Prevention consolidation could be implemented
within six months to a year. About three-four inspectors would have to be hired
from inside or outside the departments in that time frame.
Each jurisdiction would assign its current full- time inspectors to the centralized
office. The part-time inspectors could be upgraded and assigned full-time, or
converted to firefighters and replaced as inspectors. It would be desirable to
retain the current ones, since they have experience with inspections, but that
could be decided case by case.
1. Training upgraded for some inspectors.
2. New ones hired.
3. Review existing prevention programs in one or another department and
select models for a consolidated prevention function. For example, the
Sterling Heights and Clinton Township public fire prevention education
programs could be used throughout a consolidated department. Mount
Clemens and Harrison Township have good school programs. The Sterling
Heights juvenile fire setter program also could be used system-wide. Serious
juvenile offenders should be required by the juvenile court to undergo a
comprehensive program that includes some type of restitution for property
damage where applicable. The idea is to hold the juvenile accountable and
make amends. Some of these programs allow a tradeoff of detention time for
volunteer services rendered.
4. As the waterfront area of Harrison Township develops, there will be a need
for water safety information as well.
5. Consider developing inspection teams comprised of fire inspectors and
building department employees. Such teams sometimes include
representatives from the Health Department and the Environmental
Protection Department as well.
6. Consider use of the prevention- related applications in Aegis Public Safety
software by New World. In the process of consolidating prevention, the
departments should consider using tablets to collect prevention data. NWS
has modules for fire inspections (and fire incidents,) ePCR, etc., that run on
Windows tablets.

Full Consolidation
The predominant reason for full consolidation is not what most people expect, which is
major cost savings There often indeed are economies from consolidated purchasing, centralized
services, and, in this case, closing a station. But perhaps the more important benefit of
consolidation is the potential to provide a higher level of service and more resiliency. This is
achieved primarily by units automatically backing each other up. And during the period while a
major change is being made, there can also be some significant reworking of policy, such as
taking a more unified risk management approach, considering EMS transport in the whole area,
and removing battalion chiefs and above from the firefighters’ bargaining unit.
A larger, consolidated department also has much greater capability to handle major
emergencies, whether manmade or natural. While every community has aspects of its emergency
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management plans and emergency service provision tailored to its jurisdiction, the more that
local governments in a county follow the same standards, such as the National Emergency
Response Plan and the National Incident Management System, the easier it is to share
information and resources, and to coordinate operations during significant emergencies. Macomb
County emergency planning would almost surely see these benefits, and become more
synergistic from the streamlining gained through a county fire department system.
More specifically, the following are the expected advantages and disadvantages of the
county model. The table also contains key management and administration steps for
consolidation, and the expected impact on services.
Strengths/
Advantages

 Service demands in each community looked at as a single function of the
combined department, without regard to political boundaries
 Flexibility in handling large or simultaneous emergencies
 Greater consistency in providing services under the same QA and training
practices.
 Reduction in fire chief positions from four to one, making consistent practices
more readily achieved.
 Stronger centralized functions such as training, fire prevention, code
enforcement, vehicle maintenance, equipment maintenance.
 Improved efficiency in personnel management and labor relations. (Currently
each of the four communities spends considerable time and resources
negotiating labor agreements with its separate labor group.)
 Economies of scale in purchasing apparatus and equipment.
 Faster decision making on incorporating new technologies and best practices.

Weaknesses/
Disadvantages

 Loss of individual governance.
 Governing Board with sole taxing authority (although this might be considered
an advantage.)
 Several year transition period, with many details of consolidation that have to
be worked out, especially for HR. it will take lots of staff time.
 Each department’s personnel will have to adjust to some new practices, such as
COMTEC dispatching for those not already in the system, and different CBAs.

Organizational
Management &
Administration
Steps

 Incorporate fire and other emergency operations of all four fire departments
into a single emergency response plan. The County already has a department
to oversee emergency management.
 Consolidate administrative duties under one fire chief and three deputy chiefs,
elevating a Fire Marshal to the deputy chief level.
 Get all four communities dispatched from COMTEC (a partial transition has
already been made, which is a key step toward consolidation.)
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 Consider a 12- station consolidated department configuration with 12 engines,
three ladders, and a heavy rescue unit (the rescue for manpower and technical
rescues.) Staffing options are discussed in detail below. Use CTFD Station 3 as a
reasonably central location for the heavy rescue unit.
 Relocate a Battalion Chief from Station 5 to Station 1.
 Reconfigure EMS service delivery, depending on which EMS model the
consolidated entity adopts. (Options are discussed below.) The main decision is
whether to adopt universal emergency transport.
Impact on
Service Delivery

 The combined area would have a nominal four-minute travel time for all four
jurisdictions. They will come closer to meeting NFPA time and personnel
response standards for different types of risks, as shown in the maps below.
 Using automatic aid is likely to improve response times along jurisdiction
borders. Figure 57 shows how Clinton Township Station 3 could cover incidents
from Sterling Heights.
 There would be more immediate response by backup units if the first due unit
is busy. And there may also may be some increase in the availability of units to
respond to incidents, by virtue of a more efficient response system overall
 All four of the jurisdictions have similar demand per capita. Each has high EMS
calls for service, and a low number of fire incidents, so day to day service
delivery for individual firefighters will be familiar to all under a consolidated
system.
 EMS training and practical skills can be improved with a consolidated system,
especially getting paramedic skills practiced more by fewer paramedics. Fire
safety education can be more consistent across the area.
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Figure 57: Example of Possible Better Coverage at Boundary of a Jurisdiction

Figure 57 shows that Clinton Township Station 3 can reach into portions of Sterling
Heights near its boundary within a four-minute travel time. The figure shows (in green) the
nominal reach from Station 3 within 4 minutes travel time. Using 2014 incidents as an example,
the red oval shows the area where Sterling Heights incidents could have been reached faster from
Clinton. The actual travel time for some of those incidents was greater than five minutes.
Consolidated Station Location Analysis – If all stations operated together as a
consolidated system, the travel time coverage would immediately improve. All four jurisdictions
could be covered within a nominal four-minute travel time. Figure 58 shows the extent of the
consolidated four-minute travel time coverage.
The northern portion of Harrison Township and eastern portion of Sterling Heights would
be reachable within four minutes, which they are not now.
A consolidated system would also provide considerable backup coverage when multiple
calls hit one first-due area simultaneously, or multiple units are needed for a call. Meeting the
eight-minute travel time goal for a full alarm complement would be feasible for more calls. In
Figure 58, the dark highlighted areas show the four-minute overlap coverage area of these three
stations; that is, the area that can be reached by two units in that time.
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Figure 58: Consolidated Four Minute Travel Time Coverage
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Figure 59: Significant Overlap Coverage Impact of a Consolidated Service
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If the Mount Clemens Station were to close and its resources redeployed to other stations
in the system, the four-minute coverage to the area would still be adequate, as shown in Figure
60.
Figure 60: Four Minute Coverage without Mount Clemens Station

Figure 61 shows the overlap coverage from the Clinton and Harrison Township stations
into the Mount Clemens areas. The darker brown color shows the four-minute overlap and the
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red areas show concentrated four- minute overlap in Mount Clemens. Fire protection and EMS
coverage still would be more than adequate if the Mount Clemens Station were to close.
Figure 61: Four Minute Overlap Coverage without Mount Clemens Station

Fiscal
Considerations

Same number of firefighters deployed differently would improve service at no
additional cost.

Feasibility
Analysis

Consolidation is feasible within three years once all four municipal
administrations and unions agree to proceed in principle. The first year would be
dedicated to collectively designing and creating the management criteria for the
new system. A Memorandum of Understanding would be developed to change
contracts to reflect the changes in organizational structure, working conditions,
renegotiated CBAs, legal agreements, public input and strategic planning. Year
two would be used for the new administration to modify and adapt policies, SPOs
and personnel positions to conform to the new administrative structure and
operational procedures, including transitioning into an integrated county
emergency communications system. Year three would be used primarily for
phasing in the changes. [More details on implementation are given in the
discussion of the options later in this section.]
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If the county department decides to add an EMS division, as we recommend,
there would be 4 staff assigned to it--BC, captain, two instructors--of whom two
currently exist.
If the county decides to provide EMS transport, as we further recommend, a total
of 60 dedicated staff would be needed56 firefighter/paramedics and 4 shift
captains, all new positions, because all EMS field services are currently provided
by cross-trained personnel assigned to an engine or ladder. Costs would be offset
to some extent by revenues collected for transport.

Staffing Options for Consolidation – We present five staffing and deployment options
for a consolidated department. Each includes operating from 12 fire stations, with a reduction of
1 station (Mount Clemens). We also discuss a model with EMS transport for all four
jurisdictions.
Part of the recommended strategy for the future is to take advantage of the period of
change to focus more on the growing EMS role, which constitutes the vast majority of
emergency services being delivered in each community.
We highly recommend appointing 40-hour staff battalion chief to head EMS, and a staff
captain reporting to that BC to head EMS QM. In addition, there should be two EMS staff FTEs
dedicated to EMS training (regardless of whether assigned to the Training or EMS Division.
These positions apply to all of the options presented below. They are not part of shift staffing.
Option 1 – More Robust Shift Staffing: This option has 12 engine companies, each
staffed with three personnel as at present, and three ladder companies, each staffed with four (vs
three at present).
A centralized 4-person heavy rescue unit would be added.
The three positions now assigned to the Mount Clemens engine would be re-deployed as
the fourth person of each ladder company. The four-person staffing on the ladder and rescue
units would make it more likely to meet the NFPA- recommended complement for fires in
medium and high-risk properties, and have it arrive within 8 minutes.
This option raises daily minimum shift staffing from the 50 personnel at the time of this
study to 56.
Option 1 and all others below include one new safety/ command adjunct position per shift
to address the needs of a larger organization.
Option 1 also includes three Battalion Chiefs. Some members of the project review
committee felt that two battalion chiefs were enough, but we think three are needed to get a chief
to major incidents with an adequate response time. The third BC also will be extremely helpful
to have during the period of transition from four departments to one. If operations prove not to
need three battalion chiefs, one staff (non-shift) battalion chief position could be created
temporarily, just for the transition.
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To summarize, the shift operations units under Option 1 are:
3 Battalion chiefs @ 1 =

3

12 Engines@ 3 =

36

3 Ladders@ 4 =

12

1 Heavy Rescue@ 4 =

4

1 Safety/ Command Adjunct @ 1 =

1

Total =

56 Minimum x 3.75 =
210 FTEs needed

The 3.75 staffing multiplier here and below is based on what one department had. It
needs to be computed more precisely using the latest multiplier when figuring out the staffing
needed in a consolidated department. We are working in terms of FTEs; some positions might be
filled by overtime
Option 2 – Same as Option 1, but status quo ladder staffing: Option 2 is the same as
Option 1 except with ladder trucks keeping the present 3-person staffing, for economy. The
current ladder truck staffing can handle most calls, but that configuration reduces the ability to
meet NFPA staffing standards for high risk calls, and reduces resiliency.
Option 2 has a total of 53 per shift, 3 more than at present, but 3 fewer than Option 1:
3 Battalions @ 1 =

3

12 Engines @ 3 =

36

3 Ladders @ 3 =

9

1 Heavy Rescue @ 4 =

4

1 Safety/ Command Adjunct @ 1 =

1

Total = 53 Minimum x 3.75 =

199 FTE

Option 3 – Same as Option 2, But With Lighter Rescue Unit Staffing: Option 3
requires an increase of just two shift personnel from the present. There would be 12 engines and
3 ladders, staffed as at present with three positions each. The new heavy/ technical rescue unit is
reduced to a three-person crew. The shift staffing would be as follows:
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Total = 52 Minimum x 3.75 =

195 FTE (rounded)

Option 4 – Same as Option 1, But With Cross-Staffed EMS Units: Option 4 is the
same as Option 1 but adds four unmanned EMS response vehicles, one at each fire station with a
ladder or rescue unit. They would be cross-staffed by the ladder and rescue units with no
dedicated staffing. Two responders from the primary unit would handle a medical call using the
EMS vehicle, leaving the other two responders on the primary vehicle to handle a second EMS
or minor fire call, or to add staff to another incident. The unit staffing is the same as Option 1.
The main advantage of this option is holding back two personnel on the response to a first
EMS call from a station, so that it could respond to a second, simultaneous EMS call in its first
due area, which is the most likely second incident. This option gives more flexibility at handling
EMS calls, at the cost of adding four medical response vehicles, which can be smaller than full
ambulances.
This option also would reduce wear and tear on the larger vehicles. However, experience
elsewhere suggests that this is a secondary consideration, because the vehicle maintenance
savings for the large vehicles tend not to be as large as the amortized cost of purchasing and
maintaining the extra ambulances.
Total Shift Staffing =

56 Minimum x 3.75 = 210 FTE

Option 5 – EMS Transport Throughout Area: Option 5 is a conceptual shift from the
above options. The department would increase its focus on EMS calls, the most frequent type of
call and the ones that usually save the most lives, moving away from a posture geared to
firefighting as the primary mission.
There would be seven EMS transport units each with dedicated staffing, not cross-staffed.
They could be staffed by a paramedic and an EMT, or two paramedics. An eighth transport unit
would be kept ready for a demand surge on a particular day. It could be staffed with any extra
personnel available that day, or cross-staffed from one of the fire units. Seven units would
suffice most days, based on the demand forecast done during this study.
The number of shift battalion chiefs is reduced to two in this option, and ladders are
reduced to two units from three, each with three dedicated personnel. There would also be EMS
non-shift staff: a 40-hour BC heading EMS, an EMS captain for QM, and two FTEs for EMS
training, as in Options 1-4.
This option requires a daily minimum of 63 shift personnel, 12 more per shift than at
present, deployed as follows:
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7 Ambulances @ 2 =

14

1 shift EMS QA captain or lieutenant = 1
Total =

62 Minimum x 3.75 = 233 FTE

These units could be deployed at the following stations:
BCs:

SHFD Station 1 and CTFD Station 1

Trucks:

SHFD Station 1 and CTFD Station 1

Rescue:

CTFD Station 3

Ambulances:

SHFD 2, 3, 4, 5, CTFD 1, 2, 4 and
HTFD

Engines

One per station (12)

The 14 ambulance personnel per shift would be staffed by cross- trained
firefighter/paramedics who when not on EMS calls could respond to fires to supplement engine,
ladder, or rescue staffing, as well as provide EMS needed on the scene. The 12 engines would
continue to provide ALS to all EMS calls.
This option will provide the same level of EMS transport service as is now available for
Clinton Township and Sterling Heights.
The transport calls will generate about $5.2 Million in revenue. iThe approximately 12
shift-position increase needed to staff the 7 ambulances, plus EMS shift supervisors, have a
projected cost of about $5.1 Million, rounded up. 22 Purchasing 8 new ambulances adds about
$320K in amortization costs per year, for a total of about $ 5.4-5.5 Million per year.23 The
revenue from transports would offset most but probably not all of the additional EMS staffing
and equipment. How much of the cost is offset depends on a)number of EMS calls that are
transported, b) the billing return rate , and c) actual loaded salaries.
Usually the cost of the emergency EMS transport service is not totally offset by its
revenues. Private ambulance services make their money on the charges for inter-facility, nonemergency transports. Fire departments doing transport usually leave inter-facility transport for

22

The loaded salary initially used for this estimate was $94,157 per firefighter paramedic, based on a 4-year Sterling
Heights FF-PARAMEDIC x 1.4 to cover benefits. It was meant to be illustrative, not exact. In this revised draft, we
are using $113K per firefighter/paramedic position, based on a CTFD FF/Medic Base Salary of $71,963 (P. 42 of
Part I) with .575 Benefit Factor, for a total cost of $113K, as suggested by the County’s project coordinator. All the
numbers will need to be recalculated with actual salaries.
23
A fully stocked ambulance costs about $200K.Amortized over 5 years, it is about $40K per year. With 8 new
ambulances, the annual cost for vehicles and associated equipment would be about $320K per year. One department
already has ambulances, so the incremental cost would be somewhat lower than this, but there are always hidden
extra costs, and preventive maintenance and fuel, so the ballpark figure should be about right.
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the private sector, and count on the private sector ambulances to supplement service for
unanticipated surges, and for the rare MCI.
Dispatch Plan by Call Type: The deployment of apparatus and personnel for various
types of calls would be something like the following under Option 6:
EMS:

Engine and Ambulance = 5 Personnel

PIA24:

Engine, Ambulance and Truck or Rescue
= 8 Personnel

Structure Fire:

BC, Truck, Rescue, 2 Engines, 1
Ambulance = 15 Personnel

Commercial Fire25:

Same as Structure Fire plus 1 Engine =
18 Personnel

The MCMCA contract requires 90 percent of responses in less than 9:00. The component
times are allocated as 90 sec Call Processing + 60 sec Turnout Time + 5 min Drive Time, plus a
90 sec = Built in Cushion
Appendix E, Full Consolidation Options – Staffing by Position, are variations of Options
1-3 with the addition of EMS Transport.
EMS Division – If a fully consolidated fire department were established and opts to
provide full-service EMS, including patient transportation, we strongly recommend the creation
of an EMS Division headed by a battalion chief who would also be chief paramedic. The BC
would report to the Operations Chief. The EMS Division staff would include the following:
following:


Three EMS shift captains, one per shift to oversee EMS activity for the entire new
district. They also would liaise with the hospitals. They would report
operationally to the shift commanders and administratively to the EMS Battalion
Chief.



A captain, a lieutenant, and two instructors to oversee EMS and help provide
EMS education and training. They would be staff positions that could be assigned
to the EMS Division or the Training Division. Two of them can be fire instructors
who are qualified to instruct in EMS.



An EMS captain to serve as EMS Quality Manager. The captain would report to
the EMS Battalion Chief. The EMS Quality Manager would oversee quality
management at all levels from EMS dispatch through transportation. This

PIA is “personal injury accident”, usually a motor vehicle accident.
Commercial fire is a fire in a medium or high-risk property, essentially a structure fire with higher than average
risk.
24
25
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includes liaison with contracted commercial ambulance services for nonemergency transport, and backup for major emergencies.


The EMS division staff would not all be new positions because some are already
available from the current staffing, such as two EMS Officers who report to two
Training Chiefs.

Figure 62 shows the proposed EMS Division organization chart. One of the most
important concepts is that the division would operate as a single EMS unit. The reference to
EMS transport in Harrison Township would fade.
Figure 62: Proposed EMS Division Organization Chart

Basis for Ambulance Needs: We base the need for 7 ambulances on Figure 63 through
Figure 65 below, which show four and eight-minute coverage throughout the four-jurisdiction
area. Eight ambulances would provide an even more robust EMS response system. Alternatively,
as noted earlier, the eighth ambulance could be purchased and equipped, but staffed only at peak
times, and by recall if there is a major incident.
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Figure 63: Ambulance Four Minute Response Time Coverage from 7 Stations.
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Figure 64: Ambulance Eight Minute Coverage for a Combined District
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Figure 65: Ambulance 8 Minute Coverage for a Combined District
with ALS Engine at Harrison Station 2

Analysis of a new consolidated EMS Division with transports:
Strengths/
Advantages

 Faster overall response for EMS calls.
 Increased time spent with patients by fire department paramedics.
 Expanded, closer relationships with hospitals.
 Expanded revenue base.
 Additional EMS training and QM for personnel.
 Adds a new dimension of service to the residents of Mt Clemens, Sterling
Heights and Clinton Township.
 More resiliency both for everyday emergencies and MCIs.
 More ability to manage paramedics so they get sufficient practice on high level
skills that are not used frequently

Weaknesses/
Disadvantages
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 High initial outlay for new firefighter/paramedics and ambulances before
determining the actual level of revenues from the transport service.
 May cause significant labor issues during transition, regarding training,
overtime and incentive pay.
 Reduced practical EMS experience of engine and ladder personnel,
 Increased ambulance and associated equipment maintenance costs
 More complex to manage a full-service EMS than simply placing ambulances in
fire stations and managing them with the current structure. It will require a
detailed long- term planning strategy, including personnel development.
Organizational
Management
and
Administration

Realignment of organizational structure to encompass the new EMS division. The
tradition of an all-paramedic system would have to be reconsidered (see fiscal
consideration discussion and the footnote below.)

Impact on
Service Delivery

More rapid response for EMS.
More robust system to handle surges.
More service to the public by the fire department (the part now handled by
private sector ambulances at present.)
More firefighters available for disasters

Fiscal
Considerations

Large initial outlay for ambulances and added personnel.
To reduce costs and improve opportunities for paramedics to get more practice
on infrequently used but critical skills, the new ambulance units could be staffed
with one Paramedic and one EMT. This would not likely affect patient care much
if at all. 26
Even if full transport service is rejected, the new consolidated organization should
consider charging first responder service fees, either per call or via a general
franchise fee, to cover some first responder costs. Alternatively, fees can be
traded for services, such as EMT and paramedic training.

26

There is controversy in the EMS profession as to whether an EMS system should staff transports with two
paramedics vs one paramedic and one EMT. Using one + one staffing would save the pay differential between
paramedics and EMTs for about 30 of the shift firefighters needed to staff the ambulances. It also reduces training
and recertification costs and paramedic administration. Most EMS calls in the area, as elsewhere, involve one
patient, and one paramedic suffices. Having two paramedics allows for handling two serious patients on arrival, but
often the EMT can stabilize one while the paramedic works on the more serious case while awaiting another
paramedic to arrive. Two paramedics also can consult with each other on complex situations- two heads better than
one—but also can get that second viewpoint via radio or a second arriving EMS unit, which would not be far
behind. Having fewer paramedics allows each to get more practice of higher medical skills, which potentially means
a higher level of competency. All in all, we would recommend starting with one paramedic on each transport.
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If all four agencies consolidate, there will be time to phase in the new EMS
system. The current system provides good service. The contracted private
ambulance services probably can be extended if needed. Clinton Township,
Sterling Heights, and Mount Clemens would continue to be provided transport
services by the private service providers until a planned switchover is possible.
The new department would continue to provide ALS transportation in Harrison
Township.
Personnel from the new department could share details to the Harrison units to
gain ALS transport experience. Personnel from Harrison could be detailed to
Sterling Heights or Clinton Township to gain experience in a busier system. Any
system change for EMS would be a long term, a three- to five- year process to be
phased in. But it seems entirely feasible to so if desire is there.

Alternatively, consolidation of four fire departments could provide the new
organization with more negotiating power with the ambulance providers.

Cost of EMS
Transport

Table 25: Cost of New Paramedics for Full Transport System
Measure

Calculation

Ambulance Staffing
needed: 56

3 shifts x 7 units x 2 per unit =45 X 1.25 Staffing
Factor= 56 positions (rounded down)

EMS shift captains:4

3 shifts x1x1.25=3.75 rounded up=4.

Cost: $ 6.8 million
(rounded)

60 Paramedics X $113K Loaded, and rounded up for
shift captains (see footnote 47.)

Note--We recommended decreasing staffing of operations units if 7 dedicated
ambulances are used, so the cost of this option would be closer to $6.0
Million,

EMS Staff Duties: Taking on the responsibilities of EMS transportation adds a new
dimension of service, and many added management headaches: Increased time spent by
ambulance crews with patients, more hospital interactions and relationships, crew delays at the
hospitals, revenue collection, additional training, equipment concerns, vehicle purchase and
maintenance, etc.
In smaller organizations, there is usually a limit to the number of new EMS staff
positions needed to deal with the extra issues from transport. One could assume that the
consolidated organization could continue to economize on EMS staff positions by continuing to
allow company-level officers to be responsible for managing most EMS functions.
Duties and responsibilities of a fully consolidated EMS staff/system would include the
following:
EMS Battalion Chief/Chief Paramedic: This officer’s duties and responsibilities
include:
TriData LLC
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Oversight of the administrative and operational aspects of EMS provision;



Represents EMS at the senior staff level;



Prepares and monitors the EMS budget;



Serves as the liaison to the EMS billing and collection agency;



Serves as the primary representative to the Medical Control Authority;



Overseas the creation of the EMS plan and any annexes;



Serves as the liaison to the dispatch agency;



Assures all EMS statutory and administrative regulations are followed;



Assures that vehicle and equipment specifications are properly constructed;



Advises the fire chief on EMS operational issues, especially those involves
planning for multi-casualty incidents, active shooters, and other terrorist
activities;



Maintains liaison with hospitals and other medical facilities;



Prepares any necessary plans for the oversight and provision of Community
Paramedicine;



Works with the EMS Medical Director concerning EMS medical practice and
medical discipline;



Develops the EMS succession plan section of the department succession plan;



Actively mentors EMS staff members to develop future leaders;



Advises the command staff on the achievement of goals and objectives related to
EMS administrative and operational issues;



Oversees the workings of any EMS committees, work groups, or project teams;



Oversees the department health and safety program

EMS Quality Manager (Captain): The EMS Quality manager organizes and directs all
aspects of quality management services. These duties include:
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Establishes and maintains the department EMS Quality Management Program;



Implements the monitoring and measurement of quality management variables
determined by the Fire Chief and senior staff;



Oversees EMS quality management issues involving EMS dispatch and any
medical priority dispatch program;
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Recommends the purchase and maintenance of any quality management software,
including the assurance of compatibility with dispatch and department software;



Prepares any quality management report directed by the EMS Battalion Chief or
EMS Medical Director;



Uses Statistical Process Controls and other reporting mechanisms to report and
plan for the correction of variations in response time, and operational, clinical,
and financial issues regarding EMS;



Recommends to the EMS Training Officer the subjects needing to be covered in
EMS continuing education programs;



Coordinates the use of electronic patient care reporting;



Maintains liaison with the EMS Shift Captains and the EMS Training Officer
concerning quality management issues;



Advises the EMS Battalion Chief and EMS Medical Director on evidence-based
medicine issues.



May be assigned operational duties, especially during MCI incidents.

EMS Shift Captain: The EMS Shift Captain is responsible for EMS operations and
administration for a shift. These duties include:
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Service as the “master EMS clinician” for issues involving patient care;



Oversees the provision of patient care;



Serves as the EMS Quality Manager for the shift;



Oversees the implementation of new EMS programs;



Confers with the shift Battalion Chiefs about shift operational issues;



Provides liaison to hospital emergency departments concerning EMS practice,
quality, and crew issues with special attention to crew turnaround times;



Serves as the senior EMS Group Supervisor during multi-casualty incidents (as
directed by the Incident Commander);



Serves as the EMS shift health and safety officer and infection control officer;



Oversees the shift Controlled Substance program;



Coordinates the safe and efficacious use of EMS equipment;



Confers with Station Captains of EMS issues involving station personnel;



Confers with the EMS training staff on shift educational and remedial needs; and
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Responds to EMS calls to provide supervision or additional skills as needed.

EMS Training Captain: The EMS Training Captain directs all EMS training that
involves leadership, clinical skills, remedial skills, operational skills.
The duties and responsibilities include the following:


Directs all education and training that involves EMS licensure or certification;



Works with the EMS staff to ensure that training is evidence-based;



Provides specifications for the purchase of EMS learning management systems;
continuing education software; and EMS training scheduling;



Assists the Battalion Chief with administration of the health and safety program;



Oversees the full-time, part-time, and contracted EMS instructors;



Oversees EMS classrooms and technologies;



Manages the EMS Officer training program;



Serves as liaison to any state or local EMS education groups;



Serves as liaison to any secondary institutions that provide EMS degree programs;



Provides EMS instruction as needed;



May be assigned operational duties, especially during multi-casualty or other
significant incidents.

EMS Training Lieutenant: The EMS Training Lieutenant assists the EMS Training
Captain with the implementation and maintenance of all EMS training programs. Specific other
duties include:
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Responsibility for the care and maintenance of the EMS classrooms;



Responsibility for the care and maintenance of EMS training supplies;



Responsibility for the care and maintenance of any EMS simulation lab or
portable simulation training materials;



Overseeing the daily work of the EMS instructor cadre;



Possibly being required to serve as a representative to the EOC during emergency
or planned events;



Providing EMS instruction as needed;



May be assigned operational responsibilities, especially during multi-casualty
incidents.
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See Appendix E, Full Consolidation Options – Staffing by Position, with Estimated
Cost Projections.

Professional Development and Promotions – The process of consolidation affords an
opportunity for improving the professional development and promotional system in the
departments, bringing them closer to national best practices for career departments. It also is
important to assure fairness in promotions in a larger system.
Any promotional system should include the following testing and assessment
components,
Technical knowledge:


Safety



Incident scene management



Delegation of duties



Problem solving/decision making skills



Supervisory skills



Administrative skills



Attention to detail and directions



Standards



Interpersonal skills
 Adaptability
 Aggressiveness
 Attitudes toward subordinates, superiors, and the public
 Political sensitivity
 Creativity, energy, and enthusiasm
 Composure
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Decisiveness



Organizing and planning



Oral communications skills

162

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study



FINAL REPORT

Time management27

The period of consolidation can be a good time to consider revising the current
promotional models toward a more merit- based system. It still would incorporate elements of
seniority in considering promotion. Ultimately, if any consolidation endeavor is to succeed, then
leadership and prepared leaders (succession planning) must be part of the new system “where
performance is preferred to the length of service and it must be acceptable and on firm ground
that being competent is in turn contributing to the total organizational competencies.”28
Strengths/
Advantages

 Creates an incentive for competition and increased compensation
 Promotes aspiration of individuals to succeed
 Forces personnel who want to be promoted to study fire department
principles, supervision and management practices and principles
 Creates atmosphere that promotes innovative operational and management
practices, and most importantly. leadership skills
 Produces younger, better trained leaders for the future

Weaknesses
/Disadvantages

 Requires change from the embedded promotional systems that have been
negotiated over the years.
 May raise anxiety and fears about potential for promotion (but will provide
encouragement to others)
 May cause significant labor issues during transition to any form of
consolidation or merger

Organizational
Management &
Administration

Consolidate the new, revised fire and EMS promotional model into the
consolidated County Department.

Impact on
Service Delivery

The new promotional model is likely to foster a more efficient, effective and
widely accepted professional development and leadership- driven promotional
process, which ultimately should have a positive effect effectiveness and
efficiency by having better trained leadership.

Fiscal
Considerations

None of the four jurisdictions has full- time dedicated staff to manage HR
responsibilities. That means that there is no likely savings from consolidating HR
functions
There would be an initial cost in developing a revised promotional process. There
are likely to be long- term cost savings in economies of scale and increased
efficiencies from supervisory and management skills.
Macomb County has a modern Human Resources Department. The combined
firefighting force will have at least 200 members, which will require an HR and

27

Promotional Assessment Centers, Understanding the process www.firegroundsizeup.com/pac.htm
Should promotion be based on merit or seniority? - LinkedIn
https://www.linkedin.com/./20140919230923-59817714.
28
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Payroll department. This will add costs if the county does not provide this role
with its current systems.
Feasibility
Analysis

A revised professional development system can be developed within a year, but
may take longer to implement because of negotiating its portion of the master
CBA. Once the new administrative leadership and unions agree in principle, the
first six months would be dedicated to crafting a Memorandum of Understanding
to change applicable contract language to reflect the changes in promotional
processes. The next six months would be used for the administration to modify
policies and integrate the new promotional and testing requirements.
As a side note, it would be feasible to create a standalone, merit- based
promotional process even without any merger or consolidation.

Staffing by
Department

Restructuring the promotional system will require homogenization of ranks and
position descriptions across the departments. But that would not affect the
number of staff needed.

Roles and
Responsibilities
by Department

Administrative/management and labor negotiate a new CBA negotiations
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OVERALL RECOMMENDATIONS FOR CONSOLIDATION
All things considered from Parts I and II, we recommend that the four departments
consolidate into one department. Despite many details to be worked out, we think it is feasible,
given the political will to do so.
To implement consolidation, the key steps will include:


Selecting the legal model for the new department



Establishing membership of the bargaining unit



Centralizing dispatch and communications (already well underway)



Negotiation of CBA HR differences—work schedule, pay, leave, promotions,
pensions, etc.



Assessing legacy costs and how to meet them



Resolution of property ownership



Developing the formula for funding the combined department by each
jurisdiction. (This might use a three- factor formula of call volume, population
protected and property value protected, which has worked elsewhere (e.g.,
Northshore Fire Department, WI.)



Deciding whether to provide EMS transport throughout



Closing Mt Clemens fire station, with redeployment of its staff



Changing fire unit deployment and staffing



Choosing a fire chief.



Centralizing fleet management and maintenance



Centralizing prevention functions

All of the above steps and associated issues have been discussed earlier. To summarize
our major recommendations:
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Legal Model – Given the legal, taxing structure and local /municipal concerns
involving any consolidation, we think that the model most likely to succeed is the
County Fire Department Model. It is the most straightforward legally.



Promotional System – If consolidation occurs, remove the use of strict seniority
and non-competitive promotional clauses in current labor agreements. The
jurisdictions could institute a two-tiered merit based system that incorporates
seniority as one factor.
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Core Competencies – Establish core competencies for all managers and
supervisors that will enable them to effectively manage and supervise an
expanded and diverse workforce.



Bargaining Unit Membership – If consolidated, we recommend that officers at
the rank of Battalion Chief and above not be in the same bargaining unit as
firefighters, Lieutenants, and Captains. Battalion and other chief officers are
mostly responsible for policy development and implementation, responsibilities
that often conflict with other union members. They also have responsibilities for
progressive discipline, which the first-line supervisors (captains and lieutenants)
typically do not have.



Dispatch and Communications Management – With any consolidation of two
or more of the four fire departments, the consolidated department needs to have a
stronger role in communications and dispatch if that function remains under the
sheriff, to ensure that the fire/EMS dispatch and communications gets adequate
attention viz a viz law enforcement dispatch. The current model where the
COMTEC program manager acts as a link between the county fire departments
should continue and be expanded. Since most of its problems appear to be related
to law enforcement, COMTEC should consider having separate meetings between
fire and law enforcement so the focus of each meeting is on subjects most
important to each group.



Department Leadership – The individual chosen as fire chief of a new
consolidated system should have broad experience in both fire and EMS services.



Stations – Close the Mount Clemens Station and redeploy its resources and staff.
The Mount Clemens area would be adequately covered by four- minute response
times from nearby stations. Assure that the 911 Center upgrades the dispatch
assignments for ALS coverage in Mount Clemens.



EMS – A consolidated county department should proceed with fire-based EMS
transport for all four jurisdictions. Services should be confined to emergency
transports, leaving inter-facility transports to the private sector. Use the existing
EMS transport contracts until they expire. If necessary to buy time to organize the
broader fire department transport system, negotiate a one-year contract extension
with both private ambulance companies. The consolidated system should field
seven ALS transport units, and have one additional unstaffed ALS transport unit
that can quickly be placed in-service.



Costs of Employee Retirement – One of the most pressing issues is the valuation
and strategy to reserve assets for future payments to current and future retirees.
Begin the necessary planning by obtaining updated estimates for each Fire
Department. (We provided initial estimates.)
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Capital Assets Inventory and Valuation – Assets should be evaluated for
obsolescence, and also for their strategic value going forward. An overall fleet
management plan will be needed. (We provided a complete inventory.)

Consolidation Implementation Steps
The following summarize key steps toward implementing a full consolidation or mergers.
Summit Meeting – A summit meeting of the four jurisdictions and the County should
decide whether to consolidate. A second should be convened on how to proceed. We recommend
that a professional facilitator be hired for this meeting, to create a collaborative process
moderated by a neutral party. This meeting would be the start of engaging department
stakeholders in crafting a new culture built on a common mission statement and team approach.
The current mission statements are already close in intent.
The facilitator would conduct open forums with specific goals and ground rules for all
personnel, government representatives and labor; record and respond to concerns to formulate a
plan for moving forward; improve internal communication and incorporate policies geared
toward each department’s attributes and how they would fit into a consolidated system. Keeping
everyone informed throughout the consolidation process is crucial.
Working Groups – Establish a planning and implementation committee with
representatives from the county and each jurisdiction’s fire department management, community
management, and unions. It might number 20-40 people. To proceed in a viable way, the
committee needs to develop solutions to work on major areas of issue, and resolve major
obstacles. We suggest that Working Groups be formed on the following topics:
1. Collective Bargaining Agreement – It is critical to initiate development of an
amalgamated CBA with the four Unions early in the process of consolidation. At
the time of this study, Sterling Heights had a relatively new agreement that could
be a good starting point. This work group might consist of two union members
from each of the four locals. Similarly, a Management Group with membership
from each jurisdiction should also be charged with forming a framework for a
collective bargaining agreement., and the two work groups meet together.
2. Governance, Finance, and Debit Resolution – This working group would
address the transference of governance, resolution of legacy costs, and a fiscal
close-out of all unencumbered liabilities. The resolution of debt as well as
budgeting and financing of the new county department are critical to advance this
process. Representation from management, government and fiscal consultants
should be involved in this process. Legal advice will be needed too.
3. Operations and Training Standards – Fire operations professionals from
management and unions as well as governance and community representatives
should collectively adopt an operational configuration on how the county
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department would be organized and operated. (We earlier discussed several
models.) This work group should also articulate the service improvements and
economic efficiencies associated with this consolidation. The working group also
should address training standards.
4. Community Outreach – An educational outreach and community engagement
strategy needs to be developed. This work group should highlight the rallying
points for each local community to support and buy into the consolidation. It
should hold public meetings to explain what is intended, understand community
concerns such as loss of total governance of the consolidated department, and
gather community input and support.
5. Communications about Consolidation – It will be critical to communicate to the
public and all department members what is being done toward consolidation, and
the goals. It also is critical to get feedback on concerns, both at the start of the
process, and as the consolidated department is sketched out.
6. If not found internally, consider contracting for a professional communications
expert who would assist in training selected members of the fire departments in
communicative skills and tools for communication of consolidation strategies.
The community outreach and internal communications need to be coordinated and
provide consistent information. It is to be expected that there will be resistance to
change from individuals in the departments and the public they serve. Many
people don’t like change, especially if they are perceived as threatening in some
dimension. By soliciting input on issues, and providing timely feedback on
transition decisions, the concerns may be mitigated. We suggest conducting
facilitated work sessions with stakeholders, government officials, administrative
personnel, management, labor representatives, chiefs, officers, firefighters, etc. to
promote open discussion of issues, and what a new organization will look like.
Develop formal communication cycles and peer level groups across the
departments to combat negativism and improve communication. The framework
for this process is already largely in place with the leadership committees formed
for this project. . Post meeting agendas and minutes on a web site accessible to all
parties. The objective is to elevate transparency in the process of managing the
system, help manage expectations, allow all parties to comment and share ideas.
7. Overall Funding – A uniform approach to assessing and collecting tax revenues
needs to be established to fund the consolidated department. Equitable levels of
funding could be based in part on taxable values, and thus focus on the ability to
pay. Other bases for determining funding levels are average incident rates and
population protected. Some consolidated departments have based contributions
one third each on assessed value, call volume and population protected.
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8. EMS Revenues – A working group is needed to address the current unreimbursed
cost of EMS first response, and charges for transport. If full-service fire-based
EMS transport is not chosen, consideration should be given to having private
EMS contractors pay the department a service fee for the fire department’s first
response. Payment could be either per call or by franchise fee.
9. HR policies-- The new county department should adopt a “best practices”
approach in the creation of HR policy and procedures, position descriptions, entry
and promotional exams, recruitment and selection, employee development and
training, equal employment opportunity practices and overall HR practices. The
group should examine the potential of the County for absorbing these HR duties,
as well as the resources or assistance each jurisdiction can bring to the table to
minimize these costs over the long term.
10. Work Plan Tracking – Construct a work group that provides the consolidation
oversight committee with information on progress. It tracks the tasks identified,
resources, timetable, and position requirements for implementation of the
consolidation recommendations.

Mergers
If total, four-department consolidation is not feasible for political or other reasons, then
pairwise mergers of adjacent departments should be considered. Some of the pairwise options are
discussed below.
HTFD and MCFD –The most natural pairwise merger would be Harrison Township and
Mount Clemens. They would share the cost of administration (fire chief and support) as a shift
Battalion Chief. HTFD and MCFD would have three fire stations to cover 18.4 square miles and
a population of around 41,000. The annual combined call volume was projected to be about
5600calls per year. By 2017, per Figures 18 and 22.
Strengths/Advantages  Streamlined administration and shared administrative costs
 Improved fire coverage
 Potential for increased mission capabilities
 Increased fire prevention capabilities
 Regionalization of services; better backup of units under one roof.
 Homogenization of purchasing and maintenance of apparatus and
equipment
 More revenue from transports to MCFD

Weaknesses /.
Disadvantage
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 Major repairs and renovations needed for Mount Clemens Station 1 for it
to stay open for any extended time
Organizational
Management &
Administration

The HTFD fire chief would become the chief of both departments.
Administratively, the two administrative support personnel could be a part
of the merger and assist the fire chief with the expanded administrative
duties.

Impact on Service
Delivery

There would be little impact on response to fires because both departments
already respond to most structure fire calls through automatic aid.
EMS transport would be provided to MCFD service area.
Most of the area would be triple- covered. Multiple units and firefighters
could get on the scene quickly for first alarm fires.
Another alternative for the combined two departments would be to offer to
handle Mount Clements estimated 2,800 calls a year in In return for a
suitable payment or use of their resources.

Fiscal Considerations

The merger would have major fiscal implications to be worked out between
the two jurisdictions. Harrison Township and Mount Clemens governments
would have to negotiate combining CBAs, absorption of salaries and benefits
(unfunded liabilities) and seniority issues. Another fiscal consideration is that
about half of the Mount Clemens firefighters are currently eligible or soon ell
is eligible for retirement. This may provide opportunities for retirement
buyouts. It also provides opportunities for the use of fewer personnel in a bilateral merged system.

Feasibility Analysis

In terms of proximity and services Harrison Township and Mount Clemens
are very similar, the exception being EMS transport in Harrison Township.
Mount Clemens has not had a fire chief for many years and the shift
Captains in Mount Clemens are sharing the responsibility for department
administration and planning. By incorporating the HTFD chief into a merger
and utilizing the captains in MCFD to assist with administration during the
transition, the merger appears to be feasible within a two-year period.
Harrison Township and Mount Clemens administrations and unions would
need to work out an agreement in principle in the first six months to a year,
regarding the HR criteria to be put into a Memorandum of Understanding to
change contract language to reflect the changes in working conditions,
seniority provisos, negotiated salaries and benefits.

Staffing by
Department

Staffing could stay virtually the same.

Roles and
Responsibilities by
Department

Fire chief would oversee merged department; battalion chief would have
expanded territory and larger span of control

Costs for Services by
Department

Increased administrative and grounds maintenance and apparatus
maintenance costs. Cost of restoring the Mount Clements station for the
longer haul.
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CTFD and MCFD –It is also possible for MCFD and CTFD to merge. Mount Clemens
could eliminate its station and relocate its personnel to CTFD Station 1.
Strengths/Advantages 

Streamlined administration and shared administrative costs



Improved fire coverage



Greater absorption benefit for MCFD into CTFD



Increased minimum staffing in the CTFD



Potential for increased mission capabilities



Relatively easy absorption process



Increased fire prevention capabilities [spread over a larger area]



Regionalization of services



Financial burden lifted off Mount Clemens [given to CTFD]



Absorption of MCFD equipment and apparatus assets into CTFD

Weaknesses /
Disadvantages



Need for absorption of MCFD pension liabilities by CTFD



Changes would be somewhat disruptive, but much less than a four-way
merger.

Organizational
Management and
Administration

The CTFD fire chief would become the chief of the merged department.
Administratively, MCFD would save one administrative support position.
Virtually no other organizational structure changes would be required, and
absorbed personnel would have to be assigned to new roles.
There would be little impact on fire call service delivery, other than the
closing of MCFD Station 1. CTFD Station 5 would be able to safely handle the
calls currently handled by MCFD Station 1. Under such an arrangement, the
personnel from Mount Clemens (12) could be relocated to Clinton Township
Station 1.
As with a HTFD merger, the merged financing would have to be worked out
between the two jurisdictions. Clinton Township and Mount Clemens
governments would have to negotiate combining CBAs, absorption of
salaries and benefits (unfunded liabilities) and seniority issues. Another
fiscal consideration is that about half of the MCFD are currently eligible or
soon eligible for retirement. This may provide opportunities for retirement
buyouts. It also provides opportunities for the absorption of fewer
personnel into a merged system.
Clinton Township and Mount Clemens have similar types of calls. If MCFD
Station 1 were closed, there would be little degradation in response times,
because of the proximity of their borders. Mount Clemens has not had a fire
chief for many years, so unlike a merger involving HTFD, CTFD would
essentially be only absorbing additional firefighters into their system.
Clinton Township and Mount Clemens administrations and unions would
have to negotiate an agreement in principle in the first six months to a year,
which would be dedicated to creating the division of labor criteria to be

Impact on Service
Delivery

Fiscal Considerations

Feasibility Analysis
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used as the basis of a Memorandum of Understanding to change applicable
contract language to reflect the changes in working conditions, seniority
provisos, negotiated salaries and benefits, etc.
Staffing would stay virtually the same with some possible reassignment of
personnel into the CTFD system [a decrease of 3 minimum daily shift
positions]
Fire chief would oversee merged department; battalion chief would have
expanded territory and larger span of control
Increased administrative and grounds maintenance and apparatus
maintenance costs.
Saving three shift positions x present staffing factor in Mount Clemens.
If a consolidation of four departments is not undertaken, Clinton and
Mount Clemens could merge, or at least share the cost for administration
of the departments and organize under one fire chief.
Clinton Township and Mount Clemens should discuss the possibility of
closing the Mount Clemens station and reassigning the personnel to the
Clinton Township Station 1. One possibility is to relocate the Mount
Clemens ladder truck there, from which it could serve Clinton Township,
Mount Clemens, and Harrison Township

EMS Mergers
HTFD EMS and MCFD: If Mount Clemens merges with Harrison Township, there are
two main choices to consider for EMS organization. One would be to place a medic unit in
Mount Clemens. This unit would respond to about 1,800 EMS calls annually—a moderate load
for an ALS medic unit. An alternative is to dispatch a paramedic engine and ALS medic unit
from Harrison for EMS calls, both dispatched on a first call first basis, as is current policy for
Harrison.
Figure 66 shows the four and eight-minute coverage for the current Harrison ALS units.
The current positioning of Harrison ambulances would provide adequate coverage for Mount
Clemens. An additional ambulance is not necessary, as least yet.
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Figure 66: Mount Clemens EMS Coverage with current Harrison ALS Units

We simulated moving Harrison Station 2 westward to determine if better four-minute
coverage could be provided. Figure 67 shows that this westward move would not greatly benefit
coverage.
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Figure 67: Mount Clemens EMS Coverage with an Additional Harrison ALS Unit

The addition of Mount Clemens Township will change Harrison Townships unit hour
utilization (UHU) as shown in Table 26. It assumes an average of 1 hour per call.
Table 26: Harrison Township Demand if Mount Clemens is merged.
Measurement

Result

Calculation

Unit Hours Worked (UHW) per week
on EMS

242.91

Two ALS transport units 24 hours per day/7
days per week X 0.72 (percentage that are
EMS calls)

Calls per Weeks (Average) [CPW]

61.67

EMS Calls per year 3,211/52.07

Unit Hour Utilization (UHU)

.25

CPW/UHW =61.67/242.91

Shift Utilization

6.0

UHU X 24-hour shift

TriData LLC

174

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

The pros and cons of the EMS merger are as follows:
Strengths/
Advantages

 Streamlined administration and shared administrative costs
 If Harrison Township is able to provide EMS in Mount Clemens without
adding personnel, units, or stations, there will be a significant
improvement in economies of scale, and department efficiency.
 The Unit Hour Utilization and cost efficiencies will better justify the
current staffing and equipment for Harrison Township

Weaknesses /.
Disadvantages

 Harrison Township having to negotiate a contract with MED-STAR or
another ambulance service.
 May cause labor issues during transition to any form of consolidation

Staffing by
Department

8 paramedics total for both jurisdictions

Roles and
Responsibilities
by Department

One medic unit in Mount Clemens or Harrison Township will be able to provide
EMS services without adding personnel

Costs for Services Expenses depend on which actions are taken. Tables F1-F6 in Appendix F,
by Department
Estimated Revenues from EMS Transports, provide a maximum cost for the
purchase and staffing of one ALS medic unit in the Mount Clemens area. The
maximum first-year cost for an additional ALS unit would be about $898,000.
Second-year to five-year costs will reduce to $623,000. If Harrison is able to
provide ambulance coverage with its existing ambulances or personnel, these
costs will be reduced.

CTFD and MCFD: If Clinton and Mount Clemens merged, it would be best to continue
the existing contract with MED-STAR EMS. Whichever piece of Clinton equipment assigned as
first due to Mount Clemens could provide ALS first response to the combined area.
Taking over EMS first response in Mount Clemens would increase Clinton’s first
responder call volume by approximately 1,800 calls. That would make Clinton’s EMS call
volume equivalent to Sterling Heights. Unless an additional unit were placed in Mount Clemens,
Clinton Stations 1 and 5 would likely provide most of the ALS first response. This would add
approximately five calls per day to Clinton, mostly to Stations 1 and 5.
Strengths/
Advantages

 Streamlined administration and shared administrative costs

Weaknesses /
Disadvantages

 May cause labor issues during any transition to any form of consolidation

Staffing by
department

Staffing would remain largely the same with requisite reassignment of MCFD
personnel

TriData LLC

 Able to keep MED-STAR EMS as an EMS service provider
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Roles and
responsibilities by
department

Roles and responsibilities would change little

Costs for services
by department

Negligible

EMS Merger
Recommendations

If Harrison Township chooses to provide ALS first response into Mount Clemens,
MED-STAR should pay a negotiated rate for each call. There should be
additional fees for upgrade and ride-a-long.
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APPENDIX A. STAFF EMPLOYEES VACATION HOURS
Data obtained from each fire department on vacation benefits.
Table A-1: CTFD
Beginning Years
of Service

Maximum Annual
(Hours) of
Accumulated Vacation

Hours of Vacation
Accrued Bi-weekly

1-2

104

4.00

3

120

4.62

4-6

136

5.23

7-9

152

5.85

10-12

168

6.46

13-15

176

6.77

16-18

184

7.08

12-14

192

7.38

Table A-2: HTFD

TriData LLC

Beginning Years
of Service

Maximum Annual
(Hours) of
Accumulated
Vacation

Hours of Vacation
Accrued Bi-weekly

1

104

4.00

2-3

128

4.92

4

152

5.85

5

176

6.77

6-8

200

7.70

9-10

224

8.62

11

248

9.54

12-14

272

10.46

15 and over

296

11.38

177

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

FINAL REPORT

Table A-3: SHFD
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Years of service

Vacation Days

1 year of service

7 days

2 years of service

9 days

3 years of service

11 days

4 years of service

13 days

5 years of service

14 days

10 years of service

15 days

15 years of service

16 days
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APPENDIX B. NFIRS CALL TYPES
This appendix presents the number of calls of each type for 2010-2014 (five years), listed
for each department by the call categories they use. The categories are subsets of the
classifications used by the National Fire Incident Reporting System (NFIRS), which is
administered by the US Fire Administration, and the State of Michigan MFIRS system. The data
shows in detail how similar are the demand profiles in each fire department. They are presented
in rank order, with most calls first.
While generally similar, the categorization levels differ somewhat across departments.
For example, while Clinton uses the full set of detailed EMS call categories, the other
departments group them into more general EMS categories. Homogenous reporting, using the
same level of detail should be a goal under consolidation. The more detailed level affords more
information on what is needed for response and prevention.
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Table B-1: Clinton Township Specific NFIRS Call Types, 2010-2014
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Table B-2: Harrison Township Specific Call Types, 2010-2014
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Table B-3: Mount Clemens Specific NFIRS Call Types, 2010-2014
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Table B-4: Sterling Heights Specific Call Types, 2010-2014
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APPENDIX C. IT APPLICATION MATRIX
These are the applications products available from COMTEC, along with their source,
and the potential for their upgrade if currently used, or the potential to be used if not used
already.
COMTEC Application

Product Source

Integration/Expansion
/Upgrade Opportunities

Office productivity

MS Office

Accessing CAD Data

CAD Web View

CAD

New World Systems (NWS)

Upgrade to version 11.x from
10.3

CAD - Move-Up

NWS CAD

Start using after CTFD and MCFD
are moved to NWS and NWS is
stable

CAD Alerting-Paging

WestNet

Complete integration with NWS
CAD

CAD Alerting – Tone, Digital
Voice, Lights, etc.

WestNet

Complete integration with NWS
CAD

RMS-NFIRS

N/A

RMS – Pre-Plans

N/A

RMS – EMS Medical Reports

N/A

RMS – Inspections

N/A

RMS – Inventory

SunGard Public Sector Finance
Suite (IFAS)

CAD-to-CAD Interface

N/A

RMS-Fleet Repair &
Maintenance

Precision

HR-Basic Personnel, TimeAttendance, Payroll

IFAS

HR-Time & Attendance

IFAS

HR-Staffing/Scheduling

Manual

HR-Training

Learn Comm and Power Phone

HR-Injury Reporting

N/A

Budget/Finance – Tracking
expense, encumbrances

IFAS

TriData LLC
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Product Source

Budget/Finance – Purchasing
(placing orders, tracking orders)

IFAS

Budget/Finance – Paying bills,
and tracking payments

IFAS

Performance Monitoring (call
processing times, dispatching
times, fire response times – i.e.,
turn out, travel, time on scene

NWS DSS (call recorder) and
Power Phone, etc.)

Harrison Township Application

Product Source

Integration/Expansion
/Upgrade Opportunities

Use NWS Decision Support and
Data Analysis modules in
addition to reports and extracts
from DSS and Power Phone subsystems

Integration/Expansion
/Upgrade Opportunities

Office productivity

MS Office

Accessing CAD Data

NA

CAD

NA

CAD - Move-Up

NA

CAD Alerting-Paging

WestNet

CAD Alerting – Tone, Digital
Voice, Lights, etc.

WestNet

RMS-NFIRS

Fire Tools

Use NWS Fire RMS

RMS – Pre-Plans

View Point Command System
(PrePlanView)

Use NWS Fire RMS

RMS- EMS Medical Reports

ESO NEMSIS

Interface NWS Fire RMS with
ESO

RMS – Inspections

NA

Use NWS Fire RMS

RMS - Inventory

MS Office

Use NWS Fire RMS

CAD-to-CAD Interface

NA

RMS-Fleet Repair &
Maintenance

MS Office

HR-Basic Personnel, TimeAttendance, Payroll

BS&A

HR-Time & Attendance

BS&A

HR-Staffing/Scheduling

VCS Scheduling

TriData LLC
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Product Source

Integration/Expansion
/Upgrade Opportunities
and VCS if NWS Fire RMS cannot
meet HTFD needs

HR-Training

Fire Tools; YouTube videos;
Igivetest software

Evaluate use of NWS Fire RMS
for tracking training; continue
use of YouTube and Igivetest

HR-Injury Reporting

Fire Tools

Use NWS Fire RMS

Performance Monitoring (call
processing times, dispatching
times, fire response times – i.e.,
turn out, travel, time on scene)

Fire Tools NFIRS; ESO NEMSIS;
Dispatch times recorded
manually and entered into
NFIRS/NEMSIS

Use NWS Decision Support and
Data Analysis modules

Budget/Finance – Tracking
expense, encumbrances

BS&A (used by Township
Accounting Dept. – not HTFD)

Budget/Finance – Purchasing
(placing orders, tracking orders)

MS Office

Budget/Finance – Paying bills,
and tracking payments

BS&A

Clinton Township Application

Product Source

Integration/Expansion
/Upgrade Opportunities

Office productivity

MS Office 2013

Accessing CAD Data

TriTech Vision Mobile

Use NWS CAD Web

CAD

TriTech Vision

Use NWS CAD

CAD - Move-Up

N/A

Use NWS CAD

CAD Alerting-Paging

Zetron

Use WestNet

CAD Alerting – Tone, Digital
Voice, Lights, etc.

Zetron

Use WestNet

RMS-NFIRS

Tritech Vision Fire RMS

Use NWS Fire RMS

RMS – Pre-Plans

Tritech Vision Fire RMS

Use NWS Fire RMS

RMS- EMS Medical Reports

Vision Fire RMS with interface
to Image Trend web based
hosted ePCR

Use NWS RMS if it meets the
needs of CTFD. Otherwise
interface NWS CAD to Image
Trend

RMS – Inspections

Tritech Vision Fire RMS

Use NWS Fire RMS

RMS - Inventory

Tritech Vision Fire RMS

Use NWS Fire RMS

CAD-to-CAD Interface

N/A

RMS-Fleet Repair &
Maintenance

MS Office

Use NWS Fire RMS

HR-Basic Personnel, TimeAttendance, Payroll

BS&A

Interface NWS scheduling with
BS&A via scheduled imports
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Product Source

Integration/Expansion
/Upgrade Opportunities
from BS&A to NWS (e. g., new
employee profiles, terminations,
etc.) and vice versa

HR-Time & Attendance

BS&A

HR-Staffing/Scheduling

MS Office

Use MWS Fire RMS for
scheduling

HR-Training

Tritech Vision Fire RMS

Use NWS Fire RMS

HR-Injury Reporting

MS Office (standard form);
Vision Fire RMS NFIRS

Use NWS Fire RMS if the system
meets business needs, OHSA and
disability reporting
requirements.

Performance Monitoring (call
processing times, dispatching
times, fire response times, i.e.,
turn out, travel, time on scene

Tritech Vision Fire RMS

Use NWS Decision Support and
Data Analysis modules

Budget/Finance – Tracking
expense, encumbrances

BS&A township wide
application

Budget/Finance – Purchasing
(placing orders, tracking orders)

N/A

Budget/Finance – Paying bills,
and tracking payments

BS&A township wide
application

Mount Clemens Township
Application

Product Source

Integration/Expansion
/Upgrade Opportunities

Office productivity

NONE

Accessing CAD Data

CAD Web View

CAD

N/A

CAD - Move-Up

N/A

CAD Alerting-Paging

N/A

Migrate to WestNet

CAD Alerting – Tone, Digital
Voice, Lights, etc.

N/A. COMTEC calls the station
on a phone to alert the
firefighters

Migrate to WestNet

RMS-NFIRS

Fire Tools

Use NWS Fire RMS

RMS – Pre-Plans

View Point Command System
(PrePlanView)

Use NWS Fire RMS for doing
pre-plans after MCFD is brought
onto NWS and system is stable.

RMS- EMS Medical Reports

EMSIS via Fire Tools and Manual
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Product Source

Integration/Expansion
/Upgrade Opportunities

RMS – Inspections

IROL (Inspections Records Online) and Manual

Evaluate NWS Fire RMS

RMS - Inventory

Manual

Use NWS Fire RMS

CAD-to-CAD Interface

N/A

RMS-Fleet Repair &
Maintenance

Manual/DPW

HR-Basic Personnel, TimeAttendance, Payroll

MUNIS

HR-Time & Attendance

Manual

Use NWS Fire RMS

HR-Staffing/Scheduling

Manual

Use NWS Fire RMS

HR-Training

Manual

Use NWS Fire RMS

HR-Injury Reporting

Fire Tools

Use NWS Fire RMS NFIRS

Performance Monitoring (call
processing times, dispatching
times, fire response times – i.e.,
turn out, travel, time on scene)

Fire Tools

Use NWS Decision Support and
Data Analysis modules

Budget/Finance – Tracking
expense, encumbrances

MUNIS

Budget/Finance – Purchasing
(placing orders, tracking orders)

MUNIS

Budget/Finance – Paying bills,
and tracking payments

MUNIS

Sterling Heights Township
Application

Use NWS Fire RMS

Product Source

Office productivity

MS Office

Accessing CAD Data

CAD Web View

CAD

N/A

CAD - Move-Up

N/A

CAD Alerting-Paging

WestNet

CAD Alerting – Tone, Digital
Voice, Lights, etc.

WestNet

RMS-NFIRS

NWS Fire RMS

RMS – Pre-Plans

N/A

RMS- EMS Medical Reports

Fire RMS - NFIRS

TriData LLC
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Product Source

Integration/Expansion
/Upgrade Opportunities

RMS – Inspections

IROL (Inspections Records Online) for company level
inspections and Fire RMS for
Fire Marshal inspections

RMS - Inventory

NWS Fire RMS

CAD-to-CAD Interface

CAD Broker

RMS-Fleet Repair &
Maintenance

NWS Fire RMS

HR-Basic Personnel, TimeAttendance, Payroll

MUNIS

Evaluate cost/benefit of
exporting/importing data
between NWS
scheduling/personal modules
and MUNIS

HR-Time & Attendance

MUNIS

Evaluate cost/benefit of
exporting/importing data
between NWS
scheduling/personal modules
and MUNIS

HR-Staffing/Scheduling

NWS Fire RMS; Software
Solutions & Products (SSP)

Evaluate cost/benefit of
exporting/importing data
between NWS
scheduling/personal modules
and SSP

HR-Training

NWS Fire RMS

HR-Injury Reporting

NWS Fire RMS and manual

Performance Monitoring (call
processing times, dispatching
times, fire response times – i.e.,
turn out, travel, time on scene)

NWS Fire RMS

Budget/Finance – Tracking
expense, encumbrances

MUNIS

Budget/Finance – Purchasing
(placing orders, tracking orders)

MUNIS

Budget/Finance – Paying bills,
and tracking payments

MUNIS

TriData LLC
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APPENDIX E. FULL CONSOLIDATION OPTIONS—STAFFING BY POSITION
The tables in this appendix are more detailed lists of staff needed for the options
presented in Phase II, under Full Consolidation. This presentation is a more realistic view than
the simplified models used earlier to compare options. The text version of the staffing was
intended to highlight key changes from one option to another, without getting bogged down in
too many details. Here we present staffing needs with details on the number of positions needed
by rank.
The first three tables correspond to Options 1, 2, and 3. Option 4 adds four unstaffed
light-duty EMS response vehicles to Option 1, and would have the same staffing as Option. it
therefore does not have its own table.
The table for Option 5 shows staffing levels that reflect a consolidated model with full
transport. Tables 6, 7 and 8 correspond to Tables 1, 2 and 3 but with additional EMS staff for
dedicated ambulances and EMS Division staff.
The tables all include administrative personnel, operational personnel and prevention
personnel.
The salaries shown in the tables are composites of salaries in the departments circa early
2016. The numbers of staff needed under the different options are better for understanding the
comparisons, and the dollars give at least a feel for the difference in costs from one option to
another. The dollar costs would need fine tuning based on actual negotiated salaries for a
combined department.
Assumptions:
1. One Captain is assigned to each engine, ladder, and rescue unit. The 16 Captains
would be divided five each shift, with one shift having an extra Captain.
2. The position of Sergeant was eliminated. If desired, it could be added back by
reducing a like number of Lieutenants.
3.

There are one shift EMS Captain and two shift EMS Lieutenants in the options
for full fire service transport, and not in Options 1-3. These positions are EMS
Quality Assurance officers-- one EMS field supervisory officer per shift. The
Captain supervises the Lieutenants who are on the other two shifts. In the text,
they were called EMS shift supervisors, to distinguish them from the one staff
EMS Captain in charge of Quality Maintenance.

4. The change in firefighter/ paramedic positions is due partially to the elimination
of Sergeants and Driver/ Engine Operator positions. If a position of Driver/
Engineer or other similar title were used, the number of driver/ engineer positions
would reduce the number of Firefighter/ Paramedics by an equal number.
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The 16 Firefighter positions shown are those presently without ALS certification.
These positions would be eliminated through attrition as new personnel are hired.

6. The position of safety/ command adjunct is a new position. A department like the
one proposed for such a large and diverse area needs a safety officer. The same
person could serve as the command adjunct for the incident commander when
required. For the full transport options, this position is not added, with the
assumption that someone from one of the ambulances arriving with
firefighter/paramedics could fill the function.
7. Each engine, ladder, or rescue is assumed to be led by one captain on one shift,
and lieutenants on the others.
8. The BCs and safety officers are assigned one per shift, without extras for leave. It
is assumed move-ups in acting rank would fill in.
Table E-1: Suggested Staffing by Position and Option
Position

Staff Count

Estimated
Compensation

Projected
Compensation

OPTION 1
Executive & Administrative Staff
Fire Chief

1

$110,250

$110,250

Administrative Staff

4

$48,500

$194,000

Deputy/Assistant Chief

2

$100,000

$200,000

Fire Marshall

1

$101,500

$101,500

Shift Battalion Chief

9

$91,500

$823,500

Captains

16

$83,000

$1,328,000

Lieutenants

44

$78,500

$3,454,000

Safety/Command Adjunct

3

$77,500

$232,500

Firefighter/Paramedic

119

$71,250

$8,478,750

Firefighter

16

$68,500

$1,096,000

EMS Battalion Chief

1

$91,500

$91,500

Training Chief

1

$101,500

$101,500

Training Officer

3

$90,000

$270,000

EMS QM Captain

1

$85,000

$85,000

EMS Training Captain

1

$85,000

$85,000

EMS Instructor

1

$80,250

$80,250

Operational Staff

Non-Emergency EMS and Training
Staff

TriData LLC

208

June 2017 (revised)

Macomb County • Fire Consolidation Feasibility Study

Position

FINAL REPORT

Staff Count

Estimated
Compensation

Projected
Compensation

Fire Prevention:
Inspector I

5

$85,500

$427,500

Inspector II

5

$90,000

$450,000

Inspector III

1

$91,500

$91,500

Plans Reviewer

2

$70,000

$140,000

Total for Option

236

Assigned to Operations

$17,840,750

207

Current Total Positions (at time of
study)

207

$16,066,085

Variance (Total for Option- Current)

+29

$1,774,665

OPTION 2
Executive & Administrative
Fire Chief

1

$110,250

$110,250

Administrative Staff

4

$48,500

$194,000

Deputy/Assistant Chief

2

$100,000

$200,000

Fire Marshall

1

$101,500

$101,500

Shift Battalion Chief

9

$91,500

$823,500

Captains

16

$83,000

$1,328,000

Lieutenants

44

$78,500

$3,454,000

Emergency Ops Captain

0

Safety/Command Adjunct

3

$77,500

$232,500

Firefighter/Paramedic

108

$71,250

$7,695,000

Firefighter

16

$68,500

$1,096,000

EMS Battalion Chief

1

$91,500

$91,500

Training Chief

1

$101,500

$101,500

Training Officer

3

$90,000

$270,000

EMS QM Captain

1

$85,000

$85,000

EMS Training Captain

1

$85,000

$85,000

EMS Instructor

1

$80,250

$80,250

5

$85,500

$427,500

Operational

Non-Emergency EMS and Training
Staff

Fire Prevention
Inspector I
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Staff Count

Estimated
Compensation

Projected
Compensation

Inspector II

5

$90,000

$450,000

Inspector III

1

$91,500

$91,500

Plans Reviewer

2

$70,000

$140,000

Total

225

$17,057,000

Assigned to Operations

196

Study's Total - Actual

207

$16,066,085

Variance

+18

$990,915

OPTION 3
Executive & Administrative
Fire Chief

1

$110,250

$110,250

Administrative Staff

4

$48,500

$194,000

Deputy/Assistant Chief

2

$100,000

$200,000

Fire Marshall

1

$101,500

$101,500

Shift Battalion Chief

9

$91,500

$823,500

Captains

16

$83,000

$1,328,000

Lieutenants

44

$78,500

$3,454,000

EMS Emergency Ops. Captain

0

Safety/Command Adjunct

3

$77,500

$232,500

Firefighter/Paramedic

104

$71,250

$7,410,000

Firefighter

16

$68,500

$1,096,000

EMS Battalion Chief

1

$91,500

$91,500

Training Chief

1

$101,500

$101,500

Training Officer

3

$90,000

$270,000

EMS QM Captain

1

$85,000

$85,000

EMS Training Captain

1

$85,000

$85,000

EMS Instructor

1

$80,250

$80,250

Inspector I

5

$85,500

$427,500

Inspector II

5

$90,000

$450,000

Inspector III

1

$91,500

$91,500

Plans Reviewer

2

$70,000

$140,000

Operational

Non-Emergency

Fire Prevention
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Staff Count

Estimated
Compensation

Projected
Compensation

Total

221

$16.772,000

Assigned to Operations

192

Study's Total - Actual*

207

$16,066,085

Variance

+14

$705, S915

OPTION 5
Executive & Administrative
Fire Chief

1

$110,250

$110,250

Administrative Staff

4

$48,500

$194,000

Deputy/Assistant Chief

2

$100,000

$200,000

Fire Marshall

1

$101,500

$101,500

Shift Battalion Chief

6

$91,500

$549,000

Captains (including 1 EMS shift QA)

16

$83,000

$1,329,000

Lieutenants (including 2 EMS shift
QA)

44

$78,500

$3,454,000

Firefighter/Paramedics

167

$71,250

EMS Battalion Chief

1

$91,500

$91,500

Training Chief

1

$101,500

$101,500

Training Officer

3

$90,000

$270,000

EMS QM Captain

1

$85,000

$85,000

EMS Training Captain

1

$85,000

$85,000

EMS Instructor

1

$80,250

$80,250

Inspector I

5

$85,500

$427,500

Inspector II

5

$90,000

$450,000

Inspector III

1

$91,500

$91,500

Plans Reviewer

2

$70,000

$140,000

Operational

$11,898,750
Non-Emergency EMS and Training
Staff

Fire Prevention

Total

262

Assigned to Operations

233

Study's Total - Actual*

207
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Position
Variance

FINAL REPORT

Staff Count

Estimated
Compensation

+55

Projected
Compensation
$3,592,665

OPTION 6
Executive & Administrative
Fire Chief

1

$110,250

$110,250

Administrative Staff

4

$48,500

$194,000

Deputy/Assistant Chief

2

$100,000

$200,000

Fire Marshall

1

$101,500

$101,500

Shift Battalion Chief

9

$91,500

$823,500

Captains

16

$83,000

$1,328,000

Lieutenants

44

$78,500

$3,454,000

EMS Emergency Ops. Captain

3

$85,000

$255,000

Safety/Command Adjunct

3

$77,500

$232,500

Firefighter/Paramedic

119

$71,250

$8,478,750

Firefighter

16

$68,500

$1,096,000

Paramedics (Transport)

53

$71,500

$3,789,500

EMS Battalion Chief

1

$91,500

$91,500

Training Chief

1

$101,500

$101,500

Training Officer

3

$90,000

$270,000

EMS QM Captain

1

$85,000

$85,000

EMS Training Captain

1

$85,000

$85,000

EMS Instructor

1

$80,250

$80,250

Inspector I

5

$85,500

$427,500

Inspector II

5

$90,000

$450,000

Inspector III

1

$91,500

$91,500

Plans Reviewer

2

$70,000

$140,000

Operational

Non-Emergency EMS and Training

Fire Prevention

Total

292

Assigned to Operations

263

Study's Total - Actual*

207

$16,066,085

Totals' Variance

+85

$5,819,165
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Position

FINAL REPORT

Staff Count

Estimated
Compensation

Projected
Compensation

OPTION 7
Executive & Administrative
Fire Chief

1

$110,250

$110,250

Administrative Staff

4

$48,500

$194,000

Deputy/Assistant Chief

2

$100,000

$200,000

Fire Marshall

1

$101,500

$101,500

Shift Battalion Chief

9

$91,500

$823,500

Captains

16

$83,000

$1,328,000

Lieutenants

44

$78,500

$3,454,000

EMS Emergency Ops. Captain

3

$85,000

$255,000

Safety/Command Adjunct

3

$77,500

$232,500

Firefighter/Paramedic

108

$71,250

$7,695,000

Firefighter

16

$68,500

$1,096,000

Paramedics Transport

53

$71,500

$3,789,500

EMS Battalion Chief

1

$91,500

$91,500

Training Chief

1

$101,500

$101,500

Training Officer

3

$90,000

$270,000

EMS QM Captain

1

$85,000

$85,000

EMS Training Captain

1

$85,000

$85,000

EMS Instructor

1

$80,250

$80,250

Inspector I

5

$85,500

$427,500

Inspector II

5

$90,000

$450,000

Inspector III

1

$91,500

$91,500

Plans Reviewer

2

$70,000

$140,000

Operational

Non-Emergency

Fire Prevention

Total

281

$21,101,500

Assigned to Operations

252

Study's Total - Actual*

207

$16,066,085

Totals' Variance

+74

$5,035,415

OPTION 8
Executive & Administrative
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FINAL REPORT

Staff Count

Estimated
Compensation

Projected
Compensation

Fire Chief

1

$110,250

$110,250

Administrative Staff

4

$48,500

$194,000

Deputy/Assistant Chief

2

$100,000

$200,000

Fire Marshall

1

$101,500

$101,500

Shift Battalion Chief

9

$91,500

$823,500

Captains

16

$83,000

$1,328,000

Lieutenants

44

$78,500

$3,454,000

EMS Emergency Ops. Captain

3

$85,000

$255,000

Safety/Command Adjunct

3

$77,500

$232,500

Firefighter/Paramedic

104

$71,250

$7,410,000

Firefighter

16

$68,500

$1,096,000

Paramedics Transport

53

$71,500

$3,789,500

EMS Battalion Chief

1

$91,500

$91,500

Training Chief

1

$101,500

$101,500

Training Officer

3

$90,000

$270,000

EMS QM Captain

1

$85,000

$85,000

EMS Training Captain

1

$85,000

$85,000

EMS Instructor

1

$80,250

$80,250

Inspector I

5

$85,500

$427,500

Inspector II

5

$90,000

$450,000

Inspector III

1

$91,500

$91,500

Plans Reviewer

2

$70,000

$140,000

Operational

Non-Emergent

Fire Prevention

Total

277

Assigned to Operations

248

Study's Total - Actual*

207

$16,066,085

Totals' Variance

+70

$4,750,415
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APPENDIX F. ESTIMATED REVENUES FROM EMS TRANSPORTS
The net estimated EMS revenue that might be generated by a four -department EMS
emergency transport system is $5.2 Million, based on the estimated number and types of
transports from each department. The table below gives the detailed assumptions and arithmetic
used to arrive at this estimate. The number of calls are from 2015; the revenues would be greater
as the number of transports increase.
Usually emergency transport revenues do not totally cover all transport expenses. In the
private sector, the difference (and profit) comes from making non-emergency transports such as
transfers of patients between nursing homes, or to doctors’ offices. Still, even is not totally selfsupporting, having an emergency transport system greatly increases the effectiveness of the
overall emergency system—more firefighter/paramedics at a bargain incremental cost, with
much more resiliency for large scale emergences like terrorist attacks and multiple simultaneous
calls.
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Table F-1: Ambulance Revenue Forecast
Measure

Total

Formula and assumptions

Responses

21,769

Based on MI-NEMSIS and Accu-Med data expected transports.
21,769

Expected Transports

16,932

21,769 X.75 =16,932, assuming a rate of 25% refusal, treat and release,
or no patient calls.

Expected Transport Levels

Medicare- 8,466
Medicaid- 2,878
Commercial- 3,386
Self-Pay- 2,201

Based on: Medicare 50%, Medicaid 17%, Commercial 20%, Self-Pay
13%

Expected Transport Reimbursement
per transport

NA

Medicare
BLS Emergency – $360.18
ALS-1 Emergency - $427.71
ALS-2 Emergency - $619.06
Medicaid
BLS Emergency- $105.32
ALS Emergency- $191.88
Commercial (Based on Blue Cross)
BLS Emergency- $433.66
ALS 1 Emergency- $539.49
ALS 2 Emergency- $709.85
Self-Pay
BLS Emergency- $477
ALS-1 Emergency- $593
ALS 2 Emergency- $780

Expected Mileage Reimbursement
per transport

Medicare- $36.35
Medicaid- $16.35

We used the expected loaded miles rate X five miles per call.
Medicare- $7.27 X 5 = $36.35
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Total
Commercial- $61.60
Self-Pay- $67.50

Formula and assumptions
Medicaid- $3.27 X 5 = $16.35
Commercial - $12.32 X 5 = $61.60
Self-Pay- $13.50 X 5 = $67.50
We used the following rates for oxygen:
Commercial (Oxygen) $40.31
Self-Pay (Oxygen) $44.00
(oxygen is embedded in Medicare and Medicaid rates)

Expected Total Reimbursement per
transport

29

Medicare
BLS-$396.53
ALS-1- $464.06
ALS-2- $655.41

Addition of the previous components: Medicare
BLS Emergency- $360.18+ $36.35 = $396.53
ALS-1 Emergency- $427.71 +$36.35 = $464.06
ALS-2 Emergency- $619.06 +$36.35 = $655.41

Medicaid
BLS- $121.67
ALS- $208.23
Commercial
BLS- $515.42
ALS-1- $641.35
ALS-2- $811.76

Medicaid
BLS Emergency- $105.32 + $16.35 = $121.67
ALS Emergency- $191.88 + $16.35 = $208.23
Commercial
BLS Emergency- $433.66 + $61.60 + $20.16*29 = $515.42
ALS-1 Emergency- $539.44 + $61.60 + $40.31 = $641.35
ALS-2 Emergency- $709.85 + $61.60 + $40.31 = $811.76

Self-Pay
BLS- $566.50

Self-Pay
BLS Emergency- $477.00 + $67.50 + $22.00 = $566.50

Assumes that Oxygen is given to 50% of patients
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Total
ALS-1- $704.50
ALS- $891.50

Expected Total Reimbursement per
call (adjusted for no-pays)
Medicare
BLS- $939,855
ALS-1- $1,375,056
ALS-2- $388,592
Total = $2,703,503
Medicaid
BLS- $98,029
ALS- 251,729
Total= 348,758
Commercial
BLS- $491,510
ALS-1- $760,064
ALS-2- $192,631
Total= $1,444,201
Self-Pay30
BLS- $348,964
ALS-1- $542,958
ALS-2- $137,291
Total= $1,029,213

30

Formula and assumptions
ALS-1 Emergency- $593.00 + $67.50 + $44.00 = $704.50
ALS-2 Emergency- $780 + $67.50 +$44.00 = $891.50
Total expected reimbursement minus expected no collection. Basis is a
70% collection rate.
Medicare
BLS- 8,466 X.4 = 3,386 X $396.53 = $1,342,651 X.7 = $939,855
ALS-1- 8,466 X.5 = 4,233 X $464.06 = $1,944,366 X.7 = $1,375,056
ALS-2- 8,466 X.1 = 847 X $655.41 = $555,132 X.7 = $388,592
Medicaid
BLS- 2,878 X.4 = 1,151 X $ 121.67 = $140,042 X.7 = $98,029
ALS- 2,878 X.6 = 1,727 X $208.23 = $359,613 X.7 = $251,729
Commercial
BLS- 3386 X.4 = 1,354 X $518.58 = $702,157 X.7 = $491,510
ALS-1- 3386 X.5 = 1,693 X $641.35 = $1,085,806 X.7 = $760,064
ALS-2- 3386 X.1 = 339 X $811.76 = $275,187 X.7 = $192,631
Self-Pay
BLS- 2,201 X.4 = 880 X $566.50 = $498420 X.7 = $348,964
ALS-1- 2,201 X.5 = 1,101 X $704.50 = $775,655 X.7 = $542,958
ALS-2,201 X.1 = 220 X $891.50 = $196,130 X.7= $137,291

Use caution when interpreting this data. Self-Pay may incur larger no- pay rates.
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Total

Formula and assumptions

Grand Total= $5,525,675
Collection expenses

$331,541

$5,525,675 X.06 = $331,541
Approximately 6.0 % collection fee.

Total EMS Transport Fees

$5,201,934

Expected annual combined reimbursement
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APPENDIX G. PARTNERING STRATEGIES PRIORITIZATION
This Appendix summarizes the potential partnering strategies discussed in the body,
along with suggested priorities, time to start, and key implementation concepts where needed.
Time to start: “Short term” means feasible to complete within a year; “Medium term” in
1-2 years;. “Long term” is within 3 years.
Priorities: “Critical” means highly important for adequate emergency service going into
the future; “Highly desirable” or “desirable” refers to service improvement or cost efficiency.
To repeat what was said earlier, we strongly recommend consolidation of the four fire
departments. If that is too much of an initial step, then functional consolidation of selected
functions are highly desirable. We list the functional consolidations prioritization first;
everything about them also applies to full consolidation.
Note that when we say “no cost” that generally means no out- of- pocket cost. Virtually
all changes require costs in terms of staff time.
Recommendation

Time to start

Importance

Cost Factor

Place Names for Communications and
Dispatch –The County should have a formal
process to vet and report changes to address,
common place names, street segments, etc.

Short Term

Critical

No cost

Common COMTEC Dispatching – Continue the
process leading to COMTEC dispatching all four
departments. For commercial ambulance
services, the 911 Center and EMS ambulance
services should arrange a CAD to CAD transfer
of information immediately after the call is
entered by the 911-Center. Close the local
dispatch centers

Short Term

Critical

Approximately $25
per call plus
contractual
obligations/costs
between COMTEC

Use of Software Tools –Promote the use of
the Decision Support and the Data Analysis &
Mapping tools to all departments. Provide
training in them. The objective is a common
platform for data analysis and decision
support, and to help COMTEC evaluate its own
performance in meeting NFPA and other
standards.

Medium
Term

Highly
Desirable

Cost commensurate
with training hours

Fully integrate and utilize NWS – COMTEC and
NWS should work with fire departments that
are underutilizing NWS Fire RMS in order to 1)

Medium
Term

Critical–for
data quality

Cost depends on
training hours

FUNCTIONAL CONSOLIDATIONS
1. Communications
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Recommendation

Time to start

reduce manual steps in managing data, 2)
reduce inaccuracy and inconsistency between
data in the different systems, 3) provide better
data to first responders in the field and 4)
reduce the complexity of CAD/RMS system
environment to reduce technical problems.

Importance

Cost Factor

and
consistency

COMTEC service descriptions – Add service
descriptions and performance objectives to
agreements between COMTEC and customer
jurisdictions

Short Term

Critical—for
common
standards

No cost

Adding RoIP – The County should talk with
State about adding RoIP to the initiative to add
radio sites, so Macomb County police and fire
users with smartphones, tablets and desktops
can validate its usefulness. and Macomb can
reduce the number of dedicated base stations.

Medium
Term

Desirable

No cost

Using NetMOtion software – Use NetMotion
software for VPN access to COMTEC CAD from
computers, handhelds or smartphones.

Long Term

Desirable

Cost of software

Use RMS pre-plan – All four jurisdictions
should migrate to the NWS Fire RMS pre-plan
application, to make information uniform and
available to all responders (including police) in
the field. Do only after NWS Fire RMS is stable.

Medium
Term

Highly
Desirable

No Cost

QA for CAD/EMS – Establish a quality
assurance instance of CAD/RMS that can be
used for training and to validate proposed
changes before implementing them.

Medium
Term

Highly
desirable

Cost commensurate
with training hours

Prevent Cyber-attacks – Obtain Intrusion
Detection and Prevention (IDS/IPS) software to
prevent cyber-attacks.

Short Term

Critical

Cost of software

Integrate software – SHFD and NWS should
integrate the city’s Software Solutions &
Products package with the NWS
staffing/scheduling module, or replace SSP
with a city- wide time module that would
address the FD OT and Timecard issues.

Short term

Desirable

No cost for
integration; or buy
new module

Improve Priority Dispatch – COMTEC should
become the authentic data point for all EMS
data.

Medium
Term

Critical

No cost

2. Training
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Recommendation

Time to start

Importance

Long Term

Highly
desirable

Cost Sharing among
departments, based
on level and scope
of training received

Partner on making fleet purchases-- for
economies, and for homogenization of
operations and maintenance.

Long Term

Highly
Desirable

No cost

Merge fleet maintenance—Might be done at
the Sterling Heights facility.

Long Term

Desirable

Cost Sharing based
on services
provided.

Centralize prevention functions-inspections,
investigations, plan review, public education,
and community risk reduction, to achieve
higher expertise and economies of scale.

Medium
Term

Highly
Desirable

Cost of higher level
of training for
inspectors; possible
net increase in FTEs

Return revenues generated by fees and fines
to this office.

Medium
term

Highly
Desirable

Establish regional fire inspection office. Assign
current full-time inspectors to the office.
Determine the percentage of time that parttime inspectors spend on inspections, and hire
FTEs.

Long Term

Highly
Desirable

Probable addition of
2-3 full time
inspectors. Some
offset of costs by
increased fees and
fines. **

Inspector Training—Increase certification of
full-time inspectors to at least Inspector II.
Needed especially for high rise structures and
high-risk occupancies

Medium
Term

Critical

Modest- cost of
training

Centralize investigation – Consolidate fire
investigation activities into an in-house central
unit. They should gain effectiveness and
efficiency with a small, centralized full-time
cadre.

Long Term

Highly
Desirable

No cost

Centralize training resources-- for increased
efficiency and economies of scale. Also allows
better career opportunities in training, and
higher-level training of trainers. Can be based
in one of current training centers.

Cost Factor

3.Fleet Maintenance

4. Fire Prevention

5. Emergency Medical Services
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Recommendation

Time to start

Importance

Medium
term

Critical

Cost of added staff
positions.

HR-Develop an amalgamated CBA. This needs
to address uniform positions, salary, leave,
holidays, insurance, other benefits, pensions,
discipline and all the other issues. The new
Sterling Heights CBA might a good baseline.
This is by far the most critical factor and often
the most contentious and time consuming in
developing a consolidated fire department
Several key elements are listed below

Short Term

Critical

Cost commensurate
with combined,
renegotiated labor
contracts

HR-Revise promotion system-- Negotiate a
two-tiered system which incorporates merit,
training, certifications and seniority principles.

Long Term

Critical

Cost commensurate
with renegotiated
labor contract.

HR- Remove management from bargaining
unit. Battalion Chiefs and above should not be
in same bargaining unit as other ranks, to
encourage management focus on policy,
leadership, and progressive discipline, without
conflicting loyalties.

Long Term

Highly
Desirable

No Cost

HR: Costs of Employee Retirement
Legacy costs require careful planning and can
be a showstopper. Need to begin the
necessary planning by obtaining updated
estimates for each department. A separate
working subgroup will need to focus on this.

Medium
Term

Critical

Will be determined
by contractual
agreements,
renegotiated labor
contracts and
actuary calculations

COMTEC Management-- COMTEC should
consider holding separate meetings with fire
and law enforcement, to ensure that fire/EMS
needs get adequate attention.

Short Term

Critical

No cost

Create EMS Division responsible for centralized
EMS training and EMS quality control. Will be
needed to maintain and increase EMS skills
and for EMS quality maintenance.

Cost Factor

II. Full Consolidation
All of the above discussion of functional
consolidation applies here too.

The current model where the COMTEC
program manager acts as a link between the
county fire departments should continue and
be expanded in a consolidated system.
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Recommendation

Time to start

Importance

Medium
Term

Highly
Desirable

Allows increased
staffing of other fire
units without cost
increase.

Short Term

Critical

No extra cost

EMS--If decision is made to provide
department- wide ALS emergency transport,
the consolidated department should field
seven ALS transport units with dedicated
staffing, and one unit equipped but not staffed
that can quickly be placed in-service.

Long Term

Critical

Major cost increase- 8 new ambulances
and two- person
staffing for 7 (see
text.) significantly
offset by revenues
from transporting.

Capital Assets Inventory and Valuation. Assets
need to be recorded, and evaluated for
obsolescence, and resolution of ownership
under a joint department.

Medium
Term

Critical

Cost of performing
inventory and
valuation of
jurisdictional assets.

Time to
Start

Importance

Cost Factors

Short Term

Critical

No cost

Short Term

Critical

Close Mount Clemens Station –Redeploy its
resources. The Mount Clemens area would
continue to be adequately covered with fourminute response times.
EMS –Retain the current ambulance
contractors for the remainder of their
contracts. If necessary, negotiate one-year
contract extensions until decision is made on
providing system-wide EMS transport.

Implementation Strategies
Appoint Working Group – Establish a 40member planning and implementation Work
Group/Committee representing all
jurisdictional bargaining units, governmental
representatives, county representatives and
citizen representatives. This is overall group to
coordinate the transitions.
Establish Working Sub- Groups—staffed from
among the main group for each group of major
issue areas, such as those listed below. Might
include SMEs from outside the main working
group.

Cost Factor

$50,000 for an
experienced
facilitator to assist
the sub groups

Collective Bargaining Agreement subgroup(s.) There are many approaches to
developing an overall CBA. Choose whatever is
most comfortable. One approach is to select a
union workgroup to draft a prototype CBA that
an amalgamated Fire Fighting Union would
endorse. This work group could consist of the
two union members from each of the four
local bargaining units. Similarly, a
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Recommendation

Time to start

Importance

Short Term
and
thereafter

Critical

Cost Factor

Management working subgroup reflecting
membership from each jurisdiction should be
charged with forming a framework for a CBA
agreement. The two then need to meet to
negotiate an acceptable overall CBA.
Funding, Finance and Debit Resolution
subgroup –Satisfactory resolution of debt as
well as budgeting and financing are critical to
advance consolidation. Appropriate
representation from management,
government and their fiscal consultants should
be involved. A satisfactory formula for funding
needs be established. (It could be based on
incident rates, assessed value, and population
protected, one-third each.)
Operations and Training subgroup – Fire
operations reps from management and unions
as well as governance and community
representatives should collectively adopt an
operational configuration with training
standards on how the county department
should be organized and operated. This work
group should also articulate the service
improvements and economic efficiencies
associated with this consolidation.
Community Outreach subgroup--An
educational outreach, community engagement
and support strategy needs to be developed.
This work group should identify rallying points
for each local community to buy into the
consolidation. It should reduce resistance to
change by soliciting input on issues and
providing feedback on decisions during the
transition. It should conduct facilitated
meetings with citizens, local government
officials, and administrative personnel.
Firefighters outreach subgroup—It should
include fire department management, labor
representatives, and officers. It should hold
open discussions of issues and develop formal
communications cycles to get feedback and
keep members informed. It should try to
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Recommendation

Time to start

Importance

Cost Factor

Medium
Term

Critical

A. If a consolidation of four departments is not
undertaken, Mount Clemens and Harrison
should consider merging, or at least sharing
the cost for administration of the departments
and organizing them under one fire chief
(Harrison’s.) Mount Clemens Station 1 would
NOT be eliminated in this option. Harrison
Township could provide ALS first response into
Mount Clemens, MED-STAR for a negotiated
rate for each call.
OR

Long Term

Desirable
alternative if
no full
consolidatio
n

Cost commensurate
with combined,
renegotiated labor
contracts and with
negotiated
agreement between
jurisdictions

B. Clinton Township and Mount Clemens
should consider closing the Mount Clemens
station and reassigning its personnel to Clinton
Township Stations 1 and 5. Relocate Mount
Clemens ladder truck to Station 1 from which,
it could serve Clinton Township, Mount
Clemens, and Harrison Township.

Long Term

Desirable
alternative if
no full
consolidatio
n

Cost commensurate
with combined,
renegotiated labor
contracts and with
negotiated
agreement between
jurisdictions

combat negativism. The framework for this
process is already largely in place with the
various leadership committees formed for this
project. [This group might be combined with
the citizens outreach group.]
HR subgroup-- Standardize policies and
operating guidelines, prepare the new position
descriptions. Establish core competencies for
managers and supervisors that will enable
them to equitably handle an expanded
workforce. Establish overtime policy.
III. Merger Alternatives

*Costs are included in the current budget. If additional resources and staff time are needed to
implement the recommendation, costs can be allocated based on the departments and jurisdictionwide priority- based budgeting needs.
**Costs are anticipated to be covered by budgets as appropriated at that time. If additional resources
and staff time are needed to implement the recommendation, then costs would be allocated based
on the departments and jurisdiction-wide priority based budget needs and appropriations
*** This strategy refers to the way in which budgets are prepared, presented and discussed, and
secondly the organization of responsibilities and the dialogue of stakeholders within each public
institution.
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APPENDIX H. VEHICLE AND STATION ASSETS
This Appendix provides an inventory of apparatus and stations circa early 2016,
including purchase and replacement costs for apparatus. It also discusses fleet maintenance and
replacement.

Apparatus
Apparatus maintenance is an integral part of any fire department. Budget- wise it is a
large ticket item—it takes a big chunk of the capital budget to maintain a fleet. As fleets age, it is
sound planning to expect that repairs and costs will increase exponentially.
There are two proven ways to somewhat mitigate the long term and short-term costs
associated with repairs and replacements. The primary way is to have a sound, dedicated
Preventative Maintenance (PM) program that is on a regular cycle for every vehicle. The other
method is to have a realistic Capital Improvement Plan (CIP) replacement plan for new apparatus
when the old has outlived its usefulness. NFPA 1911, which has Guidelines for First-Line and
Reserve Fire Apparatus, has changed over the years to reflect the changes in industry standards.
It states:
“The length of that life [of apparatus] depends on many factors, including
vehicle maintenance, engine hours, quality of the preventive maintenance
program, quality of driver training program, whether the fire apparatus was
used within the design parameters …there are fire apparatus with 8 to 10
years of service that are simply worn out. There are also fire apparatus …that
have excellent maintenance, and that have responded to a minimum number
of incidents that are still in serviceable condition after 20 years. …the care
of fire apparatus while being used and the quality and timeliness of
maintenance are perhaps the most significant factors in determining how well
a fire apparatus ages.”31 [Italics added]
Besides wear and tear, a reason for obtaining new vehicles is that they incorporate better
safety features and fuel economy.
Recommended Replacement Schedule – Overall, the combined fleet of the four
jurisdictions is on the old side. The total average fleet age is 11 years, as shown in Table H-1
below. We recommend a phased in replacement schedule regardless of consolidation; the
number of vehicles is needed whether or not the departments consolidate, with the possible
exception of reducing one frontline engine. Initially the replacement schedule needs to be
aggressive and designed to bring the fleets back into a better position. A more relaxed schedule
can be put into place to maintain the fleets once they have been restored to a healthy condition.

NFPA 1911 – Standard for the Inspection, Maintenance, Testing, and Retirement of In-Service Automotive Fire
Apparatus; Appendix D.
31
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The suggested replacement schedule is based on the following assumptions, which are
targets for an ideal fleet. Each vehicle needs to be evaluated individually to determine when it
needs to be replaced:


Frontline engines should be no more than 7 years old



Frontline trucks should be no more than 7 years old



Frontline ambulances should be no more than 3 years old



Frontline squads should be no more than 7 years old



An effective PM program that will allow for 90% of each unit type to serve in a
reserve capacity for the same amount of time spent running as a frontline unit
(i.e., another 7 years for apparatus and three years for ambulances.).

Because we did not have mileage data on each unit in the combined fleets, it was difficult
to assess their actual condition, so much of this analysis is based on NFPA guidelines. Initially,
engine and truck companies should be replaced on an accelerated basis. Engines for frontline use
should be replaced on a 7-year cycle, and frontline ladders on a 7.3-year cycle. This will bolster
the condition of the frontline fleet and allow older frontline pieces of apparatus to trickle down
into reserve service more quickly, thus strengthening the overall condition of the reserve fleet.
HTFD Alpha-3 is 12 years old, and should be replaced now.
Due to their low call volumes, specialty vehicles have no need for a set replacement
schedule. They are generally highly specialized units that should be monitored closely to ensure
sufficient lead time to replace them as needed.
Once this replacement schedule has been implemented, it must be adhered to in good
financial years and bad. Going for a long period of time without bringing new vehicles into the
fleet and then making a massive purchase is one reason the current fleet is relatively old.
Skipping, or even scaling back for one year, especially if the four jurisdictions decide to
consolidate, creates a ripple effect that is felt for what would have been the life of that vehicle.
Facilities – Our assessment of the facilities of the four jurisdictions is based on personal
observations, and the data that we received from Sterling Heights on the value and age of their
facilities. The majority of the facilities are well kept and in good to fair condition. The one
exception was MCFD Station 1, which needs a new roof. The station also has large areas of
unused space in the form of empty offices and areas of disrepair.
Overall, the combined stations across the four jurisdictions can serve a consolidated
department well into the future.
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Table H-1. Composition of the 4 Jurisdictional Combined Fleets (2016)
Equipment
Type

Company Number
Sterling Heights
E-3

Engine

7

E-1

Engine

10

E-2

Engine

4

E-4

Engine

14

E-5

Engine

9

E-22

Engine

27

E-33

Engine

17

E-44

Engine

16

T-1

Ladder

12

T-55

Ladder

24

R-1

Rescue

13

R-10

Rescue

11

R-11

Rescue

9

B-1

Command
Vehicle
Reserve
Command
Vehicle
Utility
Vehicle
Utility
Vehicle
Utility
Vehicle

2

B-2

U-1
Unk
Unk
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Age in years

11

24
12
11
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Acquisition
Cost

Estimated
Replacement
Cost

4P1CEO1A68
A008154
4S7ATZC995
C048506
4P1CJ0A7CA
012671
1S9A1BLP81
4003063
4P1CEO1A27
A006772
1F9EU28J9LC
ST2007
4P1CT02S2W
A000806
4P1CT02SXX
A001512
1S9A3JLEX31
003051
1S9A3JFE3L1
003758
44KFT42822
WZ19777
3FRNW65F5
4V694351
4S7HT20976
C051824
1GNSK3ECXF
R525523
1GNEK13Z85
J193281

$419,096

$570,000

$353,800

$570,000

$520,299

$570,000

$286,346

$570,000

$389,040

$570,000

$153,519

$570,000

$272,837

$570,000

$294,950

$570,000

$774,633

$1,300,000

$452,453

$1,300,000

$306,351

$490,000

$46,978

$130,000

$316,380

$400,000

$33,131

$38,000

$38,128

$38,000

1FDKF38M0
MNA84079
2FAHP71W3
3X192732
4U01C18204
A021196

$37,351

$115,000

$20,246

$30,000

$9,438

$10,000

VIN
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Company Number
Unk
Unk
Unk

Unk

Unk

Unk

Unk

Unk

Unk

Unk

Unk

Unk

Training

Clinton Township
756
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Equipment
Type
Utility
Vehicle
Utility
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Fire
Prevention
Vehicle
Training
Vehicle
Average Age

Engine

Acquisition
Cost
$20,543

Estimated
Replacement
Cost
$30,000

$20,602

$30,000

$17,338

$30,000

18

1GNEC13R7V $26,380
J388513

$30,000

17

1J4FF2854XL
627278

$19,308

$30,000

10

2FAHP71W7
5X148445

$20,285

$30,000

10

1GNEK13Z85
J193281

$38,128

$45,000

10

1GMDV33L0
6D214364

$18,369

$30,000

10

2FAHP71W0
6X153150

$29,543

$30,000

9

1FMEU73E07 $21,625
UA82577

$30,000

9

1FTSW21588
EC06727

$22,440

$30,000

9

2FAHP71V39
X132465

$20,733

$30,000

8

1FTSW21588 $22,480
EC06727
Total
$5,022,750
Average Cost $162,024

$32,000

Not provided

$570,000

Age in years
VIN
8
2FAHP71W2
7X140725
6
2FAHP71V49
X140725
16
2B4GP2535Y
R733670

12

22
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Company Number
A88643
A88633
2276
3006
3019
3554
51821
443589
A60851
A23412
11976
692524
B34098
D28235
B83715
585
584
N/A
583
A98458
A98459
A65894
B34366
B74630
125513
125617

Equipment
Type
Engine
Engine
Engine
Engine
Engine
Ladder
Rescue
Rescue
Rescue
Rescue
Decon
Vehicle
Suburban*
Super Duty*
Crew Cab*
Explorer
Explorer
Explorer
Explorer
Explorer
Explorer
Explorer
Explorer
Explorer
Explorer
Trailer
Trailer
Average Age

Age in years
16
16
13
10
8
12
10
23
20
19
8

VIN
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided

Acquisition
Cost
$251,420
$256,420
$311,814
$280,000
$283,000
$350,000
$250,817
$112,697
$55,135
$55,135
$65,562

0
8
12
0
0
0
0
0
12
12
10
9
8
11
11
10

Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Not provided
Total
Average Cost

$59,796
$37,990
$31,432
$25,056
$27,783
$27,783
$27,783
$27,783
$22,185
$22,185
$21,283
$21,215
$21,080
$16,500
$16,500
$2,886,195
$106,896

$100,000
$50,000
$50,000
$40,000
$40,000
$40,000
$40,000
$40,000
$40,000
$40,000
$40,000
$40,000
$40,000
$20,000
$20,000
$6,380,000
$236,296

1GKFG15R5Y
1227729
5NHUHA622
5W042406
1S9A1HLD32
1003056
4XAHH68A39
2874878

$375,000

$450,000

$319,000

$450,000

$703,000

$1,300,000

$25,276

$40,000

Mount Clemens
E-1

Engine

13

E-2

Engine

7

T-1

Quint

4

U-1

Utility

9

TriData LLC

Estimated
Replacement
Cost
$570,000
$570,000
$570,000
$570,000
$570,000
$1,300,000
$350,000
$350,000
$100,000
$100,000
$120,000
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Company Number
U-2

Equipment
Type
Utility/OVR

R-1

Rescue

UT

Utility Trailer
Average Age

Acquisition
Cost
$10,476

Estimated
Replacement
Cost
$15,000

$23,000

$30,000

$10,000

$15,000

$1,456,752
$209,393

$2,300,000
$328,571

Not
provided
Not
provided
Not
provided
$175,000

$450,000

1GDE4V1295
F508359
1HTMRAAM
74H652865
Not provided

$125,330

$200,000

Not
provided
$25,000

$225,000

Not provided
Not provided
1HTSDPCLGN
H462523
Not provided

$25,000
$21,182
$90,000

$30,000
$30,000
$50,000

$25,000

$30,000

Total
Average
Cost

$486,512
$69,502

$2,495,000
$226,818

Age in years
VIN
6
1FTWW33YX
EC944175
15
44KFT42828
WZ1313
10
44KFT6481B
WZ22047
9
Total
Average Cost

Harrison Township
E-1

Engine

10

Not provided

E-2

Engine

8

T-1

Quint

16

Alpha-1

Life Support
Unit
Life Support
Unit
Life Support
Unit
Command
Vehicle
Utility Truck
Utility Truck
Rescue

2

4P1CA01F96
A006483
1S9A7LLD3X
2003030
Not provided

Command
Vehicle/BC
Average Age

9

Alpha-2
Alpha-3
C-1
U-1
U-2
R-1
B-1

TriData LLC

9
12
6
6
9
23

8.7
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Type of Vehicle
Engine
Truck
Quint
EMS Transport
Utility *
Decon
Trailer
Rescue
Command
Vehicles/Explorers
Fire Prevention
Total

Total-4 FDs
18
3
2
3
13
1
3
9
14
10
76

Average age
all
departments
(years)
13
16
10
8
9
8
11
16

Type

Engine
Truck
Quints
EMS Transport
Utility
Decon
Trailer
Rescue
Command
Vehicles/Explorer
Fire Prevention
Total Average
*Listed as Utility Vehicles
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Table H-2 Facility Assets
Station Number
Sterling Heights
Station 1
Station 1 (land)
Station 2
Station 3
Station 4
Station 5
Total

Age (Years)

Value
13
6
6
6
23

$2,681,563
$63,2000
$1,550,141
$1,539663
$1,668,406
$2,429,114
$10,500,887

Clinton Township
Station 1
Station 2
Station 3
Station 4
Station 5

NA
NA
NA
NA
NA

NA
NA
NA
NA
NA

Mount Clemens
Station 1

NA

NA

Harrison Township
Station 1
Station 2

NA
10

NA
$2,681,563

Mechanical Assets
Equipment Type
Sterling Heights
Diesel Generator
Emergency Backup
Generator
Generator ER-8
Emergency Backup
Generator
108’ Monopole Cell Tower
110” Cell Tower
Alarm System
SCBA Tester

TriData LLC

Age (Years)

Condition
Good
Good
Good
Good
Fair

Value

Condition

15

$10,830 Fair

6
5

$76,800 Good
$11,350 Good

6
19
19
14
10

$76,800
$341,500
$95,000
$30,976
$12,109
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Fair
Fair
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Scott AirPak 50 CBRN
Scott AirPak 75 EBSS
Tank Truck Rollover
Simulator
LP15 Monitor/Defib
T3MAX Thermal Imager
Eagle Thermal Imager
Eagle Thermal Imager
Proengin Detector
Ahura Detector
Hurst Power Unit
Scuba Gear
5 Station Alerting Systems
Zumro 400 Decon Tent
Field Radiation Survey
Monitor
Drager Gas Detector
LifePak Defib
3 LifePak 12 Defibs
3 LP15 Monitor/Defibs
Totals
Equipment Type
Clinton Township
7 INTEL I7-3520M
COMPUTERS AND DOCKSNON-GRANT
4 GETAC B300 INTEL I74600M COMPUTERS
Cutter package, eDraulic
Physio Control Lifepak 12
50 MSA Air Packs (Grant)
6 LifePak 12 EMS Monitors
3 Datalux Tracer Mobile
Data Computers
2 Xplore iX104 Mobile
Tablets
19 XTL2500 Mobile Radios
(Grant)
51 XTS2500 Hand-Held
Radios

TriData LLC

8
7

$18,366 Fair
$18,429 Fair

6
2
10
8
8
8
8
15
15
4
12

$7,257
$27,576
$11,647
$6,885
$6,885
$26,006
$37,330
$6,950
$24,143
$173,050
$21,595

Good
Excellent
Good
Good
Good
Good
Good
Fair
Fair
Good
Good

16
15
14
10
3

$10,000
$10,000
$23,122
$54,955
$82,728
$1,222,289

Fair
Fair
Fair
Good
Excellent

Age (Years)

Value

NA

$46,417

NA
NA
NA
NA
NA

$22,305
$11,000
$7,060
$293,930
$174,000

NA

$9,600

NA

$6,000

NA

$60,800

NA

$122,400
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3 XTS5000 Hand-Held Radios
(Grant)
AHURA First Defender
(Grant)
Mass Decon System (Grant)
On Loan to Shelby Twp Fire
Radio Interoperability
Switch + Accessories (Grant)
3 Air Heaters, Decon
Camfire M125 (Grant) On
Loan to STFD
3 Decon Shelter - On Loan to
STFD
Decon Shelter
Water Heater, Decon
Paratech Rescue System
Hydraulic Tools (All - Grant)
4 Level A Entry Suits
Hurst Hydraulic Rescue
Equipment - Various
6 Bullard ECLDX Thermal
Imaging Camera
LIFEPAK 12 EMS MONITOR
2 Chlorine and SO2 Monitors
(Grant)
5 MSA Airhawk II air packs
and facepieces (Grant)
FIRE DEPT. EQUIP.-VARIOUS
UNLISTED EQUIPMENT
MultiRAE Detector (NonGrant)
Lumex Mercury Vapor
Analyzer-County Hazmat (Grant)
Totals

NA

$9,600

NA

$37,330

NA

$129,500

NA

$9,300

NA

$14,970

NA
NA
NA

$33,000
$12,000
$10,000

NA
NA

$55,000
$12,400

NA

$30,000

NA
NA

$44,280
$8,765

NA

$12,200

NA

$21,855

NA

$75,000

NA

$3,937

NA

$40,000
$1,312,649

Assets
Mount Clemens
NA
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Harrison Township
NA
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APPENDIX I. PROFESSIONAL DEVELOPMENT
RESOURCES AND ACTIVITIES
The following programs are recommended for leadership development, officer
development, and for self-awareness and intercultural relations. .
First listed are two-week training programs held at the National Fire Academy. They can
be viewed at http://www.usfa.dhs.gov/nfa/resident/2week/index.shtm
Effective Leadership Skills for Fire and EMS Organizations is a two week on-campus
course at the National Fire Academy in the Management Science program. It is available to
civilian and fire service personnel. It is an excellent leadership and self-awareness program,s one
of the best in the country for emergency services personnel.
Executive Fire Officer Program (EFO) is a four-year program available to lieutenants
and up. It is highly recommended for career development to upper level management. This
program requires a minimum of a bachelor’s degree for admission.
Executive Development and Executive Leadership are courses in the Executive Fire
Officer program but also available to non-EFO students.
Managing Officer Program (MO) is a two-year program geared toward mid-level or
future mid-level fire and EMS officers. The program consists of four six-day courses taken over
two years, with a capstone project that is signed off by the agency head. Courses include:
Transitional Safety Leadership, Community Risk Reduction, Managing Data, and Modern
Training Approaches.
Since all National Fire Academy curriculums are in the public domain, the above classes
can be given locally by NFA instructors on a contractual basis.
Two-day National Fire Academy Programs are generally available through each state fire
academy. There are numerous instructors who can also teach this program on-site. See
http://www.usfa.dhs.gov/nfa/resdient/swp/index.shtm. The following are excellent two-day
leadership and management development courses:


Executive Skills Series: Leading Diverse Communities Beyond Conflict



Executive Skills Series: Managing and Learning Change



Executive Skills Series: Influencing and Shaping the Future



Managing in a Changing Environment

Landmark Education (www.landmarkeducation.com) is highly recommended for senior
officers (Battalion Chief and up). “The Landmark Forum” is a three -day program, and is the
initial foundational course that is a pre-requisite for all others. Also highly recommended is
attending their “Advanced”, “Self-Expression and Leadership Program” and “The Landmark
Communication Curriculum”.
TriData LLC
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Understanding Intercultural Conflict Styles is a two-day program that increases
participants’ ability to appropriately respond to cultural differences. In addition, participants
learn the five intercultural conflict skill sets identified by Dr. Mitch Hammer that are most
effective in bridging conflict style differences across cultural communities. In this program,
participants are given the Intercultural Conflict Style Inventory Assessment tool to understand
their own conflict style preferences.

Individual and /or Group Development Activities
The following books contribute to leadership development, intercultural development
and/or cultural competency:


“Outliers” by Malcom Gladwell



“Leadership on the Line” by Heifetz and Linsky



“Good to Great” by Jim Collins



“Preparing the Next Generation: A Guide for Current and Future Local
Government Managers”
http://bookstore.icma.org/Preparing_the_Next_Generation_P1050c141.cfm?UserI
D=949688&jsessionid-4e30168142106c733443

We also recommend:
inga practical component to recruit school, officer training and/or firefighting training
that includes each participant being responsible for interviewing a member of a community
group to which they do not belong (e.g. homeless, seniors, teens, African-American, Latino,
Native American, Asian American, etc.) and researching that group’s culture. They would then
be responsible for giving a 10-minute presentation in the next meeting or training session on
what they learned.
Conducting self-study exercises on a team or organizational level. For instance, everyone
can be assigned select reading or case studies to be reviewed as a team/organizational exercise
facilitated by the supervisor. The topics can focus on technical and interpersonal issues. Fire
journals provide an endless list of relevant, industry-related material. The self-study exercises
can be organized under the auspicious of the training division with creative assistance from a
couple of company officers willing to assume lead responsibility. We are always greatly
impressed by the testimonials some participants convey regarding the quality of leadership
provided by their officers or other supervisors. There are a number of benefits including cost
effective education, promoting better communication amongst team members, fostering
continuous learning, and assisting supervisors in developing their facilitation skills.
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APPENDIX J. APPLICABLE STATE STATUTES AND REGULATIONS
ACT 33 (Police And Fire Protection) 1951 – AN ACT to provide police and fire
protection for townships and for certain areas in townships, certain incorporated villages, and
certain cities; to authorize contracting for fire and police protection; to authorize the purchase of
fire and police equipment, and the maintenance and operation of the equipment; to provide for
defraying the cost of the equipment; to authorize the creation of special assessment districts and
the levying and collecting of special assessments; to authorize the issuance of special assessment
bonds in anticipation of the collection of special assessments and the advancement of the amount
necessary to pay such bonds, and to provide for reimbursement for such advances by
reassessment if necessary; to authorize the collection of fees for certain emergency services in
townships and other municipalities; to authorize the creation of administrative boards and to
prescribe their powers and duties; to provide for the appointment of traffic officers and to
prescribe their powers and duties; and to repeal acts and parts of acts.32
Act 57 (Emergency Services To Municipalities) 1988 – AN ACT to provide for the
incorporation by 2 or more municipalities of certain authorities for the purpose of providing
emergency services to municipalities; to provide for the powers and duties of authorities and of
certain state and local agencies and officers; to provide for certain condemnation proceedings; to
provide for fees; to provide for the levy of property taxes for certain purposes; and to prescribe
penalties and provide remedies.
Act 258 (Municipal Partnership) 2011 – AN ACT to provide for certain municipal joint
endeavors; to provide standards for those municipal joint endeavors; to provide powers and
duties of a municipal joint endeavor; to authorize the levy of a property tax by a municipal joint
endeavor; and to provide for the powers and duties of certain government officials.
MIOSHA Part 74 Firefighting – Filed with the Secretary of State on November 3,
1977, (as amended January 11, 1988) (as amended August 2, 1993) (as amended December 20,
1999) (as amended November 27, 2001) (as amended April 17, 2013) (as amended June 5, 2013:
Provides state required safety guidelines for all fir5fighters and communities providing fire
protection services.33
MIOSHA Part 432 Hazardous Waste Operations and Emergency Response –
Provides guidance and regulations regarding the response and operations to incidents involving
hazardous materials.34
i The estimate for revenue from EMS transport was derived as follows:
Assumptions--We estimate that two-thirds (67%) of calls will generate a patient transport
32

http://www.legislature.mi.gov/%28S%28nu2yugrntdvimonm2gzj4wuw%29%29/documents/mcl/pdf/mcl-act-33of-1951.pdf
33
http://www.michigan.gov/documents/lara/lara_miosha_gi_part_74_426599_7.pdf
34
http://www.michigan.gov/documents/CIS_WSH_part432_37816_7.pdf
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.
Transport calls will all be billed, with a 70% collection rate.
Calls with transport are distributed across three level of Medicare coverage, as follows:
BLS level at 40%, ALS-1 at 50%, and ALS-2 at 10%.
Medicare rates used because this is the largest payer and we could not get other rates.
Our estimates tend to be conservative.

Calculations-Number of EMS calls x .67= Calls generating patient transport
. Number of calls generating BLS patient transport (Total transports x .4) x Medicare BLS Rate x 0.7
Number of calls generating ALS-1 patient transport (Total transports x .5) x Medicare ALS-1 Rate x 0.7
Number of calls generating ALS-2 patient transport (Total transports x .1) x Medicare ALS-2 Rate x 0.7

.
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