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Executive Summary

The purpose of this study was to examine the feasibility of greater service collaboration between the
municipalities of Hunting Valley, Moreland Hills, Orange Villagd Pepper Pike. The optigmesented
introduce alternativegor future decisionsandare intended toguide municipal leadership in the delivery of
services, including those provided by thefety service departmen{glispatch, policeandfire) as wdl as
service departments.

Based on the financial and operationita that were obtainedthere appears to be significant benefits to
consolidatingoolice and dispatch services, both in terms of service levels and cost reductions. The results for
the fire and EMS services are less definithilevthere are benefitso an expanded collaboratiom terms of a
reduction in response time and emergency meddigpatch additional cost savings woudshly be obtained

by outsourdngfire protectionto the Chagrin Falls Suburb&folunteerFireY' | y Q& | daaddZoOA I G A 2y
O2y @SNI Ay 3 t-Briedndsidliondeds $NE | RHzfi 2 h NHiyianddek Thé €rkicd SQa LI
departments, currently providing garbage, streets anier maintenanceservices, would clearlybenefit from

a consolidabn in terms of labor cost$iowever, due to the differences in garbage services provided, with
Pepper Pikand Hunting Valleusing a backyard pickup and the remaining municipalities using curbside
pickupor a private cokction servicethere would be an opportunity tanove all fourmunicipalitiesto a

backyard pickupand that decisionwould increase costsnly marginally.

This reportdescribeghe methodology and optionsonsidered for the four municipalities to offeispatch,
police, fire, and garbage service®re efficiently For each serviceurrent operationsare described,
alternatives offeredand costgyivenwith each opton. In the case of fire and garbage service, there are
multiple optionsoffered,dueto the variationsn the extent of collaboratiorpossible, and type of service
provided

The possibler@nual savings based upon each proposed option for safety serdispatch, police, fire and the
service department are as follows:

Tablel ProjectedAnnual Savings

Current Operations Option One Option Two | Option Three | Option Four
Dispatch $35K$473K $132K - -
Police $704K $1,23K - -

Fire $236K* $36K $136K $1,289K
Service Department $531K ($100K) $167K -

* Cost shift, not an actual saving
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Methodology
Both primary and secondary dateeve gathered in order tareatethe financial and operational frameworks
needed to assess the feasibility of collaborative municipal services.

Primary datavasgathered throughmultiple qualitative methods and interviewsf key personnel. The focus
of these inquiries was an understangd ofthe operational constraints, municipal issues, and unique
characteristics of the service delivery afeaeach of the four municipalities, as well as the determinatbn
the service delivery expectatiorts their residents Interviews were condied with all municipakervices
directors,fire and police chiefs, as well as otrsipportpersonnel.

The gcondary datacollectedincluded three years of financial and operational data. Service delinezirics

and expectations were determined through the evaluation of existing reporting sources including annual fire
reports, police incident reports, service reports and internal records. A summary of the secondary data
collectedwas presented tahe stakeholderdo verifytheir accuracy prior to buildingptions. Other

secondary data research efforts involved examining contgamaunicipalitiesand similar collaboration and
merger efforts, few of which had yielded positive results

In developing theoptions, the research team focused primarily on labor costs aadable costs in the
operational models, not on facilitieg-or all financiatonsiderations2008 actual operating costs were used.
Projections on equipment needed and facilities are dependent onianed decisions to collaborate and
would vary substantially depending on action taken.

The accuracy of the modadkshighly dependent on the accuracy of call and operational data collected.

Municipal Services Collaboration Study
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Brief Municipality Overview

A summary otachY dzy’ A O A dulireht/oeatidrgs providedin this section.

Pepper Pike

2,296households

Approximately 6,000 residents
7.1square miles

20-member police department

11- member dispatch department
12-member fire department- part-timers
21-memberservice department

Orange Village

1,236households

Approximately 3,300 residents
3.8 square miles

14-member police department
41-member fire department
Ninemember service department

Hunting Valley

317 households

Approximately 750 residents

8.0square miles

11-member police department part timers

Chagrin FallSuburban VolunteerifeY | y Msgociation
Fourmember service department part timers

Moreland Hills

1,341households

Approximately 3,200 residés

7.3 square miles

14-member policedepartment+ 4 parttime officers
Chagrin FallSuburban VolunteerifeY | y As&ociation
13-member service department

! Data pertaining to number of households is based on 2000 data obtained from U.S Census Bureau.

3/15/2010
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1. Safety Services

Safety services are provided in the municipalities by four distinct police departments, three separate fire departments
and two dispatch centers. Since these services are often working together, and depend on the correct handling of a
request for emergency services, the report first explores the feasibility of a joint dispatch center, serving the neleds of a
four communities. A joint dispatch center would be necessary for several of the options presented for police and fire
and EMS services to be implementable.

1.1 Dispatch

The purpose of thdispatchstudy portion of this fourmunicipality collaboration study was to look avaysthe four
departments can collaborate further in their efforts to ensure public safety

1.1.1 Current Situation

Currently, Pepper Pike has its own Police, Fire, and EMS dispatch,senditke municipalities of Hunting Valley,
Moreland Hills and fange Village use the Chagrin Falls Dispatch CerttePepper Pik008 budgetdr dispatch
personnel salariewas $363,385Including benefits, the total cost was $553,000e Total cost of dispatch for the other
three municipalitiesvas $236,365.

Thedispatch center in Pepper Pike handibt|487calls in 2008, and the Chagrin Falls Dispatch Center handled a total of
6,501for Hunting Valley§,769for Moreland Hills and@,545for Orange VillageThe combined total for those three
municipalitiess 20815 callsAltogether, the Chagrin Falls Dispatch Center hand&@80 calls for the eight

municipalities it serves (Bentleyville, Chagrin Falls, Chagrin Falls Township, Hunting Valley, Moreland Hills, Orange
Village, South Russell, and Woodmere).

In order to be able to implement some of the options proposed for further police and fire and EMS integaagiogle
DispatchCenter would need to exigor operationalefficiency this Dispatch Center can be created by using the current
facilities in exience in Chagrin Falls or in Pepper Pike. In either case, however, such anal@stogistical and

financial sensen its own, even if no other further collaboration is elected

1.1.2Integrated Dispatchin Chagrin Falls

The number of calls handled by the Pepper Pike Dispatch Center is relatively modest compared to its $iresaiitle
number of consoles anapproximately the same number of employees, the Chagrin Falls Center handles roughly three
times as many callsyRlesign, dispatch centers are more efficient when they are larger; according to the National
Emergency Number Association (NENA), a medizen Public Service Answering Point (PSAP), such as the one operated
by the Chagrin FallBispatch Centercan handt the call volume of a population between 20,000 and 100,000 people,
Sttt GAGKAY o6KIG AdG ¢g2dfd R KIFI@S (G2 KIyRfS gméaK GKS | RI
communications technology currently employed in the Pepper Pike Policeir@n8t&tionsalreadyworks seamlessly

with the equipment used by Chagrin Falls Dispattoére areno apparent technological hurdles fmtegration

Municipal Services Collaboration Study -
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The savings from thimtegrationrangefrom $355,382t0 $472,664annuallybased orincreased ocurrentstaffing levels

at the Chagrin Falls Dispatdrhe savings were calculated based on the current cost per call that Chagrin Falls charges a
of the municipalities it serve$n 2008, Chagrin Dispatch handled 35,229 billable calls for service and cha®ge88%5

for those calls. The 2008 cost per cathisrefore about $16.82. Certain calls such as shifticel] or on/off duty

notifications, are not billed for as part of these dispatch contraBiscet SLILISNI t A1 SQa& wnny -l f €
and related norbillable calls, is approximately 11,748e estimated cost to contract with Chagrin Falls for dispatch
servicesvould be$197,618 This would represent a savings of approximateBs$,382annually for the city of Pepper

Pike.

Table2 sunmarizes the potential savings fBepper Pikgif it wereto use thedispatchservices offered by the Chagrin
Falls Dispatch Centat the current dispatch rates charged by the Center

Table2 Pepper Pike Potential Savinggth Chagrin Falls Dispatch Center

Pepper Pike Potential Savings
Call Volume Cost Per Call Total Cost
Before 11,749 $ 47.07 $ 553,00000
After 11,749 $ 16.82 $ 197,618.18
Savings $ 30.25 $ 355,381.82

However, he overall cosper-call estimatesouldchangeand be even more favorabld,there are no changeaseeded

in the staffing levelsf the Chagrin Falls Dispatch Ceniére averagecost per call would decreasandthe savinggor
Pepper Pike would be yet greatén additionthe other three municipalities would als®e a decrease in their dispatch
costs

Assuming no change to the staffing levels in the Chagrin Falls Dispatch Center, an estimate of the savings for all four
municipalities can benade the Chagrin Falls Dispatch Center currently operates on a budget of $592,387, and handles
35,229 calls, formaveragecost perbillablecall of $16.82. If no staffing changes were made, total costs would remain
the same but wauld now be spread ovet6,978 calls, and thaveragecost per call would decrease to $12.61.

Table 3shows what the savings could be if the Chagrin Falls could handle the increase in call volume without changing
its staffing. Pepper Pike would decreasedosts from $53,000to $148,155, a saving ofi$4,845 Hunting Valley would
decrease its costs by $19,351, Moreland Hills by $22,809, and Orange Village by $25,659, for a cumulative saving of
$472,664 In addition, the municipalities of Bentleyville, @ha Falls, Chagrin Falls Township, South Russell and
Woodmere would experience commensurate savings of their own.
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Table3 Potential Savings with Chagrin Falls Dispatch Center at the Same Staffing Levels

3/15/2010

Chagrin Fall®ispatch CenteBGavinggsame Staffing Level)
Call Volume| Cost Per Cal Total Cost Savings
_ Before $47.07 $553,00000
Pepper Pike 11,749
After $12.61 $148,154.90f $404,845.10
Before $16.82 $ 77,307.00
Hunting Valley e
After $12.61 $57,955.60 $19,351.40
Before $16.82 $91,168.00
Moreland Hills izl
After $12.61 $68,358.80 $22,80920
Before $16.82 $102,542.00
Orange Village e0eT
After $12.61 $76,883.20 $25,658.80
Total $472,664.50

If additionalstaffingin the Chagrin Falls Dispatch Centere neededto handle theincreasedcall volume, the savings
would be lower for Pepper Pike, and there could be none for the other three municipalities; however, based upon
staffing data from the National Emergency NunlAssociation, it is likely that the staffing level would remain the same.

Municipal Services Collaboration Study
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1.13Integrated Dispatch in Pepper Pike

Another alternative for the creation of a single dispatch service for the four municipalities wouldhioege itin the
current PepperPke facility. The size of the Pepper Pikmmmunication€enter allows it to handle the call e of all
four municipalities angwith modest staffing increases (it currently employsfsil-time dispatchersfour parttime
dispatchersand a chief disatcher),the center would be able to accommodate the increasealvolume without

further specific analysis of the dispatch center data, it is estimated that the call volume could be handled byvealding
full-time dispatchers to the current PeppekBiCommunications Center staff.

The Pepper Pike Communications Center currently haridig&9calls (ot counting shift calls) for Pepper Pike. A
consolidated dispatch center woultindle araddtional 4,596calls from Hunting Valle,421callsfrom Moreland Hills
and6,097callsfrom Orange Village, for a total 87,863calls(not counting shift calls)urrent expensegor the Pepper
Pike Communications Centare at $5653,00Q but additional staffing costa/ould increase these costs t6$1,823. The
average cost per call would therefore b24583

If the Pepper Pike Communications Cemtere tobill the other three municipalities for the use of the Center at the
rate of £4.83per call, each of thether threemunicipalities would seeraincrease in the costs of its dispatch services:
for Pepper Pike, dispatch costs would decresgestantiallyfrom $653,000to $291,728 or a saving of 61,272
However, the costs for the other three municipalities woinldrease substantialifor Hunting Vdky, the costs would
increaseby $36,812 for Moreland Hills by 43,435 and for Orange Village I$48,846

Finally, it should be noted that shifting dispatch services for Hunting Valley, Moreland Hills, and Orange Village from th
Chagrin Falls Dispat€&enter to the Pepper Pike Communications Center will have a matereagbtive effect on the

dispatch costs for the municipalities of Bentleyville, Chagrin Falls, Chagrin Falls Township, South Russell and Woodme
A regional solution would favor a didph center in a single location for all nine municipalities.

Municipal Services Collaboration Study
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Table4 Potential Savings with Pepper Pike Communications Center
Pepper PikeCommunications Centebavings
Call Volume | Cost Per Cal Total Cost Savings
_ Before $47.07 $553,00000
Pepper Pike 11,749
After $24.83 $291,727.67) $261,272.33
) Before $16.82 $ 77,307.00
Hunting Valley 4,596
After $24.83 $114,118.68 ($36,811.68)
Before $16.82 $91,168.00
Moreland Hills 5,421
After $24.83 $134,603.43 ($43,435.43)
_ Before $16.82 $102,542.00
Orange Village 6,097
After $24.83 $151,388.51] ($48,846.50)
Total 27,863 $132,178.71
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1.2Police

The purpose of the Police study portion of this foumunicipality collaboration study was to look ate waythe four
departments can collaborate further in their efforts to ensure public safety. From our discussions with all four Police
Chiefs and our data analysis, we have prepatea options for maintaining or improving police service while
maintaining or raducing operating expenses. We focused on variable costs, as they represent the overwhelming
majority of the operating costs of the departments.

1.2.1 Current Situation

Cumulatively, the total costs of the four departments add up to $6.3 million, withffi&ers (patrolmen, sergeants and
lieutenants) eight part-time officers, and four chiefs. The costs per household are $1,204 per year, with a range of $796
(Moreland Hills) to $3,886 (Hunting Valley). The number of officers averages 5.13 per 1,00@tsesid¢io

substantially higher than the national guidelines, which range from 1.5 to 2.2 officers per 1,000 residents, depending or
the size of the city, and the rig&ctors they represent. However, there are substantial variations among the four
munidpalities with Pepper Pikat 3.33officers per 1,000, and Hunting Valley at 21.33 officers per 1,000 residents.
However, the Hunting Valley figures aignificantlydistorted by the small size of théllageQ gopulation, and the

minimum staffing levelsecessary for ensuring an adequate police force.

It is very important to note that the four police departmersrrently provide a level of service that is unparalleled, with
much of the police effort geared toward making sure that the residents feel safe in their commumnitalition, he

ratios of police officers to the populaticare very high compared to the surroundimgunicipalitiesbecause the police

officers provide services that go much beyond the traditionatémfiorcement roles of othemunicipalitiespolice
departments.Not only are thewisible throughout their communitiegut the police officersalsoprovide all manners of

KSt L) 62 NBaARSyila ¢oKSYy ySSRSRZI YR 2FFSNI ¢gKI G O2dA R ¢
the many distinguishing characteristics of the four communities, and the opsioggested are designed to maintain it.

1.2.20ption One: Full CollaboratiagTen Cars

Thefirst option isthe full collaboration of the four departments and theirerge intoa singleunit. The cost savings
would be at least $600,000, and service levels @etually improve over those reached under current operations.

Operationally, coverage would be separated into four zones, one in each of thmémicipalities There would be two
patrolmen assigned to each zone. In addition, there would be a sergeaha lieutenant in city cars, whose

responsibilities would be to assist and supervise the patrolmen on duty. They would not have an assigned territory, but
would patrol the entire area. Should an incident develop in any of therfauricipalities it would be relatively quick for
either or both of the city cars to reach the incident and assist. Should further assistance be needed, other officers from
the other zones could be called, providing multiple officers in a serious situation (a major accideattoghtvay),

while maintaining adequate coverage in the remaining zones.

In order to provide enough manpower to staff a single patrolman position around the clock, whetbéaghior on 12
hour shifts, it is necessary to have 4.5 officers on the forberefore,in order to staff the eight zone cars, a total of 36

Municipal Services Collaboration Study
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patrolmen would be needed. These numbers are identical to the current operational deployment; there are presently 3¢
patrolmen on the payrolls of the foununicipalities In order to staffthex 1 & O NA Q LJXideheligkadty and |
five lieutenants would be needed. That compares with the current total of 14 sergeantheelieutenants; some of

GKS aSNEBSIyGa O2dzZ R 06S LINRPY2GSR (2 (&K coNll bheyeduet thiougls dzi
attrition.

No recommendation is made on the useetghtversus 1zhour shifts; these choices should be made by the Police Chief
who eventually leaslthis cooperative department. From a staffing standpoint, there are nemffcesn the choice of
shift schedulegiven our recommendation of keeping the number of patrolmen constant o2dr lzourperiod.

Table5 shows the current staffing levels for the fomunicipalities and the proposed staffing levels for option one

Table5 Current and Proposed Staffing Levels by Time of Day

Staffing levels by time of day (current and proposed)
Time of Day H\;J;:;[(iar;g Molzcialllznd 3;?:5: Pgﬁier Total Proposed
00:00¢ 02:00 2 2 3 2 9 10
02:00¢ 06:30 2 2 3 2 9 10
06:30¢ 07:00 2 3 3 2 10 10
07:00¢ 11:00 2 3 3 3 11 10
11:00¢ 16:00 4 3 3 3 13 10
16:00¢ 16:30 6 3 3 3 15 10
16:30¢ 23:00 2 3 3 3 11 10
22:30¢ 23:00 2 2 3 3 10 10
23:00¢ 00:00 2 2 3 2 9 10

In addition to the patrolmenmproviding zonecoverage and to the sergeants and lieutenants providing city coverage,

there would bethree detectives on the force, supervised by a lieutenant detective. All three of these officers would have
responsibilities that center on investigatéiwork, but theycould also providstreet patrolassistance when needed.
Currentlyinvestigative work is handled by patrolmen whenever needed with the exception of Hunting Valley, where it is
handled with one partime investigator.By having designated officers assidrie these duties, it allowthe Police

Chief to keegghe remainder of the force on street patrols.

The ratio of police officers to the population would decrease from 5.13 per thousand residents to 3.62 per thousand,;
although thisis adecrease of thirty percent, the new ratio is essentially identical tociimeentratiosin the three larger
municipalties, and the decrease reflects the adjustment of the very large nattunting Valley. The level of street

patrol services would be antained, with no decrease in the visibility of police officers; each zone would have two cars,

Municipal Services Collaboration Study
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and the two city cars would patrol that zone as well, although slightly less frequently. On average, there would still be
2.5 cars in each zone at any givandi

LYy 2NRSNJ 42 AYLINRO®S GKS fS@St 2F aO02y Oixls puBshlaratIairrtO S A
of the four communities be given the opportunity to equip their homes with ¥ y 2 E that \#olld contain their

house keysThiswould allow a police officeor firefighterto provide immediate assistance to a resident if necessary

With the same goal of increasing services, we also suggest that all police officers be trained as emergency medical
technicians or even paramemdi, and have their automobiles be equipped with some-firdtmaterias (defibrillators, for
example), as some already are.

From a financial standpointhis collaborationvould represent significant savings, which would come primarily from
reducing the mmber of chiefs fronfour to one, and the number of sergeants from 14ftee; both of these reductions
couldbe achieved through natural attrition for the chiefs and promotions and natural attritions for the sergéidrgs.
merger of the four police depamientswould generate additional salary expenses because of the increase in the number
of lieutenants, but tiese costsvould be relatively minimal.

Table6 shows the current salary information for the foonunicipalitiesunder current operations.

Table6 Base Salary Expenses

BaseSalary Expenses (excludes benefits)
Hunting Valley Moreland Hills Orange Village Pepper Pike Total
Chiefs 1 $113,856| 1 $78,049| 1 $86,273| 1 $95,920| $374,098
Lieutenants 1 $70,459 1 $78,620| 1 $83,560| $232,639
Sergeants 2 $71,832| 3 $68,242| 4 $71,472| 5 $73,140| $999,978
Patrolmen 8 $61,968| 9 $59,874| 8 $64,976| 13 $67,305| $2,429,383
Detectives | 0 0 0 0 $0
TOTAL 11 $753,264| 14 $892,100, 14 $970,589| 20 | $1,420,145| $4,036,098

Note: all salarieexclude additional compensation for fitness, training, attendance, education, etc.

Table7 shows a comparison between salary expenditures under current operations and salary expenditures under
mergedoperations. Under that optionthe salaries for thetdef, lieutenants, sergeants, and patrolmen are

Gadl yRFNRAT SRS (2 K BunkipaitigsBrahése sahks, bnhéx tBeiasstription e it vioalciasJ
necessary to harmonize compensations for the same rank across atldpartments Fram a cost perspective, this is a
Goe2NRG OF aS¢ lFaadzvLliaAzys (K2dAK
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Table7 Salary Cost Comparison

Salary Cost Comparison between Current and Proposed Operati
Current Operations Proposed Operations Savings
Chiefs 4 $374,098 1 $113,856 $260,242
Lieutenants 3 $232,639 6 $501,360 ($268,721)
Sergeants 14 $999,978 5 $365,700 $634,278
Patrolmen 38 $2,429,383 36 $2,339,136 $90,247
Detectives 0 3 $194,928 ($194,928)
TOTAL 59 $4,036,098 51 $3514,980 $521,118

All other labotrelatedexpenses (health benefits, retirement, uniforms) would be reduced as well. Since they represent
approximately 35 percent of the actual salary expenses, an additid8a,$91in savings could be expecteftr a total
saving of $703,5Q9

Some of thdorecasted savings would be partially negated, at least in the first year, by additional expenses in radio
A0FYRIENRATFGA2Y ST dzyAF2NXYAE&AT LI GNRE OFNI A&A3IylF3aS F2N (K¢
departments grow more integrated, th&avings would be realized.

The remainder of thenergedRS LI NI YSy (14 Q SELISyasSa é62dzZ R 65 SaasSydaal t
open andremain as currentlytaffed, to provide residents with the police presence they have grown to expattol

cars would be kept at those stations. However, as they are replaced, their make and modelatbolikely be

standardized.
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1.2.3 Option Two: Full CollaboratiogNine Cars

The full collaboration of the four departments could also be achieved in a different manner, at yet a lower cost. Under
option two operations, there would also be four zones, each of which being staffed with two patrolmen, but there

would be only one citgar, staffed by a sergeant on some shifts, and by a lieutenant on other shifts. The minimum
staffing level for the combined area of the famunicipalitieswould therefore benine officers, as shown ifiable8.

However, because of the number of lieutenaatsd sergeants that would need to be on the payroll in order for this

model to work correctly, the staffing level would betan officers about 15 percent of the time. In additiomae the

number of detectives (three) and lieutenant detective (pmeuld be no different than iption ong the number of
2FFTAOSNR GKIFG O2dz R SO Sy énuzigendy dvouldl Swagsde/ teanid Kdbild Beilhipd®rS G ¢ R dzl

Table8 Current and Proposed Staffing Levels by Time of Day

Staffing levels by time of dagcurrent and proposed)
Time of Day Current Proposed
00:00¢ 02:00 9 9
02:00¢ 06:30 9 9
06:30¢ 07:00 10 9
07:00¢ 11:00 11 9
11:00¢ 16:00 13 9
16:00¢ 16:30 15 9
16:30¢ 23:00 11 9
22:30¢ 23:00 10 9
23:00¢ 00:00 9 9

Although a reduction tmine officers on duty represent a decrease in the visible presence of the police department in
the community, this number of officers is sufficient to ensure the safety and security of the residents. In order to ensure
this level of staffing, the total nuber of officers who would need to be on the payroll woulddde as shown iifable9:

Table9 Number of Officers on Payroll

Lieutenants 2
Sergeants 3
Patrolmen 36
TOTAL 41

The ratio of police officers to the population would be 3.09 per thousand, only slightly lower than it currently is in
Pepper Pike, and still much higher than the national standard of 1.5 to 2.2 officers per thousand inhabitants.
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Where the likely impactfathis gotion is most likely to be felt is in the additional services that the police departments
currently provide. The officers will be busier, but only slightly eedainly still not as busy dkeir counterparts in other
departments

Financiallya nne-officer optionwould represent savings of almos2#3,078in salary expenses alone over current
operations and of $96,9600verthe ten-officer salary expenses, as shownTiable10. Adding benefits and other
variable costs linked to labor levels, thavings would be1$239,405%ver current operations andsB85,896over the
costs of theten-officer alternative.

Table10 Salary Cost Comparison

Salary Cost Comparison between Current and Option Two Operat
Current Operations | Option Two Operations Savings
Chiefs 4 $374,098 1 $113,856 $260,242
Lieutenants 3 $232,639 3 $250,680 ($18,041)
Sergeants 14 $999,978 3 $219,420 $780,558
Patrolmen 38 $2,429,383 36 $2,339,136 $90,247
Detectives 0 3 $194,928 ($194,928)
TOTAL 59 $4,036,098 46 $3,118,020 $918,078
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1.3Fireand EMS

The purpose of thdire portion of this four-municipality collaboration study was to look at how EMS afite response
is provided by the three Fire Departments of Pepper Pike, Orange Villagd Chagrin Falls on behalf of Moreland
Hills and Hunting Valley. From our multiple discussions with all Fire Chiefs and owdatallanalysis, we have
prepared four options for the Mayors to consider as they review options for maintaining or improviggponse times
while maintaining or reducing operating expenses. Consistent with our work in Police and Service, we focused on
variable costs. We present these four options below.

Note on methodologyData was obtained from each of the three fire depagtits detailing the breakdown of each call
responded to in 2008, including address, response time, and type of call. We chose to focus on the driving distance
metric rather than response time for two reasons. First, the response time numbers in the raapgegar unreliable,

with some response times listed asrominutes or even as negative numbers. This problem affected less than ten
percent of the data, but enough so that we felt the overall reliability of the numbers was low. Second, in making
estimatesin reduction in response time, we felt that any such estimate would be purely speculative due to variations in
traffic at different times of the day, and seasonal changes in driving conditions due to weather. We felt a better way to
estimate improvementi service delivery would be to calculate reductions in driving distance, measured in road miles.
This is the metric on which we focused.

1.3.1Current Situation

During 2008, Pepper Pike experienced a total of 923 calls which were received throlRgpther Pike Communications
Center dispatch. The currentadfing model is based upon a-b2emberfull-time department working 24 hour shifts,

with part-time assistance on weekends. Unlike Pepper Pike, Orange Village, Hunting Valley, and Moreland Hills curren
contract with Chagrin Falls Dispatch Center to handle call volume. During 2008, the three municipalities experienced a
total of 633 calls, 91 callspnd 255 calls, respectively. Cumulatively, Chagalls Bispatch Center experienced
approximately979 callsF 2 NJ 6§ KS&aS G KNBS Ydzy A OA Lskaffing indd8 i dased diddynaniber+ A f f
part-time department working twelve hour shifts with minmum staffing level othree firefighters at all timesFrom

7:00 an until 3:00 pm on weekdays, there are six additional firefighters available; however, they are working in the
service department, and are not in the firehouddunting Valley and Meland Hills contract out all fire services to

/ KFANRY ClLffta {dzodz2NDly =+2f dzwhichshriespantsBovemsfgericiediratie2 OA | ( A ;
communities of Bentleyville, Chagrin Falls, Chagrin Falls Township and South Russell
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1.3.20ption One: Redistributed Response

The first optionprovides the opportunity for overall improvemesin response time without an aggregate impact on

cost of delivery by creating a virtual, thré@cation fire service without any organizational changes. Thidemo

redefines the boundariefor each of thestatiord Ay  KS F 2 dzNJ Y digfekntineshdihi€h/statibréspandsl NB
to an EMS ofire call sothat the closest station has prime responsibility for providing the initial response. Thigcan
accanplished by thedevelopment of an automatic aid systdmtweenthe Orange Village Fire Department (OVFD), the

t SLIISNI t A1S CANB 5SLINIYSYyd 6ttC50X FyR GKS / KFEINRY (
automatic aid system would pralé faster response timdsased orshorter driving distances, and simply ensures that
every call imnsweredby the closest station. This recommendatioecessitateshe division of Moreland Hillsito two

areas, one served lijle OVFDand theother by theGFSVFA, and the division of Hunting Valldy NXB ZbatiesSn/fii@ S &
PPFand the CFSVFA.

Currently, the CFSVFésponds taall of Moreland Hill® S Y' S NaisS Wo®@everif is more efficient fothe western
portion of Moreland Hillso be servedoy the OVFD. In looking at 2008 emergency calls in Moreland Hillisda@and
EMS, we have created a geographical model that maximizes service delivery by assigning tteetAvEstern
portion of Moreland Hills and the CFS\MBAhe eastern portionFigure lis a map of Moreland Hills showing this
proposed division:
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Figurel Proposed DivisioOrange Village; Chagrin Fallfor Moreland Hills
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Table11 Fire/EMS Response Improvements

Moreland Hills Fire/EMResponse Improvements

Average Driving Distance (miles] Total Driving Distance (miles)
Before 3.37 717.4
After 2.22 471.9
Change -1.15 -245.5

Underthis proposedmodel, approximately 125 of the 238, or just over halfthef emergency callthat occurredin

Moreland Hills in 2008 would have bestore quickly servetly the OVFD, using the driving distance metric. The

average reduction in driving distance for these 125 calls is 1.9 road miles, with a maximum reduction in driving distance
of 4.9road miles and an overall reduction in driving distance of 245.5 road miles. For all 238 emergency calls in 2008,
the average driving distance drops from 3.37 miles to 2.22 miles under this new riibgetepresents a reduction in

driving distance of 3percent, with a likely decrease iiesponsetime of a similar magnitude.

Municipal Services Collaboration Study -



r
I\%\)X/ Municipal Services Collaboration Stud
WALLACE 3/15/2010

¢tKS &dSO2yR LINI 2F (GKAA NBO2 YY Sis Rid EMSX#lls Hetiveei tkePPFDAa@iiihé A
CFSVFA. Currently, the CFSMBpondgo all of Hunting VallgQ fire and EMS calls. However, as in the case of

Moreland Hills, an overall reduction in response time via shorter driving distances can be realized by an essentially
southwest/northeast diagonal division of Hunting Valley between the PPFD and the CR&/fraposed geographical
model isshown inFigure 2

Figure2 ProposedDivisionPepper Pike; Chagrin Falls for Hunting Valley

CENSUS 2000 BLOCK MAP: HUNTING VALLEY Village
TsTes AN 2045F

CHESTER TWF 13888

cr

- T |
Tablel Fire/EMS Response Improvements

Hunting Valley Fire/EMS Response Improvements

Average Driving Distance (miles| Total Driving Distance (miles)
Before 5.13 317.8
After 3.60 223.2
Change -1.53 -94.6
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Underthis model, approxirately 47 of the 7®mergency calls in Hunting Valiey2008p 2 NJ I 6 2 dzii would LIS NO
haveexperienced a shorter response timeatie PPFDad responded, based ahiving distance. The average reduction

in driving distance is abotivo road miles, with a maximum reduction of 3.6 road miles and an ovemiliation in

driving distance of 94.6 road miles. For all 71 emergency calls in 2008, the average driving distance drops from 5.13
miles to 3.60 miles under the new modal decrease of 30 percemt corresponding decrease in response time is likely.

Thisoption provides for better service delivery in Hunting Valley and Moreland Hills while incurring minimal, if any,
macrolevel cost increases. The current CFSVFA contracts with Hunting Valley and Moreland Hills can serve as a starti
point for payingPPFCand OVFD on a peesponse basis for the additional call volume in the taanicipalitiesthat

they wouldneed to handleand billing arrangements could take several different forms depending on the structure of
the contracts.

This option of redistributed response for the four municipalities between the three existing fire departments is
illustrated inFigure 3 and its costs are outlined fables 13hrough 16.
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Figure3 ProposedRedistributedResponse
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