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Executive Summary 
 
In January 2016, the Fire/EMS Coalition, made up of the Townships of Genoa, Liberty, Orange, and Harlem, 
and the City of Delaware presented a proposal to the Delaware County Board of Commissioners to modify 
the existing funding structure for providing Emergency Medical Services (EMS) to the residents of Delaware 
County. Titled “EMS Reimbursement Proposal”, its goal was to establish a fair and equitable EMS funding 
structure to service the County’s nearly 200,000 citizens. The proposal, which the Commissioners have yet 
to formally respond to, represented the Coalition’s latest attempt to address this longstanding issue.  
 
Following the Coalition’s presentation last May and a follow-up meeting which included Delaware County 
Emergency Medical Service (DCEMS), Commissioner Jeff Benton stated he was going to undertake an 
analysis of the EMS funding issue. His analysis was completed and a report titled “2016 EMS and Fire 
Service Financial Study” of his findings was released in late October, 2016. According to Commissioner 
Benton, the analysis represents only his opinion and does not reflect the opinion of the Board of 
Commissioners.  
 
The following comments are in response to the study. Data was collected from a large portion of the 
emergency service agencies in Delaware County, with the exception of Elm Valley, Columbus, Washington 
Twp. and Westerville.  
 
Six Scenarios were developed out of the study. Below is the Fire/EMS Coalition’s response to each. The 
study recommended scenario #4; Countywide EMS with Restructured Fire Districts and no Reimbursement. 
It will be addressed first. 
 
The information transcribed in black is taken directly from Commissioner Benton’s report. The 
information written in red is an analysis conducted by the Fire/EMS Coalition’s responding to 
Commissioner Benton’s Report. 
 

Scenario #4 - Adopt true countywide EMS with restructured fire districts. Delaware County EMS 
assumes responsibility for all EMS service in the County. The fire districts that previously provided EMS 
services would be restructured to provide fire-only service, similar to the existing non-EMS fire districts 
in Delaware County. The reimbursement proposal is not adopted and the Liberty/Delaware 
reimbursements would cease. Costs would significantly decrease in the restructured fire districts (any 
additional cost savings and efficiencies from the potential consolidation from 13 fire districts to as few 
as one are not considered in this analysis). It also would be up to the individual fire districts to reduce 
their supporting revenue streams (since excess levy funds could not be spent on anything else). (The 
study’s projected cost is $24.3 million annually). 

Fire/EMS Coalition:  Not Recommended – At the surface, this scenario has an appeal of 
saving millions of dollars. In discussion with Commissioner Benton about this scenario, he 
did not have a plan on the feasibility of implementing this scenario or if it could be 
achieved, specifically in the highly populated and growing areas that put higher demands 
on emergency services. Commissioner Benton stated that he just strictly looked at the 
numbers and applied the template used for the rural, Fire-only departments, to the 
Fire/EMS departments in the populated urban and suburban communities. His scenario 
drew on averages and figures from Fire-only departments (volunteer and combination). 
Unfortunately, this scenario would have a devastating impact to the emergency services 
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provided in the higher density areas of Delaware County. This scenario is not practical, 
feasible or in the best interest of the citizens.  

 
Some of the issues with Scenario #4 are:  

• This scenario assumes that Delaware County would assume full responsibility for 
EMS and the Fire Departments would handle all other emergency services. The 
true cost of full EMS responsibility by DCEMS has not been taken into consideration 
in the calculations. The Fire-only departments provide EMS support to DCEMS (49% 
of their call volume). This cost, or the cost to replace the service provided by Fire-
only departments is absent in the calculations.  

• The additional cost to Delaware County is grossly underestimated. This does not 
include capital costs for the construction of seven new EMS Stations, the purchase 
of seven new ambulances and other related startup costs. 

• Funding for communities currently served by Fire/EMS departments would be cut 
74% thereby reducing delivery of services.  

• The scenario would force a reduction from full-time Fire/EMS departments to 
volunteer/part-time fire-only departments in all areas of the county, including the 
most populated and high density incident areas. 

• The Fire/EMS departments protect 81% of the population and real property value 
in Delaware County. Protecting such a large portion of the population results in a 
higher demand for services and thus greater risks.  This requires a higher level of 
training than is possible in a volunteer/part time fire- department. 

• Scenario #4 would result in the elimination of special operations capabilities 
throughout Delaware County (i.e. Haz-Mat, water/ice rescue, trench rescue, 
confined space, etc). 

 
Scenario #1 - Maintain status quo. No change to current funding or operations. The request for 
reimbursement would not be granted. (The study’s projected cost is $41.7 million annually for 
emergency services).  

Fire/EMS Coalition:  Not Recommended – The 1971 half percent sales tax was, as 
documented, solely intended to fund ambulance service. The Fire/EMS Coalition prepared 
its proposal as a result of EMS delivery being provided by Fire/EMS departments without 
compensation from the revenue generated by the sales tax. The Fire/EMS Coalition 
continues to oppose status quo, as outlined in the Fire/EMS Coalition’s “EMS 
Reimbursement Proposal”.   

 
Scenario #2 - Accept the reimbursement proposal. (Note: This is not a representation of what the 
Fire/Based community’s proposed.)  Enact the approximately $6.8 million annual reimbursement to 
the Fire/EMS Districts, which would replace the existing Liberty Township and City of Delaware 
reimbursements, but make no changes to operations for the EMS  Fire Districts or Delaware County 
EMS. This is the proposal from the townships and city. (The study’s projected cost is $47.7 million 
annually). 

Fire/EMS Coalition:  Not Recommended – This scenario is more expensive than the 
Fire/EMS Coalition’s proposal without any added benefits and therefore should not be 
considered. It should be noted that the Fire/EMS Coalition’s proposal included offsetting 
reimbursement from the County with funds generated from EMS billing. Had this been 
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taken into consideration, the projected cost of this proposal would have been significantly 
less. 
 

Scenario #3 - Adopt true countywide EMS. Delaware County EMS assumes responsibility for all EMS 
service in the County. The fire districts would no longer provide EMS service. The reimbursement 
proposal would not be enacted and the Liberty/Delaware reimbursements would cease, but there would 
be no change to the Fire districts revenue streams or structure (i.e., headcount). (The study’s projected 
cost is $47.3 million annually). 

Fire/EMS Coalition:  Not Recommended – This scenario is more expensive than the 
Fire/EMS Coalition’s proposal without any added benefits and therefore should not be 
considered. 

 
Scenario #5 - Status quo EMS with select EMS fire district mergers. Leave EMS services as is, adopt the 
reimbursement proposal, merge the six EMS fire districts and eliminate five fire chiefs. No other expense 
savings were considered. (The study’s projected cost is $47.0 million annually). 

Fire/EMS Coalition:  Not Recommended – This scenario is more expensive than the 
Fire/EMS Coalition’s proposal without any added benefit and therefore should not be 
considered. 

Scenario #6 - Close overlapping Delaware County EMS stations. Close the Harlem, Genoa and Orange 
Township DCEMS stations with those fire districts assuming complete EMS responsibility for those 
townships. Adopt the reimbursement proposal. (The study’s projected cost is $45.1 million annually). 

Fire/EMS Coalition:  Recommended – The Fire/EMS Coalition agrees with the exploration of 
this scenario thereby reducing the tax liability of those in the Fire/EMS communities.  This 
scenario potentially eliminates DCEMS positions, where the Fire/EMS Coalitions’ proposal 
did not eliminate any positions, fire or EMS, as requested by the Delaware County 
Commissioners. This proposal should be further analyzed for cost benefits when combined 
with the proposal presented by the Coalition. 

In conclusion, the following pages examine the reported analysis and provide detailed information outlining 
flaws and omissions. Also attached (Attachment 1) is a copy of the “EMS Reimbursement Proposal” dated 
January 2016 that needs to be openly considered and discussed. The Fire/EMS Coalition again ask the 
Delaware County Commissioners to sit down and work together to develop a fair and equitable EMS 
funding system for all of our citizens. 
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A. Proposal 
In spring 2016, four Delaware County townships (Harlem, Genoa, Orange and Liberty) and the City of 
Delaware approached the Delaware County Commissioners with a request to annually receive $6,787,055 
from the County’s general fund in compensation for the EMS services they provide their residents. This 
compensation would be reimbursement for part of the costs their Fire Districts incur in providing EMS 
service. 
 
To clarify, references are made throughout this report to Fire Districts.  The proposal came forth from five 
(5) fire departments, none of which are “Districts”.  The five (5) fire departments are overseen by local 
elected officials. 

B. Background 
The basis for this request is a countywide half-percent sales tax passed by Delaware County Commissioners 
on Nov. 15, 1971 “for the preservation of the public peace, health and safety.”  
 
The half-percent sales tax enacted was with the explicit intent to fund ambulance service throughout the 
County.  As reported in several newspaper accounts in November of 1971, residents questioned the intent: 
 

Joe Caudy of Olive Green questioned, "What is behind the commissioners? Do you want the money 
in the General Fund in case you need it for something else?"  
 
Commissioner Reed said "The County wants only enough money to finance the service operation, 
period." 

 
Mr. Whitney of Sunbury asked, "Hadn't there ought to be some way of earmarking this money for 
the service?" Reed and Fisher both replied that the law says no. 
 
Reed added, "if the state says we can earmark those funds, I'm all for it." 

 
Don Fisher, chairman of the commissioners, at that time, stated that they were governed by law 
and that, according to law, the sales tax must go into the General Fund. He also stated, "The public 
will just have to have faith in us three that we will do that which is right". 

 
Per the minutes from November 8, 12 and 15, 1971 Commissioner Meetings, the intention of the half 
percent sales tax was solely to provide a county wide ambulance service. 

 
Countywide EMS services subsequently have been funded by this tax. At the same time the tax was created, 
an agreement was forged with Liberty Township and the City of Delaware — the only jurisdictions also 
providing EMS service at the time — to reimburse them for the EMS services they provided, using funds 
generated by this sales tax. Based on a recent conversation with Don Fisher, one of the Commissioners who 
approved the 1971 tax, no other jurisdictions were interested in providing EMS service at that time and they 
were relying on the County to provide that service. 
 
The leadership of the “other jurisdictions” had the wisdom to recognize that while they might have had the 
interest in providing EMS care, they lacked the resources to provide that care through the use of volunteer 
responders.  Others departments were not even in existence at the time. As these jurisdictions became 
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more populated, the demands for service increased.  The county EMS service did not respond to this need 
and therefore the jurisdictions added EMS transport when feasible to improve response times. 
 
In the ensuing decades, fire service successfully evolved from primarily performing fire suppression to 
concentrating on fire prevention through code improvement, sprinkler-systems proliferation, improved 
building material, inspections, education, etc.  
 
The fire service continues to evolve as cities, villages, and townships become more populous, build larger 
homes, utilize building materials that are more hazardous under fire conditions, and experience an increase 
in business and industry.  
 
Each of the Fire/EMS communities has experienced this growth and has transitioned from volunteer to 
career departments. Fire departments no longer respond only to fires. Their response includes fires, 
rescues, EMS, hazardous materials and natural disasters as well as fire and injury prevention and 
emergency planning to meet the needs of their respective communities. 
 
Shortly after Fire Chief Tom Stewart started at Orange Township (2000), he worked with County 
Commissioner Jim Ward and County EMS Manager Pearline Howald on addressing the growth of Orange 
Township and the need for the County to increase EMS in the Township.  Orange Township was already 
providing EMS care as a first responder. Delaware County did not increase their service to Orange Township 
but rather provided Orange Township with an ambulance so they could provide their own EMS care.  
 
As that occurred, larger fire districts transitioned to also providing EMS services: EMS has now become their 
primary service, making up more than 90 percent of their activity.  
 
Genoa Township Fire Department (GTFD) initiated EMS response due to the increased demands and the 
extended response times of the DCEMS service.  In 2001, when Genoa transitioned to full time, the county 
still had not dedicated a full time medic to the residents of Genoa.  DCEMS did not dedicate a vehicle to the 
township until 2002; one year after GTFD became a career department. 
 
The study states that EMS transports outnumber actual fires by about 10:1. This statement implies that 
EMS transports are more important than other emergencies independent of the severity of the EMS 
incident.  Fire department activity is more than “actual fires”.  This methodology of comparing total EMS 
transports to just actual fires is just as invalid  as comparing total fire/rescue related calls to just cardiac 
arrests on the EMS side.  The driving factor is the demand for service.  
 
This methodology does not provide a clear perspective of fire department activity.  A better prospective is 
to look at all responses from the fire departments throughout the county; 70% of responses are EMS 
related and 30% fire and rescue related (In Genoa it is actually 56% EMS to 44% fire/rescue) as shown in 
Table 1. This is a more accurate and meaningful comparison.   
 
Smaller fire districts in the County have continued to provide fire-only services and do not provide EMS 
services. 
 
This study ignores the fact that the Fire-only departments respond along with DECEMS on ALS incidents, 
vehicle accidents, etc.  Data from Delcomm reflects that 51% of Fire-only department responses are EMS 
related as shown in Table 2.  All of the fire departments in the County augment the County EMS service to 
some degree. 
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Based on research as well as local knowledge, it should be acknowledged that fire service in Delaware 
County is excellent, both in coverage of the entire County as well as in quality of service. Similarly, EMS 
service is excellent for the entire County, whether provided by the fire districts (EMS Fire Districts) or the 
Delaware County EMS (DCEMS). 

C. Goal of the Study 
The request for reimbursement for EMS services provided by the EMS Fire Districts is strictly a financial 
issue. Therefore the question to be analyzed is: 
 
What is the most cost-effective and efficient way to provide fire and EMS services to the residents of 
Delaware County? 
 
Six financial scenarios were considered in order to answer this question (additional information about these 
scenarios is included in the Appendix): 
 

1. Maintain status quo. No change to current funding or operations. The request for reimbursement 
would not be granted 
 
The Fire/EMS Coalition opposes status quo, as outlined in the Coalition’s EMS Reimbursement 
Proposal dated January 2016, presented to the Board of Commissioners in May 2016.   
 

2. Accept the reimbursement proposal. Enact the approximately $6.8 million annual 
reimbursement to the EMS Fire Districts, which would replace the existing Liberty Township and City 
of Delaware reimbursements, but make no changes to operations for the EMS Fire Districts or 
Delaware County EMS. This is the proposal from the townships and city. 
 
Per the study this scenario is more expensive than the City/Townships’ proposal because it does 
not include offsetting the reimbursement from the county by funds generated from EMS billing as 
outlined in the reimbursement proposal. 
 

3. Adopt true countywide EMS. Delaware County EMS assumes responsibility for all EMS service in 
the County. The fire districts would no longer provide EMS service. The reimbursement proposal 
would not be enacted and the Liberty/Delaware reimbursements would cease, but there would be 
no change to the fire districts’ revenue streams or structure (i.e., headcount). 
 
Per the study this scenario is more expensive than the City/Townships’ proposal; therefore, should 
not be considered. 
 

4. Adopt true countywide EMS with restructured fire districts. Delaware County EMS assumes 
responsibility for all EMS service in the County. The fire districts that previously provided EMS 
services would be restructured to provide fire-only service, similar to the existing non-EMS fire 
districts in Delaware County. The reimbursement proposal is not adopted and the Liberty/Delaware 
reimbursements would cease. Costs would significantly decrease in the restructured fire districts 
(any additional cost savings and efficiencies from the potential consolidation from 13 fire districts to 
as few as one are not considered in this analysis). It also would be up to the individual fire districts 
to reduce their supporting revenue streams (since excess levy funds could not be spent on anything 
else). 
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As shown in Tables 1 & 2, all fire departments in Delaware County provide some level of EMS care.  
If all fire departments were to adopt a fire only response, DCEMS would have to replace the first 
responders with even more stations and personnel throughout the county to meet the level of care 
being currently provided.   
 
Eliminating fire based EMS would not eliminate the need for career fire departments. Due to the 
demographics of these areas and the number of non-EMS incidents, a reduction in staffing would 
be irresponsible. National standards that are set forth by the National Fire Protection Association 
cannot be met with reduced staffing or volunteer members.  
 
Consolidation has been and continues to be discussed as a possibility for streamlining services and 
reducing overall costs to the residents of Delaware County.  Consolidation may be a topic for 
another study; however, mutual aid and common operational practices has been and continues to 
occur. 
 
The study proposal reflects a 74% reduction in budgeting. This reduces the Fire/EMS departments’ 
budget per resident to approximately one third of the Fire-only departments (See Table 3). This is 
unachievable.  Because the majority of budgets are personnel costs (85% or greater of overall 
budgets), the reduction will be in personnel.  This will drastically reduce service levels to the 
citizens of Delaware County.  Response times will be greater; special operations will be eliminated 
(i.e. Haz-Mat, water/ice rescue, trench rescue, confined space, etc); Property loss and potential loss 
of life will increase. 
 
Scenario 4 would force the Fire/EMS departments to revert to a part-time/volunteer operation as 
currently provided by the Fire-only Departments.  The problem with this is the Fire/EMS 
departments protect a real property value of $5.7 billion (81%) and approximately 81% of the 
county population whereas the Fire-only departments protect a real property value of $1.3 billion 
(19%) and 19% of the county population and the fire based departments would not be able to 
attain adequate numbers of volunteers or part-time firefights to meet the service demands. 
 
With the Fire/EMS departments encompassing 81% of the real property values and population, 
logic would dictate that they would also receive 81% of the funding; however, in the Fire/EMS 
departments reimbursement proposal the request was for 32% of the (EMS) sales tax revenue. 
 
The study’s proposed cost per station scenario lacks logic. It proposes restructuring the Fire/EMS 
departments to Fire-only departments. The proposed financing provides only 62% of the 
restructured funding ($502,821 per station) to protect 81% of the population as shown in Table 3. It 
is impossible to meet service demands and expectations of the communities under the study’s 
proposal.   
 

5. Status quo EMS with select EMS fire district mergers. Leave EMS services as is, adopt the 
reimbursement proposal, merge the six EMS fire districts and eliminate five fire chiefs. No other 
expense savings were considered. 

 
Per the study this scenario is more expensive than the City/Townships’ proposal therefore should 
not be considered. 
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6. Close overlapping Delaware County EMS stations. Close the Harlem, Genoa and Orange 
Township DCEMS stations with those fire districts assuming complete EMS responsibility for those 
townships. Adopt the reimbursement proposal. 
 
Agree, thereby reducing the tax liability of those in the Fire/EMS communities.  This scenario 
potentially eliminates DCEMS positions, where the Fire/EMS Coalition Proposal does not eliminate 
any positions, Fire or EMS, as requested by the Delaware County Commissioners. 

D. Methodology 
 
To perform these analyses, the Fire Districts and DCEMS submitted detailed expense information and 
activity data for calendar year 2015. To ensure that the information was accurate and complete, the 
submitted expense information was compared to independent sources for each Fire District and DCEMS. The 
large urban fire districts that provide EMS and fire service to the very southern edges of Delaware County 
(Westerville, Columbus and Dublin/Washington Township) were not included, nor was Elm Valley (Ashley) 
because of its small size and multi-county coverage. A more in-depth presentation of the methodology is 
included in the Appendix. 

E. Conclusion 
 
These were the estimated annual costs computed for each scenario (in millions of $): 
 
Scenario 1: $41.7 Status Quo (no changes and no reimbursement) 
Scenario 2: $47.7 Accept Proposal and provide reimbursement 
Scenario 3: $47.3 Countywide EMS but no restructure and no reimbursement 
Scenario 4: $24.3 Countywide EMS with restructured fire districts and no reimbursement 
Scenario 5: $47.0 Status quo EMS with merged southern fire districts and reimbursement 
Scenario 6: $45.1 Close overlapping DCEMS stations, provide reimbursement 
 
Therefore, it is very clear that the most cost-effective and efficient way to provide fire and EMS services to 
the residents of Delaware County is Scenario 4: Adopt true countywide EMS through the DCEMS and 
restructure the EMS fire districts to be similar to the non-EMS fire districts in the County. By adopting this 
scenario, County taxpayers could potentially save more than $17 million per year. 
 
Given the demographics and service needs of the Fire/EMS departments, restructuring them back to 
volunteer based departments is unfeasible. Volunteer departments can meet the needs of a community 
only if there are adequate volunteers that live AND work within the area.  The Fire/EMS departments’ 
needs have surpassed this capability years ago.  The residents of the Fire/EMS communities have clearly 
demonstrated that they want the additional protection in the form of shorter response times and more 
aggressive response capabilities than are possible utilizing volunteer personnel. 
 
The trend even in the rural areas is to improve service and performance by adding part time or full time 
members as funding becomes available.   As their populations increase so will the demands for service. As 
the demand for improved response times and service needs increase, so will their need for career 
firefighters.  Volunteer recruitment and retention is a national issue due to needed certifications, on-going 
training requirements, time commitments and inability to leave work to respond.   
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All the other scenarios that were analyzed actually increased total EMS and fire spending in the County over 
what is currently spent each year. The most costly of the six scenarios studied was the adoption of the 
reimbursement proposal presented by the four townships and the City of Delaware (Scenario 2). 

PART TWO 

Supporting Discussion 
 

Cost Factors Driving This Recommendation: 
The significantly lower costs in Scenario 4 are possible because of the following factors (copies of all 
worksheets that produced these findings are included in the Appendix): 

 
1) DCEMS has a significantly lower cost structure for EMS services than the EMS Fire 

Districts. Assuming 90 percent of the EMS Fire District costs can be attributed to EMS service 
because 90 percent of their activities are EMS-related, then the average cost per EMS Fire 
District transport is $5,495 compared to the cost per DCEMS transport of $2,968. 
 
The figure of 90 percent of the Fire/EMS departments’ costs are attributed to EMS is in error.  
In Genoa Township, for example, 56% of Genoa’s activities, per Delcomm stats, are EMS 
related.  Genoa Township has nine personnel on duty on a daily basis; two of those nine are 
assigned to the medic as fire/rescue/EMS personnel.  Those two make up 22% of the daily 
salary costs.  Because those two personnel are available for fire, rescue, and EMS, their cost 
must be divided between fire, rescue, and EMS based on the ratio of calls.  56% of Genoa’s calls 
were for EMS.  This puts 56% (EMS calls) of 22% (cost of two personnel) which is 12% of the 
overall cost.  Because the data is not readily available for how the study derived the cost of 
$5495 per transport, a corrected figure can only be derived using a ratio.  90% =$5495 then 
12% = $733 actual cost per transport for Genoa. Clearly a much lower cost basis to the 
residents of Genoa.  For purposes of this report, Genoa is used as the example; however, these 
costs are comparable to the other Fire/EMS departments. 
 
The advantage of this system is that there are still seven additional personnel locally available 
to assist the medic if it is an advanced life support incident or the availability to respond 
additional events whether fire, rescue, or EMS if the need arises.  The study’s methodology 
lacks tangibility. 
 

2) The EMS Fire Districts average compensation is 35 percent higher than DCEMS 
compensation. The average compensation of a full-time staff person in an EMS Fire District is 
$117,100 per year while DCEMS average full-time staff compensation is $86,800 per year. 

 
Training and response to multiple high risk disciplines results in higher compensation. 
However, at the end of the day, the issue should concentrate on how much it cost each 
resident of Delaware County for emergency services at the level that is acceptable to them, not 
the compensation of each employee.  

 
3) The EMS Fire District average compensation is 66 percent higher than non-EMS Fire 

District compensation. The $117,100 full-time staff compensation of an EMS Fire District 
compares to $70,500 average full time staff compensation of non-EMS Fire Districts. 
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The $117,100 full-time staff compensation of a Fire/EMS community is based on 2,912 hours 
annually. The details of the $70,500 are not included in this document and would need to be 
further analyzed.   

 
4) The cost for pensions in EMS Fire Districts personnel is significantly higher than for 

DCEMS personnel. In the DCEMS system, the employer (Delaware County) contributes 14 
percent of the DCEMS employee’s wages to their pension fund, and the employee can retire 
after 32 years of service. In the EMS Fire Districts, the employer (in these cases, the townships 
or municipalities) contributes 24 percent of an employee’s wages to their pension fund, and the 
employee can retire after 26 years of service. 

 
These are based on State law and reflect the difference in each members risk profile. 

 

5) There are significant overall cost factors that invite scrutiny. 
 
a. The 13 fire districts included in the study spend more than $31 million in annual operating 

expenses while the DCEMS spends $10.6 million per year. 
 

Typically fire departments spend more than EMS only departments. The capital expenses in 
operating a fire department compared to an EMS only department are much greater. The 
apparatus is much more expensive and complex, coupled with the tools, equipment, and 
protective gear needed for the employees. 
 

b. Full countywide EMS coverage can be implemented for an additional $5.5 million, eliminating 
the current reimbursement to Liberty Township and the City of Delaware, bringing the projected 
total annual cost of countywide EMS to $16.1 million. 

 
The $5.5 million should be divided amongst the Fire/EMS departments already providing EMS 
throughout the county. This further saves the County money as it utilizes current infrastructure 
eliminating start-up costs to the County. 

 
c. Converting the EMS-providing Fire Districts to fire-only service based on the cost structure of the 

non-EMS Fire Districts in the County would then reduce annual fire-service costs in the County to 
$8.1 million, without changing the number or location of any fire stations in the County. 

 
Serving an annual response of 13,689 incidents in the Fire/Rescue/EMS areas, of course, will 
take a greater amount of funding than an area servicing 4,041 incidents. 
 
The study contradicts itself here. In “c” above the statement is made that fire protection could 
be provided for $8.1 million.  Below in “6” the statement is made that the cost for fire-only 
protection is $89 per resident.  Completing the math of $89 x 166,425 (population served) 
results in $14.8 million, significantly greater than the $8.1 million stated above.  These cost 
estimates also do not take into account that volunteer personnel are not an option in Fire/EMS 
communities.  Neither $8.1 million nor $14.8 million is feasible to provide fire and rescue 
services throughout the County due to the service demands of the Fire/EMS communities 
coupled with the inability of obtaining volunteers or even sufficient numbers of part-time 
employees. The Fire/EMS communities transitioned to career departments due to these very 
issues.  This is another instance of the flawed methodology used in compiling the results. 
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d. Total fire and EMS service in the County would cost an estimated $24.3 million per year versus 

the current annual spending rate of $41.7 million.  
 

6) There are significant annual differences in taxpayer costs. The EMS Fire Districts currently 
cost each resident $272 per year while the non-EMS Fire Districts cost their residents $89 per year. 
DCEMS costs the residents that it currently serves in Delaware County $94 per year. 
 
The cost figure of $272 per resident per year is in error as shown below.  
 
Utilizing Delaware County’s Regional Planning 2015 Population Estimates as shown in Table 4, the 
Fire/EMS communities population is 134,311 (Westerville, Columbus and Dublin/Washington 
Township were not included). Then using the total operating costs for each of the Fire/EMS 
departments of $28,037,631 as shown in Table 5, results in a cost of: $28,037,631 (Fire/EMS 
departments cost) /134,311 (population) = $209 per resident.  
 
Additionally, using Table 4 and Table 5, the Fire-only departments cost is corrected to $82 per 
resident. 
 
The $209 for Fire/EMS department provides an immediate response of career personnel with 
training in multiple emergency disciplines. The Fire-only departments’ personnel may be 
responding from home or work or may have limited personnel on station at the time of an incident. 
The reason Fire-only departments cost their residents $82 per year is that they receive a limited 
response. 
 
Also when considering the total cost per station of DCEMS, the total cost $10,621,423 as shown in 
Table 6 divided by 10 stations results in a cost per station of $1,062,142. There are 7 stations 
covering the Fire-only departments, $7,434,994 divided by the population in those areas served - 
35,818 which results in a cost per resident of $208 for EMS only. By adding the cost of Fire-only 
services ($82) with the cost of EMS ($208) the result is $290 for fire and EMS services in those 
areas.  This shows Fire/EMS departments are more cost effective 

 
7) The Fire Districts that provide fire-only services have a significantly lower cost structure 

than those that also provide EMS. The average annual operating cost per non-EMS fire station is 
$439,000 compared to the EMS Fire Districts’ average cost of $2.8 million. 
 
Comparing Fire-only departments to Fire/EMS departments is an invalid comparison.  To make it a 
closer comparison the cost of EMS needs to be included.  DCEMS’ cost is $1,062,142 per station.  
When this cost is added to the non-EMS fire station cost, the result is $1,501,142.  This is closer to 
an apples to apples comparison.  
 
Additionally, incident volume is proportionate to population and must be considered when 
comparing costs.  Fire/EMS departments typically respond to more incidents than Fire-only 
agencies. This is shown in Tables 1 and 2.  As discussed in #6 above, when calculations are 
population driven Fire/EMS departments are more cost effective than the total cost of Fire-only 
and  EMS only together. 
 
Because the number of fires has declined dramatically in the last few decades, the fire-only Fire 
District model works well, as demonstrated by those districts in the County with that structure. 
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While statistically actual fires have decreased, fire related incidents are increasing.  As an example, 
Genoa responded to 330 fire/rescue related incidents and 426 EMS incidents in 2000 and 
responded to 789 fire/rescue related incidents and 1020 EMS related incidents in 2015. 
 
Numerous fire districts around the U.S. have restructured to become fire-only districts: Examples 
follow in Section C. 
 

8) Currently, there is significant redundancy in EMS services in the County that would be 
eliminated by the adoption of Scenario 4. According to the DCEMS chief’s assessment of 
current operations, there are 10 stations in EMS Fire Districts providing EMS services whose work 
could be done by seven additional DCEMS stations. 
 
The recommendation to replace the eleven Fire/EMS medics currently responding to EMS incidents 
with seven DCEMS units will increase response times and reduce the current service level to the 
residents of Delaware County.  Rather than adding an additional seven DCEMS stations and medics 
for an additional cost of $5.5 million annually plus capital costs (stations, vehicles and equipment), 
the more logical solution would be for the County to contract with the existing Fire/EMS 
departments for the $5.5 million and continue with the current eleven in-service units.  

Additional Factors Driving This Recommendation: 
There are other, operational factors that make Scenario 4 more attractive: 
 

1) The ratio of response types has become very disproportionate. In 2015, all of the County’s Fire 
Districts (EMS and non-EMS) responded to 440 actual fires (4.7 percent of all responses) and to 
1,046 HazMat or rescue calls (11.2 percent). The EMS Fire Districts and DCEMS logged a total of 
7,877 EMS transports (84.1 percent). Across the 17 Fire Stations in operation in the County, this 
equates to an average of 2.2 actual fires per month per station and to 5.1 HazMat or rescue calls 
per month per station. 
 
There are deficiencies in the methods used to collect data. All response data collected should have 
been from a non-disputable single source such as DelComm instead of a survey that is open to 
interpretations.  The statement above that 84% of all incidents resulted in a transport is false; it is 
actually 50%.  Using a non-disputable single source, DelComm, shows that there were actually 
8,827 transports instead of 7,877.  The 8,827 transports out of a total incident count of 15,059 
results in 59% transports. 
 
The actual incidents by the fire departments per DelComm are shown in the Table 7. 
 
The study does not recognize rescues such as a person trapped in a vehicle or a natural gas leak 
inside a home as an emergency or having the same importance as an EMS transport. Furthermore 
the study does not recognize that most transports are not a life threatening condition.  As shown in 
Table 7, the statement that 84% of all incidents resulted in a transport is false; it is actually 62%   
 
Fire/EMS departments transported 5,449 patients or 62% of all transports. County EMS 
transported 3,304 or 37% of all transports with outside agencies accounting for 1%. See Table 1. 
 
DCEMS uses a 3-person crew in its EMS model versus a 2-person crew generally used by the EMS 
Fire Districts. While the additional expense of a 3-person crew should be studied for financial 
justification, it clearly provides a better level of care than a 2-person crew. 
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This statement contradicts the last statement in the Background which states:  “Similarly, EMS 
service is excellent for the entire County, whether provided by the fire districts (EMS Fire Districts) or 
the Delaware County EMS (DCEMS).” 

 
A two person crew is common practice throughout the nation.  Fire/EMS departments provide a 
dynamic response to all incidents, whereas DCEMS provide a static response to all incidents.  
Fire/EMS departments have the ability through local staffing to limit or immediately increase 
resources quickly as the need arises (Genoa can provide 7 additional personnel from their own 
district versus Medic 7 having to wait on outside resources such as Medic 2 [Sunbury] or Medic 9 
[Harlem]). 
 
If there is interest in truly providing the least expensive EMS service to the County from strictly a 
financial perspective, the report would have also considered contracted ambulance service 
(Fire/EMS) including private ambulance service. 

 
2) Today there is widespread confusion over who goes on the calls. Because of the extensive overlap 

that exists today between DCEMS and the EMS Fire Districts, multiple jurisdictions often respond to 
the same EMS call and this ties up valuable resources and wastes money. 

 
There is no confusion. Each department has incident cards that stipulate who is to respond. The 
cards are designed for each specific need…BLS, ALS, entrapment, fire, etc. 

 
3) Standards, training, communication and cost efficiencies would be enhanced with a single 

countywide EMS operation. 

B. Additional Issues to Consider 
 
This analysis has demonstrated that Fire District funding is more than adequate for the current expense 
loads. Some additional questions to consider may be: 
 

1) Should the current level of funding be reduced? In Delaware County, the Fire Districts that are 
funded with property-tax levies had a 21.4 percent surplus of operating levy revenues over 
operating expenses: The non-EMS Fire Districts had a 27.1 percent surplus on average while the 
EMS Fire Districts had a 20.5 percent surplus. For example, Orange Township Fire District had an 
operating surplus in excess of $1.8 million (22.7 percent of levy revenues) in 2015 and ended the 
year with a cash balance of $3.2 million. 

 
The tax levy revenue/expenditure ratio is dependent upon where the department is in a levy cycle. 
At the beginning of a tax levy cycle more funds are taken in than what are spent; whereas at the 
end of a tax levy cycle, generally more is spent than taken in. The statement above concerning fire 
department surplus also does not consider planned capital future expenditures that are being 
funded (vehicle replacement schedule, etc.). 

 
In most instances, the funding for each fire agency is controlled by the voters where-as the funds 
generated by the sales tax is not. In 2015 the sales tax generated $21.4 million, yet only $10.6 
million was used for EMS resulting in an unaccounted surplus of $10.8 million  
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In response to “Should the current level of funding be reduced?”, this is a matter for each 
individual community. However at the County level the funding should be used for its intended 
purpose.  This should be in the form of a reimbursement, sub- contract, or some other form of 
financial agreement with those who provide ambulance service. 

 
2) Should a surplus limit be implemented? Currently there is no mandated maximum limit for the 

surplus that a Fire District carries. 
 
The surplus is governed by the elected officials of each department or district. A surplus limit would 
require action by the Ohio Legislation and is beyond the focus of this study. 
 

3) Should fire districts be consolidated? Reducing the number of Fire Districts from 13 to as few as one 
intuitively makes sense, regardless of whether EMS is truly consolidated at the County level. Sharing 
equipment, improved buying power, lower overhead, lower administrative workload, consistent 
training, streamlined operations, more stable funding, etc., are just some of the benefits that would 
occur. 

 
There are pros and cons of consolidation that would require a separate study and discussion.  This 
may be warranted, but is outside the scope of this study. 

 
4) Should the introduction of “soft billing” be linked to this reimbursement proposal? The proceeds 

from “soft billing” could be a significant source of new revenue. 
 

a. DCEMS recently started the process to begin “Soft Billing” (billing Medicare, Medicaid and insurance 
carriers for the cost of providing EMS services). A third-party servicer has been selected and the 
administrative process to become eligible to bill the various insurance companies is underway. 
Billing proceeds should start being collected within a few months. 
 

b. Most of the EMS Fire Districts have opted to join in the process and should start receiving their own 
reimbursements in a few months. Estimates of annual proceeds county-wide range from $1 to $2 
million. 
 
If Fire/EMS departments do eliminate EMS service, they would then be turning all possible EMS 
funding to the county to add to their half-percent sales tax revenue. The EMS billing 
reimbursement is already in the proposal from the Fire/EMS departments. 
 

 
  



 

15 
 

Appendix:  Tables 
 

Table 1 Fire/EMS Run Comparison 
Department EMS Fire EMS % Fire % Transports % Transports 
Delaware City 4573 1177 80% 20% 2906 64% 
Liberty Twp 1602 809 66% 34% 913 57% 
Concord Twp 550 284 66% 34% 272 49% 
Orange Twp 1475 839 64% 36% 705 48% 
Genoa Twp 1020 789 56% 44% 503 49% 
Harlem Twp 389 182 68% 32% 150 39% 
Total/Average 9609 4080 70% 30% 5449 57% 

 

Table 2 Fire Only Run Comparison 
Department EMS Fire EMS % Fire % 
Elm Valley 254 174 59% 41% 
Tri Twp 313 426 42% 58% 
BST&G 857 544 61% 39% 
Scioto Twp 120 120 50% 50% 
Porter/Kingston 245 297 45% 55% 
Berlin 178 332 35% 65% 
Radnor 79 102 44% 56% 
Total/Average 2046 1995 51% 49% 

 
Note: ALL incident data came from DelComm.  In Table 1 and Table 2, incidents have been counted as EMS and also as non-EMS 

because both fire and EMS responded. 
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Table 3 Current vs. Scenario 4 

Fire Department 2015 Funding Proposed Funding 
Funding 
Change 

2015 
Career 
Staff 

Projected 
Career Staff 

(Est.) 
2015 

Population 

Current 
Funding per 

Resident 

Proposed 
Funding per 

Resident 
Delaware City $8,040,126.00 $1,508,462.00 -81% 61 11 37,995 $211.61 $39.70 
Liberty Township $6,099,545.00 $1,005,642.00 -84% 42 7 29,283 $208.30 $34.34 
Genoa Township $3,973,333.00 $502,821.00 -87% 31 4 25,860 $153.65 $19.44 
Orange Township $6,428,916.00 $1,005,642.00 -84% 46 7 26,586 $241.82 $37.83 
Harlem Township $941,896.00 $502,821.00 -47% 7 4 4,382 $214.95 $114.75 
Concord Township $2,553,815.00 $502,821.00 -80% 19 4 10,205 $250.25 $49.27 
Total/Average $28,037,631.00 $5,028,209.00 -82% 206 37 134,311 $208.75 $37.44 
                  
Berlin Township $545,144.00 $545,144.00 0% 2 2 7,211 $75.60 $75.60 
B.S.T. & G. $952,450.00 $952,450.00 0% 8 8 10,944 $87.03 $87.03 
Porter-Kingston $441,909.00 $441,909.00 0% 2 2 4,543 $97.27 $97.27 
Scioto Township $305,381.00 $305,381.00 0% 0 0 3,322 $91.93 $91.93 
Tri-Township $772,041.00 $772,041.00 0% 4 4 6,094 $126.69 $126.69 
Total/Average $3,016,925.00 $3,016,925.00 0% 16 16 32,114 $93.94 $93.94 
                  
County-wide $31,054,556.00 $8,045,134.00 -74% 222 53 166,425 $186.60 $48.34 
                  
Daily on duty staff 

   
74 17.3* 

   # of 3 person crews per day 
  

24 5 
                     

Career FD staff per resident 
  

1 per 750 
Residents 

1 per 3142 
Residents 

                     
DCEMS $10,621,423.00 $16,143,360.00 52% 107 173 166,425 $63.82 $97.00 
         
* The Nation Fire Protection Agency (NFPA) states that 15 firefighters are needed on a normal sized house fire within 9 minutes to safely 
fight the fire and perform rescue activities.   

 Note:  Population data from DCRPC; Funding data from 2016 EMS and Fire Service Financial Study 

 

 

Table 4 Fire/EMS Populations 
Delaware 37,995  Liberty 16,311 
Orange 26,586  Concord 10,205 
Harlem   4,382  Genoa 25,860 
Powell 12,972    

For a total population of 134,311.  Note:  Population data from DCRPC 
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Table 5 All Fire Department Total Expenses 

 
Note:  Data from 2016 EMS and Fire Service Financial Study 

 

 
 

Table 6 DCEMS Total Expenses 

 
Note:  Data from 2016 EMS and Fire Service Financial Study 
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Table 7 Incident Breakdown All Fire Departments 
 Fire 

Related Rescue 
Hazardous 
Condition 

Service 
Calls 

Total 
Non-EMS 

Total 
EMS Total 

Delaware 524 275 99 279 1177 4573 5750 
Elm Valley 77 60 11 26 174 254 428 
Liberty 379 209 40 181 809 1602 2411 
Tri 182 168 28 48 426 313 739 
Concord 118 71 15 80 284 550 834 
BST&G 221 199 39 85 544 857 1401 
Orange 385 225 55 174 839 1475 2314 
Scioto 54 42 10 14 120 120 240 
P/K 136 123 12 26 297 245 542 
Berlin 113 67 6 46 232 178 410 
Radnor 38 40 6 18 102 79 181 
Genoa 305 167 60 257 789 1020 1809 
Harlem 92 59 8 23 182 389 571 
Totals 

    
5975 11655 

 Percentage 
  

 
 

34% 66% 
  

Note: ALL incident data came from DelComm.  In Table 7, 2571 incidents have been counted as EMS and also as non-EMS 
because both fire and EMS responded. These would include vehicle accidents, trapped persons, ice/water rescue, etc.  

Total actual incidents were 15,059. 
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