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Introduction 

 
This report is prepared for the use of the elected officials and officers of the 

Municipality of Penn Hills, Allegheny County, Pennsylvania, and others so 

designated by the Municipality. 

 
This project is funded through the Commonwealth of Pennsylvania, Department 

of Community and Economic Development, Center for Local Government 

Services. This project was initiated at the request of the Municipality. 
 

Charles J. Miller, Fire Marshal, served as the principal contact for the 

Municipality. 

 
Technical information and data for this report has been provided by various 

sources. These sources are deemed to be reliable and are cited where 

appropriate. In some cases, information was requested and not provided. 

Additional information has been gathered from written documents, site visits, and 

interviews. Such information is taken at "face value" and is believed to be valid 

for the purpose presented. No part of this report constitutes an audit of financial 

statements or performance standards. 

 
The intent of this report is to provide information for municipal officials to 

assist in making informed decisions regarding public fire protection within 

and for the Municipality. 

 
The opinions expressed herein are those of the consultant and should not be 

construed or interpreted as the opinion of any agency with which the consultant 

is affiliated. 

 
 

Municipal Overview 

 
The Municipality of Penn Hills is an incorporated Township of the First-Class 

operating as a home-rule municipality located in Allegheny County Pennsylvania. 

Throughout this report, it may simply be referred to as the Municipality. The term 

"Penn Hills" and "Municipality" may be used interchangeably throughout this 

report. 

 

The Municipality has an estimated population of 40,807 based on information 

provided by the U.S. Census Bureau from 2018. Its land mass is approximately 

19.12 square miles. The population density is approximately 2,214.1 persons 

per square mile. The Municipality is a mix of residential, commercial, industrial, 

and institutional properties. The Municipality is primarily urban in nature. There 
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are some open spaces. The Municipality is near the City of Pittsburgh, 

Pennsylvania's second-largest city by population. 

Penn Hills has the second-largest population of Allegheny County, second only 

to the City of Pittsburgh. 

 

The Municipality resembles the City of Pittsburgh in several ways, including the 

fire protection challenges associated with its dense population and infrastructure. 

 
The Municipality is governed by a municipal council consisting of the Mayor and 

four members-at-large. The Council has appointed a Municipal Manager to 

oversee the day-to-day operations of the Municipality. 

 
 

Authority 

 
The Municipality was established as a home rule charter municipality approved 

by the voters on November 6, 1973. 

 
As such, the Municipality may perform functions and provide services unless 

prohibited by law. 

 

The authority and responsibility to provide public fire protection is vested to the 

Municipality by the Commonwealth by virtue of the First-Class Township Code. 

 
This authority and responsibility for emergency services is established by state 

law and has been amended as recently as 2008. 

 
Act 9 of the Session of 2008 of the Pennsylvania General Assembly amends the 

First-Class Township Code as follows: 

 
 

Section 1502. The corporate power of a Township of the 

first class shall be vested in the board of township 

commissioners. The board shall have power-- 

* * * 
LXXIX. Emergency Services. (a) The township shall be 

responsible for ensuring that fire and emergency medical 

services are provided within the township by the means and 

to the extent determined by the township, including the 

appropriate financial and administrative assistance for 

these services. 

(b) The township shall consult with fire and emergency 

medical services providers to discuss the emergency 

services needs of the township. 
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(c) The township shall require any emergency services 

organizations receiving township funds to provide to the 

township an annual itemized listing of all expenditures of 

these funds before the township may consider budgeting 

additional funding to the organization. 

 

 

The act was signed into law by Governor Edward G. Rendell on March 17, 2008 

and became effective sixty days thereafter. 

 
Fire company officers and Municipal officials believe that there is or was some 

sort of written document describing the relationship between the Municipality and 

its fire companies. A search by the fire companies and the Municipality was 

unable to provide such a document. 

 
With respect to the legal requirements above, the elected officials of the 

Municipality must determine the "acceptable level of risk" regarding public fire 

protection. 

 
As the Municipality is very diverse, more than one acceptable level of risk may be 

appropriate. This may be determined by zoning or potential land use areas. 

 
The residential, commercial, and industrial areas might each have their own level 

of risk. Factors affecting this decision could include life safety issues and value 

of property protected, as well as the intrinsic hazard of the properties protected. 

 
Several references are available to aid the elected officials in making this 

decision. These references include, but are not limited to, the Public Protection 

Classification Summary Report of the Insurance Services Office and information 

supporting their classification system; the report of the SR 60 Commission of the 

Commonwealth of Pennsylvania; and various codes, standards, and 

recommended practices of the National Fire Protection Association. Other 

references are also available and should be considered as necessary. 

 

The report of the SR 6 Commission, successor to the SR 60 Commission, may 

also contain new information which may be beneficial to the Municipality. This 

report was released on November 29, 2018 and is available at www.osfc.pa.gov. 

http://www.osfc.pa.gov/
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Recommendation: The Municipality should formally meet with the fire 

companies to discuss and agree upon response capabilities and limitations 

and formulate a service delivery agreement. Both parties should document 

the role of the Municipality and the fire companies in a written agreement. 

 
The Municipality should consider establishing fire protection requirements 

in the form of an ordinance. 

 
 

Fire Service Overview 

 
Fire services are currently provided primarily by six fire companies, each 

operating its own fire station. A seventh fire company previously existed and has 

since been deactivated by the Municipality. This action was taken prior to the 

start of this project. 

 
Mutual aid from surrounding fire companies is provided on an as-needed basis. 

The fire stations providing primary response to the Municipality are as follows:  

Fire Station 221 Lincoln Park 

7520 Mount Carmel Road 

Penn Hills, PA 15235 

 
Fire Station 222 Rosedale 

5806 Verona Road 

Verona, PA 15147 

 
Fire Station 223 North Bessemer 

1701 Leechburg Road 

Pittsburgh, PA 17235 

 
Fire Station 224 Point Breeze 

1002 Center Avenue 

Verona, PA 15147 

 
Fire Station 225 Thad Stevens 

2797 Robinson Boulevard 

Penn Hills, PA 15235 

 
Fire Station 227 Penn Seven 

1235 Universal Boulevard 

Pittsburgh, PA 15235 
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The Fire Marshal and the Fire Academy are located at the Municipal Complex, 

102 Duff Road, Penn Hills, PA 15235. 

 

Fire Station 226, formerly located at 2240 Main Street, Penn Hills, PA 15235, 

was deactivated in 2016. 

 
While independent, the six fire companies cooperate on an operational basis and 

essentially form the Penn Hills Fire Department, although this name is not 

formally recognized. 

 
The fire companies are "all-hazards" response agencies providing emergency 

response to fires, hazardous conditions, vehicle collisions, water rescue, and a 

host of other emergency and non-emergency events. They may also provide 

emergency response to selected medical emergencies. Three of the six fire 

companies are recognized by the Pennsylvania Department of Health as Quick 

Response Squads. 

 
This report does not specifically include the delivery of emergency medical 

services or the operation of Penn Hills Emergency Medical Services. The 

response of the fire companies to selected medical emergencies is 

acknowledged. 

 
 

Governance 

 
Based on information provided, each fire company is organized as a 

Pennsylvania Nonprofit Corporation. Each fire company is recognized as a 

charitable or similar organization by the Internal Revenue Service. The fire 

companies each file their own IRS 990 Return. This information is believed to be 

correct but has not been verified for this report. 

 
Recommendation: The corporations should review their bylaws and 

remove all items relating to operations and establish them as a separate 

document. The bylaws should be written in a contemporary manner that is 

easy to understand. Duties of officers should be established in position 
descriptions which can be revised as necessary without revising the 
bylaws. The corporations should consider membership in the 
Pennsylvania Association of Nonprofit Organizations, which can provide 
support in many areas of governing the corporation. 



Governor's Center for Local Government Services 

Public Fire Protection for the Municipality of Penn Hills, 

Allegheny County, Pennsylvania 

6 

 

 

 

Personnel 

 
The fire companies are challenged with staffing issues. This varies from 

company to company. Time-of-day is also a consideration for staffing and 

response considerations. 

 
As with many volunteer-based emergency service organizations throughout 

Pennsylvania and the nation, volunteer resources are dwindling. While these 

volunteers are not monetarily compensated, there is a cost associated with this 

type of service. These costs include training, personal protective equipment, and 

all other expenses associated with the administration of the volunteer system. 

Dollar-for-dollar, these volunteers provide an enormous cost savings to the 

Municipality and its taxpayers. 

 
Every effort should be made to recruit and retain competent personnel for these 

volunteer positions. It should be noted that not everyone is suitable to hold a 

position within this or any fire or emergency service. Close and careful 

consideration should be given to each candidate to ensure that the appropriate 

people are selected for the specific positions. 

 
There were no job descriptions provided for any positions. Some training and 

personnel records are more detailed than others. There is no formal recruitment 

and retention program in place. 

 
The lack of sufficient volunteer personnel may require that staffing be 

supplemented by paid personnel, on a part-time or full-time basis, depending on 

the level of service desired. 

 
Recommendation: The Municipality and the fire companies should jointly 

formulate position descriptions for all operational positions from entry 

level personnel through company chief. The position descriptions should 

include detailed information regarding the job performance requirements 

and the knowledge, skills, and abilities required for these positions. The 

process should be standardized throughout all the fire companies. The 

current process of selecting line officers by the popular vote of fire 

company members is archaic and often produces less than desirable 

results. (This is not to refer to the talent of any existing line officer, simply 

the process.) Line officers should be selected based on merit, and jointly 

approved by the fire company and the Municipality. 
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Recommendation: The Municipality should recognize the value of 

volunteer personnel and the cost-savings they provide to the taxpayers, 

and work with the fire companies to establish a recruitment and retention 

program and a length of service awards program. The Municipality should 

provide sufficient funding for these programs. Additional information may 

be provided by the National Volunteer Fire Council. Selected insurance 

companies specializing in emergency service organizations may also be 

helpful in establishing these programs. 

 

Recommendation: The delivery of fire and emergency services should be 

closely and carefully reviewed by the Fire Marshal and the Municipal 

elected officials to ensure that an appropriate level of service delivery 

exists. Decisions relating to service delivery should be based upon the 

pre-determined level of risk. 

 
 

Training 

 
Training records for the fire companies are fragmented and, in some cases, 

difficult to follow or cross-reference. More comprehensive records might exist; 

however, they were not submitted for review as part of this project. The fire 

companies maintain records of training by the class or activity, but this 

information is not consistently transferred into individual training records. In some 

cases, detail might be insufficient; in other cases, records are very detailed. 

 
Recommendation: Based upon newly revised job descriptions for each 

position in the fire companies, the organizations should conduct a training 

needs assessment and develop and implement a training program 

accordingly. It is imperative that the training program include compliance 

with all legal mandates. 

 
 

Facilities 

 
The fire companies currently operate from six fire stations. 

 
The fire stations are owned and operated by their respective fire company. 

 
The fire stations generally appear to be well maintained. Some need various 

repairs and improvements. 

 

The current station locations appear to be randomly located; i.e., their location 

was not a result of a strategic fire protection plan. 
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Recommendation: The fire companies should conduct an inspection of the 

current fire stations. This inspection should be done for the following 

reasons: 

 
1. Identify any items in need of immediate repair. 

 
2. Identify any items that might need future attention, including 

items that would be capital expenses. 

 
3. Assess current space utilization issues and needs for future 

consideration including dormitory and living space for firefighters 

and the potential to house new fire apparatus. 

 
Recommendation: The Municipality, with input from the fire companies, 

may want to consider conducting a needs assessment to explore the 

advantages of a new fire station or multiple fire stations at strategically 

selected locations. Considerations for this should be driven by data 

projecting the need for future services. Additional considerations should 

be given to roadway infrastructure and projections for future growth within 

the Municipality. 

 
 

Apparatus 

 
Each fire company owns and maintains their own fire apparatus. The 

Municipality may claim an ownership share in some apparatus, depending on 

how the apparatus was funded. 516FM1 is owned by the Municipality. 

 
The apparatus are checked periodically by fire company personnel, although 

there is limited documentation to support this. Minor repairs may be done in 

house, depending on the skill level of the members. 

 
Most maintenance is done by a vehicle maintenance shop. Specialty work, such 

as pump repairs, are done by a specialty contractor. Documentation of vehicle 

maintenance is provided, but not in a standard format. 

 

Hose, pump, and ladder testing is done by an independent contractor. Some 

records are maintained to support this, although the records are inconsistent. 

 
A complete vehicle roster is included this report. 
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Recommendation: The fire companies, in conjunction with the 

Municipality, should implement a comprehensive preventive maintenance 

program for all apparatus. 

 
Components of the program should include those described in National 

Fire Protection Association (NFPA) Standard 1911, Standard for the 

Inspection, Maintenance, Testing, and Retirement of In-Service Automotive 

Fire Apparatus. 

 
NFPA standards for testing of pumps, hose, ladders, etc., are available and 

should also be considered for reference. 

 
An apparatus replacement plan should be developed to assess current and 

future fire protection needs of the Municipality. 

 
 

Financial 

 
Financial statements from some fire companies were more detailed than others. 

Legal filing requirements of documents such as the IRS 990 Return are believed 

to be filed in a timely manner. 

 

The fire companies generate revenue from various sources. In some cases, lack 

of financial documents made this unable to be verified. 

 
The Municipality provides funding for the fire companies through allocations in 

the Municipality's annual budget. These line items are reflected in the 

Municipality's 2020 Budget Document on Pages 61-64. 

 
The Municipality also distributes the Foreign Fire Insurance allocation from the 

State Auditor General to the Relief Association in accordance with the guidelines 

of the Auditor General. The Relief Association consists of the six fire companies 

located within the Municipality and one fire company in the neighboring Borough 

of Verona. 

 

Review of financial information for this report should be considered cursory, at 

best. Nothing related to this project should be considered an audit or 

comprehensive financial review. 
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Recommendation: Each fire company should implement a policy for fiscal 

management. This should include policies and procedures for the 

handling of cash, tracking of assets, and financial risk management. The 

management guidelines of the Pennsylvania Auditor General that are used 

for Volunteer Fire Relief Associations may be helpful in guiding this 

process for the fire companies as well as their relief associations. The fire 

company's insurance carrier may also be able to provide information 

regarding responsible financial management. 

 
Recommendation: The Municipality and the fire companies should meet 

regularly to formulate a budget for operating and capital expenses. It is 

important for Municipal officials to understand the financial needs of the 
fire companies and to fund public fire protection as the Municipality deems 

appropriate for the level of service desired. 

 
 

Operations 
 
The fire companies are "all hazards" response agencies providing emergency 

response to fires, vehicle collisions, hazardous materials incidents, 

environmental emergencies, and associated events. Non-emergency operations 

are varied and include some public service responses and public awareness 

activities. 

 
Mutual aid is provided by surrounding fire companies on a reciprocal basis. 

 
The fire companies operate a variety of apparatus. These include engines, aerial 

devices, and specialty units, such as rescues, squads, service, brush, and 

command units. 

 
Every municipality must determine the type and amount of fire apparatus for its 

community and where the apparatus should be located. These are difficult 

questions and there are no answers that are totally correct or totally incorrect. 

It's a matter of local choice. 

 
Fire stations responded to the total number of incidents during 2019 as follows. 

 
Station 221: 849 incidents 

 
Station 222: 1238 incidents 

 
Station 223:  667 incidents 

 
Station 224:  336 incidents 



Governor's Center for Local Government Services 

Public Fire Protection for the Municipality of Penn Hills, 

Allegheny County, Pennsylvania 

11 

 

 

 

 

Station 225: 565 incidents 

 
Station 227: 1015 incidents 

Municipal total: 4715 incidents 

Note: Stations 221, 222, and 224 provide quick response squads for emergency 

medical service calls. 

 
The fire companies have started to form written procedures for operational 

issues. These should be revised and expanded as necessary. Ideally, these 

should be standardized for all the fire companies within the Municipality. 

 
 

Recommendation: The Municipality and fire companies should formulate a 
service delivery agreement. This agreement should define the "acceptable 
level of risk" as well as service delivery expectations. 

 

Recommendation: The Municipality and the fire companies should meet 
and discuss formalizing mutual aid agreements with surrounding 
municipalities and fire companies. 

 
Recommendation: The Municipality and the fire companies should 
consider implementing automatic aid agreements with surrounding 
municipalities and fire companies on certain types of incidents. This 
should include consideration for use of proximity dispatching if available 
from the County Emergency Communications Center. If proximity 
dispatching is not currently available, the Municipal Officials and the fire 
company officers should encourage the County Commissioners to 
establish such a system. 

 
Recommendation: The Municipality and the fire companies should closely 
and carefully review the most recent ISO report. The report projects a 
needed fire flow of 3500 GPM (see the ISO report). It is important that the 
capability of the Municipality to maintain this fire flow be considered in the 
replacement of fire apparatus. The fire apparatus of the fire companies, 
especially those with pumping capabilities, are aging. A vehicle 
replacement plan should be devised soon. 
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Water Supply 

 
A reliable and sustainable water supply is critical to the suppression and 

extinguishment of fires. The Municipality is provided with a public water supply 

and is protected by fire hydrants. The hydrants are located throughout the 

Municipality, although some areas may need to be reinforced. The condition of 

the water infrastructure is not evaluated in this report. (See the ISO report for 

water supply information.) 

 
The public water system is owned and operated by the Oakmont Water Authority 

in the northern portion of the municipality and Wilkinsburg-Penn Joint Water 

Authority in the southern portion of the municipality. 

 
Recommendation: The Municipality, the water purveyors, and the fire 

companies should meet to discuss reinforcement and possible expansion 

of the public water system and adding additional hydrants as needed. This 

discussion should include the inspection and maintenance of existing 

hydrants and the consideration of future hydrants. 

 
Recommendation: The Municipality and fire companies should work jointly 

to pre-determine sites to establish drafting areas for local sources of water 

in the rural areas and hydrant areas in the event of failure of the public 

water system. These sites should be identified and marked accordingly 

and included in the fire companies pre-planning information. The 

Municipality should enter into formal agreements with landowners for 

operating at these sites. Dry hydrants should also be considered at these 

locations if practical. While the catastrophic failure of the public water 

system may be remote, contingency plans should be established. 

 
 
Reporting and Recordkeeping 

 
The fire companies are participating agencies in the Pennsylvania Fire Incident 

Reporting System. 

 
Some reports, training records, maintenance records, and other administrative 

documents are lacking. 

 
The collection, analysis, and interpretation of data is critical for future decision 

making. Future decisions should be objective, and data driven. 
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Recommendation: The fire companies should thoroughly train all line 
officers who might serve as incident commanders in the incident reporting 

system. Information collected should be gathered in a standard and 

uniform manner. Prior to submission to the state, incident reports should 

be reviewed by a fire company quality control officer. There should be at 

least two people assigned for incident report review; one primary and at 
least one alternate. 

 
In addition to the incident reports, the fire companies should attempt to 

follow guidelines and standards of the National Fire Protection Association 

for applicable documentation and record retention. 

 
Additional resources for documentation should be available from dedicated 

risk managers such as specialty insurance companies and commercial 

firms that specialize in this area. Lexipol is an example of one of the 

commercial service providers. 

 
 

Community Risk Reduction 

 
A primary consideration in public fire protection is the adoption and 

implementation of a comprehensive Community Risk Reduction (CRR) plan. 

The elements of community risk reduction include: 

Education 

Engineering 
Enforcement 

Emergency Response 

Economic Impact (also referred to as economic incentives) 

 
Vision 20/20, a leading source for information for strategic fire and injury risk 

reduction, provides a great resource for this information. Their website is 

www.strategicfire.org. 

 
Training in Community Risk Reduction is available through a variety of programs 

from the National Fire Academy. This training if offered free of charge. 

Additional information is also available from the Publications Office of the United 

States Fire Administration. This material is also free of charge. Internet access is 

available at www.usfa.fema.gov. 

 

Effective community risk reduction involves a variety of stakeholders, including 

elected and appointed officials, fire company members, and the general public. 

http://www.strategicfire.org/
http://www.usfa.fema.gov/
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The Municipality has adopted a fire code. The fire code provides for the safety of 

the residents and visitors to the Municipality, as well as its firefighters. 

 
The International Fire Code (IFC) is a model code that regulates minimum fire 

safety requirements for new and existing buildings, facilities, storage, and 

processes. The code addresses fire prevention, fire protection, life safety, and 

safe storage and use of hazardous materials in new and existing buildings, 

facilities, and processes. The IFC provides a total approach in controlling all 

buildings and sites, regardless of the hazard being indoors or outdoors. 

A properly adopted and administered fire code is the foundation for fire and life 

safety in every jurisdiction. 

 
The intent of the fire code is to establish the minimum requirements consistent 

with nationally recognized good practice for providing a reasonable level of life 

safety and property protection from the hazards of fire, explosion, or dangerous 

conditions in new and existing buildings, structures, and premises, and to provide 

safety to firefighters and emergency responders during emergency 

operations. 

 
Portions of the above references are furnished from the International Code 

Council. 

 
Municipal officials should note that the fire code is not a replacement for the 

building code. Both codes are designed to complement each other. In 

Pennsylvania, the building code is adopted as part of the Pennsylvania Uniform 

Construction Code (UCC). The fire code is not adopted at the state level. Only 

portions of the fire code are referenced by the UCC and only when it applies to 

construction. 

 
Recommendation: The Municipality should facilitate a meeting with fire 

officials, elected officials, and other interested parties to discuss the 

adoption of a comprehensive Community Risk Reduction program for the 

Municipality. Key stakeholders include the school district and health care 

providers. 

 
 

Public Protection Classification 

 
Insurance Services Office, Inc. (ISO) collects and evaluates information from 

communities from throughout the country regarding their structure fire 

suppression capabilities. This is referred to as the Public Protection 

Classification (PPC). The most recent report for the Penn Hills FPSA became 

effective on July 1, 2017. This area is currently classified as Class 3 with a total 

credit of 70.62 points awarded from a possible total of 105.50. 
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It is important to remember that this classification is for the Municipality, and 

while it includes the fire department, it also encompasses emergency 

communications and water supply. 

 
It should be noted that the Municipality needs only an additional 9.38 points to 

achieve a Class 2 rating. 

 
Page 7 of the PPC report provides a review of the Fire Suppression Rating 

Schedule (FSRS). The report shows credit for the items listed below. 

 
Emergency Communications: 7.80 of possible 10 

 
Fire Department: 31.01 of possible 50 

 
Water Supply: 29.09 of possible 40 

 
Community Risk Reduction: 4.86 of possible 5.50. 

 
The Municipality might see significant improved credit by addressing the 

following areas: 

 
414 Credit for Emergency Reporting (County function) 

 
432 Credit for Dispatch Circuits (possibly a joint County/Municipal 

function) 

 
561 Credit for Deployment Analysis 

571 Credit for Company Personnel 

581 Credit for Training 

616 Credit for System Supply (water system) 

 
The above referenced items might be improved by addressing certain 

administrative issues such as record keeping or operational issues. Examples of 

these items include fire company training issues and records relating to 

personnel and their availability. Other items may require a capital expense such 

as the relocation or existing fire stations and/or addition of new fire stations. 



Governor's Center for Local Government Services 

Public Fire Protection for the Municipality of Penn Hills, 

Allegheny County, Pennsylvania 

16 

 

 

 

Another significant item is the capability of the water supply system and its ability 

to provide a reliable and sustained fire flow. This may require a detailed 

engineering study by both water purveyors and indicate possible needed 

improvements to the water distribution infrastructure. 

 
It is important to remember that the PPC classification was determined when 

there were seven operating fire stations within the Municipality. A change in the 

number and/or location of fire stations may affect future property protection 

classifications. Any changes may be either a positive or negative influence. 

 
Questions and additional information regarding the ISO report and possible ways 

to improve the community's classification may be obtained by contacting their 

office at 800-444-4554. 

 
Detailed documentation and records retention are critical to support the 

information needed for such reports. 

 
Recommendation: The Municipality should meet with the fire officials and 

representatives of the water purveyors to discuss the findings of the ISO 

report and opportunities for improvement. 

 
 

Deployment Options 

 
Fire apparatus are currently located at six fire stations. A seventh fire station, 

Station 226, was deactivated in 2016. 

 
Municipal officials must always consider the acceptable level or risk when 

assessing locations for the placement of fire apparatus. 

 
In addition to apparatus type and placement, fire company officers and Municipal 

officials should remember that the existing fire stations, while reasonably well 

maintained, need regular maintenance and possible improvements. Some have 

had more recent additions and renovations. 

 
While maintained and renovated, these stations were never designed to meet 

today's standards for modern fire stations. Construction methods and older 

design criteria might make the stations impractical for future renovations. 

 
Historically, station locations were not strategically planned. 

 
Several options exist for the Municipality. One is to keep the operation as it 

currently is with the six existing fire stations, each operating as its own entity. 
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While this remains an option, greater effectiveness could probably be gained by 

combining the existing fire companies into one central fire department consisting 

of multiple fire companies and operating from multiple fire stations. This concept 

has worked well in other municipalities. 

 

For the purpose of this report, the term fire company refers to an entity, in this 

case, nonprofit corporations. The term fire station refers to the location where 

fire apparatus is housed. 

 
If this concept were adopted, the Municipality would formally establish a 

Municipal Fire Department and identify its member fire companies. This is 

typically done in the form of an ordinance. 

 
This model would allow each fire company to maintain its own entity for the 

purpose of conducting business as a nonprofit corporation. 

 
The Municipality would be responsible for all service delivery issues; i.e. the 

business of responding to calls for service. Typical examples are fire control, 

rescue operations, response to hazardous conditions, and other public service 

calls. 

 
The Municipality would also be responsible for all administrative functions, 

including financial management, procurement of apparatus, equipment, and 

supplies, training, maintenance, and the management of all operational 

personnel. 

 
The Municipal Fire Department should be under the leadership of a qualified 

Municipal employee, possibly identified as a Fire Commissioner, as not to be 

confused with the Fire Chiefs from each participating fire company. 

 
It would be logical to incorporate the responsibilities of the Municipal Fire Marshal 

into the newly formed Municipal Fire Department. 

 
The Fire Commissioner should be a direct report to the Municipal Manager. 

Appropriate staff should be assigned to support the fire department. These 

positions might include an administrative support specialist and, in order to meet 

the demands of the Municipality, consideration should be given to the addition of 

full or part-time employees to perform inspections, public education, and other 

activities associated with a comprehensive community risk reduction plan. 

 

From an operational standpoint, the fire companies, should easily be able to be 

transitioned into one centralized fire department, operating from the existing 

stations. 
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Another option is to combine two or more fire companies into one, still operating 

within the Municipal Fire Department. The existing fire companies, similar by 

their charter and corporate documents, could be combined into one organization. 

The new organization could operate from the existing stations, depending on the 

acceptable level of risk as determined by the Municipality officials. 

 
This option, if properly executed, should provide certain positive features 

regarding operations of the fire companies and management of the nonprofit 

corporation. This includes one corporate governing body. Operational 

effectiveness could also be increased as a central command structure would be 

in place, therefore eliminating duplication of line officer positions and creating 

one "play book" of Standard Operating Procedures. 

 
The Municipality, along with its fire companies, should consider multiple options. 

 
There are several examples to model the unification of two or more fire 

companies into one. One example that combined two fire companies into one is 

in York County. The new organization is known as Alliance Fire and Rescue. 

 
This model also has a proven track record in Adams County. Nearly ten years 

ago, two fire companies there combined to form the United Hook and Ladder 

Company. This organization has expanded and has combined two additional fire 

companies. The organization now operates four fire stations within the county 

and is poised for future growth. 

 
Another example is that of the recently formed Hanover Area Fire/Rescue in York 

County.  In this case, the fire companies from multiple municipalities combined 

as one and operate with municipal direction within a combination 

career/volunteer system. 

 
The Municipality may also want to consider the possibility of building a new 

fire/emergency services station. The location of this or any future station should 

be strategically located and supported by data driven decisions. These decisions 

should be based on historical data and future projections. 

 
The question also exists regarding the number and location of fire stations and 

the number, type, and location of fire apparatus. 
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Recommendation: Data driven decision making is critical for the success 
of any organization. It is recommended that no decisions regarding 

closing a current fire station or the construction of a new station be done 

until sufficient data is analyzed to support such a decision. The same 
should apply to fire apparatus as well. 

 
Decision makers should use data from the most recent three years of 

operations to support such a decision. Doing so should be able to identify 
trends and demands for service. 

 
 
Summary 

 
This report is intended to be a tool to help elected officials make informed 

decisions regarding public fire protection for the Municipality. 

 
It is important to remember that the Municipality, not the individual fire 

companies, is responsible for public fire protection. 

 
The focus of fire protection often reflects the ability of the fire companies to 

respond to and extinguish fires. Comprehensively, greater emphasis needs to be 

placed on the prevention of fire and injuries. A Community Risk Reduction 

program incorporates the elements of prevention, emergency response, and the 

economic impact to the community by a determination of the acceptable level of 

risk for the community. 

 
Adoption and administration of a fire code is a critical component of a 

comprehensive community risk reduction program. 

 

Modern fire organizations are often "all hazard" response agencies. Within its 

scope, this is true for the fire companies serving the Municipality. These fire 

companies do much more than respond to fires, although there may be 

insufficient information to document this. 

 
The biggest challenges for the fire companies appear to be staffing and funding. 

This is also the case for most fire service organizations across the country. 

 

The existing system of an all-volunteer staff offers an exceptional value to 

the Municipality. As volunteers continue to decrease in number, the fire 

companies and/or the municipality should be prepared to supplement the existing 

volunteer staff with paid personnel once an adequate staffing plan is devised. 

 
This should include the employment of a full-time person as the head for a newly 

created Municipal fire department, possibly with the title of Fire Commissioner. 
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The fire department should also be supported by additional personnel in order to 

fulfill its mission. 

 
While the existing volunteer system does provide an exceptional value, it may at 

times provide a level of service that is less than desired. 

 

Immediate action should be taken to establish a Municipal Fire Department to 

provide the necessary coordination of the fire companies within the Municipality. 

This would include a head of the organization, possibly with the title of Fire 

Commissioner, and the necessary staff to support a comprehensive community 

risk reduction program and, as necessary, to support field operations in time of 

emergency. 

 
The Municipality may want to explore shared service agreements with 

surrounding municipalities and fire companies. The possibility of forming a 

regional fire service organization should also be investigated. 

 
Municipal officials and fire company members are encouraged to read the Final 

Report of the SR 6 Commission. This report was recently released by the state 

legislature and can be found at www.osfc.pa.gov. 
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Service Delivery Comparison 
 

 Municipal Operated Services Municipal Supported Services Municipal Contracted Services 

Benefits Ownership and responsibility for direct 

delivery of fire/rescue services 

 

Creates a municipal fire/rescue 

department (bureau) within the 

governmental organization 

 
Paid employee staffing increases 

reliability of services 

 
Volunteer staffing provides exceptional 

cost savings 

Control of the services provided are shared by 

the municipality and the governing body of the 

nonprofit organization that directly provides the 

service 

 
Control can be accomplished through 

establishing policies for the delivery of services, 

standards for the services delivered, and the 

appropriation of funds to support the services 

provided 

 
Paid employees used within this system would 

be employees of the nonprofit organization, not 

the municipality, and subject to different laws 
and regulations 

Municipality contracts for the service 

to be provided - no involvement with 

direct delivery of services 

 
Municipality selects a service 

provider for the service 

Drawbacks Probably the most expensive option - 

involving start-up costs for facilities, 

equipment and personnel 

 
Considerable cost to support personnel 

Recurring costs for personnel 

Subject to labor/management regarding 

collective bargaining 

 
Facility and equipment maintenance 

Options for funding this model include the 

appropriation of municipal funds, grant 

opportunities, and contributions from the public 

Delivery of services accomplished 

through a request for proposals or by 

a competitive bidding process - 

subject to statute or regulation 

 
This option has the potential to be 

misunderstood and possibly strain 

existing relationships with existing 

provider agencies 

Additional 
considerations 

Volunteers and paid personnel could 

both be used within this system 

 
If the municipality becomes the direct 

provider of these services, it may 

become ineligible for certain funding 

opportunities that may only be afforded 

to nonprofit organizations that have IRS 
501(c)3 designation 

Careful consideration must be given to the 

issue of employee/employer relationship, and 

the municipality should consult with legal 

counsel to identify and clarify and issues 

regarding this matter 

 
Expectations and desired outcomes should be 

expressed in the form of a written agreement 

Would allow for fire companies and 

other out-of-town agencies to submit 

proposal for these services 



 

 

Service Delivery Options 

 

 
Municipal Operated Service 

 

This option provides the Municipality with the ownership and responsibility for the direct 

delivery of fire/rescue services. It creates a municipal fire/rescue department (or 

bureau) within the governmental organization. It gives the Municipality the greatest 

control over the services that are provided. It is also probably the most expensive 

option as it might involve start-up costs for facilities, equipment, personnel. 

The Municipality also has recurring costs associated with these services. The greatest 

expense is the cost of personnel if the Municipality chooses to use paid employees for 

staffing. This would also subject the Municipality to the labor/management provisions of 

Acts 111 and/or Act 195, the State laws regarding collective bargaining for municipal 

employees in these categories. A paid employee staffing option increases reliability of 

service in a defined manner. A paid employee option would most likely have an annual 

cost of millions of dollars. Additional recurring costs would involve facility and 

equipment maintenance. The use of volunteers within this scenario is also considered. 

Volunteer staffing is most likely dependent on the incentives provided in return for the 

service rendered. Volunteers and paid personnel could both be used within this system. 

If the Municipality becomes the direct provider of these services, it may become 

ineligible for certain funding opportunities that may only be afforded to nonprofit 

organizations that have IRS 501(c)3 status. 

 

 
Municipal Supported Service 

 

The control of the service provided is shared by the Municipality and the governing body 

of the nonprofit organization that directly provides the service. This control can be 

accomplished through establishing policies for the delivery of service, standards for the 

service delivered, and the appropriation of funds to support the services provided. 

Expectations and desired outcomes should be expressed in the form of a written 

agreement. 

Options for funding this model include the appropriation of municipal funds, grant 

opportunities, and contributions from the public. 



 

 

A key consideration is that if paid employees are used within the system, they are 

employees of the nonprofit organization, not the municipality, and are subject to 

different laws and regulations when compared to municipal employees. This may have 

certain financial advantages to the Municipality. Careful consideration must be given to 

the issue of employee/employer relationship, and the Municipality should consult with 

legal counsel to identify and clarify any issues regarding this matter. 

 

 
Municipal Contracted Service 

 

With this option, the Municipality simply contracts for the service to be provided. This 

option provides the Municipal with no involvement in the direct delivery of services. 

The Municipality would simply select a service provider for fire/rescue services. This 

may be accomplished through a request for proposals or by a competitive bidding 

process. 

Close and careful attention needs to be given to the specifications for the proposal and 

the contract that follows. The type and amount of service is specified by the contract. 

While this option may provide the least expensive option for the Municipality, it may not 

be the best option. This option has the potential to be misunderstood and possibly 

strain existing relationships with existing provider agencies. 

 

 
Funding Options 

 

Typically, services of this type are funded through a system of general fund revenue 

and appropriations to a designated agency or by means of a line item budget if the 

services are provided directly by the municipality. 

Additional sources of funding may be available from the provisions of an Emergency 

and Municipal Services Tax and/or a fire tax. 

Close and careful consideration needs to be given to taxing options. Municipalities 

throughout the state are challenged with the lack of funding options. The Municipal 

officials may want to consider meeting with elected officials at the state level to discuss 

and advocate for a wider range of local options for funding emergency services. 

User fees, such as those generated from the permitting and inspection process of a Fire 

Code may provide additional sources of revenue. 



 

 

As many emergency service organizations throughout the country are faced with 

funding challenges, the United States Fire Administration has produced a publication, 

Funding Alternatives for Emergency Medical and Fire Services, Publication FA-331. 

This publication is available as a free download from their website, www.usfa.fema.gov. 

For a comprehensive understanding of funding alternatives, it is suggested that 

Municipal and organization officials review the options contained in the publication, 

especially Chapter 4, Local Revenue and Funding Alternatives; and Chapter 7, 

Foundations and Corporate Grants. 

These options should be investigated to determine what is right for the Municipality. 

http://www.usfa.fema.gov/
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John S. Senft served as the consultant for this project. In this role, he served as 
subject matter expert and overall project facilitator. 

 
Mr. Senft has over forty years of combined experience in public safety. He has 

served as a volunteer firefighter and officer and has over thirty-six years of 

experience as a career firefighter, progressing through the ranks from recruit to 

Chief of Department. 

 
He holds a Certificate in Fire Protection from Harrisburg Area Community 

College, a B.A. in Organizational Management and a M.S. in Nonprofit 

Management from Eastern University in St. David’s, Pennsylvania. 

 
He is a graduate of the Executive Fire Officer program of the National Fire 

Academy and is a court recognized expert in the fields of fire suppression, fire 

investigation, and fire prevention. 

 
Chief Senft is an instructor for several colleges and an Adjunct Faculty member 

of the National Fire Academy. He has also served as a subject matter expert for 

curriculum and program development. 

 
In addition to teaching, he provides consulting services to emergency service 

organizations, government and public agencies, and nonprofit organizations 

throughout the United States. 
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