Notice of Meeting
Special Meeting of the Keene City Council

Thursday, April 18, 2019
Gary Heinrich
Mayor
Lisa Parrish
Place I

Cheryl Schram
Place II

James Belz
Place III

Rob Foster
Ward I

Gwen Beeson
Mayor Pro Tem (Ward II)

Robert Cooper
Ward III

Notice is hereby given that a Regular Meeting of the City Council of the
City of Keene will be held on Thursday, April 18, 2019 at 6:00 PM at the
Keene City Hall, located at 1000 N Old Betsy Rd (FM 2280), Keene,
Texas.
City Hall is wheelchair accessible. The entry ramp is at the front with entry at
the front entrance to City Hall. Reasonable accommodations to furnish
auxiliary aids or assistance to assist persons with special needs will be
provided when forty-eight (48) hours advance notice is given. Please contact
the City Secretary at 817-641-3336.
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Agenda

Keene City Council

April 18, 2019

Call to order and certification of quorum
Invocation & Pledge of Allegiance to the Flags of United States and Texas Flag.
Pledge of Allegiance to the Texas Flag: Honor the Texas flag; I pledge allegiance to
thee, Texas, one state under God, one and indivisible.
1. Public Comments
(Citizens are invited to speak on any topic; however, unless the item is specifically
noted on this agenda, the City Council is required under the Texas Open Meetings
Act to limit its response to one of the following: Responding with a statement of
specific factual information or reciting the City’s existing policy on that
issue; or Directing the person making the inquiry to visit with City Staff about the
issue. (No Council deliberation is permitted.) Citizens are required to stand when
speaking, state their name and address and the comment time is limited to three
(3) minutes. The amount of time given to the public to speak may be changed
at any time at the Mayor’s discretion.)
2. Mayor's Comments:
3. Presentation and discussion with direction staff regarding EMS/Fire services and
related matters.
4. Adjourn
I, the undersigned authority, do hereby certify that the above Notice of Meeting of the
City Council of Keene, Texas is a true and correct copy of said Notice and that I posted
a true and correct copy of said notice on the official bulletin board of City Hall, a place
convenient and readily accessible to the general public at all times, and that said notice
was posted on or before 6:00 P.M., Monday, April 15, 2019.
_____________________________
City Secretary, Holly Owens, T.R.M.C.
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City Council
Agenda Item Report
April 18th, 2019
Contact – Fire Chief Warner

SUBJECT:

1.

KEENE FIRE DEPARTMENT AMBULANCE FEASIBILITY

BACKGROUND
Fire Chief Warner presented an initial study to the Keene City Council in February of
2019. The study addressed:
1.
2.
3.
4.
5.
6.

Current response trends
A Johnson County Fire Department Comparison by fire stations
A fiscal analysis
Labor concerns
Operational efficiency
Political aspects

At that time, council directed staff to gather information regarding various options for
Emergency Medical Service (EMS) provision in Keene.
In the time since, Chief Warner has contacted various private EMS companies and
requested quotes for the provision of service in Keene.
He has also worked with the Finance Department to provide information regarding
how hiring a third-party EMS provider or hiring additional staff potentially impacts the
City of Keene’s budget.

2. ANALYSIS
Financials
Budgeted Ambulance Revenue $286,200 less Budgeted Direct and Indirect
Expenses Calculated of $200,651* = Net Annual Revenue of $85,549
The budgeted direct and indirect expenses includes personnel, benefits and related
costs for two personnel staff devoted to the ambulance plus ambulance
maintenance, and a percentage of EMS related call ratio applied to fuel cost, medical
supplies, and facilities cost.
Cost Comparison
City
Additional Costs – Personnel Costs ranging from $201,000 – $603,000 (depending
on the number of personnel hired)
Increase in line items for training, uniforms, equipment ranging from $26,500$79,000 (depending on the number of personnel hired)
Ambulance Replacement Costs - $225,000
Contracted
Additional Costs – Contracted Services Ranging from $30,000 TO $225,000
Lost Revenue Approximately $286,000
After initial year of implementation, revenue from sale of ambulances is
approximately $30,000
There would be a minimal reduction in line items for current expenses.
Why is increased staff necessary?
National Fire Protection Association Standards (specifically NFPA 1710)
recommends minimum staffing of four staff per fire engine and two staff per
ambulance. The City of Keene is operating with three budgeted staff per shift to
cover both the fire engine and the ambulance. This problem hinders the ability of
firefighter/paramedics to safely carry out their jobs. Additionally, it affects the ability
of the department to respond to calls and causes a reliance on other entities to
provide mutual aid. Staffing levels are so low that if the Ambulance Service were no
longer provided, the City of Keene would still not meet minimum staffing levels per
NFPA.
The City of Keene Fire and Rescue department has a high turnover rate due in part
to not having enough staff to efficiently share the workload and lower salaries than
nearby areas by comparison.

Overlapping calls and no crews
Current Response Trends

Total Calls

Total
Calls

Overlapping
Calls

No
Crew

EMS
No
Crew

2018

1888

371

180

141

2017

1707

310

139

116

2016

1581

268

87

75

2015

1571

325

69

61

Comparison to nearby and similar cities

Comparison to similar cities

3.

ASSESSMENT
FROM FEBRUARY REPORT
1. The Keene Fire Department is the third busiest fire station in Johnson county.
2. The Keene Fire Department is the busiest city provided ambulance service in
Johnson county.
3. The Keene ambulance profits approximately $166,106.73 per year, exclusive of
personnel costs.
4. The Keene Fire Department is understaffed.
5. We are losing firefighters at an average of 2.7 employees per year.

To Keep EMS in-house
1. Prepare plan to increase staff to NFPA required minimum staffing or other
determined level of staffing in order for Keene Fire and Rescue to adequately
respond to Fire and EMS calls.
2. Prepare Compensation Study with a goal of reducing staff turnover. (The Human
Resource Department is currently working on this)

Budget plan
1. Review grant opportunities and other revenue sources with a goal of increasing
revenue to further subsidize increase in personnel related costs.
2. Review budget expenses for areas of possible decrease to subsidize increase in
personnel related costs.
3. Consider timing and staggering of personnel hires. Consider full time
FF/Paramedic and/or paramedic only for Ambulance.
Alternative Funding Possibilities
Staffing for Adequate Firefighter and Emergency Response (S.A.F.E.R.) Grant
If awarded, the grant pays for 75% of personnel costs in the first two years of award
and declines to 35% in the third and final year of the grant period.
The grant purpose is to aid cities in reaching minimum staffing levels. This may be
an option to subsidize increased personnel costs for if the Ambulance Service is kept
in house.
Known cities who have utilized this grant include Mexia, Red Oak and Burleson.
Keene submitted a S.A.F.E.R. grant application on March 22, 2019.
Revenue Source
Ambulance Service Supplemental Payment Program (ASSPP)
This is a program that aids entities by allowing recovery of additional payments from
Medicare from prior billings and receipts. The deadline to apply each year is March
22.
This may be an option for an additional revenue source for 2020 if the Ambulance
Service is kept in house. Known cities currently utilizing this revenue source include
Burnet and Cleburne.
It is expected that this grant will be discontinued in the very near future.

Budgetary Effects
Addition of Personnel

Note: Personnel costs based on current salaries.

EMS Provided by a Private Contractor
Benefits
1. Ambulance Company stationed in Keene dedicated to answering and transporting
EMS calls. (If stipulated by contract)
2. High level of service, fire company provides ALS response service, Ambulance
provides MICU.
Budget impact
1. Deletion of Ambulance Service Revenue
2. Increased Expenditures for Services (Additional subsidy for EMS service)
3. Decrease in Vehicle and Equipment Replacement Costs in future years.

Budgetary Effects
Contracted Services

4.

ACTION/RECOMMENDATION
Option One
To reach the staffing levels indicated in NFPA 1710, the City of Keene would need to
hire nine additional firefighters. As this is not feasible at this time, I recommend that
the City hire three additional firefighters, resulting in the addition of one extra
firefighter/paramedic per shift. The City can re-evaluate the budget to consider hiring
firefighters/paramedics to reach NFPA 1710 staffing levels in the future.
Another consideration is that the hiring of additional firefighters/paramedics provides
a better chance of maintaining or improving the City’s Public Protection Classification
rating (also known as the ISO rating) through the Insurance Services Office.
Option Two
Hire a private EMS contractor to provide ambulance services to the City of Keene. The
fire department would then move current firefighter/paramedics to the fire engine and
provide an Advanced Life Support (ALS) engine company for first and dual response
models. This means that our paramedics would be on the fire engine and would
continue to respond to EMS calls for service.

Option Three
Discontinue the Keene Ambulance service. The fire department would move to an
ALS engine providing a first response model of service.
The citizens of Keene already pay a tax to Johnson County. A portion of this tax is
used to provide EMS service, via AMR ambulance, to Johnson County.
In effect, the citizens of Keene are already paying for an ambulance service though,
by contract, the City of Keene has previously chosen not to receive services except
through mutual aid situations.
This model of service would result in longer response times for a transport vehicle and
may occasionally result in longer response times for medical assistance.

5.

Potential Funding
Option One

Increase in property tax rates
Option Two
Increase in water rates and transfer to the general fund
Option Three
Eliminate a City service

City of Keene Fire and
Rescue
Examine an Increase in Staffing Levels to Minimum Standards in
order to Continue the Provision of EMS Services from the City of
Keene
versus

Contracting EMS Services to an Outside Ambulance Service

INFORMATION WE WILL CONSIDER
• INCREASE TO BUDGETED EXPENDITURES
• LOST REVENUE
• CAPITAL COST OF AMBULANCE REPLACEMENT

• FUNDING SOURCE?

Revenue Sources
Revenue Sources that Fund the Fire/Rescue Department Budget - $1,111,331

18%

M&O Tax Rate

0%
12%

County Emergency District
70%

Fire Services
EMS Collections Net of Billing Service

NET REVENUE AND EXPENSES – CURRENT COST OF
AMBULANCE SERVICES
• Budgeted Ambulance Revenue $286,200 less Budgeted Direct and Indirect Expenses Calculated
of $200,651* = Net Annual Revenue of $85,549

*Includes personnel, benefits and related costs for two personnel staff devoted to the Ambulance
plus Ambulance maintenance, and a percentage of EMS related call ratio applied to fuel cost,
medical supplies, and facilities cost.
This number provides the most relevant expense information for budget purposes. Even so, there
is not currently enough staff to assign two personnel to the Ambulance and if the Ambulance
Service was no longer a source of revenue, these Ambulance related expenses would have a
minimal decrease. Personnel related costs could not decrease if there was no Ambulance Service.

OVERVIEW OF COST COMPARISON
CONTRACTED
CITY STAFF
SERVICE
• Additional Costs – Personnel Costs
ranging from $201,000 – $603,000

• Increase in line items for training,

uniforms, equipment ranging from
$26,500-$79,000

• Ambulance Replacement Costs $225,000

• Additional Costs – Contracted Services
Ranging from $30,000 TO $225,000
• Lost Revenue Approximately $286,000
• After initial year of implementation,
revenue from sale of ambulances
approximately $30,000
• Minimal reduction in line items for
current expenses.

Consider Staffing Increase
WHY IS INCREASED STAFFING NECESSARY TO
CONTINUE TO RUN THE AMBULANCE SERVICE?

City of Keene Fire and Rescue Staffing
Issues
• NFPA Standards recommends minimum staffing of four staff per fire engine

and two staff per ambulance. The City of Keene is operating with three
budgeted staff per shift to cover both the fire engine and the ambulance. This
problem hinders the ability of firefighter/paramedics to safely carry out their
jobs. Additionally, it affects the ability of the department to respond to calls
and causes a reliance on other entities to provide mutual aid. Staffing levels are
so low that if the Ambulance Service were no longer provided, the City of
Keene would still not meet minimum staffing levels per NFPA.
• The City of Keene Fire and Rescue department has a high turnover rate due in
part to not having enough staff to efficiently share the workload and lower
salaries than nearby areas by comparison.

Number of Calls and Overlapping
Calls
The data shows the number of EMS related calls in the City of Keene in comparison
with nearby stations and the number of overlapping calls which required mutual aid.
This is due to insufficient staffing levels in the City of Keene to cover the overlapping
calls.

Comparison to similar and nearby
Cities

Comparison to similar Cities

TO KEEP EMS SERVICE IN HOUSE
Staffing

Budget Plan

• Prepare plan to increase staff to NFPA

• Review grant opportunities and other revenue

required minimum staffing or other
determined level of staffing in order for
Keene Fire and Rescue to adequately
respond to Fire and EMS calls.

• Prepare Compensation Study with a
goal of reducing staff turnover.

sources with a goal of increasing revenue to
further subsidize increase in personnel related
costs.

• Review budget expenses for areas of possible
decrease to subsidize increase in personnel
related costs.

• Consider timing and staggering of personnel

hires. Consider full time FF/Paramedic and/or
paramedic only for Ambulance.

Possible Grant Opportunities and other
Revenue Sources
• SAFER Grant
a) If awarded, the grant pays for 75% of personnel costs in the first two years of award and declines

to 35% in the third and final year of the grant period. The grant purpose is to aid cities in
reaching minimum staffing levels. Each year the grant application deadline is March 30. This may
be an option to subsidize increased personnel costs for if the Ambulance Service is kept in house.
Known cities who have utilized this grant include Mexia, Red Oak and Burleson.

• Revenue Source
a) ASSPP (Ambulance Service Supplemental Payment Program) is a program that aids entities by

allowing recovery of additional payments from medicare from prior billings and receipts. The
deadline to apply each year is March 22. This may be an option for an additional revenue source
for 2020 if the Ambulance Service is kept in house. Known cities currently utilizing this revenue
source include Burnet and Cleburne.

More Revenue Consideration
• Currently the City of Keene receives revenue from the ESD which

includes a stipend for using volunteers based on hours worked. It is
recommended to carefully review this contract in order to continue to
utilize funds and services provided by the ESD in the contract more
fully. Also, if additional paid personnel is hired by the City of Keene,
maintaining volunteer levels according to the terms of the contract will
be necessary.

Benefit Value – Total $158,700

ESD Revenue & Benefits
FY 2019 Budgeted Revenue $193,000

•
•
•
•
•
•
•
•
•
•

Radio User Fees - $2,800
Active 911 User Fees - $200
Training Tuition Grants - $4,000

Record Management Software$1,500
Firefighter Rehab ESS - $1,100
Medical Director $2,800
ESD Dispatch - $34,700

ESD Administration $52,400
ESD EMS $5,400
ESD Fire $53,800

Note: Personnel costs based on current salaries.

Total Budget Increase – Addition of Personnel

Where do we find the funds? Taxes?
Water Rates? Other?

CONTRACT FOR AMBULANCE SERVICES BY
AN OUTSIDE AMBULANCE PROVIDER
Services
• Ambulance Company stationed in
Keene dedicated to answering and
transporting EMS calls.

• High level of service, fire company
provides ALS response service,
Ambulance provides MICU.

Budget Plan
• Deletion of Ambulance Service
Revenue

• Increased Expenditures for
Services

• Decrease in Vehicle and

Equipment Replacement Costs in
future years.

EMS CONTRACTED SERVICES
INCLUDE
•
•
•
•
•
•

Qualified EMS Staff
Ambulance and ambulance maintenance
Equipment and equipment maintenance

Integrated dispatch system
Call response time commitment

Patient billing and collections

Total Budget Increase – Contract Ambulance Service

Where do we find the funds? Taxes? Water
Rates? Other?

OVERVIEW OF COST COMPARISON
CONTRACTED
CITY STAFF
SERVICE
• Additional Costs – Personnel Costs
ranging from $201,000 – $603,000

• Increase in line items for training,

uniforms, equipment ranging from
$26,500-$79,000

• Ambulance Replacement Costs $225,000

• Additional Costs – Contracted Services
Ranging from $30,000 TO $225,000
• Lost Revenue Approximately $286,000
• After initial year of implementation,
revenue from sale of ambulances
approximately $30,000
• Minimal reduction in line items for
current expenses.

Recommendations – Option 1
• Hire three additional firefighter/paramedics
• This will add one additional firefighter/paramedic to each shift
• Eases the current workload

• Could possibly assist with Insurance Services Office Public Protection
Classification

• Does not get the fire department to recommended staffing levels

Recommendations – Option 2
• Contract Service
• Current staff would move to a first response/dual response model of service.
• Keene firefighters/paramedics would continue to respond to medical emergencies but
would no longer transport patients to the hospital

Recommendations – Option 3
• Elimination of Keene ambulance service
• Current staff would move to a first response/dual response model of service.
• Keene firefighters/paramedics would continue to respond to medical emergencies but
would no longer transport patients to the hospital

• There would not be a dedicated ambulance in the Keene fire station
• Response times for a transport vehicle would increase

How Do We Pay For This
• The options will either result in an increase in expenditures or a
decrease in revenue.

• Possible solutions for the near future
• Increase in property tax rates
• Increase in water rates and transfer to the general fund
• Eliminate a City service

