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EXECUTIVE SUMMARY 

The Bonita Springs Fire Control and Rescue District, the Estero Fire Rescue District, and 
the San Carols Park Fire Control District selected SPC/TriData, a professional fire and EMS 
consulting firm to explore the concept of consolidation or increased shared services. Our report 
presents the Districts with two major options, and recommended that the three Districts 
consolidated into a new District. 

1.  Study Approach and Stakeholder Views 
This Section reviews the methods we used to conduct the study. Initially, we performed 

an assessment and prepared a separate five-year plan for each District. We followed that by 
conducting internal and community-based meetings with employees and citizens of each District. 
We also conducted a teleconference with an attorney that represented two of the Districts to 
discuss the legal environment concerning consolidation and shared services. 

2. Critical Issues 
We next examined four critical issues that are key to the success or failure of any 

organizational realignment. TriData determined the current status and probable future of the 
specific issues. 

• Governance – No Consensus but Achievable Goal 

• Cooperative Agreements – Consensus and Achievable 

• Legal Issues – Consensus and Achievable 

• Consolidation of Labor Forces – No Consensus but Achievable Goal 

Three major outcomes were identified including, cooperative agreements, administrative 
consolidation, and full consolidation. At this point we recommended that partial consolidation 
not be considered. 

3. Options for Shared Fire Protection Services 
In this section we conducted an in-depth assessment of cooperative agreements and full 

consolidation. The Districts currently operate under cooperative agreements involving 
emergency operations by participating in a closest unit response program that transcends district 
boundaries. Bonita Springs and Estero have fully adopted this while San Carlos Parks’ 
participation is emerging. 
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We determined that the Districts could initially form Cooperative Agreements for Fire 
Prevention and Investigative Services, Emergency Medical Services, Information Services, and 
Education and Training. Eventually, these Cooperative Agreements could be extended to include 
Building and Equipment Maintenance, Finance and Administration, and Emergency Operations. 
Cooperative Agreements are the minimum type of shared service agreement. Practically, 
Cooperative Agreements could be a stepping stone to full consolidation. 

TriData determined that a full consolidation between the districts was operationally, and 
economically the most reasonable direction for the Districts to proceed. We determined the 
governance issues that must be resolved prior to any consolidation. We recommended that the 
three Districts consolidate into one District, under a combined Board of Commissioners. All 
employees would transfer to the new District. 

The next section of consolidation is a proposed organization and structure for the 
combined District. We identified the need for a Fire Chief and three Assistant Chiefs, but by 
request, we identified organizational levels instead of specific ranks. These additional levels 
included: Executive Staff (ES), Senior Staff (SS), Company Staff/Civilian Supervisor (CS), 
Technical Staff (TS), and Administrative Staff (AS). 

4. Service Delivery 
We examined the probable service demand on a combined district that showed a 

relatively stable workload through 2013. A combined District will need 11 stations to operate, 
with most of the adjustments being needed in the current San Carlos Park and northern part of 
Estero Districts. A combined District should have two Operations Managers (Battalion Chief), 
one EMS/Safety Chief (Battalion Chief), 10 engine companies, two ladder/truck companies, one 
quint (functioning mainly as an engine), five brush units, and a heavy rescue squad/hazardous 
materials unit. 

EMS response should remain steady through 2013. Challenges to the county-wide EMS 
system may provide the District with an opportunity to add EMS transportation. To effectively 
provide EMS transportation, six ALS Medic Units are needed. 

5. Human Resources 
Human resource management during transitions is one of the most challenging aspects of 

fire and EMS agency consolidation plans. Job protection becomes an essential element for a 
smooth transition. As agreed upon, all 239 personnel currently employed will be placed in the 
new organization.  
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Determination of staffing needs is based off a staffing factor of 3.39 personnel for every 3 
operations positions. Engine companies will be staffed with at lest three personnel, ladder/truck 
companies and rescue squads with at least four. If EMS transportation is adopted, each unit 
should have one paramedic and one EMT-B. If EMS transportation is not provided, each shift 
should have a minimum of 55 personnel assigned. If EMS transportation is provided, 68 
personnel are needed. The total operational personnel needed without EMS transport is 154, and 
204 needed with EMS transportation. 

By attrition, the new District will have an opportunity to reduce its total numbers. One ES 
and one SS could be eliminated. Three SS could be reallocated to CS. Four technical staff (TS) 
[fire inspector] positions can be eliminated or personnel reassigned. If EMS transportation is not 
provided, 24 TS (firefighter) positions could be eliminated. If the new District decides to provide 
EMS transportation, then 22 personnel would have to be added. 

6. Fiscal Analysis 
This section contains an analysis of the assets and liabilities that would exist within a 

combined district. In 2008, a combined district would have generated ad valorem tax revenue of 
$36,291,092. To retain that revenue, the new District would need a millage rate of 1.9802. 

Adjustment to human resources could save up to $4,187,568 provided that EMS 
transportation is not provided. Capping of pensions and retiree contributions toward the cost of 
family medical insurance would add additional savings. Within four years, the new District could 
save up to $2.5 million by selling vehicle overstock. 

It will cost the new District between $3,341,237 and $6,077,956 annually to provide 
EMS transportation. Annual EMS revenue generation is forecast at $2,398,510. Obviously, 
providing EMS will not be “profitable.” A decision to provide EMS transportation must be based 
on citizen needs. 

7. Recommendations for Actions 
TriData recommends that the three fire Districts merge into one fire District. We made a 

total of 47 recommendations, 13 addressing Cooperative Agreements and 34 addressing 
Consolidation. 
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INTRODUCTION 

 The Board of Fire Commissioners for the Bonita Springs Fire Control and Rescue 
District (BSFCRD), Estero Fire Rescue (EFR), and San Carlos Park Fire Protection and Rescue 
Service District (SCPFPRSD), wished to determine whether its citizens would benefit from 
consolidation or increased cooperation between Districts. TriData, a professional fire and EMS 
consulting firm based in Arlington, VA was contracted to do a study of the issues. Between 
January and July of 2009, the TriData project team examined services being provided by each 
District independently and the possibilities for the three Districts working together as one entity. 

 The Independent Special Taxing District has been employed in Florida since before the 
state was in existence. It was and is an adaptable system of government that can be used to 
provide a wide variety of services. The basic premise behind forming a special taxing District is 
that the people of a community can institute a quasi-governmental agency, created by the 
legislature and regulated by the state, to provide or improve a singular service for a defined 
jurisdiction. Districts are overseen by a five member board of commissioners who are elected by 
the constituency that resides within the boundaries of the area served. These elected officials 
serve for four year terms.  

Of the 67 counties in the State of Florida, Lee County is one of a modest number that 
depends predominantly on Independent Fire Districts to provide fire suppression, prevention and 
emergency medical services. There are currently seventeen independent fire Districts within the 
county. 

When these Districts were created there were seventeen small communities that were 
distinctly separate and who had little or no organized fire protection or primary emergency 

medical care at their disposal. The system presented a reasonable answer to the problem of 

protection for these communities and also gave the recipients of these services the privilege self 

governance and local control. As the area began to grow urban sprawl blended these settlements 

into what is now, seemingly, one large urban/suburban development with some commercial and 
light/medium industrial and high-rise occupancies dispersed throughout. 

The Independent Taxing District system for fire protection is appropriate and effective; 
however, merging these individual agencies into one organization could potentially, over time, 
improve efficiencies and overall service delivery provided to the citizens.   
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After extensive analysis and consideration, TriData believes that consolidation of the 
three Fire Districts into one agency is an idea whose time has come for the citizens of Southwest 
Florida. Our conclusion is based on the following: 

• Each District is currently providing excellent service. Taking this courageous step is 
best accomplished when organizations are “on top of their game” instead of during 
desperate times. 

• Fire stations and equipment are in good condition with most needs being strategic in 
nature. 

• The Fire Districts have the depth and breadth of talent needed for a successful 
transition 

• A combined District will eventually lead to taxpayer savings based on economies of 
scale 
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1.  STUDY APPROACH AND STAKEHOLDER VIEWS 

This chapter discusses the approach taken to analyze how the Fire Districts have 
partnered, and options for consolidation or cooperative agreement in the future.  

Methods 
This study used several quantitative and qualitative methods to determine the 

possibilities, including individual District assessments, internal stakeholder meetings, 
community meetings, GIS and CAD data analysis, legal assessment and financial assessment. 
We focused on three general possibilities: establishing Cooperative Agreements; administrative 
merger; and full consolidation.  

District Assessment – First we performed a comprehensive assessment of each Fire 
District that included administrative, operational, and financial evaluations. We examined the 
organizational structure, administrative efficiencies, human resources, labor/management 
relations, emergency response times, building and vehicle maintenance records, financial 
implications, and identification of future considerations for each District. The initial assessment 
focused on each District remaining an independent agency. 

Constituent Participation – TriData facilitated 11 focus groups that included 
internal and external stakeholders to identify ideas for the possibilities available to the Districts, 
and to get a sense of barriers and positive factors for consolidation. The internal focus groups 
included representatives from each District who discussed the possibilities for cooperative 
agreement and consolidation. The four internal stakeholders groups included: chiefs and 
commissioners1, emergency operations, fire prevention and investigation, public education, 
training, support services, and finance and administration. Meetings lasted between four and 
eight hours and were facilitated by the TriData project team.   

Six external stakeholder meetings were held, with two occurring in each District.  
These meetings were attended by residents and business community members, including 
representatives of chambers of commerce, community groups, residential groups, colleges, and 
private citizens. These meetings lasted two hours and also were facilitated by TriData project 
staff. Fire Chiefs and Commissioner Representative’s attended some of these meetings. No more 
than one Commissioner from a District was present at any meetings. 

                                                 
1 No more than one commissioner from any District attended meetings together. 
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A meeting was held between each District Fire Chief, International Association of Fire 
Fighters (IAFF) District Vice-President and the TriData project manager. A draft document was 
distributed and discussed. Subjects included: Cooperative Agreement, Administrative Merger, 
and Full Consolidation. The working draft had an outline comparing the current IAFF Collective 
Bargaining Agreements, which are due for renegotiation in 2010. Each participant was invited to 
send us comments and ideas on the Cooperative Agreements and consolidation information in 
the document and any additional thoughts or comments they desired. 

Legal Issues – TriData conducted a teleconference with Terry Lewis, legal counsel for 
BSFCRD and SCPFPRSD to discuss legal issues regarding the possible consolidation of 
Districts, inter-local agreements, and cooperative efforts. Specifics will be reported throughout 
the document. Generally, there are mechanisms available that allow the Districts several choices. 

Opportunities 
During each constituent meeting, we discussed opportunities for increasing the efficiency 

and effectiveness of the Districts. Our discussions emphasized the continued provision of 
efficient fire and EMS services, fiscal responsibility, and preservation of labor/management 
relationships. 

Throughout this report we refer to several terms that must be clear in order for readers to 
understand the possibilities for the Districts. 

• Full Consolidation: BSFCRD, EFR, and SCPFPRSD would merge into one 
Independent Fire District.  

• Administrative Merger: The administrative oversight of the Districts would become 
centralized. The individual Fire Districts would maintain oversight of day-to-day 
operations, equipment would remain District controlled, and the District would 
remain the employer for rank and file personnel. 

• Cooperative Agreements: Certain activities conducted by each District could be 
functionally consolidated, but there would be no change of employer. The Fire Chiefs 
of each District would jointly appoint supervisory personnel 

Citizen Partnership 

As mentioned earlier, the citizens and citizen groups from each District played a vital role 
in these considerations. Each District citizen group expressed several similar thoughts and 
concerns: 
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• General satisfaction with the fire and EMS services being provided.  

• Fire District identity is important. 

• Willing to support consolidation if it improves quality and helps control costs. 

• Objectivity of any study conducted. 

• The importance of quality EMS response, including in the rural areas. 

• Financial efficiency is an important element for any future plan. 

There also were some differences between and within the citizen groups: 

• Most favored not eliminating any personnel, but some felt it was the only way to 
reduce costs. 

• Citizens in two of the Districts were more open-minded to consolidation, while 
citizens in one District were skeptical. 

• Citizens had mixed feelings about consolidation causing Districts to inherit debt. 

• There also were mixed opinions about the extent of cost savings that would occur 
from consolidation. 
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2. CRITICAL ISSUES 

There are several critical issues that face the Districts. Each issue identified including an 
assessment of the current status of consensus on how to solve it. The assessments were 
categorized in one of four ways: 

• Consensus and Achievable Goal: The Fire Districts have reached consensus on the 
issue and implementation is achievable with little effort. Examples may include: new 
organization and joint Standard Operation Guidelines (SOGs) 

• Consensus but Questionably Achievable Goal: The Fire Districts have reached 
consensus on the issue but external issues may confound successful implementation. 
Examples may include: tax collection, financial limitations, political ramifications, 
etc. 

• No Consensus but Achievable Goal: The Fire Districts have yet to reach consensus 
on the issue but a positive outcome is probably achievable if consensus can be 
reached. Examples may include: selection methods for the Fire Chief and deployment 
of units. 

• No Consensus and/ Questionably Achievable Goal: The Fire Districts have yet to 
reach consensus on the issues. Consensus is unlikely or external influences will make 
implementation problematic. 

Governance (No Consensus but Achievable Goal) 
Each District has five Commissioners, each elected by District representatives to a 

staggered four year term. Although a consolidated District would only need one oversight board, 
citizen groups from each District are concerned that the Districts with lower populations would 
lose representation.  

There are several options to address this concern. Many communities across the nation 
have faced the same issue; it is rare that consolidation entities have the same size population. We 
therefore think this issue is resolvable though there was no consensus at present. Here are some 
options: 

New District Board – A new, seven-person board could be established with two 
representatives elected from each current District, and one elected at-large. The major advantage 
to this approach is that representation on the board is distributed equally among existing District 
boundaries. The current boards would have to be dissolved and legislative approval obtained to 
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modify the board size; this modification would reduce the overall existing number of 
Commissioners between the three agencies from fifteen to seven.  

The idea of a combined board was discussed at citizen group meetings and met with 
favorable responses. A New District Board was deemed to be the most logical governance 
method for a consolidated organization and could be designed to fit a new combined District’s 
needs.  

Recommendation 1: If full consolidation is chosen, a new elected oversight board should be 
formed. The board would include seven elected members; two residing in each of the current 
Fire Districts and one member at-large selected from the new combined jurisdiction.   

Administrative Merger – This model would create a new oversight board, but 
allow the Districts to remain operationally intact. One idea has each District board staying in 
place, with one Commissioner from each District assigned to an oversight committee for 
coordinating the 3 Fire agencies. All administrative and support responsibilities including: 
payroll, finance, administration, information technology, fire prevention, EMS, training, public 
education and public information would be the responsibility of the new oversight board. Current 
Fire Districts would continue to be operationally independent, but administratively be part of the 
new organization.  

Administrative merging is technically a partial consolidation because there would be a 
new oversight board; however, the Districts would keep their individual identities. Each existing 
organization would have a District Chief that would be in-charge of day-to-day operations. The 
District keeps its identity in regards to facilities, equipment, and uniforms. 

This idea found support among some internal and external participants, especially those 
who were concerned about keeping their identity and those who believe this type of organization 
will increase managerial and financial efficiency. On the surface, administrative consolidation is 
palatable, but many participants believed that once implemented, an administrative consolidation 
might enlarge the organization, increase costs, and create unnecessary bureaucracy. Comments 
from several participants included: 

• Administrative consolidation would delay the inevitable 

• Too many opportunities for conflict between the oversight organization and the fire 
Districts 

• No chance for increased financial efficiencies  

• May create an organization whose size may bottleneck progress 
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Recommendation 2: The Districts should not pursue administrative (partial) consolidation of 
the Fire Districts. 

Cooperative Agreements (Consensus and Achievable) 
Internal and external constituent groups agreed that increasing cooperative efforts 

between organizations has many advantages. 

• Increasing cooperation could be a stepping-stone toward an eventual full 
consolidation 

• Cooperative effort could prevent the need for formal consolidation 

• Slowing the pace of change could be better received by constituents 

• There is a fail-safe mechanism that would prevent an “all or none” scenario 

• Fire Districts could choose which level of cooperation would best fit their needs.  

• Wider access to increased breadth and depth of talent for positions difficult to fill 

Using the Cooperative Agreement model, each District remains independent and 
employees continue to work for their original agency. Some administrative functions will be 
performed by personnel who work together on a daily basis, but are employed by different Fire 
Districts. The opportunities for initial Cooperative Agreements are considerable.  

There are three areas where Cooperative Agreements are occurring. Each District 
contracts with the same physician EMS Medical Director. Requirements to achieve functional 
privileges are nearly identical in each District. The Districts participate in a closest unit response 
program where the closest appropriate unit to an incident, regardless of jurisdictional boundaries, 
responds to the emergency. Bonita Springs and Estero have reached agreement on fire plans 
review services. After a plans examiner retired, the EFR contracted with the BSFCRD for plans 
review services.  

Recommendation 3: The Districts should continue and expand Cooperative Agreements as a 
further step toward full consolidation or as a step independent of full consolidation. 

One major caution to consider is that Cooperative Agreements could become a victim of 
their own success. Many Districts could participate in some agreements but not in others. This 
cafeteria type plan can become unwieldy and difficult to manage. 

Legal Issues (Consensus and Achievable)  
During the study, we conducted a conference call with Mr. Terry Lewis, an attorney in 

private practice, who does extensive work with Florida Special Districts including special Fire 
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Districts. Mr. Lewis is the retained attorney for the Bonita Springs and San Carlos Park Fire 
Districts. During our conference call, we reviewed several legal issues, most having 
straightforward answers.2 

• Agreement between Districts can occur based on the Florida Inter-local Cooperation 
Act, Part 1, Chapter 163.  

• Dissolution of a Fire District must likely go the referendum. (As per F.S. 189). 
Districts must be dissolved in the same manner they were created. 

• A Fire District could probably be created without referendum, but the citizens would 
likely want one. 

• Administrative consolidation is probably acceptable by inter-local agreement. 

• Current elected boards could develop an executive committee to oversee a joint 
operation. 

• Separate or combined annual budgets could still be accomplished. Example: 
Community Development Districts (over 100). 

• Debt from one District could be carried over to a combined District. 

• Preserving the tax base would be the primary issue. 

a. 3.75 mil tax levy under control of commissioners 

• The number of members on the board of commissioners can likely be increased, but 
will need a special act approved by the legislature (3/5 super-majority).  

• A single ballot question should be submitted to dissolve the current Districts and 
create a new District. 

Recommendation 4: A single ballot question should be submitted to dissolve the current 
Districts and create the New District 

Consolidation of Labor Forces (No Consensus But Achievable) 
No consolidation or Cooperative Agreement plan will be successful without the 

cooperation and support of labor groups. Currently, Estero and San Carlos Park employees are 
represented by IAFF Local 1826, while Bonita Springs is represented by IAFF Local 3344. How 

                                                 
2 Any information presented should not be considered legal opinion from TriData or Mr. Lewis. If the Districts 
choose to act on a consolidation or develop a formal Cooperative Division Agreement, official legal opinion should 
be sought. 



Cooperative Services Feasibility  
and Consolidation Study  FINAL 

TriData Division,  December 2009 
System Planning Corporation 

13 

a consolidated labor force will be represented is a labor matter that is beyond the scope of our 
report. The appendix contains a comparison of the current employment contracts. Each District 
contract expires in late 2010, presenting a timely opportunity to bring contracts closer together.  

Our contacts with the District officials from each labor group have been positive. They 
are interested in doing what’s best for the citizens, the District, and their membership. Although 
there were no commitments of support promised, they appear open for discussion. Our 
experiences with labor/management relations have allowed us to recognize these Districts ability 
to handle the challenges of organizational change. 

Recommendation 5: IAFF Local 1826, Districts 9, 11, and 21, and Local 3344, and the Fire 
Districts should determine what actions they should take to prepare for consolidation or 
Cooperative Agreements.  
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3. OPTIONS FOR SHARED FIRE PROTECTION SERVICES 

A prevailing question among the Districts is what are the opportunities for developing a 
closer working relationship between Districts and possibly consolidation of Districts? Any 
option for shared services must accomplish the following:  

• Improving the provision of fire and EMS to the Districts. 

• Creating a professional environment to complement the fire service. 

• Assuring that all statutory and local laws are complied with. 

• Providing services in a financially prudent manner. 

We have determined that there are two basic options to consider. First, a complete 
consolidation of the three Fire Districts into a new Fire District, or second, form Cooperative 
Agreements between Districts that provide for a functional consolidation of specific services. 
TriData recommends that the Districts move toward the ultimate goal of complete consolidation, 
starting with Cooperative Agreements leading toward the endpoint. Initially, we describe the 
Cooperative Agreements, leading to consolidation, including several “jumping off” points that 
reduce the risk potentials involved. 

Cooperative Agreements 
A Cooperative Agreement includes the consolidation of specific functions that are 

currently performed by each Fire District. Cooperative Agreements can be entered between 
Districts based on the Florida Inter-Local Cooperation Act, Part 1, Chapter 163. Some basic 
guidelines for Cooperative Agreements include: 

• Financing for personnel remains unchanged. The Districts would determine, by 
agreement, how incidental costs will be paid for. 

• There would be no changes in employer, labor representation, rank, salary, benefits, 
or any item covered by a labor agreement. 

• There will be some changes in work location or supervision. 

• The Fire Chief of the District whose officer is placed in command of a Cooperative 
Agreement will be responsible for the oversight of said division. For example, if an 
Assistant Chief from Bonita Springs is placed in charge of EMS Administration, then 
the Fire Chief from Bonita Springs would oversee EMS. 
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• Cooperative Agreements will issue one annual report to be printed in each District 
annual report. 

• Personnel assigned to Cooperative Agreements will primarily work within the new 
division. Additional duties may be assigned by the employing Chief, but cannot 
interfere with their assignment. The three District Fire Chiefs should monitor these 
situations and resolve any conflicts. 

• If the officer-in-charge of a Cooperative Agreement leaves the position through 
retirement, promotion, demotion, voluntary resignation, or involuntary action, the 
District Fire Chiefs shall agree on which District will be responsible for the 
Cooperative Agreement. The Fire Chiefs must assure that command of a Cooperative 
Agreement does not become a “dead-end” for those serving in these positions. 

The remainder of this section will describe specific Cooperative Agreements that would 
be beneficial to the community and would probably generate the least resistance.  

Recommendation 6: The priority for Cooperative Agreements should be determined by 
consensus of the cooperating Fire Districts. 

Fire Prevention and Investigative Services – Bonita Springs and Estero have 
already started in this direction by agreeing that Bonita Springs would handle plans review for 
Estero. There are 19 employees within the three Districts assigned to fire prevention, plans 
review, public education, or public information. These employees would be assigned to the 
Cooperative Agreement – Fire Prevention and Investigative Services.  

• The Fire Chiefs will choose one officer as the Chief Fire Marshal.  

• The Chief Fire Marshal shall name three Supervisory Fire Marshals, one each for 
plans review, inspection services, and public education. 

• Another qualified member will be chosen by the fire chiefs as the assistant chief fire 
marshal for investigation services. This officer’s current primary assignment may be 
outside of fire prevention. A Cooperative Agreement allows an opportunity for the 
Districts to investigate their own fire incidents. Budget cuts suffered by the Florida 
State Fire Marshal’s Office threaten local services. Having a qualified investigator 
will be beneficial.  

• Another qualified member will be chosen by the fire chiefs as the Public Information 
Officer and considered a Supervisory Fire Marshal. 
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• If a fire chief wishes to withdraw a specific employee from the Cooperative 
Agreement, they must supply a replacement agreeable to the other fire chiefs and 
chief fire marshal. Alternatively, upon agreement of the fire chiefs, the position may 
be eliminated or reallocated. 

• Collection and distribution of fees, fines, or other remunerations will remain 
unchanged. If a fire inspector who is technically employed by Estero inspects a 
facility in Bonita Springs, Bonita Springs would still bill for and collect the service.  

• Joint administration for the collection of fees, fines, and other remuneration can be 
negotiated as part of the inter-local agreement. 

• Personnel assigned to the Cooperative Agreement – Fire Prevention and Investigative 
Services will retain all rank, pay, privileges, and any negotiated benefit unless 
changed by the employing District. 

• Promotions, transfers, or similar issues will continue to be guided by the employing 
Districts SOGs and labor agreement. 

Some of the specific positions recommended for the Cooperative Agreement – Fire 
Prevention and Investigative Services. 

Assistant Chief Fire Marshal/Investigative Services 
This official would be in-charge of all investigative services within the three Districts: 

• Manages and conducts all fire investigations within the three Districts. 

• Serves as liaison for fire investigation to the Florida Fire Marshal, the Lee County 
Arson Task Force, the Lee County Sherriff’s Office, and any appropriate federal, 
state, or local fire investigation agency 

• Manages the applicant investigation unit. 

• Manages and investigates internal affairs services for the commissioners and fire 
chiefs. 

Recommendation 7: The Cooperative Agreements should allow for expansion of investigative 
services to include fire investigation, applicant investigation, and internal affairs. 

Public Information Officer 
The Public Information Officer (PIO) will cover three Districts. Although 

administratively reporting to the chief fire marshal, there are times when the PIO will report 
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directly to the appropriate fire chief. The supervisory fire marshal for public education and the 
public educators will provide back-up coverage. 

Plans Review 
The plans review section will be a coordinated effort between the three Districts. 

Guidelines for this section include: 

• The plans review section would be supervised by a supervisory fire marshal selected 
by the chief fire marshal.  

• The supervisory fire marshal shall be responsible for plans review within all three 
Districts. 

• Assures that the appropriate District invoices for payment. 

• Assures that all information is entered into the appropriate database accessible to each 
District. 

Figure 1 includes an organizational chart for Plans Review. 

Figure 1: Plans Review 

Chief Fire 
Marshal

Administrative 
Assistant

Supervisory Fire 
Marshal/Plans 

Reviewer

Plans Review 
Examiner

Chief Fire 
Marshal

Administrative 
Assistant

Supervisory Fire 
Marshal/Plans 

Reviewer

Plans Review 
Examiner  

Figure 2 introduces an organizational chart for the Combined Agreement – Fire 
Prevention and Investigative Services 
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Figure 2: Combined Division Agreement – Fire Prevention and Investigative Services 
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Emergency Medical Services 
The three emergency medical services (EMS) divisions would form a Cooperative 

Agreement – Emergency Medical Services. EMS operations will continue to be supervised by 
emergency operations personnel. The Cooperative Agreement – EMS will focus on 
administration, quality management and training. 

• The three EMS divisions would merge into one division.  

• The new division would be responsible for all certification and licensure, scope of 
practice, quality management, and medical oversight. 

• EMS Medical Direction would continue under the current agreements. 

• EMS equipment and supplies would be managed by the Cooperative Agreement. 

• The three EMS chief positions and one lieutenant-instructor position would staff the 
division. 

• The fire chiefs would appoint one chief officer as the chief paramedic. The chief 
paramedic would appoint one deputy chief paramedic for training and one deputy 
chief paramedic for quality management. The training lieutenant would be assigned to 
the deputy chief paramedic for training. 

• The fire chiefs should consider merging the EMS training components into the 
Cooperative Agreement – Training.  
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Recommendation 8: Under the Cooperative Agreements, the Districts should consider moving 
EMS training to the Education and Training Cooperative Division. 

• This model will be effective provided that service remains limited to first 
responder/ALS. 

• Conversely, the fire chiefs could consider adding another lieutenant for EMS training 
or quality management. 

• Major efforts should be focused on data entry and database management. 

• Any administrative issues regarding EMS transport roles (i.e. Estero’s rescue) would 
be managed by the deputy chief paramedic for quality management. 

• The Cooperative Agreement should extensively study the subject of EMS transport 
including the development of a contingency plan to mitigate disruption of service. 

Recommendation 9: The Cooperative Agreement – EMS should extensively study the 
feasibility and implications of providing EMS transportation. 

Figure 3: EMS Division 
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Information Services – The Districts should create a Cooperative Agreement – 
Information Services to manage all hardware and software used within the Districts.  

• The fire chiefs shall designate an individual as the information services manager. One 
person from each alternate District will be designated as assistant information 
managers.  

• The assistant information managers may have collateral duties. 

• Each District website will be merged into one website with specific District pages. 

• A multi-District information plan will be established that will lead to a network 
merger, and one contract for the purchase and repair of computers. The plan will 
include a uniformed basic software package. 
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• All repairs, purchases, and information system contract agreements will be 
coordinated by the IT manager. 

Recommendation 10: The Cooperative Agreement – Information Services should be managed 
by one information technology supervisor. All records and database management should be 
provided by the cooperative division. 

Figure 4: Cooperative Agreement – Information Services 
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Note: Assistant managers may have collateral duties within other Cooperative 
Agreements or individual fire Districts. 

Education and Training – A Cooperative Agreement – Education and Training 
would combine all recruit, specialty, and continuing education programs. 

• All fire, rescue, hazardous materials and special operations training will be 
coordinated by division. 

• One District’s training facility will serve as the division home base. All District-wide 
facilities will be used. 

• Four chief officers and one lieutenant would be assigned to training. The fire chiefs 
should appoint one chief of education and training and three training and education 
managers. There would be one manager for fire suppression training, one for special 
operations training, and one for health and safety. The fire suppression training 
manager would supervise shift training officers. 

• There should be a training/safety officer on each shift. The chief of education and 
training will select the training and education managers. 

• The shift training/safety officers could be new positions or be selected from existing 
personnel. 
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Recommendation 11: There should be a shift training officer/safety officer assigned to each 
shift. 

• The division will develop a comprehensive training plan for the Districts.  

• Alternatively, the lieutenant assigned to training could supervise the shift instructors 
and serve as one of the three. 

• The division will develop a database of all certifications and licenses. 

• The education and training manager for health and safety would manage the 
department health and wellness program. 

• The division will develop a comprehensive training plan for the Districts.  

Figure 5 describes the organizational structure for the Cooperative Agreement – 
Education and Training. 

Figure 5: Cooperative Agreement – Education and Training 
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Additional Opportunities for Cooperative Agreements – The opportunities 

presented above are examples of agreements that would yield the greatest benefit and be the 
quickest to initiate. After the above agreements are in place, the Districts should consider moving 
toward full consolidation. If full consolidation is still not appropriate, additional Cooperative 
Agreements could be achieved. 

Building and Equipment Maintenance: Currently the Districts have different methods 
of maintaining their buildings and equipment. Districts do much of their own work and contract 
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out their complex work. They use a combination of government agencies and private contractors 
to handle complex repairs. A chief officer would coordinate maintenance activities, but this 
would be an additional duty. A maintenance technician is available to serve the three Districts. 

Finance and Administration: A Cooperative Agreement – Finance and Administration 
is possible, but would be the most difficult. Combining billings, collections, payroll, and similar 
activities would be as close to consolidation as possible. While possible, this type of Cooperative 
Agreement may be problematic.  

Emergency Operations: The Districts are currently operating as close to a cooperative 
agreement as possible. Closest unit response and automatic aid generally produce the same 
outcome. A formal Cooperative Agreement – Emergency Operations would allow for a few 
additional options: 

• A standard daily operations personnel list 

• Cross-staffing of units could help reduce overtime costs  

• Mitigation of top heaviness of command and company officers in one District 
because these officers can work in any District. 

At a minimum, the Districts should develop formal Cooperative Agreements for those 
functions they believe will provide mutual benefit to all participating. These agreements offer 
maximum levels of service to the Districts residents, businesses and visitors, economies of scale, 
and maximum use of talent. 

Recommendation 12: After the initial Cooperative Agreements are in place, the Districts should 
enter agreements for: any additional functions that are mutually beneficial to the participating 
Districts. 

Full Consolidation 
We believe that the three fire Districts should strive toward consolidation either in one 

step or as an end, using Cooperative Agreements as a means. Our consolidation plan will 
include: governance, organization and structure, station location and response, service delivery, 
and human resources. Throughout the plan we will include the actions needed to accomplish the 
implementation. 

Governance – The new fire District should be governed by a single elected fire 
commission, similar to those currently serving. A single board would consist of seven elected 
members, two residents from San Carlos Park, two residents from Estero, and two residents from 
Bonita Springs. The seventh member will be elected at large and serve as commission president. 
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This method will help assure that a District does not lose representation and is not absorbed into 
a new District.  

The governance process appears simple, but there are many complex actions that need to 
occur. These include: 

• Public declaration of intent to seek formal consolidation by the three District boards 
of commissioners  

• Solicitation of political buy-in from the affected constituent groups. The citizen 
groups that assisted with Phase II of the study may be able to continue their 
assistance.  

• The need for buy-in from labor organizations is necessary 

• Deciding whether to seek a “straw poll” by local election or to proceed with 
legislation 

• Preparation of legislation that would dissolve the current Districts and create a new 
District. This task should be accomplished with one ballot question.  

• Passage of state legislation allowing the board of commissioners to increase to seven. 

• Creating a transition plan to consolidate the boards of commissioners. Included are 
rules and regulations guiding the operational consolidation. If Cooperative 
Agreements were used, the transition would be more efficient. 

Our recommendations are based on all three fire Districts agreeing to consolidate. The 
consolidation could also be successful if two Districts consolidated and the other participated 
through Cooperative Agreements.  

Recommendation 13: TriData unequivocally recommends that the three Districts consolidate 
into one new District.  

The political and economic climate in Lee County is prime for several Districts desiring 
to join in to consolidation or Cooperative Agreements. “Shell Bill” legislation should be pursued 
in order to facilitate the addition of additional agreements. 

Recommendation 14: Along with consolidation, the Districts should pursue writing a “shell 
bill” to facilitate other fire Districts consolidating or participating in Cooperative Agreements. 

Organization and Structure – A combined District will have to place 239 
uniformed and non-uniformed employees in positions. Our contract does not allow us to 
recommend any reduction in current staffing. We will include recommendations on which 
positions could be downgraded or eliminated based on attrition. The organization and structure 



Cooperative Services Feasibility  
and Consolidation Study  FINAL 

TriData Division,  December 2009 
System Planning Corporation 

24 

section will include recommendations on command staff positions, support services, and 
administrative services. Operational positions below the chief officer level will be addressed in 
the Service Delivery section.  

Initially, a consolidated organization will appear “top heavy” with chief officers 
occupying positions that should eventually become company officer positions. This should not 
be viewed negatively because the situation allows for teaching and mentoring officers who have 
little experience in larger organizations. Another advantage is the ability to quickly formulate a 
succession plan that new organizations often find challenging. 

Recommendation 15: During the early stages of consolidation, the new District should 
formulate a succession plan. 

Below is the recommended organization and structure for a consolidated District. Any 
position titles that read “new” will be explained in the Human Resources section. Viable 
alternatives will also be identified. TriData’s recommendations are based on the placement of 25 
chief officers, 47 lieutenants, and 22 administrative personnel of various classifications. Unless 
stated, there are no specific personnel recommended to fill a specific position. 

Our narrative and charts only specify a title for the Fire Chief and Assistant Chiefs. All 
others will be identified by organizational levels. Exact titles should be determined by the new 
Combined District Fire Chief. The organizational levels should include: 

• Fire Chief – Chief Executive Officer 

• Assistant Chief – Senior Executive Staff (SES) 

• Executive Staff (ES) – usually includes deputy chiefs, division chiefs 

• Senior Staff (SS) – usually includes battalion chiefs, district chiefs 

• Company Staff (CS) – usually includes captains, lieutenants, or civilian (non-
uniformed) supervisors 

• Technical (TS) – usually includes firefighters, paramedics, inspectors, instructors, 
engineers, and similar positions 

• Administrative Staff (AS) – usually includes non-uniformed personnel (Figure 6). 
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Figure 6: Organization and Structure 
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• There is enough talent to choose from to produce a fire chief with both administrative 
and operational competencies 

• TriData did not discover or was not informed of any talent gaps that warranted 
introducing a new concept in executive leadership 

Recommendation 16: A fire chief should be appointed as the chief executive officer (CEO) of 
the new District. 

Assistant Fire Chiefs: The new District should have three senior executive officers at the 
Assistant Chief level. These include the Assistant Chief of Operations, Assistant Chief of Fire 
Prevention and Investigative Services (Fire Marshal), and Assistant Chief of Administration. The 
organization of the assistant chief level will reflect the new District’s desire to show the growing 
importance of fire prevention and related services. 

Assistant Chief of Operations – This Assistant Chief will oversee fire suppression, EMS 
operations, rescue, and special operations. As the senior operations officer, the assistant chief of 
emergency operations is responsible for assuring that the District complies with federal, state, 
and local incident management system programs. 

Assistant Chief of Fire Prevention and Investigative Services (Fire Marshal) – This 
Assistant Chief would serve as the Fire Marshal for the District and be responsible for all 
prevention, inspection, plan review, investigation, and public education programs.  

Assistant Chief of Administration – This Assistant Chief would oversee management of 
emergency management, education and training, support services, human resources, budget and 
finance, information technology, coordination of services to the Board of Commissioners, and 
purchasing.  

  Figure 7 depicts the proposed Senior Executive Staff (SES). 
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Figure 7: Proposed Senior Executive Staff 
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Fire Suppression – This officer will report to the Assistant Chief of Operations and be 
responsible for all fire suppression operations. Included is the direct oversight of the operations 
commanders. 

Emergency Medical Services (Chief Paramedic) – This officer reports to the Assistant 
Chief of Operations and is responsible for the administration and quality management and 
aspects of EMS. The Chief Paramedic will also oversee the health and safety aspects of the 
District. This oversight includes corporate compliance duties that involve federal, state and local 
laws and regulations. Will work with the human resources director to liaison with industrial 
medical providers and coordinate the District drug testing program. 

Education and Training – This officer reports to the Assistant Chief of Administration 
and serves as the chief training officer for all education and training. Education and training 
includes all operational and administrative training programs, including control of the master 
training schedule. 

Special Operations – This officer reports to the Assistant Chief of Operations and is 
responsible for specialty teams and services including: high and low angle rescue, cave-in 
rescue, hazardous materials, bicycle teams, and similar operations.  

Figure 8 shows the proposed command staff for a combined District. 

Recommendation 18: The consolidated District executive staff (ES) should include managers 
for: Fire Suppression, Emergency Medical Services, Education and Training, Special Operations, 
Investigative Services, Fire Prevention, and Emergency Management. 

Figure 8: Proposed Executive Staff (ES)  
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Senior Staff (SS): The Senior Staff (SS) consists of officers who direct major operations 
or administrative units throughout the District. They generally report to an Executive Staff (ES) 
member, but may report to a Senior Executive Staff (SES) member. 
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Shift Operations Managers (SS) – Nine management personnel will serve as shift 
operations managers, working a traditional 24-hours-on/48-hours-off rotation. Six personnel will 
be assigned to command one of two battalions, while the remaining three will be in-charge of 
EMS and safety. The EMS/safety officer will be fully qualified to serve in all operations 
positions. These officers will report to the Executive Staff officer in charge of Fire Suppression. 

EMS Quality Manager (SS) – One EMS quality manager will report to the Executive 
Staff officer in-charge of EMS.  

EMS Health and Safety (SS) – This officer reports to the Executive Staff officer in-charge 
of EMS and manages the health and safety functions of the District. This includes: corporate 
compliance, human resources health and safety needs, and liaison with the medical community.  

Public Education (SS) – This officer will report to the Assistant Chief of Fire Prevention 
and oversee all public fire education, illness and injury prevention, explorer programs, and grant 
writing. This could be a uniformed or non-uniformed position. 

Support Services (SS) – This officer reports to the Assistant Chief of Administrative 
Services, and oversees fleet maintenance, facilities, logistics, and information technology.   

Figure 9 describes the proposed operations staff under the command of a deputy fire chief 
and several command officers. A proposed line staff with be included in the Service Delivery 
section. 

Figure 9: Proposed Operations Staff  
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Recommendation 19: The consolidated Emergency Operations Bureau should consist of: one 
assistant chief, 3 Executive Staff officers, and 11 Senior Staff officers. 

Figure 10 shows the proposed Fire Prevention and Investigative Services staff that 
includes: fire prevention, plan review, fire investigation, applicant investigation, internal affairs, 
and public education.  

Figure 10: Proposed Fire Prevention and Investigative Services Staff  
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Recommendation 20: The combined fire prevention/investigative services division should 
include an Assistant Chief, two Executive Staff officers, and one Senior Staff officer.  

Figure 11 shows the proposed Administrative Services Bureau for the combined District. 
These positions include uniformed officers and non-uniformed supervisors. Services include 
emergency management, support services, human resources, and finance,  

Figure 11: Proposed Administrative Services Staff 
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Recommendation 21: The consolidated Administrative Services Bureau should include: one 
Assistant Chief, two Executive Staff (ES) officers, one Senior Staff officer (SS), and two 
Company or Civilian Staff officers (CS). 

Division Structures – Specific divisions will also have a chain of command that 
includes executive of senior staff officers. 

Support Services: The Support Services Division would include building maintenance, 
supply, vehicle maintenance, and breathing apparatus services. It would be managed by a 
Support Services Senior Staff (SS) officer and report to the Assistant Chief of Administrative 
Service.  

Consolidation will provide an opportunity for the new District to bring vehicle and 
building maintenance under one roof, keeping many routine and non-warranty, minor to 
moderate repairs within the District. The following major functions should be provided by the 
Support Services: 

• Emergency apparatus and staff vehicle maintenance and repair, specification 
development, and vehicle inspections 

• Maintenance and repair of fire stations and other structures 

• Supply and Logistical services 

• Distribution and maintenance of personal protective gear and breathing apparatus 

• Maintenance of fixed and mobile air compressor units 

The District should build a maintenance facility in the eastern section to serve multiple 
purposes. First, it will house the support services division and its functions. Second, it would 
serve as a facility for brush units temporarily assigned during wildland fire season. Third, if 
necessary, it could be expanded to a full service station if call volume increases. 

Recommendation 22: The EMS Division should consist of one executive staff (ES) and two 
senior staff officers (SS). 

Fire Prevention: The Fire Prevention Division consists of fire inspectors and plans 
review examiners. These personnel could be uniformed or non-uniformed employees. Figure 12 
describes the Fire Prevention Division. 
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Figure 12: Fire Prevention Division 
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Recommendation 23: The consolidated fire prevention division should consist of one senior 
staff officer (CS), two plans reviewers (TS or AS), eight inspectors (TS or AS), and two 
inspector/trainers (TS). 

Public Education – Public Education should be consolidated under a battalion chief, 
and staffed by a two public educators. The public educators should also be responsible for grant 
writing and acquisition, recruiting, and CERT teams. Figure 13 shows a proposed public 
education division chart. 

Figure 13: Public Education Division 
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Recommendation 24: The Public Education Division should staff one company staff officer 
(CS), and two public educators (AS). 

An expanded Fire Operations and Administrative Services chart will be presented in the 
human resources section. 
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4. SERVICE DELIVERY 

Service delivery to the citizens of the new District is obviously a priority. A consolidation 
that sacrifices service delivery would be unacceptable. This section discusses current and 
alternative station locations, emergency response vehicles, and staffing. A later section will 
describe the challenges and opportunities concerning the delivery of EMS.  

Service Demand 
Total service demand is predicted to slightly increase over the next five years, as shown 

in Figure 13.The forecast is modest enough so that changes in the weight of response can 
probably offset the workload from these increases.  

Figure 14: Current and Projected Service Demand, 2005–2013 
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Station Locations 
A key opportunity in a consolidation is to have more optimal and efficient location of 

stations to serve the combined area of service. This section will show how a consolidated 
Districted could operate effectively with 11 stations. Table 1is a list of the proposed station 
locations for a combined District, including the proposed new station designation, old station 
designation, and if applicable, a proposed new location. 

Eight of the 11 stations would remain at their current locations, one would be a merged 
station, and two should ideally be moved to new locations. San Carlos Park Station 2 should be 
relocated to better serve the northern part of the District. An excellent location would be on 
Pittsburgh Road, between Oriole and Stepping Stone. Unfortunately, most of the immediate area 
is either developed, or in a green belt with runoff and drainage. The new station might be sited in 
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the undeveloped area bordered by Winged Foot Drive to the south, Three Oaks Parkway to the 
east, Alico Road to the north, and east of the 17300 block of Oriole Road. This location would 
improve the response times into the Timber Lake community and provide excellent access to all 
major area roadways.  

Figure 15: Proposed New District Station 2 

 

Recommendation 25: Move New District Station 2 (San Carlos Park Station 2) to the vacant 
area east of the 17300 block of Oriole Road and north of Winged foot Drive near the Timber 
Lake community. 
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San Carlos Park Station 3 and Estero Station 1 should be combined to form Station 3. 
Ideally, the station would be located near Vintage Trace and Breckenridge. Both of these areas 
are gated communities and access to Route 41 is limited. Lee County plans to extend Vintage 
Trace to Estero Parkway, which is just south of Vintage Trace. There is adequate land to 
purchase, and the proposed location would offer excellent access to Three Oaks Blvd. and Route 
41. 

Figure 16: Proposed New District Station 3 
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Recommendation 26: Combine San Carlos Park Station 3 and Estero Fire Station 1 into New 
District Station 3. Both of these areas are bounded by gated communities and provide limited 
access to the surrounding communities. The new station should be built near Vintage Trace and 
Breckenridge Road. 

Table 1: New District Fire Station Locations 

New Station 
Number 

Current Station Designation New Location 

1 San Carlos Park Station 1 To be rebuilt at the current location 

2 San Carlos Park Station 2 17300 Block of Oriole Road cross 
street of Three Oaks 

3 San Carlos Park Station 3 
Estero Station 1 

Combined Station at Vintage Trace 
and Estero Parkway 

4 Estero Station 4 Current 
5 Estero Station 3 Current 
6 Estero Station 2 Current 
7 Bonita Springs 3 Current 
8 Bonita Spring 5 Current 
9 Bonita Spring 2 Current 
10 Bonita Springs 1 Current 
11 Bonita Springs 4 Current 

   

TriData’s recommendations to eventually reduce the number of stations from 12 to 11 are 
based on what could be considered an optimum scenario. The new District Board must carefully 
consider whether confounding factors makes this move possible.  

The next series of maps will show the locations for each station, placement of response 
units, and response time coverage.  

Engine Companies 
Each station will house an engine company that should (unless indicated) respond as the 

primary fire and EMS unit. Each engine should be capable of providing paramedic first response 
care. The new District can use the current apparatus, but should form a replacement plan that 
provides the most appropriate equipment for the area.  

Having an engine company at each station will provide four-minute coverage for a 
majority of the District. Initially, some of the currently owned “quints” can be used as engine 
companies until these pieces are phased out and “engines” are purchased. One exception is for 
Station 11 that may benefit from a quint as the front-line piece. 
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Figure 17: Engine Company Locations 

 

Recommendation 27: Place one engine company at Stations 1 thru 10 and a Quint at Station 11. 
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Brush Units 
The consolidated District should maintain six brush/tanker units to handle wildland/urban 

interface. There is a significant potential for woods and field fires and the District has vulnerable 
seasons for these emergencies. The increase in urban/wildland interface incidents is likely to 
increase over the next few years. 

The new District should house brush/tanker unit sat stations 1, 2, 4, 5, and 11. The sixth 
brush unit could be housed at station 3 and during high-risk seasons be moved to a temporary 
location in the eastern part of Station 4’s District.3 The units should be cross-staffed by the 
engine or ladder/truck company personnel. During high-risk seasons, the unit in the Station 4 
District might be staffed with extra or overtime personnel. It should be equipped with ALS first 
response capabilities (if personnel are available). 

Recommendation 28: The new District should house six brush units, one at Stations 1,2,4,5 and 
11. A sixth unit should be housed at Station 3 to be temporarily assigned to the eastern part of 
Station 4’s terrritory during high-risk seasons. 

Ladder/Truck Companies 
The combined District will be adequately covered by two ladder/truck companies. At a 

minimum, one should be a ladder company equipped with a 75 foot aerial and the other a truck 
company with a bucket. Figure 18 identifies the proposed location for the ladder/truck 
companies. Ladder/Truck companies should be placed at Stations 3 and 7. The five-minute 
response time map covers most of the area that would benefit from a ladder/truck company. The 
new District should monitor the response volume in the southern part of the District to determine 
if a ladder/truck will be needed. If indicated, this ladder/truck should be assigned to Station 11. 

                                                 
3 The Maintenance Section will include a recommendation to build a maintenance facility in the eastern section of 
the district. The maintenance facility could also house the dynamically deployed brush unit when it is temporarily 
assigned to the eastern area of the district. 
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Figure 18: Ladder/Truck Company Locations 

 

Recommendation 29: The combined District should house and staff two ladder/truck 
companies, one truck (platform) at Station 3 and one ladder (75’ ladder) at Station 7.  

Operations Managers 
The combined District will need three on duty operations managers (SS) (battalion 

chiefs) to provide operational oversight. One of the officers should serve as the EMS/Safety 
services officer.  For multiple alarm incidents, the division chief of fire suppression and other 
chief officers will provide support. Figure 19 shows the proposed location for the battalion 
chiefs. 

Operations Managers should be stationed at Stations 3 and 7, providing an eight-minute 
response time for a majority of the District. Heavily populated, high risk areas are well covered 
under this plan. The EMS/Safety officer can be assigned to any station that has the appropriate 
room. 
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Figure 19: Battalion Chief Locations 

 

Recommendation 30: Divide the new District into two battalions. The North Battalion will 
cover stations 1,2,3,4, and 5, while the South Battalion will cover stations 6, 7, 8, 9, 10, and 11. 

Heavy Rescue Company 
Currently, the fire Districts have two heavy rescue units, neither being fully staffed on a 

24/7 basis. A consolidation offers the opportunity to provide heavy rescue services without 
having to add additional personnel. Heavy rescue vehicles are able to store equipment needed for 
basic to complex extrications and other specialized equipment including: high and low angle 
rescue, below grade rescue equipment, and similar items. Another advantage of a heavy rescue 
company includes the ability to affix responsibility for equipment maintenance to specific 
personnel at a single station.  
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 The combined District should staff a full-time heavy rescue company staffed with four 
personnel: one lieutenant, one emergency vehicle driver, and two firefighters who are rescue 
qualified. If possible, one should be a paramedic. The heavy rescue unit should be equipped to 
perform auto extrication, cave-in, below grade rescue, high and low angle rope rescues and other 
special rescue tools. The heavy rescue company should be supported by the ladder/truck 
companies that will function as access units responsible for basic rescue and initiation of heavy 
rescue procedures. Figure 20 indicates the proposed location for the heavy rescue squad. 

Figure 20: Heavy Rescue Location – Station 6 
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Figure 21: Heavy Rescue Squad – Station 7 

 

Recommendation 31: The new District should station a staffed, heavy rescue unit at Station 6. 
The unit should be staffed with four personnel: one lieutenant, one emergency vehicle driver, and 
two firefighters who are rescue qualified. Alternatively, the unit could be placed at Station 7. 

Emergency Medical Services 
Emergency Medical Services (EMS) will present a special challenge to the combined 

District. EMS transportation is provided by Lee County EMS, a countywide EMS provider. Like 
most local governments, Lee County is facing budget issues that threaten the level of service 
they provide. In addition, Lehigh Acres Fire District, which previously provided EMS 
transportation, decided for budgetary reasons to discontinue some service. This means that three 
EMS transport units will be lost, requiring LCEMS to take on the additional workload burden 
while they are talking of cutting back from the level of service for the current workload. 

Challenges of Full Service EMS – Shifting from first responder to full service 
EMS presents several challenges to a fire service, including:  
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• An increased need for personnel to cover transport services 

• The need to purchase and maintain EMS transport units 

• Increased training requirements to maintain proficiency 

• Shifting of budget priorities to assure the adequacy of service 

• The need to modify labor/management agreements 

Arguably the biggest challenge is managing the cultural shift necessary to make the 
changes work. The change in basic work assignments, wondering who will participate and for 
how long they will be obligated will become prevailing issues. There will be changes in priorities 
that will challenge the beliefs of the rank and file as to their priorities. Some will look at EMS 
transportation as an answer to job protection, an argument that is filled with holes and is usually 
discovered. 

 The decision to seek control of EMS transportation must be based on providing quality 
care for the resident and business community. The offset of expenses, job savings, and the need 
for control are false expectations that are of little benefit to the community.  

EMS Demand – TriData reviewed the combined EMS response data from 2005-2008 
and performed a Holt-Winter Two-Staged Forecast for 2009-2013. Figure 22 shows the likely 
demand for EMS as remaining at the 7600 call level over the next five years. These numbers 
should be cautiously interpreted because small changes in demographics, especially with elderly 
populations could significantly affect service demand.  

Figure 22: EMS Demand, 2005–2013 
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EMS Transportation – If the new District decides to pursue EMS transportation 
services, six advanced life support transport units should be enough to handle the demand 
satisfactorily.  Figure 23 indicates efficient locations for these units. The Human Resources and 
Financial Analysis sections below include deeper analysis of EMS transportation. 
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EMS Transport Unit Placement – If the new District adopts EMS transport 
services, six advanced life support (medic) units would be needed. Figure 23 shows the proposed 
medic locations for the combined fire District. Also shown is the theoretical 6-minute travel time 
reach for each of the proposed stations.  

Figure 23: Proposed Location for Medic Units 

 

Figure 24 shows the proposed 6-mintue theoretical travel time overlaid on the density of 
EMS incidents from recent years. The proposed travel time reach covers the vast majority of the 
“hotspot” areas (shown in red) and also provides some overlap coverage for those high density 
areas. The areas not covered by within 6-minutes are almost exclusively located in the sparsely 
populated areas.  

While six EMS transport units would be sufficient, the new District should monitor the 
situation and be prepared to take action. During the busy season when the population peeks, may 
warrant additional EMS transport units being placed into service.  
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Figure 24: Proposed Medic Location and EMS Density 

 
  

Recommendation 32: If Lee County EMS becomes unable to provide adequate EMS 
transportation services, the new District should move from a paramedic first responder model to 
a full-service paramedic EMS transportation model. 
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Proposed Combined District Overview 
Table 2 contains an overview of the new District by station. 

Table 2: Combined District Overview 

Station Engine 
Ladder/ 
Truck Brush 

Medic 
Unit** 

Heavy 
Rescue 

Chief 
Officer 

1 √  √ √   
2 √  √ √   
3 √ √ *   √ 
4 √  √    
5 √  √ √   
6 √   √ √  
7 √ √    √ 
8 √   √   
9 √      
10 √   √   
11 √ (Quint)  √    

* Brush unit assigned to Station 3 but moved west during brush season 
** If EMS transportation is added 
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5. HUMAN RESOURCES 

One of the most challenging tasks for achieving fire and EMS consolidation is the 
assignment of personnel. The instructions for this study stipulated that any plan for consolidation 
should not include recommendations for layoffs, demotions, or termination of existing personnel. 

Job protection is an essential element of this consolidation process to help facilitate a 
smooth transformation. An undertaking of this magnitude will require support and participation 
from employees from each agency. A true consolidation will essentially entail building a new 
organization from the ground up while at the same time delivering emergency services without 
interruption. 

This section will delineate how command, operations, support, and non-uniformed 
personnel may be assigned. While there are no recommendations for an immediate reduction in 
personnel, the District should consider some reassignments, reclassification by attrition or force 
reduction by attrition. 

When consolidating human resources, it is difficult to determine exactly where everyone 
fits. Our analysis limits excessive job classifications by assigning personnel to general 
classifications. The significant differences include the fire marshal being considered a deputy 
chief, assistant fire marshals being considered battalion chiefs and all lieutenants being 
considered operationally qualified. Fire inspectors are considered support personnel even though 
some may be operationally qualified. Qualified personnel could be used in dual role/cross-
trained positions. 

Personnel to Place  
There are 239 personnel from the current three fire Districts to place within the new 

District. Table 3 indicates the breakdown of personnel by rank in the current District. 

Table 3: Human Resources by Current District 

Position SCP Estero BSF 
Fire Chief 1 1 1 
Assistant Chief 1 1 1 
Deputy Chief 1 0 3 
Division Chief* 2 3 2 
Battalion Chief 3 3 3 
Lieutenant** 9 12 26 
Firefighter 39 36 54 
Assistant FM 0 0 1 
Fire Inspector/PR 3 3 7 
Administrative Director 0 0 1 



Cooperative Services Feasibility  
and Consolidation Study  FINAL 

TriData Division,  December 2009 
System Planning Corporation 

48 

Position SCP Estero BSF 
Pubic Education Specialist*** 1 1 1 
Assistant Pubic Education Specialist 0 0 1 
Finance Manager/Director 0 1 1 
Finance Coordinator/Specialist 0 1 1 
Human Resources Director/Coordinator 0 1 1 
Administrative Assistant/Secretary/Receptionist**** 2 3 5 
IT Specialist 0 1 0 
Maintenance 0 0 1 
Total 62 67 110 
* Includes Fire Marshals 
** Includes Training Lieutenants 
*** Includes Manager 
**** Includes Inspection Assistant 
 

Table 4 indicates the number of personnel by general position classification.  

Table 4: Positions by General Classification 

Position Number of Personnel 
Chief Officers 25 
Company Officers 47 
Firefighters 129 
Fire Inspector/PR 14 
Finance Manager/Director 2 
Finance Coordinator/Specialist 2 
Public Education/PIO 4 
Administrative Director 1 
Administrative Assistant/Secretary/Receptionist 11 
Maintenance 1 

  

Redistribution of Human Resources   
Chief Officers, company officers, and administrative personnel should be redistributed as 

listed below. 

Chief Officers (25) – The initial distribution of chief officers should be accomplished 
as listed in Table 5. The number of chief officers remains unchanged. 

Table 5: Command Staff 

Positions Specific Numbers 
Command Staff 25 
Fire Chief 1 
Assistant Fire Chiefs 3 (Emergency Operations, Fire Prevention, and 

Administration 
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Positions Specific Numbers 
Executive Staff (ES) 7 (Fire Suppression, EMS, Special Operations, Education 

and Training, Emergency Management, Investigative 
Services 

Senior Staff (SS) 
14 (Operations Managers [6], EMS/Safety Managers [3], 
EMS Training [1], Fire Prevention (1), Support Services (1), 
Public Education [1], Hazardous Materials [1],    

  

Recommendation 33: Assign the 25 chief officers to the positions listed in Table 5. 

Company Staff [CS] (47) – A sufficient number of first line supervisors are 
required to staff field operations units, including engine companies, ladder/truck companies, and 
heavy rescue companies. Table 6 describes the staffing factor for 10 engine companies, 1 quint, 2 
ladder/truck companies, and 1 heavy rescue company. 

Table 6: Lieutenant and Firefighter Staffing Factor 

A Number of Days in a Year 365
B Number of Hours in a Day 24
C Number of Hours in a Year 8,760
D Number of Shifts 3
E Number of Hours Employee is scheduled to work 2,912
F Average Number of Hours Employee is away from assignment 342
G  Average Number of Productive Hours per Employee(A X B) 2,570
H Staffing Factor (E / G) 1.13
I Number of Employees Needed per Position for 24/7 Staffing (H X D) 3.39
*Average for San Carlos Park, Estero, and Bonita Springs 
 

Based on the staffing factor, each shift needs 14 lieutenants, multiplied by the staffing 
factor of 3.39 equals the need for 47 lieutenants, the exact number available.  

Recommendation 34: Assign the 47 available lieutenants to field operations. Each engine, 
ladder/truck, and heavy rescue squad should be assigned one officer per piece, per shift. 

Firefighters (including Emergency Vehicle Drivers, and Paramedics) 
(129) – The absolute minimum staffing for each engine company should be 1 lieutenant, 1 
emergency vehicle driver and 1 firefighter/paramedic. Truck/ladder company minimum staffing 
should include 1 lieutenant, 1 emergency vehicle driver, and 2 firefighters. The heavy rescue 
squad should include 1 lieutenant, 1 emergency vehicle driver, and 2 firefighters. Table 7 
describes the minimum recommended staffing. 
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Table 7: Minimum Fire Unit Staffing 

Position Total Staffing Company Staff 
(CS) 

Technical Staff 
(TS) 

Engine (11) 3 1 2 
Ladder/Truck (2) 4 1 3 
Heavy Rescue (1) 4 1 3 
    

There are 31 (TS) positions required for each shift. Based on a staffing factor of 3.39, 
multiplied by 31, equals 105 TS positions, leaving an excess of 24 TS positions. To meet NFPA 
1710 crew recommendation of four on engine companies, 143 firefighters would be needed, 
creating a shortage of 14. Current economic conditions prohibit recommending that the District 
attempt to meet NFPA 1710. 

Technical Staff/Emergency Vehicle Driver - Of the 31 TS required on shift, 14 
should be classified as TS/Emergency Vehicle Drivers (EVD). This includes one driver for every 
engine, ladder/truck, and heavy rescue squad. In order to avoid significant overtime, 48 
personnel should be classified as EVDs. Sixteen would be assigned to each shift to fill 14 
positions. Two EVDs would be assigned as floaters (one per battalion) who would rotate into a 
vacant position prior to a firefighter acting out of title. Alternatively, additional positions can be 
avoided and a vacant EVD position would be filled by a qualified firefighter. 

Recommendation 35: Assign 48 personnel the rank of TS/Emergency Vehicle Driver 
(engineer). 

Technical Staff/Paramedics – Of the 31 required TS, 14 would have to be 
credentialed paramedics, one per engine, ladder/truck, or heavy rescue squad. There are a variety 
of ways to accomplish this: 

• Create a TS/Paramedic classification and assign one to each piece 

• Allow any qualified TS or CS be the paramedic and provide a stipend to those who 
are using their skills 

Place paramedics only on the fire engines and on the ladder/trucks or rescue squad when 
available 

Technical Staff (including Firefighters, Emergency Vehicle Drivers, and 
Paramedics) (129): The absolute minimum staffing for each engine company should be 1 CS, 1 
TS/emergency vehicle driver and 1 TS/paramedic. Truck/ladder company minimum staffing 
should include 1 CS, 1 TS/emergency vehicle driver, and 2 TS. The heavy rescue squad should 
include 1 CS, 1 TS/emergency vehicle driver, and 2 TS. 
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Table 7 describes the minimum recommended staffing. 

Recommendation 36: Personnel who are licensed paramedics with functional privileges should 
be compensated at a rate negotiated by labor and management.  

EMS Transportation Staffing – If the new District decided to provide EMS 
transportation services, six full-time units would be necessary. There is national controversy as 
to whether two paramedics or one paramedic and one EMT should staff the units. There are 
several considerations for each option, but we suggest staffing with one paramedic and one 
EMT. Our reasoning is as follows: 

• The supply of paramedics is often lacking 

• There is evidence that there is skill decay when too many paramedics are practicing 

• There is mixed evidence as to the efficacy of two paramedics vs. one paramedic 

• Evidence supporting two paramedics is limited to a small percentage of critical 
patients. Another choice would be to field EMS supervisory personnel whose role 
should include assisting crews with critical patients. 

To staff six EMS units, the District would have to dedicate 21 TS/paramedics and 21 TS/ 
EMTs, 42 TS total to EMS. Qualified TS who are licensed paramedics would fill-in any 
paramedic gaps. All TS/firefighters will be EMT qualified and should be required to serve on 
medic crews regardless of station assignments.  

As identified above, the District would need 105 firefighters to operate. The additional 22 
TS positions would reduce the hiring need from 42 to 20.  

Recommendation 37: If the District decides to adopt EMS transportation, then the paramedic 
assigned to the medic unit should be designated the rank of “TS/Firefighter-Paramedic.” 

EMS Operational Management– As stated above, the new District should add 
one EMS shift manager (SS) to each shift. These chief level managers would provide EMS 
clinical oversight, enhance patient care, and assist with EMS training and health and safety 
services for the shift. They would also be able to augment command and general staff level ICS 
functions. Three current chief officers would be assigned to these positions.  

If EMS transportation is adopted, two battalion level EMS supervisors (CS) should be 
added to each shift. These personnel will serve as first-line EMS supervisory personnel and 
allow the District to meet the NFPA 1710 requirement for two paramedics on scene within 10 
minutes for critical emergencies. This will require the promotion of nine TS/Paramedics to CS 
positions. 
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Human Resources Needs for Providing Full Service EMS – Table 8 lists 
the human resources needs for operational personnel if the District adopts EMS transportation.  

Table 8: Human Resource Needs for EMS Transportation 

Positions Total Need Per Shift4 Description 

Company Staff (CS) 19 

11 for engines 
2 for ladder/trucks 
1 for heavy rescue 
2 for EMS5 
3 for staffing  

TS/Paramedics 7 For Medic Units6 

TS/Emergency Vehicle 
Drivers 16 

11 for engines 
2 for ladder/trucks 
1 for heavy rescue 
2 for staffing 

Technical Staff 26 

11 for engines 
6 for medic units7 
4 for ladder/trucks 
2 for heavy rescue 
3 for staffing 

Total 68  
   

The total number of personnel assigned to field operations would be 204, 57 CS and 147 
TS. Consolidation of the three Districts will bring 47 CS and 129 TS to the new organization. To 
consolidate and provide EMS transportation, the District would have to promote 10 to CS and 
hire 18 TS. 

Review of Operational Personnel Needs – Table 9 reviews the number of 
operational personnel needed for a consolidated District, including whether EMS transportation 
is or is not provided. 

Table 9: Review of Operational Personnel Needed 

Position Needed w EMS Transport Needed w/o EMS Transport 
Company Staff (CS) 57 48 
TS/Paramedic 21 0 
TS/Emergency Vehicle Driver 48 48 
TS/Firefighter 788 60 
   

                                                 
4 Assumes a staffing factor of 1.13 (3.39) 
5 Included if EMS transportation is adopted 
6 Included if EMS transportation is adopted 
7 Included if EMS transportation is adopted 
8 Includes qualified paramedics for suppression units and firefighters for medic units 
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Human Resources Adjustments 
The above analysis shows that a major factor concerning adjustments in staffing—the 

staff ultimately needed-- is whether EMS transportation will or will not be provided. Also, while 
the initial combined command staff will appear top heavy, there are advantages to this number 
for training and mentoring of future leaders as the transition to consolidation takes place. It also 
is likely to reduce unhappiness since no one will lose their job, and all chief officers will remain 
chief officers albeit in some different positions. Attrition by retirement, resignation or for other 
reasons will allow the District to adjust over time the number of chief officer, support, and 
operations positions to the level needed for a consolidated District. 

Chief Officers – The chief officer cadre of 25 can be adjusted by attrition or 
reallocation of the following positions: 

• Executive Staff (ES) for Fire Suppression: Position could be eliminated with duties 
handled by the Assistant Chief of Operations 

• Senior Staff (SS) for Hazardous Materials: Position could be eliminated with 
duties handled by the Executive Staff (ES) officer of Special Operations 

• Senior Staff (SS) for EMS Quality Management: Position could be reallocated to 
Company Staff (CS) 

• Senior Staff (SS) for Support Services: Position could be reallocated to Company 
Staff or Civilian Supervisor (CS) 

• Senior Staff (SS) for EMS Training: Position could be reallocated to Company 
Staff (CS) 

Recommendation 38: By attrition, eliminate or reallocate the above executive or senior staff 
officer positions as incumbent chief officers retire or resign 

Administrative Staff – Consolidation will give the administrative staff 17 personnel 
to place. These personnel include: two human resources personnel, two finance managers, two 
finance technicians, ten administrative assistants/receptionists/secretaries, and a maintenance 
technician. 

The new board must consider the depth of administrative responsibilities required of an 
independent fire District. Unlike a municipal fire department, an independent fire District is 
required to provide all administrative and financial oversight for the District. This oversight 
includes collection of taxes, investment of monies, all human resource functions, labor relations 
and negotiations, and purchasing.  
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If the District takes on EMS transportation, then one administrative assistant (AS) 
position should be added. Regardless, one (AS) position should be moved to Support Services 
for the new maintenance division 

Recommendation 39: Depending on the status of EMS transportation, an administrative 
position (AS) should be added.  

If the new District chooses to create a new maintenance facility, there will be a need for 
additional personnel to staff the Support Services division. Initially, one Senior Staff (SS) 
manager would oversee the division. This position could be reclassified to either a Company 
Staff or Civilian Supervisor (CS) level. Two emergency vehicle technicians (TS or AS) and one 
building maintenance technician (TS or AS) would be needed to perform technical tasks. An 
administrative secretary/receptionist (AS) would also be needed for the facility. 

Recommendation 40: Staff the Support Services section with on Senior Staff (SS), two 
emergency vehicle technicians (TS or AS), one building maintenance technician (TS or AS), and 
one administrative technician (AS). 

Prevention/Inspection Staff: Consolidation would provide 12 personnel as fire 
inspectors or plans reviewers. A combined District could function with eight personnel, 
including one plan reviewer, six inspectors, and one inspector to provide training to company 
personnel. The inspector/trainer could be assigned to training. 

There are several fire inspectors that are qualified for positions in fire suppression. If 
EMS transportation is added, those occupying positions that may be eliminated could be 
transferred to fire suppression. 

Recommendation 41: By attrition, eliminate four TS/inspector positions. Alternatively, those 
qualified could be considered for assignment into TS/fire suppression. 

Line Staff – Depending on the status of EMS transportation or the Districts intention 
on meeting NFPA 1710, up to 24 firefighter positions could be eliminated through attrition as 
described above. 

Table 10 summarizes the positions that could be reduced by attrition. 
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Table 10: Positions to Reduce By Attrition 

Position 

Number of Positions 
to Reduce or 
Reallocated  Details 

Chief Officers -2/-3 Two ES eliminated and three 
reallocated to CS 

Administrative (Non-Uniformed) 0/+1 

If EMS transportation is added, add 
one position. Transfer one (AS) to 
Support Services for the 
maintenance division 

Support -4 Fire Inspectors 

Firefighters -24/-22 

Provided there is no plan to add 
EMS transportation. Two positions 
should be moved to Support 
Services for vehicle and building 
maintenance. 

   

Labor Representation 
Currently, San Carlos Park and Estero uniformed personnel are represented by IAFF 

Local 1826 and Bonita Springs uniformed and non-uniformed personnel are represented by IAFF 
Local 3344.  

Within the three Districts there are three contracts for uniformed personnel, and one for 
the non-uniformed personnel who work for Bonita Springs. Each contract is due for 
renegotiation in October 2010. The appendix contains a comparison of the three contracts for 
uniformed personnel. Although there are differences, they are close enough to have one contract 
without major changes.  Even if consolidation is delayed, formulating identical contracts in 2010 
can ease any transitions later on.  

On‐Line Time and Attendance 
On-Line Time and Attendance software is very valuable for scheduling, attendance, paid-

time off, and similar measures. The software can also determine patterns for attendance, assisting 
the District in controlling sick leave or other abuse. 

The cost of the software system would be prohibitive for one of the current Districts, but 
would be affordable by a larger combined District.  

Recommendation 42: Add a comprehensive online time and attendance program for electronic 
measurement of attendance, staffing, and finances. 
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Factors that Can Affect Costs 
Whenever proposing an organizational merger, there are usually factors that can affect 

cost and interfere with precise forecasting. All public safety agencies are affected by social, 
technological, economic, environmental, and political changes that will lead to reconsideration 
and compromise logical, fiscally prudent plans.  

• The combination of San Carlos Park Station 3 and Estero Station 1 would be the most 
efficient and effective means of providing service. The current proximity of San Carlos 
Station 3 to the Florida Gulf Coast University may be an issue. 

• Faster expansion in the eastern part of the District could require additional services. 

• Whether EMS transportation is added will have a profound effect on staffing, vehicle 
purchase, training, and maintenance. 

• The new District may quickly expand if other Lee County fire districts seek to merge or 
form cooperative agreements. 
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6. FISCAL ANALYSIS 

Second only to service quality are the fiscal considerations of consolidation. There is 
great anticipation among many that consolidation will save the taxpayers a considerable sum of 
money. Unfortunately, consolidation will not immediately lead to massive savings because of the 
desire to grandfather in all existing personnel, and reduce staffing only through attrition.  

Combined District Assets and Liabilities 
We used data from the financial audits dated September 302008 to determine a baseline 

estimate of the assets and liabilities for each district and for a combined district. Assets totaled 
$65,109,706, with total liabilities of $21,120,406, resulting in net assets of $43,989,300. Fixed 
capital assets are divided into five categories: land and improvements, construction in progress, 
buildings, vehicles and machinery, and equipment. Buildings, vehicles, and machinery and 
equipment have a life cycle, including depreciation that is deducted annually until the end of its 
projected life span. Table 11 contains the fixed asset values for a consolidated district. 

Table 11: Combined District Fixed Asset Values 

Fixed Asset Values 
Land and Improvements $4,889,592 
Construction in Progress $249,696 
    Buildings $26,518,619 
    Vehicles $10,843,726 
    Machinery and Equipment $4,260,453 
Total Capital $41,622,798 
Depreciation Accumulated $10,144,604 
Net Fixed Capital Assets $36,228,767 
  

The total revenue for the fiscal year ending September 30, 2008 was $42,996,394 with 
expenditures of $36,977,163. This figures showed the revenue over expense total of $6,019,231. 
Due to the recent economic downturn, the 2009 and 2010 picture will show lower revenue over 
expenses. Table 12 sums the consolidated district financial audit. 
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Table 12: Financial Statement Summary, September 30, 2008 

 Bonita Springs Estero 
San Carlos 

Park 
Consolidated 

District 
Total Assets $31,320,046  $21,610,736 $12,178,924  $65,109,706 
Total Liabilities $6,234,829 $9,281,920 $5,603,657  $21,120,406 
Net Assets $25,085,217 $12,328,816 $6,575,267  $43,989,300 
     
Revenues $20,861,851 $12,454,440 $9,680,103  $42,996,394 
Expenses $17,911,260 $10,090,022 $8,975,881  $36,977,163 
Revenue over Expenses $2,950,591 $2,364,418 $704,222  $6,019,231 
Outstanding Long-term 
Debt $5,964,522 $8,004,540 $4,452,163  $18,421,225 
     
Fixed Capital Assets     
Land and Improvements $2,559,787 $1,941,090 $388,715  $4,889,592 
Construction in Progress $249,696 $0 $0  $249,696 
Total (Not depreciated) $2,809,483 $1,941,090 $388,715  $5,139,288 
     
Buildings  $9,232,298 $3,949,542  $26,518,619 
Vehicles $3,349,306 $4,420,463 $3,073,957  $10,843,726 
Machinery & Equipment $2,328,879 $420,524 $1,511,050  $4,260,453 
Total Capital $19,014,964 $14,073,285 $8,534,549  $41,622,798 
     
Accumulated 
Depreciation $3,918,549 $3,349,920 $2,876,135  $10,144,604 
     
Net Fixed Capital Assets $17,905,898 $12,664,455 $5,658,414  $36,228,767 
     

Millage Rate 
The amount of tax money collected by the districts depends on the district taxable values 

and the millage rate. Florida law allows independent special fire districts impose a millage of up 
to $3.75 for every $1,000 of assessed taxable value. Some of the districts have passed stricter 
laws with a lower tax rate that require voter approval if the fire commissioners want to raise the 
millage to the 3.75 

When property values decrease, the only way to maintain the same income level is to 
raise the millage rate. Raising these rates is unpopular because it is equated with a tax increase. 
Also, when property values decrease, there is usually an economic recession reducing personal 
worth.  

Table 13 describes the estimated 2009 assessed taxable value, tax revenue generated, and 
the millage rate needed to keep revenue generation steady. 
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Table 13: Revenue Generation and Millage Rates 

District Taxable Value Revenue Generated Millage rate needed 
Bonita Springs $9,120,381,732 $16,371,085 1.795
Estero $5,744,942,059 $11,489,884 2.0
San Carlos Park $3,372,049,393 $8,430,123 2.5
    

A consolidated fire district would have a taxable value of $18,237,373,184, generating ad 
valorem revenue of $36,291,092. A millage rate of 1.9802 would be needed to maintain this 
revenue level. As staffing capital adjustments are made, the rate may be able to be decreased. 

Recommendation 43: Unless the current financial picture changes, the new district should set a 
millage rate of 1.9802 

Potential Savings  

The following shows how consolidation could result in potential savings. 

Human Resources Changes – Assuring that every current employee has an 
equivalent position after a consolidation precludes obtaining much in the way of immediate cost 
savings. However, by attrition a consolidation should eventually yield considerable savings in 
human resources costs. The eventual reduction of 32 positions at an average annual cost of 
$149,556 will yield an annual savings of $4,187,568. Table 14 indicates the average savings by 
classifications. 

Table 14: Average Cost Savings by Classification Groups 

Position 
Number of Positions 

to Reduce Estimated Savings 
Chief Officers -2                      $299,112 
Administrative Staff (AS) 0 $0
Support Staff (TS) -4 $598,224
Technical Staff (TS)* -22* $3,290,232
* Provided that the New District does not provide EMS transportation 
   

Other cost savings could be realized by adjustments to the 175 pension system, 
elimination of specialty pay for basic skills, limitations to leave accrual, and elimination of light 
duty for non-line of duty illness or injury. Pensions should be capped at 75% and retirees should 
contribute toward the cost of family medical insurance. 

Capital Resources Changes – A consolidated District could yield some saving 
from adjustments to capital resources such as buildings and vehicles.  
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Buildings: The combined District will own three buildings that are primarily used as 
headquarters. The headquarters buildings at San Carlos Park and Bonita Springs have attached 
fire stations. The Estero Fire District Headquarters should become the new District headquarters 
building. The Bonita Springs Headquarters should become the Fire/EMS Training Academy and 
the offices for Fire Prevention and Investigative Services. 

Since we recommended merging San Carlos Park Station Three with Estero Station One, 
headquarters and the attached fire station are not needed. The large, modern San Carlos Park 
building and the Estero building (Station One) could be sold and the proceeds could likely pay 
for the new District stations two and three.  

A new maintenance facility should be built in the western part of the District. The facility 
could also house a brush unit during busy wildland fire season. 

Recommendation 44: Sell the current San Carlos Park Headquarters/Station 3 and Estero 
Station 1 and use the funds to build the new District Stations 2 and 3. A new maintenance 
building should be purchased. 

Equipment: The District could function with the following initial front-line equipment: 

• Engine Companies – 11 (10 engines and 1 quint) 

• Brush/Tankers – 6 

• Truck/Ladders – 2 

• Heavy Rescue Squad – 1 

• Hazardous Materials Unit – 1 

• Marine Units – 2 

• Air Compressor Units – 1 

• Battalion Chiefs – 2 

• Staff Vehicles – 20 

• Prevention Vehicles –12 

A consolidation into a new District would allow for the disposition of the following 
equipment. This could be primary or reserve equipment based on vehicles conditions and needs. 
Table 15 contains a list of vehicles to be sold and an estimated value. 
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Table 15: Vehicles to Be Sold 

Vehicle Types Number to be Sold Estimated Value 
Engine 1 $175,000 
Truck/Ladder 3 $750,000 
Brush/Tanker 3 $300,000 
Command Vehicles 5 $50,000 
Prevention Vehicles 5 $50,000 
Rescues 5 $150,000 
   

One operations battalion chief vehicle can be used by the shift training officer/safety 
officer. Within three to four years, the new District could dispose of 21 vehicles worth an 
estimated $2.5 million. 

Recommendation 45: The new District should sell the above equipment or sell similar reserve 
equipment and move the above to reserve status. 

Summary of Estimated Savings – After attrition, the new fire District may 
realize a savings of up to $4.18 million annually in salaries, and $2.5 million in vehicle 
disposition. Disposal of one combination headquarters building/station and another station may 
negate the costs of building two new stations or fund the cost of a new maintenance facility. 
There are other opportunities for savings, depending on labor negotiations. Modifications to the 
pension plans, eliminating premium pay for basic skills, and tighter control of light duty could 
also yield savings.  

Cost/Benefit of Providing EMS Transportation 
There are two main reasons for determining whether the new District should consider 

providing EMS transportation.  

• The current EMS transportation system is inadequate 

• There would be a financial incentive for providing service 

Currently, Lee County EMS is providing effective EMS to the District. The system is 
stressed and has been asked to take over Lehigh Acres EMS transport duties. They are legally 
mandated to provide EMS anywhere in Lee County. At this point, there is no overriding urgency 
to takeover EMS transportation. 

Cost of Providing Full Service EMS – The combined District should be prepared 
to provide EMS transportation if needed. Knowledge of the approximate costs of operating EMS 
transportation is also appropriate. As stated earlier, the District would need six full-time 
paramedic ambulances to cover the District. Two additional units will be needed for reserve use. 
Table 16 indicates the start-up costs for paramedic ambulance services. Six 
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firefighter/paramedics should be promoted to lieutenant and assigned to one of two supervisor 
units. 

Table 16: Initial Costs for Paramedic Ambulances 

Variable Cost 
Paramedic Ambulances (8) $1,582,088 
EMS/Safety Supervisor Vehicle (2) $55,000 
Supplies and Equipment $592,536 
Fuel $29,658 
Maintenance $36,000 
Insurance $18,000 
Salary/Benefits (18 additional TS/firefighters) $2,694,024 
Salary/Benefits (TS/FFs to replace 7 promoted to lieutenant) $1,049,650 
Additional Medical Director Costs $20,000 
Approximate Total $6,077,956 
  

Approximately $1,687,033 are for initial purposes and there are options as for field 
supervision ($1,049,650), placing approximately $2,736,683 as flexible costs. The annual cost 
for providing EMS transportation will be approximately $3,341,237. 

Projected Revenues – EMS transportation would bring a revenue source to the new 
District. It is difficult to forecast revenues because it was difficult to determine exactly how 
many EMS transports would occur. We estimated the number of EMS responses, number of 
transports, likely percentage of payers, and the reasonable and customary charge for each 
transport.  

A combined District would likely respond to approximately 7,600 EMS calls annually. 
Of these 7,600 calls, approximately 5,082 (67%) would require transportation. No monies are 
collected for non-transport calls. Depending on the insurance provider, reimbursement varies. 
Lee County EMS collects an average of $483.00 for each transport and $160.00 in mileage 
charges. LCEMS enjoys a collection rate of 73.4% in southern Lee County. Multiplying 5,082 
transports by 0.734 (collection rate) equals 3,731 reimbursable transports. 3,731 transports 
multiplied by $643.00 equals an estimated collection of $2,398,510 annually (Table 17).  

Table 17: Estimated EMS Revenues 

EMS Activity Amount 
Projected EMS Transports 5082 
Average Charge per Transport $483 
Average Charge Per Mile $8 X 20 miles per 
Transport X 5082 

$813,120 

Total Charges $3,267,726 
Expected Collections (5082 X $483 X .734) $2,398,510 
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Based on the above analysis, the District will likely be able to recoup only about 72% of 
expenditures. On this basis, providing EMS transportation is not cost effective. If conditions 
exist where the new District must provide EMS transportation, Lee County should supplement 
District operating costs. 

Recommendation 46: The new District should consider providing EMS transportation if 
necessary for the health and safety of its citizens. There is no fiscal advantage for the new 
District to provide EMS transportation. The new District should have a plan to provide EMS 
transportation should it become necessary. 
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7. RECOMMENDATIONS FOR ACTIONS 

This section lists recommendations for the actions that should be taken whether 
cooperative separate Districts or a consolidated District is chosen. These recommendations were 
made throughout the document, and are summarized here. 

Cooperative Agreements 
Cooperative Agreements are between two or more Districts that involve joint operation of 

specific functions between the Districts. The District fire chiefs would reach consensus on who 
would lead and staff these divisions. District personnel would retain all ranks, pay, benefits, and 
most work conditions. 

Cooperative Agreements can be stand alone or as part of a step toward full consolidation. 
There are opportunities to combine full consolidation between Districts and Cooperative 
Agreements between others. For example, two Districts may agree to consolidate while another 
could develop a Cooperative Agreement with the consolidated District. In the future, other fire 
Districts in Lee County could pursue consolidation or Cooperative Agreement status. 

Table 18 contains recommendations 1 through 13 that are applicable for Cooperative 
Agreements. 

Table 18: Consolidated Division Agreement Recommendations 

Recommendations for Cooperative Agreements 
1. The three fire Districts should pursue full consolidation into a new fire District.  
2. If full consolidation is chosen, a new elected oversight board should be formed. The board would 

include seven elected members, two residing in each of the current fire Districts and one at-large 
member who would serve as the chairperson.  

3. The Districts should not pursue administrative (partial) consolidation of the fire Districts.  
4. The Districts should adopt Cooperative Agreements as an initial step toward full consolidation or as a 

step independent of full consolidation.  
5. Action should begin to create a single piece of legislation that includes the authority to dissolve the 

three current fire Districts and create a new, single fire District.  
6. IAFF Local 1826 and Local 3334, and the appropriate District units, should determine what actions 

they should take to prepare for consolidation or Cooperative Agreements.  
7. The priority for Cooperative Agreements should include: fire prevention and investigative services, 

emergency medical services, information services, and education and training.  
8. The Cooperative Agreements should allow for expansion of investigative services to include fire 

investigation, applicant investigation, and internal affairs.  
9. Under the Cooperative Agreements, the Districts should consider moving EMS training to the 

Education and Training Cooperative Division.  
10. The Cooperative Agreement – EMS should extensively study the feasibility and implications of 

providing EMS transportation.  
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Recommendations for Cooperative Agreements 
11. The Cooperative Agreement – Information Services should be managed by one information 

technology supervisor. All records and database management should be provided by the cooperative 
division.  

12. There should be as shift training officer/safety officer assigned to each shift.  
13. After the initial Cooperative Divisions are in place, the Districts should enter agreements for: Building 

and Equipment Maintenance, Finance and Administration, and Emergency Operations.  
 

Consolidation 
Consolidation refers to all three Districts combining into one new fire District. We 

believe that this is the best option for the citizens of southern Lee County for quality fire and 
EMS while practicing reasonable fiscal constraint. There is little justification for keeping three 
separate fire Districts in this area. Cooperative Agreements can be used as a starting point, but 
consolidation is the inevitable endpoint. 

Based on economies of scale, other Lee County fire Districts are likely watching to see 
how this plays out. TriData believes that once a successful consolidation occurs, surrounding 
Districts will want to join in or form Cooperative Agreements. 

A successful consolidation will require strong leadership from the new District board and 
from the new fire chief and command staff. The leaders from the current Districts have the 
knowledge, skills, and abilities needed to initiate the successful transition and create a new 
organization. Looking outside the organization for new leadership is a viable option, but should 
be undertaken only if the new District board does not share our confidence in the current leaders 
or if the current leaders do not buy-in to the new organization.  

Consolidation success cannot occur without the buy-in and leadership from the current 
IAFF Locals 1826 and 3344. Labor and management will need a high degree of trust and 
cooperation to assure success. Labor and management should consider using modern techniques 
such as labor-management committees, and negotiated rulemaking to come to agreement on 
sensitive issues. 

As agreed, no recommendations were made for layoffs or immediate reductions in force. 
By attrition, up to 28 positions could be eliminated or reclassified. A new District will be able to 
close a headquarters and two fire stations and use the proceeds to build two new stations. There 
are also opportunities for reducing the rolling stock and recouping up to $2.5 million. 

Implementing Consolidation 
If consolidation is desired action should begin immediately, a weak or half-hearted 

commitment will quickly permeate through all organizations. Specific actions should include: 
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• A joint press conference announcing the decision, held with the three Districts 
participating. 

• The formation of a commissioner-management-labor task force responsible for 
finalizing an implementation plan. The task force should include one commissioner 
from each District, the fire chief from each District, and the IAFF District vice-
president from each District. Task force members are the executive-level 
representatives from their organizations. They are encouraged to assign subordinate 
leaders to sub-task forces. Consider assigning a citizen advisor each District to 
participate on the task-force. It must be understood that whoever agrees to participate 
must provide full-participation in task force activities. 

• The joint task force should determine which sub-task forces are needed and assign 
leadership responsibilities. Sub-task forces will be needed for: organizational 
transformation, fire and EMS operational transformation, fire prevention and 
investigative services transformation, administrative transformation, and support 
services transformation. 

• The joint task force will establish organizational goals, assignments, and timelines for 
each sub-task force. This step is critical because actions must be timed to meet 
elections, budgets, and similar obligations. 

• One fire commissioner from each District and the fire chiefs should participate in the 
organizational transformation sub-task force. Their participation in other sub-task 
forces is discretionary. 

• The fire Districts should consider using an outside firm to assist with the oversight 
group with coordination of the implementation plan. Local or national firms 
experienced in organizational development, consolidations, and team-building should 
be considered. The employment of several development groups may be appropriate. 

• Standardization of union contracts can occur prior to consolidation. 

• If consolidation is accepted, a target for implementation should be January 2011. 
Election cycle and other processes may compromise the implementation date. 

• The oversight group must quickly ascertain if Lee County wants to cede EMS 
transportation for southern Lee County. 

• The transformation sub-task force should determine if other Districts are interested in 
consolidation or cooperative agreements. 
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Recommendation 47: If consolidation is considered, appoint a joint commissioner-
management-labor task force with an implementation target of January 2011. 

Recommendations for Consolidation – Table 19 lists the recommendations for 
consolidation of the three fire Districts. 

Table 19: Recommendations for Consolidation 

Consolidation Recommendations 
14. TriData unequivocally recommends that the three Districts consolidate into one new District. It would 

be acceptable for two Districts to consolidate and the third to participate using Cooperative 
Agreements.  

15. Along with consolidation, the Districts should pursue passage of a “shell bill” to facilitate other fire 
Districts consolidating or participating in Cooperative Agreements.  

16. During the early stages of consolidation, the new District should formulate a succession plan. 
17. A fire chief should be appointed as the chief executive officer (CEO) of the new District. 18: The 

assistant fire chief should function as the chief operating officer (COO). Two deputy fire chiefs, one 
executive officer, and one division chief should be direct reports. 

18. The assistant fire chief should function as the chief operating officer (COO). Two deputy fire chiefs, 
one executive officer, and one division chief should be direct reports. 

19. The consolidated fire prevention and investigation branch should include: one deputy fire chief, one 
division fire chief, and two battalion chiefs. 

20. The consolidated Emergency Operations Bureau should consist of: one deputy chief, five division 
chiefs, and two EMS battalion chiefs. 

21. The combined fire prevention/investigative services division should include a deputy chief, a division 
chief, and three battalion chiefs.  

22. The consolidated Executive Officer Branch should include: one executive officer, three directors, and 
three specialists. All positions would be considered non-uniformed, management positions. 

23. The EMS Division should consist of one division chief and two battalion chiefs. 
24. The consolidated fire prevention division should consist of one battalion chief, two plans reviewers, 

eight inspectors, and two inspector/trainers. 
25. The Public Education Division should staff one battalion chief, and two public educators. 
26. Move New District Station 2 (San Carlos Park Station 2) to the vacant area east of the 17300 block of 

Oriole Road and north of Winged foot Drive near the Timber Lake community. 
27. Combine San Carlos Park Station 3 and Estero Fire Station 1 into New District Station 3. Both of 

these areas are bounded by gated communities and provide limited access to the surrounding 
communities. The new station should be built near Vintage Trace and Breckenridge Road. 

28. The new District should house six brush units, one at Stations 1,2,4,5 and 11. A sixth unit should be 
housed at Station 3 to be temporarily assigned to the eastern part of Station 4’s territory during high-
risk seasons. 

29. The combined District should house and staff two ladder/truck companies, one truck (platform) at 
Station 3 and one ladder (75’ ladder) at Station 7. 

30. The new District should be divided into two battalions, one for Station 3, and one at Station 7. The 
North Battalion will cover stations 1,2,3,4, and 5, while the South Battalion will cover stations 6, 7, 8, 
9, 10, and 11. 

31. The new District should station a staffed, heavy rescue unit at Station 6 or Station 7. The unit should 
be staffed with four personnel: one lieutenant, one emergency vehicle driver, and two firefighters who 
are rescue qualified. 

32. If Lee County EMS becomes unable to provide adequate EMS transportation services, the new 
District should move from a paramedic first responder model to a full-service paramedic EMS 
transportation model. 
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Consolidation Recommendations 
33. Assign the 25 chief officers to the positions listed in Table 5 
34. Assign the 47 available lieutenants to field operations. Each engine, ladder/truck, and heavy rescue 

squad should be assigned one officer per piece, per shift. 
35. Assign 48 personnel the rank of emergency vehicle driver (engineer). 
36. Personnel who are licensed paramedics with functional privileges should be compensated at a rate 

negotiated by labor and management. If the District chooses to add a fourth firefighter to each engine 
company, a rank of firefighter-paramedic should be considered. 

37. If the District decides to adopt EMS transportation, then the paramedic assigned to the medic unit 
should be designated the rank of “firefighter-paramedic.” 

38. By attrition, eliminate or reclassify the above chief officer positions. 
39. Depending on the status of EMS transportation, two administrative positions can be eliminated by 

attrition. 
40. Staff the Support Services section with on Senior Staff (SS), two emergency vehicle technicians (TS 

or AS), one building maintenance technician (TS or AS), and one administrative technician (AS). 
41. By attrition, eliminate four inspector positions. Alternatively, those qualified could be considered for 

assignment into fire suppression. 
42. Add a comprehensive online time and attendance program for electronic measurement of 

attendance, staffing, and finances. 
43. Unless the current financial picture changes, the new District should set a millage rate of 1.8935. 
44. Sell the current San Carlos Park Headquarters/Station 3 and Estero Station 1 and use the funds to 

build the new District Stations 2 and 3. 
45. The new District should sell the above equipment or sell similar reserve equipment and move the 

above to reserve status. 
46. There is no fiscal advantage for the new District to provide EMS transportation. The new District 

should have a plan to provide EMS transportation should it become necessary. 
47. If consolidation is considered, appoint a joint commissioner-management-labor task force with an 

implementation target of January 2011. 
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8. SUMMARY 

The time seems right for San Carlos Park, Estero, and Bonita Springs to consolidate into 
one fire District. Each District is operating efficiently, making it the best time to take this 
courageous action. The Districts are fortunate to have the leadership and experience necessary to 
get there from here with minimal outside intervention. Support from within each District and the 
citizenry has the potential to set a course for the future of fire and EMS in Lee County. 

Any time organizations change their operation, especially when their identity is involved, 
a range of emotions occur. Emotional reactions such as denial, anger, bargaining, and acceptance 
are experienced. Many are concerned that creating a larger organization means that service will 
become impersonal and lose its community orientation. These emotions are not without basis, 
and poor leadership or improper planning could become a self-fulfilling prophecy. 

In this case, San Carlos Park, Estero, and Bonita Springs Fire Districts has the ability to 
get past these emotional challenges and see that consolidation will be in the best interest of the 
citizens that they serve. The timing is right because the decision to seek new solutions will allow 
for change with minimal impact on current employees. Districts that choose to join in after the 
initial consolidation may not have the same control of their destiny. 
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APPENDIX A: COMPARISON OF THE CURRENT UNION CONTRACTS 

TOPIC 
DISTRICTS 

Bonita Springs  Estero  San Carlos Park 
Represented by  IAFF Local 3444  IAFF Local 1826  IAFF Local 1826 
Contract expiration  9/30/2010  9/30/2010  9/30/2010 
Payroll deduction  yes  yes  yes 
Admin fee for 
deduction 

$.20/member bi‐
weekly 

1% of monthly dues  no charge 

Rank represented  FF, LT, Inspectors, Pub 
Ed 

FF, LT, Inspectors, Pub 
Ed 

FF, LT, Inspector, 
Captain 

Use of District facilities 
for meetings 

yes  yes  yes 

Time off for collective 
bargaining 

yes ‐ 4 members  not specified. May use 
time pool in 2 hr 
increments 

yes ‐ 3 members 

Grievance procedure  yes  yes  yes 
Cost for arbitrator  borne by losing party  equally shared  equally shared 
New employee 
probation 

1 year  1 year  1 year 

Promotion probation  1 year  not stated    
Shift schedule  24/48 start time 0700  24/48 start time 0800  24/48 start time 0700 
Discipline for tardy  only if off going 

employee is unwilling 
to voluntarily cover by 
shift exchange. 4 levels 
of offense‐oral, 
written, suspension, 
termination 

Not in contract  Not in contract 

Overtime pay  work period 14 days 
averaging 112 hrs. OT 
paid after 106 hrs at 1‐
1/2 rate 

work period 21 days 
consisting of 168 hrs. 
OT paid after 159 hrs 
at 1‐1/2 rate 

work period 21 days 
consisting of 168 hrs. 
OT paid after 159 hrs 
at 1‐1/2 rate 

Recall minimum hours 
for OT 

4 for shift personnel, 2 
for 40 hr employees 

2 for all employees 
covered by agreement 

2 from the time the 
"all call" is put out 

Maximum 
accumulated leave 
allowed shift 
personnel 

1 yr; 168 hrs, 2‐5 yrs; 
312 hrs, 6‐10 yrs; 384 
hrs; 11+ yrs; 456 hrs 

600 hours. Hours in 
excess of 600 will be 
paid at current base 
hourly rate 

1‐4 yrs; 96, 5‐20 yrs; 
120, 21‐25 yrs; 144. 
This is the maximum 
carry over per year. An 
employee may 
accumulate up to 
1,440 hrs to which 
they are compensated 
for provided they had 
10 years service 
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maximum 
accumulated leave 
allowed 40 hr 
personnel 

1 yr; 120 hrs, 2‐5 yrs; 
256 hrs, 6‐10 yrs; 296 
hrs; 11+ yrs; 336 hrs 

500 hours. Hours in 
excess of 500 will be 
paid a current base 
rate 

1‐4 yrs; 60 hrs, 5‐20 
yrs; 82, 21‐25 yrs; 
90This is the maximum 
carry over per year. An 
employee may 
accumulate up to 
1,440 hrs to which 
they are compensated 
for provided they had 
10 years service 

Funeral leave  shift personnel 2‐24 
hrs shifts; 40 hr 
personnel 5 working 
days 

shift personnel 48 
hours. 40 hour 
personnel 40 hours 

shift personnel 56 
hours. 40 hour 
personnel 5 days 

Career steps  Non‐certified, FF‐I, FF‐
II, FF‐III, FF‐
IV/Engineer, FF‐
V/Engineer, LT‐I, LT‐II, 
LT‐III, LT‐IV, LT‐V, Fire 
Inspector/Fire 
Certified levels I thru 
V, Plans examiniers 
levels I thru V 

Firefighter/EMT, 
Paramedic, Engineer 
and Company Officer. 
Five steps for each 
classification 

FF‐I, FF‐II, FF‐III, FF‐IV, 
FF‐V Driver Engineer, 
Fire Lt, Fire Captain. 

Union time pool  shift personnel 
contribute 10 hrs 
annually, prevention 
personnel 3 hrs 
annually. Utilized by 
union members to 
attend union functions 

in 4 hour increments 
made once a year in 
December. Time pool 
capped at 500 hours 

up to 5 hours of PTO 
may be put towards a 
DVP's bank to be used 
for union functions 
while on duty. 

Longevity pay 
(percentage of annual 
salary) 

5‐9 yrs; 2.0%, 10‐14 
yrs; 4.0%, 15 yrs; 6%, 
16 yrs; 6.5%, 17 yrs; 
7.0%, 18 yrs; 7.5%, 19 
yrs; 8.0%, 20 yrs; 8.5%, 
21 yrs; 9.0%, 22 yrs; 
9.5%, 23+ yrs; 10.0%. 
Note: annual salary 
includes all overtime 
hours worked. 

5‐9 yrs; 2.0%, 10‐14 
yrs; 4.0%, 15 yrs; 6%, 
16 yrs; 6.5%, 17 yrs; 
7.0%, 18 yrs; 7.5%, 19 
yrs; 8.0%, 20 yrs; 8.5%, 
21 yrs; 9.0%, 22 yrs; 
9.5%, 23+ yrs; 10.0%. 

2% increase after the 
second year and a 
1/2% thereafter up to 
a maximum of 15% 

Uniforms/Gear Issued   
dress shirt  1  1 (long sleeve)  3 and 1 long sleeve 
dress pants  1  1   
badge  1  1  1 
nametag  1  1  1 
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collar brass  1  1  1 
belt  1    1 
work shoes  1     
baseball cap  1  1  1 
work out shorts  1  2   
sweat shirt  1  1  1 
winter jacket  1  1  1 
wild land suit 2 piece  1  1  1 
BDU style work pants  4  4  3 
polo shirts  2  4   
bunker gear  2 sets  1   
structural gloves  1  1   
T‐shirts  4  5  4 
structural helmet  1  1   
structural hood  1  1   
suspenders  1     
bunker boots  1  1   
bunker gear bag  1  1   
25' 1" webbing  1     
MMR SCBA mask/bag  1  1  1 
Tie    1   
Class B shirts    2   
Jumpsuit    1  1 
Safety glasses    1  1 
work gloves    1   
hearing protector    1   
long sleeve T‐shirt    2  2 
rain jacket      1 
Employee pension 
contribution 

yes ‐ 5%  not addressed in 
agreement. Since it is 
a Chapter 175 plan 
1/2% is required by 
law 

FRS no employee 
contribution. Chapter 
175 plan contribution 
as required by law. 

Minimum Staffing         

engine company 

3  Department has 
minimum staffing but 
not in labor agreement

3 

truck/squad  4     3 
light rescue  2       
Health insurance   100 % employee and 

family 
Hire before 10/1/95 
100% employee and 
family. Otherwise 10% 
for dependent 

100% employee, 
$10/week dependent 
coverage 
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Prescription drug  100 % employee and 

family 
No reference in 
contract 

100 % employee, 
$10/week dependent 
coverage 

Vision care  100 % employee and 
family 

No reference in 
contract 

100% employee, 
$10/week dependent 
coverage 

Dental care  100% employee and 
family 

No reference in 
contract 

!00% employee, 
$10/week dependent 
coverage 

Short term disability  yes  yes  yes 
Long term disability  yes     yes…department will 

match employee's 
accumulated PTO after 
2 years service 

Life Insurance   Employee $85,000  No reference in 
contract 

No reference in 
contract 

Retirement health 
benefits to include 
health, prescription, 
vision and dental care 
for retiree only 

25 yrs service; no cost, 
years of service and 
age 50 or more; no 
cost, vested and years 
of service plus age 
equals 65; no cost, 15 
yrs service; 50% of 
premium 

No reference in 
contract 

Between 15 and 20 
years service pays 25% 
of premium. Over 20 
years service 50% 
premium paid.  

Holidays  11 holidays. Shift 
employees receive 
11.2 hrs straight time 
for each holiday 

11 holidays. Shift 
personnel receive 12 
hrs pay for each 
holiday and paid in 
lump sum annually. 

10 holidays. Shift 
personnel will be paid 
for 17 or 7 hours 
respectively at the 
time and a half rate 

Incentive Pays (amount paid)         
EMT  $75 bi‐weekly     $95 bi‐weekly 
Paramedic  varies $295 to $385 bi‐

weekly 
$336 bi weekly. States 
$3/hr (Counts toward 
retirement) 

varies $230 to $384 bi‐
weekly 

Certified Fire Officer I  $30 bi‐weekly       
Certified Fire Officer II  $40 bi‐weekly       
Certified Fire 
Instructor 

$15 bi‐weekly       

AHA CPR Instructor  $20 bi‐weekly     $150 per class taught 
Certified Pump 
Operator 

$20 bi‐weekly       

Hazmat Technician  $20 bi‐weekly       
MSA Repair Technician  $20 bi‐weekly       
Rescue Tech Special 
Ops 

$40 bi‐weekly       



Cooperative Services Feasibility  
and Consolidation Study  FINAL 

TriData Division,  December 2009 
System Planning Corporation 

74 

TOPIC 
DISTRICTS 

Bonita Springs  Estero  San Carlos Park 
Rescue Tech Water 
Ops 

$30 bi‐weekly       

Fire Inspector/fire 
certified: Fire Safety 
Inspector II 

$40 bi‐weekly       

EMS FTOs   $40 bi‐weekly       
Acting Lt's list  $55 bi‐weekly  *See out of 

classification below 
* See out of 
classification below 

Associates Degree        $50 bi‐weekly 
Bachelors Degree        $100 bi‐weekly 
Instructor I        $20 bi‐weekly 
Instructor II         $50 bi‐weekly 
Survival 
Techniques&Rescue 

      $10 bi‐weekly 

Mechanical Hydraulic 
Tool Instructor 

      $20 bi‐weekly 

Incentives count 
toward pension 

yes  only paramedic pay    

Wages          
Trainee        $45,915  
FF Step 1  46257.09  $48,317   $50,576  
FF Step 2  50845.85  $53,905   $53,139  
FF Step 3  55434.6  $57,610   $55,831  
FF Step 4  67106.66  $61,346   $58,658  
FF Step 5  72311.36  $64,799   $61,625 (considered 

DE) 
FF/Engineer Step 1     $68,033     
FF/Engineer Step 2     $70,074     
FF/Engineer Step 3     $72,177     
LT Step 1  $59,161.04   $73,658   $66,300  
LT Step 2  $65,135.66   $75,115   $67,975  
LT Step 3  $70,987.09   $77,138   $69,691  
LT Step 4  $76,869.31   $80,340   $71,452  
LT Step 5  $82,813.13   $83,636   $73,255  
Captain (BC) Step 1  $84,907.33      $74,790  
Captain (BC) Step 2  $87,463.48      $76,234  
Captain (BC) Step 3  $90,081.23      $77,691  
Captain (BC) Step 4  $92,791.36      $79,180  
Captain (BC) Step 5  $95,593.89      $80,686  
Fire Inspector Step 1  $48,027.20   $55,190   $56,763  
Fire Inspector Step 2  $52,832   $58,619   $60,212  
Fire Inspector Step 3  $57,636.80   $62,375   $62,241  
Fire Inspector Step 4  $62,420.80   $67,791   $64,271  
Fire Inspector Step 5  $67,267.20   $72,662   $66,300  
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Plans Examiner Step 1  $55,961.83   $59,274   $67,975  
Plans Examiner Step 2  $61,522.02   $64,625   $69,691  
Plans Examiner Step 3  $67,171.72   $70,019   $71,452  
Plans Examiner Step 4  $72,753.98   $75,545   $73,255  
Plans Examiner Step 5  $78,358.92   $80,371   $74,790  
Pub Ed Specialist Step 
1 

$46,997.76   $53,281     

Pub Ed Specialist Step 
2 

$51,700.59   $57,441     

Pub Ed Specialist Step 
3 

$56,402.17   $61,694     

Pub Ed Specialist Step 
4 

$61,080.73   $66,017     

Pub Ed Specialist Step 
5 

65781.52  $69,779     

Out of classification     FF acting as Engineer 
receives additional 
$1/hr while in 
capacity. FF acting as 
Lt receives additional 
$1.50/hr. Lt acting as 
BC receives $2/hr 
while in capacity 

FF assigned to 
Engineer receives 
additional $1/hr. FF 
assigned to LT paid 
additional $1/hr. A LT 
assigned to Capt 
position receives 
additional $1/hr. 

Personal Leave – Shift Personnel (annual hours) 
less than 1 yr        12 hrs/month 
1 year  168  216  300 
2 ‐ 4 year  288  312  300 
5 year  288  312  372 
6 ‐ 10 year  360  372  372 
11 ‐15 year  432  444  444 
16 ‐ 20 year  480  480  492 
21‐25 year  480  480  540 
Personal Leave – 40 Hour Employee (annual hours) 
less than 1 yr        4 hrs/month 
1 year  120  144  184 
2 ‐ 4 year  205.68  224  184 
5 year  205.68  224  252 
6 ‐ 10 year  257.04  264  252 
11 ‐ 15 year  308.52  312  320 
16 ‐ 20 year  342.84  336  336 
21 ‐ 25 year  342.84  336  352 
Represented by  IAFF Local 3444  IAFF Local 1826  IAFF Local 1826 
Contract expiration  40451  9/30/2010  9/30/2010 
Payroll deduction  yes  yes  yes 
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Admin fee for 
deduction 

$.20/member bi‐
weekly 

1% of monthly dues  no charge 

Rank represented  FF, LT, Inspectors, Pub 
Ed 

FF, LT, Inspectors, Pub 
Ed 

FF, LT, Inspector, 
Captain 

Use of District facilities 
for meetings 

yes  yes  yes 

Time off for collective 
bargaining 

yes ‐ 4 members  Not specified. May use 
time pool in 2 hr 
increments 

yes ‐ 3 members 

Grievance procedure  yes  yes  yes 
Cost for arbitrator  borne by losing party  equally shared  equally shared 
New employee 
probation 

1 year  1 year  1 year 

Promotion probation  1 year  not stated    
Shift schedule  24/48 start time 0700  24/48 start time 0800  24/48 start time 0700 
Discipline for tardy  Only if off going 

employee is unwilling 
to voluntarily cover by 
shift exchange. 4 levels 
of offense‐oral, 
written, suspension, 
termination 

Not in contract  Not in contract 

Overtime pay  Work period 14 days 
averaging 112 hrs. OT 
paid after 106 hrs at 1‐
1/2 rate 

Work period 21 days 
consisting of 168 hrs. 
OT paid after 159 hrs 
at 1‐1/2 rate 

Work period 21 days 
consisting of 168 hrs. 
OT paid after 159 hrs 
at 1‐1/2 rate 

Recall minimum hours 
for OT 

4 for shift personnel, 2 
for 40 hr employees 

2 for all employees 
covered by agreement 

2 from the time the 
"all call" is put out 

Maximum 
accumulated leave 
allowed shift 
personnel 

1 yr; 168 hrs, 2‐5 yrs; 
312 hrs, 6‐10 yrs; 384 
hrs; 11+ yrs; 456 hrs 

600 hours. Hours in 
excess of 600 will be 
paid at current base 
hourly rate 

1‐4 yrs; 96, 5‐20 yrs; 
120, 21‐25 yrs; 144. 
This is the maximum 
carry over per year. An 
employee may 
accumulate up to 
1,440 hrs to which 
they are compensated 
for provided they had 
10 years service 

maximum 
accumulated leave 
allowed 40 hr 
personnel 

1 yr; 120 hrs, 2‐5 yrs; 
256 hrs, 6‐10 yrs; 296 
hrs; 11+ yrs; 336 hrs 

500 hours. Hours in 
excess of 500 will be 
paid a current base 
rate 

1‐4 yrs; 60 hrs, 5‐20 
yrs; 82, 21‐25 yrs; 
90This is the maximum 
carry over per year. An 
employee may 
accumulate up to 
1,440 hrs to which 
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they are compensated 
for provided they had 
10 years service 

Funeral leave  shift personnel 2‐24 
hrs shifts; 40 hr 
personnel 5 working 
days 

Shift personnel 48 
hours. 40 hour 
personnel 40 hours 

Shift personnel 56 
hours. 40 hour 
personnel 5 days 

Career steps  Non‐certified, FF‐I, FF‐
II, FF‐III, FF‐
IV/Engineer, FF‐
V/Engineer, LT‐I, LT‐II, 
LT‐III, LT‐IV, LT‐V, Fire 
Inspector/Fire 
Certified levels I thru 
V, Plans examiniers 
levels I thru V 

Firefighter/EMT, 
Paramedic, Engineer 
and Company Officer. 
Five steps for each 
classification 

FF‐I, FF‐II, FF‐III, FF‐IV, 
FF‐V Driver Engineer, 
Fire Lt, Fire Captain. 

Union time pool  shift personnel 
contribute 10 hrs 
annually, prevention 
personnel 3 hrs 
annually. Utilized by 
union members to 
attend union functions 

in 4 hour increments 
made once a year in 
December. Time pool 
capped at 500 hours 

up to 5 hours of PTO 
may be put towards a 
DVP's bank to be used 
for union functions 
while on duty. 

Longevity pay 
(percentage of annual 
salary) 

5‐9 yrs; 2.0%, 10‐14 
yrs; 4.0%, 15 yrs; 6%, 
16 yrs; 6.5%, 17 yrs; 
7.0%, 18 yrs; 7.5%, 19 
yrs; 8.0%, 20 yrs; 8.5%, 
21 yrs; 9.0%, 22 yrs; 
9.5%, 23+ yrs; 10.0%. 
Note: annual salary 
includes all overtime 
hours worked. 

5‐9 yrs; 2.0%, 10‐14 
yrs; 4.0%, 15 yrs; 6%, 
16 yrs; 6.5%, 17 yrs; 
7.0%, 18 yrs; 7.5%, 19 
yrs; 8.0%, 20 yrs; 8.5%, 
21 yrs; 9.0%, 22 yrs; 
9.5%, 23+ yrs; 10.0%. 

2% increase after the 
second year and a 
1/2% thereafter up to 
a maximum of 15% 

Uniforms/Gear Issued         
dress shirt  1  1 (long sleeve)  3 and 1 long sleeve 
dress pants  1  1    
badge  1  1  1 
nametag  1  1  1 
collar brass  1  1  1 
belt  1     1 
work shoes  1       
baseball cap  1  1  1 
work out shorts  1  2    
sweat shirt  1  1  1 
winter jacket  1  1  1 
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wild land suit 2 piece  1  1  1 
BDU style work pants  4  4  3 
polo shirts  2  4    
bunker gear  2 sets  1    
structural gloves  1  1    
T‐shirts  4  5  4 
structural helmet  1  1    
structural hood  1  1    
suspenders  1       
bunker boots  1  1    
bunker gear bag  1  1    
25' 1" webbing  1       
MMR SCBA mask/bag  1  1  1 
Tie     1    
Class B shirts     2    
Jumpsuit     1  1 
Safety glasses     1  1 
work gloves     1    
hearing protector     1    
long sleeve T‐shirt     2  2 
rain jacket        1 
Employee pension 
contribution 

yes ‐ 5%  Not addressed in 
agreement. Since it is 
a Chapter 175 plan 
1/2% is required by 
law 

FRS no employee 
contribution. Chapter 
175 plan contribution 
as required by law. 

Minimum Staffing         
engine company  3  Department has 

minimum staffing but 
not in labor agreement

3 

truck/squad  4     3 
light rescue  2       
Health insurance   100 % employee and 

family 
Hire before 10/1/95 
100% employee and 
family. Otherwise 10% 
for dependent 

100% employee, 
$10/week dependent 
coverage 

Prescription drug  100 % employee and 
family 

No reference in 
contract 

100 % employee, 
$10/week dependent 
coverage 

Vision care  100 % employee and 
family 

No reference in 
contract 

100% employee, 
$10/week dependent 
coverage 

Dental care  100% employee and 
family 

No reference in 
contract 

!00% employee, 
$10/week dependent 
coverage 
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Short term disability  yes  yes  yes 
Long term disability  yes     yes…department will 

match employee's 
accumulated PTO after 
2 years service 

Life Insurance   Employee $85,000  No reference in 
contract 

No reference in 
contract 

Retirement health 
benefits to include 
health, prescription, 
vision and dental care 
for retiree only 

25 yrs service; no cost, 
years of service and 
age 50 or more; no 
cost, vested and years 
of service plus age 
equals 65; no cost, 15 
yrs service; 50% of 
premium 

No reference in 
contract 

Between 15 and 20 
years service pays 25% 
of premium. Over 20 
years service 50% 
premium paid.  

Holidays  11 holidays. Shift 
employees receive 
11.2 hrs straight time 
for each holiday 

11 holidays. Shift 
personnel receive 12 
hrs pay for each 
holiday and paid in 
lump sum annually. 

10 holidays. Shift 
personnel will be paid 
for 17 or 7 hours 
respectively at the 
time and a half rate 

Incentive Pays (amount paid) 
EMT  $75 bi‐weekly     $95 bi‐weekly 
Paramedic  varies $295 to $385 bi‐

weekly 
$336 bi weekly. States 
$3/hr (Counts toward 
retirement) 

varies $230 to $384 bi‐
weekly 

Certified Fire Officer I  $30 bi‐weekly       
Certified Fire Officer II  $40 bi‐weekly       
Certified Fire 
Instructor 

$15 bi‐weekly       

AHA CPR Instructor  $20 bi‐weekly     $150 per class taught 
Certified Pump 
Operator 

$20 bi‐weekly       

Hazmat Technician  $20 bi‐weekly       
MSA Repair Technician  $20 bi‐weekly       
Rescue Tech Special 
Ops 

$40 bi‐weekly       

Rescue Tech Water 
Ops 

$30 bi‐weekly       

Fire Inspector/fire 
certified: Fire Safety 
Inspector II 

$40 bi‐weekly       

EMS FTOs   $40 bi‐weekly       
Acting Lt's list  $55 bi‐weekly  *See out of 

classification below 
* See out of 
classification below 

Associates Degree        $50 bi‐weekly 
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Bachelors Degree        $100 bi‐weekly 
Instructor I        $20 bi‐weekly 
Instructor II         $50 bi‐weekly 
Survival 
Techniques&Rescue 

      $10 bi‐weekly 

Mechanical Hydraulic 
Tool Instructor 

      $20 bi‐weekly 

Incentives count 
toward pension 

yes  only paramedic pay    

Wages          
Trainee        $45,915  
FF Step 1  46257.09  $48,317   $50,576  
FF Step 2  50845.85  $53,905   $53,139  
FF Step 3  55434.6  $57,610   $55,831  
FF Step 4  67106.66  $61,346   $58,658  
FF Step 5  72311.36  $64,799   $61,625 (considered 

DE) 
FF/Engineer Step 1     $68,033     
FF/Engineer Step 2     $70,074     
FF/Engineer Step 3     $72,177     
LT Step 1  $59,161.04   $73,658   $66,300  
LT Step 2  $65,135.66   $75,115   $67,975  
LT Step 3  $70,987.09   $77,138   $69,691  
LT Step 4  $76,869.31   $80,340   $71,452  
LT Step 5  $82,813.13   $83,636   $73,255  
Captain (BC) Step 1  $84,907.33      $74,790  
Captain (BC) Step 2  $87,463.48      $76,234  
Captain (BC) Step 3  $90,081.23      $77,691  
Captain (BC) Step 4  $92,791.36      $79,180  
Captain (BC) Step 5  $95,593.89      $80,686  
Fire Inspector Step 1  $48,027.20   $55,190   $56,763  
Fire Inspector Step 2  $52,832   $58,619   $60,212  
Fire Inspector Step 3  $57,636.80   $62,375   $62,241  
Fire Inspector Step 4  $62,420.80   $67,791   $64,271  
Fire Inspector Step 5  $67,267.20   $72,662   $66,300  
Plans Examiner Step 1  $55,961.83   $59,274   $67,975  
Plans Examiner Step 2  $61,522.02   $64,625   $69,691  
Plans Examiner Step 3  $67,171.72   $70,019   $71,452  
Plans Examiner Step 4  $72,753.98   $75,545   $73,255  
Plans Examiner Step 5  $78,358.92   $80,371   $74,790  
Pub Ed Specialist Step 
1 

$46,997.76   $53,281     

Pub Ed Specialist Step 
2 

$51,700.59   $57,441     
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Pub Ed Specialist Step 
3 

$56,402.17   $61,694     

Pub Ed Specialist Step 
4 

$61,080.73   $66,017     

Pub Ed Specialist Step 
5 

65781.52  $69,779     

Out of classification     FF acting as Engineer 
receives additional 
$1/hr while in 
capacity. FF acting as 
Lt receives additional 
$1.50/hr. Lt acting as 
BC receives $2/hr 
while in capacity 

FF assigned to 
Engineer receives 
additional $1/hr. FF 
assigned to LT paid 
additional $1/hr. A LT 
assigned to Capt 
position receives 
additional $1/hr. 

Personal Leave – Shift Personnel (annual hours) 
less than 1 yr        12 hrs/month 
1 year  168  216  300 
2 ‐ 4 year  288  312  300 
5 year  288  312  372 
6 ‐ 10 year  360  372  372 
11 ‐15 year  432  444  444 
16 ‐ 20 year  480  480  492 
21‐25 year  480  480  540 
Personal Leave – 40 Hour Employee (annual hours) 
less than 1 yr        4 hrs/month 
1 year  120  144  184 
2 ‐ 4 year  205.68  224  184 
5 year  205.68  224  252 
6 ‐ 10 year  257.04  264  252 
11 ‐ 15 year  308.52  312  320 
16 ‐ 20 year  342.84  336  336 
21 ‐ 25 year  342.84  336  352 
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APPENDIX B: ORGANIZATION CHART (WITH EMS TRANSPORTATION) 

 

Asst. Finance 
Manager (CS)

Finance 
Technicians 

(AS) (2)

Admin. 
Asst. (AS)

EMS Training 
(SS)

Fire Chief

Assistant Chief
PREVENTION (SES)

Assistant Chief
OPERATION(SES)

Assistant Chief
ADMINISTRATION (SES)

Emergency 
Management (ES)

Special 
Operations (ES)

Hazardous 
Materials (SS)

Fire 
Suppression (ES)

EMS/Safety Shift 
Managers (3) (SS)

EMS 
Supervisors 
(7) (CS)

Operations Shift 
Managers (6) (SS)

Company 
Staff (CS) (50)

Technical 
Staff (TS) 
(147)

Admin. 
Asst. (AS)

Emergency Medical 
Services (ES)

Quality 
Management (SS)

Health 
and Safety

Admin. 
Asst. (AS)

Admin. 
Asst. (AS)

Admin. 
Asst. (AS)

Admin. 
Asst. (AS)

Admin. 
Asst. (AS)

Services
Investigative (ES)

Public Education (CS)Fire Prevention (SS)

Admin. 
Asst. (AS)

Fire Inspectors 
(TS) or (AS) (8)

Plan Examiners 
(AS) or (TS) (2)

Fire Inspection 
Trainers (TS) (2)

Public Fire 
Educators 

(TS) or (AS) (2)

Support
Services (SS)

Finance (CS)
Education 

and Training (ES)

Admin. 
Asst. (AS)

Information 
Services (CS)

Maintenance 
(CS)

Maint.
Technician 

(TS)

Fire Training 
(CS)

Human 
Resources (CS)

Admin. 
Asst. (AS)

Asst. HR 
Manager (CS)

KEY
ES = Executive Staff
SS = Senior Staff
CS = Company Staff or Civilian Supervisor
TS = Technical Staff
AS = Administrative Staff
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APPENDIX C: ORGANIZATION CHART (WITHOUT EMS TRANSPORTATION) 
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Admin. 
Asst. (AS)
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KEY
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