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Objectives

• Detailed analysis of revenues, expenditures, and 
policies at all Fire Companies. 

• Identify the key cost and revenue drivers and review 
each company’s financial policies. 

• Consider options for a more sustainable model for these 
services. 



Methods
● In person interviews with the leadership of each fire 

company
○ Services provided
○ Income
○ Expenditures
○ Debt and reserves

● Fire station tour

● Collection & analysis of financial records and other 
documents



PA DECD 
Financial 
Monitoring 
System



Documentation Request List
• Financial statements (audits)
• Profit and Loss statements (Budgeted vs. Actual)
• List of grant applications
• List of membership and staff
• Current fleet inventory
• Debt schedules
• Employment agreements/union contracts/other
• Financial policies and procedures
• Volunteer hours/points logs and pension documentation
• EMS/Ambulance billing contract and collections summary
• Etc.



Information/Discussion Points
• Volunteer hours tracking and staff scheduling
• Live-in programs where applicable
• # of stations/buildings, apparatus, structures in district, etc.
• Total land area and population
• Call volume 
• Critical infrastructure
• Revenues & expenditures
• EMS/rescue billing and other fee schedules
• In-kind services received
• Forecast of company’s future



Observations

• Long and proud history

• Changes in the fire service in the United States

• Rising costs

• Rising demand

• Sussex County Fire/EMS system grew organically



Observations
• Primary revenue sources for Sussex County Fire/EMS 

Companies are State, County, and EMS revenue
• Two fire companies do not provide primary EMS service

• Financial condition of Fire/EMS Companies varies widely
• No financial irregularities observed
• Aging leadership
• Fire Company autonomy



Financial Health Factors and Grading System

● 13 total factors
● Factor weighting based on effect (ranges from 3-

15%; totals 100%)
○ Adjusted for companies where certain factors 

were Not Applicable
● Factor points assignment based on best practice 

criteria ranges (maximum achievable points = 1,300)
● Green, Yellow, Orange, Red “stop light” health 

grading system with corresponding numeric ranges 
and estimated years of sustainability ranges

● Trend (2019 vs. 2023) AND Average (2019-2023) 
examined



Grading, Weights & Sustainability

Factor weights were adjusted for companies that are 
100% volunteer and/or do NOT provide ambulatory 

response services







Example
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Card



Grading & Sustainability County 
Summary



Recommendations
Strategic Plan

The leadership of Sussex County Fire/EMS companies and 
the County should work together to design a plan.

• System design
• System capacity and capabilities
• Asset ownership
• Funding requirements
• Timeline and process for change



Recommendations
Support Services
County facilitation or provision of services to Fire Companies that 
may save costs, increase revenues, or increase efficiency
• EMS billing
• Group purchasing, professional services, fleet, facility
• Reserve ambulances and apparatus
• Mergers, enablement
• Grant writing



Recommendations
Voluntary or Involuntary System Changes

The leadership of the County’s Fire/EMS companies and the 
County should contemplate and plan for:

• Insolvency or bankruptcy

• Elective withdrawal from service provision
• Lewes 
• American Legion

• Possible role of Sussex County EMS 



Recommendations
Fire Service Fee – House Bill 127
• Fee revenue supports the strategic plan

• Fees distributed where they are generated
• No supplanting of State or County funding streams

• Significant fiscal requirements and controls
• Expand standardized budgeting and financial reporting, enhanced 

agreements between the County and each Fire Company
• Standards on the use of funds

• Regardless of funding source• Major spending in support of the plan• Equipment standardization



Recommendations

Accounting Systems and Procedures

Grants

Revenue Enhancements, Cost Avoidance, Cost Savings



Questions?

Kevin Roche
FACETS Principal
kevin.roche@facetsllp.com

Natasha Nau
FACETS Associate
natasha.nau@facetsllp.com
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