FINANCE COMIMITTEE MEETING
Meeting Virtually via ZOOM
Webinar ID 890 4848 3566

Thursday, April 9th 2026 — 1:00 PM

Finance Committee Members Present: Chair — Bud Robertson, Kristina Lengyel, Gary Green,

Scott Whitefield, Mary Linskey

Also Present: Town Manager — Mark Haddad, Town Accountant — Patricia A. DuFresne, Fire

Department Consultant — Jack Parow

The meeting was cpened at 1:00 PM.

Discussion of Fire Department Staffing Study

Mr. Haddad explained that Mr. Jack Parow, a fire department consultant with 17 years of
experience with the Chelmsford Fire Department will conduct a comprehensive staffing study
for Groton. He noted that the scope of work had previously been sent to all the FinCom
members.

Mr. Parow explained that he has done similar studies for other municipalities. He will
focus on the previous 5 years of operational data, and the changes that have occurred over
those 5 years. He has requested between 36 and 38 separate data points (such as
organizational structure, staff levels, staff costs, call volume, response times, available
operational review, perceived staffing needs, etc.) and hopes to receive most of this. This
information will be used to put together alternative staffing models {including an assessment
of building accommodations if necessary} and transitional recommendations. He plans to
work with the PR firm John Guilfoil Public Relations as well. They will be conducting written
surveys as well as in person interviews {some of them anonymous). Mr. Parow will look at
broad experience across the region, analyzing mutual aid activity as well. The final report is
expected by the end of summer, in order to be able to inform FY28 budget planning, with an
emphasis on getting the analysis right rather than rushing the timeline. A draft will be made
available for review prior to going public with the final report. Presentations for the
community can be scheduled as needed.

Ms. Linskey asked how effective these types of studies are in terms of initiating actual
changes in local fire departments. Mr. Parow said that he has had different experiences with
previous studies. Many studies are meant to promote langer term changes; in which case
the departments pick away at specific points to eventually implement most of the
recommended changes. He noted that participation of the PR firm will be helpful in this
regard and with translating technical findings into a coherent message to the community




about the needs in the department. Mr. Parow said that the unbiased report that he will
provide will present a goal, even if it takes several years to implement.

Ms. Lengyel asked whether the study will address the potential impact of the satellite
emergency department that is currently under construction. Mr. Parow replied that this will
be addressed in the report. He feels that some burdens will be alleviated by the SEF, but
there are many variables to consider. For instance, some medical calls require transportto a
specific hospital, not an emergency room. Also, the SEF willimpact mutual aid responses that
will need to be looked at locally and regionally.

Ms. Lengyel then asked for information regarding potential trade-offs to staffing
recommendations. Mr. Parow said that multiple staffing models will be provided. He noted
that peak hour staffing can be a bridge solution if the data shows concentrated call volume
(an approach adopted by Ipswich). The difficulty of engaging call officers during the day was
discussed and will be factored in. Enhanced use of per diem officers may be recommended
if data shows a need during specific timeframes, while traditional 24/7 staffing increases may
be the solution if data supports across-the-board need. Depending on the data analysis, an
operational model recommendation may include assigning a dedicated inspection staff to
preserve response capacity.

Mr. Whitefield requested information regarding the granularity of the data analysis
proposed (especially as regards response times and over-lapping calls). How will it be
determined whether adding another team on a shift will lead to reduced response times, or
increased capacity to handle over-lapping calls? He felt that it may be necessary to map this
out call by call in order to accurately assess the impact over different shifts. Mr. Parow agreed
saying each over-lapping call will be analyzed to determine how it was handled and what time
of day it was received. He noted that the Fire Chief has been filling additional shifts; this will
be looked at to see if there is justification to continue this practice (Is response time trending
lower? Is mutual aid trending lower?). Software logs will be examined as well and evaluated
to national standards (for instance: is an ambulance on scene withing four minutes 95% of
the time? Also, two in/two out: four fire fighters must be on scene before anyone can enter
the building). Mr. Green said that NFPA standards will be difficult to meet, and he is
concerned that the study analysis will be predisposed to expanding the department to meet
these standards. Mr. Parow replied that while they will evaluate the percentage of time that
Groton is meeting national standards, NFPA standards are goals to be worked toward
incrementally, and not something to be achieved overnight. He stressed that most
departments end up meeting these standards gradually, over time. Mutual aid also does
contribute to meeting NFPA standards. Any hard recommendations offered in the final report
will have firm justifications to back them up. Mr. Whitefield reiterated that increased
support for the Fire Department cannot be sold to the community without providing data on
a very granular level.

Mr. Green mentioned that he had read the Norwood report and wants to better
understand the relationship between current operations and demands. Also, is Groton’s
situation unique? What can be done to leverage the on-call department? Mr. Parow said
that all fire departments are unique in their own way. Norwood used several different
funding approaches over several years. In Groton, the per diem participation is relatively
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unique and forward-thinking. 1t is also usefu! in holding down benefit costs. The Town of
Sterling does well with using per diem officers to help alleviate on-call gaps (on-call continues
to be hard to recruit and retain). Mr. Parow assured him that while there are a lot of different
models out there, he will create a unique modei for Groton. Mr. Green asked how to analyze
demand on a department versus the capacity of the same department. Mr. Parow replied
that it is all data-driven; proper staffing levels are based on “every day” kinds of calis,
understanding that some events are anomalous. He added that the Groton Fire Depariment
is still working on collecting data for the study, but once all the data is collected and reviewed,
the interview process will begin as well as neighboring community surveys. Initial results
should be available in two or three months. The Fire Chief and Town Manager both agreed
that having results by the end of the summer would be optimal and will put the department
in a good position for FY28 budget planning. Mr. Haddad will post the study information and
relevant updates to the town website as they become available.

The Finance Committee indicated that this meeting had been helpful in terms of
understanding the process going forward. Mr. Haddad thanked everyone who attended.

Adjournment

The Finance Commitiee adjourned their meeting at 1:40 pm

Respectfully submitted by Patricia Dufresne, Assistant Finance Director




John Parow Consulting & Associates
32 School Street
Chelmsford, MA. 01863
978-330-2561 (office)
978-490-4736 (cell)
John Parow@comcast.net

Parowconsulting.com

Mark Haddad, Town Manager
Town of Groton, MA

173 Main St.

Groton, MA 01450
townmanager@grotonma.gov

March 20, 2026

Please find the following proposal to provide a staffing study of the Groton Fire Department.

Scope of Work

The scope of work will include analysis, discussion and recommendations to improve efficiency and
effectiveness of the fire department with a focus on the following:

Organizational structure

Staffing levels and chain of command

Personnel staffing cosis, including cvertime

Call volume and response times

Cperational review

Short and long-term staffing needs

Will work with JGPR to provide any information or data they may need for their media
campaign.

Deliverables

We will provide the following deliverables:

1.

Report. The primary deliverable of this engagement will be a Report and addenda that

documents the work described above in the scope of work.

2. Presentation. The project team will present their findings by conducting up to 2

formal presentations of the assessment to stakeholder groups. Groups may include internal staff or

public, elected/appointed representatives.




Proposed Steps/Tasks

We will provide the following steps/tasks in order to effectuate the scope of work as described above:

e Task One: We will meet with the Fire Chief, Town Manager, Staffing Study Group and other key
personnel to discuss and map out the specific scope of work and modify the scope of work if
warranted.

s Task Two: Collection and Review of Documents. After recelving the requested documents and
information, a thorough review and analysis of information will begin. The requested
information may include emergency call volume by type, time, frequency, etc.; annual report,
Town Bylaws, organizational chart, staffing, policies, procedures, budgets and financial reports,
collective bargaining agreements, and other documents as needed. Additionally, information
will be requested for capital items, equipment, and facillfies, as well as any mutual aid, shared
or coniracted service agreements.

e Task Three: Visit the physical locations of the fire department.

s  Task Four: Conduct Survey of Similarly Situated Fire Departments. We will wark with the Town
to determine up to five municipalities to survey and obtain operational and staffing information
for analysis and comparison on discreet, relevant indicators. The review will not be total
operations or costs. items to be included will be organizational structure, staffing levels, call
volume and responses, and budgets.

e Task Five: Analysis. After collecting all the relevant information, analysis of the data will be
conducted and coalesced into useful form.,

e  Task Six: Draft Report. A confidential draft report will be submitted to the Town for review. We
will meet with the Town to discuss the draft report.

e Task Seven: Report will be finalized and submitted to the Town.

e Task Eight: Presentation of Final Report. Up to two formal presentations of the Final Report will
be conducted to an audience of the Town’s choice.

Responsibilities
Responsibilities of Parow Consulting & Associates

We will act at all times in an attentive, ethical, and responsible manner. Jack Parow will be the
project manager, who will serve as the primary point of contact for the duration of the project. The
project manager will be available to the Town to discuss any issues or challenges via cell phone, email
and or text.

Throughout the course of the project, the project manager shall facilitate completion of work according
to the agreed upon timeline and communicate with the client’s project liaison to discuss and resolve an
issue with the timeline and to consider proposed modifications to the timeline. '

Responsibilities of the Town of Groton

The Town will identify a project liaison for the Firm worl with. The project liaison will have




respansibility for communicating the nature and value of the project to employees and managers and
for managing logistics throughout the project {e.g., scheduling meetings, identifying meeting space,
etc.).

The Town shall agree to provide necessary agreed-upon data, and to respond Lo requests for
information, comment, and scheduling promptly. The Town will stand behind the accuracy and
completeness of data provided to the Firm for work on the project. if there are questions or concerns
about data accuracy or completeness, these will be made known to the project team when the data is
provided,

Project Timeline

The project timeline will be determined between the Town and Parow Consulting & Associates. To
facilitate completion of work according to the timeline, the Town will provide a timely response to
requests as detailed in the Scope of Work.

For all steps in the workplan, delays in the schedule, requests for madification of scope, or other
significant unforeseen developments may lead to a renegotiation of scope, timeline, cost, or ail three.

Fee for Services

Parow Consuiting & Associates will provide the scope of services outlined in this proposal for an all-
inclusive fee of $14,000.00. Any additional work beyond the scope of this agreement will be hilled at an
hourly rate of $150.00/hr. and must be agreed to by the Town before this work is conducted.

Qur Project Team

Jack Parow will be the project manager for this project. He will also be fully involved in the study from
start to finish and the main contact person,

Jack Parow — Founder/Principal

lack Parow has over 40 years of distinguished experience in the fire service, culminating in serving as
President and Chairman of the Board of the International Association of Fire Chiefs (IAFC), after serving
as Chief of the Chelmsford Fire Department for 17 years. He is known as a leader, educator, strategist,
and innovator and always up for a challenge.

Since his retirement he has served as the Interim Fire Chief in the Town of Ipswich (twice), the City of
Haverhill and the Town of Ashburnham. Chief Parow was hired to fill these positions and turn around
departments that were either stagnant or heading in the wrong direction. Through his leadership
positive change was accomplished, strategic plans were developed and a clear direction for the
department’s new leadership and administration was put in place before he left.

Chief Parow has worked as a consultant in the Public Safety arena doing promotional assessment
centers, executive searches, developing strategic plans, conducting fire department studies/evaluations
and various consulting worl over the last 30 years. He also lectures nationally and internationally on Fire
and EMS issues. In 2012 he was appointed, by past Homeland Security Secretary Janet Napolitano, to
serve on the Homeland Security Science and Techneology Advisory Committee.

Chief Parow holds his MBA from State University of New York, Empire State College and a Bachelor of
Science in Fire Engineering Technology and Safety from the University of Cincinnati. He is also a




graduate of the Executive Fire Officer Program of the U.S. Fire Administration/National Fire Academy
and the Homeland Security Executive Leaders Program of the Naval Post Graduate School. Additicnally,
Chief Parow served as a Professor at Anna Maria College in Paxton, MA in the MPA program for 27
years,

Richard Rochen may also work on this project as an industry expert.
Richard Rochon — Senicr Associate

Richard Rochon served as the Fire Chief in Westford, MA for 18 years while serving for 37 years. Richard
currently serves as the manager of the Massachusetts Association of Fire Chiefs’ “Chiefs” mentoring
program.

Chief Rochon (Ret.) spearheaded various initiatives during his career at Westford Fire Department, such
as increasing manning and staffing multiple stations 24/7, implementing 24-hour staffing at the town’s
three fire stations and establishing an Advanced Life Support (ALS) paramedic transport system.

Chief Rochon served on the Hazardous Materials Policy board appointed by the Governor of
Massachusetts and remained on the board for 5 years. Chief Rochon also served as the President of Fire
District 6 representing 18 communities in the district for several years and served as a Board of Director
for the Fire District with the Fire Chiefs Association of Massachusetts.

Timeline

We would be able to start work on the project as soon as we are notified that we have been selected to
conduct the Staffing Study project. In order to meet any projected timelines, we will be relying heavily
on the Town to supply us with any and alt requested informaticn and meetings in a timely manner.

Sincerely,

&4 B

John E. Parow




Communities we have done work for:

Amesbury, MA
Arlington, MA
Belmont, MA
Berkley, MA
Beverly, MA
Boxborough, MA
Burlington, MA
City of Haverhill, MA
Clinton, MA
Cohasset, MA
Danvers, MA
Devens, MA
Dover, MA
Dracut, MA

Fast Bridgewater, MA
Easton, MA
Essex, MA
Everett, MA
Falmouth, MA
Fitchburg, MA
Foxborough, MA
Framingham, MA
Franklin, MA
Gardner, MA
Grafton, MA
Groton, MA
Halifax, MA

Hamilton, MA
Hanson, MA
Hopkinton, MA
Hull, MA
Leominster, MA
lincoln, MA
Littleton, MA
Manchester by the Sea
Mansfield, MA
Mariborough, MA
Marshfield. MA
Maynard, MA
Melrose, MA
Merrimack, NH
Middleborough, MA
Milford, MA
Nantucket, MA
Natick, MA
Needham, MA
Newbury

Norfolk, MA
Northborough, MA
North Andover, MA
North Attleboro, MA
Northborough, MA
Norton, MA
Norwood, MA

Pawtucket, Rl
Pembroke, MA
Pepperell, MA
Reading, MA
Rockland, MA
Salisbury, MA
Salem, MA
Shrewsbury, MA
Southborough, MA
Stoughton, MA
Sudbury, MA
Swampscott, MA
Swansea, MA

TF Green Airport, Rl
Tewksbury, MA
Topsfield, MA
Tyngshorough, MA
Wakefield, MA
Walpole, MA
Watertown, MA
Wayland, MA
West Bridgewater, MA
Weston, MA
Westwood, MA
Whitman, MA
Wilbraham, MA
Winchester, MA




Town of Norwood, Massachusetts

STAFFING STUDY OF THE NORWOOD FIRE
DEPARTMENT

October 2025

Conducted by:

John Parow Consulting & Associates
32 School Street
Chelmsford, MA. 01863
978-330-2561 (office)
978-490-4736 (cell)
John_Parow@comgast.net

Parowconsulting.com




Staffing Study of the Norwood Fire Department

October 2025

Scope of Services

Scope of Work

The scope of work included an analysis, discussion and recommendations to improve the
efficiency and effectiveness of the Fire Department with a focus on the following:

Organizational structure

Staffing levels and Chain of Command

Budget and expenditures

Personnel staffing costs (including overtime)

Cost of vacancies

Selected practices, policies and collective bargaining provisions
Call volume and response times

Operational review

Short and long-term staffing needs
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Methodology

Parow Consulting & Assaciates was retained fo review several key issues related to the
current staffing and future needs of the Norwood Fire Department. Qur initial meeting was
held on August 28, 2025. In attendance were Anthony Mazzucco, General Managet,
Timothy Bailey, Fire Chief, Jack Parow and Associate Richard Rochon. The discussion
included the Town’s expectations for the study and what information we would need from
the Town and the Fire Department in order to meet those expectations. On September 11,
2025, Jack Parow met with the Fire Chief, the Deputy Chief and the Union Vice President to
gather information, request documents and data, and to hear their opinions on the current
state of the Department and its future needs. At this time, we also toured the fire station.
The purpose of the visit was to gather information and become more familiar with the
current operations of the Department. Additional information was requested from the Fire
Chief and received via email.

On September 23, 2025, Jack Parow spoke via telephone with Lisa Uglialoro, HR Directot,
regarding the study and on September 25, 2025, held a similar conversation with the
General Manager to gather his input.

A “Staffing Study” survey was sent out to all department members via email. The survey
information was collected through Survey Monkey and analyzed. All the survey responses
were submitted anonymously in an effort to receive unbiased answers to the questions.
Any inappropriate responses were redacted.

Historical data related to emergency calls, staffing, budgets, etc. were collected for the
previous five years - 2020 through 2024. Some data was limited to just calendar year 2025;
however, the sample size was deemed large enough to be utilized for the study.

All data for the study was provided to Parow Consulting from either the Fire Department or
the Town. Therefore, the accuracy of the study is dependent on the data and opinions that
were recejved.




Executive Summary

lohn Parow Consulting & Associates was contracted by the Town of Norwood to conduct a
staffing study for the Norwood Fire Department. The study addresses the following areas:

e Callvolume and response times Operational review

e Short- and long-term staffing needs

e Staffing levels and Chain of Command

e (Organizational structure

e Budget and expenditures

e Personnel staffing costs (including overtime)

e Costof vacancies

e Selected practices, policies and collective bargaining provisions

The Fire Department operates and responds from a single location -the Public Safety
Building they share with the Police Department, located at 135 Nahatan Street, The
department is staffed with 65 uniformed personnel {the Fire Chief, 2 Deputy Chiefs, 5
Captains, 9 Lieutenants and 48 Firefighters). In addition, they have 2 support staff (a
Business Manager and a Principal Office Assistant), and a full-time Mechanic.

The line personnel {emergency response) are divided into four wark “groups”. Fifteen
members are assigned to each group which consists of 1 Captain, 2 Lieutenants and 12
firefighters. The line personal staff a Command Vehicle, 2 Engines, 1 Ladder Truck and 2
ALS Ambulances. The minimum staffing on a group is fourteen, below which the
Department will hire to fill the position(s).

Calls volumes for Fire, Non-Fire and EMS were reviewed for the 5-year period from 2020-
2024. Total calls increased from 5,393 in 2020 t0 7,154 in 2024, a 33 percent increase. EMS
calls increased from 3,922 in 2020 to 5,538 in 2024, a 41 percent increase. Non-Fire calls
over this same period increased from 1,471 to 1,616, a 10 percent increase. The increases
in both fire and EMS calls over this time period are considered significant.

Response times for all calls averaged 5 minutes and 40 seconds. Ambulance response
times averaged 5 minutes and 37 seconds which complied with NFPA 1710 Standard of
being on scene in less than 8 minutes, 94 percent of the time. The time for which an
ambulance responded to an emergency call and then cleared the hospital increased from
41 minutes and 45 seconds in 2020 to 53 minutes and 18 seconds in 2024. This is an
increase of 11 minutes and 33 seconds for which the ambulance is unavailable to respond
to another call.




Concurrent calls are estimated to be 1,511 in 2025. This is an average of 4.1 concurrent
calls every day. Concurrent call activity is a call that starts prior to a previously dispatched
call ending. Responding to concurrent {or multiple simultaneous) calls is a significant
concern because it strains available resources and may lead to slower response times.

The Norwood Fire Department provides and receives mutual aid to and from surrounding
communities for both Fire and EMS calls. The current data over the past 5 years shows an
increase in both mutual aid received, as well as mutual aid provided. Mutual aid received
from outside communities increased from 2020 to 2024 by 250 percent. Mutual aid
provided to outside communities also increased from 2020 to 2024 by 133 percent. These
numbers reflect a substantiat increase in the need for resources not only for the Town of
Norwood, but also for the surrounding communities.

The study also looked at OSHA 29 CFR 1910.134 (the 2in/2out” law) as well as the NFPA
Standard 1710 for Career Fire Departments. It was found that the Norwood Fire
Department generally complies with the OSHA “2 in/2 out” law under normal response
conditions. However, the department fails to meet NFPA Standard 1710 with respectto
manning all apparatus with an officer and 3 firefighters and being able to assemble 17
firefighters on the fire ground in 8 minutes on a consistent basis.

Recommendation 1

For the short term, in an effort to comply with NFPA Standard 1710 and because of the
substantial increase in EMS, fire and non-fire responses (33%} it is recommended that
staffing on each Group be increased from 15 to 18 positions.

Recommendation 2

If staffing is increased to 18 members per Group we recommend a change to Article 15,
Section 1, EMT Certifications under Class 1 - Mainstream EMS and increase the
Mainstream EMS members from 32 members to 44 members. Currently, the 32 least senior
Firefighters are assigned to the ambulance on a rotating basis, 8 Firefighters per Group. The
increase to 44 members would now have 11 Firefighters per Group assigned to the
ambulance on a rotating basis.

These recommendations do come with a cost and would require adding 12
Firefighter/Medics (3 per Group) to the fire department’s current staff and promoting 4
firefighters to the rank of Lieutenant.

Recommendation 3

Hiring one “floating firefighter/Medic”. Replacing and hiring a new firefighter/Medic can be
very time consuming. You must first advertise, interview, conduct thorough background
checks and then apply for and secure a spot in the mandatory MA Firefighter Recruit




Training Academy, followed by 10 weeks in the academy. The entire process from
advertising to academy graduation typically takes 12 months. This "floating
firefighter/Medic” will be a flexible position designed to fill staffing gaps caused by
unexpected retirements and absences such as extended injury and sick leave. This will
help ensure minimum on-duty staffing levels, thereby maintaining operational
effectiveness and coverage.

Recommendation 4

In the survey, many depariment members repeatedly stated that on-duty Department
training is hindered because of the call volume the Norwood Fire Department is
experiencing. Training is very often interrupted by the need to respond to an emergency
call, resulting in the training being cancelled or, if resumed, disjointed at best. Itis
recommended that 32 hours of paid off duty training be afforded to each department
member. This would be similar to the off duty training the Norwood police officers receive
each year.

Recommendation 5

Hire a full-time Training Officer. Currently, a Deputy Fire Chief oversees Department fire
training. For the majority of the time, the training is scheduled by the Deputy Chief and then
handed off to the Shift Officers who conduct the training. Training done in this manner by
four different Shift Officers, may lead to inconsistent training, record keeping and
accountability across the entire Department. It is recommended that the Department hire
a full-time Training Officer with the rank of Fire Captain.

Recommendation 6

The Norwood Fire Department received EMS mutual aid from surrounding fire departments
471 time in 2024 and this need for is trending upward. Average response time for a mutual
aid ALS ambulance can be 15 minutes or more. The NFPA 1710 standard advocates that
ALS care be provided within 8 minutes of the emergency medical call.

Norwood Fire Department sends a Fire Engine or Ladder Truck on all EMS calls to assist the
Norwood ambulance or any mutual aid ambulances coming into town. Although the Fire
Engines and Ladder Truck are staffed with firefighter/Medics neither the engines or ladder
carry ALS equipment and are not classified as Class 5 Ambulances (a Class 5 Ambulance
is licensed as a non-transport ambulance).

It is recommended that the Norwood Fire Department provides ALS capabilities on both
engines and the ladder truck to enable the department to rapidly deliver ALS care in
medical emergencies, improve patient outcomes by starting treatment sooner and provide
extra medical and physical suppeort for complex incidents.




Key takeaways:

o  Norwood is g growing, economically strong town with rising emergency service
demands.

« Fire Department call volume has surged 33% in 5 years, driven mainly by EMS.

=« Staffing has notincreased in 20+ years, creating strain and reliance on mutual aid.

« Recommendations focus on staff expansion, EMS support, training, and risk
assessment to sustain service quality.

The Town of Norwood, Massachusetts

Norwood, Massachusetts, located 13 miles southwest of Boston, stands as a dynamic
mid-sized town within the Bostan Metropolitan Area. As of the 2020 census, the population
of the town was 31,611, According to the United States Census Bureau, thetown has a
total area of 10.5 square miles of which 10.4 square miles is land and 0.1 square miles is
water, with 11,623 households, and 7,380 families residing in the town. The population
density was 3,023 inhabitants per square mile. There were 11,945 housing units at an
average density of 1,140 per square mile. Norwood also hosts 3 MBTA Commuter Rail
stations and Norwood Municipal Airport (Wikipedia.org.)

Norwood is recognized for its diverse economic base, highly educated workforce, and
strategic location along major transit routes.

Norwoaoad’s resilience and adaptability have allowed it to maintain its relevance as both a
manufacturing hub and an innovation corridor, boasting robust activity in traditional
industries and substantial growth in emerging sectors. The presence of global leaders such
as Moderna and Analog Devices, the town’s ongoing investments in biotech and
engineering, an expanding healthcare sector, and a vibrant mix of retail and service
businesses, collectively highlight Norwood's role as a significant economic contributor in
Metro Boston (2023 Norwood Annual Report).

Norwood's location, demography, and infrastructure have fostered a business-friendly
environment, benefiting enterprises from established multinationals to startups. As of
2025, the town hosts approximately 17,800 employees, representing a labor force
participation rate of over 70% of the total population. The median household income is
$97,110, notably higher than the U.S. average, and educational attainment rates are
impressive, with 53% of adults holding a bachelor's degree or higher, and 21.6% having
graduate or professional degrees (Data USA),

Diversity of Sectors: The economic landscape spans manufacturing, advanced
engineering, biotachnology, healthcare, finance, professional services, retail, technology,
logistics, and construction. Healthcare and social assistance are the largest sources of




employment, but Norwood maintains strong clusters in advanced manutacturing, life
sciences, and technology.

Key Economic Highlights:

2025 Estimated Population: 31,380

Median Age: 39.4

Median Household Income: $97,110

Educationat Attainment {(Bachelor’s+): 53%

Top three employment sectors: health care & social assistance, educational services, and
retail trade (Data USA).

This prosperity is reflected in Norwood's commercial real estate market, investment in
industrial parks, and the development of business clusters supported by regional
innovation initiatives and incentives (propertyshark.com).

Norwood Fire Department

The Norwood Fire Department operates from one station. It is a Public Safety building,
shared with the Norwood Police Department, tocated at 135 Nahatan Street. The Fire
Department is staffed with full-time career firefighters, 24 hours per day/7 days a week. The
Department is an all-hazards department which focuses on a wide range of services that
extend well beyond fire and emergency medical services. These include preparing for
natural disasters, responding to hazardous materials incidents, technical rescue
operations, educating the community on fire safety, etc.

The Norwood Fire Department provides a range of responses to hazards including:

¢ Fire suppression

e« Advanced and Basic life support response to medical emergencies and ambulance
transportation of patients to the nearest medical facility

¢ First rasponse to technical rescue

» First response to hazardous materials incidents.

= Fire prevention, plan review, inspections

¢ Fire prevention education to the community through the SAFE Program

The Norwood Fire Department employs 65 full-time uniformed personnel (a Fire Chief, two
Deputy Fire Chiefs, five Captains, nine Lieutenants and 48 Firefighters). Of the career
personnel, 23 are certified EMTs and 42 are certified at the Paramedic level. In addition to
the uniformed members, the department has a full-time Mechanic, a Business Manager
and a Principal Office Assistant.

The Line Personnel (emergency response) are divided into four work “Groups”. Fifteen
personnel are assigned to each group and consist of a Captain, 2 Lieutenants and 12




Firefighters. Minimum staffing on each group is 14. If the use of vacation time, sick leave,
etc. causes the manning to go below 14, the Department hires to ensure the minimum is
maintained.

Each group works a schedule that consists of a 24-hour shift on, 48-hours off, a 24-hour
shift on, followed by 96-hours off. This schedule repeats every 8 weeks and results in an
average of 42 hours worked per weel.

Staff Personnel consists of the Fire Chief, the Deputy Chief of Operations, the Deputy Chief
of Administration and Training, a Fire Prevention Captain, and a Fire Prevention Lieutenant.
Staff personal work weekdays and in addition to their day-to-day duties they are available
to respond to any type of emergency for which they may be needed.

The full-time Department Mechanic also works weekdays and is responsible for the general
maintenance and repair of all fire and EMS apparatus. The Business Manager works directly
for the Fire Chief, and the Principal Office Assistant works in support of the Fire Prevention
Office.

As noted above, all Administrative, Fire, EMS and Fire Prevention operate out of the Pubtic
Safety Building located at 135 Nahatan Street. The Public Safety Building houses the
following apparatus:

Vehicle Year Model
e Engine3 2004 E-One
e FEngine4 2011 E-One
¢ Engineb 2020 E-One
e Engined 2024 E-One
e |adder1 2013 E-One
e NAT 2017 F550 AMBULANCE
o NAZ 2015 F550 AMBULANCE
e NA4 2022 F550 AMBULANCE
e NAS 2022 F550AMBULANCE
o NA3 2020 F550 AMBULANCE
e NC1 2025 TAHOE
e NC2 2021 EXPEDITION
e NC3 2021 EXPEDITION
e NC4 2021 EXPEDITION
e NC5 2023 EXPLORER
e NCSB 2018 TAHOE
¢ MARV 2020 TAHOE
e SPARE 2022 EXPLORER
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s SQ1 2019 F550 SUPER DUTY

e S5Q2 2007 WORKSTAR 7400

e FIREBOATTRAILER 2004 BOAT

e BOAT 2019 ZODIAC13'8"

e LIGHTINGTRAILER 2015 TEREX/LIGHTING

s M1 2024 X3FU-F350 4x4 Super Cab

Call Volume and Emergency Response

The study examined the call volume and emergency responses of the Norwood Fire
Department for the past five years (2020-2024). The call volume numbers were obtained
from the Fire Department and were consistent with the numbers provided in the Town’s
Annual Reports.

The following data and chart are for the Total Call Volume for the years 2020-2024. This
includes both EMS calls, Fire Calls and Non-Fire Calls.

Year 2020 | 2021 2022 2023 2024
Total Calls |1 5393 | 6152 6678 6764 7154
Figura 1
Total Calls
8000
7000
6000
5000
4000
3000
2000
1000
% oo 01 2022 | 2023 | 2004 |
BTotalCalls 5393 | 6152 . 6678 6764 | 7154 |

Chart 1

The following data and chart are for EMS Calls for the years 2020-2024. This includes all
medical responses.

Year 2020 | 2021 2022 2023 2024
Total Calls | 3922 | 4865 5205 5182 5538
Figure 2
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The following data and chart are Fire and Non-Fire Calls for the years 2020-2024. This
includes Fire Responses, Non-Fire Responses, False Alarms and Unintended Alarms.

Year 2020 2021 | 2022 2023 2024
Total Calls | 1471 1287 | 1473 1582 1616
Figure 3
Fire/Non-Fire Calls
1800
1600
1400
1200
1000
B00
600
400
200 :
% o0 | 2021 | 2022 | zom |
\mTotal Calls| 1471 1'2'8'7 1473 1582 |

Chart3

Analysis of the data in the three areas indicates there is a steady increase in EMS, Fire and
Non-Fire calls between 2020 and 2024. Total calls increased from 5393 calls in 2020 to
7154 calls in 2024 and an increase of 1761 calls (Chart 1). This is an increase of 33 percent
over the five years. In 2024 the department averaged 20 emergency calls per day.

EMS calls increased from 3951 calls in 2020 to 5538 calls in 2024, an increase of 1587 calls
(Chart 2). This is an increase of 40 percent.

Fire/Non-Fire calls also increased over this same time period with 1471 calls in 2020 to
1616 calls in 2024 an increase of 145 calls (Chart 3). This accounts for a 10 percent
increase over this time period.
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Fire/Non-Fire Calls versus EMS Calls

The chart below shows the relationship between Fire/Nan-Fire calls and EMS calls. The Fire
and Non-Fire calls are in blue, and the EMS calls are in orange. The chart clearly indicates
that EMS calls account for the majority of the emergency calls by a ratio of approximately 3
1o 1.

Year 2020 2021 2022 2023 2024

Fire/Non-Fire 1471 1287 1473 1582 1616

EMS 3822 4865 5205 5182 5538
Figure 4

: Fire/Non-Fire versus EMS
- 8000 [ I
s 7000

5000

| 4000
| 3000
© 2000

- 1000

2020 2021 2022 2023 2024

& Fire/Non Fire # EMS
Chart4 -

During our interviews with the Department’s Fire Chief and Command Staff, they stated
that the staffing of the Norwoaod Fire Department has not changed in the last twenty years,
or longer.

A review of the data clearly indicates that responses for the Norwood Fire Department to
both Fire and EMS calls, over the last five years, have increased substantially. The Fire
Chief, Command Staff and Firefighters’ Union all expressed their concern that this increase
in emergency responses has caused a greater demand for resources and is limiting their
ability to provide uninterrupted service to the town.

This concern is further supported by the increase in the number of times the Norwood Fire
Department has been forced to depend on mutual aid to handle both fire and EMS calls
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within the Town hecause the Norwood Fire Department does not have the manpaower
and/or apparatus available to handle the calls for service themselves (Figure 9).

Review of the current department staffing model versus industry standards; and 5
comparison departments in and around the Route 95 area

Fire Departments across the Commonwealth vary greatly in size and scope due to
economics, incident volume, traditions and the needs of the communities they serve. No
matter the size or community served, all successful fire departments share certain
principles of organization for effective and safe function. These performance principles
include:

e Chain of Command. An established command hierarchy from the lowest 1o the
highest department level, ensuring that each subordinate reports to one supervisor.
The Chain of Command not only establishes accountability, it lays out a company's
lines of authority and decision-making power. This Chain of Command is used for
organizational day-to-day functions and for emergency incidents.

s Supervisory limits or Span of Control. This refers to the number of individuals or
resources that one supervisor can manage effectively in emergency and non-
emergency situations. Although the number can vary according to circumstances,
the Fire Chief’s Handboolk, 7" ed. uses a general guideline for fire service company
supervision of up to five or six firefighters per one supervisor.

e Division of Labor. Ensures that all responsibilities are assigned and prevents
duplication of effort. Additionally, the process divides large jobs into smaller jobs to
make them more manageable, equalize workloads, and increase efficiency.

o Discipline and regulations. Written policies, procedures, and guidelines to set
boundaries and enforcement for expected individuat and departmental
performance,.

To meet these expectations and achieve these principles, fire departments must be
structured, organized, and staffed properly.
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Comparison of Fire Depariments and their Operations

The Study compared 5 fire departments in the Commonwealth that were similar in
population, were located in a similar geographical area and operated an Advanced Life
Support EMS ambulance transport system. Those communities were Burlington, Natick,
Randolph, Stoughton and Watertown.

Each department was requested to provide information relative to square miles covered,
population, call volume, day staffing, shift staffing, apparatus staffing, call volume (both
total volume and EMS), and operating budget.

" "Communiy  Norwood  Burlington | Nalick | Randolph | Stoughton = Watertown | "Average
‘Area 5q. Miles 106 ¢ 119 : 16.1 : 105 16 4 S
;Pcpuiation 31,764 : 26,977 37,316 ) _f ) 35,11_.4 29,457 35,270 ) -j'j32,65{]":'
Day-Time Staffing _ 5 . 6 ... 4 . 85 B B s
Duty shift Staffing 5 .18, 2. 15 .15 A N
‘DuyMax . 18 15 N N W B 21 ey e
Duty Min E SRR U < N S - N S - N B 17 I A
‘Staffing/Engine 4 4 S 3 3 4 3 A
‘Staffing/Engine 2 .4 : 8 34 : 3 g R
‘Staffing/Engine e o 3 3 : : 3 S
Staffing/Engine . L. 2 0
Staifing/ladder 4 . L 4 2 2 4 3 g
Staffing/ladder L e . 8 e
Staffing Ambulance 2222 22 2
Staffing Ambulance .2 crossstaff tower 2 2 2 : 2 2
JrdAmbulance  spare . _spare S0
Command Vehicte Staffing 1 N T 1 1 o1 2 S
Maxstaffing/Apparas = 4 - 4 E: B R : 4 3 Cd
Min Staffing/Apparatus 2 8.2 2 - S L2t
Total Calls/Year 715 % sap4 7 et T es34 N emm Y 7004 18510
EMS Calls/year 5538 } 3963 ‘ 4012 5628 4480 | 3634 4,539
Tatal Operating Budget $9,213,846.00 . $9,374,986.00 | $10,872,664.00 $6,374,726,00 $8,054,084.00:$12,309,228.00| §9,699,818.00

Figure &

In Figure 5, a comparison was made of the responses from the five comparison
communities, including Norwood, for maximum staffing, minimum staffing and staffing per
piece of apparatus. Also included square miles covered, population, call volume, day
staffing, call volume and operating budgets. The average of all the categories was then
calculated for the five comparison communities and Norwood.

Norwood had the most Total Calls/Year with 7154. The average total number of calls for
the communities was 6,510, Randolph had the largest number of EMS calls for the year
with 5628 while Norwood was a close second with 5538 calls. Average EMS calls across all
the communities was 4,539. These numbers indicate that the Norwood Fire Department is
experiencing the largest emergency call volume when compared to the other comparison
communities.
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The maximum staffing line shows Norwood at 15 members in each Group which is
comparabte to 3 of the other comparison communities. However, the staffingof 15is 2
less than the average staffing of 17 of the combined comparison communities.

Engine manning is fairly consistent across the communities. Three communities maintain
a manning of 4 on their Engines and 3 communities maintain a manning of 3 on their
Engines. The manning for the Ladder Trucks was a little more varied with 3 communities
manning 4 members, 1 community manning 3, and 2 communities manning just 2
members.

When these communities are at minimum staffing they routinely drop apparatus staffing
down to either 3 or 2 members.

All the communities run a Command Vehicle staffed with the duty shift officer.

Norwood Fire Department Response Times

The Norwood Fire Department was unable to provide response data for the years 2020-
2024. However, response data was available for calendar 2025 (January 1, 2025, through
August 28, 2025). It is deemed that the 8 months of data is a sufficient sample to show the
current response times to EMS, Fire and Non-Fire calls throughout the town. The sample
times include both turnout time (the time the call is received until personal get on the
apparatus) and road response time.

EMS/Rescue calls accounted for the largest number of calls and had an average response
time of 5 minutes and 37 seconds. Fire Calls, which represented the least number of calls,
had an average response time of 5 minutes and 54 seconds, Non-Fire calls, which
accounted for 1083 of the overall calls had an average response time of 5 minutes and 29
seconds.

~ #ofCalls Ave. Response Time

EMS | 3699 537minutes

Fre 47 5B4Minutes

Non-Fire 1083 .  5:29minutes
Figure 8

Additional response time data was available for ambulance transport for the years 2020-
2024 using the fire department’s ESO software. This is road response time and does not
include turnout time.

The data shows that the average response time has increased 50 seconds over the last 5
years, from 3 minutes and 37 seconds in 2020 to 4 minutes and 27 seconds in 2024. The
average response times over the last 5 years does meet NFPA Standard’s requirement of
having an ALS ambulance on scene in less than 8 minutes, 90% of the time. The
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department is actually exceeding this requirement and meets the standard 94% of the

time.
Year - 2020. 2021 2022 2023 2024
Average 857 404 416 422 427
<00 5% 4%  94% 9% 9%
11710 - ALS on scene within 8 minutes 90% of the time
Figure 7

This data was also used to capture the time that an ambulance was tied up on a call - from
the time of dispatch until the time it clears from the hospital and is available to respond to
the next call. The data shows that the average “tied up” time on an ambulance transport
has increased from 41 minutas and 45 seconds in 2020 to 53 minutes and 18 seconds in
2024. Thisis anincrease of 11 minutes and 33 seconds.

Ve a0 am am w2
i ' A1:45 46117 4643 5202 5318
Figure 8

Caoncurrent/Simultaneous Calls

Concurrent call activity is a call that starts before a previously dispatched call ends.
Responding to concurrent {or multiple simultaneous) calls is a significant concern because
they strain available resources and can lead to slower response times. This challenge is
compounded by the fact that Norwood Fire Department respands to a high volume of
smergency medical calls, which can divert resources away from traditional fire-related
incidents. A typical response to an emergency medical call in Norwood is 1 ambulance and
1 fire apparatus, either an engine or the ladder truck. Also note, this EMS response is
considered 1 emergency call and not a concurrent catl.

Data was unavailable for the last 5 years of concurrent calls for the Department. However,
data was available for the first eight months of calendar year 2025 (January T - August 31).
it is deemed that this sample is significant enough to gauge the number of concurrent calls
with which the Department is faced.

From January 1, 2025, to August 31, 2025, the department experienced 1007 concurrent
calls. We have categorized these calls into 4 categories:

s 2 concurrent calls - 548

s 3 concurrent calls — 207

e 4concurrentcalls-84

e 5 ormore concurrent calls—158
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If these calls were to be annualized to coincide with the other data in the study, it is
expecied there would he a total of 1511 concurrent calls for 2025. It is assumed the 4
categories of calls would look similar to the following:

e 2 concurrent calls —822
e 3 concurrentcalls - 311
e 4 concurrentcalls - 141
e 5ormore concurrent calls - 237

The data indicates that the Norwood Fire Department experiences approximately 4.1
concurrent calls per day out of the 20 calls the department responds to each day.

Fire Mutual Aid and Fire Dispatch

Massachusetts Fire Mutual Aid is divided into 15 Fire Districts statewide. The Norwood Fire
Department is a member of Fire District 4, Norfolk County and recently, also became a
member of the Metro Fire District. The Fire Department dispatch is handled through Norfolk
County Control, a regional dispatch center located in Holbrook, Massachusetts.

Having a strong mutual aid relationship with surrounding communities is essential
because no singie fire department can independently handle all the simultaneous calls or
every large or complex emergency. Mutual aid agreements allow fire departments and
emergency services to share personnel, equipment, and resources across jurisdictional
bhoundaries. This ensures adequate staffing, access to specialized units like hazardous
materials teams, and robust support for incidents that exceed a department'’s inherent
capabilities. This collaboration provides critical backup and enhances overall emergency
response efficiency.
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The following is the current Norwoad Fire Department 10 Alarm Running Card:

METROFIRE RUNNING CARD

NORWOOD MUTUAL AID BOX 8253
FIREGROUND CHANNEL Prinary Norwood Eira 453.8500 Altarnate FG As Assigriad by RCC
COVERING COMPANY CHANNEL An Assignad by NCC Altemute Ag Assigned b‘_f NCC I
ALAREE ENGIRES ™ TABDERS | SPECIAL | CHIEFS | GHES

187 HEADDUARTERS

WF WALE® | WESWD DEG

IND {DED) BHA NORWD LAl ETOT NEE EQX?

ARD | {BTOTY | (NEE) {FOX) ML | MORLD* MANE

STH (W) | (MDELDY) | HORFK™| (MANSY FRKLNY EHKTN

5TH {FRELK"} HAN BRA | {BRKIN) [+11] WALP*

TH QU | MEDWY® | MILLE* | (WALPY NEW AVO*

| EW) | WEL | pos | avon Bos | BRK | WREN*

oY {BRK) | WEST | WEY | (WRENY) LEX aui

STH | (LEX) | DOV® | WAL | (aul) WAT NEW

10TH | (WAT) | BOS | CAM | (NEW} 8EL NATB*

Rey, Date {saue Dals
{ } Responding from Coversye Avstgnmaol. Ali Bisnk Companies sbova Heawy Ling are per bocal Runcards [ Forkies
* AV [Avgal, ORKTH, (Brockion), DOV [Doverf FRKLN {Frankding, FOX {Foxborough), MANS [Rteastield), MDFLD [Madfisld), T
PARLS (M), MEDVWY (hecwiy), HATE (Horth Attiaborn), NUREK [Norlobs), SHA (Sheronl FO¥ (Soughten),
WAL (Walbole}, CONTACT THRU Rorlalk Caunty Comtrol

Norwood Fire Department provides and receives mutuat aid to and from surrounding
communities for both Fire and EMS calls. Data indicates that, over the past & years,
Norwood Fire Department has experienced an increase in both mutual aid received, and
mutual aid provided. Mutual aid received from outside communities increased from 2020
to 2024 by 250 percent.

Mutual Aid Received

Year 2020 | 2021 2022 2023 2024

Peryear | 211 408 374 534

EMS 186 376 335 471

Fire 25 32 39 63
Figure 9

(Note: Data was unavailable for year 2021)

18




Mutual aid provided by Norwood Fire Department to outside communities also increased
from 2020 to 2024 by 74 percent.
Mutual Aid Given

Year 2020 | 2021 2022 2023 2024

Peryear | 151 202 187 289

EMS 95 151 136 222

Fire 56 51 51 77
Figure 10

{Note: data was unavailable for year 2021)

For both mutual aid received and provided the numbers reflect a substantial increase in
the need for resources, not only for the Town of Norwood but also for the surrounding
communities.

Fire mutual aid received by Norwood as well as mutual provided to surrounding
communities appears reasonable and sustainable. However, EMS mutual aid received and
provided by Norwood is consistently high. Norwood Fire EMS provides mutual aid to the
surrounding communities more than once every other day. Conversety, the Norwood Fire
Department requires surrounding communities to provide EMS mutual aid into the Town of
Norwood 1.3 times every day.

Department Survey (Appendix B)
We sent out a survey to all department members with the fotlowing 10 questions:

What are the untapped opportunities for the Norwood Fire Department?

What chatlenges are, or will, the Norwood Fire Department be facing?

If you could improve three things with department operations, what would they be?
How can the current EMS transport system be improved?

Why should the Norwood Fire Department increase shift staffing?

Can the current facilities accommodate additional shift staffing?

Noopa®h =

Are there additional staif positions you feel should be added to the department?
What are they?

8. ls department training satisfactory?

9. Is your structural gear and other protective gear adequate?

10. Please add any additional comment that you think would be helpful,

42 department members took the time to answer the survey and did so in a very
professional manner. We have attached the answers to the survey in Appendix C, which
offers great insight from the firefighters and officers on the 10 questions in the survey on
how they believe the department is currently operating and what they feel are the future
needs of the department. The key takeaways from the survey were:
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The Department has great potential and could be one of the premier fire
departments in the area if given the needed resources.

Call volume has increased dramatically, and staffing has not kept pace with that
demand. Staffing has remained the same for over the last 30 years.

Staffing of apparatus to NFPA standards.

Need a third ambulance put into service and into the daily rotation system.

EMT and Paramedic burnout from the demand and frequency of medical calls
placed on the 32 Class 1 EMTs and Paramedics.

Very limited or poor in-house training because training is always interrupted to
respond to an emergency. Training money should be made available to hire off duty
members for the purpose of staffing apparatus to help decrease these
interruptions.

Need for a second station. Space in the current station is limited, and response
times could be improved with a second station. The current station will not be able
to accommodate the increase in staffing that will be needed in the future.
Members still have concerns with the PFAS (cancer causing chemical) in their
turnout geat.

Need for a dedicated full-time EMS Officer.

The Chief should have Officer meetings and meet with all the Groups.

Equip Engine 5, Engine 6 and Ladder 1 to the Class 5 ALS level.
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Applicable National Standards Related to Staffing Levels
OSHA 2in/2out law and NFPA Standard 1710 for Career Fire Departments

The study would be incomplete if it did not address the current OSHA 29 CFR 1910.134
“2in/2out” law and the NFPA Standard 1710 for Career Fire Departments.

QSHA 2in/2out Law

Definition of a law: the system of rules which a particutar country or community recognizes
as regulating the actions of its members and which it may enforce by the imposition of
penalties (Definition from Oxford Languages).

The “2 in/2 out” law was designed for the safety of firefighters engaged in interior structural
firefighting and is the major focus of paragraph (g) (4) of the OSHA Respiratory Protection
standard. This provision first requires that at least two firefighters enter the Immediatety
Dangerous to Life or Health (IDLH) atmosphere and remain in visual or voice contact with
each other at all times. Second, it then requires that at least two others be located outside
the IDLH atmosphere, thus the term, "2 in/2 out". This ensures that the "two in" can
monitor each other and assist with equipment failure or entrapment or other hazards, and
the "two out" can monitor those in the building, initiate rescue, or call for back-up. One of
the “two out" can be assigned another role such as incident commander. The study found
that the Norwood Fire Department complies with the “2in/2 out” law under normal
response conditions.

OSIA ‘2 In/2 Out’ Hlustrated

OSITA Regulation 1910.134 requires that
&t least two siandby persens, in addition to
the minlmum of two pérdons inside meeded
to. fight the flre, muost be present hefove fire

Nhters may enter:the bullding,

Figure 11 Credit: Fairview Fire District
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NFPA Standard 1710

NFPA Standard 1710, 2020 Edition for Organization and Deployment of Fire Suppression
Operations, Emergency Medical Operations, and Special Operations to the Public by
Career Fire Departments (see appendix A).

Definition of a Standard: A level of quality or attainment. An idea or thing used as a
measure, norm, or model in comparative evaluations. Used or accepted as normal or
average (Definition from Oxford Languages).

Appropriate staffing levels deliver effective and efficient deployment for fire suppression
operations, emergency medical operations, and special operations to the public. NFPA
1710 is a standard/guideline for an all-career fire department to help protect citizens and
provide for the occupational safety and health of its fire department employees. Provisions
of 1710 cover functions and objectives of fire department emergency service delivery,
response capabilities, and resources, including staffing levels, response times, and levels
of service. General criteria for managing resources and systems, such as health and
safety, incident management, training, communications, and pre-incident planning are
also provided in NFPA 1710.

NFPA guidelines are based on research performed by trained members of the association.
Scientific research, such as fire behavior in different environments and how different
synthetic materials affect the burn process are used in part to establish these guidelines.

NFPA 1710 addresses the structure and operation of organizations providing such
services, which include fire suppression and other assigned emergency response
responsibilities such as EMS and special operations.

The requirements are intended to provide effective, efficient, and safe protective services
to help prevent fires, reduce risk to lives and property, deal with incidents that occur, and
help prepare for anticipated incidents.

The requirements are listed in NFPA 1710 for fire department service deployment based on
the type of occupancy, along with the appropriate response staffing levels for each. The
minimum staffing level for a single-family dwelling according to the standard is a minimum
of 16 members or 17 if aerial device is used.

Furthermore, NFPA 1710 requires a minimum staffing on both Fire Engines and Ladder
Truck companies to be a minimum of 4, 1 Officer and 3 Firefighters (NFPA 1710, 5.2.3.11
and 5.2.4.1.1}.
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The initial fult alarm assignment to a structure fire in a typical 2000 sg/ft two-story, single-

family dwelling without a basement and with no exposures must provide for a minimum of
16 members (**17 if an aerial device is used) (See Appendix for an overview of NFPA 1710).

Staffing for a typical single-family dwelling

“Assignment/Position ]

" Required for the Function =

incident Commander

1 Officer

Uninterrupted Water Supply

1 Pump Operator

Water Flow from Two Handlines

4 Firefighters (2FFs for each handling)

Support for Handlines

2 Firefighters (1 FF for each handline)

Victim Search and Rescue Team

2 Firefighters

Ventilation Team

2 Firefighters

Rapid Intervention Crew

4 Firefighters

**Aerial Operator

**1 Firefighter

~“Minimum Personnel Required -

Figure i2
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The iltustration below shows the positions and apparatus required under NFPA Standard
1710 for a 2000 square foot, single family structure fire.

NFPA 1710 Structure Fire
Staffing Requirements

Veriilatlon Team

Back Up Hose Crew

Aerial Operator

Victim Search and

Restue Team
Initizl Ragid Intervention

Team

Attack Pump
Cperator

. Supply Pamp Operator

Incident Commander
Incident Commander Alde

All personnel on scene and operational within 8 minutes

Total On Scene : 17
Encident Command Vehlcie: 1 Officer ]
‘Aerlal Apparatus: L Officer/3 FF's (1 FF assigned te Victim Search and Rascue)
Engine: 1 Officer/3 FFs
Engine: § GHicer/3 FF's
Engine: 1 Gfficer 3/FFs
1 FF Asslgned to Victim Search and Rescile

1 FF Assigned as L.C. Aide
1 Officer/1 FF Assigned to Injtisl Rapid Intervention Team

Figure 13 Credit Bridgewater Fire Department
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Additionally, NFPA 1710 provides essential benchmarks. Fire departments often measure
baseline performance in terms of total response time, which is the time it takes from the
call to be received at the Public Safety Answering Point (PSAP) until the first unit arrives on
the scene of the emergency incident. Total response time should be measured and
reported for all first-due units and the effective response force (ERF) assembly. Total
response time is composed of call-processing time, turnout time and travel time:

o Alarm Answering Time: 15 seconds for 95% of calls; 40 seconds for 99% of calls
e Alarm Processing Time: 64 seconds for 80% of calls; 106 seconds for 95% of calls
e Turnout Time: 60 seconds for EMS responses; 80 seconds for fire responses

« First Engine Arrive on Scene Time: 240 sec (4 minutes) for 90% of responses with a
minimum staffing of 4 personnel

» Second Company Arrive on Scene Time: 380 seconds {6 minutes) for 90% of
responses with a minimum staffing of 4 personnel

e Initiat Full Alarm - Low and Medium Hazard Assembly Time: 480 seconds (8
minutes) on 80% of responses

o Initial Full Alarm — High Hazard/High-Rise Assembly Time: 610 seconds {10 minutes
10 seconds) on 90% of responses
(See Appendix A)

Norwood Fire Department Organizational Structure

As stated earlier, NFPA Standards are guidelines for fire departments to be aware of and
hopefully work towards full implementation. There are many ways to achieve compliance
with NFPA 1710 such as automatic aid, mutual aid with neighboring communities, pre-fire
plans, etc. It is recommended that Norwood Fire Department continuously strives to
comply with the guidelines of NFPA 1710.

The Norwood Fire Department consists of 65 uniformed positions. The uniformed Staff
positions include the Fire Chief, 2-Deputy Fire Chiefs and a Fire Prevention Fire Lieutenant
and Fire Captain. A staff position provides administrative and/or technical supportfroma
non-operational role.

The department has 60 uniformed line positions that provide for the emergency fire and
EMS response and field operations. The 60line positions are divided into 4 Groups of 15 to
provide coverage 24 hour per day/7 days a week. Each Group staffs 2 Fire Engines, 1
Ladder Truck and 2 Ambulances on a daily basis. Minimum staffing on each Group is 14
personnel, below which the Department will hire to fill the vacancies created by vacation,
personal day, sick day, on-the-joh injury, etc.

When Groups are staffed at 15 members the Shift Captain runs out of a Command Vehicle
NC3, Engine 6 is staffed with a Fire Lieutenant and 3 Firefighters, Ladder 1 is staffed with a
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Lieutenant and 3 Firefighters, Engine 5 is staffed with 2 Firefighters, and Ambulance 4 and
Ambulance 5 are staffed with 2 Firefighters each.

NC3 Engine 6 Ladder 1 Engineb Ambulance 4 Ambulance 5
Captain Lieutenant Lieutenant 2 Firefighters 2 Firefighters 2 Firefighters
: 3 Firefighters 3 Firefighters 5

Figure 14

Below is the current Organizational Chart for the Norwood Fire Department with each
Group staffed with 15 members:

___________ Ep— S
— Business Manager
Deputy Chief - Deputy Chief
FP Captain
FP Lieutenant
Admin. Assist.
Group 1 Group 2 — Group 3 Group 4
Captain 7 Captain - Captain _ Captain
2-Lieutenants 2-Lieutenants 2-Lieutenants 2-Lieutenants
12 Firefighters | | 12 Firefighters B 112 Firefighters 12 Firefighters
7/1/2025 :
N s
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Recommendations

Recommendation 1

In the short term, in an effort to comply with NFPA Standard 1710 and in consideration of
the substantial increase in EMS, fire and non-fire responses of 33%, it is recommended
that the current staffing of 15 positions be increased to 18 pesitions. When all 18 positions
are on duty both Fire Engines are staffed with 4 members each and the Ladder Truck will be
staffed with 5 membaers, which meets NFPA 1710’s apparatus staffing standard. It is
further recommended that, within the 18 positions, an additional Fire Lieutenant position
is created to serve as the Officer on Engine b when staffed at 4 (1 Officer and 3
Firefighters). This would properly staff all apparatus with a Fire Officer.

Apparatus staffing at 18 members:

Figure 16

Below is the current Qrganizational Chart for the Norwood Fire Department with each

Group staffed with 18 members:

Fire Chief

Business Manager

Deputy Chief

| Deputy Chief

NC3 Engine 6 Ladder 1 Engine 5 Ambulance 4 Ambulance 5
Captain Lierutenant Lieutenant 2 Firefighters 2 Firefighters 2 Firefighters
3 Firefighters 4 Firefighters

FP Captain
FP Lieutenant
Admin. Assist.
Group 1 Group 2
Captain Captain

Group 3

Group 4

Captain

Captain

3-Lieutenants
14 Firefighters

|14 Firefighters

3-Lieutenants

Figure 17

3-Lieutenants
114 Firefighters

3-Lieutenants
| 14 Firefighters
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If calls continue to increase as they have over the past 5 years, in the long term the
Department will need to review the need for additional resources and consider an increase
in both minimum staffing and response apparatus to meet these needs.

Recommendation 2

If staffing is increased to 18 members per Group we recommend a change to Article 15,
Section 1, EMT Certifications under Class 1 — Mainstream EMS and increase the
Mainstream EMS members from 32 members to 44 members. Currently, the 32 least senior
Firefighters are assigned to the ambulance on a rotating basis, 8 Firefighters per Group. The
increase to 44 members would now have 11 Firefighters per Group assigned to the
ambulance on a rotating basis. This increase would allow the Class 1 EMTs and
Paramedics more time away from the ambulance and help to reduce EMS burnout caused
from frequent exposure to traumatic events, severe injuries, fatalities, and other
emotionally draining incidents.

These first 2 recommendations do come with a cost and would require adding 12
Firefighter/Medics (3 per Group) to the Fire Department’s current staff and promoting 4
firefighters to the rank of Lieutenant.

Each additional Firefighter/Medic base cost is approximately $110,000.00 to the
Department budget with a total cost for 12 Firefighter/Medics of approximately
$1,320,000.00.

An estimate of what each Firefighter/Medic could cost:

e Step 2 Firefighter/Medic

e Annualsalary = $83,000.00

e Holiday pay = $4,321.00

e Bachelor’s degree = $12,500

e Turnout gear, uniforms etc. = $7000.00

Promoting 4 mid-step Firefighter/Medics to a Step 1 Fire Lieutenant/Medic would be a cost
of approximately $28,000.00 ($7,000.00 for each Lieutenant).

e Step 4 Firefighter/Medic = $88,014.00
¢ Step 1 Lieutenant/Medic = $94,804.00

The Department will realize a savings in the Substitution line item because with the 18
members per shift, the Department will be running down 3 members before theyfilla
vacancy as opposed to running down 1 member per shift before filling a vacancy with the
current model. These savings could be 1/2 of the current FY/2026 Substitution line or
$470,250.00.
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Recommendation 3

Hiring one “floating firefighter/Medic”. Replacing and hiring a new firefighter/Medic can be
very time consuming. You must first advertise, interview, conduct thorough background
checks and then apply for and secure a spot in the mandatory MA Firefighter Recruit
Training Academy, followed by 10 weeks in the academy. The entire process from
advertising to academy graduation typically takes 12 months. This "floating
firefighter/Medic” will be a flexible position designed to fill staffing gaps caused by
unexpected retirements and absences such as extended injury and sick leave. This wilt
help ensure minimum on-duty staffing levels, thereby maintaining operational
effectiveness and coverage.

This “floating firefighter/Medic will be assigned to one of the Groups, giving that Group a
complement of 19 members, and will be reassigned to another Group when they drop
below 18 members to fill for an extended leave situation.

The additional “floater firefighter/Medic” would cost is approximately $110,000.00.
The estimate cost of a Firefighter/Medic is:

s Step 2 Firefighter/Medic

e Annual salary = $83,000.00

o Holiday pay = $4,321.00

e Bachelor’s degree = $12,500

e Turnout gear, uniforms etc, = $7000.00

Recommendation 4

In the survey, many department members repeatedly stated that on-duty Department
training is hindered because of the call volume the Norwood Fire Department is
experiencing. Training is very often interrupted by the need to respond to an emergency
call, resulting in the training being cancelled or, if resumed, disjointed at best. Itis
recommended that 32 hours of paid off duty training be afforded to each department
member. This would be similar to the off duty training the Norwood police officers receive
each year.

The estimate cost to the department is:
72 members X 32 hours X an average O.T rate of $70.00 = $161,280.00
Recommendation 5

Full-time Training Officer. Currently, a Deputy Fire Chief oversees Department fire training.
For the majority of the time, the training is scheduled by the Deputy Chief and then handed
off to the Shift Officers who conduct the training. Training done in this manner by four
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different Shift Officers may lead to inconsistent training, record keeping and accountability
across the entire Department.

It is recommended that the Department hire a full-time Training Officer with the rank of Fire
Captain. He or she would be responsible to ensure firefighters have the skills, knowledge,
and physical readiness to respand effectively to emergencies. The training officer will
develop and deliver ongoing training, create and schedule drills, and conduct assessments
to ensure compliance with State and national standards -ultimately protecting firefighters,
the public, and property.

Key Respaonsibilities of a Training Officer

e Develop and Deliver Training:

o Creates and presents technical training programs for new recruits and
existing firefighters to maintain competency and introduce new technologies
or tactics.

e FEnsure Standards Compliance:

o Develops and administers training in accordance with state and national
standards, ensuring the department meets legal and professional
requiraments.

e Assass Firefighter Performance:

o Conducts evaluations to assess firefighters' skills, knowledge, and

readiness, and provides performance evaluations.
e Record Keeping:

o Maintains firefighter training records to ensure compliance with NFPA
standards and public records laws, and improves accountability by providing
clear documentation of personnel competency

s Manage Training Schedules:

o Develops and maintains training schedules to ensure consistent practice

and continuous education for all department members.
e Promote Safety:

o Inspects training equipment and grounds to ensure safety, fostering a safe

and effective learning environment during drills and exercises.
e Foster Professionalism and Culture:

o Instills a commitment to excellence and professionalism, influencing a

firefighter's abilities under pressure and fostering teamwork.
e Mentor and Lead:
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o Serves as a mentor for recruits, guiding them to meet departmental
standards for skills, knowledge, and safety, which is essential for maintaining
the integrity of the fire service.

Why the Role is Essential

o Maintains Skills:
o Fires are infrequent, so regular and structured training is crucial to keep
firefighters prepared for diverse and demanding situations.
e Protects Lives and Property:
o Competent firefighters are better equipped to protect themselves, their
colleagues, and the public.
e Ensures Consistency:
o Adedicated training officer ensures that everyone in the department
operates with the same high-level standards and practices.
e Drives Professional Growth:
o Training Officers provide opportunities for continuous learning and skill
development, which is vital for a firefighter's professionat journey and for
adapting to new challenges.

Estimated cost for a Full-time Training Captain/Medic with a bachelor’s degree is
approximately $114,500.00.

Recommendation 6

The Norwood Fire Department received EMS mutual aid from surrounding fire departments
471 time in 2024, and this need is trending upward. Average response time for a mutual aid
ALS ambulance can be 15 minutes or more. The NFPA 1710 standard advocates that ALS
care be provided within 8 minutes of the emergency medical call.

Norwood Fire Department sends a Fire Engine or Ladder Truck on all EMS calls to assist the
Norwood ambulance or any mutual aid ambulances coming into town. Although the Fire
Engines and Ladder Truck are staffed with firefighter/Medics neither the engines or ladder
carry ALS equipment and are not classified as Class 5 Ambulances (a Class 5 Ambulance
is licensed as a non-transport ambulance).

It is recommended that Norwood Fire Department provides ALS capabilities on both
engines and the ladder truck to enable the department to rapidly deliver ALS care in
medical emergencies, improve patient outcomes by starting treatment sooner and provide
extra medical and physical support for complex incidents. Additionally, it will greatly
improve the gap between the initial response and the arrival of mutual aid ALS
ambulances.
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The estimated cost for equipping both fire engines and the ladder truck to the ALS level is
$000,000. {waiting for cost figures)

If all the recommendations are implemented the staffing of uniform members would
increase from 65 to 79. The organizational chart below would reflect this increase in
staffing:

Fire Chief
Business Manager
Deputy Chief Deputy Chief | ) """"
FP Captain Training
FP Lieutenant Captain
Admin. Assist.

Group 1 Group 2 - |I Group 3 l—l Group 4
Captain Captain Captain Captain
3-Lieutenants 3-Lieutenants 3-Lieutenants 3-Lieutenants
15 Firefighters 14 Firefighters 14 Firefighters 14 Firefighters

Figure 18

Review of the FY/2025 Budget and Expenditures

A review of the FY/2025 budget revealed nothing extraordinary. The total budget
appropriated was $9,168,080.00 and revised to $9,213,846.00. The actual budget
expended was $8,733,786.52 and $75,779.56 was encumbered. This left a positive balance
of $404,280.00 at the end of FY/2025. Additionally, ambulance revenues were expected to
be $2,400,000.00 but were actually $2,996,499.05 - an increase of $596,499.05 in
anticipated revenues. This is due largely to the increase in the number of EMS transports.

Revenues for Fire Prevention permitting were anticipated at $50,000.00 and were actually
$67,585.00 -a $17,585.00 increase over what was anticipated.
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Personnel salaries finished in the black with $237,259.83 left available, indicating that 2.5
to 3 positions went unfilled during the year. This is not uncommaon with unanticipated
retirement and the current job market of hiring Firefighter/EMTs and Paramedics. However,
operating with these vacancies creates an increased use of the Substitute Budget
(overtime), which was well managed and ended the year with a $60,042.73 surplus.

Incentive pay finished a negative $51,667.57. This can be attributed to 3 or 4 firefighters
attaining their college degrees, which was not anticipated. The ambulance equipment line
also ran a negative of $36,254.82 but this is related directly to the increase in ambulance
transports. The final line item that was examined was Operations, which showed a negative
balance of $53,198.81. This was for the purchase of needed equipment, such as stream
lights, foam, chainsaws, hand tools, Jaw of Life, rope, etc. There was a surplus in the overall
Expense accounts, so this cost was correctly charged to the proper account (Operations),
rather than taking it from another line item that had extra funds, such as Postage or
Printing.

Both the incentive pay and ambulance equipment lines have been adjusted in FY/2026 to
account for the anticipated change/increase.

On a positive note, at the end of FY/2025 there was a surplus of $404,280.15 or 4% of the
budget.

Cost of Vacancies

In FY/2025 the Department spent $889.957.00 to fill vacancies and maintain a minimum
staffing level of 14 members per Group. Records for this type of time off and filling of shifts
are maintained by paper, so data was limited. In order to get the average shifts being filled
on a daily basis the Substitute line item was divided by the average overtime rate for the
department (at step 1) to find the total number of hours filled for the year. That number was
then divided by 24 to get the total number of 24-hour shifts filled in FY/2025. Finally, the
number of 24-hour shifts was divided by the number of days in a year to get the average
number of shifts filled each day with overtime (Figure 19).

o l4€2 0 es oy 1Y

Figure 19

After examining the data, it is estimated that two 24-hour shifts are filled with overtime
every day of the year. Additionally, each shift is allowed to run down 1 member per shift that
is not filled. This leaves an estimated 3 members off per 24-hour day, 365 days of the year.
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Long-term vacancies were also examined. These result from extended injury leave,
extended sick leave, retirements and the time it takes to hire new Firefighter/Medics and
put them through recruit training, etc. Retirements in a 65-person fire department average 2
1o 3 retirements per year. This is based on a firefighter reaching his or her maximum
retirement with 32 years of service and an age of 55.

Long-term line of duty injuries and sick leave (3 consecutive months or more) averaged
300 24-hour shifts per year between 2021 and 2024.
| 021 2022 2023 2024

10D 14 168 192 261
sk s 108 200 33
Total 288 275 3% 294

Shifts/day 085 075 107 081

Figure 20

Future Concerns
Total Call Volume

If the overall call volume continues to increase at the same rate that it has over the last 5
years, the Department could be looking at a total call volume in 2029 of an estimated
9,250. This would be an increase of 2,100 calls or a 29% increase,
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EMS Call Volume

If EMS calls continue to increase at the same rate over the next 5 years, the Department
could be responding to 7,500 medical calls by 2029. This is an increase of approximately
1,950 calls (35%). The ambulance transport system is approaching a critical breaking
point. According to the ESO report, in 2024 Norwood Fire Department transparted 3713
patients to local hospitals. When viewed over 365 days, the 2 currently staffed ambulances
are each making an average of 5 transports to the hospital during a 24-hour shift. in 2024,
there were 471 incidents (see Figure 9) for which the Norwood Fire Department was forced
to request mutual aid for an EMS call because they did not have a Norwood Fire
Ambulance available.
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Currently, the Department is managing to provide sufficient EMS service to the community
but, if the call rate continues the recent upward trend, additional resources will be needed.
This would most likely require the staffing of a third ambulance.

The Town of Franklin was experiencing a very similar situation of having to call for mutual
aid to handle 450 EMS calls over a twelve-month period. They put a third ambulance in
service 4 days per week from 7AM to 5PM. The result was that they were able to capture
150 of these calls that would have required mutual aid. The Fire Chief estimated the town
coliected $150,000.00 from these calls (conversation with Franklin Fire Chief James
MclLaughlin).
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Community Fire and EMS Rislc Assessment

Itis apparent from the data collected that the Town of Norwood is experiencing a higher
than average number of responses to fire, non-fire and EMS calls. Accordingly, itis
recommended that the Department conduct a Fire and EMS risk assessment.

The U.S. Fire Administration {(USFA) and Vision 20/20 provide a Community Risk
Assessment Guide to help fire departments and communities develop strategies and plans
for reducing fire and EMS-related risks. It is suggested that to conduct a fire and EMS risk
assessment the Depariment follow a six-step process: identify hazards, assess who is at
risk, evaluate existing safety measures, determine the risks, document your findings, and
develop a Community Risk Reduction (CRR) plan.

Listed below are the key steps for conducting a Fire and EMS Risk Assessment:

1. Identify Hazards:

« Look for potential fuel, ignition, and oxygen sources that could lead to fires.

o Consider structural components like vacant attics or flammable materials
that could help a fire spread.

« Identify EMS hazards, difficult patient access, and the need for specialized
equipment.

» Response to unintentional and false alarms or calls

2. ldentify People at Risk:

¢ Determine who might be injured or harmed by the identified hazards,

« Consider vulnerable populations and specific demographic groups within the
community.

3. Evaluate Existing Safety Measures:

o Assess the effectiveness of any fire safety measures and personal protective
equipment (PPE) already in place.

o Ensure thatthe measures in place are appropriate and sufficient to mitigate
the identified risks.

4. Assess Risks:

« Forfires, consider the risk posed by different types of fires (Class A, B, C, D)
and their potential spread.

« For EMS, assess the potential loss of life, personal injury, areas and facilities
with high demand, and aging population and or population with a large
demand,

5. Document Findings:

« Record all identified hazards, people at risk, existing safety measures, and

risk assessments.
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« The assessment document should provide insight into when, where, and why
a fire or EMS event might occur and which community members could be
affected.

6. Develop a CRR Plan:

o Use the findings from the risk assessment to create a Community Risk
Reduction plan.

o Develop evidence-based strategies to reduce the identified fire and EMS
tisks within the community
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Appendix A — NFPA Standard 1710 Fact Sheet

NEPA®

Standard 1710, 2020 Edition

NWA

Standard for the Organization and Deployment of Fire Suppression Opearations, Emergency
Medical Operations and Special Operations to the Public hy Career Fire Departments

Fire Suppression and Special Oparations Provisions

B4 Career fire departiiont is dafingd a3 a depariment that uses
fuli-time or fult-tma-equivalent (FTE) station-based parsasnat
immedtatoly avaiiable lo comprise at lzast 50% of an initiat fult alarm
asgignment

2 Comipany is deflned as:

= A group of members under direct supervision

« Trafnadt and aquipped ta perform assigned tasks

» Organized and identified as engine, laddar, rescua, squad or
mutti-functional comparisg

s Arrive on tha seena in an apparatus

B EXCEPTION to company arriving on one apparalus:

 Muttiple apparatisas are assigned, dispatched and anive tegether
# Conllnugusly oparate togather
» Managed by a single company officer

B An inftiad alarm is pessonned, equipment and resourcas originally
dispatehed gpon natification of 2 structure fire

& Company Staffing (Crew Sizey
© Engin = mininum four on duty .

» Tactical harards/densa ueban area 8ix mlmmﬂm cn duty
» Trusck = minimum four on disty

i » High volume/geagraphic wsmcﬁﬂﬁs five mm!mum an duly R
S_i.\(__min!ﬂ_;ilm an duty__ S

s Tackical _%_z_a_aza:dsid&nsg t_n:'ha_n: area =

g figher, cluding o)

EWIS Provisions

¥ Fira deparimants shafl set ferth criterfa for various typas of incidents

which thay ana requirad/expacted to respond, These lyp&s of incidents
should includa ihe following:

& Maturat disaster

s Almart rescus and fefighting

* Acts of lewonsm

» Marine rescue and frefighting

= #eapans of Mass Desiruclion

o Wildtand fire sppression services
« Large-scale mass casually

o Wutual and auto-aid

The Authority Having Jurisdiction {AHJ) shall determing if the fire

departmaent will provide BLS and/or ALS flrst response and/or
transpoit.

Patient freatrment asdociated with each leval of EMS should be

deterrminad by the At based on requirements and licensing within
each sta[afpmvince

S .@Siaﬂ i 3
» High valume/tengraphis restriclions = five rnmzmurnmduty . saing {Crew Sizg)

e Un-duh,' EMS ks Shaﬂ he staﬁed wnh 1}15

mwimmmmhm.
gssary for emergancy medicat carg mlahue tu the lovel uf EMS
prowﬁed by the firg depariment

.. Parsnnns] {iepluyed m#\LS ernnrgency fesponses |nclud| :: Ll
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Appendix B - Depariment Survey
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