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Vice Chairperson: Sean P. Whalen, V. Scott Zelov

 AGENDA
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AGENDA ITEM INFORMATION

ITEM:  APPROVAL OF THE TOWNSHIP OF LOWER MERION FIRE SERVICES STRATEGIC
PLAN

Consider for recommendation to the Board of Commissioners the approval of the Strategic Plan for the Lower
Merion Fire Service, dated June 24, 2021.  

PUBLIC COMMENT
ATTACHMENTS:

Description Type
Issue Briefing Issue Briefing

Fire Services Strategic Plan Backup Material
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TOWNSHIP OF LOWER MERION 
 

Fire Committee 
 

Issue Briefing 
 
Topic: Approval of the Township of Lower Merion Fire Services Strategic Plan 
 
Prepared By: Charles J. McGarvey, Sr., Chief Fire Officer / Fire Marshal 
 
Date: October 29, 2021 
 
 
I. Action To Be Considered By The Board: 

Approval of the Strategic Plan for the Lower Merion Fire Service, dated June 24, 
2021.  
 

II. Why This Issue Requires Board Consideration: 
Board approval is required to authorize staff and fire companies to begin work to 
implement the Strategic Plan. 
 

III. Current Policy Or Practice (If Applicable): 
There is no current policy or practice. 
 

IV. Other Relevant Background Information: 
In April of 2019, the Future Fire Services Committee, a sub-committee of the Lower 
Merion Fire Department Board of Directors, was established with the objective of 
formulating methods and practices by which improved fire protection services would 
be provided to the residents and businesses of Lower Merion Township.  The focus is 
on the preservation of the existing combination fire service, consisting of both career 
and volunteer members.  In February of 2020, the Committee sought the assistance of 
Burkell & Associates, as neutral facilitator, to assist in the identification of the most 
pressing issues facing our Fire Service and develop a plan of action through which 
these issues should be addressed. The Strategic Plan covers a five-year period (2021 – 
2026) and provides a timeline by which these measurable goals and objectives should 
be met. 
 

V. Impact On Township Finances: 
The facilitator cost was approximately $16,100.  There is no other immediate cost to 
the Township identified, and the implementation of various outlined objectives may 
result in additional costs of varying degrees to be incurred by the Township in the 
future.      
 

VI. Staff Recommendation: 
Staff recommends that the Board of Commissioners approve the Township of Lower 
Merion Fire Services Strategic Plan.  
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Introduction 

 
Representatives from the Lower Merion Township Fire Department Board of Directors met in  
April of 2019 with the purpose to improve fire protection services, provided for and to the 
community of Lower Merion Township. These representatives would then form a committee 
that would be named the Future Fire Services Committee, or the “FFSC”. 
 
The committee agreed that a fundamental purpose of their work (along with improvement of 
services provided) was to preserve, through their planning efforts, the combination (volunteer 
and career) fire service within Lower Merion Township. 
 
The committee met regularly through 2019 into early 2020. In February of 2020, the FFSC 
agreed to seek the assistance of a neutral and external consultant who could provide both 
facilitation and planning process assistance to the FFSC. Before a meeting could be held with 
the consultant, Lower Merion Township was confronted with the global Covid-19 Pandemic, 
and this situation would slow the rate of the planning process until the Spring of 2021. 
 
In March of 2020 into the beginning of 2021, a consultant was again interviewed and provided 
a proposal to conduct the planning process, with options to be held either virtually or in person. 
With declining case rates and the availability of vaccinations, the planning process was initiated 
in-person, commencing in April of 2021. However, it must be noted that the FFSC continued to 
meet throughout the Pandemic time-period (virtually) and a great deal of work was completed 
by the committee that would eventually contribute to the in-person planning process. 
 
 
Purpose of the Strategic Plan 
 
The purpose of the planning process was to create a strategic plan for the Lower Merion 
Township Fire Department that would upon completion result in the establishment of 11 
strategic issues, 13 goal statements, and 42 supporting objectives. This work is to be addressed 
and attained within a five-year period (2021 – 2026). 
 
The planning process was sponsored and supported by the Future Fire Services Committee as 
described above on this page.  
 
This work of the FFSC would result in a Strategic Plan for the Lower Merion Township Fire 
Department. While the plan includes a five-year period, it is recognized that the contained goals 
with objectives be regularly reviewed for progress towards achievements and outcomes, 
encountered obstacles and challenges, and new developments that could affect or change the 
original assumptions made. 
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Planning Process Participants: 
 
Thirteen participants comprised the Futures Fire Services Committee Planning Team. They 
were: 
 
 

 
Dan Bernheim, Esq. 

President 
Board of Commissioners 
Lower Merion Township 

 

 
Tom Hayden 

Fire Chief 
Merion Fire Company  

of Ardmore 
 

 
W. R. Henderson 

President 
Deputy Chief 

Borough of Narberth  
Fire Company 

 
 

Dan Kincade 
Fire Chief 

Bryn Mawr Fire Company 
 

 
Mike Leibowitz 

President 
Union Fire Association 

Company 
 

 
Blaine W. Leis 

Fire Chief 
Gladwyne Fire Company 

 

 
Chas McGarvey 

Chief Fire Officer 
Lower Merion Township  

Fire Department 
 

 
Brooke McMullin 

President 
Board of Directors 

Merion Fire Company  
of Ardmore 

 

 
Ernie McNeely 

Township Manager 
Lower Merion Township 

 

 
Bradley Remick, Esq. 

President 
Board of Directors  

Penn Wynne – Overbrook 
Hills Fire Company 

 

 
Edward W. Schmid III 

Fire Chief  
Board Member 

Penn Wynne - Overbrook 
Hills Fire Company 

 

 
Steve Zamorski 

Captain 
Belmont Hills Fire Company 

 

 
 

 
Chuck Burkell 

Burkell & Associates 
Gettysburg Pennsylvania 
Facilitator & Consultant 
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Description of the Process 
 
 
In the early stages of the FFSC, members agreed to a list of “ground rules”. A standard of 
confidentiality was very important to foster the free exchange of ideas without distractions 
until the FFSC was prepared to present a finished product for review. Members agreed to be 
open to new ideas, speak with honesty, follow the agenda, attack the problem--- not the 
person, use specific examples, share all relevant information, explain one’s reasoning and 
intent, listen carefully, enable full explanations, and to recognize that the plan is continually 
subject to review with the expectation that it would be dynamic, subjected to unforeseen and 
unknown events. 
 
 
The process consisted of the following steps: 
 

 
• A continuing review and discussion of the current Lower Merion Township Fire 

Department Mission Statement. 
 

• An analysis of the economic, cultural, social, and physical environments which 
have relationships to the Lower Merion Township Fire Department. (This is 
referred to as “an environmental analysis” within the planning process.) 

 
• Determination of the strategic issues confronting the Lower Merion Township 

Fire Department. 
 

• Dividing the FFSC into five different work groups known as “sectors” that would 
collectively (but independently) work on each of the strategic issues identified 
within their sector(s). 

 
• Identification of the critical success indicators (CSI) for each of the strategic 

issues identified. Each “CSI” represented a future state of success and positive 
achievement(s) relative to the identified strategic issue. 

 
• Each sector worked separately to further discuss the earlier information 

presented, to identify the CSI’s for their strategic issues, and to develop 
goals/objectives for their respective sectors. Each sector then presented their 
findings and recommendations to the FFSC. After incremental discussions, goals 
and objectives were created and subsequently reviewed and modified as 
deemed necessary before being included in this planning document. 
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Planning Elements 
 
 
Prior to the initiation of the process in April of 2021, the FFSC identified a number of issues, and 
following a number of meetings and discussions, then reduced the number to eleven strategic 
areas within the Lower Merion Township Fire Department. The consensus of the FFSC was that 
these eleven areas of issue would become the planning elements within the strategic plan and 
process. 
 
The issues are listed with a brief description of each: 
 
 

 
Fire Company Finances 

 
This area deals with the financial resources required and 
available to fund and provide fire services by the fire companies 
within Lower Merion Township to the community. It includes 
such areas as Township support, donations, fund-raising, Relief 
Associations, record management, budgeting, capital 
requirements (such as fire stations and apparatus) with fiduciary 
responsibility to multi-constituency groups. 
 

 
Memorandum of 

Understanding 
 

 
This area represents the need for a current, written, mutually 
agreed-to document setting forth a common understanding of 
the relationship and obligations of the fire companies and Lower 
Merion Township. 
 

 
Future Fire Company 

Mergers and Locations 
 

 
If the need for either relocating an existing fire station and/or 
consolidating it with another, or the creation of a new fire 
station, there are best practice steps and procedures to 
accomplish this. This area addresses the required metrics and 
planning steps that ultimately will efficiently and effectively  
serve the community of Lower Merion. 
 

 
Fire Company Facilities 

 
This area addresses the area of fixed fire station facilities to 
include ownership, renovation, maintenance, land, facility best 
practices, safety and health for personnel, the integration of 
modern apparatus and their space requirements, facilities that 
comply with all legal requirements, and other related areas. 
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Planning Elements (continued) 
 

 
Recruitment and 

Retention of Members 

 
A specific intent of the FFSC is to preserve the combination of 
volunteer and career fire-fighters of the Lower Merion Township 
Fire Department. This area addresses the best practices and 
required elements to recruit and retain volunteer members. 
 

 
Duty Crews, Housing, 

Paid-On-Call, SAFER Grant 

 
Because of the established combination system within the Lower 
Merion Township Fire Department, there are a variety of 
positions (of status) to include volunteer, duty crews, paid-on 
call, and career. For those who are compensated, either in direct 
compensation or receiving such benefits as housing, there are 
various sources of funding such as the current federal assistance 
from the “Staffing for Adequate Fire and Emergency Response 
Grants” or SAFER. This grant program funding which Lower 
Merion Township currently participates in, was created and 
received to provide funding directly to fire departments and 
volunteer firefighter interest organizations to help them increase 
or maintain the number of trained, "front line" firefighters 
available in their communities. 
 
This element of planning contains several areas with the primary 
intent of staffing and assisting to preserve the combination 
system of the Lower Merion Township Fire Department. 
 

 
Career Staff Utilization 

 

 
This strategic element addresses the utilization of career 
members currently employed by the fire companies recognizing 
that Lower Merion Township assists each company with financial 
support for this effort. How these personnel are managed, 
trained, their assigned duties, whether they should be employed 
directly by Lower Merion Township, how they are supported and 
supplemented by duty crews, volunteers, and paid-on-call, are 
all areas of examination within this element. 
 

 
Personnel and Labor 

Management 
 

 
As noted within Career Staff Utilization, one consideration for 
the future is whether career staff should remain as fire company 
employees or that of Lower Merion Township. This question has 
direct implications for both personnel and labor management 
activities and could potentially have cost implications as well. 
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Planning Elements (continued) 
 
 

 
Adoption of Firefighter 

Classifications 
 

 
Lower Merion Township presently does not have a firefighter or 
fire officer classification system. Whether such a system is 
beneficial requires further consideration. 
 

 
Currency of Fire Response 
Districts/Closest Company 

Response 
 

 
This examines the degree to which Lower Merion Township Fire 
Department is consistently sending the closest resources to 
incidents and requests for services throughout the Township. 

 
 

Organizational Structure 
(Structured Chain of 

Command LMT-Wide) 
 

 
This planning element includes the examination of an 
appropriate organizational structure that supports chain-of-
command Township wide and is supported within the bylaws 
and procedures of the individual fire companies and Lower 
Merion Township. 
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The Mission Statement of the Lower Merion Township Fire Department 
 
 
The current Mission Statement is as follows: 
 
 

“It is the mission of the Fire Department to provide the highest level of fire protection to 
minimize life and property loss through appropriate regulation, fire prevention services, 
education, and by utilizing the latest fire suppression techniques.  The Fire Department’s 
mission will be accomplished by the effective use of its combination volunteer and career 
firefighting force, physical assets, and in cooperation with other public service agencies.” 

 
 
 

 
The Mission Statement was discussed, along with other supporting statements of values, vision, 
and ideals. It was agreed within the planning team that the Mission Statement should be 
further reviewed, along with current statements of values and vision. After several weeks and 
FFSC planning sessions during which edits and conversations followed, the Mission Statement 
was finalized and is now as follows: 
 
 
 
 

“The mission of the Lower Merion Township Fire Department,  
along with the support of other public service agencies,  

is to provide the community with the highest level of fire protection services,  
to minimize life and property loss through  

suppression, code enforcement, fire prevention and education.   
This mission will be accomplished  

by its volunteer and career firefighting force  
safely utilizing the latest technology and modern equipment 

with duty, honor, and sacrifice.” 
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Summary of Environmental Analysis 
 
Strengths and Opportunities: 
 
The Township of Lower Merion is an urban/suburban community with many resources and a 
history of the citizens and organizations donating funds to fire companies in support of fire 
services. The Township is economically sound with a combination of commercial, institutional, 
and residential properties. Public transportation including SEPTA and AMTRAK access is 
present. Lower Merion is adjacent to the City of Philadelphia and therefore is a component of 
the overall statistical metropolitan area. 
 
The Township of Lower Merion provides funds to fire companies to a greater extent than many 
other similarly sized jurisdictions. The Lower Merion Relief Association presently has an 
adequate fund balance to support members and fire companies in accordance with their 
bylaws. Fire companies and their stations are spread throughout the community, with each 
company providing identity and character to the neighborhoods that they serve. A spirit of 
teamwork and ability to resolve challenges exists within the companies. The Township of Lower 
Merion aids the companies with a Fire Department Office and code enforcement function and 
provides financial support for a fleet of modern apparatus, fire stations, and career personnel 
staffing. Several programs exist throughout the Township to both recruit and retain volunteer 
members. 
 
 
Weaknesses and Threats: 
 
Lower Merion Township is growing. Correlative to this growth, the response frequency to fire 
and related emergency incidents is increasing is as well. In relationship to its urban/suburban 
characteristics, there is significant risk potential for various types of emergency response and 
mitigation requirements. There is concern that volunteerism in Lower Merion Township will not 
maintain future staffing requirements for the demand of services, particularly since the rate of 
volunteer membership both in the Commonwealth of Pennsylvania and nationally has been 
dropping significantly in recent years. The affluent nature of some Lower Merion 
neighborhoods is not economically conducive to attracting volunteers. 
 
Safety of all personnel is of paramount concern.  There is some uncertainty regarding the 
development of best practices including staffing, response protocols, company assignments, 
station locations, apparatus, and assigned duties to both career, part-time, and volunteer 
personnel. There is no current Memorandum of Understanding between the Township and fire 
companies as to, among other things, funding, failure to perform, maintenance and 
acquisitions, ownership, and other performance and financially related terms. The Lower 
Merion Township Fire Department is subject to national standards. Training requirements while 
necessary may be challenging for volunteers to comply with. Labor and personnel management 
on behalf of the Township and fire companies, sometimes poses challenges to manage both 
effectively and efficiently. 
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FFSC Accomplishments & Work Completed Prior to and During the Planning Process 
 
As noted on page 2, the Board of Directors of the Lower Merion Township Fire Department and 
then through the creation of the Future Fire Services Committee has been working for several 
years making improvement to the fire service in Lower Merion. This effort has not only resulted 
in changes that improved fire protection in the community but also evidence enhanced 
collaboration between fire companies and also between fire companies and the Township. 
These improvements which have or are being implemented as listed below represent real 
accomplishments with a number of significant outcomes, some of which relate to the goals and 
objectives which immediately follow this section. The completion of this planning exercise and 
its implementation will represent further progress to improve, enhance, and preserve the 
existing Lower Merion fire service. These accomplishments include the following: 
 

1) Updated dispatch procedures by adding “the working fire dispatch” which now enables 
apparatus from all seven companies. (2 full companies, 3rd due engine, 4th due ladder, 
5th due company is the Rapid Intervention Team or “RIT”), and either an engine or 
ladder from the 6th and 7th company) 

2) Added an extra engine on all non-building calls with anything that has fire in the 
dispatch except for fire alarms. 

3) Updated dispatch procedures to add an extra engine and ladder from the third and 4th 
due companies. (2 full companies, 3rd due engine, 4th due ladder). 

4) Adopted a “Standard of Cover”. (Note: The Commission on Fire Accreditation, 
International defines “Standards of Response Coverage as being those adopted, written 
policies and procedures that determines the distribution, concentration and reliability of 
fixed and mobile response forces for fire, emergency medical services, hazardous 
materials and other forces of technical response.) 

5) Instituted fire company financial reviews. 
6) Adopted a tax incentive program for volunteers. 
7) Adopted a parking program for volunteers. 
8) Purchased bunkbeds and televisions for fire companies that wanted to participate in the 

duty crew program. 
9) In cooperation with the Relief Association, researched and purchased the first arriving 

inter-departmental communication system. 
10) In cooperation with the Relief Association, researched and purchased a new firefighter 

accountability system which will be implemented department-wide soon. 
11) The process of importing dispatch information automatically into the Lower Merion 

Township Fire Department records management system was initiated. 
12) Upgraded UHF and 800 MHz radio systems department wide. 
13) Through an “Assistance to Firefighters (AFG) (Federal) Grant”, all Self-Contained 

Breathing Apparatus (SCBA) were either upgraded or replaced. 
14) Adopted a new fire apparatus policy. 
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Creating Goals/Objectives 
For purposes of having enough planning team members to create goals and objectives, it was 
decided by the FFSC to have the facilitator assign these eleven areas to five different sectors, 
thus resulting in five sub-groups or “sectors” of 4-5 members each. This would ensure that each 
of the strategic issues would have a more effective synergy and sharing of information with 
ideas. Therefore, the following sectors (randomly named using colors) were created with issues 
and members noted: 
 

 
Yellow Sector 

 
Fire company finances 

 
Memorandum of understanding 

 

 
 

Dan Bernheim 
Brooke McMullin 

Ernie McNeely 
Mike Leibowitz 

 
 

Pink Sector 
 

Future fire company mergers/locations 
 

Fire company facilities 

 
Edward W. Schmid III 

Dan Kincade 
Mike Leibowitz 

Blaine Leis 
Steve Zamorski 

 
 

Green Sector 
 

Recruitment & retention of members 
 

Duty crews, housing, paid-on-call, “Staffing for 
Adequate Fire and Emergency Response Grants” 

 

 
Bradley Remick 

Blaine Leis 
Brooke McMullin 
W. R. Henderson 

 

 
Blue Sector 

 
Career staff utilization 

Personnel & labor management 

 
Bradley Remick 

Dan Kincade 
Ernie McNeely 
Chas McGarvey 

 
 

Yellow Sector 
 

Adoption of firefighter classifications 
 

Currency of fire response districts/Closest 
company response 

 
Organizational structure (Structured chain of 

command LMT-wide) 
 

 
Tom Hayden 

Edward W. Schmid III 
Chas McGarvey 

W. R. Hendedrson 
Steve Zamorski 
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Each sector created behavior specific statements along with who (individuals, roles, organizations, 
jurisdictions, etc.) charged with achieving the goal(s) or objective(s) along with any anticipated resources 
that would be required for attainment. They were then assembled into a single file and then reviewed 
by the entire FFSC. Further edits were made because of this process. The result was the following index 
to support each strategic issue: 
 

 
Strategic Issue 

 

 
Goal 

 
Objectives 

 
Fire Company Finances 

 

 
1 

 
1.1, 1.2, 1.3, 1.4, 1.5 

 
 

Memorandum of Understanding 
 

2 
 

2.1 
 

 
Future Fire Company Locations/Mergers 

 
3 

 
3.1, 3.2, 3.3 

 
 

Future Fire Company Locations/Mergers 
 

4 
 

4.1, 4.2 
 

 
Fire Company Facilities 

 
5 

 
5.1, 5.2 

 
 

Recruitment & Retention of Members 
 

6 
 

6.1, 6.2, 6.3, 6.4, 6.5 
 

 
Duty Crews, Housing, Paid-on-Call, SAFER 

 
7 

 
7.1, 7.2 

 
 

Career Staff Utilization 
 

8 
 

8.1, 8.2, 8.3 
 

 
Adoption of Firefighter Classifications 

 
9 

 
9.1, 9.2, 9.3, 9.4 

 
 

Adoption of Firefighter Classifications 
 

10 
 

10.1, 10.2, 10.3, 10.4, 10.5, 10.6, 
10.7 

 
 

Adoption of Firefighter Classifications 
 

11 
 

11.1, 11.2 
 

 
Currency of Fire Response Districts 

 
12 

 
12.1, 12.2, 12.3 

 
 

Organizational Structure  
(Structured Chain of Command LMT-Wide) 

 

 
13 

 
13.1, 13.2, 13.3 
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Strategic Issue: Fire Company Finances 
 
 
Goal 1:  
 
Sustain the volunteer fire companies to provide for the safety of the community in an 
economically efficient manner. 
 
 Objective 1-1 

Create a consistent and uniform financial reporting process in a manner that enables 
fire companies to provide meaningful metrics for analysis of company performance and 
efficiency. 
  
Parties Responsible: Fire Companies and Lower Merion Township 
Monetary Impact/Cost: $25,000 – $30,000 
Urgency: 2021 

 
Objective 1-2 
Each Fire Company shall maintain a minimum fund balance as a percentage of it’s 
operating budget. 
 
Parties Responsible: Fire Companies and Lower Merion Township 
Monetary Impact/Cost: 10-20% of operating budget 
Urgency: 2021, to be applicable for Fiscal Year 2022.  
 
Objective 1-3 
Perform a study to evaluate the history of apparatus maintenance and building repair 
costs, for the purpose of determining if there should be an exchange of Township 
responsibility between buildings and apparatus. 
 
Parties Responsible: Fire companies, Lower Merion Township 
Monetary Impact/Cost: Fire company and fire department staff hours. 
Urgency: 2023 – 5 year period 

 
Objective 1-4 
Evaluate the potential of establishing and structuring a separate entity to serve fire 
companies in the areas of labor relations, insurance, apparatus/equipment, purchasing 
in general, etc., with the intent of cost reduction and increased efficiency. 
 
Parties Responsible: Fire companies and Lower Merion Township 
Monetary Impact/Cost: $25,000 
Urgency: 2023 – 5 years 
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Strategic Issue: Fire Company Finances - Goal 1: (continued) 
 

Objective 1-5 
 
Conduct a review of Relief Association funds and policies to ensure that all options to 
access funds for additional purposes such as housing, equipment, etc., are being used.  
Parties Responsible:  Relief Associations, Lower Merion Township, Fire Companies 
Monetary Impact/Cost: Fire company and fire department staff hours 
Urgency: 2021 – 2022 

 
Strategic Issue: Memorandum of Understanding 
 
Goal 2:  
 
Create a written “memorandum of understanding” (MOU) that will set forth roles, 
expectations, and responsibilities to define the relationship between Lower Merion Township 
and the volunteer fire companies. 
 
 Objective 2-1 

Develop a written uniform agreement that recognizes the different contributions of 
each company. This agreement will contain the following elements: 
 
- A component will address the relationship between the Lower Merion Township Fire 

Department and the Borough of Narberth. 
- Metrics for financial and operational performance for each fire company. 
- A building and maintenance program. 
- An apparatus program. 
- A staffing program. 
- Metrics required within the National Fire Protection Association (NFPA) Standard 

#1720. 
- Guidance and direction if a fire company cannot meet its objectives and obligations 

for corrective action. This will include information which would “trigger” an analysis 
of viability to maintain an effective fire company along with the required corrective 
measures. It will also define a process that would identify and correct potential 
circumstances where obligations and objectives are not being met. It shall include a 
mechanism to report extraordinary or unanticipated expenses and/or 
circumstances. 

- A statement of cooperation between fire companies to include mutual aid. 
- Information regarding both the command and organizational structure. 
- The required qualifications of firefighters. 
  
Parties Responsible: Fire Companies and Lower Merion Township 
Monetary Impact/Cost: Fire companies and Lower Merion Township staff hours 
Urgency: 2022 
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Strategic Issue: Future Fire Company Mergers & Locations 
 
Goal 3 
         
Develop a set of established metrics for identifying any non-performing fire company or 
companies (operational) using established or existing standards, regulations, ISO or other 
relevant metrics.  
 

Objective 3-1:  
Ensure that accurate data is being entered into the Emergency Reporting Software 
 (reporting software) through a quality control initiative. 

 
Responsibly Party:  Township Fire Department office (quarterly reports) and Fire 

Company Chief or designee(s) (input data from incident 
responses) 

Monetary Impact: None 
Urgency:  Immediate / 3rd quarter 2021 
 
 
Objective 3-2: 
Develop Metrics / approve those already listed to which will be implemented to base 
evaluations from Metrics – Use already created standard of cover:  

• Dispatch to respond 
• Dispatch to on-scene 
• Staffing on Apparatus 
• Total time in service  

 
Responsible Party:  Fire Department office and Fire Company Chief 
Monetary Impact: None 
Urgency:  Immediate / 3rd quarter 2021 
 
 
Objective 3-3: 
Ensure that reporting software “triggers” are loaded into the system: 
(Example: If 1st out apparatus is not on scene within 9 minutes from dispatch, it triggers 
a question to ask “why?”   A “drop-down” list of reasons appears, forcing a selection as 
to “why?” which is then required to be answered before the report can be closed out.) 

 
Responsible Party: Township Software Reporting Committee  
Monetary Impact: Dependent on if it already exists in reporting software  
Urgency: 4th quarter 2021  
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Strategic Issue: Future Fire Company Mergers & Locations (continued) 
 
Goal 4:  
 
Develop a statement of guidance regarding a decision-making process to be used when 
consolidating or merging a fire company and employing non-punitive criteria to a fire company 
but linked to mission. 
 
 Objective 4-1 

Research and gather information on prior mergers / consolidations that have taken 
place in the region to determine both successful and unsuccessful outcomes. 
  
Parties Responsible: All members of the Lower Merion Fire Department Board of 
Directors 
Monetary Impact/Cost: None 
Urgency: Immediate – Into 2022 
 
 
Objective 4-2 
Develop an operational quarterly report for each company to determine status of 
achieving acceptable performance metric(s).  

 
1st time quarterly non-performing (based from metrics contained within Goal #3). 
 
Discussion between “1st Tier Review” board (LMFD Chief and Each Company Chief). 

• Why? 
• What is the plan moving forward? 
• What help can be provided from the group? 

  
2nd quarter automatic review to ensure improvement. 

• If not improving, is there additional support needed? 
• Discussion moves to entire LMFD Board of Directors. 

 
3rd and 4th Quarter review to insure improvement. 

• In front of the entire LMFD Board of Directors 
 

Responsible Party: Dependent upon Level / duration of Issue 
Monetary Impact: Staff time 
Urgency: Immediate 
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Strategic Issue: Fire Company Facilities 
 
Goal 5: Fire stations within Lower Merion Township will comply with existing standards and 
best practices, support current-day programs and apparatus, and comply with applicable 
Federal and State laws. 
 
 

Objective 5-1: Lower Merion Township fire stations will accommodate modern day 
operations. The following metrics will be used to further define accommodation: 

 
• Adequate meeting spaces. 
• Training spaces to include rooms, props, and related needs. 
• Sleeping and bathing facilities. 
• Adequate storage capabilities.  
• Bays to house and accommodate functional apparatus. 
• Safety related provisions  

 
Responsibly Party:  Fire Company leadership and Township management. 
Monetary Impact:  Significant. 
Urgency:   3-5 years or longer. 

 
 

Objective 5-2: There will be an updated fire station repair and renovation policy. The 
following metric will be used to further define “updated”: 

 
• The updated policy will reflect current day and likely future related operational 

costs within Lower Merion Township. 
 

Responsibly Party:  Fire Company leadership and Township management. 
Monetary Impact:  Minimal for revising the policy itself, but the implications which 

could result could be significant. 
Urgency:   2021 (policy). 
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Strategic Issue: Recruitment & Retention of Members 
 
Goal 6: 
 
Recruit and retain active volunteer firefighters. 
 
 

Objective 6-1:  
Recruit 150% new members calculated from numbers that a fire company will lose in 
any given year. 

 
Responsibly Party:  All members of the Lower Merion Fire Department but specifically  

the Recruitment and Retention Committee. 
Monetary Impact:  Minimal. 
Urgency:   Immediate. 

 
 

Objective 6-2:  
Expand and broaden the target audience of each fire company. 
Promotion and advertising should be expanded beyond current (target) audiences to 

more diverse groups.  
    

Responsible Party: Each individual Fire Company  
Monetary Impact: Minimal / Cost of new platform “advertising”. 
Urgency:    Immediate 
 
 
Objective 6-3:  
Ensure that “in-house training” is the priority/preferred method of delivery for fire 
company members. This would include at least one basic class (example “Firefighter 1”) 
and one advanced class (this would include 3rd party training vendors). 
 
Responsibly Party:  Township Training Committee / Fire Department Office  
Monetary Impact:  Relief Association, Lower Merion Township 
Urgency:   2021 and each year thereafter 
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Strategic Issue: Recruitment & Retention of Members (continued) 
 
Goal 6:   (continued) 
 

Objective 6-4:  
Create an annual survey to elicit responses from members to receive feedback regarding 
the positives and negatives of being a member. The survey shall include the following 
areas: 
 

• Why are you a member? Why did you join? 
• What keeps you here? 
• Future plans for membership / advanced training? 
• Why did you leave the company? 
• What can we do better? 
• What concerns you the most about our company?  
• What fire company did you, or are you running with?  
• What type of recognition would you like to see implemented for 

service awards and or outstanding performance? 
 

Responsibly Party:  Recruitment and Retention Committee  
Monetary Impact:  Minimal 
Urgency:   2021 (Immediate) 
 
 
 
Objective 6-5:  
Ensure that fire company recruitment efforts are all inclusive, and encourage diversity 
within each company to best represent the demographic make-up of the communities 
served by the company. 

 
Responsibly Party:  Recruitment and Retention Committee, All Members of each 

company and the Lower Merion Fire Department  
Monetary Impact:  Minimal 
Urgency:   2021 (Immediate) 
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Strategic Issue: Recruitment & Retention of Members (continued) 
 
 
Goal 7:  
 
Establish and maintain the appropriate staffing to meet the required response times for each 
piece of apparatus based on the approved metric(s).  
 

Objective 7-1:  
Ensure that all fire companies which cannot meet the appropriate staffing and response 
metrics as described and agreed upon by the LMFD Board of Directors, develop a “live 
in/live adjacent to” program to bolster firefighter response. 

 
Responsibly Party:  Individual Company / Community / Lower Merion Township/ 

Relief Association 
Monetary Impact:  Substantial 
Urgency:   Immediate 
 
 
Objective 7-2:  
Evaluate the duty crew program in its current form. Determine if it is working, or 
requires adjustment? Develop a category/drop down (format) in reporting-software to 
indicate a duty crew response that can be evaluated in a searchable report, in a defined 
timeline.  

    
Responsible Party: LMFD Office / Emergency Reporting Updates  
Monetary Impact: Minimal 
Urgency:  Immediate  
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Strategic Issue: Career Staff Utilization/Labor & Personnel Management 
 
Goal 8:  
 
Determine if there is a better method of utilizing career staff and how they should be 
employed.  
 

Objective 8-1:  
Ensure that adequate staffing for both daytime and nighttime periods exist from career 
members (by using reporting software and metrics). 

 
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Staff time. 
Urgency:   2022 
 

 
Objective 8-2:  
Explore alternate methods of employment, and providing benefits for career staff, 
which could also result in joint purchasing and overall increased efficiency. 

 
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Uncertain currently. 
Urgency:   2023 
 

 
Objective 8-3:  
Conduct some experiments utilizing career staff to assist the Township with pre-fire 
planning and code enforcement inspections. (It is recognized that such experimentation 
may require labor management and operational changes.) 
 
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Unknown 
Urgency:   2022 
 

 
Objective 8-5:  
Continue to analyze the cost/benefit regarding career staff for becoming Township 
employees. 

 
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Staff time to complete analysis 
Urgency:   5 years 
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Strategic Issue: Adoption of Firefighter Classifications 
 
Goal 9:  
 
Perform research and analysis to identify the certification levels of firefighting members and 
personnel. 
 
 
 Objective 9-1 

Complete a study of the department to identify the certification levels of firefighting 
personnel. 
  
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Minimal 
Urgency:   2021 
 
 
Objective 9-2 
Develop a draft classification system. 
  
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Minimal 
Urgency:   2021 

 
 
 Objective 9-3 

Submit a proposed classification system to the Lower Merion Fire Department Board of 
Directors for approval by November 1, 2021. 
  
Responsibly Party:  Lower Merion Township, Fire Companies, Lower Merion Fire 

Department Board of Directors 
Monetary Impact:  $2500.00 
Urgency:   November 1, 2021 
 
 
Objective 9-4 
Implement a new classification system by January 1, 2022. 
  
Responsibly Party:  Lower Merion Township, Fire Companies, Lower Merion Fire 

Department Board of Directors 
Monetary Impact:  $2500.00 
Urgency:   January 1, 2022 
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Strategic Issue: Adoption of Firefighter Classifications (continued) 
 
Goal 10:  
 
Perform research and analysis to identify the certification levels of Officers in the Lower Merion 
Fire Department. 
 

Objective 10-1 
Identify all current fire officers of the Lower Merion Fire Department. 
  
Responsibly Party:  Fire Companies, Lower Merion Fire Department Board of 

Directors 
Monetary Impact:  minimal 
Urgency:  2021 
 
 
Objective 10-2 
Identify the certification levels of all current fire officers of the Lower Merion Fire 
Department. 
  
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Minimal 
Urgency:   2021 

 
 

Objective 10-3 
Perform a comparison using current Standard Operating Procedures (SOP) to determine 
whether current LMTFD officers meet the qualifications as stated within the SOP. 
  
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Minimal 
Urgency:   2021 
 
 
Objective 10-4 
Review and evaluate the current SOP to ensure compliance with today’s standard(s). 
  
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Minimal 
Urgency:   2022 
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Strategic Issue: Adoption of Firefighter Classifications (continued) 
 
Goal 10:   (continued) 
 

 
Objective 10-5 
Dependent on activity within Objectives 10-1 through 10-4, make the necessary changes 
to the current SOP. 
  
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Minimal 
Urgency:   2022 
 
 
Objective 10-6 
Submit the revised/updated SOP (refer to Objective 10-5) to the Lower Merion 
Township Fire Department Board of Directors.. 
  
Responsibly Party:  Lower Merion Township, Fire Companies 
Monetary Impact:  Minimal 
Urgency:   2022 

 
 

Objective 10-7 
Implement the updated SOP with all LMFDFC members. 
  
Responsibly Party:  Lower Merion Township, Fire Companies, LMFD Board of 

Directors 
Monetary Impact:  Minimal 
Urgency:   2022 
 
 

Goal 11: 
 
Identify the actual number of firefighting personnel/members within Lower Merion Township 
Fire Department. 
 

Objective 11-1 
Complete a study of all members and personnel within each fire company. 
  
Responsibly Party:  Lower Merion Township fire officers 
Monetary Impact:  Minimal 
Urgency:   2021 
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Strategic Issue: Adoption of Firefighter Classifications (continued) 
 
Goal 11: (continued) 
 

Objective 11-2 
Using the study completed in Objective 11-1, make a comparison of each fire company 
membership list to determine if any members hold membership in multiple fire 
companies. 
  
Responsibly Party:  Lower Merion Township fire officers 
Monetary Impact:  Minimal 
Urgency:   2021 
 
 
 
 

Strategic Issue: Currency of Fire Response Districts 
 
Goal 12:    
 
Determine if the Lower Merion Township Fire Department (to include all fire companies) are 
sending the closest resources to fire responses and other emergency incidents. 
 

Objective 12-1 
Complete a study of Lower Merion Township in relation to fire department fire company 
stations (their locations) and response districts. 
  
Responsibly Party:  Lower Merion Township 
Monetary Impact:  $5,000.00 
Urgency:   2022 
 
 
Objective 12-2 
Implement the necessary changes to dispatch (response assignments) that would be 
recommended based on the study outcome (Objective 12-1) and any decisions made by 
the Lower Merion Fire Department Board of Directors. (Note: Mutual aid changes could 
possibly be implemented.) 
  
Responsibly Party:  Lower Merion Township Fire Department Board of Directors, 

Montgomery County 
Monetary Impact:  Minimal 
Urgency:   2022 
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Strategic Issue: Currency of Fire Response Districts   (continued) 
 
Goal 12:  (continued) 
 

Objective 12-3 
If determined as needed by the study (Objective 12-1), construct a new fire station in 
the western portion of Lower Merion Township. 
  
Responsibly Party:  Lower Merion Township  
Monetary Impact:  Significant 
Urgency:   5 years 

 
 
 
Strategic Issue: Organizational Structure 
 
Goal 13:    
 
Establish a township wide chain-of-command hierarchy for command purposes at the incident 
scene to ensure safe outcomes for personnel while mitigating the incident as effectively and 
efficiently as possible. 
 

Objective 13-1 
Review the current Lower Merion Township Fire Department command structure. 
 
Responsibly Party:  Township Fire Chief and Fire Company Chiefs   
Monetary Impact:  Minimal 
Urgency:   2022 

 
Objective 13-2 
Determine an appropriate command structure for Lower Merion Fire Department.  
 
Responsibly Party:  Township Fire Chief and Fire Company Chiefs   
Monetary Impact:  Minimal 
Urgency:   2022 

 
Objective 13-3 
Implement the (as approved command by the Lower Merion Fire Department Township 
Board of Directors) structure for the Lower Merion Fire Department by January 1, 2023.  
 
Responsibly Party:  Township Fire Chief and Fire Company Chiefs   
Monetary Impact:  Minimal 
Urgency:   2023 
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