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Executive Summary

The Commonwealth of Pennsylvania, Department of Community & Economic Development
(DCED), and the Governor’s Center for Local Government Services began a lengthy project in
April of 2025 to assess the fire services for an all-volunteer department providing coverage for
Upper Salford Township, Montgomery County, as requested by the municipality and its
collective elected officials. This report is a limited analysis of operations and an evaluation of the
equipment and facility placement of the current fire departments serving this community.
Additionally, this analysis employs a regional approach, considering mutual aid partners and
shared services where potential efficiencies and duplication may be identified.

Key findings of this report include that the current volunteer systems are sustaining the
response, but struggle with recruiting new members, which is not atypical of the rest of the state
departments. A key identified requirement was the establishment of regular, structured meetings
and effective communication protocols with local elected officials, scheduled at predetermined
intervals. The purpose of these meetings is to inform local government officials of the current
goals of the organizations, the responses that are being implemented, and the projected needs.

The fleet size is found to be of an acceptable size in comparison to similar-sized communities;
however, one option for downsizing does exist, which involves combining a tanker-attack engine
concept. Water rescue services should continue to be supported as part of a wider regional
plan. Communities must grapple with climbing apparatus costs, and must be wise to maintain
minimum fleet sizes, saving where possible.

A deficit is noted in the facility's infrastructure. Due to age and some disrepair, it is
recommended that planning and funding begin on a more reasonable and efficient method of
housing the fire department and administrative services. This point represents a significant
future investment for the local fire department and will most likely require a combination of grant
funds and local bonded debt.

Finally, due to a lower call volume and identified risks in rural communities, a strong strategy to
prevent incidents is public education under a planned, funded, and organized community risk
reduction program. These programs are now strongly referenced nationwide, being incorporated
into ISO grading and accreditation processes, with an objective based on prevention rather than
reactive response tactics across a broader range of risks beyond just building fires. Fire
departments, both career and volunteer, must assume greater responsibility in educating the
general public about risks and hazards.

Four recommended improvements are proposed for Upper Salford Township’s implementation
to address the requirements of the Letter of Intent, they focus on general assessments of the
support needed, including financial support for the local volunteer department and the overall
scope of the agency's needs.

Recommendation 1: Establish a structured process for regular collaboration between
elected officials and fire department leadership to facilitate strategic planning, ensure
transparency, and effectively communicate departmental initiatives, decisions, and
accomplishments to stakeholders and the public.
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Recommendation 2: Fleet Sustainability and Strategic Apparatus Replacement
Planning.

Recommendation 3: Municipal Planning and Investment in Fire Station Infrastructure to
Support Long-Term Volunteer Service Sustainability.

Recommendation 4: Growth and Development of Community Risk Reduction Services
for Rural Communities.

Overall, the analysis underscores that Upper Salford Township’s volunteer fire service remains
functional and committed, but faces growing pressures related to staffing, facilities, and long-
term sustainability. Through improved communication with local officials, strategic apparatus
planning, facility reinvestment, and a renewed focus on prevention, the township can strengthen
and modernize its fire protection system for the future.
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Introduction: Objectives & Study Design

Municipalities are responsible under Commonwealth law for providing fire protection. They
should, therefore, periodically review their fire services to ensure they are delivering competent,
timely, and professional fire protection with appropriate resources, efficient operations, and
strong strategic management that meet the community's expectations. Return on investment or
fiscal responsibility must be considered in all aspects of public administration, and, as such, this
report is sensitive to growth, costs, and budgetary constraints. In addition, this report is
designed to interconnect responses from corporately separate and legally distinct municipal
agents, with an eye on shared and deliberately provided benchmark response levels.

This assessment aims to provide the municipality with an overview of fire protection, enabling it
to evaluate these findings and deliver services effectively and efficiently to residents and
businesses today, as well as in response to future trends. This plan is designed to lay a
framework of approximately five years, allowing local government and management to plan and
coordinate for growth beyond that time.

Emphasis On Sustainability

This analysis is designed to optimize resource use for long-term improvement of fire services
across Taylor Borough, while maintaining adequate funding and staffing in light of a changing
population.

Scope

This project required intensive involvement and included interviews with a wide range of
community stakeholders, including, but not limited to, municipal elected officials, appointed
officials, fire chiefs, and officers of each fire department/company, fire department personnel,
the EMS Chief, various other local government officials as appropriate, and other external
stakeholders, including members of the public.

Emphasis was placed on the following:

1. Organizational Structure and Governance: Review the organizational structure to ensure
its appropriateness and effectiveness in providing fire and rescue services within the
township.

2. Organizational, Managerial, and Operational Practices or Policy: Review existing general
orders, standard operating guidelines, policies, rules, and regulations about federal and
state requirements and guidelines, and contemporary “best” practices and procedures.

3. Strategic and Capital Planning, Budgeting: Review planning processes and the current
budget-establishment methods. This will include reviewing the existing master plan and
any capital plan, conducting an equipment assessment, and developing a risk
management strategy.

4. Facilities: Assess the adequacy of the current facilities for both current and projected
uses, and recommend any necessary changes in size, appropriateness, and
configuration. This will include an assessment of the fire station locations and response
times.

5. Community: ldentify significant issues and concerns regarding fire and rescue services
operations. Understand and appreciate the community's and local government's values
and “personality”.
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Methodology

The analysis was done using a regional approach, considering mutual aid partners and shared
services where potential efficiencies and duplication could be identified.

To understand and evaluate these issues, the Department of Community & Economic
Development assessed the municipality's current operations and those of the Fire Companies.
The principal approach utilized in this study included the following:

o Virtual meetings with all municipal officials involved in the letter of agreement, along with
the volunteer membership from two independent non-profit fire companies and the
leadership from two career-represented fire departments.

e Communication through email and phone interviews for follow-ups with all parties,
including various levels of the fire department structure and elected officials.

e Collecting external and internal data to document administrative and operational
management policies and practices.

e Making strategic decisions based on available resources, standards, and metrics to
enhance service models.

This report was officially completed in draft form in November of 2025. The Commonwealth of
Pennsylvania's Department of Community and Economic Development released it in November
of 2025 to the requested local government, with follow-up meetings arranged as needed to
facilitate consideration and implementation. The Commonwealth of Pennsylvania endeavors to
provide technical support after the plan presentation to assist local governments with solutions
to logistical and management questions.
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Municipal Overview

Upper Salford Township, located in Montgomery County, Pennsylvania, is a semi-rural
community with an estimated population of approximately 3,200 residents spread across 8.9
square miles. This equates to a population density of about 357 people per square mile,
reflecting its significant agricultural and low-density residential character. The township’s
population has remained relatively stable over the past two decades, exhibiting only modest
growth and a recent trend toward leveling off. The median age is 46.7 years—slightly higher
than both the county and state averages, indicating a mature population with a larger proportion
of middle-aged and older adults. This age distribution suggests a potential increase in demand
for emergency medical responses, as well as a need for targeted fire prevention and home
safety outreach for senior residents.

Household and economic data reflect a relatively affluent and stable community. The median
household income is approximately $117,000, with a per capita income of around $55,600 and
a poverty rate of just over 3%. Most housing is owner-occupied, and the median home value
exceeds $430,000, with many properties situated on multi-acre lots. These factors indicate a
community of established homeowners and low residential turnover. The township’s racial
makeup remains predominantly White (approximately 86%), with small but growing
representation of multiracial and Hispanic or Latino residents. Land use is characterized by
large single-family homes, agricultural operations, and open space, which present specific
challenges for fire service delivery—such as longer response distances, limited hydrant
coverage, and access issues on private drives.

From a fire service perspective, Upper Salford’s demographics point to a low call volume
environment with potentially higher per-incident complexity. The combination of an aging
population, large and dispersed residential properties, agricultural hazards, and limited
municipal water infrastructure underscores the importance of effective rural water supply
operations, mutual aid coordination, and sustained volunteer recruitment. Fire prevention
programs can benefit from the community’s high engagement levels and homeowner
investment, while planning efforts should continue to anticipate gradual residential infill and the
preservation of agricultural land that defines the township’s rural character.

Current Situation

Currently, the Township of Upper Salford is entirely protected by a single volunteer agency, the
Upper Salford Volunteer Fire Department, which responds from a single facility located at 782
Old Skippack Road, Salfordville, Pa. 18958.

Staffing Analysis

The current staffing of the fire department is entirely provided by volunteer membership, and the
numbers of response personnel were not examined for this review. No stipend or
reimbursement process is in place.
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Current membership of the all-volunteer fire department is as follows:

¢ Qualified interior Firefighter (Holding FF1 and/or FF2 certification test)-20 personnel
total.

e Exterior only Firefighter-3 personnel

o Driver Operator (apparatus drivers)-10 certified and four currently in the training process.

o Water rescue task force personnel-13 technicians

The department's fire chief stated that recruitment is a challenge across the Commonwealth of
Pennsylvania. Unable to recommend stipend or part-time positions as call volume does not
merit support or change to the current volunteer system.

Workload Analysis

Operational and policy analysis was not requested for review within the scope of work.

Community Demographics & Resource Impacts

No current intergovernmental agreements or service-sharing agreements exist. A typical mutual
aid agreement is in place among many surrounding communities.

Model Ordinance:

No examination of ordinance or government language is requested within the letter of intent.
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Summary & Recommendations

The following four recommended improvements are proposed for Upper Salford Township’s
implementation to address the requirements of the Letter of Intent, focusing on a general
assessment of the support needs, including financial support for the local volunteer department
and the overall scope of the agency's needs.

Recommendation 1:

Establish a structured process for reqular collaboration between elected officials and fire
department leadership to facilitate strategic planning, ensure transparency, and
effectively communicate departmental initiatives, decisions, and accomplishments to
stakeholders and the public.

A foundational component of effective local governance is consistent, informed communication
between operational leadership and elected decision-makers. In the context of municipal fire
and emergency services, the fire chief occupies a uniquely strategic position—not only as the
operational head of an essential public safety entity, but also as a subject matter expert on
community risk, resource deployment, emergency response capacity, and long-term service
sustainability. As fire and rescue departments continue to face increasing demands, rising
operational costs, recruitment and retention challenges, and evolving threats to public safety, it
becomes imperative that fire chiefs engage routinely and transparently with elected officials to
maintain alignment on needs, priorities, and community expectations.

Municipal leaders and fire department leadership often operate within different lanes of
responsibility—elected officials are tasked with fiscal oversight, public representation, and long-
term policymaking. In contrast, fire chiefs are immersed in the daily delivery of services,
personnel command, and incident response. Without a structured and recurring mechanism for
the two to communicate, opportunities for proactive planning are missed. The fire department
may proceed on the assumption that resources are available. At the same time, the governing
body may make budgetary or legislative decisions without a full appreciation of operational
needs, compliance requirements, or community risk factors. Over time, this disconnect can lead
to service degradation, funding shortfalls, deteriorating infrastructure, or even strained
relationships between departments and the public they serve.

To avoid these consequences and build a forward-looking, collaborative public safety model, a
formalized, recurring dialogue between the fire chief and elected officials is essential. This
relationship must extend beyond annual budget hearings or incident reporting. Instead, it should
evolve into a comprehensive, quarterly or bi-monthly forum where fire department leaders
provide insight into departmental operations, projected needs, strategic goals, and challenges.
In turn, municipal leaders gain the contextual understanding required to make informed policy
and funding decisions. This model promotes shared accountability, positioning both parties as
stewards of public safety, fiscal responsibility, and community engagement.

Regular meetings between the fire chief and the elected body should be structured around a
consistent agenda that promotes transparency and strategic planning. These meetings should
follow a professional, data-informed format, supported by clearly documented materials and
open discussion. A recommended agenda for such engagements might include:
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1. Operational Overview

A summary of significant incidents, call volume trends, and service delivery metrics
since the last meeting. This section should highlight both routine and atypical
responses, changes in response time, and notable outcomes that may require attention
or recognition.

2. Staffing and Personnel Report

Updates on personnel status, including recruitment efforts, training accomplishments,
retention data, promotions, vacancies, and changes to minimum staffing levels. Chiefs
should highlight any projected staffing needs or upcoming retirements that may
influence succession planning.

3. Financial Position and Budget Status

An overview of current expenditures versus budget, equipment maintenance and
replacement needs, grant funding opportunities, and capital projections. Fire chiefs
should prepare a rolling 12- to 24-month forecast of costs related to apparatus
replacement, facility needs, turnout gear lifecycle, and technology upgrades.

4. Strategic Initiatives and Planning

Status updates on ongoing or upcoming initiatives such as accreditation processes,
ISO rating reviews, response district analyses, training program expansions, EMS
integration, or volunteer recruitment campaigns. This section should provide insight
into the department’s long-term goals and the resources required to achieve them.

5. Community Risk and Outreach Activities

An assessment of current fire prevention efforts, public education activities, community
partnerships, and upcoming events. Fire chiefs should share how the department is
working to reduce risk across the population, particularly with vulnerable or high-risk
groups.

6. Policy and Legislative Considerations

Discussion of any local ordinances, state regulations, or federal mandates that may
affect fire department operations or funding eligibility. Chiefs should proactively identify
areas where board action, resolution support, or public messaging may be required.

7. Open Discussion and Organization Direction

Time should be set aside at each meeting for elected officials to ask clarifying
questions, raise community concerns, and provide direction or feedback. This time
reinforces the collaborative nature of the engagement, positioning both parties as co-
architects of the community’s public safety strategy.

To facilitate these meetings, the fire chief should be responsible for preparing a standardized
written report and brief presentation in advance of each session. These materials should be
distributed to elected officials at least 48 hours prior to the scheduled meeting to allow for
adequate review. The report should include data visualizations where appropriate—such as call
volume graphs, budget status charts, and risk maps—and should use clear, concise language
accessible to a non-technical audience. Where possible, chiefs should align their reporting
format with national standards, such as NFPA 1710/1720 metrics, ISO grading criteria, or
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performance indicators derived from accreditation benchmarks, including those of the Center for
Public Safety Excellence (CPSE).

This proactive engagement approach fosters a more informed and strategic decision-making
environment. When elected officials receive consistent, context-rich updates from the fire chief,
they are better equipped to defend budget requests, respond to constituent questions, and plan
for capital improvement cycles. At the same time, the fire department benefits from a more
predictable and stable governance structure—one in which leaders understand their operational
world and share responsibility for sustaining it.

In conclusion, establishing regular, structured meetings between fire chiefs, organizational
leaders, and municipal leaders is not just a best practice; it is an operational imperative in
today’s complex fire service environment. It ensures transparency, builds trust, supports
planning, and strengthens the community's overall safety infrastructure. Fire chiefs and elected
officials who engage in regular, meaningful dialogue are more likely to deliver responsive,
efficient, and forward-thinking services that meet the evolving needs of the public they jointly
serve.

To establish consistent and strategic communication between fire department leadership and
elected officials, a structured, short-term implementation plan should be launched over a six-
month period. In the first month, the fire chief or a designated representative should be assigned
responsibility for leading the process. The department should notify municipal elected officials of
its intention to begin quarterly briefings and work collaboratively with township or borough
administration to identify standing meeting dates, preferably selecting a consistent time, such as
the second Tuesday of each quarter's first month. During this stage, a standardized agenda
template and reporting format should also be developed, focusing on key reporting areas such
as operational updates, staffing, financial status, and strategic initiatives.

In the second month, the fire chief should compile a comprehensive baseline operational report
that includes data from the previous six months. This report should highlight incident volume,
response performance, current staffing levels, apparatus and equipment status, budget
performance, and any notable projects or needs. A professional presentation and
accompanying written materials should be finalized and shared with elected officials in advance
of the meeting, allowing time for review and preparation.

The third month marks the first official quarterly fire department strategic briefing. This meeting
should follow the pre-established agenda and include time for open discussion and feedback
from elected officials. It is essential to document attendance, key discussion points, and any
action items or requests arising from the meeting. Following the initial session, the governing
body should provide feedback on the meeting’s format, content, and frequency.

During months four through six, the fire chief should refine the process based on that feedback
and begin preparing for the second quarterly meeting. This includes enhancing the following
report with trend analysis, visual data dashboards (e.g., graphs on call volume or budget
tracking), and progress updates on any directives, projects, or goals established in the prior
meeting. The department may also explore inviting additional contributors to future briefings,
such as EMS partners, the emergency management coordinator, or volunteer leadership, to
broaden the scope of collaboration.

Upper Salford Township | 9



By the end of the six months, the quarterly meeting process should be well-established, with a
regular schedule, clear expectations, and improved alignment between operational leadership
and municipal governance. This foundational effort ensures transparency, supports proactive
decision-making, and positions both the fire department and the local government for long-term
success in meeting public safety needs.
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Recommendation 2:

Fleet Sustainability and Strategic Apparatus Replacement Planning.

For a volunteer fire department with a low annual call volume, maintaining a fleet that is right-
sized and functional is crucial to balancing operational readiness and financial sustainability.
Rather than prioritizing the purchase of new apparatus, the department should focus on
maintaining a reliable and serviceable fleet that meets response needs without placing
unnecessary strain on its limited capital budget. Apparatus replacement planning should be
guided by a practical evaluation of unit condition, reliability, maintenance costs, and the
department’s specific service demands, rather than adhering strictly to age-based replacement
cycles.

In many low-run departments, a well-maintained used or refurbished unit can provide sufficient
capability for years beyond traditional industry benchmarks. Departments should consider cost-
effective strategies such as acquiring quality apparatus used from reliable sources, pursuing
grant-funded vehicle replacements, or partnering with neighboring departments for reserve unit
sharing or joint procurement. Additionally, consolidating apparatus types—such as replacing
separate engine and rescue units with a multi-purpose rescue-engine—can help reduce
maintenance costs and streamline training for volunteer personnel.

A written apparatus plan should be developed in coordination with municipal officials to project
anticipated replacement needs over a 10- to 15-year period. This plan should account for
vehicle condition assessments, current and expected usage patterns, and the community’s
evolving risk profile. Annual updates to the plan, aligned with the local budget cycle, will improve
transparency and ensure that decision-makers are prepared to address future needs without
unplanned expenditures. By aligning apparatus management with the department’s accurate
operational profile, the organization can ensure reliability, reduce unnecessary spending, and
maintain community trust.

Current Fleet and Replacement/Need Justification:

Squad 78 2013 KME predator.

17840 miles engine 1528 hours.

1500GPM 100-gallon tank.

Original Purchase price of $465,000, which was funded
90% by township municipal funds. Has a full complement of
vehicle rescue equipment and is used as a secondary
suppression engine.

Engine 78 20113 Pierce Arrow

1931 miles, 1727 engine hours

2000 GPM 750-gallon water, 35-gallon foam

Purchased in 2024 $375,000 by a 70% municipal fund split.
Primary fire attack piece. The truck is in good condition.
Purchased from Morrisville, Pennsylvania, as a used unit.
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Tanker 78 1998 Freightliner S&S

38935 Miles, 2374 engine hours.

1250 GPM 3000-gallon tanker

Purchased for $375,000, 70% municipal fund split

Our second response unit for all fires is the primary water
source

Source of supply in a rural community setting.

The truck has been in poor condition, with numerous
suspension issues and high maintenance costs,

for the past two years.

Special Service 78 2006 Ford F-550

14014 miles

Purchased in 2023. Purchased by the township

100% municipal purchase for $75,000.

Primary response for all medical calls, water rescues,
rope rescues and second out on general rescues.
Contains a large complement of rope rescue equipment,
some vehicle rescue equipment and

features an onboard air cascade system.

Command 78 2017 Chevrolet Tahoe

46,000 miles

Purchased in 2024 as a duty officer vehicle to support
Department transportation to meetings and incidents.
The unit was purchased from Montgomery Township

for $10,000

from the fire department funds entirely.

Traffic 78 2000 Ford F-250

32,600 miles

Purchased in 2024 from the Worcester Fire Company

As a used unit, for around $4,000 from a departmental fund
source. The truck is in fair condition and is utilized for traffic
control emergency incidents.

Utility 78 2002 F-550

17902 miles

The truck was purchased by a private donor, helping

the company expand its water rescue capabilities to pull the
boats. The truck currently also tows the ATV and fry trailer
for fundraising events. The unit also has an updated lift gate.




UTV 78 2020 Can am 6x6

575 miles

With the expansive trail system, park system, ski slope
and the Philly folk festival, this unit and its trailer were
designed. The unit was purchased with insurance money
totaling $35,000. The unit is in very good condition.

Swift water 78-1, 78-2, 78-4

PEMA type 1 team designation received by the department
Providing regional response for water rescue. Unit cost
Covered by various donated sources with no expense
From department budget to date.

Fire Apparatus Replacement Cycles in Rural Fire Areas

In rural fire service operations, evaluating and planning for fire apparatus replacement is a
crucial component of maintaining an effective emergency response. Unlike urban departments,
rural agencies often face lower call volumes, smaller tax bases, and greater dependence on
apparatus to serve across broad geographic areas. These realities result in vehicles remaining
in service longer, often well past the industry-recommended lifespan. While this can stretch
limited resources, it also introduces heightened risks, including rising maintenance costs,

unplanned downtime, and potential safety non-compliance.
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Key Points of Consideration:
e Operational Demands:

Apparatus must be evaluated based on actual workload and the operational
environment. Rural departments often face long travel distances, challenging terrain,
and seasonal weather impacts that can accelerate wear and tear. An apparatus that
responds to fewer calls may last longer mechanically but still face age-related reliability
issues.

¢ Apparatus Age & Condition:

Industry guidelines, such as NFPA 1911, recommend service life targets for frontline
and reserve apparatus. However, age is only one factor—structural integrity, corrosion,
drivetrain performance, and compliance with modern standards all influence the timing
of replacement.

¢ Maintenance Trends & Costs:

Tracking maintenance history is essential. A noticeable increase in repair frequency or
cost—especially for major components such as pumps, transmissions, or aerial
devices—signals that replacement may soon be more cost-effective than continued
repairs. Additionally, extended repair downtime can leave gaps in service coverage.

Safety & Regulatory Compliance

Modern fire apparatus is equipped with enhanced crew protection features, improved visibility,
advanced braking systems, and emissions compliance measures. Older units may lack these
safety systems, exposing firefighters to unnecessary risks and potentially increasing the
municipality's liability.

Financial Planning

Strategic replacement planning should align with multi-year budgeting cycles to avoid last-
minute, high-cost emergency purchases. Consideration should be given to apparatus financing,
state and federal grant opportunities, and cooperative purchasing agreements. Rural
departments may also explore shared ownership of apparatus with neighboring agencies to
reduce costs.

Community Impact & Confidence
Reliable equipment reinforces public trust and ensures a timely and effective emergency

response. Frequent mechanical failures or outdated equipment can negatively influence public
perception and potentially jeopardize community support for funding initiatives.
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Fire Apparatus Replacement Cycle — Rural Fire Department Planning Guide
(Based on NFPA 1911 recommendations, rural operational considerations, and
extended service realities)

Total
Service
Life

Frontline | Reserve

AR T2 Service | Service

Engines/Pumpers 12-15 5-8 years 17-23
years years

Aerial Apparatus 15years 5Syears 20 years

(Ladders/Towers)
Tanker/Tenders 14-18 5 years 19-23
years years
Brush/Wildland 10-12 15-17
. 5 years
Units years years

Heavy Rescue Units 15years 5years 20 years

Ambulance (if 8-10 years 3-5 years 11-15
applicable) years

Conclusion on the Apparatus Plan Improvement

Key Replacement Triggers

Escalating pump repairs,
frame corrosion, drivetrain
failure, NFPA safety feature
gaps

Hydraulic/electrical failures,
ladder testing failure, turntable
wear, and safety compliance

Tank leaks, suspension/frame
damage, brake system
obsolescence

Frame rust, pump degradation,
4x4 drivetrain failure

Generator/lighting system
failure, body corrosion, chassis
obsolescence

Chassis wear, HVAC failures,
litter system upgrade
requirements

A structured, data-driven apparatus replacement cycle enables rural fire departments to
maximize the lifespan of their fleet while minimizing safety risks and unplanned expenses. By
weighing operational needs, equipment condition, maintenance history, safety compliance,
fiscal realities, and community impact, decision-makers can create a sustainable apparatus plan
that supports long-term service reliability while minimizing total fleet size and overhead costs.
The ideal fleet size for Upper Salford Volunteer Fire Department should be composed as

follows:

1. One (1) duty officer/command officer staff vehicle: Utilized for day-to-day operations and
emergency response, where a fire department supervisor will respond to and command

an incident from a fixed vehicle.

2. One (1) Structural fire primary response engine with minimum vehicle rescue capability,
and general hazard control tools in a larger squad-style body.

3. One (1) structural fire engine/tanker capable of carrying more than 2000 gallons of on-
board water, but also able to function as an initial fire attack engine.
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4. One (1) service squad capable of moving workforce and equipment to support rescue
services, including a prime mover for boats and plowing if needed. It should be utilized
for medical responses to reduce mileage on larger fleet vehicles.

5. One (1) additional prime mover fleet truck for water rescue missions and general
materials movement. This unit may also be fitted with storage boxes as needed or a
service body to move PPE and other rescue tools.

6. One (1) traffic control unit: These units have become a mandatory item for roadway
response and safety personnel with appropriate lighting and signage, particularly given
the high risk of higher speed roadways. As part of the small vehicle fleet, this vehicle
may also serve as a prime mover for trailers.

7. At minimum, two (2) watercrafts to provide for a primary and secondary immediate
rescue assets for an incident, along with all required motors and support items on a
ready state trailer.

8. UTV given that the region is rural, and water rescue missions may be off paved roads or
greater distances, along with an appropriate flatbed loading trailer.

The only area of future efficiency and potential fleet downsizing that should be operationally
evaluated would be the combined functions of Tanker 78 and the second suppression engine,
which are somewhat redundant. As the tanker approaches the end of its defined life span, this
would be the logical next unit to examine, and the potential resale of one of the engines, with
that value directed to the engine/tanker concept.

It is noted that during discussions about the fleet, the fire department has been very responsible
with finances, saving money where possible by using and repurposing gently used vehicles to
maintain the small vehicle fleet. It is recommended that host municipalities increase investment
directly tied to replacing larger fleet vehicles. The replacement cost of larger apparatus is
becoming an unreasonable burden for many rural fire departments; therefore, local government
must share that responsibility and support grant funding wherever possible.

Support for water rescue assets should be continued and encouraged, as the organization
functions as part of a wider regional shared element for this specific incident type, as well as for
the training required for staff to work safely in this incident type. Call volume statistics in this
region underscore the need for a water rescue capability, supported by several agencies in a
task force relationship, and should be encouraged as part of a regional response plan.

Therefore, the governing body finds it prudent and necessary to adopt a Fire Apparatus
Replacement Plan as a matter of municipal policy. Such adoption represents a commitment to
fiscal discipline, operational readiness, and the community's health and safety. The adopted
plan often allows a bridge in communication as local government leadership and officials may
change, but the fire protection resource planning can remain on track.
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Recommendation 3:

Municipal Planning and Investment in Fire Station Infrastructure to Support Long-Term
Volunteer Service Sustainability

Background in department facilities:

Physical facilities are as necessary to the community as the fire apparatus and the personnel
who respond to them. They are a source of pride for the membership and ensure the fire
department's resources are secure. Upper Salford Township, as the municipal government,
must also assist in supporting the facility's infrastructure and improvement costs in support of
the volunteer agency. All facilities should be designed to accommodate staff residency during
emergencies, including working kitchens, male and female dormitories, bathroom facilities,
office space, classroom space, and physical fithess facilities, with an emphasis on overall health
and welfare. Additionally, space should be allocated for extra floor space to accommodate the
storage of apparatus and equipment. It is highly recommended that architects be consulted for
any long-term additions to township facilities, as these buildings often have a lifespan of 40 to
50 years. Without the State of Pennsylvania's involvement, many departments operate from
facilities that are poorly designed for firefighter health and often have severe maintenance
deficiencies. This report notes that the Upper Salford Volunteer Fire Department currently
operates from a dated and incomplete facility that requires significant investment within a short
timeframe.

The Federal Emergency Management Agency released a 1997 document that provided critical
input and guidance on station designs, which local elected officials should reference for funding
and design criteria (Safety and Health Considerations, 1997).

The following excerpts were taken from The Whole Building Design Guide (Minion, 2017)
Apparatus Bays

Sizing the apparatus bay is crucial, and it should be designed to accommodate a range of
vehicle sizes. Typically, the entire room is sized to the bay size of the largest vehicle in the fleet
or the largest anticipated vehicle. Bays also include vehicle exhaust removal systems,
compressed air and power drop lines, as well as hot and cold-water connections. Bay doors
must also accommodate the largest vehicle and include a manual opening mechanism in the
event of a power failure. Ideally, the site will accommodate drive-through bays.

Apparatus Support and Vehicle Maintenance

Apparatus bay support functions include cleaning and maintenance areas for the firefighter's
self-contained breathing apparatus (SCBA), protective clothing, fire extinguishers, and other
equipment. It also includes storage areas for firefighting gear and equipment, as well as secure
storage for medical supplies. Some of these areas are specialized spaces for disinfecting
protective equipment and for maintaining and recharging the SCBA in a clean environment.

Agent storage is typically provided in a single-story structure separate from the fire station
building. It should be located along the drive leading into the Apparatus Bay to facilitate the
loading and unloading of firefighting agents. In some cases, it may be attached to the main
structure.

A vehicle maintenance bay may also be included in a fire station. It is a dedicated maintenance
area for firefighting apparatus, featuring a heavy-duty lift and all necessary utility connections for
extensive vehicle maintenance and repair.
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Administrative and Training Areas

Administrative areas include standard offices, conference rooms, and training rooms. The area
will also likely include additional specialized spaces, such as the chief's office with sleeping and
shower facilities, as well as computer training/testing facilities for firefighters' continuing
education. Some stations may include a highly specialized dispatch room for receiving
emergency calls from the public and can operate as local emergency operations centers if
required.

Residential Staff Housing

The day room accommodates kitchen, dining, and living/recreation functions. It is often
separated into subspaces for those three functions, but an open design may also be effective to
encourage interaction between the spaces. The dining space may also double as a training or
meeting space and might include provisions for audiovisual equipment.

Dorm room design can vary widely from station to station and department to department. Each
firefighter is assigned a designated area for sleeping, working, and storing personal belongings.
Careful consideration should be given to the location and design of the area to ensure response
times can be met. See Emerging Issues below for more information on dorm rooms.

Other residential areas include a laundry room, a fithess room, bathrooms and showers, and
possible additional recreation spaces, such as an outdoor patio and a game room.

As above, due to the facility's continuous occupation by firefighters or EMS staff and the
presence of hazardous materials, special attention must be given to designing the facility to
accommodate equipment and operational strategies that protect occupants and maintain a
healthy environment. Consider the following critical elements:

. Provide a secure facility for both personnel and materials, such as controlled medical
supplies and hazardous fire suppression agents.

. Use non-toxic building materials and improved maintenance practices.

. Ensure good indoor air quality and abundant natural light in the residential and
administrative areas.

. Ensure good ventilation of industrial areas such as the apparatus bay and prevent
contamination of clean spaces (green space) such as the SCBA maintenance areas.

. Ensure that equipment, furnishings, and finishes do not contain asbestos or lead.

Emerging Firehouse Design Issues

One emerging issue in fire station design is the additional attention given to firefighter quality of
life and furnishings. As noted above in design considerations, one way to promote quality of life
is to provide separate dorm (male/female) rooms for each firefighter. Typically, each room is
shared among firefighters from different crews/shifts so that it is never occupied simultaneously.
Individual lockers are provided for each firefighter. Some departments are taking this one step
further and giving separate beds for each firefighter. Wall-beds, also known as "Murphy-beds,"
are also becoming a common alternative. These combine the qualities of an individual bed with
added space savings.
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Status of facility located at 782 Old Skippack Pike, Salfordville, PA 18958:
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Initially, a small garage was built around the beginning of 1947 (exact date unknown) as the
original facility. A new building followed, with expanded space, built in approximately 1954.
This consisted of a 2 2-bay double-stacked apparatus room with a connected kitchen and
basement. Later, this became the existing rental hall.

A four-bay front, one-bay rear addition was added in 1994, along with bathrooms and three
administrative offices. The hall was renovated around 2005. The addition has remained
untouched since 1994 with little maintenance. A $75,000 grant was applied for and used to
update all the property's HVAC systems.

The exterior bay doors are failing due to significant wear, and the roof is leaking in multiple
places. The current septic system is also outdated in capacity and will not pass the test. It was
also indicated that much of the paving around the firehouse is crumbling and in need of
resurfacing.

Upper Salford Township | 19



The current firehouse no longer meets the operational, safety, and community service
requirements expected of a modern emergency response facility. Aging infrastructure, limited
space for apparatus, inadequate living quarters, and non-compliance with updated safety and
building codes present daily challenges for firefighters and volunteers. These deficiencies also
pose risks to both personnel health and the department’s ability to provide a timely, effective
response.

Incremental maintenance and short-term fixes are no longer cost-effective. The facility has
reached a point where significant capital investment is necessary to ensure service continuity.
This investment may include substantial renovations, modernization of critical systems, or—
increasingly likely—the construction of a new fire station designed to accommodate current and
future community needs.

A new or substantially renovated facility would not only address structural and safety concerns
but also improve operational efficiency, provide appropriate training and living space, and
ensure compliance with national standards for emergency services facilities. Investing in
modern infrastructure is an investment in community resilience, public safety, and the retention
of highly trained firefighters.

Local government leadership is encouraged to consider this as an urgent and essential
component of long-term municipal planning. A comprehensive facilities study and cost-benefit
analysis will be necessary to determine the most fiscally responsible course of action. However,
the need for decisive investment is clear, as is the need to consult with architects to determine
whether any portion of the building may be redesigned to save costs across the project.
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Interior View and Images of Facility:
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Funding resolutions for infrastructure investment:

The cost of commercial building today is accelerating, and thus, funding is always a significant

concern for local government, given limited revenue sources and taxed populations. Nationally,
facility construction today averages about $700 per square foot. Keeping that in mind, a typical
footprint for a 19,000-square-foot facility would be $12 million for a new design in 2025 (Foley,

2019).

Local Fire Millage Tax Rate: Upper Salford elected officials should consider a stepped fire tax
rate plan to support infrastructure costs and advancements for the local fire agency. Fire
mileage is allowable under Pennsylvania Statute Title 8 Chapter 13 Section 2, which legislates
up to a maximum of 3 mills within a community to create revenue for fire service support. To
date, Upper Salford has no fire tax in place, and in the current economic climate, bold tax
increases are generally not well received by the voting populace. To take advantage of this,
Upper Salford should create a step that sets a .5 mill rate for three years, then increases it to a
complete 1 mill for no less than the next three years.

A .5 mill rate results in $ 0.50 on $ 1,000 of estimated property value, or $50.00 additional tax
per $100,000 of property value. A total township-wide property tax value calculated by the
millage over $100,000 can suggest whether this will be of value in solving funding shortfalls to
support significant facility improvements.

Federal Funding Sources:

FEMA Assistance to Firefighters Grant (AFG) Program

This program enhances the safety of the public and firefighters with respect to fire and fire-
related hazards by providing direct financial assistance to eligible fire departments, nonaffiliated
EMS organizations, and State Fire Training Academies (SFTA) for critically needed resources to
equip and train emergency personnel to recognized standards, enhance operational
efficiencies, foster interoperability, and support community resilience—more information at
https://www.fema.gov/assistance-firefighters-grant.

US Department of Agriculture Community Facilities Grant and Loan Program

Public bodies and non-profit organizations in rural communities (with fewer than 20,000
residents) can use funds to construct, expand, or improve public facilities. This includes
municipal vehicles, police vehicles, fire trucks, and fire stations. Graduated scale of grant
assistance based on population and poverty, with highest priority to communities with a
population of 5500 or less and a median household income below 80% of the state
nonmetropolitan median household income. More information at
https://www.rd.usda.gov/programs-services/community-facilities-direct-loan-grant-program
Applications accepted year-round.

Federal Congressional Discretionary Spending — Community Project Funding

Grants to purchase, construct, or improve essential community facilities, to purchase
equipment, and pay other related project expenses. Essential community facilities include, but
are not limited to, healthcare facilities, public facilities, public safety measures, educational
services, and other community support services. Examples of eligible projects include medical
or dental clinics, town halls, courthouses, childcare centers, police or fire departments, public
works vehicles, or distance learning equipment. Any project must serve a rural area as specified
in 7 CFR 3570.53 (rural areas including cities, villages, townships, and Federally Recognized
Tribal lands with no more than 20,000 residents), and the Member’s request must demonstrate
community support.
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Pennsylvania State Funding Sources:

PA Office of State Fire Commissioner: Fire Company, Volunteer Ambulance Service
Grant Program

The Fire Company, Volunteer Ambulance Service Grant Program provides grants to volunteer
and career fire, volunteer ambulance, and rescue companies. Eligible organizations may apply
for grant funding for facilities, equipment, debt reduction, and training. For more information,
visit the Office of the State Fire Commissioner's site at www.osfc.pa.gov. The grant application
is available online in September of each year, the week following Labor Day.

PA Office of State Fire Commissioner: Volunteer Loan Assistance Program

The Volunteer Loan Assistance Program (VLAP) provides loans at a fixed 2% interest rate to
volunteer fire, ambulance, and rescue companies for the acquisition, rehabilitation, or
improvement of apparatus, facilities, and equipment—more information at www.osfc.pa.gov.

Unconventional Gas Well Fund Grant Program

The Act 13 UGWF Grant Program provides grants to volunteer and career fire, emergency
medical services, and rescue companies throughout the 40 counties of Pennsylvania (PDF)
where unconventional gas well drilling has been permitted, or to counties that directly border the
permitted counties and that respond to gas well-related emergencies.

State Representative Project Discretionary Spending Accounts:

Often, state legislative representatives maintain fund accounts to support local government
needs in their respective regions. This may not fund an entire facility replacement but may be
utilized to fund individual systems installed within the facility. These are often funded through
competitive grants, so outcomes and cost projections should be known before approaching
state government representatives to consider the work.

State Block Grant / State Facility Grant Funding (Act 179 of 1984)

Reference: https://dced.pa.qgov/download/cdbg-program-quidelines/?wpdmd|=65545

The mission of the Department of Community and Economic Development (DCED) is to
promote the shared prosperity of all Pennsylvanians by supporting responsible stewardship and
sustainable development initiatives throughout our commonwealth. DCED serves as a valuable
resource for communities and industries, offering strategic guidance, technical assistance,
training, and financial support to foster growth and prosperity.

The Department’s 2025-2026 priority is to revitalize Pennsylvania’s economy by offering tax
credits and targeted assistance to economically distressed areas and low-income populations,
with an emphasis on community engagement and collaboration among residents, nonprofits,
and businesses. Increased community revitalization efforts will drive Pennsylvania's growth.
This underscores the importance of programs such as the Community Development Block
Grant (CDBG) in providing support and opportunity for every neighborhood and community in
the commonwealth. The Community Development Block Grant program will take a proactive
approach to achieving its goals, which are ultimately to provide additional resources to assist
neighborhoods experiencing fiscal difficulties and to prevent adverse impacts on the health,
safety, and welfare of Pennsylvania communities, helping them establish a path toward good
fiscal well-being.
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Recommendation 4:

Growth and Development of Community Risk Reduction Services for Rural Communities

Beyond emergency response, community risk reduction has become a national priority to
address fire and medical hazards in most communities. Community Risk Reduction (CRR) in
rural populations is unique because the hazards present often differ in scale and character from
those in more urbanized settings. Rural communities are more likely to face risks related to
agricultural operations, wildland and brush fires, hazardous materials from farm storage or
transport, limited water supply for firefighting, and longer emergency response times due to
geography. Additionally, older housing stock, manufactured homes, and isolated properties
contribute to increased fire vulnerability. At the same time, severe weather events such as
floods, ice storms, or tornadoes often have a greater impact due to limited infrastructure and
fewer redundancies in critical services. These factors mean that CRR in rural areas must
prioritize hazard awareness, prevention, and mitigation strategies tailored to dispersed
populations, vulnerable housing conditions, and natural environment—driven risks. Rural
departments often struggle to increase call volumes or improve service provision. They should
instead focus on education and risk-reduction measures, with value from the Insurance Service
Office standpoint as well.

Emergency Medical Services (EMS) represent a critical component of Community Risk
Reduction in rural communities, where healthcare access is often limited, and response times
are prolonged. Unlike urban areas, where hospitals and advanced life support units may be
minutes away, rural populations frequently experience extended delays in both EMS arrival and
transport to definitive care. These delays increase the severity of outcomes for time-sensitive
medical emergencies such as cardiac arrest, stroke, or traumatic injury. Prehospital threats
often necessitate the fire department taking a larger role, providing either an ambulance service
or a Quick Response Service (QRS).

Core Elements of CRR in Rural Communities

1. Data-Driven Risk ldentification: Using incident reports, census data, and local
knowledge to map high-risk areas (e.g., clusters of older housing, high wildfire potential,
limited EMS access).

2. Prevention Programs: Fire safety education, home safety checks, smoke alarm
distribution, and outreach to vulnerable populations.

3. Code Enforcement and Standards: Where applicable, leveraging building codes, fire
codes, and property maintenance standards to reduce risks, while recognizing that many
rural areas have limited enforcement capacity.

4. Community Partnerships: Collaborating with schools, civic organizations, healthcare
providers, and local businesses to extend outreach and resources.

5. Emergency Preparedness: Public campaigns on evacuation, severe weather
readiness, and home fire escape planning tailored to rural hazards.

6. Resource Alignment: Matching limited personnel and financial resources to the
highest-priority risks, ensuring investments provide maximum community benefit.
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Currently, the Upper Salford Fire Department provides public education through various
activities in the school district, daycare facilities (required), and traditional open house events
held at select other fire department locations. The department lacks an organized committee or
work group, and it also lacks a public education plan.

The Officer of the State Fire Commissioner has assumed a new and innovative role in
promoting community risk reduction support for local governments and fire services. Assistance
can be located at their website using the following link:
https://www.pa.qgov/agencies/osfc/communities

Nationally, Vision 2020 was launched to assist communities with risk-reduction planning and
training. Vision 20/20 was launched in 2008 as a national project to advance Community Risk
Reduction (CRR) within the U.S. fire service. Funded initially by the U.S. Fire Administration and
managed through the Institution of Fire Engineers (U.S. Branch), Vision 20/20 emerged from a
growing recognition that traditional fire suppression alone was not enough to protect
communities effectively. The project sought to shift the fire service toward a proactive, data-
driven approach that focused on identifying, prioritizing, and mitigating community risks before
emergencies occur. Its early initiatives—such as developing CRR planning guides, training
modules, and the “Model Performance in CRR” symposiums—helped formalize CRR as a
strategic framework and inspired departments nationwide to adopt prevention-focused programs
tailored to local risks.

Today, Vision 20/20 has evolved into a national movement that has shaped how fire and
emergency services approach public safety. CRR is now recognized as a core mission element
by organizations such as the National Fire Protection Association (NFPA), the International
Association of Fire Chiefs (IAFC), and the U.S. Fire Administration (USFA). NFPA 1300, the
Standard on Community Risk Assessment and Community Risk Reduction Plan Development,
reflects this institutionalization of CRR principles. Across the country, departments of all sizes
are integrating CRR into their operations—using data analytics, partnerships, and public
education to address both fire and non-fire risks, such as EMS calls, falls, and opioid overdoses.
As a result, Vision 20/20 has transitioned from a pilot initiative to a sustained national strategy
that redefines the role of the modern fire service as a community risk manager, not just an
emergency responder.

Vision 20/20 and further support materials can be referenced at: https://strategicfire.org/
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Potential Campaign Types / Themes to Adapt for Rural CRR

When adapting national programs or designing new campaigns for rural communities, consider
these types/themes (drawn from existing examples), which may be particularly relevant:

1. Smoke & Carbon Monoxide Alarm Distribution + Education
Free or subsidized smoke/CO alarms, battery replacement visits, guidance on where
and how to install, and how to test.

2. Home Fire Preparedness / Escape Planning
Teaching households how to prepare escape routes, how to respond in a fire, especially
for homes with specific vulnerabilities (older homes, mobile homes, isolation).

3. Volunteer Engagement & Training
Recruiting/training local volunteers for prevention education, hazard inspection, home
visits, and helping EMS/fire departments with non-response tasks.

4. Community Health / EMS Prevention
Campaigns targeting chronic disease management, mental health, overdose prevention,
and injury prevention (including farm safety and road safety) aim to reduce the overall
burden by addressing fewer severe EMS calls.

5. Wildfire / Wildland-Urban Interface (WUI) Awareness
Education about evacuation readiness, defensible space, fire-safe landscaping, building
materials, and early warning systems.

6. Youth / School-Based Safety Education
Programs in schools on fire safety, CPR & First Aid, risk awareness, and disaster
preparedness drills.

7. Code & Infrastructure Enforcement / Incentives
Encouraging/assisting compliance with building/fire codes where feasible; offering
incentives or assistance for retrofitting dangerous housing; and improving infrastructure
(water supply, roads, hydrants).

Potential steps to CRR program development:

Creating a Community Risk Reduction (CRR) Committee in a volunteer fire department can be
done effectively with a structured yet practical approach that aligns with the department’s size
and resources. Here is how to implement it in a way that ensures leadership, accountability, and
sustainability:

1. Establish Leadership and Authority

Begin by appointing a CRR Program Coordinator or CRR Officer (potentially a fire officer
position)—someone passionate about prevention and community engagement, ideally with
strong organizational skills. This person does not need to be a chief officer but should report
directly to the Fire Chief or a designated operations or administrative officer. Their role is to
chair the CRR Committee, coordinate projects, maintain documentation, and act as the
department’s liaison for external partners (schools, EMS, police, local government, etc.). The
appointment should be made formally through a department order or policy to ensure authority
and continuity.
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2. Form the CRR Working Committee

The CRR Committee should consist of 4—6 members representing various perspectives within
the department, including operations, training, EMS, public education, and administration.
Include at least one community stakeholder, such as a township official, school representative,
or business owner, to strengthen local collaboration. The committee’s purpose is to identify and
prioritize community risks, design prevention and mitigation activities, and track outcomes over
time. Meetings can occur quarterly or monthly, depending on the scope of projects.

3. Start with a Simple Plan and Community Assessment

The committee’s first task should be a basic Community Risk Assessment (CRA) that reviews
local incident data, hazards, and demographics. Then, select one or two achievable CRR
projects (e.g., smoke alarm installation, senior fall prevention, or wildfire awareness). Use free
resources from Vision 20/20 and NFPA 1300 to guide planning and evaluation.

Department regulations and policies may need to be amended to officially recognize this
committee's actions and specify the process for selecting or empowering members of this
working group.
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Conclusions

This study began in the spring of 2025. It focuses strongly on realignment to satisfy
organizational course corrections. Issues identified were directly tied back to the identification of
department leadership, and consistent administrative controls were always guided towards
improvement and support of fire services, including administration.

It is imperative that the Department Chiefs, other senior department leadership, and the
community at large consider and monitor the township's growth, staying ahead of the curve for
strategic changes, including unrealized costs and shifts in response burdens. To connect
emergency response and community planning needs, the budget must be conscientiously
edited to support fire and EMS needs. The volunteer aspect of the department must be
consistently supported by a commitment to recruiting and retaining quality personnel who desire
to assist within the Township, and, reciprocally, the Township's support of operational costs,
which continue to trend upwards.

Many Pennsylvania communities face challenges, including continuing to provide for mounting
service requirements in the most cost-effective manner possible while determining fair and
responsive resource allocation. As the department refines its model over the next five years, it is
likely to see improvements in its ISO rating, firefighter training, and safety, as well as a better
relationship with the township government and a more satisfied citizenry.

The Commonwealth of Pennsylvania Fire Service is in a state of flux. Solutions must address
many issues within volunteerism, the growth of career services, and rising costs at all
operational levels. Department leadership must be innovative and creative in finding
development solutions and highly cooperative with elected local government officials. Internal
and external stakeholders, including local government, must communicate and invest time in
building relationships to ensure the future of Upper Salford Township's fire and emergency
medical services. The above recommendations will impact and improve the fire department's
internal and external elements; however, they are primarily interrelated and will increase the
system's overall performance.

Upper Salford Township | 28



DCED Leadership and Emergency Services Program Staff

Leadership:

Richard P. Vilello, Jr., Deputy Secretary
Community Affairs and Development

Kathy Wyrosdick, Executive Director, AICP
Governor’s Center for Local Government Services

Andrew Sheaf, Deputy Executive Director
Governor’s Center for Local Government Services

Program Staff:

Yvonne Lemelle, Emergency Services Program Manager
Governor’s Center for Local Government Services

Anne Weaver Morrow, Local Government Specialist
aweavermor@pa.gov or 717-720-7384

Angela Callie, Local Government Specialist
acallie@pa.gov or 717-317-5351

Floyd Wise, DCED Fire Peer Consultant

Kelly Wilson, Administrative Assistant
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