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CPSM has conducted over 450 public safety studies, in more than 300 jurisdictions,
in 46 states and Canada

Services
• Strategic Planning
• Master and Strategic Plans
• Risk Assessments
• Public Safety Training
• Dispatch, EMS, Police & Fire Technical Assistance
• Chief Selection Advantage
• Standards of Response Coverage

CPSM: The Exclusive Provider of 
Public Safety Technical Assistance to ICMA



WHAT WE’RE 
GONNA DO…

Understand the current challenges 
in EMS delivery
• Staffing/Workforce
• Economics
• Supply Chain

Learn how to balance cost & 
service delivery
• Based on clinical evidence!

Learn how to evaluate EMS 
effectiveness in your community
• Clinical
• Operational
• Economic
• Experiential

Learn ways some communities are 
transforming “EMS” delivery



WORKFORCE CHALLENG





Lost on the Frontline

Photo Credit: KHN

https://khn.org/news/lost-on-the-frontline-health-care-worker-death-toll-covid19-coronavirus/
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Analysis and Trends 
of the Minnesota 
EMS Workforce
April 2022





2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022
EMT 70 72 70 67 65 68 68 68 68 67 68 70
Paramedic 72 74 73 74 72 71 73 72 71 69 70 72
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Lawmakers hear of ‘silent crisis’ impacting EMS
By Mike Nolting

May 22, 2022

EMS services sound the alarm over financial crisis as demand for care 
increases
by CBS 21 News
Monday, June 6, 2022

'We're way past crippling': EMS officials tell of funding, staffing woes to area county commissioners
By Sean P. Ray 
May 17, 2022 

HSHS to close Decatur Ambulance Service on Sept. 1
Brenden Moore

6/27/22

What if you call 911 and no one comes?
Inside the collapse of America's emergency medical services.
By Erika Edwards
Oct. 22 2019

https://wvmetronews.com/author/mnolting/


EXPENSE THREATS - RECRUITING/ RETENTION 
COMPETITION ALL POSITIONS



Why so many firefighters don’t become paramedics

Five factors help explain why our current crop of firefighters and firefighter-EMTs never make the move
May 28, 2022

Within fire-based EMS systems everywhere, the numbers of firefighter-paramedics are dwindling. Fire 
departments are scrambling to fill their immediate vacancies by drawing in new paramedics. Recruitment 
campaigns promising great benefits, sign-on bonuses and guaranteed shifts away from the ambulance are filling up 
social media feeds.

Ten years ago, when fire department jobs were scarce, campaigns like these would have brought in a flood of 
qualified candidates. Not so in today’s world. Everyone is hiring. And many agencies that used to require a 
paramedic license to even be considered have lowered the required qualifications just so they can fill all the empty 
seats on their fire engines. Even those vacancies have become a struggle to fill.

It’s time for fire-based EMS to realize that there simply aren’t enough paramedics out there to fix our problem. The 
answer lies within – encouraging our existing firefighters and firefighter-EMTs to become paramedics. But to do 
that we must first be honest and talk about the reasons they don’t become paramedics.

https://www.firerescue1.com/career-1/articles/why-so-many-firefighters-dont-become-paramedics-VKO8qSI6qA7pkEwI/

https://www.firerescue1.com/career-1/articles/why-so-many-firefighters-dont-become-paramedics-VKO8qSI6qA7pkEwI/


THE AMBULANCE
When compared to a suppression apparatus, being assigned to an ambulance means longer hours away from the 
station and more territory to cover. It brings paperwork, liability and the constant battle to remain professional in 
the face of disgruntled nurses at overcrowded hospitals. And because firefighter-paramedic numbers are so 
limited, many are being forced to spend the majority of their careers on ambulances. Due to department necessity, 
they’re stuck.

ORGANIZATIONAL CULTURE
“I’m not going to medic school because I want to be a firefighter.”

To the outside world, we’re all firefighters. But for those working within fire-based EMS, we are either firefighters 
or paramedics. The divide is real. So when firefighters and firefighter-EMTs talk about going to paramedic school, 
they’re treated as if they are changing teams. They’re shamed, ridiculed and reminded of all the hardship they will 
be bringing upon themselves.

Fight for your firefighter-paramedics as hard as you fight for that new fire engine. Show them you care. Because if 
you don’t, why should anyone else?

https://www.firerescue1.com/career-1/articles/why-so-many-firefighters-dont-become-paramedics-VKO8qSI6qA7pkEwI/

https://www.firerescue1.com/career-1/articles/why-so-many-firefighters-dont-become-paramedics-VKO8qSI6qA7pkEwI/


614 Local & National news reports tracked since January 2021
353 (58%) focusing on staffing crisis



ECONOMIC 
CHALLENGES

• Methods of EMS Funding
• Fee for service 

(ambulance transport)
• Tax subsidy

• When cost is more than 
revenue generated from 
user fees
• Tax subsidy



ECONOMIC 
CHALLENGES

Cost Drivers
• Response time

• Faster = More cost

• ‘Slower’ = Less cost

• ALS vs. BLS

• All ALS = More cost

• Tiered (ALS & BLS) = Less cost

• Deployment Model

• Fixed (24/48, or 48/96 
schedule) = More cost

• Flexible (10’s & 12’s, peak 
staffing) = Less cost



ALL PROVIDER STATISTICS
2019 2020 2021

Provider Count 371 363 385

Average Cost Per Trip Inclusive of Outliers $2,604.66 $2,866.37 $2,750.40 

Average Cost Per Trip - Outliers Removed $2,132.89 $2,361.06 $2,351.34 

Year Over Year Change 10.70% -0.41%

FIRE & EMS Providers
2019 2020 2021

Provider Count 302 300 312

Average Cost Per Trip Inclusive of Outliers $2,945.55 $3,223.20 $3,106.41 

Average Cost Per Trip - Outliers Removed $2,405.44 $2,673.78 $2,680.77

Year Over Year Change 11.16% 0.26%

EMS Only Service Providers
2019 2020 2021

Provider Count 69 63 72

Average Cost Per Trip Inclusive of Outliers $ 1,127.47 $1,190.35 $1,242.06 

Average Cost Per Trip - Outliers Removed $975.60 $1,008.59 $1,026.32

Year Over Year Change 3.38% 1.76%

Provider Cost Per Trip Analysis



ECONOMIC 
CHALLENGES

Revenue Drivers
• Payer mix

• % of payers for Medicare, 
Medicaid, Commercial 
Insurance, Private Pay

• Fees charged

• ↓ fee = ↓ revenue

• Under-billing is essentially 
using tax $ to subsidize 
commercial insurers







“REIMBURSEMENT”
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GEMT ISSUES

Many public agencies 
participate in Ground 
Emergency Medical 
Transport (GEMT) 
supplemental payment 
programs
• Medicaid program to 

reimburse Medicaid 
under-payments

• Compensate for 
Certified Public 
Expenditures

• Reimburse taxpayers 
for State 
underpayments



PROVIDER COST PER TRIP ANALYSIS
ALL PROVIDER STATISTICS

2019 2020 2021
Provider Count 371 363 385
Average Cost Per Trip Inclusive of Outliers $2,604.66 $2,866.37 $2,750.40 
Average Cost Per Trip - Outliers Removed $2,132.89 $2,361.06 $2,351.34 
Year Over Year Change 10.70% -0.41%

FIRE & EMS Providers
2019 2020 2021

Provider Count 302 300 312
Average Cost Per Trip Inclusive of Outliers $2,945.55 $3,223.20 $3,106.41 
Average Cost Per Trip - Outliers Removed $2,405.44 $2,673.78 $  2,680.77
Year Over Year Change 11.16% 0.26%

EMS Only Service Providers
2019 2020 2021

Provider Count 69 63 72
Average Cost Per Trip Inclusive of Outliers $ 1,127.47 $1,190.35 $1,242.06 
Average Cost Per Trip - Outliers Removed $ 975.60 $1,008.59 $1,026.32
Year Over Year Change 3.38% 1.76%



PROVIDER COST PER TRIP ANALYSIS
Provider 

TPI Provider Settlement Amount Prorata reduction to 
Pool Size

Federal Share Due 
to Provider

Total $                              - $                              - $                                       -

088224301 City of Houston $       51,396,013.07 $       16,371,075.48 $                11,133,968.44 

107688701 San Antonio Fire Department $       50,943,775.13 $       16,227,024.98 $                11,035,999.69 

086411801 Dallas Fire-Rescue $       29,036,833.57 $         9,249,048.04 $                  6,290,277.57 

086370601 Austin Travis County EMS $       21,416,848.98 $         6,821,868.67 $                  4,639,552.88 

088201102 El Paso Fire Department $         9,841,985.09 $         3,134,949.02 $                  2,132,078.83 

088208601 Laredo Fire Department $         8,742,979.50 $         2,784,884.83 $                  1,894,000.18 

107760401 Corpus Christi Fire Department $         8,191,429.49 $         2,609,200.64 $                  1,774,517.36 

086299701 Irving Fire Department $         7,959,663.02 $         2,535,376.51 $                  1,724,309.56 

088220101 MedStar Mobile Healthcare $         6,770,944.09 $         2,156,736.10 $                  1,466,796.22 

000746001 City of Grand Prairie $         5,663,737.01 $         1,804,059.51 $                  1,226,940.87 

107752101 Montgomery County Hospital District (MCHD) $         4,493,462.96 $         1,431,294.31 $                      973,423.26 

292377301 Harris County Emergency Services District #50 $         3,834,133.84 $         1,221,279.45 $                      830,592.15 





Costs such as fire and rescue personnel and equipment are generally not directly or indirectly related to 
Medicaid covered services. 

As such, cost identification methodologies that inappropriately allocate costs associated with fire and rescue 
personnel and equipment to the Medicaid program potentially would be unallowable under the federal cost 
allocation requirements. 

For example, if state or local law requires that both a fire truck and an ambulance be dispatched to emergency 
scenes to transport a potential patient, even though the ambulance will be the only vehicle that participates in 
the transport of the Medicaid beneficiaries to a facility for treatment, only costs incurred in the provision of a 
Medicaid-covered service may be allocated to Medicaid.

For example, costs associated with fire and rescue personnel who do not provide Medicaid covered services to 
Medicaid beneficiaries on the scene of an emergency, but who are present during the emergency as required by 
state law or local code would potentially be unallowable.

https://www.medicaid.gov/federal-policy-guidance/downloads/cib08172022.pdf

https://www.medicaid.gov/federal-policy-guidance/downloads/cib08172022.pdf


SUPPLY CHAIN



https://www.accessdata.fda.gov/scripts/drugshortages/default.cfm

https://www.accessdata.fda.gov/scripts/drugshortages/default.cfm




SYSTEM REDES
• All ALS to Tiered Response

• Right Resource → Right Patient
• Changing response time expectations

• 9 minutes?
• 11 minutes?
• 30 minutes?
• 60 minutes?
• Call triage
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Colorado Springs Fire Department debuts new emergency response system for 911 calls
By Debbie Kelley
Mar 1, 2022

As of Tuesday, some Colorado Springs residents may hear something different when they call 911.

"A unit will respond when a unit is available," call takers will say to residents in the south part of town who contact the 
emergency service for non-emergency situations — for example, when symptoms indicate the flu, a sprained ankle or a 
fractured hip.

Instead of immediately dispatching an ambulance, firetruck or other substantial vehicle, new Community Medicine 
Response Units — in medically outfitted SUVs that are on back order — will arrive at the scene.

The appropriate response could be EMTs requesting an ambulance to transport the patient to a hospital; setting a 
telehealth appointment for the patient; sending the patient to an urgent care center; or applying a splint, 
dispensing pain medication and helping the person get connected with an orthopedic center, said Fire Chief Randy 
Royal.

"With an ankle sprain, you may not want to sit in an emergency department for several hours," said Dr. Matt 
Angelidis, co-medical director for the Colorado Springs Fire Department.

https://gazette.com/news/local/colorado-springs-fire-department-debuts-new-emergency-response-system-for-911-calls/article_8a6caa10-99a8-11ec-bb56-3791da481e37.html

https://gazette.com/news/local/colorado-springs-fire-department-debuts-new-emergency-response-system-for-911-calls/article_8a6caa10-99a8-11ec-bb56-3791da481e37.html


OUR  PEOPLE OUR STEWARDSHIPOUR PATIENTS
System Design in a 
Post – COVID World



RESPONSE CONFIGURATION CHANG

New  Configuration
• E/D 10:59 – FR RL&S; Ambulance RL&S
• C/BH 12:59 – FR RL&S; Ambulance RL&S
• Sierra 30:00 – FR RL&S; Ambulance No 

RL&S
• BC/A 60:00 – No FR; Ambulance No RL&S
• OTO 90:00 - No FR; Ambulance No RL&S



PUBLIC EXPECTATION?



PUBLIC EXPECTATION?



COST ANALYSIS
• Total Annual Cost
• Cost per Unit Hour

• Total costs ÷ Produced or Scheduled Unit 
Hours

• Cost per Response
• Total costs ÷ Responses

• Cost per Transport
• Total costs ÷ Transports

• Cost per Capita
• Total costs ÷ Population Served



EXPENSE ANALYSIS - BASIC
Notes

Agency Anytown, 
USA

Population 40,000 Total population served

Annual Ambulance 
Unit Hours 8,760 Total Ambulance on-duty hours/yr (i.e.: 1 Ambulance 

24/7 is 24 * 365 = 8,760) 

EMS Calls/Yr 2,000 Annual EMS responses in which an ambulance was 
dispatched

EMS 
Transports/Yr 1,401 Annual ambulance transports

UH/U 0.160 Annual ambulance transports divided by annual unit 
hours

Legend

= User Entered Fields

= Auto-Calculated/Protected Fields



EXPENSE ANALYSIS - BASIC
Per Ambulance

FTEs 7 Number of FTEs required to be hired to staff the ambulance(s)
Cost/FTE $         80,000 All costs, pay, benefits, uniform, personal equipment, pension costs, etc.
Personnel cost $      560,000 FTEs * Personnel cost

Ambulance $      250,000 Cost of the ambulance, delivered
Equipment $         65,000 Cot, monitor, etc.
Cost $      315,000 Total costs
Useful Life/Years 5 Depreciation expense
Number of Ambulances 1 Count of ambulances in the fleet
Ambulance Cost $         63,000 Annual cost of each ambulance

Other
Maintenance $         20,000 Annual allocated or actual cost of maintenance
Fuel $         25,000 Annual cost of fuel
Supplies $         21,750 Annual cost of disposable supplies and drugs

Total Annual $      689,750 
Cost/UH $           78.74 Total costs divided by annual unit hours
Cost/Response $        229.92 Total costs divided by annual responses
Cost/Transport $        328.45 Total costs divided by annual transports



REVENUE ANALYSIS - BASIC

Month Payer Name Claim Count Patient Count
Billed 

Charges
Charge per 
Transport

Contractual 
Adjustments Net Charges Paid

Collected per 
Transport

Collection 
Rate

Jan-22 ABCD1 470 457 $    300,022 $      638.34 $           2,700 $        297,322 $       290,810 $        618.74 96.9%

Jan-22 ABCD2 30 30 $      33,013 $  1,100.42 $                  6 $          33,006 $         33,006 $     1,100.21 100.0%

Jan-22 ABCD3 12 12 $      12,879 $  1,073.21 $           9,512 $             3,367 $            6,662 $        555.18 51.7%

Jan-22 ABCD4 3 3 $        1,281 $      426.99 $                 - $             1,281 $            1,281 $        426.99 100.0%

Total 515 502 $   347,194 $      674.16 $        12,218 $        334,976 $       331,759 $        644.19 95.6%

Month Payer Name Claim Count
Patient 
Count

Billed 
Charges

Charge per 
Transport

Contractual 
Adjustments Net Charges Paid

Collected per 
Transport

Collection 
Rate

Jan-22 M'Care 470 457 $    300,022 $      638.34 $      102,620 $        197,402 $       197,400 $        420.00 65.8%

Total 470 457 $   300,022 $      638.34 $      102,620 $        197,402 $       197,400 $        420.00 65.8%

Commercial Payer Example

Medicare Example



REVENUE ANALYSIS - BASIC

$1,500 Average Charge Services Billed % of Billed Collected
% of 

Collected

Payer 
Collection 

Rate

Commercial Insurance 298 $447,620 21.3% $313,334 50.2% 70.0%

Medicare 324 $485,447 23.1% $121,362 19.4% 25.0%

Medicaid 115 $172,323 8.2% $34,465 5.5% 20.0%

Facility 62 $92,466 4.4% $64,726 10.4% 70.0%

Private Pay 604 $905,747 43.1% $90,575 14.5% 10.0%

Total 1,402 $2,103,602 100.0% $624,461 100.0% 29.7%



REVENUE ANALYSIS - BASIC
Agency Name: Anytown, USA

Total Annual Costs $689,750 
Total Annual Revenue $624,461 
Net Retained Earnings ($65,289)

Responses 2,000 
Cost per Response $344.88 
Revenue per Response $312.23 
Net Retained Earnings ($32.64)

Transports 1,401 
Cost per Transport $492.33 
Revenue per Transport $445.73 
Net Retained Earnings ($46.60)

Unit Hours 8,760 
Cost per Unit Hour $78.74 
Revenue per Unit Hour $71.29 
Net Retained Earnings ($7.45)



COSTS BASED ON LEVEL OF SERVICE DELIV
Response Time: 7 minutes @ 90%, 5 minutes @ average; All ALS

Station Unit Type Staffed Unit Hours Total Runs Unit Hour Utilization Unit Hour Expense Annual Unit Expense
1 ALS Ambulance 8,760 1,471 0.168 $171.98 $1,506,545
2 ALS Ambulance 8,760 1,127 0.129 $171.98 $1,506,545
3 ALS Ambulance 8,760 904 0.103 $171.98 $1,506,545
4 ALS Ambulance 8,760 1,267 0.145 $171.98 $1,506,545

Total 35,040 4,769 0.136 $171.98 $6,026,179
Revenue @ $500/Transport $1,788,375 
Retained Earnings ($4,237,804)

Response Time: 9 minutes @ 90%, 7 minutes @ average; All ALS

Station Unit Type Staffed Unit Hours Total Runs Unit Hour Utilization Unit Hour Expense Annual Unit Expense
1 ALS Ambulance 8,760 1,671 0.191 $171.98 $1,506,545
2 ALS Ambulance 8,760 1,580 0.180 $171.98 $1,506,545
3 ALS Ambulance 8,760 1,518 0.173 $171.98 $1,506,545

Total 26,280 4,769 0.181 $171.98 $4,519,634

Savings $1,506,545
Revenue @ $500/Transport $1,788,375 
Retained Earnings ($2,731,259)



COSTS BASED ON LEVEL OF SERVICE DELIV
Response Time: 7 minutes @ 90%, 5 minutes @ average; All ALS

Station Unit Type Staffed Unit Hours Total Runs
Unit Hour 
Utilization Unit Hour Expense

Annual Unit 
Expense

1 ALS Ambulance 8,760 1,471 0.168 $171.98 $1,506,545
2 ALS Ambulance 8,760 1,127 0.129 $171.98 $1,506,545
3 ALS Ambulance 8,760 904 0.103 $171.98 $1,506,545
4 ALS Ambulance 8,760 1,267 0.145 $171.98 $1,506,545

Total 35,040 4,769 0.136 $171.98 $6,026,179
Revenue @ $500/Transport $1,788,375 
Retained Earnings ($4,237,804)

Response Time: 7 minutes @ 90%, 5 minutes @ average; Tiered Response

Station Unit Type Staffed Unit Hours Total Runs Unit Hour Utilization Unit Hour Expense Annual Unit Expense
1 ALS Ambulance 8,760 1,471 0.168 $171.98 $1,506,545
2 BLS Ambulance 8,760 1,127 0.129 $135.21 $1,184,440
3 ALS Ambulance 8,760 904 0.103 $171.98 $1,506,545
4 BLS Ambulance 8,760 1,267 0.145 $135.21 $1,184,440

Total 35,040 4,769 0.136 $171.98 $5,381,969

Savings $644,210
Revenue @ $500/Transport $1,788,375 
Retained Earnings ($3,593,594)



COSTS BASED ON LEVEL OF SERVICE DELIV
Response Time: 7 minutes @ 90%, 5 minutes @ average; All ALS

Station Unit Type Staffed Unit Hours Total Runs Unit Hour Utilization Unit Hour Expense Annual Unit Expense
1 ALS Ambulance 8,760 1,471 0.168 $171.98 $1,506,545
2 ALS Ambulance 8,760 1,127 0.129 $171.98 $1,506,545
3 ALS Ambulance 8,760 904 0.103 $171.98 $1,506,545
4 ALS Ambulance 8,760 1,267 0.145 $171.98 $1,506,545

Total 35,040 4,769 0.136 $171.98 $6,026,179
Revenue @ $500/Transport $1,788,375 
Retained Earnings ($4,237,804)

Response Time: 9 minutes @ 90%, 7 minutes @ average; Tiered Response

Station Unit Type Staffed Unit Hours Total Runs Unit Hour Utilization Unit Hour Expense Annual Unit Expense
1 ALS Ambulance 8,760 1,671 0.191 $171.98 $1,506,545
2 BLS Ambulance 8,760 1,580 0.180 $135.21 $1,184,440
3 ALS Ambulance 8,760 1,518 0.173 $171.98 $1,506,545

Total 26,280 4,769 0.181 $171.98 $4,197,529

Savings $1,828,650
Revenue @ $500/Transport $1,788,375 
Retained Earnings ($2,409,154)



HOSPITAL DELAY CHALLE



FLASH POLL – AUGUST 2021
Compared to 6 months ago, on average, have your hospital turn around times 
increased, decreased or remained constant:

What is your current average hospital turn around time:

73.1%

46.2% 18.7% > 60 Minutes



STANDING EMS PROTOC



PROPERLY MEASURING PERFORM



PROPERLY MEASURING PERFORM









ALTERNATE PAYMENT 
• Treatment in Place (TIP)
• Transport to Alternate 

Destinations
• Telehealth Facilitation
• Community Paramedicine



TAKE-HOME 
MESSAGES

• EMS Systems are the most 
challenged they have been, 
EVER

• Regardless of the 
provider/delivery model

• Staffing
• Economics
• Supply Chain

• Systems should be re-
designed based on science 
and evidence

• Realistic public expectations
• Economic and customer 

service balance



TAKE-HOME 
MESSAGES

• Response time is NOT
a quality measure

• EMS Systems should 
be evaluated on what 
matters
• Clinical 

outcomes/bundle 
compliance

• Cost of service 
delivery

• Patient experience



QUESTIONS?

68



CONTACT INFORMATION

Thomas Wieczorek
Retired City Manager Ionia, MI; former 
Executive Director CPSE, Inc.
TWieczorek@cpsm.us
616-813-3782

Matt Zavadsky MS-HSA, NREMT
Senior Associate - EMS

MZavadsky@cpsm.us
817-991-4487 

ICMA’s exclusive provider of 
public safety technical services

mailto:TWieczorek@cpsm.us
mailto:MZavadsky@cpsm.us


THANK YOU
EMS on Life Support

616-813-3782

www.cpsm.us

CONTACT
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