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March 25, 2021 
 
Mr. Nathan Skibbe, Township Supervisor 
Honorable Supervisor and Township Board 
Charter Township of Alpena 
4285 US23 North 
Alpena, MI 49707 
 
Dear Mr. Skibbe, 
 
Over the past three months, we have dramatically improved emergency services for the northside 
residents of Alpena Township. Staging a two-person fulltime crew with an engine and an advanced life 
support ambulance at the northside station has enabled us to reduce the time to ALS intervention by up to 
5 minutes for northside residents and coordinated fire response using resources from the northside station, 
City headquarters and existing paid-on-call (POC) staff has been highly effective.  
 
Where there was once a single fire officer-EMT backed up by a second fire officer-EMT in about 10 
minutes, there are now two firefighter/officer-paramedics backed up by 6-9 on-duty firefighter-
paramedics and EMTs in about five minutes. Paid on call staff are becoming more active in the north, and 
provide another layer of support for the community. 
 
You asked that the City assemble all options going forward, and on the following pages, I have outlined 
three options for your consideration. All three increase fulltime staffing at your stations by 100%, 
increase the initial EMS response to ALS, and do so at a cost less than your fire millage, requiring no 
subsidy from the general fund. One is intended to create a long-term partnership that serves both 
communities more effectively, one is merely an extension while you hire brand new firefighters in hopes 
that they can become proficient emergency incident commanders in less than a year, and the third is a 
comprehensive rebuilding of the department that would transition to all Paid on Call in eight years, with 
City staffing and support in the meantime. 
 
The current trend in the fire service, and local government in general, is one of leveraging economies of 
scale through cooperation, collaboration and consolidation. These options do not consolidate, but rather 
provide a contract for services with better value for the citizens and lower cost.  
 
Our team brought Presque Isle from an empty building to a fully staffed, fully equipped, fully functional 
POC department in five years and did so completely within and under budget. We can do the same for 
Alpena Township. 
 
 
Respectfully, 
 
 
Bill Forbush, EFO, BAS, EMTP I/C 
Fire Chief 
City of Alpena
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Proposed Township Contract Parameters for City Fire Services 
Option 1 – City provides all services while staffing both stations with 2 personnel each 

• No additional positions on AFD – reallocate locations of existing staff 
 

• Assign 2-person ALS ambulances at Township north and south stations. Both stations are less than 
a mile from the City limits. 
 

• Dispatch closest unit to all calls regardless of City/Township borders. This is working well with 
the temporary northside project with decreases in some cases and no increases in response times in 
the City or Township. More importantly, time to advanced life support intervention is reduced 
making the response more effective, and response times to our out-County constituents is improved. 
 

• City to adopt existing Township POCs (subject to hiring processes). Maintain and build paid-on-
call (POC) component and continue POC response from home to all Township and some City 
emergencies. POCs have been assigned City EMS kits and respond directly to scenes thoughout 
the community, increasing their effectiveness in proximity response. 
 

• City will provide Community Risk Reduction services to the Township residents and businesses 
just as in the City. This includes fire inspection, plan review, safety education, smoke alarm and 
carbon monoxide detector provision and installation and post-incdent followup to mitigate 
identified risk factors. 
 

• City will provide comprehensive fire and EMS training services to it’s career and POC staff 
including evening training for POCs as we are currently conducting at Northside. 
 

• Based on 2020 and 2021 YTD training records for City firefighters and the proposed deployment 
of apparatus and personnel, ISO representative Eric Abbott does not expect any degradation in ISO 
rating and finds it likely that the City and Township could see their ISO ratings improved, 
potentially saving citizens money on insurance rates.  
 

• City Union (IAFF L623) is in agreement.  
 

• City to have full use of and maintain all Township fire vehicles and apparatus, except one newer 
ambulance with Stryker system which could be liquidated by the Township. Township to purchase 
tanker-pumper (from equipment millage) and City will plan for and purchase any needed apparatus 
going forward. All Township equipment, i.e., radios, turnout gear, hoses, nozzles, fire/rescue/EMS 
equipment will be used by the City until it’s useful life is exhausted, at which time it will be replaced 
by the City as City property. 
 

• Township to maintain both fire station facilities, which would be used exclusively by City career 
and POC staff. 
 

• Minimum 8 year term 
 

• Annual cost $450,000 (less than fire operations millage). Remaining $67,000 for Township fire 
station facility maintenance and contingency in the event a future millage fails on first attempt. 
After 8 years, the contingency fund could be as high as $400,000, enough to operate both stations 
for almost a year while running a new millage. 
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Extension Options for Current Agreement (Option 2) 

A single 6-month extension is available for staffing the north station only at the same rate of $125,000. 
There is no month-to-month option and only one extension is available.  

 

Important Timelines 

No later than June 1, 2021, the Township will provide notice to the City of its intent to 

a.) request a 6-month extension to continue providing fire and advanced life support response from 
the north station.  

b.) allow the current agreement to expire effective June 30, 2021 

No later than September 15, 2021, the Township will provide notice to the City of its intent to 

 a.) allow the extension to expire effective December 31, 2021, or 

c.) enter into a 7-year agreement for fire protection and advanced life support response from both 
Township stations. 
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Option 3 – Rebuild the Department as Paid on Call 

In 2016, the City fire department embarked on a five year quest to rebuild the failed Presque Isle 
Township Fire Department from nothing. A 501(c)(3) department had failed due to profound 
mismanagement, and all of the equipment, apparatus and assets were lost. The Township had purchased 
the fire station back from the IRS and City Fire was contracted to rebuild the department as a 
governmental operation with all of the necessary checks and balances, and provide a safety net for 
emergency calls in the meantime.  
 
On March 30, the PITFD will emerge as a stand-alone township department with 20 trained, paid-on-call 
firefighters/first responders, two engines, a 3000 gallon tender/pumper, a brush truck with skid unit and 
portable tools, a brand-new rescue unit, a mobile air trailer, a mobile light trailer, a mobile pump trailer 
and two boats – one fitted with a fire pump and one for rescue/recovery. The department is fully trained 
and equipped for ice rescue and has a NIMS-compliant command structure in place. Most of the 
equipment and apparatus was donated or purchased for pennies on the dollar through the professional 
relationships of AFD leadership and a generous community. 

 
The project has been incredibly successful, and is absolute proof of AFD’s ability to turn a department 
around and set it back on its feet moving forward.  
 
Option 3 would be to do the same thing with the Alpena Township Fire Department. For eight years, we 
will provide provide enhanced training for the departments paid-on-call firefighters, restructure the 
operation into a solid paid-on-call department leveraging what is already in place, and building it up to be 
even better. In the meantime, we will operate advanced life support ambulances out of both stations and 
ensure an appropriate response and “safety net” while mentoring POC forces, preparing them to take 
command by the end of the contract. The resultant department would be able to operate well within the 
existing fiscal constraints and be a source of community pride. Given the EMS operation provided 
through the county ambulance contract, and the small number of actual fires in the Township, this model 
may be the most appropriate for a community of this size if a joint/regional operation is not desired. 
 
Although this model includes everything in Option 1 and a great deal more training/administrative work, 
it can be contracted for $475,000/year. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
NOTE: All financial apsects subject to negotiation by the appropriaate elected officials. Any of these 
options would result in an interlocal agreement between the City of Alpena and Charter Township of 
Alpena. 
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