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Introduction
In May 2014, Beavercreek Township engaged The Novak Consulting Group to conduct a
performance audit of its roads, fire, and general governmental operations, excluding Human
Resources. The purpose of the review was to identify areas in which the Township could
improve efficiency and effectiveness in its service delivery.
The review included meetings with each member of the Board of Trustees and 20 interviews
with staff from each of the Township’s departments. Some of those discussions involved more
than one person, specifically in the Fire Department and the Road Department. Employees
were also asked to complete a job questionnaire designed to assist in evaluating their primary
responsibilities. In addition, The Novak Consulting Group reviewed various background
documents including budget documents, Township policies and procedures, workload data, the
Ohio Revised Code, and the Ohio Township Handbook.
Through the process, The Novak Consulting Group identified what currently works well in the
organization and opportunities to improve the structure and effectiveness of operations
throughout Beavercreek Township.
This report contains specific recommendations for the Township that will enhance operations
and efficiency. Each recommendation is supported by analysis of data provided by the
Township, best practices in local government management, and/or benchmarking information.

Executive Summary
The scope of the review included a review of the following items:
 Staffing Levels,
 Workflow Processes,
 Time Study for Key Positions,
 Department Head Core Competencies
 Cross Training & Succession Planning,
 Facility, Space & Resource Utilization,
 Central Office / Operator vs. Stand-Alone Operations,
 Vehicle, Apparatus & Capital Equipment Lifecycle Management Plan,
 Primary / Secondary Function Outsourcing Opportunities,
 Internal Billing / Fund Clean-up Opportunities,
 EMS Billing Review
 Cost Reduction Opportunities,
 Organizational Restructuring
 Organizational Policy Changes; and
 Service Level Changes
This summary addresses The Novak Consulting Group’s recommendations in these categories.
Each issue is more fully discussed in the Findings and Recommendations section of this report.
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Staffing Levels
Based on discussions with the Board of Trustees and employees regarding service level
expectations, a review of position questionnaires, and an analysis of workload information
(where available), staffing levels are generally appropriate with a few exceptions. The Novak
Consulting Group recommends the Township Administrator position be made full time; that the
part-time Receptionist in the Fiscal Office become a regular part-time employee of the
Township; that the Mechanic 1 position in the Road Department be assigned additional
responsibilities to support its full-time status, or be eliminated, and that the use of part-time
Firefighters be evaluated. Further, the capacity of the Information Technology (IT) Department
should be supplemented with external resources and service level agreements between IT and
other departments should be established.
Workflow Process
During the course of interviews, it was clear that Township staff is committed to improvement in
service delivery and is open to alternative ways in which to complete their work. Several
recommendations identify opportunities improve the efficiency and effectiveness of the
workflow, including:





Clarify the responsibility and authority of the Township Administrator position and move
the purchasing and payroll functions from the Fiscal Office to Administration.
Assign responsibility for budget development to the Township Administrator.
Assign responsibility for all recruitment and selection processes to Human Resources.
Develop workload data and performance measures that will allow the Township to
routinely assess workflow and efficiency.

Additionally, in considering the Fire Department operations, several recommendations are made
to improve workflow. They include: ensuring accuracy of response time data and monitoring
performance; prioritizing work plans; training additional personnel on FIREHOUSE™; and
creating an engine company inspection schedule.
Time Study for Key Positions
As part of the performance audit, key positions completed detailed job questionnaires and we
were able to complete detailed analysis of workload requirements and asses how best to deploy
Township labor to meet the tasks at hand. This included evaluating seasonal effect on workload
and employee productivity, resulting in recommendations intended to increase the efficiency of
Township work, maximizing the outcomes generated from available resources. The position
questionnaires contributed to the staffing level evaluation and informed our understanding of
resource efficiency. A summary of daily, weekly, monthly and quarterly tasks can be found in
Appendix D.
Department Head Core Competencies
Fundamentally, the most important measure of a department director’s success is their
department’s outcomes. The purpose of the performance audit is not to assess performance of
employees, but rather to evaluate the systems, processes, and structures employees work in, in
order to assess efficiency and effectiveness. Management practices are critical to organizational
outcomes, and in our evaluation of the Township’s management and planning practices, we
found many positive practices. In addition, we recommended improvements that are designed
to strengthen the department director’s and Township Administrator’s ability to make data-based
decisions.
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Cross Training & Succession Planning
This study found that cross training has been effective in the Road Department, and this report
further suggests the Department can enhance its cross training ability through using the
Mechanic 1 to assist in broader departmental functions. The Novak Consulting Group also
found that the Fire Department could be more efficient if additional employees are trained in
using the FIREHOUSE™ software and if engine companies conduct inspections.
One notable opportunity for enhanced knowledge across the organization is the access to, and
use of, the Uniform Accounting Network (UAN). Currently the Fiscal Officer and the Assistant to
the Fiscal Officer have full access to the UAN. The Township Administrator and the department
directors have read-only access, thereby limiting the ability of the Township Administrator and
other department directors in keeping up to date on the Township’s fiscal health without
specifically asking the Fiscal Office to prepare reports.
Lastly, the Township does not have a succession planning program in place. This is not unusual
in relatively small organizations without layers of management responsibilities. The fact that the
Township does not conduct routine performance evaluations or create professional
development plans for employees inhibits intentional planning for developing in-house talent.
This report recommends an employee relations program that includes evaluations and
professional development; these are important elements of succession planning.
Facilities, Space & Resource Utilization
No single Township office is sufficiently large enough to house all of the administrative
employees. These employees are currently at three different locations. Ideally, Administration,
IT, HR, Zoning, and all Fiscal Office functions should occur in one location. Given the
constraints, no single move creates an ideal situation. Given the broadened responsibilities
identified for the Township Administrator, we have recommended relocating the Accounts
Payable/Payroll Technician and the part-time Receptionist to the Orchard Lane facility, in the
area outside the Township Administrator’s office.
Central Office / Operator vs. Stand-Alone Operations
When the positions are relocated to Orchard Lane, it will be possible to have a central operator,
and we have recommended that all calls be received at and routed through the Orchard Lane
facility in the future.
Vehicle, Apparatus & Capital Equipment Lifecycle Management Plan
This study found that the Road Department does an admirable job of using the FleetMax™
system to monitor vehicle history. In addition, the Fire Department has a replacement schedule
for its fire and EMS vehicles. However, these efforts could be enhanced through a
comprehensive asset management system. Implementing such a system would optimize
investment in all Township assets, thereby reducing future capital and operating expenditures.
To support implementation of such a system, the Road Department should continue its use of
FleetMax™ and also develop a Computerized Maintenance Management System (CMMS) so
that the data can be aggregated and reported in a way that is both practical and useful. We
have also identified the need for the Township to conduct recurring and systematic
assessments of infrastructure condition.
Technology is critical to the future of the organization, and a clear plan identifying needs and
future plans for technology enhancements should be developed.
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Primary / Secondary Function Outsourcing Opportunities
Opportunities to outsource various functions were analyzed in detail and are addressed in the
Road Department section. While we have recommended that some functions remain the
responsibility of in-house resources, it is appropriate to evaluate the viability of contracting for
fleet maintenance or, conversely, providing such services to neighboring jurisdictions.
Additionally, we have recommended that the City of Beavercreek be contracted with to provide
vehicle fueling services for the Township.
Internal Billing / Fund Clean-up Opportunities
The Road Department provides vehicle maintenance services for each Township department.
The salary and benefits for the Shop Foreman are in the General Fund and the salary and
benefit expense of the Mechanic I position are in the Road and Bridge Fund. The Department
and Township should begin a process of billing the full cost of maintenance to the appropriate
department and fund. Assigning fleet maintenance labor costs to operating departments based
on the proportion of time spent completing maintenance on those departments’ vehicles would
result in a savings of approximately $80,000 per year in the General Fund and a $21,000 per
year savings in the Road and Bridge Fund. The Fire Fund would experience an approximately
$99,000 increase in annual expenses to reflect the actual cost of maintaining apparatus and
vehicles.
EMS Billing Review
The Novak Consulting Group recommends that Beavercreek Township refine its EMS billing
practices and implement a hard billing policy for non-residents, sending unpaid bills to a
collection agency to increase revenues. In addition, we suggest that the Township maintain its
current third-party billing arrangement.
Cost Reduction Opportunities
The Novak Consulting Group found that the departments with the greatest number of
employees—Fire and Road—are at the appropriate staffing levels. However, two opportunities
to reduce personnel costs are recommended in this report. They are: making the part-time
Receptionist currently in the Fiscal Office a regular part-time employee and possibly eliminating
a Mechanic in the Road Department. In addition, the Township could partner with the City of
Beavercreek in purchasing fuel to avoid retail rates.
Organizational Restructuring
The Novak Consulting Group found that the organizational structure in Beavercreek Township is
appropriate. However, to support recommendations designed to enhance workflow, it is
recommended that two organizational structure changes be made. It is recommended that the
Human Resources Manager supervise the Accounts Payable/Payroll Technician and the
Township Administrator supervise the part-time Receptionist.
It is important to note that structural changes alone will not create efficiencies or improve
workflow. Clarifying responsibility and clearly articulating leadership expectations for the
Township Administrator will ultimately require a new way of working within the Township – one
where the Trustees rely on their employee, the Township Administrator, and in-turn the
Township Administrator serves as a filter and resource for all Township operations.
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Organizational Policy Changes
There are several recommended policy additions or changes. Some are changes that will
necessitate action by the Board. Others are management policies to be addressed by the
Township Administrator and staff.
 Financial Policies: The Board’s interest in addressing internal billing and how funds are
used illustrates its commitment to fiscal stewardship. The Board can further its
commitment by adopting financial policies to guide budget development and provide for
ongoing fiscal stewardship. The Government Finance Officers’ Association (GFOA)
recommends that local governments adopt, at a minimum, financial planning, revenue,
and expenditure policies to frame major policy initiatives.1 In addition, it is recommended
that the Board adopt a compensation philosophy.
 Records Management: The Township has a comprehensive records retention schedule.
To further show its commitment to care of critical records, it is recommended that a
formal records management policy be developed to specify who is responsible for which
records in addition to how they are maintained. In addition, to maintain the confidence of
its employees and secure confidential information, this report recommends that all
personnel records should be consolidated in Township Administration.
 Mechanic Productivity: The Road Department staff supports rolling stock throughout the
organization, keeping the fleet in the optimum service. It is recommended that the Shop
Foreman and Mechanic I positions be required to meet an 80 percent productivity rate.
 Consistency in Policies: This review found that the Fire Department is eager to better
define the parameters within which it works. To do so, it is suggested that the Fire
Department operating guidelines and Employee Handbook are consistent in their
policies and application of them.
Service Level Changes
The one service change recommended in this report addresses snow plowing. The current
snow plow standard in Beavercreek Township is to clear each Township street of snow and ice
two times during each 12-hour period of the snow event. This is one of the highest service
standards that The Novak Consulting Group has observed. It requires three snow plow routes to
be staffed. Under this configuration, the Department needs a crew of six FTEs to cover three
snow plow routes in a 24-hour cycle. Amending the snow plow service standard to clear within
24 hours of the end of a snow and ice event would allow the Department to reduce the number
of snow plow routes from three to two, which would in turn reduce the number of FTEs required
to staff the snow plan in a 24-hour period from six to four.
In addition to these recommendations, this study suggests numerous others that have not been
mentioned in this summary. Each recommendation is supported by analysis of data provided by
the Township, best practices in local government management, and/or benchmarking
information. Taken in their entirety, the recommendations will help Beavercreek Township
continue its tradition and desire to provide optimum service delivery to its residents. The
recommendations are designed to:



1

Set a clear vision and priorities for the organization;
Enhance its professional management by making the Township Administrator full time
and clarifying the roles and responsibilities for the budget, hiring and records
management;
Establish Township fiscal policies and procedures;

GFOA “Adopting Financial Policies” http://www.gfoa.org/adopting-financial-policies
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Increase the use of data to make informed decisions about operations;
Develop the staff through a comprehensive employee relations program; and
Better identify the full cost of each program by properly allocating costs throughout the
organization.

Profile of Beavercreek Township
Townships were created as the first form of local government in Ohio. When the Northwest
Ordinance founded the Ohio Territory in 1787, the territory was subdivided into six-mile squares
called townships; these functioned as each area’s primary local government. Currently, there
are more than 1,300 townships in Ohio.
Townships typically provide local government services only to residents who live in the
unincorporated areas within their borders. All townships are governed by a three-member
elected Board of Trustees; each Trustee serves a four-year term. Additionally, each township
has an elected Fiscal Officer, who is independent of the Board of Trustees while still working
collaboratively with the Trustees on the business of the township. Townships are statutory local
governments, and therefore may only exercise powers specifically delegated to them by the
Ohio General Assembly or reasonably implied by the language of Title 5 of the Ohio Revised
Code which governs townships.2 The following are among the most common responsibilities of
Ohio townships:
1. Police – Townships may choose to provide police services through either direct service
provision or though contracting with a neighboring jurisdiction.
2. Fire/Emergency Medical Services (EMS) – Township fire Departments may be staffed
with full-time or volunteer firefighters or some combination thereof. As with police
services, townships may either directly provide fire and EMS services or contract with a
neighboring jurisdiction.
3. Parks and Recreation – Townships can establish public parks by themselves or
through cooperation with their neighboring jurisdictions. Townships may also establish
independent park districts with their own boards and taxing authority.
4. Roads – Ohio townships receive part of the State’s motor vehicle license fees and
gasoline tax to support the ongoing maintenance and repair of roads and streets within
their jurisdiction, including snow removal and weed control.
5. Cemeteries – Townships in Ohio manage more than 1,800 cemeteries. Townships sell
plots, maintain the cemetery, and provide for future expansion, as needed. Private
cemeteries in Ohio may be transferred to the care of a township.
6. Waste Disposal – Townships may provide waste disposal services for their residents.
As with police and fire, these services may be directly provided by the township or
through a contract with neighboring jurisdictions. Funds for the provision of waste
disposal services may be raised either through user charges or general tax revenue.
7. Zoning – Townships may regulate the use of land and control the development of their
own territory. State law governs the adoption, administration, enforcement, and
amendment of the required zoning plan.
In addition, townships are able to hire a Township Administrator. According to Section 505.032
of the Ohio Revised Code, a Township Administrator is specifically assigned the duties of:
administration; executing and enforcing the policies and resolutions of the Board; supervising
2

Title 5 of the Ohio Revised Code can be accessed at http://codes.ohio.gov/orc/5.

Beavercreek Township
Performance Audit

Page 7

and directing the activities of the Township government; recommending measures for adoption
by the Board; preparing and presenting reports to the Board; advising the Board on the fiscal
condition of the Township; preparing and submitting the budget for the ensuing fiscal year; and
additional duties as directed by the Board. Further, the Board is authorized by law to assign to
the Township Administrator any office, position or duties under the control of the Board.
Beavercreek Township directly provides each of the services outlined above, with the exception
of waste disposal, for which residents contract directly with trash disposal services. In 2011, the
Board of Trustees also hired its first Township Administrator, who works on a part-time basis.
Beavercreek Township encompasses 50 square miles of Greene County and is bordered by the
cities of Fairborn, Xenia, Sugarcreek, and Dayton.

Figure 1: Map of Beavercreek Township

Population
The population of Beavercreek Township is experiencing modest growth, particularly within the
City of Beavercreek and unincorporated areas of the Township.
Table 1: Population
2010 Population
Beavercreek Township
52,156
Beavercreek City
45,193
Fairborn City
1,201
Beavercreek Township Balance
5,762
Source: Ohio Development Services Agency Office of Research

2012 Population
52,844
45,780
1,213
5,851

Average Annual
Rate of Change
0.6%
0.6%
0.4%
0.6%
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Gender
According to the 2010-2012 American Community Survey three-year Estimates, 50.1% of the
population are male and 49.8% of the population are female.
Age Distribution
Beavercreek Township’s median age is 39.6 years.
9.00%
8.00%
7.00%
6.00%
5.00%
4.00%
3.00%
2.00%
1.00%
0.00%

Ohio

Beavercreek Township

Figure 2: Age Distribution of Beavercreek Township and State of Ohio Population

Employment
Beavercreek Township’s unemployment rate in 2012 was 5.3%, compared with the State of
Ohio’s unemployment rate of 10.3%. The top three industries that employ the most residents
are:
1. Educational services and health care and social assistance (25.9%)
2. Public administration (17.3%)
3. Professional, scientific, and management, and administrative and waste management
services (12.3%)
Table 2: Industry of Employment
Industry
Civilian employed population 16 years and over
Agriculture, forestry, fishing and hunting, and mining
Construction
Manufacturing
Wholesale trade
Retail trade
Transportation and warehousing, and utilities
Information
Finance and insurance, and real estate and rental and leasing
Professional, scientific, and management, and administrative and waste
management services
Educational services, and health care and social assistance
Arts, entertainment, and recreation, and accommodation and food services
Other services, except public administration
Public administration

Population
25,120
230
740
2,352
481
2,193
677
298
1,671
3,087

Percent
—
0.9%
2.9%
9.4%
1.9%
8.7%
2.7%
1.2%
6.7%
12.3%

6,514
1,935
604
4,338

25.9%
7.7%
2.4%
17.3%
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Income
Beavercreek Township’s median household income is $75,707 and the average household
income is $94,528. An estimated 5.7% of individuals in the Township have incomes below
poverty level.
Education
The percentage of Beavercreek Township residents that have a high school diploma or higher is
96%, and 29% have a bachelor’s degree or higher.

Beavercreek Township Organization
The Township is governed by a three-member Board of Trustees. As is allowed within the State
of Ohio, the organization has six departments: Road, Fire, Zoning, Fiscal Officer, Information
Technology and Human Resources. In addition, it is served by a part-time Township
Administrator. Police services are provided through a contractual relationship with the Greene
County Sherriff’s Department.

Beavercreek Township
Residents

Board of Trustees

Fiscal Officer

Township
Administrator

Fire

IT

Road

HR

Zoning

Figure 3. Beavercreek Township Organizational Chart

Township Administrator
The daily operations are managed by a part-time Township Administrator, established by the
Board in 2011. The Administrator is scheduled to work between 20 and 30 hours per week.

Human Resources (HR) Department
The HR Department manages personnel, Health Insurance Portability and Accountability Act
(HIPAA), and protected health information for the approximately 100 employees. (It should be
noted that the Human Resources Department was not part of this performance audit as it is the
focus of a separate study.) The Human Resources Manager is the only employee in the
Department.
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Information Technology (IT) Department
The IT Department provides support to Beavercreek Township employees and manages most
of the Township hardware, software, and firmware in addition to monitoring network security.
IT services are not centralized within the organization. While IT supports the Fire Department in
recovering data, maintaining servers, configuring and deploying equipment and with special
projects, the Fire Department maintains much of its own equipment and software.
The IT Department has one full-time employee—the IT Operations Manager—who receives
additional support from a part-time contractor.

Zoning Department
The Zoning Department oversees and enforces Beavercreek Township’s Zoning Resolution,
which governs land use in the unincorporated section of the Township. The Zoning Department
staff – which consists of the Zoning Inspector/Administrator and a Zoning Clerk – are advisors to
the Township Trustees, Zoning Commission, Board of Zoning Appeals, and citizens for
development-related issues. The Department is responsible for: zoning inspection and
enforcement, comprehensive planning, nuisance abatement, zoning certificates for signs and
buildings, residential and commercial site plans, zoning applications, maps, and resolutions. In
addition, the Zoning Department maintains all records related to Zoning within Beavercreek
Township.
The Zoning Administrator is also involved in a number of special projects, including:
 Coordinating with the Ohio Department of Transportation on the Route 35 improvement
District.
 Serving as the liaison with the Greene County Solid Waste Mgmt. Dist. on their new 5year plan.
 Drafting a new Zoning Resolution chapter for a Highway Overlay District and another
one for Wellhead Protection Overlay District.
 Reviewing Township Floodway and River Protection regulations.
 Chairing a committee charged with writing an “Employee Recognition” policy.
 Working with County officials to revive a long-dormant Airport Zoning Board and to
review Airport Zoning District map for eventual revision.
The Zoning Administrator estimates that 25% of the Department’s time is devoted to each of the
following tasks:
 Issuing permits;
 Responding to code enforcement complaints;
 Facilitating plan review; and
 Performing administrative functions.
The Zoning Administrator indicates there have been four rezoning procedures in the past 15
months and four Specific Site Plans. Currently, two rezoning applications and two site plans are
in process. In the three years prior, there were no rezonings and only one Specific Site Plan
considered by the Township. The 2013 annual report shows a total of 161 permits issued in
2013. Driveway permits accounted for the majority of those permits, with 27 having been issued.
Permits for new residential construction followed closely with 26 permits having been issued.
More than 10 permits were issued in the categories listed in Table 1 below.
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Table 3. Beavercreek Township Permits Issued from 2009-2013
Type of Permit
Accessory Buildings
(Residential)
Accessory Buildings
(Commercial)
Additions (Residential)

2009

2010

2011

2012

2013

12

13

13

14

14

0

1

0

1

2

2

5

10

2

3

Additions (Commercial)

2

2

0

3

1

Agricultural Exemptions

0

0

1

2

3

Awnings/Covers

1

0

1

0

2

Commercial New Construction

1

1

1

7

2

Commercial Remodel

0

1

0

0

0

Construction Trailers

0

1

1

0

0

Decks

21

13

13

17

13

Driveways

13

32

22

32

27

Exemptions (Other)

0

0

0

0

0

10

16

19

14

20

Home Occupation

0

1

0

1

0

Occupancy

1

0

1

0

0

Parking (additional)

0

0

0

0

0

Pools

3

2

4

8

11

Porch

0

0

1

1

0

44

62

37

47

26

Retaining Walls

0

0

1

0

0

Right-of-Way

3

3

0

7

0

10

6

7

7

4

Signs (Political)

4

1

5

2

19

Signs (Temporary)

5

0

0

0

0

Tents

2

13

13

13

13

3
137

1
174

2
152

1
179

1
161

Fences

Residential New Construction

Signs

Use Compliance
TOTAL

And while permit issuance for residential new construction has decreased by 41 percent from 44
in 2009 to 26 in 2013, there is ample room for residential growth in the Township. Specific Site
Plans have been approved that would allow for the construction of 896 new homes. In addition,
appropriate zoning is already in place that would allow for another 1,850 single-family homes
upon Specific Site Plan approval.

Road Department
The Department maintains 50 lane miles of road and transportation infrastructure as well as the
right-of-way and adjacent green space. It also maintains storm sewer infrastructure including
drainage ditches, swales, catch basins, and curb and gutter infrastructure. The Department
maintains one public cemetery and provides park maintenance services for 168 acres of park
land in a total of seven parks, with two additional parks totaling 148 acres planned for future
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development. It also maintains ten Township facilities and provides fleet maintenance services
for all Township vehicles, apparatus and rolling stock.
The department is staffed by eight full-time employees and one part-time employee, for a total
of 8.7 FTEs.

Fire Department
The Fire Department is a full-service suburban department. It provides fire prevention,
suppression, and emergency medical services (EMS) to the residents of Beavercreek
Township, including the City of Beavercreek. The Department has five divisions: Administration,
Operations, Logistics, Planning, and Auxiliary.
The Fire Department is currently staffed by 76.5 FTEs. Of those, 42 are full-time Firefighters, 27
are part-time Firefighters. The remaining positions are in administration: three chiefs, an EMS
Billing Clerk and an Office Manager.

Fiscal Officer
The Ohio township structure requires a directly elected Fiscal Officer position; this part-time
position is responsible to the voters of Beavercreek Township and does not report to the Board
of Trustees or any other Township official. The duties of a Fiscal Officer are prescribed by law
and include functions such as keeping minutes of all Board meetings, maintaining the
Township’s fiscal records, and keeping an accurate record of all Township accounts and
transactions. The Fiscal Officer is supported by the Assistant to the Fiscal Officer. In addition,
two Township employees—the Accounts Payable/Payroll Technician and a part-time
Receptionist—report to the Assistant to the Fiscal Officer.
The table below summarizes FTEs for Beavercreek Township by major function.
Table 4. Beavercreek Township Historic FTEs in All Funds
Function
Administration
Road Department
Zoning Department
4
Fiscal Office
Information Technology
Human Resources
Fire
TOTAL

2010
0
8
2
2.5
1
1
73.5
88

3

2011
.5
8.7
2
2.5
1
1
74.5
90.2

2012
.5
8.7
2
2.5
1
1
72.5
88.2

2013
.5
8.7
2
2.5
1
1
76.5
92.2

2014
.5
8.7
2
2.5
1
1
76.5
92.2

General Fund Revenues and Expenditures
According to information provided by the Fiscal Office generated from the State of Ohio Uniform
Account Network (UAN), the Township’s General Fund could experience an overall revenue
decrease of about $394,225 from 2011 to 2014, as summarized in the table on the following
page. (Revenue information for the Road Department and Fire Department funds are within
their respective sections.) However, it is important to note that the 2014 figures are budgeted,
3
4

Provided by the Fiscal Office staff.
The part-time employee is provided by a staffing service and works 20 hours per week.
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and it is Township practice not to budget for several of the categories, but instead make
adjustments at year’s end. For example, while the estate tax revenue likely won’t be zero
dollars, it has not specifically been budgeted, as is the case for several other categories that
typically do not generate as much revenue.
Table 5. Beavercreek Township Historic General Fund Revenues
Revenue Source

2011

5

2012

2013

2014
Budgeted
$
700,000

Percent
Change

General Property Tax Real Estate
Tangible Personal
Property Tax
Permissive Sales Tax

$

824,554

$

800,173

$

809,878

$

24,328

$

12,293

$

420

$

-

$

9,901

$

10,597

$

8,763

$

-

-100%

Fees

$

149

$

184

$

71

$

-

-100%

Fees {ZONING}

$

24,095

$

15,844

$

11,735

$

Fees {ZONING COPIES}
Cable Franchise Fees

$

0

$

1

$

$

79,353

$

84,474

$

Fines

$

6,790

$

4,839

Estate Tax

$

133,585

$

Local Government
Distribution
Liquor Permit Fees

$

163,499

$

Cigarette License Fees

$

Property Tax Allocation

-100%

-54%

$

-

83,987

$

85,000

$

6,290

$

-

-100%

59,290

$

72,235

$

-

-100%

$

86,845

$

65,958

$

2,541

$

2,523

$

2,523

$

-

-100%

111

$

111

$

111

$

-

-100%

$

88,188

$

86,173

$

87,421

$

100,000

Other - State Receipts

$

3,533

$

$

6,353

$

-

Intergovernmental
Receipts
Interest

$

48

$

113

$

-

$

-

$

6,425

$

8,290

$

15,999

$

13,610

112%

Gifts and Donations

$

-

$

10

$

20

$

-

-100%

Rentals and Leases

$

2,905

$

3,540

$

3,540

$

-

-100%

Other - Miscellaneous
Operating

$

-

$

100

$

-

$

-

TOTAL

$ 1,370,005

$

975,780

5

-

$1,175,400

-

11,000

-15%

$1,175,304

66,170

Information provided from the Fiscal Office from the State of Ohio’s Uniform Accounting Network.

-100%
7%

-60%

13%
-100%
-1

0%
-29%
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The following table summarizes historic General Fund expenditures6 in Beavercreek Township
since 2011, exclusive of any carryover.
Table 6. Beavercreek Township Historic General Fund Expenditures
General Fund

2011

2012

2013

2014
Budgeted

Percent
Change

Administration and Fiscal
Office

$ 647,796

$ 664,721

$ 995,250

$ 1,080,450

Human Resources

$ 102,337

$ 105,373

$ 117,270

$ 126,126

67%
23%

Information Technology

$ 181,343

$ 163,523

$ 247,999

$ 198,864

10%

Zoning

$ 139,830

$ 129,923

$ 176,735

$ 186,087

33%

$ 90,305

$ 96,420

$ 104,125

$ 105,505

17%

$ 174,100

$ 101,333

$ 164,100

$ 173,849

0%

$ 7,971
$1,343,682

$ 13,304
$ 1,274,597

$ 26,900
$ 1,832,379

$ 25,495
$ 1,896,376

Highway Maintenance
Park Maintenance
Library
TOTAL

220%
41%

Expenditures have increased by 41% since 2011. The largest increase was between 2012 and
2013, with a jump of $557,812. More than half of that increase was $330,529 in the
Administration and Fiscal Office budget. An increase in legal fees and an increase in healthcare
expenses for all the elected officials were the largest increases in that department, totaling more
than $100,000. Other increases were less substantial but taken in total were significant.
In comparing the revenue and expenditure tables, it is apparent that the Township is spending
more than it is generating in revenue, decreasing its available fund balance over time. The table
below shows how the carry over at the beginning of each year since 2011.
Table 7. Beavercreek Township Historic General Fund Carry Over
2011
General Fund Carryover

$2,055,204

2012

2013

$2,124,205

$1,997,995

2014
$1,779,300

Percent
Change
-13.4%

Overall, the initial balance has dropped 13.4% since 2011. The largest decrease is from 2013 to
2014, when it fell by $218,300 or 11% in one year. Should this trend continue, it is possible that
within a decade there will be no carryover. Ensuring long-term fiscal health is a critical
leadership role. Some recommendations within this report will reduce general fund
expenditures. However, policies to guide the Township’s fiscal stewardship, such as developing
a balanced budget and adopting a fund reserve policy, should be implemented to also address
this issue.
(NOTE: Expenditure information for the Road Department and Fire Department funds is found
within their respective sections later in this report.)

6

Figures were generated from the 2014 Appropriations Budget.
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Findings and Recommendations
Based on analysis of the information gathered by The Novak Consulting Group, the specific
findings and recommendations for the Township organization are outlined in the following three
sections:
1. Township Policy and Organizational Issues
2. Road Department
3. Fire Department

Township Policy and Organizational Issues
As Beavercreek Township has grown, the organization and responsibility of the Township has
becoming increasingly complex. In 2011 the Trustees added a part-time Township Administrator
position to coordinate administrative functions and provide enhanced leadership and
supervision to the organization. Professional administration is important to the Township, and
as the community grows and delivery of services becomes more complex, the need for quality
leadership will continue to increase.
The organization must address financial and impending growth issues while at the same time
provide its employees the support and resources necessary to provide efficient and effective
service delivery.
The Board of Trustees provides critical policy leadership for the Township. The two greatest
resources of the Township are its finances and its employees. Policies that address financial
planning and revenues and expenditures are critical so as to frame major policy initiatives as
well as provide strong financial stewardship. Further, employees must understand the
parameters within which they operate. Policies that address employee compensation and the
maintenance of their confidential information are paramount to that understanding.
And while establishing these and other policies provide an overarching direction for the day-today operations of the Beavercreek Township organization, it is the responsibility of the
Township Administrator to implement those policies. The Township Administrator can be most
effective if it is clear that position is fully responsible for all administrative functions, from budget
development to personnel actions to purchasing and organizational communication. In addition,
the ability for the Township Administrator to effectively carry out these duties will be enhanced
through a continued focus on timely and accurate data to understand the organizations financial
condition and workload
Because they go hand-in-hand, both policy issue and organizational issue recommendations
are intertwined in this report. Implementation of them will continue Beavercreek Township’s
journey to becoming a more professional organization, serving its residents more efficiently and
effectively.
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Recommendation 1: Develop a strategic plan for Beavercreek Township.
Developing a strategic plan allows the Board of Trustees to clearly articulate its vision and
priorities for the organization and the community.
Through a strategic planning process, the Board of Trustees may articulate a vision for the
Township. While it appears that staff generally understands the purpose of their individual work
unit, it was clear in our interviews, that they were not aware of a common vision for the
organization. Establishing a strategic plan unifies priorities and helps break down organizational
barriers.
A strategic planning process considers the mission of the organization and articulates the
organization’s values. As part of the strategic planning process, an environmental scan is
conducted that explores factors such as fiscal constraints and opportunities, service demand
drivers, policy issues, demographic characteristics of the community, and workforce issues. A
“SWOT” (strengths, weaknesses, opportunities, threats) analysis is normally part of the
environmental scan.
Goals set the framework for the organization’s policies that guide the direction and focus of the
Township, budget decisions, and allocation of other resources such as staff time. Goals can be
broadly viewed as opportunities for change and improvement. They provide the larger context of
the specific actions the organization needs to take. They can also provide a framework for
decision-making by the Trustees when presented with many worthy projects or programs for
implementation.
Strategies are the means to achieve the goals; they are the individual tasks that must be
assigned, with resources identified, that will contribute to achievement of a goal. Tasks and
assignments should be achievable within the available resources, with clear direction and
attainable timeframes, and periodic checking on progress, changes or challenges.
The Township would benefit from a strategic planning process, which carries through to specific
work plans for departments that support the overall Township-wide strategic plan. In this way,
the Trustees can be assured that staff are unified in understanding how resources are to be
deployed, and departments and their employees are united in focus.
Recommendation 2: Establish financial policies to guide budget development and
provide for ongoing fiscal stewardship.
While the Ohio Revised Code was routinely referenced in conversations regarding the budget
development process, purchasing policies, and financial projections, this review did not identify
policies that address how the Township will provide active stewardship of its financial resources.
The Government Finance Officers’ Association (GFOA) recommends that local governments
adopt, at a minimum, financial planning, revenue and expenditure policies to frame major policy
initiatives.7
Financial planning policies focus on the fundamental principle that budgets should be balanced
and that communities take a long-term view of their financial condition. The GFOA recommends
that such policies should:
 Define a balanced operating budget and ensure a commitment to it;

7

GFOA “Adopting Financial Policies” http://www.gfoa.org/adopting-financial-policies
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Support long-range planning to assess the long-term implications of operating and
capital budgets, budget policies, cash management and investment policies, programs
and assumptions; and
Inventory all assets.

Revenue policies focus on maintaining stability in the event there are revenue shortfalls. They
include policies that:
 Encourage a diversity of revenue sources;
 Identify how fees and charges are set and the extent to which they cover the cost of the
service provided; and
 Discourage using one-time revenues for ongoing expenditures. (Beavercreek Township
is routinely using reserve funds to balance its budget by nearly $200,000 annually. This
is not a sustainable practice.)
Expenditure policies focus on prudent expenditure planning and accountability so as to ensure
fiscal stability. They include policies that:
 Specify when debt will be used and identifies the maximum amount of debt and debt
service that should be outstanding at any time;
 Call for a prudent level of financial resources to protect against the need to reduce
service levels or raise taxes and fees due to temporary revenue shortfalls or unpredicted
one-time expenditures; and
 Compare actual expenditures to budget periodically and determine actions to bring the
budget into balance, if necessary.
It is recommended that the Board of Trustees carefully consider and adopt these policies, in
keeping with GFOA best practices for municipal organizations.
Recommendation 3: Develop a compensation philosophy to guide future compensation
decisions.
In conversations with employees throughout the organization as well as in position
questionnaires, the issue of compensation was raised. Employees indicated that salary ranges
were not established, that compensation decisions were not based on a policy as determined by
the Board of Trustees, and that those decisions were not consistent. This review found that
indeed there is no compensation policy and that a formal pay-and-classification system is not in
place.
Compensation is a critical component of employee satisfaction. Recruiting and retaining quality
candidates for employment should be a top priority for the Township. However, employee
compensation is a significant expense so it is important for the Township to be strategic about
its employee compensation decisions. It is recommended that the Board of Trustees engage in
conversation about employee compensation at a policy level, then delegate implementation of
that policy to the Township Administrator.
The Board should clearly articulate a compensation philosophy for all Township employees.
This philosophy should include a set of guiding principles regarding Beavercreek Township’s
culture, workforce and public and private employer competitors as well as whether the Township
wants to pay at, below, or above market rates.
It is important that such a philosophy is agreed to by all Trustees and that it is implemented by
the Township Administrator in a consistent fashion. The next step would be to develop a
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structure for the policy, with positions classified appropriately and pay ranges identified for those
classifications.

Administration
Recommendation 4: Clarify lines of authority and accountability, recognizing the
Township Administrator is responsible for all administrative functions.
The Township Administrator is responsible for the professional management of the organization,
its structure, and staffing. The Administrator provides budget and financial recommendations to
the Board of Trustees in collaboration with the Fiscal Officer.
Beavercreek is early in its journey of professional administration. While the part-time
Administrator is expected to coordinate activities, the Trustees still expect responsiveness and
accountability from department heads directly. It should be clarified that the Administrator is the
singular employee of the Board, and responsibility for supervision of all Township functions is
delegated to the Administrator.
There are some specific organizational changes that will help centralize and clarify the general
management role of the Administrator.
Recommendation 5: Convert the Township Administrator position from part time to full
time and allocate the cost proportionately to the General Fund, Road and Bridge Fund
and Fire Funds.
In 2011, Beavercreek Township hired its first Township Administrator. As a part-time employee,
the Administrator is expected to work 20-30 hours a week. Records indicate that the Township
Administrator has worked an average of 27.5 hours a week since the appointment. However,
the Township Administrator indicates that there is work he completes that is not recorded on his
time sheet. In addition, there are many events and or meetings that he is not able to attend
because of the limitations on the number of hours to which he is limited.
A review of peer communities shows that those townships that have an administrator have fulltime positions, with the exception of Bethel Township.
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Table 8. Part-Time or Full-Time Township Administrator
Township

Township Administrator

Beavercreek

Part-Time

Bethel

Part-Time

8

Clay

None

Concord

None

German

None

Harrison

Full-Time

Jefferson

Full-Time

Miami (Greene)
Miami (Montgomery)

None
Full-Time

Monroe

None

Perry

None

Sugarcreek

Full-Time

Washington

Full-Time

Establishing the Township Administrator position elevated the level of professionalism in
Beavercreek Township. As the Township continues to grow, opportunities and challenges will
also increase and become more complex. Organizational complexity is effected by more than
just population changes in a jurisdiction. Information Technology, the amount of information
readily available to the public and increasing demands from constituencies that expect service,
as well as specialization, certifications and expertise required to provide services all contribute
to enhanced complexity. In addition, implementation of many of the recommendations within this
report will require more focus on the organization as it transitions to more professional
management. During the course of our review it was clear that the Administrator is limited in his
ability to coordinate all the operational functions of the Township and the Board still looks to
individual department heads rather than the Administrator for singular leadership. A full-time
Administrator will have a steady presence within the organization and be better able to serve the
Board of Trustees.
Based on the 2013 Mid-Ohio Regional Planning Commission Salary and Fringe Benefit Survey,
it is reasonable to project an annual salary of approximately $80,000 per year. This represents
a net salary increase of approximately $40,000. It is appropriate, however to allocate the
Township Administrators salary across all funds, proportionately.
Recommendation 6: Reorganize Township Administration and the Fiscal Office to
streamline purchasing and payroll functions, customer services and organizational
support.
Accounts Payable and Payroll: Under the current organizational structure, the Accounts
Payable/Payroll Technician reports to the Assistant to the Fiscal Officer. To provide greater
accountability for the purchasing and payroll functions for the Township and to facilitate the
exchange of financial information between the Fiscal Officer and the Trustees, it is

8

Township Administrator also serves as the Fire Chief and the Zoning Administrator.
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recommended that the Accounts Payable/Payroll Technician report to the Township
Administrator.
Part-Time Receptionist: Currently, a part-time Receptionist works from 10 a.m. to 2 p.m.
Monday through Friday in the Fiscal Office. The position is actually a staffing agency employee,
for which the Township pays $17,000 annually. The primary functions of that position are
answering the phones and processing park permits and cemetery lot sales.
It is recommended that the position be converted to a regular part-time employee. This will
eliminate the overhead cost paid to the employment agency and result in a savings between
$1,500 and $2,000 per year. In addition, this position report to the Township Administrator,
thereby providing greater administrative support to the Administrator, who currently relies on the
Zoning Clerk for minimal support.
A strong, collaborative relationship between the Township Administrator and the Fiscal Officer
will be essential to the success of this structure and allow the Township Administrator and Fiscal
Officer to fulfill their statutory duties.
The following chart illustrates the recommended reorganization.
Beavercreek
Township Residents

Board of Trustees

Fiscal Officer

Township
Administrator

Part-Tme Clerk

HR

Accounts Payable/
Payroll Technician

Assistant to the
Fiscal Officer

Figure 4. Recommended Reorganization of Township Administration and Fiscal Office

Recommendation 7: Relocate Accounts Payable/Payroll Technician and the part-time
Receptionist to the facilities on Orchard Lane.
To support the reorganization, it is necessary to relocate the Accounts Payable/Payroll
Technician and the part-time receptionist to the facilities on Orchard Lane. Such a move will
allow greater communication and coordination between the supervisors regarding payroll and
purchasing and will allow all calls to be accepted at one location. In addition, the customer
service responsibilities including issuance of park permits and handing cemetery lot sales can
be performed from the Orchard Lane location. While perhaps not ideal, these two positions can
be accommodated in the space outside the Township Administrator’s office.
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The Fiscal Officer and the Assistant to the Fiscal Officer will be the remaining positions at what
is currently called the Township Administration offices. Should the office be vacant because of
outside meetings, scheduled breaks or time off, a custom sign should be developed to be
placed on the door indicating when staff will return and how requests for public financial records
are processed.
Recommendation 8: Centralize the budget development process under the Township
Administrator.
As has already been outlined, Section 505.032 of the Ohio Revised Code specifies the duties of
a Township Administrator. Those duties include advising the Board on the fiscal condition of the
Township and preparing and submitting the budget for the ensuing fiscal year. For any local
government, the budget is likely the single most important policy document adopted by a
governing body.
Currently, the budget process in Beavercreek Township is fragmented. The fiscal office works
with the County Auditor to establish the tax levy and estimate revenue. Those figures are then
used to develop a tax budget, which must be approved by the Township by July 15 and
submitted to the County by July 20. In development of the 2015 tax budget, the Assistant to the
Fiscal Officer asked for input from the Township Administrator regarding potential salary and
benefit increases. But the Assistant to the Fiscal Officer puts all the information into the Uniform
Accounting Network (UAN). The Township Administrator then works with departmental staff to
develop the Appropriations Budget. The Appropriations Budget sets forth specific expenditures
within each program. Revenues and expenditures are tracked through the UAN, which is limited
in its reporting and forecasting capability. Currently, only the Fiscal Officer and the Assistant to
the Fiscal Officer have access to this information.
One of the most important duties of the Township Administrator is fiscal stewardship, keeping
the Board of Trustees up to date regarding the Township’s financial condition, identifying trends,
and recommending changes in course if necessary. This cannot be accomplished if the
Township Administrator does not have full responsibility for development of the budget or
access to the information needed to do so, and access to the Township’s fiscal system.
The Township Administrator should be made responsible for development of the budget. Such
functions include:











Preparation of the annual budget.
Coordinating budget submission review and approval process, including the provision of
analysis/decision-making tools.
Revenue and expenditure monitoring.
Coordinating/processing budget adjustments throughout the fiscal year.
Revenue projections/forecasting for all funds, including fee and rate analysis.
Position control for all Township Departments (e.g., tracking the total number of
positions in all Township Departments; reviewing and providing input on the creation or
elimination of positions).
Payroll.
Centralized accounting.
Centralized purchasing and accounts payable.
Performance measurement data review and analysis.
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Recommendation 9: Develop a system for measuring organizational performance.
During our review, it was clear that workload and performance data was not routinely tracked
and used to manage the various programs the Township provides. One of the ways in which
the Township Administrator can assure the Trustees that the organization is functioning
efficiently and effectively (or be alerted to impending issues or problems) is by reviewing regular
management reports with each major function in the Township. Such reports should include
performance measures—numerical data to evaluate the effectiveness and efficiency of
operations. Without outcome metrics that go beyond counting of tasks completed, it is difficult to
establish or track Township priorities or performance, making objective evaluation of
departments or workloads difficult.
The Township Administrator and the Fire, Zoning, Human Resources, Road and Fiscal Office
departments should regularly discuss outcome-based performance data for all programs and
services, including internal and external functions. Key information should be collected on a
quarterly basis, allowing the Township Administrator to make more informed recommendations
to the Board of Trustees about how to improve and when to change the organization’s programs
and services. Sample performance measures can be found in Attachment A of this report.
Recommendation 10: Design and implement an internal communications plan.
Lack of comprehensive and systematic internal communication was cited as a common area of
concern from employees interviewed. Departments and functions in the organization are often
not aware of the activities of other functions in the Township.
While communication tools such as newsletters and the intranet serve a valuable function in
organizations, face-to-face communication is just as important. This can be achieved by
establishing regular departmental and organization-wide communication forums to share
information and ideas. Monthly departmental staff meetings and quarterly interdepartmental
meetings could be used to share information and coordinate efforts. Meetings should use
effective meeting management techniques to ensure time is productive (e.g., use agendas,
clearly articulate purpose and decision-making process, frequency, attendees, start and end
time). A communications plan would address various opportunities and methodologies for
communication and ensure deliberate and consistent information sharing within the Township.
Periodic, routine communication to all employees should be delivered by the Township
Administrator. Key issues for the organization, the review and implementation of the
recommendations outlined in this report, and information about significant successes or
challenges within Township departments all have an effect on the organization and its
employees and should be included in routine internal communications.

Human Resources
Recommendation 11: Clarify that all recruitment and selection processes are to be
managed by Human Resources.
While the Human Resources Department is the focus of a separate study, this review found that
for the most part, recruitment is decentralized. The Human Resources Manager does assist the
Fire Department with recruitment and the Road Department on a limited basis. It is
recommended that all hiring, as well as classification and compensation discussions, be the
responsibility of the Human Resources Manager. This will ensure consistency throughout the
organization, adherence to Township policies and procedures, and an effective use of the
Township’s professional human resources expertise.
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Additionally, the Township Administrator and the Human Resources Manager must be
responsible for position control within the entire organization to maintain accountability and
ensure that only budgeted positions are filled. During the budget process, the Human
Resources Manager should be working with the Township Administrator and the Fiscal Officer
to maintain an updated listing of all budgeted positions. Any requests for recruitment should
then be verified against the list to ensure position control.
Recommendation 12: Develop a comprehensive employee relations program.
It is recommended that the Human Resources Manager provide more thorough service to the
organization to ensure the workforce is effectively supported to meet its needs. A
comprehensive employee relations program encompasses policies and practices from initial
orientation to separation. An orientation sets the tone for an employee’s tenure and is telling of
the organizational culture. Keeping an employee manual up to date ensures that employees
understand the policies that affect them. Establishing routine performance evaluations ensures
employees have at least one conversation annually regarding their performance and allows for
mutual goals to be established. Additionally, training regarding specific policies or laws can
safeguard both employees and the organization.
It is recommended that an employee relations program be established that includes:
 An employee orientation program – An effective orientation program regarding the
workplace does not just discuss the nuts and bolts of benefits, but addresses the
organizational culture and vision/values/goals, describes the Township organization and
its programs and services, and provides performance expectations. Such an orientation
is one of the first opportunities to engage employees in a team environment in which
everyone is working toward the same end.
 An up-to-date employee handbook – The first point of reference for employees should
be the employee handbook. It should be complete, clear, and concise. The employee
handbook should be reviewed on a regular basis.
 A formal training program – Training should address issues such as sexual
harassment, workplace violence, safety and other issues that not only protect the
employees and the organization but can also contribute to employee and organizational
wellness. The Township should provide mandatory management training opportunities
for all supervisors and managers.
 An approach to professional development – The organization should identify a
means to provide appropriate professional development for all employees. This allows
employees to remain current in their skillset, bring best practices to the organization, and
achieve personal and professional goals. These goals should then be integrated into
employee work plans.
 Annual employee evaluations – While employees should receive feedback regarding
their performance throughout the year, annual formal employee evaluations should be
mandatory for all Township employees. Evaluations ensure that employees know how
they are performing, what they are doing well, and areas in which they can improve.
These conversations also provide an opportunity for professional development as
supervisors and employees can work together to develop annual goals. A contemporary
evaluation system will include a behavioral component that reinforces the values that
have been articulated for the organization through the strategic planning process.
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Records Management
Recommendation 13: Establish a formal records retention policy.
Beavercreek Township does have a records retention schedule, and the Records Commission
does meet on an annual basis. The Records Commission has been supported in recent years
by the Zoning Clerk, who has also taken responsibility for developing and managing the records
retention process. The records are also in a variety of locations throughout the Township with
varying staff taking responsibility for them. The Fiscal Office maintains not only the financial
information but also the majority of the personnel records.
The next step will be to adopt a policy regarding records retention that reaches beyond simply
retention. A records retention policy clearly states what constitutes a record, who is responsible
for record maintenance, as well as the retention schedule. The Township’s record retention
schedule is comprehensive; however it is recommended that the Township formally adopt a
records retention policy making the responsibility of the Fiscal Officer clear.
While the Fiscal Officer will be responsible for the policy, it is not necessary that they be the
custodian of records, beyond what is stated in ORC.
As previously outlined, according to the Ohio Revised Code 507.04 A) “The township fiscal
officer shall keep an accurate record of the proceedings of the board of township trustees at all
of its meetings, and of all its accounts and transactions, including the acceptance of the bonds
of township officers.”9 And, according to the Township Fiscal Officer Sourcebook, one of the
Fiscal Officer’s responsibilities is to “oversee the township fiscal records and keep from
wrongfully removing, damaging or disposing of them. In addition, the fiscal records must be
maintained in such a manner that they can be made available for inspection to any member of
the general public at all reasonable times during regular business hours. (OAG 86-057)” The
Fiscal Officer is required to take public records training and should have a records retention
schedule. The Township Records Commission, comprising the Chairman of the Board of
Township Trustees and the Fiscal Officer of the Township, must meet annually.
Recommendation 14: Consolidate all personnel records within the Township
Administration.
The Fiscal Officer in Beavercreek has assumed responsibility for personnel record keeping in
Beavercreek Township. This bifurcates record keeping and jeopardizes employee privacy.
There is no specific mandate in ORC specifying that personnel records be kept by the Fiscal
Officer. Staff at the Ohio Township Association indicate that interpretation of these
responsibilities varies across the state and that they do not provide direction or recommendation
regarding those interpretations.
To maintain the integrity of the individual employee information while at the same time
continuing to comply with Ohio Revised Code, it is recommended that all personnel records be
maintained by the Human Resources Manager and that Fiscal Officer maintain only records as
required by the ORC. As is noted below in this citation, the Ohio Revised Code 507.04 A is
explicit in delineating what records the Fiscal Officer should keep. It is notably silent regarding
personnel files.

9

Ohio Revised Code 507.04 Personal attendance at board meetings - request for copies of township records.
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“The township fiscal officer shall keep an accurate record of the proceedings of the
board of township trustees at all of its meetings, and of all its accounts and transactions,
including the acceptance of the bonds of township officers.” And, according to the
Township Fiscal Officer Sourcebook, one of the Fiscal Officer’s responsibilities is to
“oversee the township fiscal records and keep from wrongfully removing, damaging or
disposing of them. In addition, the fiscal records must be maintained in such a manner
that they can be made available for inspection to any member of the general public at all
reasonable times during regular business hours. (OAG 86-057)” The Fiscal Officer is
required to take public records training and should have a records retention schedule”.
Further, it is considered a best practice for human resources professionals to maintain all
personnel records. According to the Society for Human Resource Management,
“HR is typically entrusted with maintaining sensitive employee data and information
relating to employee and management issues (e.g., Social Security numbers,
performance reviews, workplace injury information, reference checks, health-related
information, pay levels, etc.). Legal issues, such as identity theft, data breach notification
and privacy laws such as the Health Insurance Portability and Accountability Act
(HIPAA), require employers to establish processes and procedures to secure and
safeguard sensitive employee data and notify employees of any breach of this
confidential information.” Additionally, it is important to maintain confidentiality regarding
performance and disciplinary actions or workplace investigations. 10

Information Technology
Recommendation 15: Develop a technology strategic plan.
Information Technology is a critical internal service department, serving every function within the
organization. While there are many advanced, cloud-based applications used by the Township,
Information Technology is not centralized, and it is not clear what the “next thing” is the
organization should be pursuing in this regard. The Fire Department, in most cases, is relying
primarily on its own staff to support hardware and software. Additionally, the Road Department
is not using FleetMax™ to its fullest potential.
To ensure that technology investments are made in accordance with the best interests of the
Township as a whole, it is recommended that the Township develop a comprehensive strategic
technology plan. The Information Technology Operations Manager should be responsible for the
development and implementation of this plan, with significant assistance and input from all
departments. This plan should be used as a budget planning document (for both ongoing
maintenance as well as technology capital), a long-term road map for capital initiatives for
growth or contraction, and as a rational basis for annual work planning.
A basic outline of suggested components in an organization-wide strategic technology plan is
included below:
 Current Technology Use – Outline technology use by each department and work unit
in the Township.
 Technology Resource Allocation – Establish an information technology resource list
and identify the specific program function to which each information technology resource
10 http://www.shrm.org/templatestools/hrqa/pages/cms_017789.aspx
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contributes (data from current technology usage, as well as any identifiable trends in
help desk calls, server capacity, and others). It should be noted that the IT staff is also a
technology resource. The internal capacity of the staff should be considered as well as
whether other resources are needed.
Technology Infrastructure – Define the Township’s overall technology infrastructure,
showing the governance of processes as well as applications and other infrastructure
associated with those processes.
Future Technology Use – Meet with each department to discuss their programs and
strategic objectives; ask what specific technology is required to meet these objectives
and how it will be funded.
Future Technology Improvements and Investments – Develop a long-range schedule
for new technology improvements and investments, as well as ongoing required
maintenance to technology infrastructure; include a detailed funding plan for each line
item in the schedule.
Measurement and Evaluation – Establish regular evaluation procedures for Townshipwide information technology processes and infrastructure and a plan for the regular
collection and analysis of performance data.

Additionally, there should be clear expectations regarding what the technology service
standards should be for each department. To facilitate such expectations, service level
agreements could be developed between IT and other departments, noting lines of
communication and responsibility, what is supported by IT, and what the expected service time
is for given issues. Finally, a training plan should be developed for all personnel providing
information technology support to ensure that skills and knowledge remain current and that
service level expectations are met.
Recommendation 16: Retain part-time contractual IT support.
Exclusive of Fire Department equipment, the IT Department is responsible for 46 pieces of
equipment as is illustrated in the table below.
Table 9. IT Equipment inventory exclusive of Fire Department equipment
Equipment Type
Desktop
Computer
Monitor

Number
12
6

Docking Station

1

Laptop Computer

2

DVD Burner

5

Phones

8

Camera

2

Printer

2

Switch

3

Server

3

Other

2
46

Total

Beavercreek Township
Performance Audit

Page 27

In addition, the IT Department is in the process of upgrading to a Citrix system. As part of that
process, the Department has configured and installed three new host servers; created a new
pool of virtual machines for organizations; exported storage for the new pool, and made it
operation. The Department is also managing the migration from Exchange 2003 to Exchange
2010.
The IT Department’s 2012 Annual Report shows 107 calls to the help desk. The 2013 Annual
Report indicates the Department handled 229 calls. However, IT staff indicates that those
numbers are not comprehensive as IT staff routinely gets one or two calls a day that require
immediate response and are not added to the database. Additionally, IT staff indicates several
initiatives are not being addressed because of time constraints. These include upgrading the
Township website; developing and maintaining service logs; conducting firewall and spam filter
checks, monitoring the network and researching new technology.
All of these efforts are supported by one full-time IT Manager and a contractual employee who
began with the Township May 31, 2013 on a six-month contract for 20 hours per week. It has
subsequently been renewed at the 20-hour per week level and is set to expire September 30,
2014.
According to the Public Technology Institute (PTI), which provides a network for leadership,
innovation and best practices for public IT services, indicates that there is no one answer to
identify the number of IT employees to support a given number of total employees or pieces of
equipment or kinds of software. PTI staff indicates that the answer is dependent on the service
delivery expectations of the organization.
Another resource, The Higher Ed CIO indicates that ratios could be defined as:




The cutting edge of innovation, with a ratio of 25:1 to 50: 1;
Full service and overall value with a ratio of 50:1 to 100:1; or
Thin cost margin with a ratio of 125:1 to 200:1.

Using this information, it is suggested that one full-time IT employee is not sufficient to support
the IT needs of the organization. This is further illustrated given that the Fire Department
supports much of its own IT investments and that the IT staff is not able to address all priorities.
At this time, the contractual IT support should be maintained. As was outlined in the previous
recommendation, a comprehensive technology plan should identify the current and future needs
and the capacity to achieve them. The IT staff should then be adjusted accordingly.

Zoning Department
Recommendation 17: Establish a development plan review, permitting, and inspection
cost recovery policy and adjust Township fee schedule accordingly.
The Zoning Administration Department is responsible for reviewing all major and minor
development plans to ensure that they meet the specifications and restrictions set forth in the
Township’s zoning resolution. Zoning Department staff, whether directly or through contract
services, also inspects site work and construction to ensure that it complies with approved
plans. Zoning Administration staff also performs nuisance code inspections on a complaintdriven basis.
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The Township has adopted a fee structure for each of the dozens of plan review and permit
types issued by the Township. The fee structure also sets forth the policy that all permit
seekers will be assessed the cost for any additional, unexpected Township expenses incurred in
the review of the zoning, plan review, or permit application. For example, if the Township must
hire an engineering firm to conduct technical plan review and inspection of development plans,
then the cost of that firm’s services must be reimbursed to the Township. The fee schedule was
most recently updated in 2006.
In area of zoning and plan review services, it is common for fee schedules to be set to fully
capture the cost of providing the plan review services. This ensures that general tax dollars are
not indirectly used to subsidize a profit-making venture. To achieve this best practice, it is
necessary to adopt two standard operating practices. First, it is necessary to document, or
reliably estimate, the cost of conducting each type of zoning and permit review. Second, it is
necessary to adopt a practice of reassessing fee levels on an annual basis to ensure that costs
are covered.
To document the cost of conducting zoning and permit reviews, Zoning Administration staff
must monitor the number of staff hours, from both Zoning Department employees and other
Township employees, expended on each major category of zoning and plan review. This
should include all staff time required for plan and permit intake procedures, meetings, review
time, and governing body process management. The amount of time consumed completing a
typical review, by type, should then be multiplied by the fully-burdened salary and benefit rate of
the employee conducting the review to identify the direct labor cost required to complete the
work. It is then necessary to include any indirect costs, such as contract plan review or
inspection services, and to include those anticipated costs in the base fee. This practice should
be conducted annually by Zoning Administration staff and used to inform fee schedule
adjustment recommendations for consideration by the Township board.

Road Department
The Beavercreek Township Road Department is responsible for maintaining all public
infrastructure within the unincorporated limits of the Township with the exception of water and
sanitary sewer infrastructure.
The Department maintains 50 lane miles of road and transportation infrastructure as well as the
right-of-way and adjacent green space. It also maintains storm sewer infrastructure including
drainage ditches, swales, catch basins, and curb and gutter infrastructure. The Department
maintains one public cemetery and provides park maintenance services for 168 acres of park
land in a total of seven parks, with two additional parks totaling 148 acres planned for future
development. It also maintains 10 Township facilities, including four fire stations, and provides
fleet maintenance services for all township vehicles, apparatus and rolling stock.
The Road Department has a staff of eight full-time and one part-time employees for a total 8.7
full-time equivalents (FTE). The following table summarizes the staffing structure by job title
and primary responsibility.
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Table 10: Current Staffing Level and Primary Responsibilities

Role
Management
Road & Open
Space Crew

Fleet
Maintenance

Staffing Level







Primary Responsibility

Road Superintendent – 1 FTE
Working Foreman – 1 FTE
Service Workers – 4.7 FTE













Shop Foreman – 1 FTE
Mechanic II – 1 FTE

Department administration and management
Park, cemetery, and facility grounds
maintenance
Right-of-way mowing
Road maintenance
Storm sewer maintenance
Curb and gutter
Facility maintenance
Snow plowing
Fleet maintenance
Facility maintenance
Snow plowing

Road Department operations are funded through seven primary revenue sources: 1) Road and
Bridge Fund; 2) General Fund; 3) Cemetery Fund 3) Motor Vehicle Tax; 5) Gasoline Tax; and 5)
Permissive Motor Vehicle Tax.
The Road and Bridge Fund is the primary operating fund. It includes three distinct property tax
levies: a permanent 1.4 mill levy, a 1.5 mill levy last renewed in 2012, and a 0.5 mill levy last
renewed in 2009 and scheduled for consideration during the November 2014 election. The
General Fund is used to fund some park maintenance expenses and one mechanic positon.
The Cemetery Fund is dedicated to cemetery maintenance and upkeep and is used to offset a
portion of the salary expense associated with conducting cemetery maintenance work. Motor
Vehicle Tax, Gasoline Tax, and Permissive Motor Vehicle Tax revenue is dedicated to
transportation infrastructure capital improvements.11
The following table shows revenues from 2011-2014, not including any carryover from the
previous year.
Table 11: Historic Road and Bridge Fund Revenues
Road and Bridge
Revenues

12

2011

2012

2013

2014

Percent
Change

Real Estate

$ 736,585

$ 713,872

$ 734,369

$ 700,000

-5%

Personal Property

$ 52,162

$ 26,394

$ 129

$-

-100%

$ 550

$ 75

$ 600

$ 1,000

82%

Homestead

$ 80,978

$ 81,906

$ 83,829

$ 85,000

5%

Intergovernmental Other

$ 11,890

$-

$ 4,056

$-

-100%

$ 533

$-

$1

$-

-100%

$ 2,958
$885,656

$$ 822,247

$ 14,893
$ 837,877

$$ 786,000

-100%
-11%

Permits

Miscellaneous
Sale of Fixed Assets
TOTAL

11
12

Beavercreek Township 2014 Appropriations Budget
Ibid
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The following table shows expenditures from 2011-2014.
13

Table 12: Historic Road and Bridge Fund Expenditures
2011

2012

2013

2014

Percent
Change

Salaries
Employee Fringe
Benefits

$ 338,212

$ 343,142

$ 323,962

$ 420,000

24%

$ 142,578

$ 163,294

$ 150,520

$ 193,357

36%

Purchased Services

$ 260,643

$ 130,549

$ 97,378

$ 141,700

-46%

Supplies and Materials

$ 88,372

$ 64,787

$ 59,615

$ 82,000

-7%

$ 141

$-

$ 1,037

$ 500

255%

Capital Outlay

$ 20,163

$ 120,339

$ 55,963

$ 30,000

49%

Other Capital

$ 14,099
$ 864,208

$ 31,796
$ 853,907

$$ 688,475

$$ 867,557

-100%
0%

Road and Expenditures

Other

TOTAL

Analysis and Recommendations
The Novak Consulting Group’s review of the Road Department indicates that the Department
employs many best practices. It has cross-trained its staff to perform a wide range of duties at a
high service level. The Department has implemented a robust preventive inspection and
maintenance program and has developed a practice of using data to inform work planning
decisions. There are, however, areas of improvement that if implemented, will further enable the
Department to become more efficient and effective. The first step in assessing what
opportunities exist is to consider the work that must be completed, the nature of the work, and
the resources that are available to complete that work.
The duties and responsibilities of Road Department staff can be grouped into four broad
categories: transportation and stormwater infrastructure management (including snow plowing);
park, cemetery and green space maintenance; fleet maintenance; and facility maintenance.
Each of these activities demands different time commitments depending on several
environmental variables.
For example, park, cemetery and green space maintenance requires a recurring commitment
during the growing season, which typically runs from April through October. During the colder
months, less staff time needs to be dedicated to green space maintenance. Roadway and
storm sewer infrastructure maintenance and repairs typically require warmer weather and so,
like green space maintenance, these activities are generally confined to the warmer months of
the year. Fleet maintenance and facility maintenance require a year-round commitment of staff
time to meet both preventive maintenance schedules and address emergency repairs that may
arise.
In addition, it is necessary to maintain a staffing pool that ensures capacity to meet core
responsibilities that cannot be built into an ongoing work plan. For example, it is impossible to
predict with any accuracy when a snow or ice event will strike a community, how severe the
event will be, or how long it will last. Regardless, it is a core responsibility of a modern public
works department to ensure that roads are safe to travel during such events, so public works
departments must be prepared to meet the demands of such emergencies.
13
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High performing public works departments are tasked with developing staffing models and
organizational structures that allow them to meet recurring and seasonal workload in an efficient
and effective manner. The seasonal nature of the Road Department’s workload means that
there are inevitable inefficiencies associated with the peaks and valleys in workload. However,
these peaks and valleys can be leveled with thoughtful work planning and the cross-training of
labor crews. Some activities, such as tree culling or facility repairs, can be scheduled for
completion during the colder months so that green space maintenance, roadway, and storm
sewer infrastructure repairs can be completed during the warmer months of the year. Crosstraining staff allows flexibility in the assignment of personnel, limiting down-time that is
associated with seasonal crews. For example, a specialized concrete crew will only be working
at capacity during the warm season, while a generalist crew with skills in facility maintenance,
pavement maintenance, concrete work, and landscaping can be leveraged on multiple projects.
This approach to work planning and cross-training is especially important in communities like
Beavercreek Township that have limited staffing resources. Fortunately, the Road Department
has adopted this general approach to work planning and cross-training and is able to keep its
work crews fairly busy throughout the year.
Nonetheless, it is important to consider whether the current approach is the most appropriate
and to analyze what additional service approaches can be leveraged. In fact, there are many
tools that can be leveraged to meet this charge, including using cross-trained labor pools,
seasonal staff, part-time staff, and contract-for-service arrangements, to name a few.

Road and Green Space Staffing
The current Road and Green Space work crew staffing configuration includes a working Road
Foreman, four full-time Service Workers, and one part-time Service Worker, for a working crew
of 4.71 FTE and one working Road Foreman.
In addition, the Road Department is staffed with a Shop Foreman (chief mechanic) and a
Mechanic I. The fleet maintenance function will be discussed in detail later in this analysis;
however the Shop Foreman and Mechanic I augment the Road Crew, especially during snow
events. It is therefore appropriate to discuss the positons within the context of the Road and
Green Space Crew workload profile and staffing levels.
To determine the most appropriate configuration for the Beavercreek Township Road and
Green Space Crew, it is necessary to analyze the type and distribution of the Department’s
ongoing, seasonal and emergency responsibilities.
Regardless of workload, the Road Department must be equipped to respond to a snow
emergency. This is considered one of the most critical core functions of a public works
department because of its impact on public safety and the potential negative publicity if a snow
emergency is handled poorly.
Currently, the Road Department operates three snow routes and has committed to a service
expectation of plowing every Township street twice every 12 hours. With the expected
development of additional subdivisions and lane miles, it is expected that the Department will
need to add a fourth snow plow route to consistently meet its service standard.
Under the current three-route configuration, the Department needs a crew of six FTE to cover
three snow plow routes in a 24-hour cycle. Under a four-route configuration, the Department
would need eight FTE. Currently, there are four full-time service workers and one full-time
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mechanic for a total of five full-time front-line employees. The Shop Foreman and Road
Foreman also staff snow plow routes, and the part-time service worker will staff snow plow
routes if sufficient hours are available in the budget at the time of the snow emergency. In total,
between seven and 7.71 FTE are available to staff snow plow routes, depending on part-time
staff availability. This allows the Department to remove a mechanic from a route to address
urgent repairs in the Road, Fire, or Sheriff’s fleet. The Parks Superintendent is also available to
staff a route, if required; however, this should be a last resort as it is important to have
consistent route management and communication with Township leadership and the public. In
summary, the Township is appropriately staffed to meet snow route responsibilities under the
current three-route system.
Next, it is important to evaluate the crew size necessary to meet infrastructure and storm sewer
and green space maintenance responsibilities during the warmer months of the year. Currently,
there are 4.71 front-line FTE and one working foreman available to complete infrastructure and
storm sewer infrastructure maintenance; park land maintenance; right-of-way maintenance; and
cemetery maintenance. Most pavement and stormwater projects require between two and four
FTE to complete safely. Taking into account the availability of a working Road Foreman and the
occurrence of normal leave time (e.g., sick, vacation), the current crew size is appropriate to
meet the demands of transportation and storm sewer infrastructure maintenance. However, the
crew is also responsible for park maintenance, cemetery maintenance and right-of-way
maintenance. The question then is whether there is sufficient staff capacity to meet the
demands of both. This is dependent on the quantity of work that must be completed and the
service standard.
The following table summarizes the primary park and green space maintenance activities, the
service standard or frequency of service, and the number of labor hours required to accomplish
the activities.
Table 13: Park and green space maintenance schedule

Activity

Service Frequency

Cemetery Mowing
Cemetery Trimming and Detail
Work
Cemetery Services
Park and Township Facility
Mowing/Trimming
ROW Mowing
ROW Brush Trimming

April – October
Memorial Day – Labor Day

Guardrail Weed Control

Early Spring and Early Summer

Number of Labor Hours
6 labor hours every two weeks
18 labor hours every two weeks

Year Round
April – October

16 labor hours every two weeks
60 labor hours each week

April – October
April – October

60 labor hours every six weeks
32 labor hours concurrent with
ROW mowing
48 labor hours twice a year

Independent of leave time, an average of 228 labor hours is available per week to complete all
Road Department work, excluding fleet maintenance. During the peak growing season,
approximately 100 hours per week, or 43% of weekly labor hours, must be dedicated to
cemetery and green space maintenance. In other words, nearly 2.5 days of every five-day
week must be dedicated to green space maintenance, with the remaining available staff hours
available for dedicated street and storm sewer infrastructure maintenance. Moreover, as spring
and summer progress and the pace of grass growth declines, more time is available to dedicate
to infrastructure maintenance repairs. Lastly, during the cooler months of the year, crews are
available for tree culling and facility maintenance work. The following figure summarizes the

Beavercreek Township
Performance Audit

Page 33

number of labor hours required per week and per season to meet green space maintenance
responsibilities under the current service standards.
300
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Figure 5: Summary of green space maintenance staff hours required per week

Though this staffing configuration is well-suited to meet the Department’s primary workload
demands in an efficient manner, it is important to analyze available options to ensure that there
is not a more efficient approach. The two primary service alternatives include using seasonal
employees or contracting for services.
The primary benefit of using seasonal employees during the warmer months of the year is that
seasonal employees can be dedicated to seasonal grounds maintenance while full-time
employees could focus on transportation and stormwater infrastructure maintenance and
repairs. Seasonal employees are available to work 1,500 hours per year, or an average of 30
hours per week, and are not paid employee benefits.
Based on the labor hours required to meet green space maintenance service standards April
through October, the Department would need to staff four 30-hour per week seasonal
employees or three 40-hour week seasonal employees to meet workload demands and service
standard. However, the Department would still need to maintain a full-time Road Crew of four
FTE and a working foreman to properly infrastructure repair projects and cover snow plow
routes over a 24-hour cycle during a snow emergency. Creating a separate seasonal pool would
therefore increase labor costs and decrease productivity by emphasizing specialization over
cross-trained, multi-function employees. The following table compares the cost of creating
three- and four-person seasonal crews against the current salary and benefit expenses of the
Road Crew.
Table 14. Cost Comparison – Seasonal and full-time road crew staffing models
Seasonal Staffing
Option

Projected Annual
Labor Cost

Current Road Crew
Labor Cost

Additional Cost/
(Savings)

Four FT/Three Seasonal

$ 285,708.80

$ 237,018.80

$ 48,690.00

Four FT/Four Seasonal

$ 293,448.80

$ 237,018.80

$ 56,430.00
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Another commonly used service model is contracting for service. The Township could contract
for green space maintenance, thereby allowing remaining staff to focus on pavement and
stormwater infrastructure maintenance. However, doing so would not reduce salary and benefit
costs because core staff must be maintained to meet snow emergency demands.
Contracting with the private sector for municipal snow and ice control is also relatively common.
There are instances in which communities rely upon neighboring local government agencies to
conduct snow and ice removal. Communities also contract with private sector snow removal
services to perform the function. The City of Beavercreek and the City of Xenia each perform
snow and ice removal and might have the capacity to provide snow plow services for a fee.
However, this would again have little effect on the Road Department’s fixed labor costs. The
Department would still need to maintain a core Road Crew of four full-time employees and one
working foreman. Contracting snow and ice removal would alleviate the need to use the fleet
maintenance crew for snow plow routes, but a current fleet maintenance staffing level would still
be required to meet core responsibilities.

Fleet Maintenance Staffing
Recommendation 18: Adopt an 80% wrench time productivity target for the Shop
Foreman/Mechanics.
Fleet Maintenance is staffed by a Shop Foreman and one Mechanic. They are responsible for
maintaining a fleet of 50 vehicles, 33 pieces of fire apparatus, and 19 pieces of heavy
equipment, for a total of 107 pieces of rolling stock.
The National Fleet Management Association (NFMA) recommends a target mechanic-to-vehicle
ratio of between 1:60 and 1:100, depending on the age and condition of the fleet. The
mechanic-to-vehicle ratio in Beavercreek Township is 1:54, and the fleet is relatively new and
well-maintained. At surface value, this ratio suggests that the Department has too many
mechanics. However, coverage is an important consideration in fleet maintenance.
The Fleet Maintenance staff is responsible for performing recurring preventive maintenance and
emergency repairs on Township vehicles and emergency vehicles for the Fire Department and
County Sheriff. These repairs must be completed in a timely manner; vehicles cannot sit for
weeks waiting on a repair because a mechanic is on leave. As a result, it is necessary to staff
more than one mechanic to allow for employee leave and to meet service demands. This
results in some inevitable inefficiency.
According to Department estimates, the Shop Foreman spends approximately 60% of his time
dedicated to vehicle maintenance. The remaining time is dedicated to FleetMax™ system data
management and facility maintenance management, though actual maintenance projects are
most often performed by staff from the Road Crew. Approximately 70% of the Mechanic I
workday is strict wrench time – time spent performing direct maintenance. Staff time is also
dedicated to retrieving parts of parts suppliers expect an unacceptable delay and traveling to
other Township offices and fire stations to repair vehicles. This travel time is not strictly
considered wrench time.
Both the Shop Foreman and the Mechanic I are scheduled to work approximately 2,088 hours
per year. However, they are actually available to work fewer hours because of leave time and
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required training time. Assuming an average of 16014 hours per year per employee dedicated to
leave and training, both shop mechanics are available to work approximately 1,928 hours per
year. At 60% and 70% wrench time respectively, the Shop Foreman and Mechanic I are
estimated to consume approximately 1,350 and 1,156 hours per year, or a total of 2,506 hours
per year, engaged in direct vehicle maintenance.
Though the Department has made an effort to assign additional tasks to mechanics to absorb
some of the inefficiency associated with the necessity of staffing two mechanics, additional
steps can be taken to improve fleet management efficiency. The Shop Foreman is a designated
supervisor for the Mechanic I. The supervisory structure is appropriate due to the specialized
nature of the work; however, a 1:1 supervisory to staff ratio does not result in onerous time
commitment.
In commercial auto repair shops, the productivity target typically ranges between 90% and
100%. The Shop Foreman has administrative, preventive maintenance scheduling, and
FleetMax™ data management responsibility; however, the primary focus should be on vehicle
maintenance. To that end, it is appropriate to adopt a wrench time productivity target of 80% for
the Shop Foreman. This would allocate six hours of each day to vehicle maintenance activities
and two to administrative and shop management activities. Additional administrative support
can be provided by the Road Superintendent.
Additionally, there should be clear expectations regarding what the fleet maintenance service
standards should be for each department. To facilitate such expectations, service level
agreements could be developed between fleet maintenance and other departments, what is
supported by fleet maintenance and what the expected service time is for given issues. A
sample service agreement is provided in Attachment B.
Recommendation 19: Allocate the Mechanic I time between the fleet maintenance
function and broader Departmental support responsibilities.
Based on Department estimates, approximately 2,500 hours per year are consumed in direct
vehicle maintenance. Assuming the Shop Foreman meets an 80% productivity target,
approximately 964 annual hours of direct maintenance inventory remain to be covered by the
Mechanic I. As previously discussed, the Mechanic I is available to work approximately 1,928
hours per year, which would result in wrench time productivity of approximately 50%, which is a
low rate of productivity.
However, the Mechanic I can be leveraged to accomplish other important tasks that are not
directly related to fleet maintenance. For example, the Mechanic I can complete work order
system data entry and management, reducing the administrative time of the Road Foreman and
Shop Foreman. The Mechanic I can augment the Road Crew when needed. The Mechanic I
can take over the responsibility of conducting all pre- and post-trip vehicle inspections and
manage a recurring truck wash program, which will prolong the life of Township vehicles. The
Mechanic I can be trained to conduct infrastructure inspections. By assigning these
responsibilities and others like them, the Department will be able to obtain maximum value for
the necessity to staff two mechanics and will further increase the productivity of other
employees by limiting administrative time.

14

Three weeks of leave and one week of training
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Fleet Cost Allocation
Recommendation 20: Beginning with 2015 budget, implement a proportional allocation
of direct fleet maintenance expenses to the Township’s various operating levies and
funds.
Currently, the fleet shop provides vehicle maintenance services for each Township department,
including the general government vehicle, Road Department vehicles, and Fire Department
apparatus and vehicles. In addition, the fleet shop maintains three Sheriff vehicles which are
owned by the Township and used to patrol. The salary and benefits for the Shop Foreman are in
the General Fund and the salary and benefit expense of the Mechanic I position are in the Road
and Bridge Fund.
However, from January through June of 2014, fleet maintenance staff has dedicated
approximately 72% of vehicle maintenance time to Fire Department vehicles, 13% to Road
Department vehicles, and 15% to General Government vehicles, including the three Sheriff
vehicles. The Road Department bills external departments for parts but not for labor.
The Road Department and the Fire Department each have designated operating levies. The
intent of these levies is to fully fund the operations and administration of each department.
However, under the current fleet maintenance and billing model, the General Fund and the
Road and Bridge Fund are subsidizing Fire Department operations.
The Department and Township should begin a process of billing the full cost of maintenance to
operating departments. This ensures proper cost allocation and has the added value of making
transparent the full cost of owning a particular vehicle, which is important information to evaluate
when considering vehicle replacement options.
The current General Fund fleet maintenance salary and benefit expense are allocated to the
General Fund and Road and Bridge Fund. Assigning fleet maintenance labor costs to operating
departments based on the proportion of time spent completing maintenance on those
departments’ vehicles would result in a savings of approximately $80,000 per year in the
General Fund and a $21,000 per year savings in the Road and Bridge Fund. The Fire Fund
would experience an approximately $99,000 increase in annual expenses to reflect the actual
cost of maintaining apparatus and vehicles. The following table compares the current model
with a proportional cost allocation model.
Table 15. Fleet maintenance billing model comparison
Fleet Maintenance Funding Model
Current Fleet Maintenance Salary and Benefit
Expense
Shop Foreman

General Fund

Road and
Bridge Fund

Fire Fund

$

98,799.00

$

-

$

-

$

-

$

77,285.00

$

-

$

98,799.00

$

77,285.00

$

-

Shop Foreman

$

13,831.86

$

12,843.87

$

71,135.28

Mechanic II

$

5,409.95

$

43,666.03

$

27,822.60

$
$

19,241.81
79,557.19

$
$

56,509.90
20,775.10

$
$

98,957.88
(98,957.88)

Mechanic II
Total
Proposed Fleet Maintenance Billing Distribution

Total
Savings/(Additional Cost)
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Recommendation 21: Develop a direct fleet cost allocation process.
Though a proportional cost allocation is the most suitable approach for the upcoming fiscal year,
it is appropriate to concurrently develop an approach that can be used to directly allocate actual
costs rather than estimated costs. This ensures transparency and consistency and allows each
department the opportunity to directly evaluate whether adjustments to fleet size, type, or
deployment have a direct impact on the department’s expenses. There are a few important
steps that must be taken to implement a direct cost allocation model.
First, it is necessary to develop a process that tracks the number of direct labor hours expended
on each piece of rolling stock. For example, if a mechanic performs 60 minutes of preventive
maintenance labor on a piece of fire apparatus, those labor hours should be assigned to that
piece of apparatus and a bill should be generated for the department that includes parts and the
number of hours of maintenance performed multiplied by the fully-burdened labor rate of the
mechanic who performed the work.
To meet this objective, it is necessary to first calculate the fully-burdened labor rate for each
mechanic. The fully-burdened labor rate includes the direct labor cost of the positon as well as
indirect costs, administrative overhead expenses, non-productive time, and a target profit rate.
Currently, the indirect costs of the fleet maintenance operation are not clearly identifiable in the
Township’s accounting reports. As a result, it will be important for the Township to begin
tracking each cost component necessary to calculate and accurately identify the fully burdened
labor rate so that a direct cost allocation model can be applied in 2016 and beyond.
To calculate the fully-burdened labor rate, it is first necessary to calculate the direct labor rate
for each mechanic. The direct labor rate is the hourly salary and benefit rate for each mechanic
adjusted to reflect non-productive time. It is calculated by dividing the total salary and benefit
cost for each mechanic by the number of billable hours available. The number of available
billable hours is calculated by subtracting leave and training time from the number of annual
hours scheduled to work. Assuming 160 hours of leave and training time per mechanic per
year, the direct labor rate for the Shop Foreman in 2014 is $51.42 per hour and the direct labor
rate for the Mechanic is $40.80 per hour.
It is then necessary to assemble indirect costs, including the cost of administrative support (e.g.,
HR, IT, and management), facility costs (e.g., utilities, facility depreciation, maintenance), and
other support costs. Indirect costs are divided by direct costs (labor, technology, etc.) to
develop an overhead rate that is applied to the fully-burdened labor rate calculation.
The Township does not account for the number of administrative and management support
hours that support the fleet management operation. Nor does it monitor fleet maintenance
facility expenses because the fleet shop is incorporated as part of the larger Road Department
facility. As such, the Township will either need to begin a process of directly monitoring those
expenses or develop a reliable methodology for estimating indirect costs. For example, Road
Department facility maintenance, utilities, depreciation and capital investment expenses can be
allocated to the fleet management operation based on the percent of square feet absorbed by
the fleet maintenance shop.
The last major element required to calculate a fully-burdened labor rate is the target rate of
profit. Because the Township is local government, there is no profit imperative. However, it is
important that the operation is self-sufficient. It is reasonable to build in a small rate of profit to
prepare for contingencies and fund system and process improvements. The following table
estimates the fully-burdened labor rate under three overhead rate scenarios.
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Table 16. Estimate of Mechanic fully-burdened labor rates
Fully Burdened Labor Rate (Shop
Foreman)
Shop Foreman Direct Labor Rate
Overhead Rate
Profit Rate (5%)
Fully Burdened Labor Rate
Fully Burdened Labor Rate (Mechanic I)
Mechanic II Direct Labor Rate
Overhead Rate
Profit Rate (5%)
Fully Burdened Labor Rate

30% Overhead
Rate
$51.24

20% Overhead
Rate
$51.24

10% Overhead
Rate
$51.24

$15.37

$10.25

$5.12

$3.33
$66.62

$3.07
$61.49

$2.82
$56.37

30% Overhead
Rate
$40.09

20% Overhead
Rate
$40.09

10% Overhead
Rate
$40.09

$12.03

$8.02

$4.01

$2.61
$52.11

$2.41
$48.10

$2.20
$44.09

The Department, by tracking the data detailed above and developing a related billing rate
structure, will be able to effectively and accurately bill its customers.

Vehicle Fueling
Recommendation 22: Develop an agreement with the City of Beavercreek to utilize the
City’s fueling station for Township vehicles.
Currently, the Township uses local retail fueling stations to purchase fuel for Township vehicles,
apparatus and equipment. In doing so, the Department pays retail prices for fuel. In 2013, the
Road Department paid an average of $3.68 per gallon for unleaded gasoline. Average fuel rate
data for the Fire Department, which is the largest fleet user, was unavailable for review;
however, the Fire Department purchases fuel from the same locations and, as a result, it is
reasonable to assume a comparable average fuel rate.
The City of Beavercreek maintains a municipal fueling station in close proximity to the Road
Department garage. By maintaining its own station, the City is able to avoid the added expenses
associated with the profit imperative of a retail fueling station. The City of Beavercreek is able
to buy fuel in bulk quantities, resulting in savings through economies of scale. Lastly, the City
solicits bids from as many as five wholesale fuel providers when it is time to refill the fuel tanks.
In 2013, the City paid an average of $3.24 per gallon of unleaded fuel, which is 12% less than
the Road Department paid over the same period.
The City of Beavercreek staff has expressed a willingness to serve as the fueling station for the
Township, if a contractual agreement can be reached. This presents the opportunity to achieve
significant annual savings for each of the Township’s major operating funds. For example, the
Road and Bridge Fund could experience nearly $5,000 in annual fuel cost savings. The level of
data required to develop a fuel savings estimate for the Fire Fund is unavailable; however, the
savings in the Fire Department would likely be much higher than that of the Road Department,
given that the Fire Department has the most rolling stock in the Township.
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Asset Management
Recommendation 23: Purchase and implement an asset management and work order
system.
The Road Department is responsible for maintaining most of the public infrastructure in the
Township, including roads, facilities, vehicles, parks, right-of-way, public cemetery and storm
sewer infrastructure. The work of the Department can be categorized as either preventive
maintenance or reactive/emergency repairs. The goal of preventive maintenance is to keep
assets within a predefined standard of working order so as to avoid the need for emergency
repairs, which are usually more costly and have a greater impact on staff time.
The management challenge is to develop a preventive maintenance program and work plan that
takes full advantage of available financial and human resources to maintain those assets, and
monitor asset condition, life cycle cost, and quality of life impact to determine when capital
investment or major infrastructure rehabilitation is required.
An effective infrastructure asset management program focuses on managing assets in a way
that the investment for each asset can be optimized, thereby reducing capital and operating
expenditures. In order to effectively accomplish this task, managers must have access to data
about infrastructure condition maintenance expenses and, just as importantly, that data must be
available in a mechanism and format that can be easily interpreted during the work planning and
capital planning processes.
The Road Department currently uses the FleetMax™ fleet management system as a
Department-wide work planning and work order system. The FleetMax™ system is specifically
designed for fleet maintenance and lacks the capability to easily incorporate the other elements
of the Road Department’s work, such as green space maintenance and transportation
infrastructure maintenance. Nevertheless, the Department has made a strident effort to
maximize the value of the FleetMax™ system by creating a specific series of “vehicle records”
that represent non-fleet maintenance responsibilities. This reflects good initiative and a desire
to track and use key data to inform work planning processes. However, the value of an effective
Computerized Maintenance Management System (CMMS) is not just that it serves as repository
of data, but that the data can be aggregated and reported in a way that is both practical and
useful. The FleetMax™ system has the ability to do this for fleet maintenance operations, but
not for other key work areas.
A robust CMMS with work orders provides the ability to separate planned or unplanned
maintenance costs, build life cycle cost history, record actual direct costs of an activity, and
provide summary performance metrics. A CMMS would go a long way toward improving the
Department’s ability to maximize the value of each dollar invested in the Township’s
infrastructure.
Another critical element of effective asset management is recurring and systematic assessment
of infrastructure condition. Such an assessment establishes the current condition of assets to be
able to forecast and prioritize maintenance and rehabilitation efforts. Condition assessment can
help managers understand the level of asset deterioration and the risk management impact on
the probability and consequence of failure. An asset condition inventory is central to any asset
management program or strategy.
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The Department has developed noteworthy infrastructure inspection and assessment practices.
Every road sign in the Township is inspected annually to ensure that reflectivity standards are
met; those which fail inspection are scheduled for replacement during the year. The Road
Superintendent and Road Foreman conduct annual inspections of the Township’s transportation
and storm sewer infrastructure and develop annual work plans and capital replacement plans.
However, this condition data is maintained in disparate paper documents and Excel templates,
requiring significant effort to aggregate in a format that is useful in decision-making. Moreover,
there is not a clear mechanism in place to track and assess the impact of specific preventive
maintenance interventions on the long-term condition and life cycle of an asset.
Implementing a functional CMMS would allow the Department to systematically define condition
assessment standards, include asset condition evaluations in the CMMS, track the cost and
efficacy of various maintenance approaches, and ultimately maximize the value generated from
each dollar invested in that maintenance. This approach can be applied to every asset category
– from storm sewer catch basins to vehicles.

Policy Considerations
Recommendation 24: Amend snow and ice event plowing service standard.
The staffing analysis detailed above, for both the Road and Green Space Crew and the Fleet
Maintenance Crew, is based on two major policy assumptions concerning service level.
The first policy assumption is that the Board of Trustees has made a fundamental determination
that the Road Department will directly provide road maintenance services, as opposed to
contracting the function to a neighboring community. Under this assumption, it becomes
important to maintain a core road maintenance staffing level of 4.7 FTE to meet the demands of
road maintenance work. Once that core staffing level is established, it is then necessary to
determine how best to maximize the productivity of that staff over a one-year period given the
road maintenance function is a seasonal activity. The Road Department has done a good job of
developing a book of additional responsibilities for the Road and Green Space Crew to keep
them productive throughout the year. For example, they are responsible for green space and
cemetery maintenance, park maintenance, right of way maintenance, tree trimming, facility
maintenance and snow plowing activities.
However, the Board of Trustees could also make the policy determination that the Township will
contract for road maintenance through a neighboring community. Doing so would eliminate the
need to maintain the core Road and Green Space Crew staffing level and open up the
opportunity to contract for all work currently performed in the Road Department. This would
fundamentally change the operating model in the Road Department from direct service provider
to contract manager. The Township would need to hire a contract administrator to closely
monitor contract execution and performance standards and a detailed analysis would need to
be conducted to determine if such a model would in fact generate annual cost savings. Such
analysis is outside the scope of this review and could only be completed after detailed
discussions with potential service providers (e.g., the City of Beavercreek).
The second policy assumption is that the Board of Trustees wants to maintain the current snow
plow standard, which is to clear each Township street of snow and ice two times during each 12
hour period of the snow event. The current snow plow service standard is one of the highest
service standards that The Novak Consulting Group has observed in local government. This
observation is verified when juxtaposed against the standards employed by the Township’s
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immediate neighbors, the cities of Beavercreek and Xenia. The City of Xenia and the City of
Beavercreek attempt to clear all streets within 24 hours of the conclusion of a snow event. This
service standard is generally considered to be a high service standard in the field of public
works, but the Township’s standard far exceeds it.
It is certainly legitimate for the Board to make a policy decision to maintain such a high level of
service; however, it is important that the decision be made with full knowledge of the
implications. As with any local government service, the level of service required has a direct
impact on staffing requirements. To consistently meet the adopted snow plow standard, the
Road Department must staff three snow plow routes. As previously discussed, under the current
three-route configuration, the Department needs a crew of six FTE to cover three snow plow
routes in a 24-hour cycle. This requires the Department to use one of its mechanics to staff a
snow plow route.
Amending the snow plow service standard to clear within 24 hours of the end of a snow and ice
event would allow the Department to reduce the number of snow plow routes from three routes
to two routes, which would in turn reduce the number of FTE required to staff the snow plan in a
24-hour period from six to four FTE.
Recommendation 25: Evaluate fleet maintenance contracting options.
Amending the snow plow service standard policy would also enable the Township the
opportunity to pursue other potential cost saving opportunities. As discussed in the Fleet
Maintenance staffing section of the report, the Road Department is staffed with two mechanics,
who spend an estimated combined 2,500 hours per year providing direct vehicle maintenance
services. Each mechanic is estimated to have approximately 1,928 hours per year available to
perform work (excluding leave and training time), leaving approximately 1,256 hours of excess
capacity. This Department has absorbed this excess capacity, in part, because it has been
necessary to staff two mechanics to meet the existing snow plow service standard. In addition,
the excess mechanic capacity has been leveraged for other tasks, such as recurring facility
maintenance and inventory maintenance. However, revising the snow plow standard enables
the Township to evaluate alternative approaches to fleet maintenance that may reduce
expenditures or generate additional revenue. Specifically, there are three primary options to
consider.
The first option is to contract for a portion of regularly recurring preventive maintenance.
Currently, one of the compelling reasons for staffing two mechanics is to ensure that a
mechanic is always available to perform preventive and emergency maintenance in the event
that one mechanic is on leave or in training. However, the Department could also meet this
need by developing contractual relationships with neighboring municipal fleet management
shops or private sector fleet maintenance providers to perform a combination of preventive or
emergency repairs. This would allow the Department to reduce mechanic staffing by one FTE.
Assuming that the remaining mechanic would achieve the recommended 80% productivity
target and contractor billing rate of $50 per hour, the Department would expend an estimated
$48,000 in contracted fleet maintenance expense, resulting in a net savings of approximately
$30,000. This figure would obviously be adjusted to reflect negotiated labor rates.
The second option is to leverage the excess mechanic capacity to provide fleet maintenance
services to neighboring communities. This option is particularly viable because the Township’s
services can be effectively marketed to other municipalities with fire departments. This practice
is common. One example of a community that recently implemented such an approach is the
City of Dublin, Ohio, which began providing contracted fleet maintenance services to the
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Washington Township Fire Department in 2014. This option allows the Department to avoid
position reductions and perhaps generate additional revenue to offset Road and General Fund
expenses. Again, assuming a labor rate of $50 per hour, this option could provide as much as
$48,000 per year in additional revenue if all excess capacity is absorbed in contracted service.
The third option to consider is to contract the entire fleet maintenance function to a neighboring
municipalities fleet maintenance shop or a private sector provider. The financial viability of this
option could only be determined after contract development discussions. It is also important to
reiterate that this option would only be viable if the snow plow service standard is revised.

Summary of Road and Bridge Fund Cost Implications
The primary operating fund for the Road Department is the Road and Bridge Fund. In
conjunction with this study, Township leaders have been engaged in discussions to determine
whether levy increases are required to sustain the Fund through 2020. The Township has
considered increased increases of 0.3 mills, 0.4 mills, and 0.5 mills. Internal Township
projections, completed by the Road Department Superintendent under the supervision of the
Township Administrator, project a cumulative deficit of $710,342 in 2020 if a levy increase is not
passed in 2015. If a 0.5 mill levy increase is passed (the highest level considered), the
Township projects a negative fund balance of $57,653 in 2015. In other words, without
expenditure reductions, neither levy increase scenario will resolve the structural deficit in the
Road and Bridge Fund. The following figure summarizes the change in projected fund balance
under each levy renewal scenario, independent of any operational of financial adjustments.
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Figure 6: Summary of current projected levy increase scenarios
(Source: Township Levy Projections)
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The Novak Consulting Group, as part of its analysis, considered the potential cost implications
of each of the Road Department related recommendations summarized above. Based on those
recommendations, the Department has the opportunity to generate, at a minimum,
approximately $58,000 per year in annual ongoing savings. As a result, a 0.5 mill levy increase
would resolve the structural deficit and a 0.4 mill levy increase would secure the Road and
Bridge Fund through 2020, allowing the Department and the Township will pursue other cost
saving measures, such as contracting or intergovernmental service sharing opportunities. The
following figure summarizes the impact of the Road Department recommendations on each of
the aforementioned levy increase scenarios.
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Figure 7: Summary of Recommendation Impact on Levy Increase Scenarios

Fire Department
The Beavercreek Township Fire Department (BFD) provides fire and emergency medical
services (EMS) to the Township and also the City of Beavercreek. The Department’s service
area is approximately 50 square miles with a population of 52,000. The Township is rapidly
developing, with significant commercial growth in the northwest and southwest corners of the
response district and low-density, high-value residential growth in the eastern portion of the
Township. Beavercreek Township has historically shown strong support of its Fire Department
and, as a result, the Fire Department has many new or recently remodeled facilities and
vehicles. The Department serves both an urban area contained within the City of Beavercreek
boundaries and a more suburban and rural area in the eastern portion of the Township.
Fire Department employees are committed to providing high quality emergency services and
take pride in their work. The Beavercreek Township Fire Department is a progressive, forwardthinking organization. While the Department has many young employees that bring energy and
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enthusiasm to their positions, it has also managed not to lose the invaluable knowledge that the
Department’s more tenured employees possess.
The Fire Department is led by an appointed Fire Chief and is divided into an operations division
and an administration division. Two Deputy Chiefs maintain direct responsibility for either
departmental operations or administration. The Deputy Chief in charge of administration is
responsible for purchasing and payroll for the Department and oversees EMS billing and the fire
prevention and education functions. The administration division comprises the Deputy Chief,
Office Manager, EMS Billing Clerk, two Fire Prevention Specialists, and a part-time Fire
Inspector.
The operations division provides an array of emergency response services to fire and EMS calls
as well as technical rescue situations such as water, ice, and rope rescue scenarios. The
Deputy Chief in charge of operations manages and works closely with the three Battalion Chiefs
to deliver day-to-day fire and EMS services. In addition to leading a platoon, each Battalion
Chief is assigned one of the following functional responsibilities:




Suppression: Fire Operations, Fire Gear, Self-Contained Breathing Apparatus
(SCBA), Haz-Mat, Technical Rescue, and Fire Training
EMS: EMS Operations and EMS Training
Logistics: Apparatus, Facilities, Housewares, Uniforms, Technology,
Communications, Interoperability, and Dispatch/CAD

Each platoon is assigned four Lieutenants, nine full-time Firefighters, and nine part-time
Firefighters. All but two of the full-time staff are certified paramedics in addition to their
firefighting training. Total strength for the operations platoons is three Battalion Chiefs, 12
Lieutenants, 27 full-time Firefighters, and 27 part-time Firefighters. The Department’s
organizational structure is shown on the next page.

Beavercreek Township
Performance Audit

Page 45

Fire Chief

Deputy Chief of
Operations

Deputy Chief of
Administration

Battalion Chief

Battalion Chief

Battalion Chief

Lieutenant
(4)

Lieutenant
(4)

Lieutenant
(4)

Administration

Fire Prevention

EMS Billing

Prevention
Specialist

Office Manager

Prevention
Specialist

Part-Time Inspector
Full-Time
Firefighters
(9)

Full-Time
Firefighters
(9)

Full-Time
Firefighters
(9)

Part-Time
Firefighters
(9)

Part-Time
Firefighters
(9)

Part-Time
Firefighters
(9)

Figure 8. Fire Department Organizational Structure

The total current staffing for the Department is 76.5 FTEs. In 2005, the Department reduced
staff because of budget constraints following the failure of a levy proposal. The Training
Lieutenant, Fire Prevention Supervisor and a Battalion Chief position were all eliminated.
The Fire Prevention Bureau staff conducts plan review of fire protection systems for new and
remodeled buildings. In addition, they conduct inspections and acceptance testing of
new/remodeled systems and review annual maintenance testing of those systems. A part-time
inspector targets high-hazard buildings (schools, nursing homes, etc.). It is a Departmental
priority to ensure that fire protection features of buildings are designed and installed correctly.
However, there is no routine schedule to conduct such inspections. There are an estimated
2,200 structures within the Department’s response area that would typically require a routine
inspection; the majority of these have not been inspected in the past five years. The prevention
staff also conducts all fire investigations and coordinates or delivers public education programs.
The Beavercreek Township Fire Department collective bargaining agreement has a Captain
position that is currently vacant and is not included in its organizational chart. At this point, the
Department has not defined what it intends to do with the position. Common assignments for
such a position include being the lead officer in a multi-company fire station such as Station 61;
assuming some of the administrative tasks currently done by the Battalion Chief; and/or
assigning one Captain per fire station to assume the overall responsibility for station workload
and facility maintenance. Before filling the position, the Department should clearly define for
what the Captain would be responsible and how that would affect other positions within the
Department.

Page 46

Beavercreek Township
Performance Audit

Dispatch services are provided through a contract with the City of Beavercreek Police
Department. Incorporated area calls are processed by the City, and calls in the unincorporated
Township area are processed by the County and then transferred to the City for dispatching.
The County communications center is actually operated under contract by the City of Xenia, and
the Computer Aided Dispatch (CAD) software used with both dispatch centers is provided by
the County.
Hazardous materials response is provided regionally by the City of Dayton with recipients of the
service paying a fee annually for the capacity. Beavercreek Township has one employee who is
a member of the team.
Some elements of technical rescue response, such as water, ice, and rope rescue, are
delivered by BTFD with Urban Search and Rescue (USAR) Task Force 1 providing response to
the more complex scenarios such as building collapse and trench rescue. The Department is
considering the development of confined space rescue capacity. The Department has six
members who are part of USAR TF1.
Emergency management functions are provided by the County and the BTFD ensures that all
employees have received the required National Incident Management System (NIMS) training.
The Insurance Services Organization (ISO) collects information on municipal fire protection
efforts in communities throughout the United States and, using the Fire Suppression Rating
Schedule (FSRS), assigns a public protection classification rating between 1 and 10 (with class
one representing outstanding public protection). The evaluation is based on: 1) how well the
Fire Department receives fire alarms and dispatches its fire-fighting resources; 2) the number of
engine companies and the amount of water available to a community to fight a fire; 3) the
distribution of fire companies throughout the area; 4) a review of the Fire Department’s
equipment maintenance and testing protocols for each engine company’s nozzles, hoses,
breathing apparatus, and other equipment, and; 5) a Fire Department training and skills
assessment. Typically ISO reviews its classifications every 10 years. Currently the community
has a Class 3/8B rating. The class 3 rating applies to properties within five miles of a fire station
and 1,000 feet of a fire hydrant. The 8B rating applies to those properties within five miles of a
fire station but beyond 1,000 of a fire hydrant.
In 2013, approximately 75% of the Department’s calls for service were EMS calls, 1% were fire
calls, and 14% were service, good intent, severe weather, or special incident calls. The total
number of calls increased by 7% between 2009 and 2013, with EMS calls increasing by a net of
3%, fire calls increasing and then decreasing for a net change of 0% and other calls decreasing
before increasing for a net increase of 39%. The following chart shows the number of calls for
service by call type between 2009 and 2013. The following table details the budget for the
Department.

Beavercreek Township
Performance Audit

Page 47

Table 17. Fire Department Historical Expenditures
Category
Salaries and Benefits
Operating
Capital
Total

2011
Actual
$6,742,560
$1,486,018
$4,527,990
$12,756,568

Rescue & EMS
4,500
4,000

2012
Actual
$6,781,359
$1,364,619
$662,743
$8,808,721

2013
Unaudited
$8,270,546
$1,941,263
$3,830,766
$14,042,575

2014
Budgeted
$8,444,855
$1,749,825
$1,115,050
$11,309,730

Fire (Includes False Alarms)

%
Change
25%
18%
-75%
-11%

Other
4,062

4,006

723

655

599

558

496

612

753

2010
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2013

3,883

3,804

3,837

598

679

540
2009
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2,500
2,000
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Figure 8. Calls for Service, 2009-2013

While fire and EMS calls appear to have been relatively stable of the last five years there has
been a significant increase (89%) in service calls, particularly in the last two years. The majority
of that increase has been in the area of invalid assist calls. This year’s data appears to show a
tapering in the experience but the Department needs to evaluate the drivers of this change if it
continues. Often these types of calls involve repeat calls to the same address or facility and
educational and preventive efforts are necessary to address the root problem so that resources
can be conserved and available for the higher level emergencies.

Analysis and Recommendations
The Beavercreek Township Fire Department is a well-managed and well-equipped modern fire
service providing response to fires, medical emergencies, and other hazards. There is an active
fire prevention bureau that conducts technical review of fire protection and suppression systems
and inspects the installations to ensure code compliance. The Department conducts much of its
own technical maintenance on radio and computer systems and has assembled and maintains
current and good quality apparatus and equipment.
The Department uses the FIREHOUSE™ records management system and provides a
comprehensive easy-to-read annual report. The records system is used to track all facets of
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Department operations including response time, staff scheduling, inventories, and other key
information for managing the Department. However, the Department has not formally
established any standards of response and service that can be used to evaluate Department
performance.
Providing effective internal communications is a challenge in all organizations; however in the
Beavercreek Township Fire Department this challenge is compounded by physical separation of
administrative and operations personnel. This hinders effective informal information exchange
and requires a more intentional effort to promote information sharing and consistent
communication.
The Department faces some challenges with regard to meeting national response time
standards and also has a significant proportion of non-emergency medical calls that are false
alarms, resulting in response units being unavailable for actual emergencies.

Staffing
Appropriate staffing levels for a fire department are determined by calculating the staffing factor
(number of employees needed to fill one position 24 hours a day, 365 days a year) needed to
provide coverage at the selected level of service. For a Department to provide services 24 hours
a day throughout the year, 8,760 hours (24 hours x 365 days) of coverage are required for each
position. Departments using a 24/48 shift schedule often use a three-platoon system, with each
covering 2,920 hours per year, a 56-hour average workweek. This is generally considered the
most cost-effective coverage method. However, in Beavercreek Township, a shorter workweek
has been negotiated with the Beavercreek Firefighters IAFF Local No. 2857.
According to the labor agreement, the negotiated workweek is effectively 52 hours, or 2,704
hours per year. While Beavercreek Township Firefighters are scheduled to work 2,704 hours
per year, the average leave used (over the past three years) has been 437 hours per employee
per year. Therefore, each full-time Firefighter actually works an average of 2,267 hours per year
and each part-time Firefighter actually works an average of 2,769 hours per year. Annually, it
requires 3.86 employees to staff one full-time position and 3.16 employees to staff one part-time
position.
The following table shows the average annual amount of leave taken per employee in 2013.
Table 18. Average annual leave use by part-time and full-time Fire Department employees, 2013
Full-Time
Employees
6

Part-Time
Employees
7

182

145

80

-

Vacation

169

-

Average Annual Leave Used per Employee

437

152

Leave Categories
Bereavement
Personal
Sick

Applying the full-time and part-time staffing factors to the minimum daily staffing levels of each
position results in the total number of employees necessary to maintain coverage. The
Department currently has set a minimum daily staffing level of 18 plus a Battalion Chief for a
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total of 19. For each shift, the Department allows a maximum of three full-time employees and
one part-time employee to take off, which results in the minimum staffing level of 10 full-time
Lieutenants and Firefighters and eight part-time Firefighters. In order to maintain that daily
staffing level, a total of 39 full-time Firefighters are needed (10 x 3.86 = 38.6) and 26 part-time
Firefighters (8 x 3.16 = 25.3). The Department currently has 27 part-time firefighters, 12 full-time
Lieutenants, and 27 full-time Firefighters, so it appears to be adequately staffed for to achieve
the daily staffing target.
However, given the growth in call volume, the current response time performance, and the
anticipated development expansion in the southeast quadrant of the Township, the Department
needs to track the time taken to assemble a full effective firefighting force at emergency
incidents and determine if additional employees will be necessary to meet nationally recognized
standards in the future. The Department should specifically track the arrival time and number of
responders on each unit assigned to an incident and determine the actual time to assemble 14
firefighters (15 if the aerial device is placed in service) at fire incidents. This data could then be
assessed against the NFPA recommended standards and operational adjustments made to
address shortcomings.
Recommendation 26: Evaluate the use of part-time firefighters.
The Beavercreek Township Fire Department employs a mix of full-time and part-time
firefighters. Part-time Firefighters are on the same 24/48 schedule as the full-time Firefighters.
The Township’s part-time Firefighters receive benefits similar to the Township’s full-time
Firefighters, including full health coverage. The only differences between the full-time and parttime classifications are that part-time Firefighters only get six paid days off, compared with the
nine Earned Days Off (EDO) days and vacation allowance for full-time Firefighters. The parttime firefighters do not receive sick leave, are not part of the pension system, and are not part of
the bargaining unit.
In a somewhat unusual arrangement, the part-time employees are actually scheduled to work
more hours annually than the full-time Firefighters. Part-time employees are scheduled 2,920
hours per year (an average of 56 hours per week) and full-time employees only 2,704 (an
average of 52 hours per week). Because the part-time employees work more than 1,500 hours
per year, they receive health insurance benefits in compliance with the Ohio Revised Code.
While full-time employees also enjoy a vacation schedule ranging from 56 to 293 hours
annually, depending on years of service, the part-time employees receive 144 hours of personal
leave annually. The part-time employees do not qualify to participate in the Ohio Public
Employees Retirement System due to an exception for firefighters and cannot participate in the
Ohio Police and Fire Pension system because only full-time Firefighters qualify for participation.
The part-time employees are required to contribute to both Social Security and Medicare.
When the Department hires full-time Firefighters, only current part-time Firefighters are eligible
to apply. This approach provides the same benefit as a long probationary period, giving the
Department first-hand information on the skill level and work ethic of applicants. As a result,
turnover is very low in the full-time firefighter classification. Turnover in the part-time
classification is much higher and internally the part-time program is viewed as a training
program for other fire Departments.
Based on the New Recruit Training schedule, new part-time Firefighters receive 12 days of
dedicated training, requiring a significant investment of time from those employees conducting
the trainings.
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All new Firefighters come in to the Department as part-time Firefighters, with an average of 2.6
part-time Firefighters being promoted to full-time each year. Since 2001, all of the current fulltime Firefighters were part-time Firefighters for an average of less than three years. The
average turnover rate of full-time Firefighters over the last five years was five percent, while the
average turnover rate of part-time Firefighters was 31%. Over the past five years, an average of
8.4 part-time Firefighters leave the Department every year for full-time jobs in other
Departments. Losing 16% of the Firefighters (31% of the part-time Firefighters) every year
would strain any organization. Of the part-time Firefighters that have left the Department for
other jobs, the average tenure is 2.58 years. The following table shows the turnover rate by
Firefighter status over the last five years.
Table 19: Percent Turnover of Firefighters, 2009-2013
Employees

2009

2010

2011

2012

2013

Part-time

37%

30%

15%

37%

37%

Full-Time

4%

4%

4%

7%

7%

Total

20%

17%

9%

22%

22%

This constant erosion of experience is a potential safety issue and methods for reducing parttime turnover should be evaluated. If the 27 part-time Firefighters were reduced to 1,500 hours,
the Department would have to hire an additional 14 full-time Firefighters (for a total of 41 fulltime Firefighters) to cover the hours (average leave hours have been taken into consideration).
This would cost an additional $431,860 in salary and benefits.
Recommendation 27: Review status of fitness for duty and respirator use examinations
for Firefighters.
Prior to the final offer of employment, all Firefighter candidates must satisfactorily pass a
physical examination. However, after the time of hire, no physical examinations are conducted,
with the exception of fitness for duty examinations resulting from on-duty injury/accident or to
verify fitness to return following significant off-duty injury or illness. Additionally, the
Occupational Safety and Health Administration (OSHA) requires a medical evaluation prior to
use of a respirator (in this case SCBA) and annual fitness tests for employees. Typically a
physician approves an employee for a specific period of time after which another review is
needed. The Department should review the releases provided by its physician and verify that all
Firefighters are still medically qualified to wear respirators.
A secondary issue associated with employee medical evaluations is the current policy for
evaluating on-duty injuries/accidents. Under the current policy, the Battalion Chief must
accompany an employee sent for an evaluation. The Battalion Chiefs report that this can result
in them being out of service for an extended period of time, which diminishes their ability to
respond to emergency calls and accomplish other daily tasks. This appears to be aggravated by
the physical location of the Township’s medical provider. It is recommended that the process be
evaluated with consideration given to this concern.
Recommendation 28: Review Department operating policies and the Township Handbook
for compliance with regulations.
The Township recently removed from service the Standard Operating Guidelines/Policies of the
Department as a result of conflicting information among the labor contract, Township employee
manual, and the Departmental guidelines. The conflicting information has resulted in grievances
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being filed by members of the labor unit. As a result, it appears that some required program
documents may no longer be in service. The Ohio Administrative Code and OSHA require fire
Departments to maintain programs such as Risk Management, Firefighter Wellness/Fitness,
Respiratory Protection, Hazard Communication, and others. Typically these programs are
required to be made available to employees and are maintained within Departmental guidelines
or policies. These mandatory programs do not appear to be addressed within either the
Township Employee manual or the Incident Management guide of BTFD. The Department
should review the in-service documents to ensure that all required programs are in place.

Facilities
The Fire Department operates from five facilities—four staffed fire stations and an administrative
building that is shared with other Township Departments. The four stations are located
throughout the community, but are generally located in the urbanized central and western
portions of the overall response area. The facilities are all in excellent condition having either
been constructed or remodeled since 1995.
The majority of the response area is generally east and south of I-675 and is further bisected by
US Hwy 35. The highways create some challenges to fire service responsiveness and need to
be accounted for in fire station placement. The Department reports that this is most evident
when responding from Station 61 to areas south of Highway 35. The most easterly third of the
response district is either undeveloped or contains low-density residential subdivisions. These
areas also contain the majority of the area requiring water tankers to provide an adequate water
supply. In addition to the water supply issues, these rural residential areas also present access
challenges as many homes are served by long and narrow driveways or lanes, with several that
have bridges that are not capable of supporting the weight of large fire trucks.
Each apparatus is staffed with two Firefighters, but when a fire call occurs within a station’s
primary response area, the medic crew takes the ambulance out of service and the engine
responds with a staff of four. The following table shows the location of each station and the
staffed apparatus.
Table 20. Fire Station Locations and Apparatus
Station Number
61
62
63
64

Address
2195 Dayton Xenia Road
3777 Dayton Xenia Road
3100 Kemp Road
3633 Indian Ripple Road

Staffed Apparatus
Engine, medic, ladder, and rescue truck
Engine and medic
Engine, medic, and tanker
Engine and medic

Recommendation 29: Ensure accuracy of response time data and track progress toward
meeting NFPA response time standards.
Response time is the amount of time between when the dispatchers notify responders of the call
and when the respondents arrive on the scene. The National Fire Protection Association
(NFPA) promulgates standards recognized and commonly adopted with regard to all facets of
fire protection. The standard appropriate for reviewing deployment is NFPA 1710: Standard for
the Organization and Deployment of Fire Suppression Operations, Emergency Medical
Operations, and Special Operations to the Public by Career Fire Departments.
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Based on data provided by the Township, the Department does not currently meet the NFPA
standards for EMS or fire response times. The response time target set by NFPA for fire calls is
five minutes and 20 seconds in 90% of the calls. The response time data provided by the
Department, which includes the turnout and travel times, shows a response time of 10 minutes
in 90% of the calls.
The NFPA also establishes that an initial full-alarm assignment should be in place within nine
minutes and 20 seconds. The standard recommends staffing each fire engine and ladder truck
with at least four Firefighters, but the Beavercreek Township Fire Department only assigns two
Firefighters to each unit when at minimum staffing levels. It is not uncommon for fire
departments to staff less than four Firefighters per unit, but the approach results in operational
delays because the first unit arriving does not have interior firefighting capabilities until sufficient
staff has assembled on scene. The Department attempts to mitigate this by having the
firefighters assigned to the EMS unit staff the engine when there is a fire call in their primary
response district. In order to fully staff a fire incident, the Department would have to either use
mutual aid companies or all on-duty resources, requiring off-duty employees to be called in to
staff reserve units and provide response coverage during an incident.
The NFPA response time standard for EMS calls has two levels—one for Advanced Life
Support (ALS) calls and one for Basic Life Support (BLS) calls. The rationale for this is to
provide basic EMS response as quickly as possible to assess and stabilize patients and allow
the ALS transport capability to be distributed over a larger area. The tiered response approach
also allows for adequate staffing of EMS incidents. The Department does not meet the NFPA
recommended initial EMS response time of 90% of calls in five minutes. In fact, the Department
data indicates 45% or less of EMS calls meet the five-minute target.
The Department has implemented a tiered emergency medical dispatch protocol which serves
to classify the level of medical emergency being reported and adjust the response level of
assigned units. Those calls that are deemed less severe will receive a smaller response
traveling at normal road speed and those of greatest severity (cardiac events or trauma for
example) receive a larger complement of responders who will travel using red lights and sirens.
This system is commonly implemented across the country and is considered a best practice.
This can result in slightly longer response times for less critical calls. The Department reports
shows Medical BLS calls are responded to in 10.8 minutes 90% of the time and Medical ALS
calls are responded to in 9.2 minutes 90% of the time.
While the Department does not meet the NFPA standard for EMS and fire calls, there may be
issues with the data. The Department does not currently use mobile data computers and
therefore relies on the dispatcher to manually time stamp the call based upon radio
transmissions from the responding units. And there are some response times that are surely
data entry errors. For example, there are EMS calls having a reported response time of more
than 80 minutes and call processing times at the dispatch center of 1,445 minutes. In addition,
the Department reports that times are being tracked in whole minutes rather than by seconds;
this can also skew data. Staff members also report that there are times when the en route and
arrival times are captured inaccurately.
The data first should be reviewed for accuracy. Then once data accuracy is verified, the
Department should conduct a detailed review of the factors associated with response, identify
root causes for these results, and establish a plan for improving response time. Such a plan
could be the result of a standard of coverage study as is outlined next.
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Recommendation 30: Establish standards of coverage and performance goals.
The Fire Department has not formally adopted goals for emergency response, and establishing
performance measures is critical to long-term planning for service delivery and resource
allocation. Ultimately, the determination of how many fire stations a jurisdiction requires, the
number and type of apparatus that should be staffed, and the optimal location of fire stations
should be driven by expectations of service as determined by the governing body.
Currently, the Fire Department maintains response data by response zone. A review of five-year
call data indicates stations 63 and 64 have the largest call volume at 33% and 34% respectively.
The data also shows that station 63 has the highest fire and false alarm calls, and station 64
has the highest percentage of EMS (35%) calls. The sub-zones showing the longest response
times (633 and 643) are also associated with these stations, however they do not experience
the same call density as the zones in the western portion of the community. The department has
identified the longer term need for additional fire stations in the NE and SE quadrants of the
community.
To address this issue, the Township could consider adjustments to the number of EMS units,
the number and placement of fire stations and the staffing levels.
EMS Unit Capacity: Beavercreek Township’s EMS units appear to have capacity available. A
common measure for system capacity is called the Unit Hour Utilization (UHU) rate. To
calculate the UHU rate, the number of calls is divided by the hours of coverage provided. The
basic assumption is that each call consumes approximately one hour of a unit’s time.
Beavercreek Township staffs four ambulances at all times, one from each station. Staffing one
unit for 24 hours requires 8,760 hours of coverage annually so, by staffing four units, the
department is providing 35,040 hours of coverage annually. Beavercreek Township’s UHU rate
is .11 (4,006 calls/35,040 hours of coverage). Typically organizations consider increasing
capacity when units are exceeding a UHU of .35.
Based solely on the UHU rate, the department’s EMS units have excess capacity. Shifting to
three ambulances would increase the UHU rate to .15, while two ambulances would increase it
to .22. However, making such a change must be balanced with response time performance.
Even with the excess capacity, the department does not meet standards for response time
according to the records provided.
Facilities and Staffing: Simply placing stations in areas with longer than desired response
times will not improve those response times unless staffing is available. The minimum
anticipated approach to staffing a facility would be a three-person engine company in tandem
with existing transport capability from other stations. Adding a three-person engine company
could require the addition of nine full-time and three part-time Firefighters. However considering
staffing efficiencies throughout the system, it is likely that as few as six additional full-time and
three part-time employees would be adequate to staff a station.
However, a standards-of-cover assessment would address all of these issues. It takes into
account current response profiles, but also projects future long-term growth areas. An effective
standard of coverage study uses a geographic information system (GIS)-based travel time
analysis. It identifies and analyzes local hazards and high value community occupancies;
evaluates historical response performance and problems areas; develops appropriate and
measurable expectations of response, and; objectively evaluates deployment, including fire
station locations. A thorough examination of call volume and response time within the response
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zones as part of the standards of coverage study should identify any potential adjustments in
the number of staffed ambulances that are necessary.
It is recommended that the Fire Department conduct a standards of cover assessment based
upon performance goals established by the Board of Trustees. That document should be
utilized in planning for future stations and staffing allocations. Finally, it is important to note that
while some jurisdictions choose to contract for an assessment, such a study could be conducted
by department staff subject to time availability and adequate GIS modeling support.
Recommendation 31: Implement a false alarm reduction program, including alarm
registration and false alarm fees.
In 2013, approximately 26% of fire calls and 7% of all calls were false alarms. False alarms not
only result in the deployment of expensive equipment and staff but they run the risk of tying up
limited emergency response personnel when a genuine emergency is occurring elsewhere.
The following figure details the occurrence of false alarms in the Beavercreek Township
compared with national averages.

False Alarms as a Percent of Fire Calls
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Figure 9. False Alarms in Beavercreek Township versus National Averages

Opportunities exist for the Department to generate additional revenue and provide for the more
efficient use of Fire Department resources. The Township currently has no way to either recover
the cost of dispatching costly apparatus and personnel to false alarm calls or discourage
multiple false alarms.
To address this issue, a best practice commonly applied throughout the United States is to
implement a false alarm reduction program and multiple alarm fee structure to discourage
abuse. The NFPA has been engaged in efforts to reduce the impact of unwanted alarms and
recently published a report titled “Development of a Risk-Based Decision Support Tool to Assist
Fire Departments in Managing Unwanted Alarms.” Many strategies are identified including
examples of those already implemented in other communities.
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A key component, which should be launched in conjunction with the registration process,
involves a fee schedule for repeat activations. The primary goal of assessing a false alarm fee is
to encourage improved maintenance of systems and reduce unnecessary response from
Firefighters, thereby ensuring that response capacity is available for true emergencies.
Using the Federal Emergency Management Association’s (FEMA) current equipment rate
schedule information, the estimated cost for a typical Fire Department deployment of two
engines, one ladder truck, one medic unit, and one command vehicle to respond to an alarm
call is approximately $368 per hour. Assuming that any given alarm call takes approximately 30
minutes to investigate and resolve, a false alarm fee, in order to adequately recover vehicle
costs, should be approximately $184, with escalating fees for multiple false alarms. The
appropriate labor rates should be calculated and included in any fee structure to recoup the total
cost of response to repeat false alarms.
Another key component of many comprehensive false alarm reduction programs involves
establishing an alarm system and installer registration ordinance. The registration process can
be leveraged to provide additional education to alarm users on how false alarms can be
avoided. It must be recognized that the impact of an alarm is not just negative for the response
agency but also for the occupant who suffers lost time.
Based on 2013 fire and EMS call volume, the first full-year of false alarm fee implementation
would result in estimated annual revenue of $36,000 in the Fire Fund, with a 50 percent
reduction in revenue the following year. The intent of the registration program and fee is to
reduce the incidence of false alarms and mitigate the negative impact of such alarms on fire
resource deployment. As a result, revenue would be expected to decrease in year two of
program implementation and beyond. The degree to which the revenue decreases will depend
on a number of unpredictable factors; therefore it is appropriate to treat false alarm fee revenue
as one–time revenue dedicated exclusively to false alarm reduction education and marketing
efforts.

Mutual Aid
Overall, the Department receives more aid than it gives in return. And while there is no current
recommendation regarding mutual aid, a summary for informational purposes is warranted.
The Department is a signatory to the greater Dayton Area Fire Department mutual aid
agreement and is also a participating Department within the Ohio Mutual Aid Box Alarm System
(MABAS). The State of Ohio has developed a response and liability standard for use by all
municipalities without requiring any further action on the part of a community; only those not
wishing to participate need take any official action. The Beavercreek Township Fire Department
previously had an automatic aid agreement with Fairborn Township under which the BTFD
housed and staffed an ambulance in a station owned by Fairborn Township. Under this
agreement, the Beavercreek Township Fire Department responded for EMS calls in Fairborn
and in return they received an engine response from the Fairborn Township Fire Department
and had EMS capacity that was closer to the eastern portion of Beavercreek Township. Under
automatic aid agreements, agencies make specific requests for assistance based upon
individual call circumstances and participating Departments are dispatched as part of the initial
response to emergency incidents within particular geographic areas. This ensures a more timely
response of adequate resources to emergency calls. The automatic aid agreement between
Fairborn Township and Beavercreek Township was terminated in 2009.
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In addition to auto aid agreements, Departments can enter into mutual aid agreements. The
philosophy of mutual aid is to supplement the capacity of individual community resources and
there is not an expectation that the reciprocity will be identical in quantity. However,
communities do need to monitor the utilization to ensure that providing disproportionate support
to others does not negatively impact the ability to provide core service to their residents. Over
the past five years, the mutual aid patterns experienced by the BTFD have changed. The
following table shows instances of mutual aid given and received by the BTFD over the last five
years.
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Figure 10. Mutual aid given to and received from the Beavercreek Township Fire Department, 2009-2013

The greatest disparity in mutual given and received in 2013 is between the Bellbrook Fire
Department and the BTFD, with the Bellbrook Fire Department responding 11 times and
requiring no assistance in return. The BTFD and the Xenia Fire Department give and receive
the most aid. The Department receiving the most aid from the BTFD is the Dayton Fire
Department, which the BTFD assisted seven times. The following figure shows the amount of
mutual aid given to and received from each neighboring community.
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Figure 11. Mutual aid given to and received from surrounding communities, 2013

In the case of mutual and automatic aid, raw numbers do not provide the sole basis for
determining the equity associated with an agreement. Other reasons, such as the nature of
calls, the time resources are actually committed, and the geographic necessity should be
considered. For example, if a department responds to calls in another jurisdiction that are
typically not actual fires, while the calls that jurisdiction receives assistance on are typically fires,
the arrangement may be equitable. There may also be situations where the length of response
time by the home department is significantly impacted by geographic or physical barriers where
having the capacity of a neighboring department to provide more timely initial response is of
higher importance than a difference in frequency between aid provided or received. The BTFD
should monitor aid use closely to ensure that their use or provision of resources is being used
effectively, especially as a means of addressing the areas of the community that are
experiencing longer response times or where there is limited coverage with Township facilities.

Fleet
The Department has four medics, four engines, and one aerial assigned to front line status and
staffed on a daily basis. In addition there are three backup medics, two backup engines, and
one backup aerial unit. The Department also maintains a number of specialty response vehicles
which are used on an as-needed basis by reassigning on-duty staff from an engine, aerial, or
medic. These include a rescue unit, grass rig, communications vehicle, and others. Overall, this
amount of equipment is adequate. However, the Department does maintain some specialty
equipment (such as the communications vehicle) that may be better suited as regionally shared
equipment and some equipment such as the IT van that may not have a direct relationship to
the fire Department core mission. In addition to the cost the Township incurs when purchasing
and replacing equipment, it is important to also consider the demand placed on fleet
maintenance by having this much equipment.
The following table includes a summary of the Department’s fleet.
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Table 21. Fleet Summary
Station

Unit

Description

Year

Administration

CHF60

Staff

2009

Administration

CHF62

Staff

2009

Administration

CHF63

Staff

2004

Administration

PREV62

Staff

2002

Administration

PREV63

Staff

2002

Administration

PREV64

Staff

2008

61

BAT61

Staff

2012

61

ENG61

Engine

2010

61

LAD61

Aerial

2011

61

RES61

Rescue

2000

61

MED61

Medic

2013

61

ENG65

Backup Engine

2004

61

MED67

Backup Medic

2002

61

SQD61

Support Squad

2005

61

COMM61

Support Communications Unit

1998

61

IT61

Support IT Van

2000

62

ENG62

Engine

2010

62

LAD62

Aerial

2004

62

MED62

Medic

2006

62

CAR64

Support Car

2001

63

ENG63

Engine

2010

63

MED63

Medic

2008

63

TNK63

Support Tanker

1997

63

ATV63

Support ATV

2009

63

Support Trailer

63

MED65

Backup Medic

2007

63

CAR63

Support Car

2001

64

ENG64

Engine

2010

64

MED66

Backup Medic

2005

64

BRU64

Support Grass

1989

64

ENG66

Backup Engine

2000

64

UTL61

Support Flatbed

1998

64

MED64

Medic

2012

64

AUX6

Support Auxiliary Van

1991

The Department has an anticipated replacement cycle for large apparatus that includes
assignment for the first half of service life as a frontline unit and the remaining life as
reserve/backup status. The anticipated life is as follows: Engines – 20 years, Ladder Trucks –
25 years, and Medics – 10 years. As units move to reserve status, the oldest vehicles are
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removed from the fleet. Based upon that cycle, the Department has several units that will be
due for replacement between now and 2020. This includes four medics, one tanker, one heavy
rescue, one engine, and several staff vehicles. In addition, while the brush rig does not appear
to be identified for replacement, it is 25 years old and will likely need to be replaced in the next
few years.
Prior to 2009, the general practice had been to try to stagger the replacement of vehicles to
even out the expenditure cycle. However, changes in the Environmental Protection Agency
regulations for diesel emissions that became effective in 2010 prompted the Department to seek
a major fleet replacement to avoid significant associated price increases and maintenance
costs. Given that four engines will be due for replacement at the same time, the Department
intends to evaluate the potential for replacing the vehicles as a unit. While there are strong
operational considerations for this approach—fleet uniformity for maintenance and training and
maintaining the most current safety innovations—there is an accompanying challenge of
significant spikes in the capital budgeting process. There does not appear to be a specific
approach to replacement of small and/or specialty vehicles.
Recommendation 32: Develop a fleet condition evaluation and replacement methodology
to be applied to administrative, support and command vehicles.
The Department’s fire and EMS apparatus are used daily as emergency response vehicles. The
rigorous daily use of fire and EMS apparatus, as well as the high cost of replacement and
maintenance, necessitates a replacement schedule. However, administrative, fleet, specialty,
and command vehicles may not need to be replaced on a set cycle if the vehicles are still in
good condition. To provide some qualitative analysis to the replacement schedule decisions, a
data based evaluation tool that can be applied to uniformly and consistently evaluate vehicle
condition is useful.
There are a number of fleet management systems available on the market that provide modules
which evaluate anticipated life cycle, maintenance expenses, fuel costs, and other replacement
factors to recommend vehicles replacement dates. However, the Department could also adopt
a comparatively simple Microsoft Excel evaluation tool that assigns point factors to key
replacement criteria. This approach has been successfully used in other communities to apply a
data-based methodology to help Department leaders evaluate fleet and equipment replacement
needs.
The City of Appleton, Wisconsin for example, evaluates each vehicle on an annual basis and
assigns points for evaluation factor, such as age, type of use, maintenance cost, and vehicle
availability. The specific rating factors used by the City of Appleton are included as Appendix C.
The sum of those points help the Department determine which vehicles should be scheduled for
replacement and which should remain in service. The following table summarizes the City of
Appleton’s fleet evaluation rating key.
Table 22. City of Appleton, Wisconsin Fleet Replacement Evaluation Key
Point
0-17
18-22
23-27
28 +

Condition
Excellent
Good
Satisfactory
Poor

Action
Do not replace
Revaluate in one year
Qualifies for replacement if budget can afford
Needs priority replacement
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In addition to these basic evaluation criteria, the Department should specifically consider
whether specialty vehicles should be replaced or if ownership should be transferred to a
regional or county entity. Units such as the communications vehicle are likely to see very limited
use and, from a cost-effectiveness perspective, are probably better suited to county level or
shared ownership and operation.

Management
Interviews with staff indicate some challenges with communication between senior leadership
and the line staff. Communication within an organization is frequently identified as an area that
can be improved upon, and the fire service is no exception. In fact, the very nature of the fire
service operating from decentralized facilities and working non-overlapping multiple platoon
cycles makes a normal organizational challenge even more difficult. In Beavercreek Township,
having the administration and senior leadership in different buildings amplifies the problem.
Senior staff recognize the deficit and are working to improve the communication link by having
the Deputy Chiefs informally visit each station on a somewhat regular basis, scheduling monthly
labor management meetings (these have become less frequent during the current labor
negotiations cycle), using SharePoint as an information hub, focusing on making sure each
Battalion Chief shares a common message about Department issues, and opening up senior
staff meetings up to employees.
These are all positive steps towards improving communication, and the Department is
encouraged to continue these efforts. The Department must ensure there is a structure of
collaboration and communication in place. Line staff report a sense of disconnect between daily
activities and the long-term vision and goals for the Department. The Department has an
aggressive list of projects to be undertaken by various responsible parties from administration to
line staff. There is a sense from the line employees that this list is excessive and they do not
see how work is progressing. The Department does generate a spreadsheet showing the
progress but it is likely too cumbersome for the line firefighter to use and quickly identify status
of any given project, they also reported not knowing how or where to access the report.
Staff members report that the SharePoint site is at times confusing and difficult to navigate. In
addition, issues arise when a policy change is posted on SharePoint to notify staff, but never
formally incorporated into the Department’s policies. It is suggested that the site structure and
organization be reviewed with particular attention to how the end user can easily navigate the
site and find the information they need. In addition, there is a need to provide ongoing training
for all employees in the use of the program.
The line staff indicate a desire that the Chief be more visible within the fire stations. This is a
common desire of line staff who want to know that the Department head understands their
issues and is interested in their daily activities. Given the volume of work required of a modern
fire chief in terms of budget development, data collection and reporting, long-term planning, and
interaction with policy makers, this is sometimes a difficult goal to meet. It is recommended that
the Chief identify opportunities to interact both informally and formally with the line staff.
Opportunities could include having lunch at a fire station and scheduling quarterly or semiannual Department meetings. These connection times allow the Chief to hear ideas from the
line staff and provide an opportunity for him to talk about what he is working on and how that
impacts the daily roles of the firefighters both in the short and longer term.
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One tool available that may improve the ability of the Chief to connect with staff is to conduct a
daily briefing for the platoon using video conferencing. The Department does not currently
maintain a video conferencing network but could leverage inexpensive products such as
Skype™ and GoToMeeting™ to conduct a morning briefing where all stations participate. While
face-to-face communication is preferable, using video conferencing provides a practical option
for daily operations and Departmental information sharing.
Recommendation 33: Develop and prioritize work plans linked to the Township’s
strategic plan.
In 1995, the Department engaged in a strategic planning process that resulted in the
development of the Beavercreek Township Fire Department Vision and Strategy Plan 2010:
Future Scenario. In the ensuing two years, additional action plans were developed. Reportedly,
the plan was a solid comprehensive document that could guide the Department over the coming
years. However, there is a sentiment among employees that the document was shelved, having
no impact on the Department’s work plans.
The Department has a practice of assigning secondary functional responsibilities to each of the
Battalion Chiefs. As a result, each platoon becomes engaged in the tasks associated with its
assigned Battalion Chief’s area of responsibility.
The Department does a good job of assigning labor hours and costs to specific cost centers in
the budget process and keeps a progress chart for each of the projects. The current project list
identifies 34 projects assigned to administration and 24 assigned to operations for a total of 58
projects in 2014. As of July 23, 2014, 17 projects are identified as complete. While these
projects range in scope from minor to extensive, the size of the list itself is very ambitious.
There are concerns that these secondary functional responsibilities are displacing core
firefighting training and skill maintenance, resulting in Firefighters doing work that could be
contracted out (such as installing communication cable). It is recommended that future
schedules assign each project a priority and include estimated hours required for completion.
For more complex projects it would be useful to identify the supporting tasks needed to
complete the project. Each project should be evaluated to establish its impact on core service
delivery to ensure that those projects having the highest impact on the ability of the Department
to prevent and respond to fires and other emergencies.
The Fire Department’s administration must clarify the prioritization of training, special projects,
and prevention activities. The Department should create work plans that directly contribute to
the Township’s strategic plan. These work plans should have implementation schedules
associated with each project.
Recommendation 34: Establish workload and performance measures and track them on
an ongoing basis.
One of the overall goals in this report is to develop a system for measuring organizational
performance.
The Fire Department produces and distributes an annual report that provides an array of
information regarding workload and performance. This report provides good overview
information for residents and policy makers. The information is provided in an easy-to-digest
format that allows the reader to gain an understanding of the metrics in use. The document
provides an opportunity to share anticipated changes, challenges and successes the
Department experiences. The metrics provide information such as cost per call, response times,
and staffing patterns.
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It is unclear if the Department has formally adopted any specific performance metrics and if not,
it should do so. In addition, it is suggested that each program area, including administration,
maintenance, and prevention, be reported on. It is further recommended that the Department
review the sample measures identified by NFPA (Attachment B) and select measures for each
program area to include in the annual report.

Records Management
Recommendation 35: Train staff to use the Fire Department’s records management
system for greater efficiency.
The Department uses the FIREHOUSE™ (FH) records management system and is seeking to
fully integrate the functionality. The FH system is a robust product that can be used for all facets
of fire Department administration. The system provides solid data-based reports from which
both operational and policy decisions can be formed. The data is used to provide a
comprehensive, easy-to-read annual report from which citizens can glean key statistics about
performance and operational costs. This approach is critical in terms of planning for the future
and ensures than decisions are based in fact rather than supposition and emotion.
However, the Department is limited in its use of FIREHOUSE™. Only one member of the
command staff is able to work with the database. In addition, the fiscal office specifies certain
formatting for attendance records for payroll. This results in multiple data entry activities when a
single report could be designed and run from FH. As well, the EMS billing clerk retrieves
incident reports from the fire stations three days a week. At the same time, the Battalion Chiefs
typically visit the stations daily, and the deputy chiefs visit the stations periodically during the
week.
To receive the full benefit of the FIREHOUSE™ software, it is it is recommended that additional
staff be trained to perform some of the data analysis and report writing; the Fiscal Office and the
Department jointly identify the critical data fields needed and develop a custom report to
eliminate the multiple manual data entry steps; and that the Department develop and coordinate
an inter-facility mail transfer system to minimize lost time due to routine material transfer.
Recommendation 36: Revise EMS billing practices and implement a hard billing policy
for non-residents.
The Department charges for EMS and contracts with MED3000 to process the bills and collect
revenue. Med3000 began service in September 2012. It receives 5% of the net revenue, and its
contract automatically renews unless a 90-day notice is provided prior to the end of the contract
year. The Department would have the opportunity to cancel the Med3000 contract by providing
notice on or before May 31, 2015
Current ambulance rates are established by using the average from other Dayton area
providers and applying the inflationary factor allowed by the Centers for Medicare and Medicaid
Services (CMS). The Department does periodically review and revise its billing rates in
consultation with MED3000 and recommends changes to the Board of Trustees. The most
recent adjustment took place in 2014.
The Department has elected to allow the Medicare carrier to pay Med3000 directly. However,
the provider in turn must accept the insurance payment as full payment except for co-pays or
co-insurance. Because CMS rates are significantly lower, accepting assignment results in
greater write-offs but does speed up the payment process. The Department reports that the
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assignment decision was made because insurers sent payments directly to the patient, from
whom the Department had to seek payment.
The Township also has a resident fee waiver which writes off any portion of the charge that is
not covered by insurance. In addition, there is a policy to not pursue collections of past-due bills;
this practice is often referred to as “soft billing.” The Township, through MED3000, sends three
bills to the non-resident recipients of service. If no payment is received, the amount not covered
by health insurance is written off. The year-to-date report indicates approximately 25% of
incidents involve non-residents. The collection ratio for non-residents (35%) is lower than that of
residents (39%).
The Department and the billing company should review the data to identify why this may be
occurring. Further, it is recommended that the Department and MED3000 review the practice for
accepting assignment from insurance carriers to determine if a change in policy would enhance
revenue without negatively impacting cash flow. Finally, a hard billing policy should be enacted
for non-residents where accounts are ultimately turned over to a collections process after three
bills. After implementing this practice, the Department should track the billing and revenue
collection results for one year and then adjust revenue projections accordingly.
Prior to engaging Med3000, the collections rates and payment per transport had decreased
between 2009 ($312.39) and 2011 ($289.92). During this time period, there were payment level
reductions being implemented by Medicare. Since then the revenue level has increased to
$323.11 per transport in 2013 and a year to date 2014 of $330.26. The current arrangement
costs the Department 5% of the net revenues which amounted to $55,785 in 2013.
In order to assume the billing function itself, the department would need to purchase billing
software and pay an annual maintenance fee, hire and train staff to process bills, ensure
compliance with all Medicare/Medicaid regulations and maintain privacy and data security to
comply with Federal regulations. In addition to developing the billing function and associated
policies and procedures, collections practices and processes would also need to be developed,
including the appropriate financial controls.
Assuming that performing these functions and processing approximately 3,500 transport bills
annually would require one new employee at a rate comparable to the existing EMS clerk
($37,440) plus benefits it is unlikely the department would see significant savings. In recent
years there have been increasing audits for compliance with regulations as the Federal
Government to address fraud within the system. The responsibility for maintaining current
proficiency with all regulations would fall to the department. It is recommended that the
Department continue to engage a third party billing agent to process and collect ambulance
fees.
Recommendation 37: Develop a comprehensive training program to be applied
consistently throughout the organization.
In 2005, the Department eliminated the Training Officer position as a result of a failed levy vote.
Since that time, training has been addressed by the Deputy and Battalion Chiefs. With the
development of functional responsibilities for each Battalion Chief, the role for training
development and delivery has come under the purview of the chief assigned suppression
responsibilities. That Battalion Chief is now working closely with the Lieutenants assigned to
station 61 to develop consistent and planned training for delivery on each platoon. Training is
scheduled on a monthly basis and is tracked by the categories listed in Table 19 on the next
page.
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The company Lieutenants are provided a list of drills to be accomplished within a certain time
period and they have been empowered to schedule as they see fit as long as the training is
conducted. In addition, the Lieutenants are free to identify specific training needs appropriate to
their crew and allocate daily drill time to those skills. This approach has helped encourage
ownership by the company officers and should continue. However, whenever there is a
decentralized approach to training, there is potential for inconsistency in delivery by the
individual trainers.
One area that was identified as a cause for concern is the current delivery method for EMS
training. The Department changed from a contract trainer to online training. Although there has
been a significant increase in the hours of EMS training, staff has indicated that, while the
computer based course does cover the core skills, it is less effective due to the lack of physical
interaction. They noted that the course content is not tailored to Ohio or Beavercreek Township.
This is particularly important for company officers who may have limited patient contact during
the course of a year. The Department has recognized this issue and is in the process of
identifying alternatives for future EMS training.
The challenge of delivering training is to use the available hours for the greatest impact.
Additionally, there is a need to strike a balance between ensuring that both the frequently and
infrequently used skills are addressed. Technical rescue skills are an example of a highconsequence but low-frequency skill and there has been a significant increase in the hours
dedicated to it in the recent years. There has also been a noticeable drop in the number of
hours associated with company officer and firefighting issues. The table on the following page
outlines the training provided in 2011, 2012, and 2013.
Table 23. Training Hours, 2011-2013

Training Category
BTFD Daily Drills
Driver/Operator Training
EMS Training
Fire Prevention Programs
Fire Service Instructors
Firefighting Training
Hazardous Materials Training
National Incident Management System Courses
Officers Training
Rescue training
Total Hours
Hours per Employee

2011
648
2,062
1,665
247
66
2,862
20
10
1,282
2,098
10,960
144

2012
1,652
1,369
2,267
219
8
2,073
382
11
1,110
1,436
10,527
139

2013
1,687
1,623
3,951
183
204
2,315
384
1
518
3,097
13,963
184

It is recommended that the Department develop specific measureable performance metrics for
core skills that should be evaluated by the training Lieutenant from each platoon in coordination
with the responsible Battalion Chief. In addition, the Department should closely monitor this
balance to ensure both skill sets are meeting expected performance levels. Use of specific skill
outcome measures as mentioned above will aid in that analysis.
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Recommendation 38: Create an inspection schedule and implement engine company
inspections.
In recent years, Beavercreek Township has experienced a significant amount of new
development. However, the number of inspections has decreased. In 2009, the Beavercreek
Township Fire Department conducted 425 inspections compared with 253 in 2013.
The Department recently hired a part-time employee to focus on inspecting high-risk, priority
occupancies. But engine company inspections are not conducted because of concerns about
quality and follow-up. However, many Departments have successfully implemented engine
company inspections to supplement full-time fire prevention staff. Not only does this increase
the number of inspections conducted, but the firefighters also gain a greater familiarity with the
buildings in their district.
In a 2008 study titled “Measuring Code Compliance Effectiveness for Fire Related Portions of
Codes,” NFPA identified several practices that improve the effectiveness of compliance
activities. One of those is to implement a risk-based inspection program. The City of St. Paul,
Minnesota is noted for using actual fire experience instead of theoretical risk assessments to
determine priority of inspections. Three classifications are used: those occupancies determined
to be the highest risk are inspected annually, the second tier bi-annually, and the third group on
a three-year rotation.
It is recommended that the Department create a system similar to that of St. Paul to prioritize
the workload. Further, it is suggested that the Department consider implementing an engine
company inspection program and assign a portion of the lowest risk group to the engine
companies. The implementation of such a program should be staged to allow initial training for
crews that will perform the inspections and should include a data capturing element for both
engine companies, as well as fire prevention specialists to allow the Department to track and
predict the amount of time it takes to conduct inspections.
A part-time inspector working 1,500 hours per year at eight hours per day works a total of 187.5
days. If they conduct six inspections per day, then approximately 1,125 inspections could be
conducted. If one assumes that 25% of the inspections require a follow-up inspection then the
inspector could be expected to conduct approximately 900 inspections annually (900 x 1.25 =
1,125). Based upon that capacity, the part-time inspector should be capable of inspecting all the
occupancies that are not mercantile/business within a calendar year. The remaining 1,285
inspections could be addressed by assigning inspectors to engine company inspections on a
three-year cycle, resulting in 428 inspections annually spread across four stations or 107
inspections per station. Assuming a re-inspection rate of 25%, 133 inspections will be
conducted. Finally, if the engine companies schedule 44 half-days for inspections and can
conduct three inspections per day, the workload will be satisfied. The following tables display
the number of occupancies and inspections conducted in 2013 by type as well as the number of
inspections by type from 2009-2013.
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Table 24. Occupancies by Type
Number of
Occupancies
263

Number of Inspections
(2013)
92

Educational

54

57

Health Care, Detention & Correction

71

26

Residential

6

23

1,285

47

Industrial, Utility, Defense, Agriculture, Mining

242

3

Manufacturing, Processing

43

4

Storage

35

1

Outside or Special Property

13

0

Property Use, Other

160

0

Total

2172

253

Occupancy Type
Assembly

Mercantile, Business

Table 25. Inspections by Type, 2009-2013
Occupancy Type

2009

2010

2011

2012

2013

138

134

129

137

92

Educational

94

80

80

83

57

Health Care, Detention & Correction

43

32

16

34

26

Residential

13

28

18

22

23

129

164

97

60

47

Industrial, Utility, Defense, Agriculture, Mining

0

0

0

0

3

Manufacturing, Processing

3

3

1

4

4

Storage

4

3

0

0

1

Outside or Special Property

0

0

0

0

0

Property Use, Other

1

2

0

0

0

425

446

341

340

253

Assembly

Mercantile, Business

Total

Summary of Cost Impact
Currently, the Fire Department, under the supervision of the Township Administrator, has
developed revenue and expenditure projections for the Fire Fund through the year 2020. Those
projections demonstrate that the Fire Fund is secure through 2020; however, this is largely
attributable to a large carryover balance which is projected to exceed $11.1 million at the close
of 2014. Apart from carryover balance, the Department is projected to bring in $9.1 million in
revenue in 2015. During the same period, the Department is projected to spend $9.7 million, or
seven percent more than annual revenue. By 2020, the Department has projected annual
spending to exceed annual revenue by 21%. The consequence of these projections is that
annual carry-forward balance is expected to decrease by approximately 11.3% annually from
2015 through 2020, dropping from $11.1 million to $2.9 million at the close of 2020.
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In addition, The Novak Consulting Group has recommended in the Road Department section of
this report that the Township implement a full-cost allocation model for fleet maintenance
expenses. This recommendation, though reducing expenses in the Road and Bridge Fund, will
result in an annual increase of approximately $100,000 in expenses in the Fire Department’s
budget. This additional cost is partially offset in 2015 and 2016 by additional revenue derived
from the recommended false alarm reduction program, which is projected to bring in $36,000
and $18,000 in false alarm fine revenue in 2015 and 2016 respectively.15 The net result of
these recommendations is that the carryover balance is projected to decrease by an average of
12.1% annually from 2015 through 2020 if other costs saving measures are not enacted. The
following figure compares the current Fire Department projections of annual carryover balance
compared with the projected carryover after implementation of the full-cost allocation for fleet
maintenance.
$12,000,000.00
$10,000,000.00

$10,499,898.10
$10,435,898.10
$9,551,582.38
$9,405,582.38

$8,000,000.00

$8,276,741.48
$8,030,741.48

$6,000,000.00

$6,701,102.32
$6,355,102.32
$4,849,952.12

$4,000,000.00

$4,403,952.12

$2,000,000.00

$2,964,164.16

$2,418,164.16

$2015

2016

Current Projected Annual Carryover
Figure 12. Projected Carryover Balance

15

Assumes January 2015 implementation date

2017

2018

2019

2020

Projected Carryover with Recommendations
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Summary of Fund Impact
The following table summarizes how those recommendations with notable cost impacts affect
each of the Township’s major operating funds.
Table 26. Summary of Recommendations by Fund
Recommendation

Road & Bridge
Fund

General Fund

Convert the
Township
Administrator
position from part
time to full time;
allocate the cost
proportionately to
the General Fund,
Road and Bridge
Fund and Fire
Funds.

$

(33,520)

$

Reorganize
Township
Administration and
the Fiscal Office to
streamline
purchasing and
payroll functions,
customer services
and organizational
support.

$

(2,000)

$

Implement a
proportional
allocation of direct
fleet maintenance
expenses to the
Township’s various
operating levies
and funds.

$

(79,557)

Implement a false
alarm reduction
program

$

Increased
Expense/(Savings)

$

Sum All Funds

Fire Fund
$

66,000

$

-

$

-

$

(2,000)

$

(20,775)

$

98,957

$

(1,375)

-

$

-

$

(36,000)

$

(36,000)

(115,077

$

(13,255)

$

128,957

$

(625)

7, 520

40,000
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Conclusion
The Beavercreek Township Board of Trustees and staff are committed to providing quality
service delivery. This was illustrated time and again in one-on-one conversations, in their desire
to improve, and their suggestions for that improvement. As Beavercreek Township experiences
new growth and transitions to a professionally managed organization, it is on a firm foundation
as it considers how to best meet those challenges. The recommendations in this report are
designed to support the efforts to become a more efficient and effective organization.
In implementing the recommendations, the Township will:







Set a clear vision and priorities for the organization;
Enhance its professional management by making the Township Administrator full time
and clarifying the roles and responsibilities for the budget, hiring and records
management;
Establish Township fiscal policies and procedures;
Increase the use of data to make informed decisions about operations;
Develop the staff through a comprehensive employee relations program; and
Better identify the full cost of each program by properly allocating costs throughout the
organization.

Full implementation of the recommendations within this report will require collaboration among
elected officials and staff alike. Some will require a change in policy; others a change in
practice. While change can be difficult, it is through that process that Beavercreek Township will
see progress.
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Appendix A – Sample Performance Measures
Department
Administration

Human Resources

Information Technology

Zoning

Suggested Performance Measures
Financial Management
 Percent change in the number of general ledger corrections
made
 Ratio of budgeted to actual expenditures
 Percent of operating budget supported by tax revenues
 Ratio of actual year end fund balance to projected
 Percent of payroll checks/direct deposits processed without
error
 Turnover rate
 Working days to complete a recruitment
 Number of employee grievances and appeals per FTE
 Percent of grievances resolved before passing from
management control
 Benefit funding level per employee per year
 Number of help desk calls received per FTE
 Percent of help desk calls resolved within four and eight hours
 Percent of telephone issues resolved within 24 hours
 Total IT expenditures as a percentage of total Township
operating expenditures
 Average number of network outages
 Average duration of network outages
 Number of applications received per year (by type)
 Number of recommendations provided by staff per year (by
type)
 Average number of calendar days from permit application to
issuance (by type)
 Percent of total staff time spent providing administrative
services for Records Retention
 Average number of calendar days to complete one round of
plan review (by type and discipline)
 Percent change in the number of plans reviewed (by type and
discipline)
 Percent change in the number of building permits issued (by
type)
 Percent of first round of reviews completed within 14 days of
submittal
 Total number of permits issued (by category)
 Average time from customer submittal of application to permit
issuance (includes correction time)
 Percent of permits issued same day
 Percent of inspections completed within 4 calendar days (by
type)

Beavercreek Township
Performance Audit

Page 71

Department
Road Department

Suggested Performance Measures
Vehicle Maintenance
 Percent of preventive maintenance completed as scheduled
 Average number of calendar days to complete a work order
 Overall fleet availability
 Hours worked per vehicle or equipment
 Percent of fleet expenditures contracted out
Street Maintenance
 Cost per repair completed (by type)
 Number of staff hours per snow event worked
 Percent of work orders completed within three working days
 Average number of calendar days required to complete work
(by type)
 Percent of preventive maintenance completed as scheduled
 Percent of streets cleared twice within 24 hours of a snow
event
Building Maintenance
 Average response time for custodial non-emergency repairs
 Average number of calendar days required to complete work
order (by type)
 Percent of preventive maintenance completed as scheduled
 Percent of repair work orders completed within 5 and 10 days
Park Maintenance
 Average number of calendar days required to complete work
(by type)
 Percent of preventive maintenance completed as scheduled

Fire



















Number of calls for service by type
Number of call for service by district
Response and control times for fires
Average response time for first suppression unit
Fractal measures of initial and full alarm assembly
Rate of civilian fire death and injury (fire incidents)
Rate of firefighter fire death and injury (fire incidents)
Number of human saves and rescues (fire incidents)
Number of property saves (fire incidents)
Rate of structure fires in inspectable properties
Fire loss in inspectable versus non-inspectable properties
Value of property saved per fire
Value of property loss per fire
Number of inspection/code violations and rate of
correction
Average overtime hours worked per FTE
Percent change in overtime worked per FTE
Percent of fires contained to room of origin
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Department

Suggested Performance Measures






Average EMS time on scene with patient
Percent of EMS patients transported
EMS unit utilization rate
EMS billing collection rate
Training hours completed per operational FTE (EMS, Fire
and Total)
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Appendix B: Fleet Maintenance Service Level Agreement
City of Dublin, Ohio
Service Level Agreement
Fleet Management and City Departments
This document is a Service Level Agreement (SLA) between the City of Dublin and the City of
Dublin departments that use Fleet Management. Its purpose is to clearly identify the
expectations of the customer and the provider. By signing this document, both parties have
committed to abide by this agreement.
Service Requirements
Fleet Management
 Set up and maintain all vehicle records and provide vehicle inventory and maintenance
data reports to customers as defined by their request
 Maintain automated fuel system
 Draft and coordinate vehicle specifications
 Execute purchases of vehicles and equipment either through purchase order or Council
resolution
 Liaise with vendors and customer groups to ensure specifications are met and costs are
controlled
 Provide all licensing for fleet vehicles and equipment
 Process asset disposal documents
 Dispose of used equipment to maximize Return on Investment
 Develop and support quarterly management reports outlining fleet management
activities
 Provide Fleet Management Software (FMS) training and support to customer groups
 Develop and manage vehicle charge-back/rental system to recover vehicle costs
 Manage all fleet vehicles and equipment from “cradle to grave”
 Partner with Finance Department staff to effectively track and manage assets and the
Asset Management Database
 Continually monitor fleet industry changes to include outsourced maintenance, lease v.
own strategies and best in class strategies
Customer Department/Division
 Provide accurate data to Fleet Management regarding vehicle assignments
 Identify point of contact for fleet related issues and discussions
 Openly discuss vehicle requirements and needs
 Director all vendor inquiries to Fleet Management
 Analyze quarterly report data and identify inaccuracies
 Manage fleet assets as if they were your own
 Report all accident and work-related damage on the appropriate forms
 Identify service gaps
 Partner with Fleet Management to ensure your service needs are being addressed
 Notify Fleet Services of changes to your vehicle inventory or assets that may impact this
agreement
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Fleet Maintenance
Provide professional maintenance services as transparent to end user as possible
 Maintain all fleet maintenance records
 Develop and maintain preventive maintenance programs
 Complete work as promised
 Maintain cost controls and efficiencies
 Communicate with customer groups regarding vehicle maintenance activities
 Perform all safety related repairs prior to returning vehicle/equipment to customer
 Identify out-source opportunities to provide efficient and effective maintenance activities
 Liaise with vendors and customer groups to ensure custodial control over cost and
maintenance process
 Establish an hourly shop rate that recovers 100% of service cost
 Establish vendor lists for authorized out-sourced maintenance
 Develop standard pricing for routine services that assist customers in budget planning
and management
 Discuss and seek authorization from customers for high dollar repairs
 Consult with customers on maintenance return-around times and repair expectations
 Analyze out-source options as necessary to meet customer expectations and timelines
Customer Department/Division
 Support maintenance initiatives
 Ensure vehicle and equipment are available for preventive maintenance activities
 Create a point of contact for fleet maintenance discussions
 Support Fleet Management vendor networks
 Review quarterly Fleet Maintenance reports
 Analyze quarterly report data and identify inaccuracies
 Manage fleet assets as if they were your own
 Identify service gaps
 Conduct only those maintenance tasks authorized by Fleet Services
General Statements
 Fleet Management is the primary management source and service provider for all fleet
assets.
 Fleet Management will continually add value to customer departments.
 Customer department personnel will support processes and procedures.
 Both parties will review performance measurements.
Review and Modification
The primary contacts or their designees listed below shall meet and review service quality and
service delivery on a quarterly basis. The SLA may be modified at any time with the consent of
both parties. An Amendment is the method to modify the basic SLA. Signatures and dates are
required for the SLA and amendment, if applicable.
Term of Agreement
This agreement is effective upon agreement of both parties and will remain in effect until further
notice. Any changes that need to be made to this document shall be through the amendment
process.
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Compensation and Billing
Fleet Management will direct bill departments for fuel consumed, fleet maintenance
parts/supplies, and shop labor at the full burden labor rate established by Finance.
Primary Contacts
The primary contact persons listed below shall be contacted regarding operational services or
an unusual event that could impact the agreement, service levels or pricing.
The signatures below indicate the agreement to the content of this document, that it is valid, has
achievable objectives and represents the intent of both parties to provide the scope of fleetrelated services.
Fleet Manager Representative

Departmental Representative

_________________________

________________________

Office Phone:______________

Office Phone:_____________

Email:____________________

Email:___________________

Cell Phone: _______________

Cell Phone: ______________
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Appendix C: Vehicle Replacement Rating Template
(City of Appleton, Wisconsin)
Sedans and Light Trucks
Factor

Points

Description

Age

1

Each year of chronological age

Miles / Hours

1

For every 10,000 Miles of usage

1

For every 250 Hours of usage

1

Standard duties as equipped from factory

2

Standard duties when used with occasional off-road usage

3
4

Any vehicle that pulls trailers frequently, hauls heavy loads and has frequent
off-road usage
Any vehicle involved in snow removal

5

Police, fire and rescue vehicles

1

In shop one time within three months’ time period, no major breakdowns or
road calls
In shop one time within three months’ time period, 1 major breakdown or
road call in time period
In shop more than once within three month time period, one breakdown or
service call in time period
In shop more than twice within one month time period, one or more
breakdowns or service calls in time period
In shop more than twice monthly with two or more breakdowns or service call
in time period

Type of
Service

Reliability

2
3
4
5

M&R Costs

Condition

1

Maintenance costs are less or equal to 20% of replacement cost

2

Maintenance costs are 21 - 40% of maintenance costs

3

Maintenance costs are 41 - 60% of maintenance costs

4

Maintenance costs are 61 - 80% of maintenance costs

5

Maintenance costs are greater than 81 % of maintenance costs

1

Good condition, fully functional

2

Fair condition, functional, minor imperfections to body and paint

3

Minor damage to body and paint visible from 15' or more, minor damage to
add on equipment, worn interior (one or more rip. Tear, or burn) and weak or
noisy drive train
Previous accident damage that was repaired, poor body condition, rust
holes, bad interior, holes in set or broken down major damage to add on
equipment or a bad drivetrain component
Extreme damage, inoperable

4

5
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Medium and Heavy Duty Trucks
Factor
Age

Type of
Service

Points
1

Each year of chronological age

1

For every 5,000 Miles of usage

1

For every 250 Hours of usage

1

Standard duties including basic job site duties as equipped from factory

2

Standard duties when used with occasional off road usage, Standard load
hauling and some towing
Any Vehicle that pulls trailers frequently, hauls heavy loads, hauls leaves,
long idle periods and has frequent off road usage
Any vehicle involved in rating 3 work and is involved with snow removal

3
4

Reliability

5

Extreme service, Plowing, Heavy loads off road frequently, in landfills, refuse
collection, and heavy trailer towing

1

In shop one time within three months’ time period, no major breakdowns or
road calls
In shop one time within three months’ time period, 1 major breakdown or road
call in time period
In shop more than once within three month time period, one breakdown or
service call in time period
In shop more than twice within one month time period, one or more
breakdowns or service calls in time period
In shop more than twice monthly with two or more breakdowns or service call
in time period

2
3
4
5

M&R Costs

Condition

Description

1

Maintenance costs are less or equal to 20% of replacement cost

2

Maintenance costs are 21 - 40% of maintenance costs

3

Maintenance costs are 41 - 60% of maintenance costs

4

Maintenance costs are 61 - 80% of maintenance costs

5

Maintenance costs are greater than 81 % of maintenance costs

1

Good condition, fully functional, minor body imperfections

2

Fair condition, functional, no interior rips or tears, minor imperfections and
modifications to body and paint
Noticeable damage to body and paint visible from 15' or more, minor damage
to add on equipment, worn interior(one or more rip, tear, or burn) and weak or
noisy drive train
Previous accident damage that was repaired, Poor body condition, rust holes,
bad interior, holes in set or broken down, major damage to add on equipment
or a bad drivetrain component
Extreme damage, inoperable systems or drive components and major rust
and body cracking

3

4

5
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Off-road Equipment
Factor

Points

Description

Age

1

Each year of chronological age

Miles / Hours

1

For every 5,000 Miles of usage

1

For every 250 Hours of usage

1

For every year of life

1

Standard duties as equipped from factory

2
3

Standard duties when used with Attachments (Sickle Bar, Backhoe, Brush
hogs)
Multiple duties based on seasons (Snow, Mowing, Leave Collection)

4

Extreme Duty in harmful Conditions (Dust, Landfill, Salt Loading, Water)

5

Heavy Construction including Snow Plowing and Removal

1

In shop one time within three months’ time period, no major breakdowns or
road calls
In shop one time within three months’ time period, 1 major breakdown or road
call in time period
In shop more than once within three month time period, one breakdown or
service call in time period
In shop more than twice within one month time period, one or more
breakdowns or service calls in time period
In shop more than twice monthly with two or more breakdowns or service call
in time period

Type of
Service

Reliability

2
3
4
5

M&R Costs

Condition

1

Maintenance costs are less or equal to 20% of replacement cost

2

Maintenance costs are 21 - 40% of maintenance costs

3

Maintenance costs are 41 - 60% of maintenance costs

4

Maintenance costs are 61 - 80% of maintenance costs

5

Maintenance costs are greater than 81 % of maintenance costs

1

Good condition, fully functional

2

Fair condition, functional

3

Minor damage, weak operating system

4

Severe damage, component's) not functioning

5

Extreme damage, inoperable
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Appendix D: Time Study for Key Positions
As part of the performance audit, key employees completed detailed job questionnaires. The position questionnaires contributed to
the staffing level evaluation and our understanding of resource efficiency. The following table lists daily, weekly, monthly and
quarterly tasks for key positions. Where appropriate, like positions are combined.
Title

Tasks
Daily

Accounts Payable/Payroll
EMS Billing

Assistant to the Fiscal
Officer











Weekly

Monthly

Process payroll
Distribute payroll
Mail payables
Manage deferred
comp payment
 Prepare billing
provider reports
 Collect and file EMS
reports
 Manage Notice of
Privacy Practices

 Pension fund reports
 Pay insurance employee
benefits
 Process payroll for
elected officials
 Review pension fund
periodicals
 Reporting to State of
Ohio
 Verify EMS billing
provider’s monthly
report
 Monitor EMS billing
revenue
 Process overpayment
requests
 Prepare and balance
accounts
 Prepare interest receipts
 Manage health care wire
transfer

Answer phones
Meet and greet
Process payables
Problem solving
Cemetery administration
Record keeping
Notarize
Payroll
Schedule meetings and
events
 Cashier
 Respond to records requests
 EMS report quality control











 Update UAN
 Generate warrants
for bills
 Run reports
 Collect and sort
time sheets
 Manage employee

Prepare all receipts
Take deposits to bank
Approve invoices
Draft reports for Boards and
Commission

Quarterly















Ensure payroll accuracy
Manage payroll processor
Review/distribute W-2’s
Present at New Hire
Orientation
Make annual payroll
adjustments
Order supplies
Develop EMS billing fee
recommendation
Manage records
Handle RFPs

Roll UAN into next year
Balance year end
Enter revenue data
Prepare and file
certificate of estimated
resources
 Prepare and file budget
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Battalion Chiefs

















Fire Administration








Schedule adjustments
Daily event scheduling
Personnel management
Deliver mail
Fuel vehicle
Visit stations
Meet with Lieutenants
Meet with supervisors
Monitor crew/equipment
preparedness
Monitor training
Review pay log
Report review/quality control
Sign receipts
Daily shift reports
Incident
management/response
Special projects
IT management
Meet with Department staff
Meet with TA
Incident
management/response
Pay log review

leave balances
Verify and balance
payroll
Public records
requests
Open approved POs
Post meeting
minutes

 Vehicle checks
 Senior Staff
meeting
 Inventory control
 Purchasing
approvals
 Program
management
 Collect, review, and
deliver time sheets
 Read trade
materials

 Create schedule
 Attend meetings
 Coordinate facility and
apparatus maintenance
 Budget
 Cleaning

 Administration
meetings
 Payroll
 Budget
management






Training
Open staff meetings
Project management
Labor management
meeting

 Advertise legal notices
 Manage pay rate changes
 Prepare Management
Discussion and Analysis
notes to the financial
reports
 Prepare leave balance
spreadsheets
 Assist with state audit
 Shift officer
meeting/training
 Coordinate regionally
 Program and project
planning

 Meet with police
 Transport random drug
tests
 Gear/uniform inspections
 Budget review and
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Roads Administration
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 Policy review and
development
 Process/investigate lost and
damage reports
 Personnel management
 Operational issue
management
 Special projects
 Schedule review/daily log
 Research and development
 Verify evening backups
were successful
 Check helpdesk tickets
 Check server room temps
and equipment
 Monitor network
performance/Citrix
 SharePoint Management
 Exchange server
management
 Website management
 Database/SQL server
management
 Research new technology
 Attend webinars
 raining
 Manage budget/order
parts, consumables,
contracts as
needed/required
 Crew assignments
 Investigate complaints
 Personnel management

 Code bills
 Station visits
 Prepare
information for
Board meetings
 Board meetings

 Employee recognition
 Coordinate with County
Chiefs
 Technology projects










Prepare/Submit
Bi-Weekly Report
Attend Bi-Weekly
dept. head
meetings
Attend regular
Board of Trustees
meeting/report
to board as
required
Review server
event logs

 Scheduling/work
planning
 Bill coding

Updates/patches on
servers

development





 Supervise crews
 Order supplies
 Draft monthly report

Review IT budget, plan
for future projects
Review annual service
contracts
Prepare and submit
annual reports

 Schedule facility
maintenance with
contractors
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Receptionists and Office
Manager

Township Administrator


























Enter work orders
Schedule fleet maintenance
Transport equipment
Inventory management
Review timesheets
Check on development
progress
Review bills
Review subdivision plans
Open the office
Manage mail
Answer phones
Schedule space
Meet and greet
Provide training
Manage training log
Filing
Copy/print/scan/fax/laminate
Enter and archive data
Purchasing
Assist Township staff
Gas receipts and cards
Maintain permit spreadsheet
Monitor Department email
Type
Research
Represent Township in
meetings
Read daily news
Process receipts
Manage Township calendar
Supervise all department
heads and administrative

 Update budget
 Payroll
 Check driveway
permits
 Prepare
information for
Board meetings

 Conduct road checks
 Conduct building checks






 Review payroll
 Manage reflective
address program
 Recycling
 Manage park
reservations and
permits

 Order office supplies
 Honors Committee
support
 Review budget
 CPR class administration
 Manage website
 Manage cleaning
company
 Send copier counter out
 Make ID badges
 Manage public hearing
notices
 Match invoices and
receipts
 Audit reports
 File resolutions, meeting
minutes and purchase
orders
 Process checks
 Cemetery administration

 Order cleaning/restroom
supplies
 Add postage to meter
 Communication and
marketing
 Plan events and travel
 Update Township
directory



 Attend Chamber
executive board

 Joint Township, city,
schools meeting

Conduct
department head

New vehicle specs
Project planning
Update utility usage
Update overtime reports
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personnel
 Work with department heads
concerning administrative
and operational issues and
make decisions or
recommendations to resolve
them





meetings
Prepare biweekly
Trustee agenda
packets
Attend bi-weekly
Trustee meetings
Review budget
and address
concerns with
departments








Zoning Administration














Answer phones
Meet and greet
Issue permits
Research property data
Research zoning code and
ORC regulations
Plan review
Meet with walk-ins
Conduct inspections
Investigate
violations/complaints
Write public notices
Write staff reports for BZA
and Zoning Commission
Schedule training room at
station 61



Bi-weekly activity
report to Board







meetings and prepare
reports
Attend Chamber
Business Links
Meeting with
Beavercreek City
Manager
Attend Dayton Area
Managers Assn
Attend Beavercreek
Trails Executive Board
meeting
Attend Zoning
Commission and BZA
meetings
Labor management
meeting
Organize Zoning
Commission and Board
of Zoning Appeals
meetings
Coordinate public
hearing notices
Transcribe meeting
minutes for each board
Prepare Board of Trustee
zoning information
packet

 Annual negotiation of
Greene County sheriff
negotiation
 Annual negotiation of
legal agreements

 Draft quarterly report
 Support Records
Commission
 Coordinate, schedule and
monitor records disposal
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 Schedule car seat inspections
 Support Township
Administrator with meetings,
correspondence and research
 Attend outside meetings

