Notice of Public Meeting
Tuesday, July 20, 2021
1 0 : 0 0 a .m.

JOINT
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COMMITTEE
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Door County Government Center
County Board Room (C101), 1st floor

421 Nebraska Street, Sturgeon Bay, WI

Oversight for Child Support, Clerk of Court, Circuit Court, Corporation Counsel, County Administrator, County Clerk, District Attorney, Human Resources, Register in Probate, Transportation, and Veteran’s Service.

AGENDA
1. Call Meeting to Order
2. Establish a Quorum ~ Roll Call
3. Adopt Agenda / Properly Noticed
4. Correspondence
5. Public Comment
6. New Business (Review / Action)
a. Discussion / Possible Action on Emergency Service Staff Options
1. Lieutenants
2. EMT / Advance EMT / Paramedics
7. Meeting Per Diem Code
8. Adjourn

This meeting will be conducted by
teleconference or video conference.
Members of the public may join the
meeting remotely or in-person.
To attend the meeting via computer:
Please click the link below to join:
https://us02web.zoom.us/j/8598194259
7?pwd=U1QyNXhFTjFNY3dyQ1NmVkZW
dXpsZz09
Webinar/Meeting ID: 859 8194 2597
Passcode: 364700
Or by Phone:
Dial:1-312-626-6799

Deviation from order shown may occur

In compliance with the Americans with Disabilities Act, any person needing assistance to participate in this meeting, should contact the Office of the County Clerk at
(920)746 2200. Notification 72 hours prior to a meeting will enable the County to make reasonable arrangements to ensure accessibility to that meeting.
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Door County
Emergency Services
916 N 14th Ave.
Sturgeon Bay, WI 54235
Aaron LeClair, Director

To:

Administrator Ken Pabich

CC:

Public Safety, Administrative, and Finance Committee members

From: Aaron LeClair
Date:

July 14, 2021

RE:

Emergency Services Staffing

Background:
Emergency Services provides a County-wide ambulance service, which is one of three services in the
State that is organized in this fashion. As part of the service, we have a Director, 2 Captains, 2 Billing
staff, 18 full time Paramedics, and approximately 60 “on-call” EMTs. (See attached organizational
chart). These services are provided with facilities located in Brussels, Sturgeon Bay, Sister Bay and
Washington Island. (Please see attached coverage map).
Locally, regionally, and nationally, public safety is facing a staffing crisis both in the public and private
sector. Unfortunately, our county has not been spared from this challenge. Our numbers of EMTs and
Paramedics has steadily been declining while the demand for our services is increasing. In the past 18
months our department has had a net loss of 13 personnel. The losses have occurred at all licensure
levels.
These staffing trends have created several issues which need to be addressed in both the short and long
term. Specifically, we have:
1. Short staffing for Brussels station:
The Brussels and Island stations have been staffed with “on-call” EMTs since their inception.
During the first six months of this year we were not able to staff 694 hours. In the past six years
we have only been able to recruit two EMTs within the 10-minute radius of the Brussels station.
We have also had limited to no success in having EMTs from other areas of the county work the
Brussels station for the on-call rate of pay. Our EMT employees, service wide, averaged 520
hours on call for the past five years. However, in 2020 our six Brussels EMTs averaged 2,366
hours. All six of these employees have full-time employment outside their work with us.
2. Short staffing for Sister Bay:
We continue to see concerning trends on the north back-up ambulance. The Department has
staffed this additional ambulance in some way, shape, or form (EMTs/casual call Paramedics/FT
Paramedics) since 2006. Staffing has been a challenge since the inception of this truck. Each
year the Department must rely on our full-time personnel to help cover shifts on this truck more
and more. During the first six months of this year we were unable to staff 131 hours on the
north back-up truck.
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Door County
Emergency Services
916 N 14th Ave.
Sturgeon Bay, WI 54235
Aaron LeClair, Director

3. General Recruitment
At its peak, the department had over 80 personnel eligible to work an ambulance. A year ago,
we had 69 personnel. Currently we have a roster of 56 personnel eligible to work on an
ambulance. There are five additional personnel in field training. Our department needs to
cover 264 hours daily or 96,360 hours annually.
4. General Supervision / Training
While we greatly enhanced our capacity with the addition of our Capitans, we are still not
optimally managing how we can provide supervision and training to our staff. As our numbers
of calls continue to increase, we need to adjust our structure to maximize our ability to deliver
our services.

Recommendations:
To address these issues, I have worked with Administration to develop a plan that should be able to
address our need for the next three to five years. Please note that this is largely dependent on our
overall call volume. Specifically, I have developed three recommendations to address our needs and
they will be presented in more detail at the meeting.
Below is a short summary of the recommendations to be presented:
1. Staffing:
a. 2021: Offer EMTs, AEMTs, and casual call paramedics the on-duty rate of pay at the Brussels
station during the hours of 06:00 am to 06:00 pm daily. This would result in personnel on
premise during these hours.
b. 2022: Provide formal / more consistent part-time positions that will help stabilize staffing.
2. Supervision / Training:
a. 2022: Create three Lieutenant titles that would be added as part of our existing staff. These
three positions would not be adding more “staff” but it would be provided to 3 staff
members out of our existing 18 paramedics.
b. 2022: We provide paramedic in charge pay (PIC) which is similar to the sheriff officer in
charge pay when the Lieutenants are not available.
3. Recruitment:
We develop and implement and aggressive recruitment program.

PLEASE NOTE: A proposed organizational chart and the fiscal impact will be provided at the meeting.
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2020 ANNUAL REPORT
DOOR COUNTY EMERGENCY SERVICES DEPARTMENT
The mission of Door County Emergency Services is to assure readiness and response to
everyday emergencies and county crisis situations with an excellence in patient care.
Our vision is to strive for distinction in EMS through innovation, care and continually meeting
the changing needs of the community, while providing the highest level of patient care
possible.
Our culture will provide a stable environment by encouraging learning, growth and satisfaction.
Employees will be awarded the same concern, respect and caring attitude that they are
expected to share with the community and those we serve.
Door County Emergency Services provides basic and advanced life support response to the
mainland and islands of Door County.
Our service operates out of four stations located throughout the county. Our stations are
located in Brussels, Sturgeon Bay, Sister Bay and Washington Island. There are three advanced
life support (paramedic) ambulances staffed 24/7/365. Two of these units are based out of the
Sturgeon Bay station, with the other based out of Sister Bay. Brussels and Washington Island
are staffed by paid-on-call EMTs. These personnel respond from home, to the station and then
to the scene of the emergency. The service currently has a fleet of nine ambulances: 1Brussels; 4-Sturgeon Bay; 2-Sister Bay; 2-Washington Island.
Door County’s emergency medical response is a multi-tiered system that starts with a call to
911. The Door County Emergency Management/Communications department dispatchers
obtain information required to properly dispatch our ambulances while also providing basic
instructions for treatment of the patient prior to the arrival of our personnel. The first arriving
personnel is normally an emergency medical responder (EMR) from one of the 11 groups in the
county. Our personnel responded to 3,709 calls for service in 2020.
The department is overseen by the Director and Captains who are based out of the Sturgeon
Bay station. Our dedicated office staff is responsible for billing, receiving, and receipt of monies
for the service.
The department receives its medical direction from emergency room doctors at Door County
Medical Center. Our medical director is Dr. George Gorchynsky.
2020 GOALS
A. Evaluate and monitor the effects of the new fall prevention program.
• The department continues to evaluate the program in partnership with the
ADRC. The program also added the Door County Medical Center as a partner.
B. Review our service model.
• The department continues to work with Administration on this project.
C. Evaluate the Vehicle Replacement Program
• The program was evaluated and changes were made that resulted in savings.
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A. Knowledge Sharing 2020:
1. The department, in partnership with the ADRC, continues the fall prevention
program.
B. Department Budget Status
Approved 2020 Budget
2020 Levy appropriation
2020 budgeted revenue

$4,874,530
$3,255,100
$1,562,600

Actual 2020 Budget
2019 Levy appropriation
2020 Actual Revenue
2019 Actual Revenue

$4,288,159
$3,087,705
$1,277,706
$1,342,739

Grants received for 2020:
Donations (Individuals/Civic Groups) $ 830.00
Total

$ 830.00

C. Issues, Concerns and Restraints
•
•

•

•

The departments call volume continues to constantly increase. The service must
continue to monitor staffing models to ensure the services provided are
maintained.
The department must build a robust recruitment and retention program to
ensure future staffing. EMS and public safety are no longer the sought-after jobs
they once were.
As our call volume continues to increase our revenues have not kept pace. This
is due to the always volatile healthcare field and our ever-changing payer mix.
We have been and will continue to be at the mercy of the state and federal
mandated reimbursement rates and adjustments. Unfortunately, the tax payers
will continue to subsidize the difference.
COVID had a significant impact on operations during 2020 and will continue to
into the future. Our personnel excelled during these times of uncertainty. They
met every challenge head on and ensured that our patients come first, no matter
the risk.

D. Goals and Objectives for 2021:
1. Complete Service Review and Needs Assessment
2. Complete Washington Island project
3. Implement new recruitment program
4. Evaluate COVID’s impact on operations
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ES Organizational Chart
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Daily Organizational Chart
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Stations

Brussels

Page 9 of 15

Stations
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Stations
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Page 12 of 15

2015-2020 RUN VOLUME
Series 1

3709
3667
3608
3550
3495

3258

2015

2016

2017

2018

2019

2020

Page 13 of 15

Runs/Day of Wek
Saturday

Friday

Thursday

Wednesday

Tuesday

Monday

Sunday

0

100

200

300

400
Runs/Day of Wek

500

600

700

Page 14 of 15

Runs/Time of Day
00:00:00 - 00:59:59
01:00:00 - 01:59:59
02:00:00 - 02:59:59
03:00:00 - 03:59:59
04:00:00 - 04:59:59
05:00:00 - 05:59:59
06:00:00 - 06:59:59
07:00:00 - 07:59:59
08:00:00 - 08:59:59
09:00:00 - 09:59:59
10:00:00 - 10:59:59
11:00:00 - 11:59:59
12:00:00 - 12:59:59
13:00:00 - 13:59:59
14:00:00 - 14:59:59
15:00:00 - 15:59:59
16:00:00 - 16:59:59

17:00:00 - 17:59:59
18:00:00 - 18:59:59
19:00:00 - 19:59:59
20:00:00 - 20:59:59
21:00:00 - 21:59:59
22:00:00 - 22:59:59

23:00:00 - 23:59:59
0

50

100

150
Runs/Time of Day

200

250

Page 15 of 15

Resident vs. Non-Resident by Call Type
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