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An overview of the efficient and cost-saving public safety model
incorporated by the Cedar Falls Public Safety Services Department.
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Introduction

Execution

As the City of Cedar Falls moves forward with the Public Safety Model, we want to take this
opportunity to discuss any questions about the development and future of this new model.
A Collaborative Effort
In the past 40 years, serious fire calls have dropped
The new Cedar Falls Public
about 60 percent while medical related calls have
Safety Model increases the
increased. Serious police calls and arrests in Cedar
number of police officers
Falls have declined slightly in the past few years.
Cedar Falls has full-time Police and Fire Divisions,
on patrol and firefighters
and contracts with MercyOne as the primary emergency
responding to fires.
medical provider with a paramedic level ambulance
and transport service. Cedar Falls Public Safety Services
works with many other emergency services in Black Hawk County through mutual aid
agreements during emergency responses. They also work cooperatively with other agencies
in Black Hawk County through the Consolidated Dispatch Center to provide a high level
of 911 services with a lower cost to the citizens.
A History of Cross-Training
The City of Cedar Falls has examined public
safety services and looked at the best way to
provide exceptional service at a reasonable
cost since the 1980’s when the city created
a Public Safety Director position. In 2005 the
city began a cross training program with city
employees cross training as police officers and
firefighters. These efforts took place in several
forms and morphed to what the Public Safety
Model is today.
Today’s model provides more cross-trained Public Safety Officers on patrol while also
providing more trained and certified fire personnel to respond in the event of a fire
emergency. This is accomplished by moving some firefighter positions typically on standby
at the firehouse and putting them on patrol. These Public Safety Officers on patrol are able
to respond to both police and fire calls. The result is that now Public Safety Services is able to
put more officers on patrol while having more firefighters available to respond immediately
to the emergency scene.
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The Public Safety Officers working patrol carry their fire gear with them in their patrol car.
This practice allows them to respond immediately to a fire scene, frequently arriving before
the assigned fire personnel in the fire apparatus. The Public Safety Officers arrive on scene,
put on their fire gear, and then are prepared to assist with fire operations. Public Safety
Officers can provide an initial size up, establish water supply, assist with exterior/interior
fire attack, victim rescue, and overall scene management and safety. Public Safety Officers
assigned to fire shifts benefit our community with the ability to respond on fire calls and
complete police duties. Some of those duties are taking reports in the station, repairing
firearms, repairing tasers, forensic cell phone analysis, and assisting with police shift patrol.
To increase efficiency, we have also incorporated the use of Compressed Air Foam (CAF)
fire extinguishment equipment. This CAF system is stored in squad cars and dispels a foam/
water solution. It has been used on car fires, ditch fires, and dumpster fires. In February 2016,
cross-trained personnel utilized the CAF system and had a significant impact in saving three
lives at a residential fire. The Battalion Chief at the scene stated that the quick actions
of the cross-trained staff and the CAF systems deployment initially knocked down
the fire, which helped save lives. Without the cross-trained personnel and the CAF system,
the outcome may have been different.
We invite you to review this document and learn how the City of Cedar Falls is providing
better service at a lower tax rate, while allowing for more police and fire personnel.
This creates a safer, more economical community for all our citizens.

CAF System
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Accomplishments
As we continue to execute the new Public Safety Model in Cedar Falls, we have experienced
many successes including:

Facilities
The location of police and fire facilities have a significant impact on how quickly services are
provided. In 2015, a study conducted by Narva & Associates showed fire/EMS calls for
services had shifted further to the south and west of Cedar Falls.

•

The Cedar Falls Public Safety Services Department received an Insurance Services
Office (ISO) rating of 3, putting them in the top 3.5% of all fire departments in Iowa.

•

Continued planning and upcoming completion of the new Public Safety building.
Learn more about this new facility and how it will improve safety in our community
on page 7.

•

A unanimous vote from the Cedar Falls Police Department Teamsters Union
to allow 24-hour shifts. Due to this vote, the city is able to “hire from within”
for officers being assigned to full-time Fire Division. This promotes more growth
and opportunities for our current officers.

•

Number of combined full-time firefighters and our Public Safety Officers has
resulted in over 60 firefighters now available for calls. This is the first time in the
history of the Fire Division that we have been able to have such a large amount of
firefighters available to our community.

Efficiencies of New Cedar Falls Public Safety Building
•

Shared rooms: kitchen, training room, conference rooms, administration support,
reception, physical fitness, storage, lobby

•

Fire rental housing and industrial inspections have increased due to
additional staffing.

•

Large, on-site, secure parking lot for fire and police training events (training scenarios
and trucks can stay set up for multiple revolutions)

•

The Cedar Falls Public Safety Services Department has continued to use Reserves,
part-time, paid-on-call, and Public Safety Officer positions. By utilizing this
diverse system, we are able to supplement shifts, reduce overtime, and have staff
available for special assignments and events.

•

•

In response to the study, and in order to provide a greater service while improving response
times, we started planning for a new Public Safety building to better serve the needs of our
growing community. The city purchased land at the intersection of Bluebell Road/South
Main Street. Beginning in July 2019, the new Public Safety building, located at 4600 South
Main Street, will house the headquarters and administration for both police and fire services.
In addition to the Public Safety building, the current fire station at 18th and Main Street will
continue to be staffed.

Impact of the New Cedar Falls Public Safety Building
•

Improved Response Times

Received several grants for financial assistance to purchase equipment and
fund programs. With the advent of more grants, our officers are able to utilize
the latest safety equipment and receive education to ensure a safe community.

•

Prioritizes teamwork, efficiency and collaboration of police and fire

•

Utilizes joint meeting spaces and increases training spaces

Police and fire continue to use internal and outside facilities to assist with training.

•

Advanced tech and equipment now available

Construction of New
Public Safety Building
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Equipment Replacement
The Department Directors along with other city staff meet annually to discuss vehicle
replacement plans. The Municipal Operations/Public Works Department monitors and
maintains the operational readiness of all city-owned vehicles. During the annual vehicle
replacement planning process, the staff looks at the overall condition of the city’s
vehicle fleet. After examination, a replacement plan is put together for vehicle
replacement needs reaching out as far as five years. The staff looks at immediate
replacement and potential needs for replacement in the future. This process overview allows
for appropriate replacement based upon mechanical condition and costs/funds. The staff
considers repurposing vehicles to different city departments if it is appropriate to do so.
Annually Department Directors along with city staff meet to discuss
Cedar Falls Police
vehicle replacement plans. The Municipal Operations/Public Works
Department monitors and maintains all city owned vehicles.
has 12 squad cars.
During this annual planning process, staff evaluates the overall
condition and number of the city vehicles in the fleet. As part of this evaluation, the Capital
Improvement Plan (CIP) is developed to budget for the
Fire has 5 apparatus
replacement of vehicles over a five year period. The CIP
is a visionary tool used by staff to plan for future needs
capable of pumping water.
of a department. Staff may identify immediate and longterm goals as part of the CIP along with the vehicle replacement plan. During this planning
process staff will consider methods and locations to repurpose vehicles within the city
to reduce the tax burden on our community.
One long-term plan completed in 2019, was the purchase of a new fire engine. This engine
will be the fourth engine operating within the city. Public Safety Services currently operates
four fire engines, one aerial pumper, two grass fire pickups, and one tanker truck, along with
three boats from two stations.

A new fire truck was delivered in 2019. Up to three squad cars are replaced
annually and equipment condition/replacement is also reviewed annually.
8 Cedar Falls Public Safety Services

Police Vehicle Evaluation
Evaluation of police vehicles occurs annually. There
are 17 vehicles—both marked and unmarked—in
the fleet; typically one to three police vehicles are
replaced each year. Under normal circumstances
most of the equipment can be moved from a
retired patrol vehicle to a new patrol vehicle. Other
police equipment may be placed in the Capital
Improvement Plan for budgeting purposes to
be replaced over time or as needed.
Tanker Trucks
While the city has adequate firefighting equipment and apparatus, and most of the city
is covered with fire hydrants, there are areas of town that do not have fire hydrants. These
locations require water to be hauled to the fire scene using tanker trucks. The city has one
tanker truck in its fleet. When the need to haul water occurs, fire crews call for assistance
from the neighboring volunteer fire departments as part of mutual aid agreements. The
City of Cedar Falls also provides assistance to those volunteer departments for hauling
water when requested as well. The need to haul water to a fire scene typically occurs up to
two times a year. This cooperative effort between neighboring fire departments has worked
well for decades.
Future Replacements
There are no significant plans to add vehicles. However, in the event of a medical emergency,
an emergency response SUV has been identified as an alternative method to reduce wear
and tear on front line fire engines. A study on the effectiveness of this type of vehicle will
be conducted in the coming years to determine the impact this may have on responses
to emergency medical incidents. An evaluation of the current tanker truck could also
determine a need for replacement of that apparatus in the coming three to five years.

Police Gator
Cedar Falls Public Safety Services
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Medical Services

Training

Since the early 1980’s our city has contracted with Sartori Hospital’s paramedic service
which recently changed ownership and is now called MercyOne Cedar Falls. MercyOne
Cedar Falls currently provides a paramedic level ambulance and transportation service.
MercyOne provides ambulance services from two separate locations in our city. They
have additional personnel available to respond from MercyOne Waterloo, when MercyOne
Cedar Falls ambulances are on other calls. Cedar Falls Public Safety Services provides
frequent assistance to MercyOne Cedar Falls on many calls. MercyOne and Public Safety
personnel work collectively on a variety of calls.
The Fire Division is an Iowa EMT medical service. Police officers are trained as Medical First
Responders. When the Consolidated Dispatch Center receives a call for medical services,
the dispatcher sends a MercyOne ambulance and suggests which police/fire units need
to be sent to those medical calls.
All police and fire personnel are trained in CPR and the use of an automatic electronic
defibrillator (AED). Every patrol vehicle and fire engine carries an AED. The response
matrix currently has fire responding to many medical calls to assist MercyOne
Cedar Falls, while police respond to other serious incidents.
We have been proactive in examining the call types the Police and Fire Divisions receive.
We examine the call types to ensure we are providing the appropriate response to
medical calls. The most recent examination occurred less than two years ago. As part
of our Consolidated Dispatch Center, our fire response to medical calls is very similar
to other agencies in Black Hawk County.

The Cedar Falls Public Safety Services Department is committed to providing the best
training to both police and fire personal. Each division spends a considerable amount of time
training annually. The police schedule allows up to eight days per year reserved for training.
The Fire Division typically trains during their normal work day.
Public Safety Officers train in both police and fire disciplines during training days. They also
train on duty and sometimes work overtime to attend training as needed. Additionally, there
are training classes taught by training companies or hosted by other agencies scheduled
outside of the city throughout the year. Our city follows all mandatory state-regulated
training requirements and even exceeds the training requirement in both police and
fire disciplines.
The Public Safety Services Department maintains high hiring
standards in order to attract and provide highly skilled and qualified
police officers, firefighters, and public safety officers. A majority of
our police staff (nearly 90%) have a bachelor’s degree. Over half
of our firefighters have an associate degree or higher.

Police training
exceeded 8,000 hours
while fire training
exceeded 11,000 hours.

Training Requirements
When a new Public Safety Officer is hired they have an extensive amount of training to
complete in their first year. They must complete a combined 36 weeks of training in police
and fire before they are cleared to perform duties on their own. After 36 weeks they receive
an Iowa Law Enforcement Academy Certification and a nationally recognized Firefighter
One Certification.
Police Training

Rescue Vest

Rescue Rope

Automatic Electronic Defibrillator (AED)

All Public Safety employees are CPR and AED certified and respond
to all serious medical calls.
10 Cedar Falls Public Safety Services

Law enforcement training consists of 16 weeks
at the Iowa Law Enforcement Academy. After
graduation they complete a 14-week police
field training program consisting of at least
one month on each shift with a different field
training officer. Then they complete a minimum
of a 10-day shadow phase where they are
evaluated daily by a Field Training Officer in
plain clothes. During this final shadow phase they
are expected to complete all calls as any patrol officer would on solo patrol.
Cedar Falls Public Safety Services
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Fire Training
A Firefighter One class, typically taught by a Cedar Falls fire
supervisor, lasts approximately four weeks. The Public Safety
Officer must pass the Firefighter One state mandated written
and skills test which includes SCBA, protective gear,
ladders, fire hydrants, hose lines, ropes and knots, hand
tools, and search and rescue. Each Public Safety Officer
or Firefighter must complete this before being approved
for full firefighter duties.
Firefighters and police officers receive continued training throughout the year to maintain
their skill level. Fire training in 2018 consisted of over 11,000 hours. Police training totaled
over 8,100 hours.
Increased Efficiency
Firefighters often have additional professions, such as EMT’s, so the idea of cross-staffing
is not new. By incorporating this new Public Safety Model, we are able to better utilize
officer’s downtime for completing police duties during those hours, saving our
community money.

Hiring Process
The testing process to become a Cedar Falls Public Safety Officer is not an easy one.
There are many steps to the process, including steps required by State Law and Civil
Service rules. The following bullet points provide some details to the hiring process:

Calls For Service
The Cedar Falls Public Safety Services Department responds to nearly 19,000 calls for service
each year. The Police Division responds to approximately 17,000 calls per year; the Fire
Division responds to approximately 2,000 calls per year. Our paramedic level ambulance
service is provided by MercyOne Cedar Falls. Our Public Safety Services Department assists
MercyOne Cedar Falls on routine and more serious medical calls. Police Officers carry
defibrillators in their patrol vehicles, and defibrillators are carried on the fire engines.
Our entire Public Safety Team is certified in Cardiopulmonary Resuscitation (CPR).
An overview of the call types show that police officers respond to non-reportable type
offenses 60% of the time. These offenses could include parking violations, disorderly
conduct, alcohol related behavior, and suspicious type activity. Approximately 20% of
all calls are traffic accident or traffic stop related. Of all the calls reported to the Police
Division, 9% are reportable crimes. Of all public safety calls, 6% are medical-related with fire
responding to a majority of those calls. Canceled, false alarms, and good intent calls count
for 3% of all the calls and are typically a fire response. Cedar Falls has few serious crimes and
fires reported each year.
Cedar Falls has few homicides, averaging less than one per year.
Our Public Safety Services Department responds to approximately
six serious structure fires per year. These statistics represent a lower
than national average crime rate and fire related loss in Cedar Falls.

Cedar Falls has one
of the lowest crime
rates in the Midwest.

2017 FBI Crime Statistics (per 100,000 people)

• Application (18 pages)
• Verification of education (60 credits), employment
history, criminal history, driving record
• Civil Service review to continue in the process
• Human Resource Department review
• Written test (grammar, reading comprehension, math, report writing)
• Physical Agility Test (Cooper Institute)
• Panel Interview (Most will have been eliminated by the testing
completed so far in the process)
• Employment physical
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Fire calls have declined 60% in 40 years with only six serious structure fires per year.
Police calls are steady to declining.
Cedar Falls Public Safety Services
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Cedar Falls Public Safety Experience Survey

Public Safety Progress and Operations
Calls for Service—POLICE
Calls For Service

Arrests

Reportable Crimes

2018

16,861

972

2,134

2017

16,279

912

2,314

2016

15,410

841

2,076

2015

16,704

954

2,145

2014

18,319

1,073

2,174

Fires have dropped
60% in the last 40 years.

Calls for Service—FIRE
Calls For Service
Medical Assist
			

Cross trained Public
Safety employees allow
for more staff at each
emergency scene.

Extrication Training

A majority of the nearly 19,000 calls a year are non-emergency calls.
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Night Fire Qualification

Good Intent
& False Alarm

Serious Structure
Fires

2018

1,787

1,024

492

5

2017

2,343

1,438

615

6

2016

2,481

1,510

606

5

2015

2,229

1,318

573

8

2014

2,039

1,060

698

8

Major Incident Response Team (M.I.R.T.) Training

Fire Training

More trained staff at each emergency scene has made Cedar Falls a safer community.
There has been a significant increase in responding personnel in the last 3 years.
Cedar Falls Public Safety Services
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Cedar Falls Public Safety ISO Rating

Staffing and Schedules

The Cedar Falls Public Safety Services Department is at a 3 Insurance Services Office (ISO)
rating, which puts it in the top 3.5% of all fire departments in Iowa.

History

This is based off of an independent study performed by ISO as part of their Public Protection
Classification (PPC) program, which evaluates and classifies over 46,000 fire protection areas
across the United States, and incorporates nationally recognized standards developed by
the National Fire Protection Association.

The City of Cedar Falls Police and Fire Divisions have protected the community for more than
150 years. The City of Cedar Falls has operated the Police and Fire Divisions independently
for years; a Public Safety Director had been overseeing both operations. Our city staff has
continuously examined the calls for service and activity trends in the Public Safety Services
Department. Staff began to see a need for more efficiency with police and fire personnel.
Fire calls have decreased 60% in the last 40 years, police incidents have declined, and
the crime rate is much lower than the national average. Downtime existed in the Police
and Fire Division and it made sense to look at alternative methods to maintain high
efficiency in public safety. Many cities spend 75% or more of their general fund on public
safety operations. Therefore, it is the city’s responsibility to examine and try to find more
efficient ways of conducting operations.

ISO surveys over 1,600 fire departments in Iowa. They are an independent company
that collects information about municipal fire suppression efforts in communities across
the United States and bases their findings on three primary elements: emergency
communications, fire department, and water supply. The data is analyzed using a
Fire Suppression Rating Schedule (FSRS) and then a Public Protection Classification (PPC)
grade is assigned to the community in a number ranging from 1 (highest protection)
down to a 10 (lowest protection).

2005 Brings Opportunities to Cross-Train
In 1995 our city began a Reserve Police Officer Program to
assist in law enforcement functions and operations. While our
city has always utilized part-time firefighters, in 2005, our city
began cross training efforts with city employees from other
departments. This employee group is called “paid-on-call
employees” and could apply for a position at either the fire
or police division. The reserve police officers or paid on-call
employees were able to assist the police during the busier times
such as evenings, weekends, and particularly during special
events. The city has over 50 special events each summer.

Public Safety Officers and Firefighters
respond together to a 2019 fire

The fire model of paid-on-call or part-time employees didn’t work quite as well. These
individuals would often work inconsistent Fire Division shifts and the activity levels were not
as predictable at the Police Division. Most often, the additional staffing was underutilized by
low call volume or insignificant events. When we added another firefighter to a shift
they were standing by waiting for a call.
As our staff continued to examine the program and its needs, it became apparent we could
do better for our citizens. It was determined these cross-trained employees could better
assist by responding immediately, when needed, to a fire call while they were working
their normal city job. In 2015, the police union and the city agreed upon a Public Safety
Officer position. This position was adopted into the union contract at that time.
16 Cedar Falls Public Safety Services
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Cross-Training Success Found Across the Nation
During this process, our city looked at other public safety models in the U.S. and made
several visits to public safety departments to learn how they operate. From this research,
we discovered many different public safety models, as well as a wide variety of staffing
variations within the fire industry.
We surveyed cities in the Midwest where different models of policing and fire service were
implemented. These fire models ranged from full-time fire departments, to volunteer fire
departments, to minimally staffed fire departments with many volunteer or paid-on-call
employees. Overall, our staff visited cities in a variety of sizes from metro area suburbs
with populations of over 70,000, to cities with only a few thousand in population.
We found some cities had police officers who were cross-trained as paramedics and
police officers who were cross-trained as firefighters. In particular, we visited Kalamazoo
in Michigan that has utilized cross-trained police officers and firefighters since the 1980s.
This community of 75,000 employs a public safety department consisting entirely of crosstrained police and fire personnel. When compared to Cedar Falls, this community has
heavy police and fire activity. They have experienced great successes in their police and
fire responses, while also keeping their budget in check.

Public Safety Model
We firmly believe the best model for our city is to have cross-trained police and fire staffing.
For a similar cost, this model puts more police officers on patrol and allows for more
firefighters to immediately respond to a fire scene. Our system also allows for a record
number of personnel to be available to respond off-duty when
…this model puts
necessary. We have placed more officers on police shifts, which
more police officers on
boosts the number of active law enforcement personnel working at
any given time. 80% of the police officers are cross-trained as fire
patrol and allows for
fighters and can immediately respond to the fire scene. In fact,
more firefighters to
they frequently arrive before fire trucks. These officers carry their
fire gear in their squad cars, further increasing their effectiveness
immediately respond
to respond to fires and other emergencies. Our city staffs fewer
to a fire scene.
firefighters in the fire house because they are now working on police
patrol. This is aimed at reducing downtime at the fire station. While reducing downtime
in the Fire Division, we have increased the number of trained firefighters responding to
emergency needs of our community.

The use of volunteers, paid-on-call, and cross trained staffing has been used
in thousands of communities across the U.S. for dozens of years.
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As a result of this model, we have noticed more police on patrol and
significantly more firefighters at fire incidents. Patrol has consistently
seen one to two more police officers working on a shift, while fire
scenes have seen recent increases of three to ten more firefighters
responding to a fire incident.
As this model continues to progress, we will experience even greater
personnel numbers at emergency scenes.

“These are numbers
that we have never
seen before in Cedar
Falls and will have a
huge impact on the
safety of our citizens
and visitors.”
—Fire Chief John Bostwick

With the Cedar Falls Public Safety Model, we are now
able to provide our community with highly trained:
• Police Officers
• Firefighters
• Public Safety Officers
• Public Safety Officers Assigned to Fire
Fire Scene 2019

Shifts
Personnel assigned to work the police shifts are
on duty 8.25 hours per day, on three separate
shifts, covering 24 hours per day. Each shift
overlaps by 15 minutes which allows for officers
to be on patrol to respond without delay, while
others exchange cars and equipment. Staffing
levels are variable based upon calls for service
history and predictability of busier times.

A recent payroll study showed
an average of 15 fire fighters
working 24/7. Police numbers
have also improved. All this
has been accomplished with
cross-training efforts.

The fire shifts work a 24-hour schedule, as most other fire departments do, while personnel
are assigned to fire shifts. The minimum number of firefighters working may vary depending
on the number of public safety officers working on the police shifts.
Cedar Falls Public Safety Services
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Public Safety Staff Organization
Diversity
The City of Cedar Falls and the Public Safety Services Department
believes that a diverse community creates a more inclusive response
system. The Police Division has had varying levels of diversity over the
years, employing numerous females and minorities from many protected
classes. The Fire Division has been less diverse, with only one female
firefighter in its history.
In the past three years, since the existing Public Safety Model was
introduced, we have enjoyed much diversity in the hiring process.
2019 crime scene
Our city now has ten female public safety employees and many members of
other minority groups. The majority of these employees are trained in both police and
fire operations. This diverse group has improved our Public Safety Services Department
and we look forward to continuing to build a strong and distinct team in the future.

The Future
As we continue to move forward, we will examine all aspects of the Public Safety Services
Department for successes and areas of improvement to ensure we are providing the best
service and safety possible.
Getting the job done and keeping our community safe is always our top priority. However,
getting the job done efficiently ensures we don’t end up like so many other cities with
budget cuts and crumbling infrastructure. We now have a model that provides for more
police on patrol and more firefighters arriving immediately to the scene without adding
staffing. Public safety personnel are expensive, some of the most expensive employees
in the city, costing over $100,000 per employee. The traditional method with status quo
operations does not work like it once did for public safety. Times are changing, calls for
service are changing, and technology is making us more efficient and safe. We need to
adapt to change so we are able to respond effectively. As we have witnessed in other cities,
our model has proven to be very successful and will continue to be so in the future. Our
new Public Safety building will put police and fire together so we may discuss, train
and work as a team to improve and provide the best service that Cedar Falls citizens deserve.

Cedar Falls is truly a safe community
in which to live and work.
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