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A. EXECUTIVE SUMMARY 

I. PURPOSE 

 

The Town of Truro has solicited Capital Strategic Solutions (CSS) to review the 

provision of Emergency Medical Services (EMS) to the Lower Cape Region, 

specifically, the towns of Truro, Wellfleet, and Provincetown. EMS in this region is 

currently provided by the Lower Cape Ambulance Association (LCAA), a 501(c)3 non-

profit organization. EMS is provided to both Truro and Provincetown through a 

contract with LCAA whereby the communities pay for the current provision of 

service. The Town of Wellfleet provides EMS service through its municipal fire 

department. 

 

This study was precipitated by the Town of Provincetown’s decision to explore 

providing its own EMS service through the Provincetown Fire Department, raising 

concerns within the Town of Truro of a potentially significant increase in its 

contractual obligation to LCAA. All pertinent data will be reviewed, and Capital 

Strategic Solutions will make recommendations for improvement of services as well 

as present options to the communities involved to provide EMS services moving 

forward. Our goal will be to make recommendations based on providing the most 

efficient and effective EMS services to the residents and visitors to the Lower Cape 

Region. 

 

II. METHODOLOGY 

 

This study will evaluate the current provision of service and its effectiveness today as 

well as the sustainability moving forward. We will review demographic data for each 

community involved, trends in population growth, as well seasonal increases. EMS 

run data will be reviewed thoroughly including run volume, response times, turn-

around times, billing and collection data, payer-mix breakdowns, and advanced life 

support versus basic life support. This will provide us with the data necessary to 

evaluate the current provision of EMS service and allow us to make 
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recommendations for both short-term and long-term solutions for EMS provision to 

the region. 

 

We will also evaluate the apparatus and associated equipment currently owned by 

each community, current staffing models, and review any potential changes to 

staffing models which are currently under consideration. This will help to evaluate 

any potential recommendations presented by CSS. 

 

This evaluation has been conducted over five phases: 

 

• Phase 1 has consisted of reviewing all past studies and gathering 

demographic data from each community including seasonal changes. 

• Phase 2 has consisted of interviews with stakeholders to determine 

EMS apparatus inventory and current staffing levels. Also identifying 

key individuals to serve on the Fire and Emergency Services Project 

Team. 

• Phase 3 involves the gathering of EMS run data from each community 

including volume of runs, level of service provided, response times, 

billables and receivables. All data has been obtained although 

Provincetown information has only been provided by Lower Cape 

Ambulance. Response times are only included for Wellfleet as CSS 

was unable to obtain this data for Truro and Provincetown. 

• Phase 4 has been completed and consisted of the analysis of collected 

data to evaluate current EMS service provision in the region. This data 

also provides a foundation for projection of EMS needs for the future.  

• Phase 5 has consisted of an evaluation of potential options and 

recommendations for improved EMS provision in the region. 

 

                   Phase 1: CSS has reviewed past studies of both Fire and EMS provision for the study 

area and now has a clear understanding of where the communities involved 

currently stand with the provision of Fire and Emergency Services to the region. We 

have gathered all demographic data and through our evaluation have identified key 

challenges as it relates to EMS provision. The first challenge lies in the tremendous 
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population growth during the peak summer months, as much as ten times the 

population during off-peak seasons. The population density in these areas rivals 

many large urban areas during the peak summer months.  

                    Another significant challenge to the provision of EMS in this region is the long 

transport and turn-around times of EMS units with the nearest hospital nearly 40 

miles from Truro and 47 miles from Provincetown by car. This can lead to EMS units 

being out of service for 4 hours during peak season. With limited resources, 

particularly in peak season when demand is high, this can cause significant delays in 

response. This issue can have a negative result on patient outcomes in life 

threatening situations. 

                    Finally, the heavy dependence on a per-diem workforce and a finite number of 

ambulances could be catastrophic in the event of a mass casualty incident within the 

study area. 

Phase 2: CSS conducted virtual interviews with representatives from the Towns of 

Truro, Provincetown, and Wellfleet to gather data as it relates to EMS provision to 

the lower cape region. Interviews with Provincetown officials was extremely limited. 

During these interviews we have identified individuals who could contribute 

significantly to the Fire and Emergency Services Project Team. The list of individuals 

Capital Strategic Solutions believe would best serve the goals of this team are listed 

below. 

Mr. Darrin K. Tangeman - Town Manager - Town of Truro 

Chief Timothy Collins - Fire Chief - Town of Truro 

Lt. Sean Ferguson – President - Truro Firefighters Local 5281 

Chief Richard Pauley Jr. - Fire Chief - Town of Wellfleet 

Call FF Theresa Townsend - Administrative Assistant - Wellfleet Fire Department 

Lt. Curtis Gelatt - President - Wellfleet Firefighters Local 4342 

Mr. Alex B. Morse - Town Manager - Town of Provincetown 

Chief Michael Trovato - Fire Chief - Town of Provincetown 
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Mr. Steven Roderick - Chief Financial Officer - Lower Cape Ambulance 

Ms. Julie Cataldo-Roda – EMS Supervisor – Lower Cape Ambulance  

 

These men and women represent the key players involved in providing EMS to the 

Lower Cape Cod Region. There are representatives from both labor and 

management included in our recommendations as we believe a collaborative effort 

between labor and management is key to the success of any changes to the 

provision of EMS to the region. It is also important to include members of the Lower 

Cape Ambulance Association as they can provide vital insight to the provision of EMS 

based on their valuable experiences acquired over many years. 

                    Our interviews also identified apparatus and licenses currently in place in the study 

area which allow these communities to currently provide EMS service at the 

Advanced Life Support level if LCAA is unable to fulfill its obligation. 

Phase 3: Capital Strategic Solutions encountered difficulty obtaining accurate EMS 

run data for the region for several reasons. First, the holiday season is a difficult time 

of year to be tasked with meeting and requesting data as many stakeholders were 

away or off for significant periods of time at the outset of this analysis. Secondly, in 

the case of Wellfleet, Chief Pauley has been plagued with health issues and making 

contact was difficult. We were able to contact Theresa Townsend, Chief Pauley’s 

Administrative Assistant, who has been extremely helpful in providing us with 

Wellfleet data. In the case of Provincetown, data has been difficult to obtain after 

repeated attempts through virtual meetings and electronic communication. 

Provincetown data was eventually provided by Lower Cape Ambulance on February 

18, 2022. 

Phase 4: At the time this document was published Capital Strategic Solutions has 

gathered and analyzed all available data from the towns of Truro, Provincetown and 

Wellfleet. 

The following data has been analyzed and that analysis will be detailed in this report: 

• Total EMS runs by quarter ALS 

• Total EMS runs by quarter BLS 
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• Payer-mix profiles 

• Gross Billables 

• Gross Receivables 

• Average response times (Wellfleet) 

• Average transport times (Wellfleet) 

• Projections for future growth of EMS 

Phase 5: The following options will be reviewed, and recommendations made based 

on the analysis of which models will best fit the needs of the region. 

1. Continue current service provision model without change (Not recommended) 

2. Continue short-term service with LCAA with modifications (Recommended) 

3. Solicit other private EMS entities to provide service (Not recommended) 

4. Establish municipal based EMS services for long-term (Recommended) 

 

III. FINDINGS 

 

There are multiple significant challenges to providing EMS to the study area. The first 

of these challenges is the tremendous population growth the study area sees during 

peak season, typically late May through late September. The area relies heavily on 

tourism and the population increases tenfold during this time significantly stressing 

the current EMS system. 

 

The second challenge faced by the region is the significant distance to the closest 

hospital, Cape Cod Hospital in Hyannis, which is nearly 40 miles from Truro and 

nearly 50 miles from Provincetown. This causes major delays to EMS transport times 

and the availability of ambulances. It is not uncommon for units to be out of service 

for 4 hours during peak season.  

 

The final challenge to providing service to the region relates to the rural area and the 

staffing challenges faced. It is difficult for EMS providers to afford the cost of living in 

the region based on the high property values of homes in the study area. This leads 

to many employees being forced to live a significant distance from the area for 

affordability. In turn, this effects both the availability for these members to respond 
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on callbacks when extra staffing is needed and significantly reduces the available 

labor pool for both EMS providers and firefighters. 

 

The provision of EMS to the Lower Cape Region is unique in that EMS is provided by 

a non-profit organization and has been for more than eighty years. Initially LCAA 

provided EMS service to all three communities in the Lower Cape Region. Lower 

Cape Ambulance currently provides EMS to the communities of Truro and 

Provincetown. The Town of Wellfleet has provided EMS to the community through 

the municipal fire department for the last several decades using LCAA for mutual aid 

purposes only. 

 

According to the contracts for Truro and Provincetown, Lower Cape Ambulance is 

obligated to provide the Town of Truro with one Class III ambulance staffed and 

supplied to the ALS level and the Town of Provincetown with two staffed Class III ALS 

ambulances which are to be housed within fire department headquarters in their 

respective communities. However, LCAA only provides two ambulances to the 

service area currently. One is housed within each community. During peak season, 

typically late May to Late September, Truro sees an influx of more than 20,000 

seasonal residents and visitors. When additional ambulances are needed for multiple 

calls, LCAA staff will operate ambulances owned by the Truro and Provincetown Fire 

Departments. Interestingly, the revenue generated for transports using municipal 

resources goes directly to LCAA and not the communities. 

 

During peak season, the Provincetown Rescue Squad operates 2 ALS ambulances to 

account for the increase in EMS calls due to the significant rise in population. The 

Provincetown Rescue Squad operates from early May through the end of December. 

The Town of Provincetown sees a tenfold increase in population, particularly during 

the peak summer season, when the population can reach more than 30,000. This 

increase would overload the EMS system were it not for the additional resources 

made available through this organization. 

 

The system has served the communities well for the last 80 years but is becoming 

stressed as the communities grow. LCAA operates with a finite number of 

ambulances and personnel and at times has difficulty fulfilling the contractual 

obligations of the communities served. Whether it be a shortage of ambulances, 
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ambulances out of service, or personnel shortages, LCAA at times relies heavily on 

both Provincetown and Truro for equipment and additional personnel. 

 

Many of LCAA’s EMT’s are full-time municipal employees with other fire 

departments who may not always be available for per-diem shifts. This can 

particularly become a problem during natural disasters or large-scale incidents on 

Cape Cod. 

 

IV. OPTIONS 

 

The Town of Wellfleet currently provides EMS to its residents and visitors through its 

municipal fire department. This system serves Wellfleet very well and gives the fire 

department both financial and structural control of the EMS system and allows them 

to make changes to the system as needed to better serve the community. 

 

Capital Strategic Solutions evaluated the feasibility and potential impacts of four 

courses of action as it relates to the provision of EMS in the study area. In the Towns 

of Truro and Provincetown the communities can: (1) continue to provide service 

through LCAA by renewing the existing contract; (2) continue to provide service 

through LCAA with revisions to the current contract; including performance metrics; 

(3) solicit bids from other private EMS providers; or (4) Establish fire-based EMS 

systems through their municipal fire departments. 

 

 

 

 

Option Description  Endorsement 

1 Continue providing service through LCAA with no changes  Not Recommended 

2 Continue providing service through LCAA with revisions  Recommended Short-term 

3 Solicit bids from other private EMS entities  Not Recommended 

4 Establish municipal fire-based EMS services  Recommended Long-term 

 

                           The communities of Truro and Provincetown currently have significant expenses 

with regards to EMS provision to their communities. The funds they expend on 
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LCAA contracts, coupled with current ambulance billing receipts, would cover 

nearly all the expense needed to establish fire-based EMS within their respective 

communities. Both communities are in an extraordinary position to do so as they 

both have multiple municipally owned ambulances licensed to the ALS level of 

service. Therefore, neither community would need the exorbitant start-up costs 

associated with establishing a municipal based service.  

                           

 

B. DEMOGRAPHIC DATA 

 

I. TRURO DEMOGRAPHICS 

 

The Town of Truro is situated on Lower Cape Cod and much of the year would be 

considered a rural community with a population of 2,454 residents. However, 

during the summer months the population reaches 25,000 which could classify 

Truro as a small city. This is one of the key hurdles faced by EMS provision to the 

residents of Truro. Additionally, Truro’s population has seen an increase of more 

than 20% over the last 10 years and current trends would indicate that this 

growth will not slow in the coming decade. 

 

Truro comprises an area of 20.9 square land miles with a population density of 

117.4/sq. mi. However, during July and August the population density explodes 

to 1,196/sq. mi. The Town of Truro is home to 3001 housing units. Truro is 

located 38 miles from the nearest hospital by car, Cape Cod Hospital in Hyannis. 

This poses a significant challenge to transport and turn-around times, 

particularly during the summer months when traffic is heavy. 

 

The median household income within the Town of Truro is $68,367, nearly 20% 

below the statewide average of $81,215. The median age of Truro residents is 61 

years with more than 38% of the community’s population over the age of 65, 

significantly higher than the statewide average of 13.5%. This is significant to this 

study because older adults tend to impact an EMS system more than younger 

adults and children. This could also have a significant effect on the payer-mix of 
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private health insurance versus Medicare/Medicaid as it relates to ambulance 

billing and revenue generated. However, just .7% of Truro residents were 

without health insurance well below the statewide average of 3%. 

 

 

 

II. PROVINCETOWN DEMOGRAPHICS 

 

The Town of Provincetown is located on the tip of Cape Cod in the Lower Cape 

Region. Provincetown, much like Truro, is a rural community for much of the 

year with 3,318 residents. During peak summer season of July and August, 

Provincetown’s population rises to more than 30,000 people due to the 

significant tourism trade of the area. This puts significant stress on the EMS 

system and if not for the seasonal Provincetown Rescue Squad would surely 

overwhelm the system. Provincetown’s population has grown significantly over 

the last decade and has increased more than 25% since the 2010 U.S. Census. 

We can only expect this trend to continue in the coming years. 

 

Provincetown comprises an area of only 1.8 habitable square land miles which 

contributes significantly to its population density of 1,878/sq. mi. However, 

during peak season Provincetown’s population density can be higher than many 

urban areas, including the City of Boston itself at 16,666/sq. mi. Provincetown is 

home to 4,722 housing units of which many have seasonal visitors. 

 

Provincetown also has the distinction of having the longest transport trip to the 

hospital in Massachusetts as Cape Cod Hospital, the closest facility, is more than 

47 miles away by car. Compound this with seasonal traffic on U.S. 6 and this can 

be a significant challenge to getting EMS units back in service. 

 

The median household income in the Town of Provincetown is $58,313, nearly 

30% below the median household income in Massachusetts ($81,215).  The 

median age of Provincetown residents is 57 years with more than 28%, more 

than double the statewide average, over the age of 65. This can put undue stress 

on the EMS system with an aging population. In Provincetown more than 4.5% of 
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the residents are uninsured which can influence generated revenue from 

ambulance billing. 

 

 

 

 

III. WELLFLEET DEMOGRAPHICS 

The Town of Wellfleet is in the Lower Cape Cod Region and is the westernmost 

town in this regional study. Much like the other two communities, Wellfleet has 

a relatively low population of 3,566 which identifies it as the larger of the three 

communities. However, Wellfleet for much of the year would be considered a 

rural community.  

The Town of Wellfleet comprises 19.8 square land miles and is home to 4,263 

housing units. For the much of the year Wellfleet has a manageable population 

density of 180.1/sq. mi. Once gain however, during the summer months the 

population increases nearly tenfold to 25,000 seasonal residents and a 

population density of 1262.6/sq. mi. rivalling many larger communities in 

Massachusetts. Wellfleet’s population has increased nearly 30% since the 2010 

U.S. Census and this trend is expected to continue as well. 

The Town of Wellfleet is the closest of the three subject communities to Cape 

Cod Hospital with a transport distance of 33 miles. However, this can still cause 

significant delays in both transport and turn-around times during the summer 

months.  

 

The median household income in the Town of Wellfleet is $74,639 which is less 

than 10% below the statewide average in Massachusetts. Wellfleet does 

however have a significant number of uninsured residents at 4.5% of the 

population. It would appear Wellfleet is the more affluent of the three subject 

communities as its median household income is 10% above that of Truro and 

more than 20% above that of Provincetown. The median age of a resident of 

Wellfleet is 57 years with more than 32% of those residents over the age of 65. 

This community also has a significant percentage of older residents, well above 

the 13.5% statewide average. With the 4.5% uninsured and the high number of 
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older adults we are again concerned with how the data will bear out the payer-

mix.  

 

This trend would lead one to conclude that each of these communities appear to 

be popular among retiring adults in Massachusetts. Overall, this can have a 

significant impact on EMS systems throughout the region. 

 

 

C. CURRENT EMS MODEL 

 

I. EMS PROVISION TRURO 

                           Emergency Medical Services (EMS) within the Town of Truro is currently 

provided through a public/private partnership with the Lower Cape Ambulance 

Association (LCAA). LCAA is contracted with the Town of Truro to provide both 

Basic Life Support (BLS) and Advanced Life Support (ALS) to the residents and 

visitors of Truro. If needed, patients are transported by ambulance to Cape Cod 

Hospital. In most cases this is accomplished with an LCAA ambulance and staff 

but there are unusual circumstances where this may not be the case. 

                          The Town of Truro currently pays LCAA nearly $430,000 annually to provide EMS 

to its residents and visitors. In turn, LCAA currently provides two Class III 

ambulances staffed to the ALS level within its service area. The first of these 

ambulances is housed at Truro Fire Department Headquarters and responds to 

calls for service in the Town of Truro received through Truro’s E911 system. The 

second Class III ambulance is housed in Provincetown Fire Headquarters and is 

the primary ambulance for that community. They will however respond to Truro 

for a second medical call if available. According to current contracts, LCAA is 

required to provide three ambulances to the service area but does not have the 

resources to do so. 

                          An unusual aspect of this system is that if an LCAA ambulance is unavailable, and 

a call for service comes in through Truro’s E911 system, LCAA employees will 

operate a Truro Fire Department (TFD) ambulance and transport, if needed, to 

Cape Cod Hospital with the TFD ambulance. The Town of Truro receives no 

compensation for the use of its ambulance. In addition, LCAA often uses a TFD 
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ambulance when their units are out of service. Again, in these instances, Truro 

receives no compensation for the use of its ambulance although supplies are 

replaced by LCAA staff. 

                          EMS transports within the Town of Truro have steadily increased from FY 18 to 

FY 21(See Table Below). The number of EMS runs in FY 20 were down slightly, 

but one must consider the decrease in tourism associated with the COVID 19 

pandemic. When tourism returns to its pre-pandemic levels, we must expect the 

trend of increased transports to continue. Additionally, if population trends 

continue within Truro as has been demonstrated over the last decade, one can 

only assume that EMS transports will increase proportionally. With these 

increases in transports, we would expect that LCAA would look to increase its 

annual fee for service to the Town of Truro. 

                            

  

                           Currently all ambulance receipts are retained by LCAA in accordance with the 

agreement between LCAA and the Town of Truro. These receipts currently total 

more than $230,000 annually. The information provided to Capital Strategic 

Solutions by LCAA indicates only a 50% collection rate. This collection rate could 

be increased with improved billing practices and collection strategies but is 

consistent with the payer -mix reported by LCAA. Over the past four years 
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revenues generated through ambulance billing have consistently increased and 

we would expect that trend to continue (See Below). 

                         

                            

                          When we analyze these figures we must consider the payer-mix for ambulance 

receivables within the Town of Truro. LCAA reports a payer mix of 50% for 

Medicare, 15% for Medicaid and 35% for private health insurance. While 

billables may seem significantly higher than receivables, this is not uncommon. 

Another consideration is Truro’s significantly higher than average elderly 

population with more than 38% of its residents over the age of 65. 

                          The reimbursement rates for Medicare and Medicaid are significantly lower than 

that of private health insurers. In fact, Medicare and Medicaid reimbursement 

rates are 50% or less of rates currently billed for service by LCAA. The published 

ambulance billing rates by LCAA are consistent with many municipalities and 

private ambulance companies in the Commonwealth. 

                          LCAA charges an average of $1,522 per call within the Town of Truro while they          

are reimbursed an average of $838 per call. This number has also consistently 

risen during the last four fiscal years, and we would again expect that trend to 

continue based on the continuing rise in population growth. 
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                           Furthermore, there is some concern within the Town of Truro that Provincetown 

may be moving away from LCAA. Comments made recently by Chief Michael 

Travato of the Provincetown Fire Department, specifically in the Annual Town 

Report, indicate he believes Provincetown should move on from LCAA and run a 

municipal ambulance service through the Provincetown Fire Department. This 

could cause serious financial implications for LCAA as well as the Town of Truro. 

                           With Provincetown no longer using LCAA, Lower Cape Ambulance would lose 

greater than 50% of its revenue which could jeopardize the financial viability of 

LCAA. This could potentially lead to a significant increase in the fee for service of 

Truro for LCAA to remain a viable option for EMS in the region. This remains one 

of the most significant reasons for the development of this study. 

                          However, there can be significant response time delays when ambulances leave      

the borders of Truro when going and “posting” in Provincetown. This is a 

practice used in the private EMS industry whereby ambulance stage in 

communities awaiting calls. Typically, these units are placed in the most 

advantageous positions to respond to calls efficiently in a predetermined region. 

But when these ambulances post in Provincetown, they are not in the most 

advantageous position for Truro residents which can result in a delayed 

response. 

                           According to the Service Zone Plan filed with the Massachusetts Office of 

Emergency Medical Services the response times in Truro should have the first 

ambulance arriving on scene within 9 minutes 90% of the time. The backup 

ambulance should arrive on scene within 15 minutes 90% of the time. There 

have been many instances where these goals have not been met but it is not 

well documented. Truro could not provide detailed information on response 

times due to the outdated dispatch system currently in place. Documenting 

these response times in Truro is subjective due to the non-CAD 911 dispatching 

done within the community. An upgrade to computer aided dispatch would help 

with the tracking of these numbers. 

Overall, the EMS system in Truro provides service to its residents and visitors 

within the current guidelines in place but it would appear significant 

improvements could be made to improve the overall quality of the service. 
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II. EMS PROVISION PROVINCETOWN 

The Town of Provincetown provides EMS to its residents and visitors in much the 

same fashion as Truro. A public/private partnership is in place between 

Provincetown and LCAA whereby the town pays a fee for service to LCAA to 

provide EMS services to its residents and visitors. In turn, LCAA provides two 

Class III ambulances, staffed, equipped, and licensed to the ALS level of service 

within its service area. One of these ambulances is housed at Provincetown Fire 

Headquarters and the second is housed in Truro. LCAA however is required by 

current contracts to provide three ambulances to the service area. 

The EMS system in Provincetown comprises nearly twice as many transports as 

that in Truro. This would justify the placement of two ambulances in 

Provincetown, if resources were available, while there is only one dedicated to 

Truro. However, the call volume in Provincetown is more than double that of 

Truro.  

According to the contract between LCAA and the Town of Provincetown the fees 

are much higher than that of Truro. In the most recent contract, Provincetown is 

obligated to pay LCAA more than $973,000 annually to provide EMS to the 

community. The cost to Provincetown is much higher than that of Truro for two 

reasons. First, the Provincetown population is higher than that of Truro and 

secondly, Provincetown has a significantly higher number of calls for service than 

Truro, as evidenced by the chart below. 
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While this chart shows a definite downward trend from FY19 to FY20 and 21, we 

must keep in mind that FY 20 reflects the initial Coronavirus pandemic and FY21 

reflects a portion of the summer of 2021 when Provincetown was at the center 

of the national news with a significant covid outbreak on July 4th weekend. Both 

events significantly impacted tourism in the area for two consecutive summer 

seasons. One can only expect the increase we see from FY18 to FY19 will be 

more the norm as we move out of the pandemic and tourism rebounds for the 

region. 

Provincetown is currently engaged with LCAA to negotiate a new contract for 

EMS services within the community and we can only expect that LCAA will look 

for increases to its fee for service as labor costs rise and EMS calls continue to 

increase. 

With the significant rise in population during the peak summer season, the needs 

for EMS also increase. To accommodate the increased call volume Provincetown 

operates the Provincetown Rescue Squad which provides an additional two 

ambulances to the community. CSS was unable to obtain any verifiable data on 

the Provincetown Rescue Squad but according to Mr. Steven Roderick of LCAA, 

the number of transports is included in the data LCAA provided, as are the 
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ambulance billables/receivables. According to Mr. Roderick, LCAA bills for the 

service and retains the payments as revenue for LCAA. 

It is not uncommon for a private entity to keep the receipts for ambulance 

billing. This helps to defray the costs of operating ambulances within the region. 

It also helps in keeping the contractual obligation to a minimum. What is unusual 

in this case is that LCAA keeps all funds billed for transports with municipal fire 

apparatus. Both communities should be compensated in some form for the use 

of their equipment for these transports. 

The ambulance billing revenue within Provincetown amounts to a substantial 

revenue stream. LCAA bills for more than $1,000,000 annually. However, with 

the payer-mix in the region, and the significant population over 65, this keeps 

the actual receivables much lower as evidenced by the following chart. 

 

 

 

The receivables are typically running roughly 50% of the billables over the last 

several fiscal years. In FY21 however, receivables dropped to merely 33% of 

billable revenue. This could be due to the restructuring of LCAA ambulance rates 

in February of 2020. LCAA rates increased more than 80% over previous rates. 

These rates are consistent with new rates being implemented across the 
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Commonwealth. However, Medicare and Medicaid reimbursement rates have 

not increased in quite some time and are less than 50% of the published LCAA 

rates. This would account for significantly higher billables without a significant 

change in receivables.  

LCAA charged an average of $1,759 per ambulance transport in Provincetown 

from FY18-FY20. But in FY21 the average ambulance transport charge grew to 

$3,534. This is due to the updated fee schedule. During the same period the 

average revenue collected also grew from $825/transport to $1,182/transport.  

According to the Service Zone Plan for Provincetown filed with the 

Massachusetts Office of Emergency Medical Services, the first arriving 

ambulance should arrive on scene within 9 minutes of a call for service 90% of 

the time. This Service Zone Plan also states a backup ambulance will arrive on 

scene of a call for service when the first ambulance is not available within 15 

minutes of a call for service 90% of the time. No data on response times was 

provided by Provincetown so we cannot be assured this is the case. However, 

according to a 2019 notice by the Massachusetts Department of Public Health, 

there have been complaints of ambulance delays in Provincetown. 

The EMS system within Provincetown has served the town well for more than 70 

years. However, there are flaws in the system. The Town of Provincetown has 

many options to improve the quality of EMS to its residents and visitors. The 

time has come to explore these options completely and improve the quality of 

service currently provided.  

 

III. EMS PROVISION WELLFLEET 

 

The Town of Wellfleet currently provides EMS to the community through its 

municipal fire department. The Wellfleet Fire Department has been providing 

EMS to its residents and visitors for the last several decades with significant 

success. 
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The Wellfleet Fire Department reports significantly more EMS calls and EMS 

transports than the Town of Truro. While the population is 50% more than that 

of Truro, Wellfleet reports nearly double the EMS transports than that of Truro. 

 

 
 

The Wellfleet Fire Department (WFD) has had great success in handling most of 

these calls without the need for mutual aid. In fact, Wellfleet responds to and 

transports more than 85% of these calls for service which helps to keep the 

financial benefit of ambulance revenue within the town. 

                           Another impressive aspect of this municipal EMS service is its run response 

times. Over the last several years, Wellfleet Fire reports response times of 5 

minutes or less for 90% of its EMS runs. This is well below the NFPA 1710 

standard of 9 minutes or less for rural EMS response. These response times are 

significant, particularly in life threatening emergencies. Time is of the essence 

when ALS interventions are needed which was the case in 95% of all EMS runs in 

Wellfleet in 2021. 

These response times are excellent and rival those of urban areas. The control 

the WFD has over the EMS system allows them to have accountability and act if 

they are not meeting their goals. This is not the case when using private EMS 

without any performance metrics in the EMS contract as in Truro and 

Provincetown. 
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The Wellfleet Fire Department generates a significant amount of ambulance 

revenue annually. Over the last 3 years, Wellfleet has averaged more than 

$350,000 annually in collected ambulance revenue. Wellfleet bills an average of 

$1,695 per EMS transport and collects and average of $870 per EMS transport. 

This factors in adjustments to ambulance bills by Medicare/Medicaid which 

reduces the amounts received for transport as compared to the ambulance 

billing rate. This equates to a collection rate of just over 51%.  

The Wellfleet Fire Department model of municipal based EMS is extremely 

successful and could be used as evidence to support a successful implementation 

of municipal based EMS in both Truro and Provincetown. 

                           

 

IV. MUNICIPAL APPARATUS AND STAFFING 

 

I. TOWN OF TRURO 

 

The Town of Truro currently maintains its own full-time career fire department. 

The Truro Fire Department operates 24 hours a day seven days per week. The 

current staffing model consists of two members per 24-hour shift supplemented 

by a full-time Fire Chief working primarily weekdays. The Fire Chief is available 
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after hours if needed as he resides in Truro. This allows the Truro Fire 

Department (TFD) to arrive on scene of a structure fire or major incident with 

three members responding directly from Truro Fire Department Headquarters 

on weekdays. On nights and weekends the TFD responds to emergencies from 

fire department headquarters with only two members available, possibly three if 

the fire chief is available.  

 

Truro has no supplemental staff such as a call department to rely on to respond 

via a callback system. Full-time members are also rarely available for a callback 

system as most live a significant distance from Truro. In fact, only three 

permanent members reside within the Town of Truro, one of which is the Fire 

Chief. This makes supplemental staffing very difficult and forces the TFD to rely 

heavily on mutual aid from neighboring communities. 

 

The staffing level of the Truro Fire Department makes it impossible for them to 

meet the requirements of OSHA as it relates to conducting interior firefighting 

operations in a burning structure. The OSHA “two-in/two-out” rule requires that 

when two members enter an IDLH environment, two additional members should 

be on the exterior. While one of the members may be engaged in other activities 

i.e., running a pump or performing incident command, the other must be 

focused on monitoring the status of the two interior members. The OSHA “two-

in/two out” rule does provide for exceptions in the case of “performing 

emergency rescue”. The Truro Fire Department does have an adequate 

complement of apparatus to protect lives and property within the community, 

but the primary issue is staffing that apparatus.  

 

The Truro Fire Department currently owns two Class I ambulances which are 

fully supplied and licensed to the ALS level. These ambulances are currently 

utilized more by Lower Cape Ambulance staff than by members of the Truro Fire 

Department. These two licensed and equipped ambulances have Truro in a 

position to start a municipal based ambulance service without the typical capital 

expenditures needed before communities could begin a service.  

 

Truro has already demonstrated a commitment to making their community safer 

by hiring full-time career firefighters. They have also drafted an article to present 
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at town meeting proposing the hiring of an additional four firefighters to 

improve the safety of their firefighters. Starting a municipal based EMS service 

could help to supplement these suppression forces when they are not 

performing EMS functions.  

 

This would also help to move Truro toward the nationwide average of 1.81 

firefighters per 1000 people in career fire departments reported by the National 

Fire Protection Association (NFPA). This is difficult to gauge in Truro but with a 

median annual population approaching 10,000 residents the fire department 

staffing is currently relatively low. 

 

II. TOWN OF PROVINCETOWN 

 

No data was provided by the Town of Provincetown or the Provincetown Fire 

Department regarding operations or staffing after repeated collection attempts. 

All data contained was obtained through research and may not be completely 

accurate at the time of submission. 

 

The Town of Provincetown is one of the last communities on Cape Cod whose 

lives and property are protected by a volunteer fire department. The 

Provincetown Fire Department has served the community well for the last 160 

years. But recent trends show that volunteerism in general is declining, and 

volunteer fire departments are consistently struggling with staffing. In many 

cases, volunteers receive training which makes them attractive hires for entry 

level positions in career fire departments. This further compounds the problem 

for volunteer fire departments and Provincetown is no exception. 

 

The Fire Chief in Provincetown is a part-time position, but he is required to 

respond to all large-scale incidents. There is however one full-time position, an 

EMS Coordinator, who is also a full-time employee of the Dennis Fire 

Department which could affect his availability at times. These positions are 

supplemented by more than 60 volunteer firefighters of various ranks who 

respond to calls for service on an as-needed basis. 
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 This allows the Provincetown Fire Department to handle most emergencies they 

are called to with in-house staffing. It also provides them with the ability to 

follow OSHA’s “two-in/two-out” rule at most incidents within the community. 

Despite the high number of volunteer personnel, the Provincetown Fire 

Department still heavily relies on mutual aid from neighboring communities for 

large scale incidents. 

 

Many members of the Provincetown Fire Department do not have the 

recommended training which would be required of a full-time career fire 

department. At a minimum, all members should be trained to the Pro Board 

Firefighter I/Firefighter II standard. This is an industry best practice in Call/Vol 

fire departments throughout the United States. This ensures proper training in 

motor pump operations, fireground hydraulics, ground ladders, and search and 

rescue, as well as fire attack and fireground operations. This helps to ensure the 

safety of both the firefighters and those they protect. 

 

The Provincetown Fire Department owns 3 Class III ambulances and one Class I 

ambulance equipped and licensed to the ALS level of care. These ambulances are 

used more for transports by LCAA personnel than Provincetown Fire Department 

personnel. If Provincetown were to consider a municipal based EMS service, 

these fully equipped, municipally owned ambulances would provide a huge 

savings, nearly $1,500,000, in capital expenditures needed to start a service. 

 

If the Town of Provincetown were to consider moving towards a full-time career 

fire department, as suggested by Chief Travato at a recent Board of Selectmen 

meeting, there are funds currently being spent which could be redirected to 

assist in the process.  

 

III. TOWN OF WELLFLEET 

 

The Town of Wellfleet is served by a full-time career fire department. They are 

available for calls for service 24 hours per day, 7 days per week. The current 

staffing model consists of a Fire Chief working weekdays, a daytime Captain 

working weekdays, and four shifts of four firefighters each working 24-hour 
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shifts. However, the Wellfleet Fire Department is in the process of expanding 

staffing to five firefighters per shift. 

 

This allows the Wellfleet Fire Department to respond to calls for service with up 

to seven members on weekdays. At night Wellfleet can respond with up to five 

members. In each of these scenarios Wellfleet can comply with OSHA’s “two-

in/two-out” rule. This allows for an interior attack to be conducted with the first 

responding apparatus providing for better potential outcomes. It also allows 

Wellfleet to affect rescues of trapped occupants while still performing 

suppression operations. 

 

Wellfleet currently operates a fire-based EMS service and has since 1971. This 

service provides both ALS and BLS services to the residents and visitors of 

Wellfleet. The Town of Wellfleet owns three municipal ambulances, two Class III 

ambulances and one Class I ambulance to provide EMS to the community, 

however the limited staffing would only allow them to run two simultaneously, 

after which they rely on mutual aid from neighboring communities. Wellfleet is a 

model which works well for its community and this model should be considered 

when looking to improve services in the region. 

 

 

 

V. OPTIONS AND RECOMMENDATIONS 

 

I. CONTINUE WITH CURRENT MODEL WITHOUT CHANGES 

 

This option is currently not recommended by Capital Strategic Solutions. 

 

II. CONTINUE WITH CURRENT MODEL WITH REVISIONS 

 

The continued use of LCAA is a viable option in the short-term for both Truro and 

Provincetown. Municipal-based EMS services will take time to establish. A 

realistic timeline to consider would be to place ambulances into service in FY24. 
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Therefore, it would be the recommendation of Capital Strategic Solutions to 

establish contracts through FY23.  

 

However, there must be some performance metrics placed into the contracts of 

both communities to improve the quality of the service provided. First, there 

must be some accountability placed on LCAA for EMS response times. According 

to the Service Zone Plans for Truro and Provincetown, a 9-minute response time 

for 90% of the calls for service is the benchmark. Many towns of similar size, 

including Wellfleet report response times of 5-minutes or less 90% of the time. A 

goal of 7-minutes or less 90% of the time is not unreasonable to expect.  A 

response time performance metric must be included in future contracts to 

create accountability and help reduce ambulance response delays within the 

communities. 

 

A second metric to be included, specifically for the Truro contract, would be a 

clause stating an LCAA ambulance must be in Truro Fire Headquarters at all 

times, or within the borders of Truro, except for when it is engaged in the 

transport of a call based in Truro or when Provincetown has a call for service 

with no available ambulance. The practice of Truro ambulances being pulled to 

Provincetown for coverage creates an unreasonable response time for the 

residents and visitors of Truro. 

 

 

Finally, both communities should be compensated to some degree when 

municipal ambulances are used by LCAA personnel to transport patients. These 

pieces of apparatus cost more than $300,000 each and maintenance alone can 

be costly. This payment should be negotiated in any further contracts. 

 

These performance metrics should be included in LCAA’s quarterly reports to 

both Town Managers and Fire Chiefs. These quarterly reports should also include 

QA/QI reports moving forward. QA/QI is an important metric to ensure residents 

and visitors are receiving quality care in accordance with Statewide Treatment 

Protocols. There is no HIPPA concern if patient information is redacted in these 

reports.  
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These performance metrics should also be included in any contract extension 

with the Town of Provincetown. This will help to create accountability moving 

forward.  

 

III. SOLICIT BIDS FROM OTHER PRIVATE EMS ENTITIES 

This option is currently not recommended by Capital Strategic Solutions. 

 

 

IV. PROVIDE FIRE DEPARTMENT BASED EMS WITHIN EACH COMMUNITY 

 

FIRE-BASED EMS TRURO 

The Town of Truro currently spends more than $500,000 annually for the 

provision of EMS to its residents and visitors. This includes $430,000 annually to 

LCAA for its contractual obligation, more than $30,000 annually in EMS supplies, 

and the costs associated with owning and maintaining two ambulances. For this 

cost the town receives both ALS and BLS services for the residents of Truro. 

These funds could be repurposed to transition to providing EMS through a 

municipal fire department-based EMS service. 

 

Truro is in a unique position to provide ambulance service through its municipal 

fire department. Initial startup costs for communities’ intent on beginning 

municipal EMS can be exorbitant. With ambulances more than $300,000 each 

and equipment to supply them to the ALS level costing more than $100,000 per 

unit, communities can spend upward of $1,000,000 in capital expenditures to do 

so.  

 

Truro is already in possession of this equipment and is licensed to the ALS level. 

The only costs to the town to implement this service would be the labor costs 

associated with hiring 8 paramedics. For approximately $800,000, Truro could fill 

this staffing need while also increasing staffing for fire suppression. This would 

also improve the safety of both Truro firefighters and those they protect.    
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This additional staffing would be needed to run an effective EMS system without 

adversely affecting fire suppression within the town of Truro. In fact, Truro could 

supplement fire protection by having cross-trained paramedics much like other 

rural communities in the Commonwealth.  

                            

Establishing a fire-based EMS system within the Town of Truro would allow a 

first due company to adhere to the OSHA “two-in/two-out” rule and would 

improve firefighter safety within the Truro Fire Department. Truro would also be 

more in control of response times for ambulances. Rather than relying on an 

outside entity these duties could all be performed in-house leading to greater 

accountability. 

 

The Town of Truro deferred an article at the Special town Meeting in the Fall of 

2021 which would have brought staffing to three members per shift. If this 

article is approved at the Annual Town Meeting Truro will be closer to the 

staffing needed to transition to a fire-based EMS system. This would help to 

reduce the costs associated with establishing such a system. 

 

If indeed Truro establishes a fire-based EMS system, they will inherit the current 

ambulance revenue stream of more than $225,000 annually. This additional 

revenue will help to offset the cost of establishing such a system. In fact, with 

the current expenditures on EMS and this additional revenue, Truro could begin 

this service with only an additional $100,000. The Town could also maximize this 

revenue stream by improving the billing practices for ambulance transports. 

 

In Plainville for example, switching to a more automated billing system brought 

an additional 10% in revenue collection. Plainville changed from Comstar to Pro 

EMS Solutions to streamline its billing process. Pro EMS Solutions provided all IT 

infrastructure as well as additional services for just 4% of revenue collected. This 

improved both the QA/QI process as well as the ambulance billing process 

through updated technology. 

 

With the implementation of fire-based EMS Truro will have more control over 

EMS with the potential to improve the quality of patient care and reduce 

ambulance response times within the community. The increased staff created by 
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the implementation of fire-based EMS could also result in improved Insurance 

Services Office Public Protection Classification for the town which could have a 

positive impact on homeowners insurance rates. Of course, there will be the 

need for a robust mutual aid agreement within the three communities if this 

recommendation is implemented. 

 

The costs associated with a municipal EMS service are compared to the current 

model below: 

 

  CURRENT EMS COSTS IN TRURO  
       

LCAA ANNUAL CONTRACT                                                  $430,000 

       

EMS SUPPLIES                                                                        $30,000 

        

TOTAL ANNUAL COSTS                                                        $460,000 

       

       

 PROJECTED EMS COSTS FOR MUNICIPAL BASED EMS 

       

SALARIES FOR 8 ADDITIONAL PARAMEDICS                      $800,000 

       

SAVINGS FROM LCAA CONTRACT                                       -$430,000 

       

ADDITIONAL REVENUE FROM AMBULANCE BILLING      -$253,000 

        

NET ADDITIONAL COSTS TO TRURO                                   $117,000 
 

In addition to these costs Truro would need to adjust the Capital Improvement 

Plan for the Fire Department to include the purchase of a new ambulance every 

five years. This is an industry best practice which would replace the front-line 

ambulance on a five-year rotation.  

 

The Town of Truro recently took delivery of a 2021 Dodge Ram 5500 Braun 

ambulance. This should serve the town well as the frontline piece for the next 

several years. The town should however begin planning for an ambulance 
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purchase without a trade in FY24. Using a 13-year-old ambulance as a secondary 

piece will lead to high maintenance costs as well as breakdowns. This ambulance 

should be moved to a reserve piece as soon as fiscally possible to reduce wear 

and tear.  

 

At this time, the Town of Truro should plan for the full cost of the ambulance 

without trade as the need to maintain three ambulances could be a reality. With 

the growth of the population and the increase in EMS calls for service it would 

be prudent to have two reserve ambulances in the future. The table below 

shows the capital plan for ambulance purchases for the next eight years with 

rotation of ambulances. 

 

 

 

 

 

TRURO AMBULANCE CAPITAL PURCHASE PLAN

PRIMARY AMBULANCE SECONDARY AMBULANCE THIRD AMBULANCE

FY 22 2021 DODGE 2010 CHEVROLET MUTUAL AID

FY 23 2021 DODGE 2010 CHEVROLET MUTUAL AID

FY24 2021 DODGE 2010 CHEVROLET MUTUAL AID

AMBULANCE PURCHASE $400,000

FY 25 2024 DODGE 2021 DODGE 2010 CHEVROLET

FY26 2024 DODGE 2021 DODGE 2010 CHEVROLET

FY27 2024 DODGE 2021 DODGE 2010 CHEVROLET

FY28 2024 DODGE 2021 DODGE 2010 CHEVROLET

FY29 2029 DODGE 2024 DODGE 2021 DODGE

AMBULANCE PURCHASE $450,000
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FIRE-BASED EMS PROVINCETOWN 

 

The Town of Provincetown should also consider a shift to a municipal fire-based 

EMS system. Provincetown should work in partnership with Truro to establish 

such a system in both communities. Either community would see a substantial 

increase in the cost of EMS if the other moved on from LCAA, so a simultaneous 

shift is in the best interest of all concerned. 

 

The Town of Provincetown currently pays $1,000,000 annually for its contract 

with LCAA. If Provincetown established a municipal-based EMS service, they 

could expect an additional $600,000 annually in ambulance revenue. This 

revenue, combined with the $1,000,000 Provincetown pays LCAA, could be used 

to create 16 firefighter/paramedic positions for a municipal-based EMS service. 

This would allow Provincetown to run 2 ambulances around the clock without 

any additional expense of municipal funds. Additional funds would need to be 

appropriated for staffing to increase the number of ambulances available. 

 

This would allow the Provincetown Fire Department to have complete control of 

EMS within the community. With this type of accountability Provincetown could 

work to improve the service by reducing response times and ensuring quality 

EMS is provided to it residents and visitors. 

 

This staffing could also help the Provincetown Fire Department transition from 

an all call/volunteer fire department to a combination department with both 

full-time members and call/vol members. There are many departments across 

the Commonwealth where this is the case. 

 

With improved billing practices these revenues could be maximized to support 

other areas of the Provincetown Fire Department.  

 


