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Workshop Town Commission

Wednesday, March 26, 2025, 6:00 PM
Jarvis Hall 4505 N. Ocean Drive

1. CALL TO ORDER, MAYOR EDMUND MALKOON

PLEDGE OF ALLEGIANCE TO THE FLAG

PUBLIC COMMENTS

h @0 N

DISCUSSION ITEM

4.a. Public Safety Building Discussion
5. ADJOURNMENT

THE TOWN OF LAUDERDALE-BY-THE-SEA WILL FURNISH APPROPRIATE AUXILIARY AIDS AND SERVICES
NECESSARY TO AFFORD INDIVIDUALS AN EQUAL OPPORTUNITY TO PARTICIPATE IN MEETINGS OF THE TOWN
COMMISSION. IN ACCORDANCE WITH THE AMERICANS WITH DISABILITIES ACT AND FLORIDA STATUTE 286.26,
PERSONS WITH DISABILITIES NEEDING SPECIAL ACCOMMODATION TO PARTICIPATE IN THIS PROCEEDING

SHOULD CONTACT THE TOWN CLERK NO LATER THAN TWO (2) DAYS PRIOR TO THE MEETING AT (954) 640-4200
FOR ASSISTANCE.

IF ANY PERSON DECIDES TO APPEAL ANY DECISION MADE BY THE TOWN COMMISSION WITH RESPECT TO ANY
MATTER CONSIDERED AT SUCH MEETING OR HEARING, HE/SHE WILL NEED A RECORD OF THE PROCEEDINGS AND
FOR SUCH PURPOSES MAY NEED TO ENSURE THAT A VERBATIM RECORDING OF THE PROCEEDINGS IS MADE,
WHICH RECORD INCLUDES THE TESTIMONY AND EVIDENCE UPON WHICH THE APPEAL IS TO BE BASED.

PROCEDURES FOR PUBLIC COMMENTS:

Public Comments may address issues that are not on this meeting’s agenda, but should relate to the business of the Town, and
should not contain personal attacks. If your comment requires follow up, the Town Manager will have a staff person respond to
your concerns, and will advise us of the outcome.

The Town Clerk will read off the names of those who have signed up to speak. When your name is called, please come to the
podium, state your name for the record, and indicate whether you are a Town resident. Do not state your address. You have up
to three minutes to make your comments, but there is no requirement to use the entire time. If you wish to address a particular
Commissioner or member of Town Administration, please do so by use of their title.

If you wish to approach the Commission dais to hand out a document or for some other reason, please request permission and
state your reason for doing so. All documents to be provided to the Commission should be handed to the Town Clerk for
distribution.

These procedures have been developed to assure that the Town Commission meeting time is efficiently used, and that meetings
are conducted in a polite and respectful manner. More information on the decorum rules for Town Commission meetings is
available in Section 2-23 of the Town Code of Ordinances.

INVOCATION:

The Invocation before each Town Commission meeting is a voluntary service of a private citizen, offered to serve the spiritual
needs of the members of the Town Commission and solemnize the meeting. It is not intended to be an opportunity to advance or
disparage one faith or belief over another. The views expressed in the Invocation have not been previously reviewed by the
Town and do not necessarily represent the beliefs of any Town employee or official. No person is required to be present at or
participate in the Invocation, and the decision whether to be present or participate in the Invocation will not affect any person's
right to actively participate in the official business of the Town or obtain any benefit from the Town. The Town's written Invocation
policy is available on its website, and upon written request to the Town Clerk.all static
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Town Commission Agenda Iltem Report

Meeting Date: March 26, 2025

Submitted By: Linda Connors, Town Manager, Ken Rubach, Deputy Town Manager/Public
Works Director

Submitting Department: Administration

Item Type: Presentation

Agenda Section:DISCUSSION ITEM

Subject Title: Public Safety Building Discussion

Explanation:
Background

Current Facilities Housing Public Safety Functions

The Volunteer Fire Department utilized a portion of the building on our Town Hall site which
houses Development Services, some of which was built in 1978. The VFD facility included an
area for personnel on shift to use as sleeping/living quarters; a refrigerator and microwave,
one staff shower and toilet, and garage space. It does not have separate sleeping quarters or
a full kitchen. A garage and canopy provided storage for the various fire trucks and fire safety
equipment. VFD staff utilized the Jarvis Hall kitchen to use for their cooking needs. The
building, including the garage, is 4,500 square feet, the canopy is 1,675 square feet, and the
Jarvis Hall kitchen is approximately 340 square feet.

In 2008, the Town acquired a 6,250 square-foot hotel, located at 4513 North Ocean Drive,
adjacent to our Town Hall, for $1,776,700. The property was purchased to provide
administrative offices for the Town's public safety contractors: Broward Sheriff's Office (BSO)
for police services, American Medical Response (AMR) for ambulance services, and the
Volunteer Fire Department (VFD) for fire suppression services. The Town allocated $350,000
for renovations to convert the building from a hotel to office space, add an elevator, and
remove the pool to provide additional parking. Two ambulances were stationed on this
property.

Matrix Consulting Assessment

At the September 28, 2021 Town Commission meeting, Matrix Consulting presented a
Comprehensive Organizational Evaluation and Operations Audit of the VFD (EXHIBIT 1 and
2). The Audit identified the following significant deficiencies related to fire suppression and
ambulatory services:

* Inadequate equipment and apparatus bays for fire apparatus and support equipment. ATVs
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and Jet Skis are parked on the front lawn of the fire station and not protected from the
elements, which impacts the overall condition and life span of critical equipment. The
equipment is not secure, which may lead to issues with vandalism or theft.

* Reserve apparatus is partially parked under the canvas canopy attached to the station's
north side. All apparatus should be housed indoors, especially in the highly corrosive
environment that is present in a coastal community.

 Apparatus bays are not adequately sized for modern-sized equipment.

« Staff’s fire protection equipment is stored in close proximity to the apparatus bays which are
not properly vented to the exterior. Due to the size of the facility, there is no other location for
storage of protective gear. For a temporary fix to this measure, an air-conditioned storage
container was placed on the parking lot to house the additional gear needed for the fire
suppression staff.

* There is one small restroom and shower in the fire station, with no separate facilities for male
and female members of the VFD.

« Staff are comprised of mixed-gender shifts. All staff cohabitate in the living area of the
station. There is no separation of sleep areas by gender. Staff should be provided with
individual sleep areas. (Pompano staff has semi-resolved this by using the former VFD
administrative space as sleeping quarters. This is problematic as it is farther from the
apparatus, potentially impacting turnout times, and these quarters do not meet NFPA
standards.)

« Staff do not have adequate food preparation areas that are seen in modern fire stations.
Staff uses Jarvis Hall for food preparation, which impacts turnout times for personnel if they
are using kitchen facilities when receiving a call.

* The station is constructed at grade, and has limited protection from street flooding and storm
surges.

» Administrative areas are separated from the fire station and on-duty personnel. Challenges
exist with the current administrative suite, as it is comprised of multiple renovated hotel
rooms.

* The current facility is not designed to meet FEMA 543 Design Guidelines for Critical Facility
Safety from Flooding and High Winds.

Similarly, BSO office space does not meet current operational standards such as:

e Holding Cell. The holding cell, as constructed, is not resistant to violent detainees.
There is also only one holding cell. Currently, if more than one person is arrested, one
of the other prisoners must remain in the rear of the marked patrol unit in which he was
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transported. A deputy must stay in the marked unit to remain with the second prisoner.

e Interview room. The interview room recording equipment is obsolete. The original
program included DVRs and a VCR tape. This allowed duplication of recordings, which
is important for court presentation. We are no longer able to source replacement
equipment for the system, and therefore we are concerned about the long-term viability
of continued use of this system. In addition to that, the quality of the recording and
audio is substandard. All other BSO districts have an integrated system with their
body-worn cameras, that stores recordings on the cloud for faster turnaround and more
secure information storage.

e Evidence Room. The current evidence room is undersized and located adjacent to the
building's entrance. It is common practice to have a separate and secure evidence
room; without proper assurance of chain of custody of evidence, prosecutions could be
endangered.

e Secure Sallyport. The district has no way of securely transferring a handcuffed prisoner
from the rear of a patrol vehicle into the district office holding cell. A secure sallyport (a
controlled fenced area in which the suspect is transitioned from the patrol car to inside
the building) would prevent any unwanted persons from assisting the prisoner and also
ensure the safety of the arresting officer and the pubilic.

e Locker Rooms and Bathrooms. The district office does not have a locker room for any
deputies to maintain a second clean uniform or to shower. There is one existing shower
in a bathroom that has no air conditioning. There should be a locker room with
showers for males and another for females. There are also no separate restrooms for
males and females.

e Secure entrances. There are several entrances to the building with limited security, that
affect the entire building's security. Enhanced security is required for both the lobby
and the multiple entrances to the building.

The Matrix study included a brief analysis of space requirements for a new public safety
facility to meet code and common standards. Their rough estimate for a building to house the
VFD, BSO and AMR was approximately 24,000 square feet. Based on 2021 pricing, the study
projected the cost of constructing a new public safety facility would range from $8.5 million to
$11 million.

Recent Commission Actions and Discussion

Although there has been a delay in the design of a new or renovated building, significant
actions were taken to advance this long-standing objective. On November 9, 2022, the
Commission authorized staff to negotiate the purchase of property at 4512 Bougainvilla Drive,
located directly north of the current fire safety facility and immediately west of the Town's
public safety administrative offices. This property provides additional land for future public
safety building improvements. The negotiated purchase price was $3.6 million, with payment
in a lump sum. At the January 24, 2023 meeting, the Commission approved the purchase.
The agenda and minutes from that meeting are attached (EXHIBITS 3 and 4). While we
decide how to move forward, staff manages the apartments, which resulted in approximately
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$100,000 in net revenue in 2024. The profits from the rentals are placed in the parking
revenue because parking fund revenues paid for the purchase of the building.

In the FY23 budget, the Commission approved a fire department budget and fire assessment
increase. The increase allowed $300,000 annually to begin saving for future facility
improvements. The FY23, FY24, and FY25 budgets have collectively allocated $900,000 for
these building improvements, which are intended to supplement future construction and/or
renovation costs. In addition to these funds, we have also allocated our investment proceeds
to the Fire Fund to supplement the assessment savings, which are increasing the amount
saved for this project over time. As of the beginning of FY25, there is $1.5 million in the public
safety building account (excluding interest that may be earned in FY25).

The FY25 CIP Budget allocates $500,000 for the initial phases of designing a public safety
building. Following the direction provided by the previous Commission, staff has initiated a
multi-phase approach: (i) assess the required square footage, (ii) provide a conceptual floor
plan, site plan, and development plan and (iii) estimate the costs associated with all of these
items. This process aims to determine the desired features and functions of the building and
evaluate the feasibility of fitting these elements on the designated site. Gaining clarity on these
factors is essential for generating accurate and reliable cost estimates moving forward.

Approach to Preliminary Design and Cost Estimate

It is important to note that the Town has a small staff with limited expertise in the design and
construction of new public buildings. In fact, setting aside the portals, pavilion, and public
bathrooms (which are not conditioned spaces), the Town has not designed and constructed a
new public building in nearly five decades. For example, the initial improvements to
Commercial Boulevard included the input of the University of Miami architectural school
charette project, a contract with project architects who were involved in that process to
develop the designs, and the hiring of additional full-time Town personnel (the past Director of
Public Works for Fort Lauderdale), along with a Construction Manager at risk to carry out that
work. Even small cities with architects on staff will not undertake to program or plan their
public buildings without the services of qualified consultant experts. Staff understands these
limitations, and takes seriously the need to bring qualified expertise to bear on this important
project.

Background on CCNA Procurement

The Consultants’ Competitive Negotiation Act (CCNA), Section 287.055, Florida Statutes,
establishes the process for local governments to procure professional architectural,
engineering, landscape architectural, or land surveying services. The CCNA creates a two-
step process to use when hiring architects and engineers. The first is competitive selection,
the second is competitive negotiation with those firms selected in the first step. Under the
CCNA, agencies must select the most qualified firm for a given project and negotiate a
contract that aligns with the agency’s needs. Firms may be retained through different types of
agreements, including continuing contracts, which allow a firm to provide professional services
for multiple projects, subject to statutory cost limitations.

On July 24, 2024, the Town issued Request for Qualifications No. 2024-07-01 (the “RFQ”) for
professional architectural, landscape architectural, engineering, traffic engineering, and survey
and mapping services, as may be needed from time to time for Town projects under the
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CCNA. On September 18, 2024, the Town Commission adopted Resolution No. 2024-39,
which approved the rankings of respondents to the RFQ and authorized the Town Manager to
negotiate a continuing professional services agreement with the top seven ranked qualified
firms, including Walters Zackria Associates, PLLC (WZA) for professional architectural
services. Subsequently, on November 12, 2024, the Town Commission adopted Resolution
No. 2024-58, approving a continuing professional services agreement with WZA.

Proposal for Public Safety Building

At the February 11, 2025, Commission meeting, Staff presented a proposal to develop a cost
estimate and preliminary conceptual design for the public safety building. The proposal was
negotiated based on their prior competitive selection under the CCNA process for continuing
professional services and in part based on their experience with public safety buildings. The
proposal included an analysis of square footage needs; a conceptual site plan; multiple public
meeting presentations; and a phasing plan to identify how the construction could be
undertaken with the least disruption to our public safety services.

Competition under CCNA is based on quality rather than price; by state law, the price must be
negotiated after the consultant is selected as a qualified firm. Architects selected via CCNA
can be selected by the Town for negotiation of a services contract such as this one that falls
within the parameters of the statute; some contracts are too large to negotiate in this manner
and require separate CCNA procurement for a given project or study activity. In some cases,
municipalities will retain an architect for the entire design process for a public building; such a
process assures continuity of design approach and understanding of the needs of the
community, but commits the municipality up front to a much larger contract and much longer
relationship with a single architect. Phasing the work as Staff proposed (and the former
Commission directed) minimizes the Town's upfront investment in design fees, and allows the
Town to decide at the conclusion of this initial phase whether to pursue the full design of the
building via an additional CCNA procurement process. The anticipated cost of the full design
will require a full RFQ process in which WZA can choose whether to participate.

The Commission discussed the WZA proposal in detail, and decided that further discussions
on the public safety building should occur at a workshop before any funds are committed, or
the proposal is finalized. Issues such as the project scope, costs and funding sources were
highlighted as needing more in-depth review. If the Town decides to pursue the conceptual
design and cost estimate for this project, it can choose either to pursue the proposal from
WZA or conduct a separate CCNA procurement process to consider additional architects.

Financing
The following rough assumptions are provided for discussion purposes only. Further research

and analysis would be needed to provide a more accurate and detailed final projection.
1. Cost and size of a new public safety building:
The purpose of the WZA contract was to bring the Commission reliable information on this

question. The staff lacks the expertise of WZA and similar consultants to give any reliable
estimate. We can, however, provide some local and recent information on construction costs.
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City Facility Type Completion Square Footage | Total Cost per
Date

City of Pompano | Fire 2025 (under 16,370 $400*
construction

North Bay Town Hall At Bid 120,535 $474

Village w/public safety

City of Oakland | Fire 2024 19,800 $909

Park

City of Fort Police 2025 (under 192,263 $728**

Lauderdale Headquarters construction)

* original estimate from 2019 - building not complete
* original estimate from 2019 was $100 million - building not complete

In 2024, we asked Matrix to provide the Town with general cost estimates and included
increases of at least 8% per year thereafter. Based on their information, the current cost
estimate for a public safety building is $810 - $999 per square foot. Using the above local
examples, it is evident that a professional study needs to be completed to provide accurate
cost estimates. For the purposes of this report, we will utilize the Matrix figures.

A firm estimate of the total square footage needed is also something requiring outside
expertise. The Matrix study estimated a need for 24,000 square feet, but that included
administrative functions for Fire, BSO and AMR. Because the current provider of Fire/Rescue
services is not looking to the Town to house its administrative functions (unlike the VFD/AMR),
we are slightly reducing the building size estimate to 17,000 to 19,000 square feet. This
alternative size estimate includes much needed space for building permit review staff in this
building, which will allow the Town to utilize building fund monies for that portion of the
expense. Again, this estimate will need to be revised based on further analysis of actual
needs.

If the Town needs approximately 17,000 square feet, a very rough estimated cost is $13.77
million - $16.98 million per the Matrix numbers. Using these same figures, a 19,000-square-
foot building would cost approximately $15.39 - $18.981 million. Differences in the assumed
cost per square foot will yield a different estimate, as will differences in the assumed square
footage requirements. As the program for the building is developed, individual components will
impact the cost assumptions; in other words, some spaces within such a building are
inherently more expensive than others, even before choices are made on finishes and other
elective cost components. This rough estimate does not include the cost differentials based on
type of construction. It also only addresses the construction of the building itself and does not
include design and permitting costs, demolition costs, site preparation, construction plans or
furnishings.

2. Cost for rehabilitation/addition to existing structures:

Renovation and expansion of the existing facilities is also an option. These costs will vary
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based on the size of the addition, the areas to be preserved as opposed to renovated, the
current condition of the buildings, and the possible need to bring the entire structure up to the
current building and FEMA codes. In other words, if the changes exceed 50% of the value of
the structures as they exist today, the renovations/addition will be required to fully conform to
current code, including higher required base flood elevations. The building department sees
that many private projects facing this issue find that renovation is no longer cost feasible or
efficient when full Code compliance is necessary. In other words, the time and money spent
exploring this approach may be wasted if it turns out a tear down is required. While the Town's
building department can provide some insights, evaluating these factors requires additional
expertise and analysis.

3. Rate Scenarios:

Rate scenarios were secured from Truist so that the Commission had a general idea about the
available interest rates and the costs associated with different loan amounts; additional
options are likely available. Staff will conduct further research to secure the best available
financing options should the project proceed.

At the March meeting, the Commission directed staff to evaluate various loan amounts and
repayment options to better understand the project's impact on the Town's budget and the
options for paying for the project. As noted above, the construction will vary based on several
factors, including the size of the building, whether it is a new build or a renovation, and the
scope of the work. These factors will be clarified through further discussion with the
Commission and a professional analysis by a registered architect.

Below are the estimated annual debt service costs for loans ranging from $7.5 million to $25
million, as requested by the Commission. A thorough investigation will be conducted to
determine the best loan option for the Town, if we move forward with a project.

Please note these figures are provided for discussion purposes only. The required loan
amount is distinct from the total cost of the building and will be influenced by several factors,
including the amount already accumulated in the Town’s capital funds for this project; the
portion of future revenue allocated to the project on an annual basis from sources such as the
parking fund, building fund and fire fund; and any potential grant funding and investment
proceeds the Town may secure.
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7.5M

Total Interest

the life of the loan

_A_ssumntinns Date of Note Note Maturity Interest Rate Charged through Total Debt Service %
the life of the loan -
10 Years 0430425 05/15/35 4.15% $ 1,682,662.56 $ 9,182,662.56 $ 914,456.03
15 Years 047300725 03/15/40 4.32% % 2,710,707.60 $10,210,707.60 % 678,828.22
20 Years 04730425 05/15/45 4.42% § 3,817,848.16 5$11,317,848.16 § 564,715.85
10M
. TotalInterest Annual Debt
Assumpiions Date of Note Mote Maturity Interest Rate Charged throush Total Debt Service m
the life of the loan -
10 Years 0430425 05/15/35 4,13% $ 2,316,547.95 $12,316,547.95 $1,226,544.19
15 Years 047300725 03/15/40 4.30% % 3,585,568.11 $13,5595,568.11 $ 503,887.08
20 Years 04730425 05/15/45 4.40% % 5,064,612.31 $15,064,612.31 $ 751,664.66
15M
. TotalInterest Annual Debt
Assumptions Date of Note Mote Maturity InterestRate Charged throush Total Debt Service m

10 Years 0430425 05/15/35 4,09% $ 3.313,642.54 518,313.642.54 $1,823,765.23
15 Years 04/30/25 05/15/40 4,28% % 5.366,510.39 5$20,366,510.3% $1,354.006.23
20 Years 04/30/25 05/15/45 4.39% $ 7.577.543.56 5$22,577.543.56 $1,126,530.24
20M
Total Interest

Assumptions Date of Note

MNote Maturity

Interest Rate

Charged through

Total Debt Service

10 Years 04730425
13 Years 04/30/25
20 Years 04/30/25

05/15/35
05/13/40
05/15/45

the life of the loan
4.08% % 5,508,395.65
4.26% $ 8,898,483.89
4.36% $12,532,456.56

$30,508,395.65
$33,808,483.89
$37,532,456.56

Assumptions Date ofNote Mote Maturity InterestRate Charged through Total Debt Service %
the life of the loan -
10 Years 0430425 05/15/35 4.08% % 4,406,716.50 $24,406,716.50 $2,430,544.38
15 Years 0430425 05/15/40 4.27% % 7,137,063.60 $27,137,063.60 $1,304,126.11
20 Years 047300725 05/15/45 4.38% %$10,077,570.43 $30,077,570.43 $1,500,751.95
$25M
Total Interest

Annual Debt
Service

$3,038,180.50

$2,253,638.83
$1,872,721.33

Loan Scenarios:The above chart demonstrates the following:

e A $7.5 million loan: Estimated annual debt service of approximately $565,000.

e A $10 million loan: Estimated annual debt service of approximately $751,665.
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e A $15 million loan: Estimated annual debt service of approximately $1,126,530.

e A $25 million loan: Estimated annual debt service of approximately $1,872,725.

Staff reviewed the Town's finances and proposes the following repayment scenarios for a $10
million or $15 million loan, which is what we believe is the most realistic request for funds. We
have also included payment options for the $25 million option as requested.

Loan Repayment Scenarios
Down Payment - $5 million
Unencumbered Funds
Fund Source for Loan $10 million $15 million $25 million
Payment
Fire Fund $300,000 $300,000 $300,000
Building Fund $150,000 $200,000 $200,000
Investment Account $301,655 $500,000 $725,000
Parking Fund — $126,530 $647,725
Total Annual Payment $751,665 $1,126,530 $1,872,725

These scenarios assume no increase in the current millage rate and no increase in the fire
assessment to be put toward the loan repayment; if such increases were to be implemented,
then the need for additional financing would be lessened.

The Building Fund account includes monies from building permits. These funds can be
utilized only for building department-related projects, which is why we are asking to consider

including much-needed space for building staff in the proposal.

Last year, the Town earned $724,848 in interest and investment income. It is difficult to
project future earnings income, but if we continue to add to our investment portfolio, we
anticipate this figure will increase. Nevertheless, the proposed payoff is limiting these funds in
the repayment scenario since economic conditions are hard to predict. The Town earns
approximately $2,000,000 annually in our parking fund and past practice has been to utilize
these monies for capital and special projects. Additionally, if the new facility does not require
use of the apartment property, the Town could reduce the Town Hall parking shortage by
moving staff parking from Town Hall over to the new facility, and making all of the Town Hall

spaces available for residents and visitors.

Funds available from the above-listed sources are fluid and can be adjusted. We can also
utilize any budgetary savings to either pay down the loan early or use those savings instead of

a portion of the above-listed funding sources.

Page 11 of 102



Discussion Topics:

Staff seeks direction from the Commission regarding what to do next for the public safety
facility. An architectural analysis is required for any of the steps the Commission considers.

1) Move forward with the conceptual design for a new public safety building.

2) Move forward with the conceptual design for a renovation/addition to the existing facility or
facilities.

3) Take no action on new facilities and bring the current buildings up to code as much as
possible.

We also seek direction on how we should proceed to implement this direction. We see the
steps necessary to pursue each of these options as set forth below. Does the Commission
wish to:

1) Utilize Walters Zackria to either move forward with the initial proposal, conceptual design
and cost estimate, or create a new proposal with an updated scope of work based on the
selected option under the continuing agreement.

2) Instruct staff to issue an RFQ for architectural firms solely for the public safety building,
rank applicants, and recommend negotiations with the top-ranked firm. After a firm is selected,
obtain a new proposal with an updated scope of work based on the selected option.

3) Take no action on a new structure or significant renovation, and instead provide a cost
estimate to resolve the building's major compliance issues.

Recommendation: Staff request that the Commission provide direction on next steps to
address the Public Safety Building.

Exhibits:

1. 09-29-21 AM VFD Audit

2. Minutes 09-28-2021 Matrix

3. 4512 Agenda Memo

4.  01-24-23 Special Commission Meeting Minutes
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EXHIBIT 1

Agenda Item No: 5.b

Town Commission Agenda Iltem Report

Meeting Date: September 28, 2021

Submitted By: Neysa Herrera, Assistant to the Town Manager
Submitting Department: Administration

ltem Type: Presentations

Agenda Section: PRESENTATIONS

Subject Title: Operations Audit of the Lauderdale-By-The-Sea Volunteer Fire Department
Presentation

Explanation: Attached is the draft report submitted by Robert Finn, Matrix Consulting Group.
Mr. Finn will be present to provide a brief presentation outlining the findings of the VFD
Operations Audit.

The next step in the process is for Town Administration to meet with the VFD Chief, and the
consultant to discuss the recommendations outlined in the draft report. If any changes are
needed, they will be incorporated as part of the Final Report, which will be presented to the
Town Commission for review and approval at the October 26" Town Commission meeting.

Attachments: Exhibit 1 - Operations Audit of the VFD Report
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Audit of the Volunteer Fire Department

LAUDERDALE-BY-THE-SEA, FLORIDA

REVISED DRAFT REPORT

September 20, 2021

matrix

consulting group
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Draft Audit of the Volunteer Fire Department Lauderdale-By-The-Sea, FL

Executive Summary

The Matrix Consulting Group was retained by the Town of Lauderdale-By-The-Sea to
perform an audit of the Volunteer Fire Department. This document is the result of this
request.

Scope of Work

The scope of this study included a comprehensive assessment of the Lauderdale-By-The-
Sea Volunteer Fire Department (LBTS VFD) for the delivery of services to the Town. This
included an assessment of the following elements:

« The regional response system in Broward County, including emergency
communications.
« Analysis of emergency response and departmental data.

« Evaluation of the organizational and management structure, effectiveness of the
chain of command, support services and community relations.

« Analysis of the effectiveness of initial response and the automatic and mutual aid
system.

« Development of a Community Risks and Standards of Coverage to illustrate the
current capabilities of the LBTS VFD.

« Review of the current contract for improvement opportunities.
« Analysis of the current facility needs facing the Department
« Comparison of findings to national and regional standards for similar departments.

The approaches used in this study were comprehensive, as described below.

Approaches Utilized in the Study

To understand and evaluate service level issues facing the Town, the project team
undertook an assessment of the Volunteer Fire Department. The principal approaches
utilized by the project team in this study included, but were not limited to, the following:

Internal Interviews — members of the project team individually interviewed numerous
executives, management, supervisory staff and elected officials of the Town of
Lauderdale-By-The-Sea and Volunteer Fire Department leadership.
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Data Collection — the project team collected a wide variety of external and internal data
documenting the structure, operations and organization, including:

« Department staffing and scheduling.
« Documentation reflecting operations management.
«  Numerous output data reflecting services provided.

« Various other performance information.

This data was summarized in a ‘descriptive profile’ of the Lauderdale-By-The-Sea
Volunteer Fire Department, which was reviewed by the staff of the Town and Fire
Department to ensure we had a factual foundation for the study. This approach ensured
that the project team had an appropriate understanding of the fire protection system.

The Lauderdale-By-The-Sea Volunteer Fire Department provides services to the Town
from a single, centrally located, fire station. The Department has an Insurance Services
Organization Public Protection Classification rating of 2 on a 1 — 10 scale with 1 being
the highest possible score. This is an excellent rating and one the Town and Department
should be proud of.

The VFD staffs a single engine company daily with a minimum staffing of three (3)
personnel staffing the station 24 hours per day. There is also a Duty Chief on duty 24
hours per day to provide supervisory oversight and incident command on emergency
scenes.

The current contract provides for response to emergency calls in 9 minutes 90% of the
time. The table below illustrates the current performance of the VFD:

Lauderdale-By-The-Sea VFD turnout and travel time performance

All Emergency Calls - 90th Percentile 2018 -
Times 2020 2018 2019 2020
Total 1st Unit All Calls 9:09 10:04 9:04 9:21

Response Distribution

As illustrated, the current performance is just above the 9-minute goal 90% of the time.
Further analysis of this performance indicated that system improvements could be
achieved by improving the turnout time performance on emergency calls as current
performance is above best practice times.
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The Lauderdale-By-The-Sea VFD is in District 12 of the Broward County Consolidated
Mutual Fire, Rescue, Emergency or Disaster Interlocal Agreement. This regional response
plan has a well-developed system for ensuring an effective response force can arrive in
a timely manner to critical incidents occurring in the Town.

This agreement allows the signature municipalities to request personnel, apparatus, or
equipment from the other signatory municipalities in the event of firefighting, rescue,
emergency or disaster events which cause demands greater than the capacity and
resources of the municipality. Municipalities in this agreement include:

Cooper City Coral Springs Dania

Davie Deerfield Beach  Fort Lauderdale
Hallandale Hollywood Lauderdale-By-The-Sea
Lauderhill Lighthouse Point Oakland Park
Pompano Beach Port Everglades  Sunrise

Tamarac Wilton Manors

The following table illustrates the resources available to the LBTS VFD by alarm
assignment as part of the District 12 regional response plan.

Order Engines Aerials Rescues Chiefs

1 Ft. Lauderdale Ft. Lauderdale Ft. Lauderdale Ft. Lauderdale

2 Pompano Beach Pompano Beach Pompano Beach Pompano Beach
3 Oakland Park Deerfield Beach  Oakland Park Oakland Park

4 Lighthouse Point Tamarac Lighthouse Point Deerfield Beach
5 Deerfield Beach  Lauderhill Deerfield Beach  BSO

6 Tamarac Sunrise Tamarac

7 BSO Plantation BSO

8 Sunrise Hollywood

9 Coral Springs

Analysis of the regional system indicated that the regional system could have 14-25
personnel on scene within 8 minutes travel time 90% of the time. This ensures the
emergency response system can deploy an effective response force within best practice
timelines. Further analysis indicated that within 12 minutes travel time the regional
system would deploy 26-32 personnel to the emergency. This regional system is working
well and should continue in providing critical emergency assistance in the Town when the
scale of an emergency exceeds the staffing and response capabilities of the VFD.
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The design of an organizational structure to best meet the needs of an agency is
predicated on the traditional command and control within the Fire Department. To be
effective, the design must also define job duties and responsibilities, ensure efficient and
effective workflow, establish a reporting hierarchy, and ultimately determine appropriate
lines of authority and accountability.

In reviewing the structure and organization of the Department, there were several issues
that require attention for compliance with the contract. First, there are several positions
required by the contract that are not included in the organization chart and others that are
included that are not mentioned in the agreement. Currently the Assistant Chief is serving
as the Training Officer, the Battalion Chief is serving as the Safety Officer and the Fire
Marshal is serving as the required Fire Inspector, which is common in small fire
departments. The organizational chart should reflect these collateral positions. It is also
important to note that the Captain also functions as a Shift Commander in current
operations. Therefore, a new organizational structure is recommended as illustrated
below:

Fire Chief

I
\ \ \ \

Fire Marshal /
Inspector

Assistant Fire Chief Deputy Fire Chief (3) Executive Secretary

Asst. Fire Marshal

Lieutenant (3) / Inspector

Driver / Engineer

Firefighter

In the Fire Prevention Division, analysis indicated a lack of succession planning for the
Fire Marshal position and a replacement timeline that was unrealistic if a vacancy were
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to occur in this position. There was also an opportunity to utilize the analysis of call data
to develop an annual public education plan for the Town specific to the call types and
risks present.

Analysis found the current training program working well. The VFD is meeting their goal
of a minimum of 18 training hours per month per member and offers training in both
online and in person formats. They also contract with regional training partners for
specialized training topics beyond the expertise of their internal instructors.

Improvement opportunities were found in ensuring annual multi-company drills and
exercises were conducted with first due mutual aid partners to improve operational
efficiency on high-risk/low frequency events.

An effective contract contains six elements to allow for best-practice contract
administration and management. These elements are inter-related and often overlap but
provide a context to ensure the efficacy of the contract. The elements are compliance
monitoring, performance monitoring, financial monitoring, change management, risk
management and relationship management.

The analysis of the contract by the project team found several areas where changes or
improvements in the contract should occur in the next revision. These included areas
such as the following:

+ Beach Patrol

+ Fire Marshal services

« Personnel requirements

« Apparatus and equipment purchasing
+  Command staffing

+ Financial monitoring

+ Performance monitoring

While the contract can be renewed as written, it is recommended to add the
recommended changes to improve the overall efficacy of the contract.

During the initial site visit it was determined that a detailed facility assessment was
needed to ensure the VFD had a safe and efficient station from which to operate.
Several challenges were identified with the current facility, including:
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« Inadequate equipment and apparatus bays for fire apparatus and support equipment.
ATVs and Jet Skis are parked on the front lawn of the fire station and not protected
from the elements, which impacts the overall condition and life span of critical
equipment. The equipment is not secure, which may lead to issues with vandalism or
theft.

« Reserve apparatus is partially parked under the canvas canopy attached to the north
side of the station. All apparatus should be housed indoors, especially in a highly
corrosive environment that is present in a coastal community.

« Apparatus bays are not adequately sized for modern sized equipment. To check
supplies and equipment, trucks must be pulled outside to conduct these checks which
is not ideal during inclement weather.

- Staff’s fire protection equipment is stored in close proximity to the apparatus bays
and not properly vented to exterior.

« There is no apparatus exhaust ventilation system installed in the apparatus bays.

« Supplies and equipment are stored in plastic sheds under the canopy in an attempt to
protect them from the elements. These should be stored inside the facility.

Additional supplies and equipment are stored under the canopy when they should be
stored in climate-controlled areas.

« There is one small restroom and shower in the fire station with no separate facilities
for male and female members of the VFD.

Staff are comprised of mixed gender shifts. All staff cohabitate in the living area of
the station. There is no separation of sleep areas by gender. Staff should be provided
individual sleep areas.

- Staff do not have adequate food preparation areas that are seen in modern fire
stations. Staff may use Jarvis Hall for food preparation, which may impact turnout
times for personnel.

« The station is constructed at grade and has limited protection from street flooding or
storm surge.

« Administrative areas are separated from the fire station and on duty personnel.
Challenges exist with the current administrative suite as it is comprised of multiple
renovated hotel rooms.

« There is limited availability of training space for staff. Again, they can use Jarvis Hall,
but availability is restricted to times when the hall is not in use.

« There is limited ability to expand the current station due to adjacent site restrictions.

« The current facility is not designed to meet FEMA 543 Design Guidelines for Critical
Facility Safety from Flooding and High Winds.
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Due to the limitations to both the current facility and the existing site, the project team
conducted both a space needs and site analysis for improvements to the current

station, which are documented in the Facility Assessment Section of this report.

Finding Recommendation Priority Cost
Turnout time performance Add a turnout time performance High S0
can be improved standard of 1 minute 20 seconds 90%

of the time to the VFD contract.
A travel time goal should be Add a travel time performance High S0
established standard of 6 minutes 30 seconds 90%
of the time to the VFD contract.
The current regional Continue to be a signatory partner on High S0
response system is working  the Broward County Consolidated
well Mutual Fire, Rescue, Emergency or
Disaster Interlocal Agreement.
The current deployment plan  Continue to staff and deploy a High S0
is meeting the emergency command position and staff and
service needs of the Town. deploy the engine company with a
minimum of three (3) personnel daily.
The organizational Structure  Change the organizational structureto  Medium S0
can be improved include one (1) Fire Chief, three (3)
Deputy Fire Chiefs, one (1) Assistant
Chief of Training, one (1) Fire
Marshal/Inspector, one (1) Assistant
Fire Marshal/Inspector and one (1)
Fire Administrator.
There is no succession plan  Develop a succession plan in the Fire ~ Medium )
in place for the Fire Marshal  Prevention Division to develop
Position personnel to assist in this function
The Department would Conduct an annual evaluation of Medium S0
benefit from analysis of call emergency calls to determine specific
types to develop an annual public education topics to mitigate
public education strategy in  risks present in the Town.
the Town.
Multi-company drills and Work with the Fort Lauderdale and High S0
exercises should be Pompano Beach Fire Departments to
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conducted with first due
mutual-aid partners

The current training program
is working well

There should be an annual
evaluation of the training
program to ensure it is
meeting the needs of the
VFD and personnel.

Beach Patrol staffing
expectations are not clear

There is no succession to the
Fire Marshal position

Amend the positional
requirements in the Contract

There are no expectations
for the Chief to participate
with Town leadership

conduct annual multi-company
training drills on high-risk/low
frequency events.

Continue to offer training options both
online and in person to maximize
volunteer participation in training
programs.

Conduct an annual evaluation of the
training program to ensure it remains
in compliance with State regulations
and meets the training needs of the
members and Department.

Add contract language outlining the
staffing expectations of beach patrol
to allow the VFD to properly plan the
staffing of this function.

Add contract language authorizing an
Assistant Fire Marshal position, with
an effective hourly rate, that is
qualified to serve as the Fire Marshal
in both the absence of the current Fire
Marshal and if a vacancy in the
position occurs to allow proper time
to fill the vacant position.

Amend the contract language to
require one (1) Fire Chief, three (3)
Deputy Fire Chiefs, one (1) Assistant
Chief of Training, one (1) Fire
Marshal/Inspector, one (1) Assistant
Fire Marshal/Inspector and one (1)
Fire Administrator.

Clearly define the expectations of the
Chief position and how it interacts
and participates with other key Town
leaders.

Lauderdale-By-The-Sea, FL

Low S0

Medium S0

Medium Depending
on the
frequency

High $0

High $0

High $0

Matrix Consulting Group

Page 24 of 102



Draft Audit of the Volunteer Fire Department Lauderdale-By-The-Sea, FL

There are no requirements
for an annual audit of VFD
finances although one is
occurring

There is no formally adopted
vehicle and equipment
replacement plan

There are no performance
measures in the contract

There are no facility
improvement plans in place

Add language requiring an annual High S0
audit of the revenues and expenses of

the VFD.

Develop an apparatus and vehicle Medium Depending
inventory requirement and onthe
replacement plan to allow the proper frequency

planning and funding for apparatus
and vehicle purchases.

Develop key performance indicators High )
to allow objective measurement of

emergency service delivery. These

should include turnout time, travel

time and a definition of what

constitutes an “emergency call”.

Require a quarterly presentation of

system performance to the Town

Commission by the Fire Chief or

designee.
Begin planning for the replacement of High $8.53 M-
the current fire station facility. $10.96 M
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Organization and Overview

This chapter provides an overview of the general characteristics of Lauderdale-By-The-
Sea.

Background and Overview

Located along the Atlantic Coast, Lauderdale-By-The-Sea is approximately 33 miles north
of Miami on a barrier island separated from the mainland by the Intracoastal Waterway.
Access to the mainland from the west is provided by a single point along Commercial
Blvd. with a draw bridge over the waterway. North and South access points are available
approximately one mile south of the Town from Ft. Lauderdale and three miles north of
the Town from Pompano Beach.

Lauderdale-By-The-Sea was first founded in the early 1920’s with the land being
purchased and the intention of creating a beachside community. The Town was first
incorporated in 1927 with the charter being revoked in 1933. The Town was then
reincorporated in 1949. Limits to the height of buildings along the beach were limited in
the early years and continue today to preserve the ocean views in the Town. In the early
2000’s the Town annexed land to the north that doubled the size of the Town and included
several high-rise buildings.

Today, Lauderdale-By-The-Sea encompasses 1.5 square miles of which 0.88 square
miles is land with an estimated population of 6,198, according to the 2020 US Census
Bureau data. During the winter months the population reportedly increases to
approximately 12,000 people or by approximately 49%. This creates a population density
of approximately 7,572 people per square mile.

Located in Broward County, the Town is governed by a five-member Board of
Commissioners. The Mayor is elected to a two year term while the Commissioners are
elected to four year terms. Each election held in the Town will have the Mayor and two
Commissioners positions on the ballot. The Commissioners are elected from one of two
districts in the Town.

Demographic Profile

The following table illustrates the demographic profile of Lauderdale-By-The-Sea and
changes that have occurred since the 2010 Census.
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Lauderdale-By-The-Sea, FL

US Census Bureau Data 2010 2015 2020
Estimated Population 6,060 6,313 6,198
Median Age 62.1 61 63.6
Children Under Age 5 0.6% 1.6% 0.8%
Children Ages 5 to 19 years 5.4% 4.5% 4.9%
Persons Age 20 to 59 years 39.8% 32.1% 37.7%
Persons Age 60 and Over 54.1% 52.3% 56.3%
Families in Poverty 5.5% 2.8% 7.4%
Civilian Labor Force Unemployed 7.5% 7.9% 5.3%
Mean Household Income $§79,917 $103,496 $75,537
Employment Sectors:
Education, Health Care, Soc. Svc. 12.3% 15.2% 18.4%
Retail Trade 13.8% 12.0% 7.5%
Professional, Scientific, Mgmt. 16.7% 11.8% 15.1%
Finance, Insurance, Real Estate 13.8% 14.4% 14.2%
Entertainment, Recreation, Food 11.0% 14.3% 6.2%
Construction 5.2% 0.8% 6.7%
Manufacturing 4.7% 9.1% 7.8%
Transportation, Warehousing, Util. 3.7% 4.0% 5.8%
Public Administration 4.9% 7.9% 2.8%
Other Services 6.5% 2.9% 4.8%
Wholesale 4.2% 4.4% 6.1%
Information 2.3% 3.2% 4.4%
Agriculture, Forestry, Fishing 0.7% 0.0% 0.2%

The population of Lauderdale-By-The-Sea has increased approximately 2.2% since 2010
adding an estimated 138 residents. The median age of the Town increased to 63.6 years
of age with an estimated increase in the over 60 age range of approximately 2.2%. There
is a corresponding decrease in the 20 to 59 age range of approximately 2.1%.

The following map provides a view of population density by census tract.
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Population Density
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The northern section of Lauderdale-By-The-Sea has a higher population density than in
the southern sections as the high-rise condominiums are located in the northern portion
of the Town.
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This section provides an overview of the fire protection system including the resources
available to the Town and a historical review of the workload for the Fire Department.

The Lauderdale-By-The-Sea Volunteer Fire Department (LBTSVFD) was formed in 1961
as an all-volunteer organization. Operating from a single station, the department
continues to utilize primarily volunteer staffing, but has added two (2) paid positions and
compensates the Fire Chief on a part-time basis. Shift commanders are also paid a
stipend and volunteers are compensated on a paid call basis. This is a common
arrangement for volunteer fire departments in the United States. As the Department is
legally organized as a volunteer fire department, there is no need to change the name as
the majority of services are delivered by paid call volunteers. Services include fire
suppression, emergency medical first responders, ocean rescue services, and fire
prevention activities. The Department currently has an Insurance Services Organization
Public Protection Classification rating (ISO) of 2 ona 1 — 10 scale, with 1 being the highest
possible score.

The motto of the Lauderdale-By-The-Sea Volunteer Fire Department is neighbors helping
neighbors.

The organizational chart that follows illustrates the current Fire Department organization.
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Lauderdale-By-The-Sea VFD Organizational Chart

Fire Chief

Lauderdale-By-The-Sea, FL
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Assistant Fire Chief
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Training Deputy Fire Chief Executive Secretary Battalion Chief
Captain
|
\ ! \
Lieutenant Lieutenant Lieutenant

.\ Driver/ .\ Driver/ .\ Driver/
Engineer Engineer Engineer

—  Firefighter —  Firefighter —  Firefighter

Fire Marshal

Matrix Consulting Group

14

Page 30 of 102



Draft Audit of the Volunteer Fire Department

Lauderdale-By-The-Sea, FL

In the previous organizational chart, there are certain duties and responsibilities assigned

to the officers of the organization. The table that follows illustrates these duties.

LBTS VFD Duties and Responsibilities

Title

Duties

Fire Chief

Assistant Chief - Training
Deputy Fire Chief

Executive Secretary

Battalion Chief

Fire Marshal

Captain

Lieutenant
Lieutenant
Lieutenant

Physical Resources

Overall Department Leadership
Develops and Manages the Budget
Reviews and Approves Purchases
Develops Apparatus Specifications
Develops and Updates Policies and
Procedures

Training Development

ISO

Professional Development
Information Systems

Fire Operations

Fleet Services

Administration

Payroll

Human Resources

Town Liaison

Health and Safety

EMS

Mental Health

Fire Prevention

Public Education

Fire Inspections

Logistics

Support Services

Staffing

Ocean Rescue

Training
Equipment Maintenance
Fleet Services

Service to Lauderdale-By-The-Sea is provided from the single fire station located in the
Town. The fire station is owned by the Town, who is responsible for any major repairs and
the LBTSVFD is responsible for daily maintenance. The following map identifies the

location of the fire station.
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Station Location
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The Fire Department operates as a combination department using a mix of paid on call
out of town volunteers, who are required to work 3 — 24 hour shifts per month, in-Town
volunteers who can respond from home and command staff that are paid a stipend for
working shifts. All of these personnel are paid for responding to calls and attending
training events. There is also a full-time administrative assistant and Fire
Marshal/Inspector in the Department. The Fire Chief is paid a part-time salary.

The station is staffed with one chief officer and three firefighters 24 hours a day. For the
initial response to an emergency the staffed engine company responds. If additional
resources are needed the ladder truck responds using on-call personnel. The on-duty
officer also responds in a command capacity.

The table below outlines the apparatus and staffing for the station.

LBTS Volunteer Fire Department

Station 12 4504 Bougainvillea Drive
Description Single station providing service to the Town and also houses the administrative offices
of Use for the fire department.

Apparatus
Space 3 Bays
Assigned . I Minimum
Apparatus Unit ID Year  Description Type Staffing
Engine 12 2012  E-One Type 1 Engine 3
Squirt12 1995 Pierce Ladder Truck Cross
Staffed
Engine 212 1994  Pierce Reserve Engine
Tower Ladder 12 1989  KME/Grumman Reserve Ladder
Command 12 2016  Chevrolet Tahoe Command 1
Utility 12 2007  Ford F250 Pickup Utility
Prevention 12 2017  Chevrolet Colorado Fire Prevention 1
Marine 212 2016  Yamaha, Jet Ski Marine Unit Cross
Staffed
Marine 12 2017  Yamaha, Jet Ski Marine Unit Cross
Staffed
Ocean Rescue 212 2016  Polaris Ranger 6x6 Ocean Rescue
Brush/Water Tank 2018  Polaris Ranger 1000  Utility
Ocean Rescue 12 2019  Polaris Ranger 1000 Ocean Rescue
Ocean Rescue 312 2020  Polaris Ranger 1000 Ocean Rescue
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The Volunteer Fire Department responds to emergency and non-emergency calls for
service. The following table illustrates the emergency and non-emergency activities of
the Department grouped by the type of call or detail responded to by the Volunteer Fire

Department for calendar years 2018 — 2020.

Calls for Service by Type

2018 2019 2020 Total Pct.
Auto Accidents 44 42 46 132 8.3%
Medical Calls 95 98 115 308 19.5%
Total Medical and Auto Accidents 139 140 161 440 27.8%
Alarm - Activation 59 69 86 214 13.5%
Alarm - False 26 33 29 88 5.6%
Alarm — Malfunction 28 15 32 75 4.7%
Other Type Fire 3 4 6 13 0.8%
Smoke Scare 10 6 18 1.1%
Structure Fire 30 16 3 49 3.1%
Vegetation/Brush/Debris Fires 4 18 4 26 1.6%
Vehicle Fire 0 1 2 3 0.2%
All Fire Calls 152 166 168 486  30.7%
Rescue Calls - Elevator/Extrication 67 45 49 161 10.2%
Rescue Calls — Other 0 1 0 1 0.1%
Rescue Calls — Search 6 1 13 0.8%
Rescue Calls — Water 25 20 27 72 4.6%
All Rescue Calls 98 72 77 247 15.6%
Dispatched/Canceled 28 12 7 47 3.0%
Good Intent Calls 15 16 30 61 3.9%
Hazardous Condition 32 30 40 102 6.5%
Hazardous Materials 3 12 0.8%
Overpressure Rupture 7 5 18 1.1%
Service Calls 40 29 55 124 7.8%
Other Call Type 15 18 17 50 2.8%
Other Type of Calls 141 115 158 408 25.8%
Total Calls for Service 530 493 564 1,581

Overall, medical calls and vehicle accidents represent approximately 28% of the call
volume. Alarms and Fire calls represent 31% of the calls. With rescue being 16% of the
call volume and other call types 26% of the calls for service. Good Intent calls account for
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3.9% of calls. These are calls where the caller thought an emergency existed, but on
arrival no emergency was found. An example would be a neighbor cooking outdoors and

the caller reported smoke in the area, thinking there may be a fire.

The following table displays the total number of calls for service handled by the
Lauderdale-By-The-Sea Fire Department by each hour and day of the week for the past
three years. Both emergency and non-emergency calls were included to provide an overall
view of the call demand on the fire protection system. The table shows slower call

demand in green and higher call demand in red.

Calls for Service by Hour and Weekday 2018 - 2020

Hour/Day Sun Mon Tue Wed Thu Fri

12am 3 4 4 1 1 5
Tam 3 4 3 0 2 8
2am 4 2 0 3 2 2
3am 3 2 2 4 2 0
4a 2 4 5 4 3 1
5a 2 4 2 1 0 18
6a 2 3 8 0 3 6
7a 6 6 5 3 4 10
8a 8 12 12 4 22 5
9a 17 24 9 14 12 11
10a 12 9 15 17 11 14
11a 17 17 7 14 13 20
12p 16 14 13 11 10 15
1p 13 18 9 13 13 16
2p 12 19 16 17 11 15
3p 15 9 9 17 14 11
4p 16 16 6 12 11 13
5p 12 12 15 7 13 16
6p 17 18 19 8 15 14
7p 10 21 11 10 13 19
8p 13 14 9 7 4 13
9% 9 8 8 11 8 16
10p 3 11 10 11 8 15
11p 6 6 10 8 7 9
Total 221 257 207 197 202 272

Sat

—_ N = —_
O N =2 O b =2 B0 0 WA W W

17
18
19

10
11
13
10
14
6
231

Total
25
23
16
17
22
32
28
38
74
91
88

109
86
98

107
93
93
84

101
95
73
70
72
52

1,587

The call volume is heaviest during the middle part of the day from 8:00 am to 10:00 pm
with Wednesday being the slowest day for call demand and Friday being the busiest day.
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The calls for service varied by time of day and day of the week. The busiest hour of the
day is 11 am with the slowest hour being 2 am.

The following chart further illustrates the calls for service by hour of the day with the
slowest and highest call demand times in red.

2018 - 2020 Calls by Time of Day

120 109
100
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40

20

12a 3a 6a 9a 12p 3p 6p 9p

As illustrated above, calls increase sharply at the 8 am hour peaking at 11 am and remain
steady throughout the day. The calls begin to decline at the 11 pm hour and sharply
decline at the 12 am hour with 2 am being the slowest hour of the day.

The following map illustrates call demand using GIS technology to illustrate where the
majority of the calls are occurring. As illustrated, the highest call volume is located in the
central and southern portions of the Town.
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Calls For Service/
2018 - 2020
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The Fire Department also utilizes all-terrain vehicles to conduct beach patrol services
along the beaches of Lauderdale-By-The-Sea. The following table illustrates the number
of beach patrol hours conducted by the Fire Department.

Beach Patrol Hours 2018 - 2020

Year/Hours 2018 2019 2020
Hours 795 460 271*

As illustrated, the VFD conducted 795 hours of beach patrol in 2018, 460 hours in 2019
and 271 hours in 2020. It is important to note that the number of hours in 2020 was
reduced due to the COVID 19 pandemic that had the beaches closed from March 18,2020
— May 26, 2020. They were also closed 3 days over the 4" of July weekend in 2020.

Financial Resources

The Town of Lauderdale-By-The-Sea operates on a fiscal year ending on September
30. Budget preparation is the responsibility of the Town Manager with assistance from
the various department heads and contract agencies throughout the Town.

Revenue

The Town receives revenues for providing fire services through a Fire Fund Property Tax
Assessment. Revenues are also obtained from Fire Inspection Fees and other
miscellaneous revenue streams. The table below is a summary of the revenues that are
attributable to the Fire Department.

Lauderdale-By-The-Sea Fire Department Revenue

Line Item 2018 Actual 2019 Actual 2020 Budget
Fire Assessment $1,053,027 $1,051,761 $1,033,754
Fire Inspection Fees $33,042 $33,732 $33,000
Miscellaneous Revenue S0 S0 $2,000
Transfer from General Fund $26,800 $26,800 $13,000
Total Revenues $1,112,869 $1,112,293 $1,313,147

Expenditures

The following table is a summary of the operating expenditures for the Fire Department.
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Lauderdale-By-The-Sea Fire Department Expenditures

Line ltem 2018 2019 2020 2021
Actual Actual Budget Budget
Pension $0 $21,093 $6,000 $6,000
Professional Services $16,713 $4,051 $10,000 $69,500
Audit Expense $6,000 $7,000 $7,000 $8,000
Contractual Services $806,819 $787,697 $849,106 $888,619
Building Maintenance $3,348 $12,172 S0 $250
Operating Expenses $0 $205 $0 $0
Capital — Building Improvement $6,885 $5,707 $369,041 $21,777
Capital — Equipment and Machinery $208,583 §57,413 S0 $0
Capital — Vehicles $0 $0 $50,000 $50,000
Transfer — General Fund $22,000 $22,000 $22,000 $22,000
Transfer — Vehicle/Equipment Reserve S0 S0 S0 $0
Total Expenditures $1,070,348 $917,338 $1,313,147 $1,066,146

As illustrated, contract services for the Volunteer Fire Department is the largest operating
expenditure, accounting for approximately 83.3% of operating expenditures in the 2021

budget.
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Emergency Operations

In this chapter the background and analysis are provided for those strategic initiatives
and goals for the emergency operations of the Fire Department. The section begins with
an overview of why a rapid response is necessary for the mitigation of various types of
emergencies. It continues with discussion on the currently accepted national best
practices for emergency response by a fire department. Following that information is
analysis of the data related to the performance of the Broward County Sheriff's Office
related to processing emergency calls and then how well the LBTS VFD is performing
against standards for both turnout and travel times. The section concludes with
examination of how the regional response system in Broward County supports the efforts
of the VFD.

In making decisions about the emergency services system, it is important to understand
the science behind the location of resources, the deployment strategies of those
resources and other factors necessary to form an effective emergency services system.
For many years, the Insurance Services Office (ISO) had set the standard for deployment
through their Public Protection Classification system. This system was designed to
provide insurers a basis for setting insurance rates to limit their exposure to large losses
and catastrophic events. While these efforts provided a good starting point, there is much
more for the leadership to know while making decisions about the emergency services in
Lauderdale-By-The-Sea.

Nationally, a great deal of effort and research has been put into developing performance
objectives for the delivery of fire and emergency medical services. This effort is critical
for local governments making decisions about deployment and location of emergency
resources. The objectives promoted for Fire/Rescue and EMS providers have their basis
derived from research that has been conducted in these two critical issues:

«  What is the key point in a fire's “life” for gaining control of the blaze while minimizing
the impact on the structure of origin and on those structures around it?

«  What is the impact of the passage of time on survivability for victims of cardiac arrest?

Emergency medical services (EMS) are a significant part of the emergency services
system. Not only are these types of calls rising but they are also wide ranging in terms of
the types of service calls. Emergency medical response systems must account for this
variability and ensure appropriate care is provided in a timely manner. In Lauderdale-By-
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The-Sea, the volunteer fire department provides first responder services while the
transport of patients is handled by American Medical Response (AMR) through a contract
with the Town.

While the demand for services in EMS is wide ranging, the survival rates for full arrests
are often utilized as benchmarks for response time standards as they are more readily
evaluated because of the ease in defining patient outcomes (a patient either survives or
does not). This research results in the recommended objective of provision of basic life
support (BLS) within 4-minutes of notification and the provision of advanced life support
(ALS) within 8 minutes of notification. These standards are consistent with the American
Heart Association who states that brain and permanent death starts to occurin 4 to 6
minutes following cardiac arrest.

Considering the response time continuum, the response time goal for emergency
services is to provide BLS within 6 minutes of the onset of the incident (including
detection, dispatch, and travel time) and ALS within 10 minutes. This is often used as the
foundation for a two-tier system where fire or other resources function as first responders
with additional (ALS) assistance provided by responding ambulance units and personnel.

The goal of fire suppression systems is to save lives and minimize property damage.
Every structure fire goes through the same process of development. The growth of that
fire is dependent on many factors including fuel loads, the types of materials, and the
area involved to name a few items. There is one point, “flashover”, that is identifiable and
serves as a benchmark for the response of resources.

The following chart illustrates the traditional “flashover” curve for interior structure fires.
The point in time represented by the occurrence of “flashover” is critical because it
defines when all the contents of a room become involved in the fire. Once this occurs,
the space becomes untenable for firefighters and un-survivable for any occupants. With
the rapid expansion of the fire, there is additional risk to other areas of the structure and
potentially to any structures or wildland areas surrounding the original location of the fire.
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Note that this illustration depicts a fire from the moment of inception — not from the
moment that a fire is detected or reported. This demonstrates the importance of early
detection and fast reporting as well as rapid dispatch of responding units. This also
shows the critical need for a rapid (and sufficiently staffed) initial response — by quickly
initiating the attack on a fire, “flashover” can be averted.

It should be noted that not every fire will reach flashover — and that not every fire will
“wait” for the 8-minute mark to reach flashover. In fact, research conducted in 2010 by
the Underwriter Laboratories determined the increased use of synthetic materials in the
home has created faster flashover times to less than 4 minutes in some of their tests.
Modern home furnishings made of foam, plastics, or other petroleum-based products
have increased the available fuel load for a fire. Additionally, construction techniques and
components have increased the efficiency of our homes but has added a new dimension
to fire growth.

National Emergency Service Standards

The expression of response time has changed. In years past, the measurement was
expressed as an average of time. This essentially represents how the system or
department is performing 50% of the time and is not a true reflection of how a department
is performing. With the research that has been performed in developing performance
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standards and practices the use of fractal time has become the best practice in the
measurement and presentation of response time components. Fractal response time
measures how often (as a percent of calls) a department can perform within each
response time component. The National Fire Protection Association (NFPA) and the
Center for Public Safety Excellence (CPSE) use the 90™ percentile as the standard to meet
for benchmark and baseline criteria. Benchmark measurements are described as the
industry best practice. Baseline measurements are described as the actual performance
of the organization.

Response time to an emergency or call for assistance has been broken down into
measurable and non-measurable segments. The response time continuum begins when
the state of normalcy changes to a recognizable emergency. The cascade of events that
occurs once an emergency starts or is recognized is illustrated in the following chart.
Those highlighted points represent hard data or that which is quantitative versus soft
data or that which is subjective and unknown.
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Response Time Continuum

| State of Normalcy |

| Discovery of Emergency |

| Reaction to Emergency |

| Call Received by PSAP |

Call Processing

| Response Units Notified |

| Units Responding |

| Units Arriving |

| Mitigation Begins |

| Mitigation Completed |

| State of Normalcy Returns |

The highlighted points in the chart above represent three segments that can be used for
evaluation: call processing, turnout time, and travel time. Each of these components
represent a different point in the response time continuum and through their
measurement, evaluation areas for improvement can be identified. Below are the
definitions for the three components:

« Call Processing is defined as beginning when the call taker answers the call and ends
with the dispatching of appropriate emergency services.

« Turnout Time is defined as beginning when the emergency service receives the call
and is on the apparatus responding (wheels rolling) to the call.

- Travel Time is defined as beginning when the apparatus and personnel begin the
response (wheels rolling) and ends once on location of the emergency (wheels
stopped).

There are four nationally recognized models used to measure performance of the fire

protection system and each have their own set of performance measurements based on

different aspects of the community served.

« NFPA 1710 Standard for the Organization and Deployment of Fire Suppression
Operations, Emergency Medical Operations, and Special Operations to the Public by
Career Fire Departments last published in 2020.
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« NFPA 1720 Standard for the Organization and Deployment of Fire Suppression
Operations, Emergency Medical Operations, and Special Operations to the Public by
Volunteer Fire Departments last published in 2020.

- Center for Public Safety Excellence (CPSE) Fire and Emergency Service Self-
Assessment Manual last published in 2015 and Community Risk Assessment and
Standard of Cover last published in 2016.

« Insurance Services Office (ISO) updated their Fire Suppression Rating Schedule in
2012 to allow the systematic performance evaluation of responses for their
distribution and concentration ratings.

Locally, the Town can set desired performance levels which should be in the baseline to

benchmark range and are generally based on three to five years of data.

As noted previously there are four nationally recognized models to use to design and
improve a fire protection system in our communities. Each model is based on different
aspects of a community from population density, the type of fire department and the road
miles in the area.

The applicability for the NFPA models is based on the definitions of the fire department
servicing the community.

NFPA 1710 Standard for the Organization and Deployment of Fire Suppression
Operations, Emergency Medical Operations and Special Operations to the Public by
Career Fire Departments was last published in 2020. It defines a career fire department
as one that utilizes full-time or full-time equivalent (FTE) station-based personnel
immediately available to comprise at least 50 percent of an initial full alarm assignment.

NFPA 1720 Standard for the Organization and Deployment of Fire Suppression
Operations, Emergency Medical Operations, and Special Operations to the Public by
Volunteer Fire Departments was last published in 2020.

« Defines a combination fire department as one having emergency service personnel
comprising less than 85 percent majority of either volunteer or career membership.

+ Defines a volunteer fire department as one having volunteer emergency service
personnel comprising 85 percent or greater of its department membership.

« Defines four demographic components based on population density as urban,
suburban, rural, and remote.

ISO continues to use their standard 1.5-mile and 2.5-mile criteria for engine company and
ladder company placement. Although they now accept a systematic performance
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evaluation that demonstrates the department can meet the time constraints outlined in
NFPA 1710.

The Center for Public Safety Excellence (CPSE) had previously defined benchmark and
baseline response times for each of the three components. They have since determined
they are not a standard making organization and decided to leave the establishment of
benchmark performance standards to others. However, their body of work is significant
and has been and continues to be used by numerous communities across the country.
Their performance objectives were based on population density demographics.

By definition, NFPA 1720 is the applicable fire protection model for Lauderdale-By-The-
Sea. Additionally, ISO and the CPSE provide additional performance objectives for the
Town in the delivery of fire protection services. While NFPA 1710 does not apply to the
Town, Appendix A contained in that document provides supplementary information and
background as it pertains to service delivery objectives for the Town as follows:

“There can be incidents or areas where the response criteria are affected by
circumstances such as response personnel who are not on duty, unstaffed fire
station facilities, natural barriers, traffic congestion, insufficient water supply, and
density of population or property. The reduced level of service should be
documented in the written organizational statement by the percentage of
incidents and geographical areas for which the total response time criteria are
achieved.

Additional service delivery performance objectives should be established by the
AHJ for occupancies other than those identified within the standard for
benchmark single-family dwellings. Factors to be considered include specific
response areas (i.e., suburban, rural, and wilderness) and occupancy hazards.”

This passage acknowledges the authority having jurisdiction (AHJ), in this case the Town
of Lauderdale-By-The-Sea, is responsible for determining the level of service to be
provided by the Volunteer Fire Department. Considerations for the level of service include,
but are not limited to, the manner in which the fire department responds, travel time,
staffing, emergency calls versus non-emergency calls, roadways, financial resources, and
those calls involving different occupancies. The levels of service provided to the Town
should be written and documented so the residents of the Town know and understand
the expectations of the fire protection system.
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Current System Performance

To evaluate the current performance of the emergency response of the Fire Department,
Computer aided dispatch (CAD) data was obtained from the Broward County Sheriff's
Office for the previous three (3) years. Only emergency calls, those with an immediate
threat to life or property were evaluated to assess the performance of the emergency
communications system and Volunteer Fire Department.

Call Processing

Performance Standards

NFPA 1221 Standard for the Installation, Maintenance and Use of Emergency Services
Communications Systems (2019 edition) establishes the call processing benchmark
performance objectives as outlined in the following chart.

NFPA 1221 Time Requirements

Component Target Performance

Within 15 seconds 90%
Within 20 seconds 95%

Calls Answered

Call Processing Within 60 seconds 90%

Call Processing for:

*EMD

* Language Translation

* TTY/TDD Device Services Exempt from the call processing
* Hazardous Materials time requirements.

* Technical Rescue
* Text Message
* Unable to Determine Location

NFPA 1710 provides the following for call processing benchmark performance objectives
which are slightly different than NFPA 1221.
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NFPA 1710 Alarm Handling Time Requirements

Component Target Performance
Within 15 seconds  95%
Within 40 seconds  99%
Within 64 seconds  90%

Calls Answered

Call Processing Within 106
95%

seconds
Call Processing for:
*EMD
* Language Translation
*TTY/TDD Device Services Within 90 seconds (90% of the time and
* Hazardous Materials within 120 seconds 99% of the time.

* Technical Rescue
* Text Message
* Unable to Determine Location

CPSE uses the 60 second call processing time benchmark performance objective as
outlined in NFPA 1221 for their requirements.

The Broward County Sheriff's Office provides dispatch services for the Lauderdale-By-
The-Sea Volunteer Fire Department. This is a collaboration between multiple
municipalities in the county that reduces the duplication of services through an Interlocal
Agreement between Broward County and the Town for participation in the Consolidated
Regional E-911 Communications System. The Town of and Volunteer Fire Department do
not have direct control of the performance of the dispatch center however, the dispatch
center does have an impact on the response time continuum and is shown here for
purposes of evaluation and performance measurement. The following table illustrates
the baseline performance for the past three years as compared to the benchmark
performance objective of sixty seconds.

Lauderdale-By-The-Sea Volunteer Fire Department

All Emergency Calls - 2018 -
90th Percentile Times 2020 2018 2019 2020 Benchmark
Call Processing  Pick-up to Dispatch 1:18 1:14 1:31 2:22 1:00

The calls evaluated are only those calls in Lauderdale-By-The-Sea. The baseline time over
the past three years is 1 minute 18 seconds which is 18 seconds over the benchmark
performance objective as described in NFPA 1221.
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Turnout Time

Performance Standards

Turnout time is a measurable time segment that begins when the emergency service
receives the call and ends with the apparatus responding (wheels rolling) to the call. The
following table provides a comparison between NFPA 1710 and Lauderdale-By-The-Sea
VFD performance objectives.

Turnout Time — Performance Objectives

Benchmark Baseline
Call Type NFPA 1710 LBTSVFD
Emergency Medical 60 seconds orless | 60 seconds or less
Calls 90% of the time 90% of the time
Fire or Special 80 seconds or less | 80 seconds or less
Operations Calls 90% of the time 90% of the time

By definition, NFPA 1710 is applicable to those departments that rely on career personnel
for providing fire services.

System Performance

The following table illustrates the performance of turnout times for the past three years
as compared to the benchmark and baseline performance objectives of sixty seconds for
medical calls and the benchmark performance objective of eighty seconds and baseline
performance objective for fire or special operations calls.

Lauderdale-By-The-Sea Volunteer Fire Department Turnout Times

All Emergency Calls - 90th 2018 -

Percentile Times 2020 2018 2019 2020 Benchmark
Emergency 3:06 358 2:47 3:34 1:20
Calls

The baseline time shown is the 90™ fractal time for all emergency calls. As shown, the
performance over the past three years is 1T minute 46 seconds over the benchmark goal
of 1 minute 20 seconds.

Distribution of Resources

Distribution of resources is the measure of getting initial resources to an emergency to
begin mitigation efforts. It has also been described as the speed at which the first unit
arrives at the emergency. The models measure this in a variety of ways including
percentage of square miles, percentage of road miles and travel time. With the advent of
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GIS technology and improved computer aided dispatch (CAD) systems, the use of actual
travel time is another more accurate measure for the distribution of resources.

Travel time is a measurable time segment that begins when the apparatus and personnel
begin the response (wheels rolling) and ends once on location of the emergency (wheels
stopped). It is the most appropriate measurement available for the distribution of
resources and has a proven record of developing successful deployment of resources.

The following table provides a comparison between the two models for benchmark
performance objectives.

Demand Zone Population  \oh) 1710 NFPA 1720 CPSE
Density
Greater than 4 minutesor 9 minutesor 4 minutes or
Urban 1,000 per sq. less 90% of less 90% of less 90% of
mile the time the time the time
4 minutesor 10 minutes 5 minutes or
Suburban goor;]gléooo per less 90% of or less 80% less 90% of
q- the time of the time the time
Less than 500 4 minutesor 14 minutes 10 minutes
Rural Area or sa. mile less 90% of or less 90% or less 90%
per sg. the time of the time of the time

Lauderdale-By-The-Sea has a population density of 7,598 people per square mile. As
noted, Lauderdale-By-The-Sea fits the urban demographic and the 4-minute travel time
benchmark performance objective using NFPA 1710, which is 2 minutes 3 seconds
shorter than performance over the past 3-years. For NFPA 1720, the benchmark time is 9
minutes, which is 2 minutes 57 seconds longer than the performance of the Volunteer
Fire Department the past 3-years. The following table illustrates the baseline
performance for the past three years for travel time as compared to the benchmark
performance objectives.

Lauderdale-By-The-Sea Volunteer Fire Department Travel Times

All Emergency Calls - 2018 -
90th Percentile Times 2020 2018 2019 2020 Benchmark

Travel Time  1st Unit Distribution Urban 6:03 6:06 6:17 5:47 4:00/9:00

The baseline is the 90™ fractal time for emergency calls. In this illustration the Fire
Department is over the urban benchmark performance objective by 57 seconds over the
past three years according to NFPA 1710 standards. According to the current contract
for services with the Town, the Volunteer Fire Department is required to respond within 9
minutes 90% of the time to all emergency fire rescue calls.
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The following map provides a spatial view of the travel time performance using the
Lauderdale-By-The-Sea fire station location as a starting point. Any mutual aid from
Pompano Beach or Fort Lauderdale is not illustrated as this is expected to provide an
evaluation of the Lauderdale-By-The-Sea staffed resources. The drive time isochrones are
generated using a digital road network with existing speed limits, traffic laws, and a
general pattern of traffic flow factored into the equation.

Estimated Drive Times |
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From the fire station most of the of the Town of Lauderdale-By-The-Sea is within the 4
minute travel time performance benchmark. The entire Town, with the exception of the
extreme northwest corner, is reachable in 5 minutes 30 seconds.

The Town has established a performance objective for the total response time to 90% of
emergency calls for service in the contract with the VFD. This section calls for 90% of
emergency calls to be “responded” to within 9 minutes 90% of the time. It is unclear what
is meant by the term respond but based on best practices this could include the total
response to include both turnout time and travel time to emergency incidents.

Lauderdale-By-The-Sea VFD turnout and travel time performance

All Emergency Calls - 90th Percentile 2018 -
Times 2020 2018 2019 2020
Total 1st Unit All Calls 9:09 10:04 9:04 9:21

Response Distribution

The calls evaluated are only those in Lauderdale-By-The-Sea. As shown, for emergency
calls the performance over the past three years is 9 seconds over the response time goal
set out in the contract. It is important to note the total response time allows for some
divergence between the travel time and turnout time. In some instances, the units may be
enroute to the call before the enroute time is physically captured by the emergency
communications center. This would extend the turnout time and shorten the travel time.
In this manner the total time is captured and provides a clearer view of the response time
continuum and a view of what the caller experiences. When you examine the cause of the
overage in response, turnout times are 1 minute and 46 seconds over the benchmark
performance goal of 1 minute 20 seconds 90% of the time. Improvements to turnout
times will easily bring the total response time under the overall response time goal.

Concentration is generally described as the ability of the fire protection system to get the
appropriate number of personnel and resources to the scene of an emergency within a
prescribed time to effectively mitigate the incident. As such there are several parts to this
component; the arrival of the second fire suppression unit; defining and establishing an
effective response force; and the travel time for the first alarm assignment to arrive at the
incident.
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As noted, there are three segments to concentration, the first segment is the arrival of the
second fire suppression unit, the second segment involves the travel time and number of
personnel. Again, these three segments represent the most appropriate measurement
available for the concentration of resources.

There are two travel time components included in the concentration segment. The first is
the travel time for the second arriving apparatus and the second is the balance of the first
alarm assignment. The table that follows illustrates the differing viewpoints for the travel
time of the second arriving unit.

Second Arriving Unit — Travel Time Benchmark Performance Objectives

Demand Zone Demographics NFPA 1710 CPSE
Greater than 1,000 per 6 minutes or less 90% of 8 minutes or less 90% of
Urban . . .
sg. mile the time the time
Suburban 500 - 1,000 per sq. mile 6 mlputes orless 90% of 8 mlputes or less 90% of
the time the time
Less than 500 per sq. 6 minutes or less 90% of 14 minutes or less 90%
Rural Area ; . .
mile the time of the time

NFPA 1710 and CPSE have time standards for the second arriving apparatus, There is no
arrival time performance objective established for the second arriving unit in Lauderdale-
By-The-Sea. This is acceptable as the second unit will typically be an apparatus staffed
by volunteers responding from home or apparatus responding from an automatic or
mutual aid agency and there is no control over these times as they are dependent on the
location of the responders. The next table illustrates the travel time objectives for the first
alarm assignment.

First Alarm Assignment — Travel Time Benchmark Performance Objectives

Demand Zone Demographics NFPA 1710 CPSE

Urban ?Beoeger;lgn 8 minutes or less 8 minutes or less
ki persq. 90% of the time 90% of the time

Suburban 500 - 1,000 per 8 minutes or less 10 minutes or less
sg. mile 90% of the time 90% of the time

Rural Area Less than 500 8 minutes or less 14 minutes or less
per sq. mile 90% of the time 90% of the time

In this table there are a couple of notable items. NFPA 1710 applies the same travel time
for all demographics. CPSE addresses the first alarm assignment by demographic and
the stated time is measured from the time the unit goes enroute until arrival at the scene.
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The third part of the concentration section concerns the number of personnel arriving
with the first alarm assignment. There are several tasks, which must occur
simultaneously to adequately combat different types of fires. The absence of adequate
personnel to perform these tasks requires each task to be prioritized and completed in
chronological order. These fire ground tasks include command, scene safety, search and
rescue, water supply, fire attack, pump operations, ventilation, back up, and rapid
intervention.

An initial full alarm assignment should be able to provide personnel to accomplish the
following tasks:

« Establish incident command outside of the hazard area. This will allow coordination
and direction of the incoming emergency response personnel and apparatus. A
minimum of one person should be dedicated to this task.

« Establish an uninterrupted water supply of at least 400 gallons per minute for 30
minutes. Once established the supply line can be maintained by the pump operator to
ensure uninterrupted water supply. A minimum of one person is assigned to this task
that can then assume support role.

« Establish an effective water flow rate of 300 gallons per minute. This will be supplied
to a minimum of two hand lines each operating at a minimum flow of 100 gallons per
minute. Each hand line must have two individuals assigned with one serving as the
attack line and the other as a back-up line.

« Provision of one support person to handle the hydrant hookup, utility control, forcible
entry, and assist in deploying fire hose lines.

« Establish a search and rescue team. Each team will consist of a minimum of two.
« Establish a ventilation team. Each team will consist of a minimum of two personnel.

- Establish an initial rapid intervention team (RIT). Each RIT team shall consist of a
minimum of two properly trained and equipped personnel.

Critical tasking will vary depending on the size, complexity and nature of the incident. The
Center for Public Safety Excellence (CPSE) provides a suggestive list of tasks that need
to be completed at a fire situation based on the risk. A similar list is provided within the
NFPA 1710 document. The CPSE analysis, from the 8th edition, is summarized in the
table below showing the minimum required personnel to mitigate the initial emergency
response requirements by occupancy risk:
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Critical Tasks for the Effective and Efficient Control of Structural Fires

Critical Task Maximum Risk High Risk Moderate Risk Low Risk
Attack Line 4 4
Search and Rescue
Ventilation
Backup Line
Rapid Intervention
Pump Operator
Water Supply
Support (Utilities)
Command
Safety Officer
Salvage/Overhaul
Command Aid
Operations Chief
Logistics
Planning
Staging Officer
Rehabilitation
Division Supervisors
High-rise Evacuation
Stairwell Support
Total Personnel 50-51 21-22 16 - 17 8-9
*Tasks can be performed by the same individual **Task can be performed by the attack crew
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It is incumbent upon the fire department to have a response plan in place to ensure
enough personnel are on scene to accomplish the stated critical tasks in a timely fashion.
Structure fires are very labor-intensive incidents with any number of factors, such as
weather, making the task that much more difficult.

The Lauderdale-By-The-Sea VFD is in District 12 of the Broward County Consolidated
Mutual Fire, Rescue, Emergency or Disaster Interlocal Agreement. This regional response
plan has a well-developed system for ensuring an effective response force can arrive in
a timely manner to critical incidents occurring in the Town.

This agreement allows the signature municipalities to request personnel, apparatus, or
equipment from the other signatory municipalities in the event of firefighting, rescue,
emergency or disaster events which cause demands greater than the capacity and
resources of the municipality. Municipalities in this agreement include:
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Cooper City Coral Springs Dania

Davie Deerfield Beach  Fort Lauderdale
Hallandale Hollywood Lauderdale-By-The-Sea
Lauderhill Lighthouse Point Oakland Park
Pompano Beach Port Everglades  Sunrise

Tamarac Wilton Manors

The following table illustrates the resources available to the LBTS VFD by alarm
assignment as part of the District 12 regional response plan.

Order Engines Aerials Rescues Chiefs

1 Ft. Lauderdale Ft. Lauderdale Ft. Lauderdale Ft. Lauderdale

2 Pompano Beach Pompano Beach Pompano Beach Pompano Beach
3 Oakland Park Deerfield Beach  Oakland Park Oakland Park

4 Lighthouse Point Tamarac Lighthouse Point Deerfield Beach
5 Deerfield Beach  Lauderhill Deerfield Beach  BSO

6 Tamarac Sunrise Tamarac

7 BSO Plantation BSO

8 Sunrise Hollywood

9 Coral Springs

This system is working well and should continue in providing critical emergency
assistance in the Town when the scale of an emergency exceeds the staffing and
response capabilities of the VFD.

Adding to the critical tasks and staffing issues is the OSHA requirement of two in — two
out in regulation 1910.134(g)(4). These regulations state that if entry into an Immediately
Dangerous to Life and Health (IDLH) atmosphere is necessary, two firefighters must enter
together and remain in contact with each other. In addition, there must be two firefighters
located outside the IDLH atmosphere for potential rescue if needed. This is a mandatory
requirement.

The concept of an effective response force carries through for other responses by the
volunteer fire department. The tables below outline the critical tasks for an effective
response force for those responses.

Critical Tasks for Hazardous Materials

Critical Task High Risk Low Risk

Command/Safety 2 1

Liaison

Decontamination 4 4

Research Support 2 1

Team Leader, Entry Team, Backup Team 6 6

Total Personnel 15 13
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Critical Tasks for Technical Rescue Incidents

High/Low Confined

Critical Task Swift Water Angle Space Trench
Command/Safety 1 1 2 2
Rescue Team 3 2 2 2
Backup Team 2 2 2 2
Patient Care 2 2 2 3
Rope Tender 2 0 0 0
Upstream Spotter 2 0 0 0
Downstream Safety 2 0 0 0
Rigger 0 1 1 0
Attendant 0 1 1 0
Ground Support 0 4 4 0
Edge Person 0 1 0 0
Shoring 0 0 0 5
Total Personnel 14 14 14 14

The previous tables illustrate the needs for a sampling of hazardous materials and
technical rescue incidents as there are numerous others, such as elevator rescues which
are a common occurrence in the Town. Each of the technical rescue incidents will require
similar numbers of personnel or more depending on the complexity of the incident.
Further, many of the positions require personnel to be certified in those positions or that
particular discipline.

As with the fire protection system, an effective response force is needed for the effective
and efficient delivery of emergency medical services. A task analysis for emergency
medical calls analyzes three different types of calls or patient conditions. These three
types of calls usually require the most effort on the part of the response team, which is
why there are occasions when LBTS VFD responds to assist AMR on medical calls. Other
calls or patient types can generally be handled with two or three personnel. Many times,
especially in trauma calls, there are multiple patients. The table below outlines the tasks
for handling these critical patients and the number of responders it may require for a
successful outcome. It is important to note that some tasks are accomplished by the
same personnel, so the total is not simple addition of the positions noted.
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Critical Tasks for Effective Patient Care

Critical Task Cardiac Stroke Multi-System
Arrest Trauma

Patient Assessment 2 per patient 2 per patient 2 per patient

Airway Management/Intubation 2 per patient 2 per patient 2 per patient

Cardiac Defibrillation 1 N/A N/A

CPR 1 N/A N/A

EKG Monitoring 1 1 1

IV/Pharmacology 1 1 1

Splint/Bandage/Immobilization N/A N/A 1

Patient Lifting/Packaging 2-4 2-4 2-4

Medical Information Collection 1 1 1

Total per Patient 6-8 5-7 6-8

Based on the staffing model in Lauderdale-By-The-Sea, the current system provides two
personnel on basic life support calls and up to seven (7) personnel on advanced life
support calls. This generally provides the number of personnel to those critical calls as
outlined in the previous table. Multi-system trauma calls are typically auto accidents or
other type of calls that would also receive an engine company with three additional
personnel to assist the ambulance crew.

Department Capabilities

Geographic Information Systems (GIS) technology data was used for the evaluation of
resource concentration.

The map that follows illustrates the concentration of resources with an 8-minute urban
benchmark travel time based on the LBTS VFD and mutual aid stations for a 15t and 2nd
alarm assignment as outlined in the Broward County Mutual Aid Plan for District 12.
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This assumes the resources are responding from their respective stations. The northern
sections of Lauderdale-By-The-Sea Beach have a range of 14 to 28 personnel and moving
south that increases to the range of 19 to 25 personnel. Just north of station 12 is an
area that can achieve as many as 26-32 personnel.
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The following map illustrates the concentration of resources using a 12-minute travel
time that mirrors the travel time using the same stations for emergency response.
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As illustrated, the majority of the town, except for the extreme southwestern corner can
achieve 26-32 personnel on scene within 10-mutes travel time.

The concept of distribution and concentration of resources can be influenced by other
contributing factors including unit hour utilization and concurrent calls for service.

There are different ways to calculate unit hour utilization. In the private sector the number
of transports is used to provide this utilization rate as their focus is profit. For purposes
of this report, unit hour utilization is calculated by taking the total hours the unit is
committed to an incident divided by the total available hours as the focus is more on the
delivery of service and availability for the call volume. Expressed as a percentage, it
identifies the amount of time the unit is committed but more importantly the amount of
time the unit is available. There is no standard that addresses the unit hour utilization
rates for emergency services. There has been some national discussions and data to
support a 30% unit hour utilization rate as the upper limit for utilization and the point at
which additional resources are needed to support the emergency response system. Using
a 24-hour shift as a base, a 30% unit hour utilization rates means the unit is committed
approximately 8 hours of the shift. However, within the framework of the 90™ percentile
performance standards for response time, the amount of available time can have an
impact in meeting the response time standard. If utilization rates are too high the units
are often unavailable for immediate response and units from another station must
respond to service the call. A one size fits all approach does not work well as there are
numerous variables in the community. Using 20% unit hour utilization as a point to begin
further evaluation of the response system provides the community with the opportunity
to address the issue before it becomes critical.

The following tables illustrate the unit hour utilization for the past three years of Engine
12 as it is the first unit dispatched to emergencies by Broward County and staffed 24
hours per day. Engine 12 Unit Hour Utilization 2020

Hours Utilized % of Utilization Avg. Call Duration
180:33:34 2.01% 19:09

As illustrated, Engine 12 is utilized approximately 2.01% of the hours it is in service. The
engine is not over utilized, nor approaching the threshold where placing an additional unit
in service should be considered.
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Recommendations:

« Add a turnout time performance standard of 1 minute 20 seconds 90% of the time to
the VFD contract.

« Add a travel time performance standard of 6 minutes 30 seconds90% of the time to
the VFD contract.

« Continue to be a signatory partner on the Broward County Consolidated Mutual Fire,
Rescue, Emergency or Disaster Interlocal Agreement.

« Continue to staff a command position and deploy the engine company with a
minimum daily staffing of three (3) personnel.
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Organizational Analysis

The design of an organizational structure to best meet the needs of an agency is not only
predicated on the traditional command and control within the Fire Department, but also
to help define job duties and responsibilities, ensure efficient and effective workflow,
establish a reporting hierarchy, and ultimately determine appropriate lines of authority
and accountability. To accomplish this, the design of an organizational structure and
placement of employees within the organization should be established on key principles
that provide the organizational cohesion necessary to accomplish the primary mission of
the Department. These principles include:

« Accountability and responsibility are clearly identified: The organizational structure
must be consistent with the concept that clear lines of authority and decision making
are essential for any organization to achieve excellence. Areas of responsibility are
clearly delineated, and points of accountability are readily identifiable.

« Span of control or communication is optimal: Effective organizations are structured
so that lines of communication are identifiable and where there are multiple reporting
relationships, responsibility for communication and control are clearly identified and
understood.

« Coordination of Work Efforts: The organizational structure should facilitate
communication and working relationships among staff and work units. Many
functions need close or indirect alignment to maximize efficiency and effectiveness.
The structure should also provide easy identification of job function to people outside
the Department, including other Departments in the Town and other fire service
agencies.

- Degree of Organizational Risk: This relates to how much risk a function incurs if an
activity is not performed or is performed poorly. Risk might involve tactical, financial
or political concerns. Generally, higher risk functions have closer management
oversight.

« Supervisor and Management Span of Control: This relates to whether supervisors are
fully devoted to overseeing a select few primary activities or a broader set of duties
and responsibilities. Appropriate spans of control are related to both the number of
staff directly supervised as well as the complexity of activities overseen.

Nationally recognized best practice for span of control in highly technical and
professional positions is to limit direct reports typically to five or six positions.

According to Section 3.2 of the Fire Protection and Fire Prevention Services Agreement
the LBTS VFD is required to maintain a minimum of one (1) Fire Chief, one (1) Deputy
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Chief, one (1) Battalion Chief, one (1) Safety Officer, one (1) Fire Inspector, one (1)
Training Officer and one (1) Fire Administrator. The following organizational chart
illustrates the current organizational structure of the LBTS VFD.

Lauderdale-By-The-Sea Volunteer Fire Department Organizational Chart

Fire Chief
|
\ \ I \ \
Assistant Fire Deputy Fire Executive . . .
Chief Chief Secretary Battalion Chief Fire Marshal
Captain
Lieutenant Lieutenant Lieutenant
Driver / Driver / Driver /
Engineer Engineer Engineer

Firefighter Firefighter Firefighter

As illustrated above there are several positions required by the contract that are not
included in the organization chart and others that are included that are not mentioned in
the agreement. Currently the Assistant Chief is serving as the Training Officer, The
Battalion Chief is serving as the Safety Officer and the Fire Marshal is serving as the
required Fire Inspector. It is also important to note that the Captain also functions as a
Shift Commander in current operations.

The above organizational structure was developed when leadership positions were voted
on annually. To clearly represent how the Volunteer Fire Department is operating today,
the following organizational structure is recommended.
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Fire Chief

Lauderdale-By-The-Sea, FL

Assistant Fire Chief Deputy Fire Chief (3) Executive Secretary

Lieutenant (3)

Driver / Engineer

Firefighter

Fire Marshal /
Inspector

Asst. Fire Marshal
/ Inspector

In this structure it is recommended that each of the Deputy Fire Chiefs be trained to meet
the National Fire Academy requirements for an Incident Safety Officer to comply with the
Safety Officer requirement. The Captain is upgraded to a Deputy Chief position this
position is already functioning in that role. The Assistant Fire Chief would continue to
serve as the primary Training Officer and Information Systems person in the Department.
The duties and responsibilities assigned to the personnel would be as follows:

LBTS VFD Duties and Responsibilities
Title Duties

« Overall Department Leadership
« Develops and Manages the Budget

Fire Chief

« Reviews and Approves Purchases

« Develops Apparatus Specifications
« Develops and Updates Policies and

Procedures

+ Training Development

Assistant Chief + 1SO

« Professional Development

+ Information Systems

+ Fire Operations

Deputy Fire Chief -1 + Fleet Services

« Incident Safety Officer
* Incident Commander

Matrix Consulting Group

49

Page 65 of 102



Draft Audit of the Volunteer Fire Department Lauderdale-By-The-Sea, FL

Administration

Payroll

Human Resources
Town Liaison

Health and Safety
EMS

Mental Health
Incident Safety Officer
Incident Commander
Fire Prevention

Executive Secretary

Deputy Fire Chief -2

Fire Marshal / Assistant Fire Marshal + Public Education
+ Fire Inspections
+ Logistics
+ Support Services
. . - Staffing
Deputy Fire Chief -3 . Ocean Rescue
« Incident Safety Officer
+ Incident Commander
Lieutenant « Training
Lieutenant + Equipment Maintenance
Lieutenant + Fleet Services

The Fire Chief currently serves in a part-time capacity. There is discussion in the Town as
to whether this should become a full-time position in the Department. The main concern
is the lack of interaction between the Chief and other critical Town functions. Based on
review of the workloads in the Department and how services are currently provided,
utilizing a part-time Fire Chief can continue to serve the Town well. The key change needs
to be to the contract and defining expectations for the Chief to maximize engagement in
the Town during work hours. These will be further discussed in the contract analysis
chapter which follows this section of the report.

This section of the report evaluates the effectiveness of the Fire Prevention efforts of the
VFD. The importance of effective fire prevention services was brought to public attention
with the publishing of America Burning in 1973, and in that report, public education was
identified as a major goal for the national fire service. It wasn’t until the late 1980’s that a
few departments became active in the public education and then life safety education
became more widespread in latter part of the 1990’s. The annual fire loss data clearly
illustrates that the increased delivery of these programs along with stricter fire codes has
resulted in the reduction of the incidence of fires and life loss due to fire in the country.

The Lauderdale-By-The-Sea Volunteer Fire Department has a well-defined fire prevention
program and adheres to several best practices, these include:
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« The Town has adopted fire prevention and building codes.

« All buildings requiring a fire inspection are inspected at least annually for compliance
with applicable fire protection laws and local jurisdictional ordinances.

« Engine company personnel are involved in the annual inspection process.

« There is adequate staff with specific expertise to meet the goals and objectives for
fire prevention services relative to the community risk of the Town.

« The Fire Marshal is trained in Fire Investigation and has regional support for the
investigation of large suspicious fires.

The following table illustrates the workload in Fire Prevention related to annual
inspections:

Inspection Activity 2018 2019 2020

Annual Inspection 506 446 441
Re-Inspection 185 32 43
Permit Inspection 233 511 400
Complaint Inspection 13 8 17
Vacation Rental 0 60 46
Event 0 1 4
Tax Receipt Inspection 0 42 33
Vacant Occupancy 0 16 17
Total 937 1,116 1,001

As illustrated above, the inspection workload is manageable for a single position in this
area of the department. There are opportunities for improvement in Fire Prevention,
specifically related to succession planning. There is currently only one person working in
this area of the organization and without effective succession planning and developing
personnel to have the required certifications to conduct inspections, fire investigations
and public education activities the Department would have difficulty fulfilling fire
prevention needs in the event of a vacancy in the Fire Marshal position. The VFD would
benefit by training an Assistant Fire Marshal / Inspector that meets the requirements of
the Fire Marshal position and fill in during any short or long-term vacancies in the Fire
Marshal role.

It is also a best practice to conduct public education programs that target the specific
risks, behaviors and audiences identified through analysis of emergency response
incident data. Currently the only public education efforts identified are station tours, car
seat installations, citizen outreach and smoke detector/fire extinguisher training. The
department would benefit from conducting an annual analysis of the causes of
emergencies in the Town and developing public education courses to reduce the
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occurrence of these events. This could include topics such as cooking fire prevention, fall
prevention, etc.

Recommendations

« Change the organizational structure to include one (1) Fire Chief, three (3) Deputy Fire
Chiefs, one (1) Assistant Chief of Training, one (1) Fire Marshal/Inspector, one (1)
Assistant Fire Marshal/Inspector and one (1) Fire Administrator.

« Develop a succession plan in the Fire Prevention Division to develop personnel to
assist in this function.

« Conduct an annual evaluation of emergency calls to determine specific public
education topics to mitigate risks present in the Town.

The Training Division in any fire department is typically considered a major function and
is generally responsible for the basic training received by new recruits, as well as the
continuing education of the existing workforce. Training programs include fire
suppression, emergency medical treatment, hazardous materials, technical rescue,
officer development as well as basic perishable skill training. The Department has
established minimum training requirements for all positions in the organization.

Continuing education is the major focus of the Training Officer within the Fire
Department. The Fire Department places a considerable emphasis on its training
program, offering training opportunities through both an online platform and in person
classes to ensure all members receive 18 hours of training per month. The Chief works
with the Training Officer to develop a monthly training plan. Training sessions are held
Monday and Thursday evening and Saturday morning to maximize the ability of personnel
to attend training sessions. Specialized training is conducted through a cooperative
agreement with Coral Springs Regional Institute of Public Safety. In 2020 this training
included:

« Introduction to LBTS VFD equipment and procedures with skills assessment (2x per
year)

« Hose line, high-rise, search and rescue and Rapid Intervention Team operations under
smoke and live fire conditions (2x per year)

 Driver Engineer Apparatus Hydraulics
« Driver Engineer Apparatus Operator
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In 2020, there were approximately 6,886-man hours of training completed by members of
the Department. A review of departmental training records indicated a broad spectrum of
topics taken by the membership of the Department, much of which corresponds to the
risks found in the Town, such as high-rise operations, ocean rescue, fire alarm systems
and rescue and extrication.

The training component of the LBTS VFD generally complies with best practices for an
organization of their size and complexity but could benefit from enhancements to the
training program. These improvement opportunities include:

« Conducting multi-company evolution training drills with Fort Lauderdale and
Pompano Beach to ensure effective performance on high-risk/low frequency events
such as high-rise fires.

« Conducting a formal annual evaluation of the training program to ensure the program
is in compliance with State regulations and meeting the organizational needs.

Recommendations

«  Work with the Fort Lauderdale and Pompano Beach Fire Departments to conduct
annual multi-company training drills on high-risk/low frequency events.

« Continue to offer training options both online and in person to maximize volunteer
participation in training programs.

« Conduct an annual evaluation of the training program to ensure it remains in
compliance with State regulations and meets the training needs of the members and
Department.
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Contractual Review

This section includes the Review of the existing contract and improvement opportunities
moving forward with the Town contracting for Fire Services.

Contract Management and Administration Overview

A review of a contract can be placed in context of several contract management activities
that can be summarized by the following graphic:

Contract Administration

Performance
Monitoring

Financial
Monitoring

Compliance
Monitoring

Core CM

activities

Relationship
Management

Contract Management

In brief, an effective contract contains six elements to allow for best-practice contract
administration and management. These six elements are inter-related and often
overlapping but provide a context in which the efficacy of a contract can be examined.
With respect to this engagement, those three items under contract administration are
reviewed.
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While the assessment of contractual obligations is not intended to offer a legal
perspective, our review of the existing contract does allow for the identification of
potential areas in which contract enhancements, deletions, or other edits could occur
consistent with best practices in contract management, operations, etc. The
observations noted are intended to provide feedback which should help strengthen future
contracts for Lauderdale-By-The-Sea with respect to emergency service delivery.

Compliance monitoring entails three key aspects related to this contract administration
area:

« The contract is written such that methods are clearly available to ensure the terms
and conditions of the contract are appropriately executed.

« That contract compliance monitoring is regularly performed.

« That upon completing compliance monitoring, it can be determined that the execution
of the contract conforms to its intent.

The current contract language has created some level of confusion among different

parties as it relates to a key element of its execution. The relevant contact language that

leads to misinterpretation is abstracted below:

Article 2 Section 2.1.5 — The VFD shall provide beach first responder services, operating
on a part-time basis, to promote safety and fire prevention and provide surveillance of
and first responder services at all beach areas within the Town.

2.7.5.7 - The VFD shall maintain a presence in the beach areas for emergency
situations according to a schedule approved by the TOWN, during special events,
or upon request of the Town Manager.

The project team found no evidence of a formal beach patrol schedule that has been
approved by the Town. The following table illustrates the number of beach patrol hours
conducted by the Fire Department in 2018 - 2020.
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Beach Patrol Hours 2018 - 2020

Year/Hours 2018 2019 2020
Hours 795 460 271*

It is important to note that the COVID 19 pandemic did cause beach closures in 2020, but
there was also a significant reduction in patrol hours from 2018 to 2019.

Section 2.4 - Fire Marshal Services: The VFD shall retain a qualified Fire Marshal to
provide the services specified in this Section. The selection of the Fire Marshal shall be
subject to the prior written approval of the Town Manager. Within no more than 60 days
following receipt of a written notice of the Town Manager’s dissatisfaction with the Fire
Marshal, the VFD shall replace the Fire Marshal with another qualified Fire Marshal, and
this selection of the replacement Fire Marshal shall also be subject to the prior written
approval of the TOWN.

The project team found no evidence of succession planning for the Fire Marshal position
in the VFD. The 60-day requirement for a replacement is unrealistic in terms of allowing
proper recruiting, interviewing and onboarding a new Fire Marshal.

Article 3 Section 3.2 — The VFD shall maintain the following personnel at a minimum
during the term of this Agreement: one (1) Fire Chief, one (1) Deputy Fire Chief, one (1)
Battalion Chief, one (1) Fire Administrator, one (1) Safety Officer, one (1) Fire Inspector
and one (1) Training Officer.

As discussed in the organizational assessment chapter of the report. The current staffing
requirements do not reflect how the VFD staffs and operates on a daily level. The
positions listed are from a period when there was annual voting by the membership on
who would serve as command staff. Currently the Fire Chief appoints these positions.
Also, there are positions listed where the position listed is being filled by another position
and no longer is needed as the position is more functional in nature and not part of the
daily staffing needs. This includes the Fire Inspector as these duties are handled by the
Fire Marshal, the Safety Officer as these duties are handled by the Battalion Chief and the
Training Officer as these duties are handled by the Assistant Chief.

Article 4 Section 4.2 - The TOWN and the VFD will consult with each other in advance
of purchasing fire apparatus and equipment.

This section lacks two distinct areas that are needed to ensure the VFD maintains an
appropriately sized fleet and has plans and funding in place for the replacement of the
vehicles and apparatus at appropriate timelines. The only area in the contract that
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stipulates the number and type of vehicles is in Article 2 Section 2.1, Subsection 2.1.5.4
where there is a requirement to operate two (2) all-terrain vehicles (ATV'’s) for providing
first responder emergency services. The following table illustrates the current apparatus

and vehicles in use by the VFD.

Unit ID Year Description Type

Engine 12 2012 E-One Type 1 Engine
Squirt12 1995 Pierce Ladder Truck
Engine 212 1994 Pierce Reserve Engine
Tower Ladder 12 1989 KME/Grumman Reserve Ladder
Command 12 2016 Chevrolet Tahoe Command
Utility 12 2007 Ford F250 Pickup Utility
Prevention 12 2017 Chevrolet Colorado Fire Prevention
Marine 212 2016 Yamaha, Jet Ski Marine Unit
Marine 12 2017 Yamaha, Jet Ski Marine Unit
Ocean Rescue 212 2016 Polaris Ranger 6x6 Ocean Rescue
Brush/Water Tank 2018 Polaris Ranger 1000 Utility

Ocean Rescue 12 2019 Polaris Ranger 1000 Ocean Rescue
Ocean Rescue 312 2020 Polaris Ranger 1000 Ocean Rescue

As illustrated above the VFD currently has a front-line engine and ladder truck as well as
a reserve engine and ladder truck. They also have three (3) staff vehicles, two (2)
watercraft and four (4) ATV's.

It is very uncommon for an agency the size of LBTS VFD to maintain a reserve ladder
truck as if the front-line unit goes out of service this resource is immediately available
from both Fort Lauderdale and Pompano Beach and can be immediately dispatched to
an emergency requiring a ladder truck. The VFD also has three (3) Ocean Rescue and one
(1) Brush Fire ATV'’s, which is two (2) more than required by the contact.

The Town and VFD should work together to develop an apparatus inventory requirement
and replacement plan for the proper planning and funding of apparatus and vehicle
needs. The following are the recommended number of vehicles and timelines for
replacement.

Front Line Years Reserve Years
10 1
15

Vehicle Type Number
Engine

Ladder

Staff

Jet Ski

ATV Ocean Rescue

ATV Brush/Water

_NNW-=N
A A bhoO
OO0 OO oOoOo
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In this scenario the VFD and Town would plan for the replacement of an engine every 10
years, the ladder every 15 years, one (1) staff vehicle every two (2) years, one (1) jet ski
every two years, one (1) ocean rescue ATV every two (2) years and the Brush ATV every
four (4) years.

Article 7 Section 7.1 — The contract language requires the Fire Chief, Deputy Chief or a
Battalion Chief to be on duty twenty-four (24) hours a day, seven days a week during the
term of this Agreement with NO EXCEPTIONS. Currently it is practice to allow the Captain
to also serve as Shift Commander to meet this requirement. As the Captain is functioning
as a Shift Commander the position should be reclassified to a Deputy Chief to ensure a
consistent chain of command.

While the language requires a Fire Chief, there is no discussion on expectations of this
position. The contract should have clear direction as to how the Chief is expected to
interact and participate with other key leadership positions in the Town. Examples may
include the following:

« Attendance at weekly department head meetings with the Town Manager.

« Attendance at Town Commission meetings with a presentation quarterly regarding
Fire Department workloads and performance.

« Other key meetings or events typically attended by Town leadership.

Financial monitoring is another important aspect of contract administration. This entails
consistent performance related to the monitoring of revenues, expenditures and the
associated formulas used to derive any cost allocation. Ultimately, documentation should
be available to any contractual party such that an annual audit can be conducted
consistent with Generally Accepted Government Auditing Standards (GAGAS).

As noted, the existing contract between the Tow and Lauderdale-By-The-Sea can be
improved in subsequent versions and financial monitoring is one additional component
to ensure both parties receiving proper financial benefit from the agreement.

Article 6 — Payment for Services — The contract language requires the that an annual
accounting of expenses be performed to allow a true-up by November 30 each year. There
is no provision in this section requiring an annual audit of expenses by the VFD to ensure
monies expended were in line with the approved budget by the Town Commission.

This type of audit would require such data as:

« Full accounting of stipend payments to ensure all IRS and FLSA provisions are being
fully adhered to.
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+ Detailed accounting data of all income and expenses to ensure proper account coding
and controls.

It is important to note that the financial benefit or disadvantage to either party in this

interlocal service agreement is presently unknown since there is no audit of how true-up

costs are calculated and arrived at.

Performance monitoring provides the basis for ensuring that services contracted for are
appropriately delivered. In effect, best-practice service contracts should stipulate various
standards of performance such that the contract recipient can ensure services are
delivered within expected benchmarks.

A review of the existing Service Agreement between the Town and VFD indicates there
are minimal performance standards within the contract and those that included are not
clearly defined. By example, there is a requirement that the first fire apparatus shall
respond within nine (9) minutes to a minimum of 90% of all emergency fire rescue calls
each month; however, there are no written explanation of what is meant by “respond” or
an “emergency call”. While there is a requirement for the VFD to provide a monthly report
on call and personnel response to the Town Manager and Town Clerk, there are no
provisions for the VFD to periodically report their performance to the Town. The
performance measures section of this report provides a basis for how this section of the
contract should be developed to ensure consistent monitoring and reporting of system
performance.

In sum, the current interlocal service agreement has opportunity for improvement as it
relates to incorporating important service delivery performance expectations that should
be regularly monitored and, if not accomplished, ultimately addressed.

The Town of Lauderdale-By-The-Sea can continue the agreement as written. However, the
project team has made several recommendations for improving the terms of the contract
with the VFD.

Recommendations:

« Add contract language outlining the staffing expectations of beach patrol to allow the
VFD to properly plan the staffing of this function.

« Add contract language authorizing an Assistant Fire Marshal position, with an
effective hourly rate, that is qualified to serve as the Fire Marshal in both the absence
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of the current Fire Marshal and if a vacancy in the position occurs to allow proper time
to fill the vacant position.

- Amend the contract language to require one (1) Fire Chief, three (3) Deputy Fire Chiefs,
one (1) Assistant Chief of Training, one (1) Fire Marshal/Inspector, one (1) Assistant
Fire Marshal/Inspector and one (1) Fire Administrator.

« Clearly define the expectations of the Chief position and how it interacts and
participates with other key Town leaders.

« Retain a firm to conduct an annual audit of the revenues and expenses of the VFD.

« Develop an apparatus and vehicle inventory requirement and replacement plan to
allow the proper planning and funding for apparatus and vehicle purchases.

« Develop key performance indicators to allow objective measurement of emergency
service delivery. These should include turnout time, travel time and a definition of what
constitutes an “emergency call”. Require a quarterly presentation of system
performance to the Town Commission by the Fire Chief or designee.
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Facility Assessment and Space Needs

In addition to conducting a staffing and resource analysis for Fire operations, the project
team conducted a facility condition assessment of the Volunteer Fire Department. The
project team was onsite in July 2021 to meet with fire and other Town staff to walk
through the current fire facilities and site to assess their conditions and to discuss future
space needs.

This chapter will outline the current strengths as well as opportunities for improvement
of the current facilities and identify future space and facility needs.

The current fire station was constructed in the 1960’s and since then several minor
renovations have been completed. The station was originally designed to serve as a
volunteer station and does not meet modern fire facility amenities and design standards.
As the Department has grown and added staff and equipment, the building has been
modified to help augment spatial shortfalls. This includes the construction of a canopy
to the north of the building that provides limited protection from the elements. Moreover,
the current station does not have office space for administrative personnel.
Administrative staff are housed north of the Town Hall campus in a repurposed hotel.

There are multiple challenges with the existing facilities. These challenges are outlined
below:

« Equipment and apparatus bays are inadequate. ATVs and Jet Skis are parked on the
front lawn of the fire station and not protected from the elements, impacting the
overall condition and life span of critical equipment. Nor is the equipment secure.

« Reserve apparatus is partially parked under the canvas canopy attached to the north
side of the station. All apparatus should be housed indoors, especially in a highly
corrosive environment that is present in a coastal community.

« Apparatus bays are not adequately sized for modern sized equipment. To check
supplies and equipment, trucks must be pulled outside to conduct these checks. This
is not ideal during inclement weather.

« Staff fire protection equipment is stored in close proximity to the apparatus bays and
not properly vented to exterior.

« There is no apparatus exhaust ventilation system installed in the apparatus bays.

« Supplies and equipment are stored in plastic sheds under the canopy in an attempt to
protect them from the elements.
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« Additional supplies and equipment are stored under the canopy when they should be
stored in climate controlled areas.

« There is one small restroom and shower in the fire station.

- Staff are comprised of mixed gender shifts. All staff cohabitate in the living area of
the station. There is no separation of sleep areas by gender. Staff should be provided
individual sleep areas.

« Staff do not have adequate food preparation areas. Staff may use Jarvis Hall for food
preparation, which may impact turnout times for personnel.

« The station is constructed at grade and has limited protection from street flooding or
storm surge.

« Administrative areas are separated from the fire station and on duty personnel.
Challenges exist with the current administrative suite as it is comprised of multiple
renovated hotel rooms.

« There is limited availability of training space for staff.
« There is limited ability to expand the current station due to adjacent site restrictions.

« The current facility is not designed to meet FEMA 543 Design Guidelines for Critical
Facility Safety from Flooding and High Winds.

As noted in the points above there are many challenges associated with the current fire

facilities. The project team was tasked with evaluating the current and future space needs

for the Fire Department.

The project team was tasked with identifying the space needs of the Fire Department.
The Town also has contracted law enforcement and emergency medical services (EMS)
staff that are in the same renovated hotel as Fire administrative personnel. Also, these
two public safety entities have spatial challenges for their staff and equipment. Therefore,
the project team interviewed staff from the Broward County Sheriff's Office (BSO) and
American Medical Response (AMR) who provide the contracted law enforcement and
EMS services, respectively, to understand their space and facility needs.

To understand the total space needs of public safety and emergency services in the
Town, appropriate staff were provided an opportunity to discuss the types of spaces they
would need in a new public safety facility. The end result of this engagement will be an
architectural space program, which outlines the individual space components of a new,
consolidated public safety facility.
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There are several steps in order to develop the total space needs associated with a new
facility:

« The project team developed a list of space types that would be required in a new
facility.

« A square footage was assigned for the functionality of each space.
« The total departmental square footage needs by space type is determined.

« A departmental circulation factor is added to account for internal circulation, interior
walls, mechanical spaces, etc. and added to the total departmental square footage.

« Finally, a building grossing factor was added to account for exterior wall thickness,
building support spaces (e.g. HVAC mechanical room, stairs, elevator, etc.) and to
determine the total building size.

In order to better understand the components of a space program, the following five items

are included in the space program tables:

1) Space name is the nomenclature used to identify individual spaces or the user of
a particular space.

2) # of Occupants / Space identifies the total number of spaces for the space type or
the number of individuals who are in a shared space.

3) Space Standard refers to the standard size associated with that space. The space
standard is exclusive of the surrounding walls or circulation areas, etc. This is the
internal area of an individual space (e.g. the internal dimension inside of an office).
This is also classified as the Usable Square Footage (USF)

4) Total USF refers to the total space needs dedicated to that space type. (Projected
# of Staff/Space multiplied by the Space Standard). This calculation provides the
total usable square footage needed for the respective space type.

5) The Notes column is utilized to provide pertinent details about the individual
space, it may include dimensions, furnishings, adjacencies, etc.

Additional terms that are used include several expressions that are related to spatial area
and size.

« Thefirstterm used is “usable square footage” as discussed previously. Usable square
footage (USF) refers to the internal area of a space. This is the internal area inside the
walls of a specific space. Square footage does not include wall thickness, circulation
space, mechanical chases, etc.
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« The second term used is a departmental circulation factor. Circulation factor refers
to the square footage associated with usable space and includes circulation space,
internal wall thickness, etc. The circulation factor is typically calculated by adding the
usable square footages together and applying a percentage. The circulation factor
varies depending on the type and size of the space.

« The third term is departmental square footage which takes the total usable square
footage for a particular area and adds the departmental circulation factor to
determine the total departmental square footage for that particular area.

« The fourth space term presented in the space program is building square feet.
Building Square Feet (BSF) incorporates all of the building’s elements including the
exterior walls. For one story buildings it is the total square footage of the building’s
footprint.

The calculated building square footage is used by the architect to develop schematic

designs of a new facility. This space program only analyzed the space needs for the

facility and does not consider site needs (e.g. parking spaces, land area, etc.). Overall, a

space program is developed to provide an estimated square footage for a new facility

and to specify parameters for an architect to begin developing schematic design and site
plan options.

A space program was developed for Fire, EMS, and the BSO. Also, spaces that could be
shared by all three entities were included under a shared space table. The following
tables summarize the space needs by functional area.

Fire Department Space Needs

# of
Space Name Occupants Space Total USF Notes
Standard
/ Spaces
Fire Administration
Chief 1 250 250 Private office, desk and table
for four.
Admlnlstratlve 2 100 200 Shared offlce with two
Assistant workstations.
Fire Marshall / Private office with desk, work
1 150 150 .
Inspector table, and 2 chairs.
Unassigned Office 1 100 100 Prlvgte office with desk and 2
chairs.
Conference room with
Conference Room 12 20 240 seating for 12.
Administrative 1 100 100 Secure storage adjacent to
Storage Administrative Assistant.
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# of

Space
Space Name Occupants Standard Total USF Notes
/ Spaces
Secure storage adjacent to
Records Storage 1 50 50 Administrative Assistant.
General Supply General office supply storage
1 100 100
Storage area, secure.
Public Education 1 100 100 Adjacent storage area to Fire
Storage Marshall.
Telecom Closet 1 25 25 Secure network closet.
Restroom 2 60 120 Two unisex restrooms.
Janitor's Closet 1 40 40 Storage area with mop sink.
Total Net Square Feet 1,475
Departmental Circulation: 30% 443
Total Departmental SF 1,918
Operations
Apparatus Bay 3 900 2,700 |anncgh bay is 18" wide by 50
ATV storage bay, may share
ATV Bays 4 100 400 with BSO ATV bay. Adjacent
to Jet Ski storage.
Jet Ski Bays 2 150 300 Adjacent to ATV storage.
Gear Room 50 2 350 G'ear storage area with open
air lockers.
Room for Cascade
Cascade / SCBA 1 125 125 equipment and bottle
storage.
Washer / Extractor 1 125 125 quher and extractor room.
Adjacent to bays.
Supply Storage 1 100 100 Secure supply storage.
Equipment Storage / Equipment storage area with
Work Room 1 200 200 work bench.
Hose Tower 1 125 125 Hose drying area with racks /
tower.
Decontamination Area to hose off PPE and FF.
A 1 100 100 Adjacent to apparatus bay or
rea o .
on building exterior.
Total Net Square Feet 4,525
Departmental Circulation: 10% 453
Total Departmental SF 4,978
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Space
Space Name Occupants Standard Total USF Notes
/ Spaces
Staff Support
i?éf; Officer Work 1 100 100 Private office for shift officer.
Staff open workstations with
Staff Work Area 3 36 108 computer and desk chair.

. Individual sleeping area with
Sleeping Quarters 8 125 1,000 single bed, desk, and chair.
Restroom 3 60 180 Three unisex restrooms.
Shower 2 40 80 Two unisex showers.
Kitchen 8 25 200 Dedicated kitchen for fire

personnel.
- Dining area adjacent to
Dining 8 15 120 Kitchen.
Living Area 6 30 180 L|V|pg area with six lounge
chairs.
Janitor's Closet 1 40 40 Storage area with mop sink.
Laundry room with
Laundry Area ! 100 100 household washer and dryer.
Total Net Square Feet 2,108
Departmental Circulation: 30% 632
Total Departmental SF 2,740
Total Fire Department Square Feet 9,635

A total of 9,635 departmental square feet is recommended for the Fire Department.
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EMS Space Needs
# of Space
Space Name Occupants P Total USF Notes
Standard
/ Spaces
Sleeping Quarters 6 125 750 Individual sleeping area with

single bed, desk, and chair.

Kitchen area with stove,

Kitchen & Dining 6 40 240 refrigerator, cabinets, and

Room dining area for 6.
- Living area with six lounge

Living Area 6 30 180 chairs and TV.
Restroom 2 6 12 Two unisex restrooms.
Shower 2 40 80 Two unisex showers.
Storage 1 150 150 Secure storage.
Ambulance Bay 2 360 720 ég.’b“'a”ce bay that is 12" x

Total Net Square Feet 2,132

Departmental Circulation: 25% 533
Total Departmental SF 2,665

A total of 2,665 departmental square feet is recommended for EMS operations. This
includes both staff and operational areas.

Law Enforcement Space Needs

# of

Space
Space Name Occupants Standard Total USF Notes
/ Spaces
Staff Areas
Captain 1 250 250 Private office, desk and table
for four.
Lieutenant 1 175 175 Private office, desk, and
small table.
Shared office with four
Patrol Sergeant 4 75 300 workstations.
Detective 3 75 295 shared offlce with three
workstations.
Administrative Private office with
Support 2 100 200 workstation and 2 chairs.
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Space
Space Name Occupants Standard Total USF Notes
/ Spaces

Administrative Secure storage adjacent to
Storage 1 100 100 office area.
Administrative 2 50 100 2 unisex restrooms.
Restroom
Records 1 60 60 Secure record storage.
Multipurpose Meeting room with seating
Meeting Space 12 20 240 for 12.

: Adjacent to public lobby. 2
Interview Room 2 100 200 chairs and table.

. Includes a bench and
Holding Cell 2 70 140 combination toilet and sink.
Evidence Storage 1 100 100 Evidence storage lockers.
Equipment Storage 1 100 100 Secure storage room.
Firearms Storage / 1 100 100 Secure room that includes a
Work Area small work bench.

Janitor's Closet 1 40 40 Storage area with mop sink.
Total Net Square Feet 2,330
Departmental Circulation: 30% 699
Total Departmental SF 3,029
Support Areas
Large Evidence Storage area on exterior of
Storage ! 200 200 building for bulky items.
Indoor parking area for
Motorcycle Storage 1 100 100 motorcycle.
. Indoor area for bike storage
Bicycle Storage 1 150 150 with wall mounted racks.
Indoor ATV storage area,
ATV Storage 4 100 400 adjacent to Fire ATV storage.
. Includes counter, sink,
Kitchenette 6 25 150 refrigerator, and coffee pot.
Telecom Closet 1 50 50
Full size lockers with
Male Locker Room 25 7 175 adjacent bench.
Female Locker 15 2 105 Fu!l size lockers with
Room adjacent bench.
Male Shower 2 40 80 Full size lockers with

adjacent bench.
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Space
Space Name ()/cg:zs:;s StaF:I dard Total USF Notes

Female Shower 2 40 80
Male Restroom 3 50 150
Female Restroom 3 50 150

Total Net Square Feet 1,790

Departmental Circulation: 30% 537

Total Departmental SF 2,327

Total Fire Department Square Feet 5,356

A total of 5,356 departmental square feet is needed to accommodate BSO operations.

Shared Area Space Needs
# of
Space Name Occupants StSpilce d Total USF Notes
/ Spaces andar
. Shared public lobby for all
Public Lobby 1 150 150 three entities. Seating for 8.
Flexible meeting space with
Community Room 50 15 750 moveable table and chairs.
Adjacent to public lobby.
Community Room Secure storage area adjacent
1 100 100 .
Storage to Community Room.
Community Restrooms off the public
Restrooms 8 50 400 lobby.
Staff Fitness Room 1 500 500 Fitness area accessible from
staff area.
Building Mechanical 1 250 250 Secure room fOI" building
Room mechanical equipment.
Switch Gear 1 50 50 Room adjacent to emergency
generator.
Building Storage 1 100 100 Secure storage.
Total Net Square Feet 2,300
Departmental Circulation: 30% 690
Total Departmental SF 2,990

A total of 2,990 departmental square feet is needed for community and shared areas in a

new consolidated public safety facility.
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The following table summarizes the departmental space needs and the total building
square footage for a new consolidated public safety facility.

Building Square Footage Summary

Agency Departmental SF
BSO 5,356

Fire 9,635

EMS 2,665
Shared Areas 2,990
Total Departmental SF 20,646
Building Grossing Factor (18%) 3,716
Total BGSF 24,363

A total of 24,363 building square feet is needed for a new public safety facility. The
current fire station is approximately 2,500 square feet for the fire station and 7,000 square
feet for the public safety offices (former hotel) for a total of approximately 9,500 building
square feet. The current facilities need approximately 14,863 more square feet to meet
the current space needs.

Parking

In addition to the facility needs for public safety operations, adequate parking for staff
and visitors is required. The following table summarizes the parking needs by area.

Parking Space Needs
Agency Stalls
BSO 16
Fire 10
EMS 6
ADA 2
Visitor 4
Total 38

A total of 38 parking stalls are needed to accommodate the staff, agency vehicle, and
visitor needs for a consolidated public safety facility.
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The primary town complex has limited ability to expand to address the building and
parking needs for a new public safety building. This section will analyze potential options
to address the facility and site needs.

The existing fire station adjoins other town buildings and has limited expansion
capabilities to meet the current need of the Fire Department. The existing site has no
expansion capability without the purchase of adjacent properties. The former hotel
building is a potential candidate for demolition to accommodate the future public safety
facility needs.

Alternative options include utilization of the existing park land between Poinciana Street
and Bougainvillea Drive. However, there are deed restrictions that prevent the
development of this parcel. The adjacent tennis and basketball court along with the public
restrooms may be suitable for a new facility.

Due to current zoning regulations for this site, the building height is limited to 31 feet.
Considering the first floor will primarily house apparatus bays, then any new building will
be limited to two floors unless a height variance is requested and approved by the
appropriate Town bodies. Based on past precedence, it is unlikely that a height variance
would be granted.

The Town currently owns limited undeveloped land on their current campus and therefore
the development of a new public safety facility will require demolition of existing
infrastructure. Two development options are discussed in the next section.

Based on the limited availability of land for a new facility and the height restrictions for
the town campus, the project team is assuming that a two-story building will be
constructed to house public safety operations. Based on the previously detailed space
plan, the foot print of the facility would need to be a minimum of approximately 12,250 to
13,000 building square feet to accommodate a two story building. A range is provided
due to unknown factors related to site, building accessibility, and the final design of a new
facility.

Based on the space program a two-story building will account for the fire operations and
all apparatus / vehicle bays on the first floor and potentially a few support spaces. The
second floor would account for the community spaces, law enforcement and EMS areas.
The foot print of the building need to be approximately 100 feet by 130 feet. A minimum
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width of approximately 90 feet is needed to account for all the apparatus / vehicle bay
access. A minimum of 6 bays are required for three fire apparatus, two EMS units, and
ATV/jet ski storage.

The following graphic overlays the building footprint on an aerial photo of the town hall
campus.

As seen in the previous graphic, the foot print of the new public safety building can be
accommodated at either location.

The following tables summarize the advantages and challenges for both options.
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Option #1
Advantages Challenges
Reuse existing site and does not impact Eliminates 23 parking spaces. Creates
existing recreation amenities. greater parking shortages on the campus.
Additional spaces may be gained by
reconfiguration of the current fire station area
with an additional cost.
Replaces existing inefficient structure with Use primary thoroughfare to back apparatus
new purpose built facility. into bays.
Access directly onto primary thoroughfare. Requires temporary relocation of BSO, EMS,
and Fire staff during construction.
Requires reconfiguration of existing drive
aisle between community center and old
hotel. Impacting site circulation and access.
Option #2
Advantages Challenges

Does not impact existing operations during Removes existing tennis courts.
construction.
Potential option to have drive-through bays or Impacts adjacent public amenities during

double stacked apparatus bays. Greater construction.
flexibility on design.
Could raze former hotel and convert to Eliminates 10 parking spaces. Additional

recreation, greenspace, parking, or other use.  spaces may be gained by reconfiguration of
the current fire station area with an additional
cost.

Based on the above advantages and challenges noted above, Option 2 is a more feasible
option and would have fewer negative impacts. Although it will have a greater impact on
the general public during and after construction with the removal of the tennis courts.

Construction Cost Estimate Ranges for a New Facility

It is important to understand an order of cost magnitude for potential construction or
renovation cost of a public safety facility.

The projected construction cost estimate is in current (September 2021) dollars and is
based on the average construction cost in the region. For average construction cost, the
project team consulted RSMeans 2021 Square Foot Cost Guide — Fire Station / Police
Station to develop construction cost per square foot ranges. However, the project cost
does not account for land acquisition, site development, demolition of existing facilities,
site remediation, financing cost, or utility construction beyond normal circumstances.
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Please note that the cost is in 2021 dollars and does not incorporate inflation or cost
increases for projects that are constructed in the future.

The following table summarizes the construction cost range for a new public safety

facility.
Low High
Facilit BSF
aciiity Cost SF Cost Cost SF Cost
Public Safety Facility 24,363 $350 $8,527,050 $450 $10,963,350

A new public safety facility estimated construction cost is between $8.5 and $11 million.

The construction of any new facility has a fiscal impact on local government operations.
Lauderdale-by-the-Sea has been diligent in their finances and have not financed previous
capital projects. While financing or bonding is an option for local governments, there may
be alternative sources to help reduce the financial impact to the Town.

There are two primary options for governments to alternatively fund capital projects. The
first is through the receiving of grants. The second option is entering into a public private
partnership.

Grants are an excellent way to pay for new public safety facilities as they do not have to
be paid back to the funding entity. Historically there have been numerous grant
opportunities to pay for a portion if not all of a new public safety facility. Grants are often
competitive and may have restrictions and thus may not be eligible for facility
construction. Past and potentially future grant opportunities include:

FEMA Assistance to Firefighter Grants program (AFG)

FEMA Fire Management Assistance Grant Program (FMAGP)

FEMA hazard mitigation grants

FEMA replacement grants for damages due to natural disaster

U.S. Department of Agricultural Rural Community Initiative Program
Department of Energy Sustainability grants.

Department of Justice COPS

Cares Act Funding (2020 and 2021)

Staffing for Adequate Fire & Emergency Response (SAFER) programs
Community Development Block Grant funding (national and state level)
Florida Firefighter Assistance Grant
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Eligibility for some of the grants may be limited or have restrictions. However, the specific
grant parameters for reoccurring grants may change annually and the City may not be
eligible this year but could be next year. To find eligible grants, it is imperative that the
city dedicate resources to track grant opportunities and their application periods.

In July 2021 legislation was initiated in the U.S. House of Representative that was titled
Fire Station Construction Grants Act (H.R. 3728). This program would help local fire and
EMS agencies modify, upgrade, and build new fire stations. The Town should monitor this
pending legislation to see if it passed in upcoming legislative sessions.

A second financing source would be for the Town to enter a public private partnership. A
public private partnership or P3 as it is also known is an alternative financing source. A
municipality would sign a contract with a private company that would be responsible for
the financing and construction of a new facility. The Town would then provide payments
for a set term. Upon completion of the payment term, the ownership of the building would
be turned over to the Town. This approach is a private financing mechanism that is similar
to a municipal bond program. There are various iterations of P3 financing that may result
in faster construction (eliminates a portion of the procurement process) to having the P3
company serve as the property manager during the term agreement. The Town would
have the option to negotiate the terms of the agreement to best meet their needs.

Due to the demographic composition of the Town, grant funding opportunities may be
limited. Also, the P3 approach may pose challenges due to the lower construction cost
as many of these companies are looking for projects with a construction cost many times
greater than what is estimated for this project. The Town should actively search and
apply for grants.
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Fred Powell-Haig, resident, also spoke in support of the Application, noting that the
restaurant has greatly benefited the Community Church.

With no other individuals wishing to speak at this time, Mayor Vincent closed public
comment.

Commissioner Sokolow made a motion, seconded by Commissioner Strauss, to
approve Site Plan modification as presented with no changes to the PILOP

program. Motion carried 5-0.

5. PRESENTATIONS

a. 2021 Fire Prevention Week Proclamation

Mayor Vincent read a Proclamation recognizing the week of October 3-9, 2021, as Fire
Prevention Week. Chief Judson Hopping accepted the Proclamation on behalf of the
Town’s Volunteer Fire Department (VFD).

b. Operations Audits of the Lauderdale-By-The-Sea Volunteer Fire
Department Presentation

Assistant to the Town Manager Neysa Herrera explained that the VFD’s audit was
begun by Matrix Consulting Group. The process includes interviews with elected
officials, Town Staff, the public, and members of the VFD in order to have a better
understanding of the organizational structure. She emphasized that the document is
currently in draft form, with the intent of including more feedback from these sources. A
final report will be presented to the Commission at a later date for adoption.

Robert Finn, representing the Matrix Consulting Group, advised that he was the lead
analyst for the operations audit, which includes a brief overview of findings and
recommendations related to the fire study. The objective of the study was to determine
how well the VFD is working from both an organizational perspective as well as their
overall services as part of Broward County’s regional response system.

The process began with input from elected officials, Town Staff, and VFD personnel at
all levels, followed by a full assessment and profile that were distributed to the Interim
Town Manager and Fire Department to ensure accuracy before findings and
recommendations were developed. Findings determined that call demand is relatively
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low, with approximately 550 calls per year over the last three years. Alarms and fire
calls account for 31% of the total.

Call processing through the Broward County Dispatch Center takes slightly longer than
2021 industry standards, although it was noted that call processing protocols have
changed due to the COVID-19 pandemic. These protocols have increased processing
times from slightly over one minute to just over two minutes. Turnout times, which
account for the time from when dispatch informs the station of a call to when vehicles
leave the station, are at just over three minutes 90% of the time against an industry
standard of one minute 20 seconds for fully staffed stations.

Travel time varies according to traffic and distance, and is consistently below six
minutes 90% of the time. There was no determination of need for an additional station.
The unit hour utilization for the engine is at 2%, which shows no need for the staffing of
additional units. Insurance services organizations have rated the VFD at 2, with 1 being
the highest possible score. Insurance rates are typically the same for residents within a
rating range of 1 to 3.

Vehicles from the Fire Station can reach most of the Town within under four minutes
90% of the time, using existing roads, center lines, and speed limits. Travel time
extends to five minutes 30 seconds only in a small northwest portion of the Town. The
Fire Station is well-located to cover the maijority of the Town. First unit travel time is
typically six minutes, which increases to nine or ten minutes when turnout time is
included.

Lauderdale-By-The-Sea is well-positioned within the regional system, with proximity to
Pompano Beach and Fort Lauderdale as primary regional response partners. Within
eight minutes, as many as 26 to 32 respondents can be on a scene if all units are called
in a timely fashion.

Recommendations were broken down into the following areas:

e Emergency response system: add performance standards for turnout and travel
time to contracts; current staffing is appropriate for first unit response to the
majority of call types

e Organization of the VFD: duties and reporting relationships are consistent with a
traditional Fire Department; positions are appointed rather than voted upon,
which provides greater stability of command and consistency of titles; a
succession plan in fire prevention is recommended; annual evaluation of calls is
recommended to ensure that life safety education matches risks within the Town
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e Training: an increase was recommended, as there is little training between Fort
Lauderdale and Pompano Beach; it was recommended that different local be
aware of each other’s capabilities as part of the same County response system;
the training program should be evaluated annually

e Contracts: more detail was recommended regarding the frequency and
expectations of beach patrol; an assistant Fire Marshal may be recommended for
succession planning, as well as a clear definition of the Chief's position and
relationship with other personnel; annual audit of revenue and expenses;
apparatus and vehicle inventory plan and replacement plan are also encouraged,
as well as budgeting for these capital improvements; performance indicators for
turnout and travel times are recommended

e Facilities: there are no dedicated living/sleeping quarters or means to prepare
meals at the station; apparatus and equipment are stored outside without
security; no exhaust system in bays; options include expansion across the back
parking lot or onto recreational space; challenges include loss of 23 parking
spaces

Mayor Vincent advised that no action would be taken on the report at tonight’s meeting,
as it is in draft form and public participation has yet to be incorporated into the
document. Volunteer firefighters and members of the public are encouraged to email or
call Assistant to the Town Manager Herrera to provide their input.

Interim Town Manager Connors noted that the Town Manager Report includes a letter
that has been prepared to extend the Town’s contract with the VFD for 90 days so the
Town can consider how to move forward. The Town has been awaiting the audit to
determine whether or not there are changes that could be made to improve the contract
for both the Town and the VFD. Another option would be to approve the contract for one
year, with the knowledge that the Town will further analyze the report and make
improvements over that year. The Commission may also extend the contract for 180
days. Staff recommends approval of the contract for one year, with improvements to be
made.

Mayor Vincent indicated his support for the one-year contract approval as well, with the
intent of making improvements recommended by the audit.

Vice Mayor Oldaker commented that the report is likely to result in duplicate questions
from the public, and suggested that the online platform reflect frequently asked
questions and answers. Interim Town Manager Connors confirmed that this may be
possible, or the Town may wish to share questions with the consultant, followed by a
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workshop to identify issues to be considered for the next contract. Mayor Vincent
recommended that the consultant discuss the forthcoming fire assessment study with
the Interim Town Manager and Town Attorney.

Commissioner Malkoon asked if the consultant will review the VFD’s standard operating
procedures. Mr. Finn replied that while this was not included in the original scope of
work, by-laws and other standard documentation can be reviewed to determine whether
changes should be made.

Commissioner Malkoon also asked if reviews of certain calls have been made as part of
the draft report. Mr. Finn advised that post-incident analysis of this nature is typically
done with crews from all responding organizations, including dispatch. He
recommended that post-incident analyses continue to be done by these organizations.

Commissioner Malkoon also addressed facilities recommendations, noting that while
the Town focuses closely on paying as they go rather than accruing debt, they may wish
to reconsider this stance with respect to public safety facilities. He noted that savings or
grant funds may be used toward these improvements.

6. PUBLIC COMMENTS

At this time Mayor Vincent opened public comment.

Town Clerk Tedra Allen read the following written comments:

e Barbara Cole, resident, addressed the issues identified in the draft audit report,
including improvements to the VFD station. Rather than seeking grant or
public/private funds for these upgrades, she recommended that the Town seek
services from either Fort Lauderdale’s or Pompano Beach’s fire stations.

e Ms. Cole also addressed Item 18a, stating that the Applicant should be offered
assistance in expanding his business and suggesting that the parking
requirement be removed for this and other properties participating in the Town’s
PILOP program, as there is the possibility of expanding Downtown sidewalk café
space on a permanent basis.

With no other individuals wishing to speak at this time, Mayor Vincent closed public
comment.

7. PUBLIC SAFETY DISCUSSION
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EXHIBIT 5

Agenda Item No: 13.a

Town Commission Agenda Item Report

Meeting Date: January 25, 2023

Submitted By: Linda Connors, Town Manager
Submitting Department: Administration

Item Type: Discussion ltem

Agenda Section: Old Business

Subject Title: RESOLUTION 2023-06: A RESOLUTION OF THE TOWN COMMISSION OF
THE TOWN OF LAUDERDALE-BY-THE-SEA, FLORIDA, APPROVING A PURCHASE
AGREEMENT FOR THE REAL PROPERTY LOCATED AT 4512 BOUGAINVILLA DRIVE;
AUTHORIZING THE TOWN MANAGER TO EXECUTE THE PURCHASE AGREEMENT.

| X
4512 80ugainvi|lz;;.\__[_)_[

[

Explanation: The property located at 4512 Bougainvilla Drive is a nine-unit multi-family
property. It is located directly north of the current Fire Station as well as directly west of
the public safety complex. Staff is interested in purchasing this property for future Public
Safety needs.

At the January 11, 2022 meeting, the Commission accepted a Comprehensive
Organizational Evaluation and Operations Audit of the Volunteer Fire Department (VFD).
The Audit revealed significant deficiencies regarding the operational space for the VFD
stating that current area dedicated for our VFD did not meet current requirements and
more space was necessary for equipment storage, bunkrooms, and other facilities.
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BSO, AMR, and the VFD Administrative offices have been housed in a former hotel that
was purchased in 2008, with no significant improvements to the building being made
since that time. It, like the VFD building, also does not meet the current professional
standards, nor does it provide sufficient space for the daily operations of our emergency
services personnel.

Over the last several years, the Commission has delayed significant improvements to
both the Fire Station and Public Safety Administrative offices while they contemplated
how they wanted to move forward with necessary improvements. In the FY23, the
Commission took the first steps in authorizing significant improvements to these
inadequate spaces by approving an increase in the fire assessment to be allocated
toward undetermined facility improvements.

Also included in the FY23 Budget were funds, in the amount of $25,000, for a grant
professional to seek out and secure potential grant funds that could be used for the Town
to consider improvements to these facilities. Staff is looking to secure a consultant to
assist the Town in applying for and processing grant applications.

Purchase of the apartment building would provide additional land in the ideal location
necessary to make improvements to the existing public safety complex or building a new
public safety facility. If for some reason the property was deemed no longer beneficial to
the Town’s future plans, the property could be resold or repurposed for another municipal
use.

The current owner has expressed interest in selling the property, which makes urgent
action necessary.

Town staff ordered two appraisals required by the Town’s Purchasing Policy when
investigating a property purchase. The appraisals indicated the property was valued at
$2.4 million and $3.375 million. The property is currently rented with a monthly income
of $12,400.

At the November 9, 2022, meeting, the Commission authorized staff to enter into
negotiations for the acquisition of the Property. The negotiated price the Seller agreed to
is $3.6 million payable in one lump sum.

Because the Purchase Agreement requires the Seller to provide acceptable evidence of
marketable title prior to closing, staff recommends that the Commission waive the
requirement that Seller provide the Town with evidence of marketable title prior to
approving the Purchase Agreement.

If purchased, the Town would continue to operate the property as an apartment building
until such time as the future use of the property is determined. During the time that the
rental units are being utilized, staff recommends that the Town hire a property
management company to manage the property.
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While funds are currently available in the Parking and General Funds to complete the
transaction, staff is enlisting the assistance of financial professionals to provide the best
options for securing funding for the property. Staff will present these options along with
our recommendation on how to move forward prior to closing for Commission
consideration.

Recommendation: Staff recommends that the Commission approve the attached
Resolution, waiving the Purchasing Manual requirement for the Seller to provide evidence
of title prior to this hearing, approving the Commercial Contract attached hereto as Exhibit
1 for the purchase of the Property, and authorizing the Town Manager to execute the
same on behalf of the Town and to take any and all actions necessary for the purchase
of the Property in accordance with the Commercial Contract. Because the purchase price
exceeds the average of the appraisal values, this item requires supermajority approval by
four out of five of the Town Commissioners.

Exhibits:

Ex.1 — Resolution 2023-06
Ex.2 — ExA to Ex1 — Purchase Agreement
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RESOLUTION 2023-06

A RESOLUTION OF THE TOWN COMMISSION OF
THE TOWN OF LAUDERDALE-BY-THE-SEA,
FLORIDA, APPROVING A PURCHASE
AGREEMENT FOR THE REAL PROPERTY
LOCATED AT 4512 BOUGAINVILLA DRIVE;
AUTHORIZING THE TOWN MANAGER TO
EXECUTE THE PURCHASE AGREEMENT;
PROVIDING FOR IMPLEMENTATION AND AN
EFFECTIVE DATE.

WHEREAS, Ben Knowles (the “Seller”) has decided to sell the property at 4512
Bougainvilla Drive (the “Property”) and has given the Town the option to purchase the
Property; and

WHEREAS, pursuant to Section IV.J, on November 9, 2022, the Town
Commission authorized negotiations with the Seller for the acquisition of the Property; and

WHEREAS, after negotiations, the Seller has agreed to sell the Property to the
Town for $3.6 million (the “Purchase Price”) to be paid in in one lump sum (the “Lump
Sum Payment”); and

WHEREAS, on December 23, 2022, the Town published notice of this proposed
purchase in a newspaper of general circulation in the Town; and

WHEREAS, the Town Commission has waived the requirement that Seller
provide staff with evidence of marketable title prior to approving the Purchase Agreement
(as defined below), because the Purchase Agreement requires the Seller to provide
acceptable evidence of marketable title prior to closing; and

WHEREAS, the Town Commission finds that is in the best interest of the Town

and its residents to approve and authorize execution of a purchase agreement for the

Property (the “Purchase Agreement”).
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NOW, THEREFORE, BE IT RESOLVED BY THE TOWN COMMISSION
OF THE TOWN OF LAUDERDALE-BY-THE-SEA, FLORIDA:

SECTION 1. Recitals. The foregoing “Whereas” clauses are hereby ratified and

confirmed by the Town Commission, and incorporated herein.

SECTION 2. Purchase Agreement Approved. The Purchase Agreement,

attached hereto as Exhibit “A,” is hereby approved.

SECTION 3. Authorization to Execute the Agreement. The Town Manager is

hereby authorized to execute the Purchase Agreement, in substantially the same form as
attached Exhibit “A,” together with such non-substantial changes as are deemed necessary
by the Town Manager and approved as to form and legal sufficiency by the Town
Attorney.

SECTION 4. Implementation. The Town Manager and Town Attorney are

authorized to take all actions necessary to implement the Agreement.

SECTION 5. Effective Date. This Resolution shall become effective upon

passage and adoption.

PASSED AND ADOPTED on this 24th day of January, 2023.

MAYOR CHRIS VINCENT
Attest:

Katrina Adler, Town Clerk

APPROVED AS TO FORM:

Susan L. Trevarthen, Town Attorney

Page 100 of 102



DocuSign Envelope ID: 59F80FCB-A7B0-4B9D-8270-4289553A10A8

TOWN OF LAUDERDALE-BY-THE-SEA
TOWN COMMISSION
SPECIAL MEETING MINUTES
Jarvis Hall
4505 Ocean Drive
Tuesday, January 24, 2023
5:00 PM

1. CALL TO ORDER, MAYOR CHRIS VINCENT

Mayor Chris Vincent called the meeting to order at 5:06 p.m. Also present were Vice
Mayor Edmund Malkoon, Commissioner Alfred “Buz” Oldaker, Commissioner Theo
Poulopoulos, Commissioner Randy Strauss, Town Manager Linda Connors, Town
Attorney Susan Trevarthen, Deputy Town Manager/Public Works Director Ken Rubach,
Assistant to the Town Manager Courtney Easley, Director of Budget and Finance Lucila
Lang, Development Services Director Jhanelle Campbell, Special Events and Marketing
Manager Debbie Hime, Special Events and Marketing Coordinator Katie Anderson, and
Town Clerk Katrina Adler.

2. DISCUSSION ITEM

a. Resolution 2023-06: A RESOLUTION OF THE TOWN COMMISSION
OF THE TOWN OF LAUDERDALE-BY-THE-SEA, FLORIDA,
APPROVING A PURCHASE AGREEMENT FOR THE REAL
PROPERTY LOCATED AT 4512 BOUGAINVILLA DRIVE;
AUTHORIZING THE TOWN MANAGER TO EXECUTE THE PURCHASE
AGREEMENT.

Deputy Town Manager/Public Works Director Ken Rubach reviewed the different
options available to the Town for the purchase of the subject property, including options
that would not include depletion of reserve dollars. He estimated that the cost of
management services for the property would be roughly 25% after taxes and
management fees, resulting in a profit of approximately $70,000/year.

Commissioner Strauss stated that he considered this Item a rare opportunity for the
Town, and looked forward to the presentation of more options at the next scheduled
meeting.

Commissioner Poulopoulos felt the Town’s greatest goal should be safety, including

better access to facilities and faster response time. He felt the proposed purchase for a
Public Safety building was sensible.
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Lauderdale-By-The-Sea
Special Town Commission Meeting
January 24, 2023

Commissioner Poulopoulos made a motion, seconded by Commissioner Oldaker,
to approve. Motion carried 5-0.

3. ADJOURNMENT

With no other business to come before the Commission at this time, the meeting was
adjourned at 5:24 p.m.

DocuSigned by:

(Vo

uuuuuuuuuuuuuuuuuu

Mayor Chris Vincent

ATTEST:

DocuSigned by:

(;/MW 2/21/2023

BCETFDTA

Town Clerk Date
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