IAREELMO )\ AYOR & COUNCIL COMMUNICATION

DATE: December 1, 2015
CONSENT
ITEM #18
MOTION
AGENDA ITEM:  Single Fire Station Concept
SUBMITTED BY: Greg Malmquist, Fire Chief
THROUGH: Public Safety Committee
REVIEWED BY: Interim Administrator
SUGGESTED ORDER OF BUSINESS:
- Introduction Of IEM ......ccovviiiirce e City Administrator
- Report/Presentation..............cccoveiveiiiiiiiiiiiiiin i ie e eennn 2. Fire Chief
- Questions from Council to Staff ............cccoccevieiiiiiii e Mayor Facilitates
- Call For MOtioN ..o Mayor & City Council
= DISCUSSION ....ovieiieie ettt Mayor & City Council
= ACLION 0N MOTION ..o e Mayor Facilitates

POLICY RECCOMENDER: Fire Department/Public Safety Committee

FISCAL IMPACT: The purchase of land for either one or two future fire station locations.

SUMMARY_ _AND ACTION REQUESTED: Review additional information requested at
workshop to determine future staffing/fleet/facilities direction for the fire department, identify
and secure land while available.

LEGISLATIVE HISTORY: At the October 13, 2015 Council Workshop, a presentation on
“Public Safety, Staffing and Facilities” was given. The information presented was the result of
extensive research and discussion conducted by the Public Safety Committee and the officers of
the fire department. The information focused on identifying future staffing, equipment and
facility needs for the fire department, (see attachment). The Public Safety Committee was
looking for direction from Council for future planning, with the question of following the current
Paid on Call (POC), multiple stations model or moving toward a one station with 24/7 staffing
needing additional clarification.
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City Council Meeting [Consent Agenda Item #18)
December 1, 2015

Information presented addressed the results of the 2004 and 2011 fire studies which were both
based on POC staffing. Studies concluded current stations should be relocated and “Are not
adaptable to future expansion”. Analysis of various options and how other communities have
addressed this issue.

I would also like to highlight the recruitment efforts pursued over the years to deal with our
inability to fully staff. The Public Safety Committee spent considerable time brainstorming and
addressing this national/regional/local issue and came up with a pretty thorough list, (see
attached). In addition to following up on these recommendations, FD staff went even further by
attending training at regional and national levels and networking with local FD’s, yet we
continue to have a very low success rate.

At the conclusion of the presentation, Council requested additional information/numbers related
to the comparison of 1 vs 2 stations. Chief Malmquist conducted additional research, met with
Eagan Fire Chief Mike Scott and had follow up conversation with Chief Officers of Maplewood
FD regarding closing of fire stations and operating costs. See attached spreadsheet. Finance
Director Cathy Bendel provided the operating cost information on the comparison spreadsheet.

BACKGROUND INFORMATION (SWOT):

Strengths Ensure adequate staffing, long range cost savings (potentially over
$3mil.), meet future response needs of community.

Weaknesses Increasing land costs. Initial investment in facility. Delaying
decision until FD reaches critical staffing point and delivery of
service is impacted.

Opportunities Identify and secure site while still available. Learn from other
communities. Possibly partner with Washington County Sheriff’s
Department and Lakeview EMS in combined Public Safety
Facility.

Threats Inability to staff by committing to failing Paid on Call system.
RECOMMENDATION: The Public Safety Committee and the Officers of the Lake EImo Fire

Department recommend moving to the one centralized fire station model, identify and secure an
appropriate site for a future fire station/public safety facility.

ATTACHMENTS:

Station Comparison spreadsheet

Council Workshop PowerPoint presentation
Recruitment highlight slides

CIP Fleet replacement comparison, 1 vs 2 stations
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STATION COMPARISION

2 STATION MODEL (volunteer/Paid on Call)

1 STATION MODEL (PT shift Staffing)

COSTS NOTES COSTS NOTES
Electric/Gas $12,600.00 |Annual Costs Stat 1-$5,000, Stat 2-$7,600 ) )
Phone $3,700.00 |Annual Costs Stat 1-$1,400, Stat 2-52,300 Chief Malmquist has reached out to both Maplewood FD
BUILDING Water N/A and Eagan FD for information regarding cost savings of
old stations vs new energy efficient buidings. Both depts.
OPERATING  [Sewer N/A ' 8y g p
I $7,000.00 Have or will close old stations and construct new
COsSTS nsurance — centralized facilities. Information has not been recieved
Garbage. 52,900.00 _JAnnual Costs Stat 1-52,400, Stat 2-500 as of this time. Both Chiefs verbalized that significant
Bldg Maintenance $6,200.00 savings were experienced.
SUB-TOTAL| $32,400.00
Replace Roof, ADA Compliance, New Electrical Service, Back up Generator, Kitchen Updates, Fire Sprinkler System. These are basic
E EXISTING Station #1 $98,000.00 [items identified in the 2011 Fire Study. Building will not allow for most improvements. Based on 2011 Shared Services Study. Would
‘.‘_I" STATIONS still need to build new station to meet long term needs.
g UPGRADES and Replace Roof, ADA Compliance, Back up Generator, Fire Sprinkler System, Parking Lot. These are basic items identified in the 2011
z REPAIRS Station #2 $110,000.00 |Fire Study. Building will not allow for most improvements. Based on 2011 Shared Services Study. Would still need to build new
station to meet long term needs.
SUB-TOTAL| $208,000.00
E Land-Sub Station, (2.5 acres) $62,500.00 |$25,000.00/acre. Average tax assessed value N/A
= NEW Land-Main Station, (5 acres) $125,000.00 [$25,000.00/acre. Average tax assessed value $125,000.00 [$25,000.00/acre. Average tax assessed value
2 | CONSTRUCTION |Sub Station, (10,000 sq. ft.) $2,350,000.00 |$235/sq. ft. based on average of Stw. And Bayport N/A
S Main Station, (20,000 sq. ft.) $4,700,000.00 [$235/sq. ft. based on average of Stw. And Bayport $4,700,000.00 [$235/sq. ft. based on average of Stw. And Bayport
SUB-TOTAL| $7,237,500.00 $4,700,000.00
Wages $112,752.20 |[Based on 5 yr. average, and approx. 22 FF's $307,673.60 |Based on projections, see attached
Social Security $6,990.62 [6.27% $19,075.76 |Based on projections, see attached
PERSONNEL Medicare $1,634.91 |1.45% $4,460.27 |Based on projections, see attached
Work Comp $14,000.00 $2,246.09 Based on projections, see attached
ER Pera N/A $49,843.12 |Based on projections, see attached
SUB-TOTAL| $135,377.73 $383,298.84
Replacement $3,115,000.00 |Based on current CIP, see attached $2,105,000.00 |Based on current CIP, see attached
Based on 5 yr. d ti f eliminati
Maintenance, (Annual) $19,085.00 |Based on 5 yr. average $14,285.14 asmj—: on “yr average and assumption ot eliminating
Engine, Utility and Tender.
FLEET Based on 5 yr. d tion of eliminati
Fuel, (Annual) $14,309.53 |Based on 5 yr. average $10,016.67 asm"-_' on “yr average and assumption ot eliminating
Engine, Utility and Tender.
Based on 5 yr. d ti f eliminati
Insurance $9,440.56 Based on 5 yr. average $6,608.39 asmj—: on “yr average and assumption ot eliminating
Engine, Utility and Tender.
SUB-TOTAL| $3,157,835.09 $2,135,910.20

TOTAL $10,771,112.82

$7,219,209.04




FLEET REPLACEMENT PLAN - (2 STATION MODEL)

ESTIMATED | RECOMMENDED
YEAR | RECOMMENDED
VEHICLE PRCHSD | REPLACEMENT REPLACE WITH REPLACEMENT | REPLACEMENT | STATION NOTES
COST CYCLE
L1 LADDER/ 2015 2035 ENGINE W/78'LADDER $800,000 20 yrs South
ENGINE
E2 ENGINE 1990 2016 Rescue/Englne,. multi- $550,000 20 yrs South Moved to "Reserve" role in 2014 to
purpose vehicle prolong life.
T1 TENDER | 1987 2018 Single axle Tender $450,000 20 yrs South | Watertankwasrecone in 2004 to extend
Refurbished/repainted in 2007. Sept.
E1 ENGINE 1997 2021 Engine $500,000 20 yrs North 2011, all lighting converted to LED to
correct electrical issues and extend life.
T2
TENDER/ 2007 2027 Current similar $550,000 20 yrs North Pump rebuilt in 2013.
ENGINE
U2 1994 2019+ Utility Truck $60,000 10 yrs North As needed
Bl 2001 2021+ Pick up $40,000 10 yrs South
B2 2004 2024 Pick up w/skid unit $75,000 10 yrs North
Cvl 2015 2020 Tahoe $45,000 5yrs N/A 5 YEAR REPLACEMENT
2006
CVv2 (puren. 2017 Tahoe $45,000 5yrs N/A 5 YEAR REPLACEMENT
2010)
Boat 2007 ? Current similar As needed North As needed
Ranger 2009 ? Current similar As needed South As needed
100 , )
5| o $1 million + Sl The zu_rchaze/?eed O(fjthls| truck will be
Ladder riven py uture deve opment.

TOTAL  $3,115,000




FLEET REPLACEMENT PLAN - (1 STATION MODEL)

ESTIMATED RECOMMENDED
YEAR RECOMMENDED
VEHICLE PRCHSD | REPLACEMENT REPLACE WITH REPLACEMENT | REPLACEMENT NOTES
COST CYCLE
L1 LADDER/ .
ENGINE 2015 2035 ENGINE W/78'LADDER $800,000 20 yrs
E2 ENGINE | 1990 2016 Rescue/Engine, multi- $550,000 20 yrs
purpose vehicle
E1 ENGINE | 1997 2021 Engine 20 yrs Would be eliminated in 1 station model
1987 2018 Single axle Tender 20 yrs
2007 2027 Current similar $550,000 20 yrs
- Possibly combined with Rescue/Engine and eliminated.
U2 1994 2019+ Utility Truck 10yrs Won't be able to determine until specs are developed.
Bl 2001 2021+ Pick up $40,000 10 yrs
B2 2004 2024 Pick up w/skid unit $75,000 10 yrs
Cvl 2015 2020 Tahoe $45,000 S5yrs 5 YEAR REPLACEMENT
2006
CV2 (puren. 2017 Tahoe $45,000 5yrs 5 YEAR REPLACEMENT
used In
2010)
Boat 2007 ? Current similar As needed
Ranger 2009 ? Current similar As needed
P| 1?0 / $1 milli " The purchase/need for this truck will be driven by future
atform et development.
Ladder
Revised 10/19/2015 TOTAL, (LESST1& U2)  $2,105,000




HISTORY TIMELINE

Public Safety Committee

11/13/13 — First meeting of the Public Safety Committee. Began discussion
on recruitment/staffing. Many ideas proposed and pursued during this and

future meetings.

Newsletter

Cable Channel
Explorer Program
Demographics
HOA's

Retention

Rotary Meeting

KARE 11, NOVEMBER 2014

Solicit Businesses

Increase Response Times
Public Works Staff
Responding to Scenes

Promo Video

Turnover

Community Meetings-Surveys

Mailings

Reduce Requirements
Ads w/LMC

Open Houses
Incentives

Morale




HISTORY TIMELINE

ADDITIONAL RESOURCES

"Emergency Management Magazine: Volunteer Fire Departments Face Recruitment, Retention Challenges Minnesota's recruitment and retention efforts have been falling since the 1980s.”
http:/iww . emergencymgmt.com/disaster/Volunteer-Fire-Departments-Face-Recruitment-Retention-Challenges. html

“Fire departments face funding, recruitment challenges”
http:/Awww.argusleader.com/story/news/2015/04/18/fire-departments-face-funding-recruitment-challenges/25994171/

FEMA: Retention and Recruitment in the Volunteer Fire Service: Problems and Solutions (LEFD has applied all feasible solutions presented here)
https://iwww.usfa.fema.gov/downloads/pdf/publications/fa-310.pdf

U.S. Fire ‘.EB_.HE?."_;E o
Retention and Recruitment for the
Volunteer Emergency Services

nges and Solutions

261 Page Report



COUNCIL WORKSHOP
October 13, 2015

PUBLIC SAFETY,
STAFFING and FACILITIES

HISTORY TIMELINE

ADDITIONAL RESOURCES

Emargancy Marsgemast Magase okieer Firs DApuiaces Face Recral i, Retareon Chabeoges Mrvascla's wcriimec and reecion efons Save bewn takeg snce e 19805~
Fre separements race fnang. recnmant cnatenges
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261 Page Report

ISSUES
* STAFFING
* FACILITIES

* EQUIPMENT

HISTORY TIMELINE

Public Safety Committee

« B8/19/14 - Discussions began for “Future Station Locations”. With the
following topics discussed:

Locations — Current Response Times Staffing
Maintenance Fleet Size Maplewood Model
POCvs PTvs FT Shifts Building Costs
Shared Services Study from Septsmber 2011 Service Level

Staffing Costs

+ 8/18/14 — Maplewood Fire Chief Steve Lukin presented to the committee
the "Maplewood Model” of staffing with PT shifts and the process they had
recently gone through regarding staffing and building a station. This
presentation followed a previous meeting between Lake Eimo and

Maplewood Chief Officers to discuss these topics.

HISTORY TIMELINE

Public Safety Committee
11/13/13 - First meeting of the Public Safety Committee. Began discussion
on recruitment/staffing. Many ideas proposed and pursued during this and
future meetings.

Newsletter Solicit Businesses Maifings

Cable Channel Increase Response Times Reduce Requirements
Explorer Program Public Works Staff Ads wiLMC
Demographics Responding to Scenes. Open Houses

HOA's Proma Videa Incentives

Retention Turmnover Morale

Rotary Meeting Community Meetings-Surveys

HISTORY TIMELINE

Public Safety Committee

+ TO PRESENT - Discussed Pro’s and Con's of 1 vs 2 Stations.
2 STATIONS
WITH POC STAFFING
PROS
Closer response proximity for POC's to station and out of station to scene.

CONS

Staffing — recruiting issues, number of POC staff required

Double Costs — Land, Building Construction, Building Maintenance
Response - not guaranteed

X




HISTORY TIMELINE

1 STATION
STAFFED 24/7 W/PT SHIFTS

PROS

Reduced Costs — Land, Building Construction, Building Maintenance
Central Location on major travel routes away from residential area.
Possible reduction of fleet.

Improved response times.

Guaranteed response

Staffing — Potentially a larger pool to hire from

Reduce training costs by hiring trained FF's

Interest expressed by Law Enforcement and EMS partners.

CONS
Staffing — Increased costs, All Call response w/POC's
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Preliminary Staffing Costs for 1 Station, PT shifts

his is having 1 officer @ 514.20/hr and 2 FF's @12 20/he
0 FF Needed

Hours pet week  Cost Fer Hour Total Cost
frs o7 M 84 2 @$12.20 «© $24.40 $976.00 FT statfwill be the officer
2@ $12.20 1 Officer @
fF's T M-F dpr-gam $14.20 80 $3860 5308800
s PT Friday 4pm - Monday 2@ $12.208 1 szr&
am 14 a8 $38.60 $1,85280
ours per week 168 Total Cost ber Week
$5.916.80

Total Cost Per Year (52

$307,673.60

s 6.20% 19,0776
Medicare 1.45% $4,460.27
€ Pea 16.20% $49,843.12
WorkComp  $7.31/$1000 $2,246.09

TOTAL  $383,288.84
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Feasibility Study for Shared or
Cooperative Fire and Emergency Services, (cont.)

Suitable for

Functionality Safety Current Use
Lake Eimo FD #1 Minimal Minimally No
Lake Elmao FD #2 Adequate Minimally Yes
Mahtomedi FD Minimal Adequate Yes
Stillwater FD Minimal Adequate Yes
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Feasibility Study for Shared or
Cooperative Fire and Emergency Services, (cont.)

b ity 1510 Lamere Arvarn

[—
Does striscture appear to be ADA comphiant? No

Building code issues evident: Yes no one-hour separation bays to offices
Rost s
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Cooking equipment central shutdown?  No
Automatic fire sprinklers present? Nane
Alarm systems present.  No alarm systems present

Stillwater, Lake Elmo, Mahtomedi
Minnesota

Feasibility Study for Shared or
Cooperative Fire and Emergency Services

September 2011

Per Capita Cost of Fire Protection
National Average $104.00
Minnesota Average 36861

LakeEiMoFD  349.56
Mahtomedi FO $6250
Stitwater FD 34530

Proper hood, duct and grease filters in place? o
Fixed fire extinguishing system in hood properly inspected

i i o i i s -
e

Arnampl st pbnet s i

Backup generstor present? Na generator present

Apparatus 0 trucis)
[ ——

e oo remseparevE e O o

Fixed axtinguishing system not present

s limited

Apparatus room sccommodates working on small equipment, hose, took, etc.? Space ks small and limited
i

Parsonnel can move quickly and easily to apparatus for response?
‘Adequate space for cooking and eating?  Compromised, any eating accurs in classroom
premmm s, -
popn —— ™

‘Adequate space for personal hygiene? No

Ideatify soy additional operational

Classroom doubles as dayroomylounge, dining room.
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Autormatic fire sprinkiers prasent? Hone

15 commercial caoking equ
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SCBA compressor system present? Ne

in piace, (We've added o trucks)

N

STILLWATER FD

» 3acre site
» 27,315 sq. ft, (this includes all landings in the hose tower)
» $217 per sq. ft. for building ($5,929,947/27,315=217.00). Total bonded for project

was $7.3 million {this includes infrastructure work, fees, etc.)
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Apparatus room sccommodates working on small equipment, hose, tooks, etc.? Space is small and fimited

e e g 30 sy 0 Apparanen o v pmne Yot

Adequate space for personal hygiene?  No

Adequate space for sleaping? Not intended for sleep accommadation
Adequate space for storage? No
Identify i made by

-

Nat capable of on-site

BAYPORT FD

» 3 acre site
Building cost (both construction and soft costs) is $5,366,912. Price per square foot
is typicafly calculated off the construction costs enly, so our price per s.f. for the
17,400 s.f. building came out to approximately $252.

Feasibility Study for Shared or
Cooperative Fire and Emergency Services, (cont.)

SRR

OAKDALE FD

» 3.5 acre site
» 17,000 sq. ft




Fire station Evaluation
Assumptions

a) We will continue to have a Lake Eimo Fire Department
b) Land will continue to be purchased for development reducing
options for locations
c) Cost of land will continue to increase over time
d) National shortage of POC firefighters will continue
e) New firefighters will continue to cost $6k+ to train
f) Want to continue to have exceptional response times
g) Will continue to have historical response workload
h) Moving toward a part-time structure will facilitate the recruitment and
retention of firefighters
i) Want to incorporate cost savings where possible to be good stewards of the
tax dollars
Maximize the flexibility of the space to allow for multiple uses for the City and

k) Reduce the cost of the LEFD fleet; size and maintenance
1) Endeavor to meet future needs of the City

for partnerships that could bring revenue to the City

Evaluation
Ranking of Criteria
each ranking of
Option far importance
the (115 most
Evaluation
Criteria
(115 best) s ovhar Pactnas
i Gritar ¥
Smarstion ower s Bast)
e— 2
wmghred rank 2
2 tirenose a1 a
Weightad ek =
3 Firshonsa 1} 3
[ — o)
Pae— i
Weighted ranh E
s
Sum of weighted
ranks for the
Option
(lowest is best)

How to Read Assessment of Options

Evaluation Criteria Definitions

~ Response Time: time for staff to drive to a call
~ Staffing Full-up: most likely to have full staff

» Staffing Cost: annual cost to have full staff

~ Pedestrian Safety: safest option for pedestrians

~ Railroad: time to transit to furthest location in city when there is a train in
the way & distance from railroad for hazmat release safety

~ Maintenance/Utilities: cost to maintain the facilities or annual cost of
utilities

» Equipment Cost: cost to maintain necessary equipment for city

~ Cost to Build: is the cost to update, buy land or build the new facility

» Future City Growth: multi-use government building possible for
incorporation of city offices, multi-use space, or meeting space into the
facility

~ Public Safety Partners: ability of the city to work with partner organizations
providing space to Sheriff, Ambulance service, other... (some may involve

rent for use of the space) ‘

Options Evaluated
. One Firehouse (3-5 acres): one station on minimum space

required to house fireservice needs

e

2. Update Existing Two Firehouses: improve existing
firehouses to meet OSHA requirements and update to
make functional

3. One Firehouse Expand Fire station #1: expand fire station
#1 into the building immediately north of it (into Mohar
Building)

. One Firehouse (10+ acres): one station on larger space
that would allow for additional city construction in the future

One Firehouse Distant to Downtown (3-5 acres): one

station distant to downtown for less expensive land and in

lower traffic area .

-y

o

~ Option #

Assessment of Options

Evaluation of Lake Elmo Fire station Options

B i o g

CrnwriaRank: 1 [ 2 | 3 [a|s|s[7][a] s

Pescription
e Firehouse Downlown (3-5 acres) e I 2 o R 2

Dipdate Existing Two Firehouses

[rie Firehouse Expand Fire station #1 2 |1 2 lalalafalz] s a

Weighted rank 2 1 20 12 7 1§ 27 3 18
Dne Firenouse Downtown (10+ acres) 1 1 2 3 3|3|1]s 1 1

Weighted rank 2 12 4 | 7 4« a9 R 120

e Firehouse Distant to Downtown (3-5 acres)

rank 1 2 & 12 1 4 7 1 19 20 "e

Weightedrank 3§ 3 4 W 24 4 d 45 4 15

"
"

‘Weighted rank E 4#31?31“341!?

WHERE ARE WE NOW?

FD is understaffed and struggling to get POC'’s. National problem.

Need to plan for future, staffing and facilities.

Determine which direction, 1 station w/PT Shifts or 2 stations w/POC will
better meet the emergency response needs of the City?

Based on direction, acquire land/option for either 1 or 2 stations while still
available

9/17/15 - Public Safety Comm. moved to recommend the City Council
discuss securing land in a centralized location near Highway 5 for a fire
station under a one station model. Motion carried 5 - 0.

QUESTIONS?

A
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