MOTION: PRINCIPI March 21,2017

Regular Meeting
SECOND: JENKINS Res. No. 17-134
RE: RECEIVE REPORT OF COMPLETED INTERNAL AUDIT REPORT:
FIRE AND RESCUE SYSTEM OPERATIONAL REVIEW AND

ANALYSIS
ACTION: APPROVED

WHEREAS, performance standard — 2440, Disseminating Results, of the
International Standards for the Professional Practice of Internal Auditing, issued by the
Institute of Internal Auditors (IIA) requires audit organizations to communicate the results of
engagements to the appropriate parties, including those who can ensure that the results are
given due consideration; and

WHEREAS, an internal audit report for the Fire and Rescue System
Operational Review and Analysis has been submitted to the Board Audit Committee of the
Board of County Supervisors and the Board of County Supervisors while sitting in a joint
meeting; and

WHEREAS, the Board Audit Committee and the Board of County Supervisors
have received and reviewed the report, and determined that the work in this matter is now
complete and the report should be received as final;

NOW, THEREFORE, BE IT RESOLVED that the Prince William Board of
County Supervisors does hereby receive as final the internal audit report for Fire and Rescue
System Operational Review and Analysis, with the finalized report to be made available to the
public;

BE IT FURTHER RESOLVED that the Prince William Board of County
Supervisors does hereby direct the County Executive to continue working with the Fire and
Rescue Steering Committee and bring forward to the Board of County Supervisors the needed
revisions to Chapter 9.1 of the Prince William County Code.
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Votes:

Ayes: Anderson, Candland, Jenkins, Lawson, Nohe, Principi, Stewart
Nays: None

Absent from Vote: None

Absent from Meeting: Caddigan
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County Executive
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March 10, 2017 WWW.ISMUS.COM

The Audit Committee of

Prince William County, Virginia
1 County Complex Court
Prince William, Virginia 22192

Pursuant to the internal audit plan for fiscal year (“FY") 2015-16 for Prince William County, Virginia (the
“County,” "PWC"), approved by the Board of County Supervisors ("BOCS") on October 13, 2015, we hereby
present our operational review and analysis of the County-wide fire and rescue system. We will be
presenting this report to the Audit Committee of Prince William County at the next scheduled meeting on
March 21, 2017.

Our report includes: an executive summary, which highlights the high risks, an overview as well as analysis
and benchmarking against a select peer group for: composition and responsiveness, mutual aid, budget
and analytics, atirition and vacancies, key performance indicators, and public opinion. In addition to
‘published data’ from respective organization's budget books, web sites and the Comprehensive Annual
Financial Reports, we submitted surveys to the jurisdictions for solicitation of information in regards to
specific areas of focus. This information has not been audited by RSM and in many cases, not at all. The
information used throughout the analysis has been provided to us directly by the individual county fire and
rescue operations; thus, users should use caution in basing decisions from this data and analysis.

Organizations of all types and sizes recognize the value of comparing themselves to other like
organizations. This process of benchmarking yields valuable information to leaders and decision makers.
There are, however, risks inherent in the benchmarking process. Organizations could account for data
differently and no two organizations are alike. Thus, there are limitations to this study.

We would like to thank the staff and all those involved in assisting our firm in connection with the operational
review and analysis of the County-wide fire and rescue system.

Respectfully Submitted,

INTERNAL AUDITORS
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Executive Summary

The National Fire Protection Association (“NFPA”) has stated
“..more than most other municipal service units, fire departments revere tradition — understandably
s0. More than 300 years after the establishments of America’s first public fire department, the roots
of fire departments runs deep.”

Studies performed have shown that, given its traditional nature, many fire departments place considerable
stock in past practices and rules of thumb that address everything from fireground tactics to level of staffing.
The ultimate aim of all fire departments is to minimize the loss of life and property in the community.
Communities across the United States have had a long standing tradition in relying on selfless commitment
of citizen volunteers to provide fire protection and emergency medical services ("EMS").

Today, fire departments are called upon to provide their communities with a host of complex emergency
response-related service offerings that go far beyond the scope of just fire suppression or rendering first
aid. Fire departments are struggling to meet the demand for the increased number of service calls, as the
nation's population increases, with a scarce population of firefighters and recruits, According to a report
issued by the Interational Association of Fire Chiefs, being an effective firefighting professional in today's
sophisticated society requires those men and women to be the “premier provider for different levels of
emergency medical services” as well as be able to provide any other service not provided by the police
department. Fire and rescue agencies have become “All Hazards" response organizations. This change
has placed greater demands on the much needed volunteers.

Firefighting and emergency operations have become increasingly complex in recent years. Events such
as 9/11, San Bernardino, Columbine, VA Tech, Sandy Hook and various movie theatre massacres have
changed the way firefighters have approached intervening into hot zones. Additionally, new threats such
as quarantined areas due to anthrax or Ebola and insider threats such as Fort Hood have caused additional,

specialized hiring practices.

Where 20 years ago, a firefighter or paramedic could go into an emergency situation focusing on saving
lives; today, they still must focus on the emergency situation, but also consider many to be an active,
ongoing crime scene. The days of a "routine” call, unfortunately, are over.

The delivery of fire, rescue, and emergency medical services in Prince William County is accomplished
through a coordinated policy and regulatory framework that addresses the county-wide need for such
services, advances the competence and capabilities of the county's providers (both career and volunteer)
and provides fiscal responsibility while preserving the community-based perspectives and resources.

The County’s mission for fire and rescue operations is to ensure the delivery of quality, efficient and effective
fire protection, emergency medical services, and safety education to the community of Prince William

County.
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Executive Summary - continued ,

Objective and Approach

The objective of this operational review and analysis focused on identifying high risks for the Prince William
County Fire and Rescue System by reviewing, benchmarking and analyzing comparative data of other fire
and rescue system operations to assist the County with decision making. Providing fire and rescue services
is a continuous challenge and one that has become more complex in recent years. Due to the complexities
and nature of what today's fire and rescue services entail, there are numerous factors to take into
consideration when performing an analysis such as this. Consideration should be given ‘collectively’ to the
population including growth rates, population descriptors, response times, community involvement,
location, governance, public opinion and philosophy. This County-wide fire and rescue operational review
and analysis does not contain recommendations or conclusions. It includes data for evaluation and decision
making.

In addition to the jurisdictions benchmarked and information received from the Department of Fire and
Rescue ("DFR"), we solicited information from the President and Chief from each of the nine (9) volunteer
companies, eighteen (18) individuals in total, via a survey submitted June 2016 and again November 2016,
Responses were received from nine (9) individuals. Per feedback received, it was noted, that in some
instances, the respective Volunteer Company’s President and Chief collaborated, thus one survey
response was provided. Responses to the surveys were taken into consideration as part of this analysis,
and have been included in the Appendix of this report.

The draft of the executive summary has been presented to the fallowing:
»  County's Audit Committee on October 18, 2016;
» Fire & Rescue Association (“FRA") Executive Committee on November 2, 2016: and
* FRA Board of Directors on November 16, 20186,

A memorandum of input was received from the FRA on November 21, 2016. We have taken this under
consideration for modification and clarification. The updated draft of the full report was presented to the
County's Audit Committee and BOCS on January 17, 2017 and at that time we were directed to distribute
the updated draft of the full report to the FRA Board of Directors and Volunteer Presidents who are not on
the Board of Directors for additional feedback. This was done via email on February 2, 2017. Feedback
was due February 15, 2017. We had follow-up teleconferences with those Volunteer Companies that
provided written feedback and specifically requested additional communication. We will be presenting this
report to the Audit Committee of Prince William County at the next scheduled meeting on March 21, 2017.

Through our analysis we identified the following High Risks:

= Command Structure and Governance Style
= Uniform Rank Structure

= Staffing

= Volunteer Membership

= Mutual Aid

Asset / Large Purchases
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Executive Summary — Continued

Command Structure and Governance Style

Prince William County is governed by Consensus and voting members provide equal input to decisions.
PWC updated their fire and rescue operations governance and structure in 2009. Per County Ordinance
Number 09-51 dated August 4, 2009, the County repealed the existing Chapter 9 and adopted Chapter 9.1
of the Code of Ordinances ("Chapter 9.1"). Chapter 9.1 reestablished the Prince William County FRA to
provide for the coordination and provision of reliable and high quality fire, rescue and emergency medical
services by the combined personnel of the DFR and the County’s volunteer fire and rescue companies
("volunteer companies”). DFR career staff report to the County's Fire and Rescue Chief, who is also the
Chairman of the FRA Board of Directors ("BOD”). DFR structure is in place for continuity of operations.

Each PWC volunteer company is a separate legal entity, each governed by an individual Board of Directors.
When staffing shortages exist, career firefighters are assigned by the DFR to those volunteer stations, as
needed. Each Company has a volunteer Chief that is elected by the membership of the respective
Company. This volunteer Chief and his/her line officers handle the daily aperational tasks of the Company.
Additionally, almost all Companies elect their administrative officers, including President, Vice President,
Secretary, Treasurer and a Board of Directors. The volunteer President is responsible for handling
administrative tasks of the Company as well as managing the not-for-profit activities of the department,
such as fundraising.

PWC differs from the counties it was benchmarked against as it relates to the command structure. PWC
has a committee structure, in which the Chairman of the FRA Board/DFR Chief does not have voting rights,
except in the event of a tie, or veto authority. The FRA BOD meets at least monthly (unless by call of the
chair or vice-chair) and is tasked with working with the FRA Executive Committee to provide fire and rescue
services in accordance with Chapter 9.1. The FRA BOD is tasked with ratifying, rejecting or amending FRA
policies and procedures as initiated by the FRA Executive Committee.

The FRA Executive Commiitee initiates FRA policies and procedures, receives and considers
recommendations from the FRA BOD, assures the implementation and enforcement of FRA policies and
procedures and act in the stead with authority for any matters within the jurisdiction of the FRA BOD
between regularly scheduled meetings. Currently, the DFR and County infrastructure assures continuity of
operations. The DFR has been able to “step inio the breach” when a staffing challenges has come up
within a volunteer department. The DFR has assumed operations at Stations 4, 24, 6 and 15 when it was
required and has provided backfill for Station 8. At the request of Occoquan-Woodbridge-Lorton Volunteer
Fire Department, the DFR began staffing Station 14's engine company 24/7 on February 4, 2017.

The current organizational structure creates challenges for a growing and changing population like Prince
William County. The Composition of the BOD is disproportionate between the DFR and the volunteer
companies. The Chairman of Board/DFR Chief does not have voting rights, except in the event of a tie, or
veto authority. We noted examples of FRA approved policies and procedures that were overridden or
delayed due to self-governance. The FRA reports to the BOCS and the Chairman of the Board/FRA Chief
reports to the County Executive. This bifurcated reporting structure creates challenges for day-to-day
operational oversight and monitoring. The current system is decentralized and not engineered for rapid
change and flexibility. It can take several months for the current system to react to an event and approve
policy. Today's environment demands an agile organization that can rapidly address ever changing and
evolving hazards and threats.

Changes to the County’s fire and rescue operations have been considered throughout its existence. Two
previous studies, Blue Ribbon Commission 1988 and Tri-Data Corporation 1993, of the County's fire and
rescue operations came to the same conclusion. Both of these studies recommended changing the
organizational structure to include Chief authority/ voting and veto rights for the Chief. In the meantime,
fire suppression calls have reduced as the primary focus and medical requests have increased, along with

a surge in population.
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Executive Summary — Continued

Command Structure and Governance Style

Fire and Rescue Department Models
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Executive Summary — Continued

Uniform Rank Structure

FRA Policy —4.5.1. Purpose: 1.1. This policy establishes the minimum certification levels for fire and rescue
personnel in Prince William County. 1.2. In any comprehensive fire and rescue system it is necessary fo
develop minimum certification levels for all participants to address issues of safefy, accountability, legal
considerations, and peer expectations. Because service delivery demands are equal upon volunteer and
career members of the system and there is a need to have a centralized approach to raining efforts, these
minimum certification levels are necessary.

Training has been raised universally as a significant issue for many years. The FRA had adopted Policy
4.5.1 Uniform Rank Structure that defines the required minimum certifications by position and rank for all
fire/rescue companies in Prince William County through Res. 13-73 dated October 16, 2013 with an
implementation date of January 1, 2015. The FRA granted an extension to incumbent members through
June 30, 2017, via Res. 14-61 dated November 19, 2014. The policy also requires a semi-annual audit for
compliance, effective January 1, 2015. As of January 2017 only one has occurred for officers only, ltis
reported, that as of February 13, 2017, 49 out of 112 (44%) volunteer officers and 553 of 553 (100%) of
DFR operational members currently meet URS standards. Feedback gathered from the volunteer
companies indicates the challenges with availability and completion of required training are a significant
risk as the volunteer companies seek to provide sufficient appropriately certified staff,

Staffing

Currently, the County’s fire and rescue operations are comprised of twenty-one (21) fire and rescue stations
throughout the County with seventeen (17) stations within nine (9) volunteer fire and rescue companies.
The County controls four (4) stations. As of June 30, 2016, there are 555 career uniform fire and rescue
personnel and approximately 523 volunteer fire and rescue members, including both operational and non-
operational members (Source: DFR and FRA Med/Phys), and the County's 2015 population is estimated
at 451,721 (Census.gov). As of the date of this report, there are 610 uniformed FTEs (57 out of the 610
are in recruit school) and 553 operational members. As of November 2018, the volunteer companies have
reported o the Clerk of Court 1,045 volunteer members, of which 511 have been reported as active/active
operational members.

The DFR monitors and forecasts career and volunteer staffing on an ongoing basis in order to gauge trends
for continuity of services. The career and volunteer staffing levels below, as presented to the BOCS, depict
actual staffing for both career and volunteer for FY 2013 through FY 2016, the career staffing plan, including
the 5 year career staffing plan for FY 2017 through FY 2021. The volunteer future staffing is projected
through FY 2021 based on historical trend.

Prince William County Career & Volunteer
Staffing Levels FY 2012-2021
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Executive Summary — Continued

Staffing - continued
The following table depicts staffing coverage by volunteer and career for each station for FY 2016 and
includes company, station, what piece of apparatus has been staffed and how.
Station Staffing Data - FY 2016

Controlied By & FY 2016 Heavy
St. Budget Engine Truck Bakéna Tanker Ambulance* Meadic Unit
Career
2 ime
Occoquan-Woeodbridge-
Lorton Volunteer Fire ;
12 Department ("OWLVFD") - - e 2 dir
$3,119,706 :
14 Career 24hr
3F Dumfries-Triangle
Volunteer Fire Department
"DTVFD") - $1,535,009
17 ¢ ) Career 24hr

24hr

3R Dumfries-Triangle Rescue
Squad ("DTRS") - St 3R:
PrO . seaf.mza b= T s
5 1 24hr 24hr
L St#23 $570.300
~ Career
5 Nokesville Volunteer Fire __D:
and Rescue Department | Vol 94 2%
("NVFRD") - $1,671,057 T Career
24hr
Lake Jackson Volunteer Career
7 Fire Department ("LJVFD") - _

Career 24hr

25

Career 24hr

Career 24hr

$765,124 | Vol 80.2%
Yorkshire Volunteer Fire
8 and Rescue Department | c.:;::' Career 24hr
("YVFRD") - 706,086
Career
10 . Daytme
LMol 26.7%
Career
2 Dale City Volunteer Fire ﬂ
—— Department ("DCVFD") - vg:_-:r%
$3,729,963
18 . Daytime
. Vol 93.4%
Career
20 i
Vol 84 1%
Stonewall Jackson ' Career Career

Buckhall Volunteer Fire

11 Volunteer Fire Department _ Da Vol 96.6%  Career 24hr
("SJVFD") - $929,458 | Vol 98.3%

16 Department ("BVFD")- Dabr
$700,420
Career Career
4 B 24hr dhr Career 24hr
g Career Career Career

6 St #4: $697,937 24hr 2anr Dayt:

St #6: $844,782 Ca Can Lasrre.
15 St#15: $620,702 2l b

St #24: $616,831 Carese
24 | 24anr Career 24nr

"Vol ambulance staffing data includes time when Its staffed as a medic unit

** Truck 503 went out of service and (Heavy) Rescue 503 went in service Jan '16

*** Dumfries Rescue Is responsible to staff an ambulance at Station 17-Montclair

“***Effective March 1, 2017 Station 23 is officially a DFR Station. It has been transitioning from DTRS to the
DFR since November 3, 2016.

| Legend | so-100% | s0-89% m
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Executive Summary — Continued

Volunteer Membership

Under Chapter 9.1, each volunteer company entered into an agreement with the BOCS, in which the County
agreed to allocate fire levy funds as outlined in Chapter 9.1. The respective volunteer companies agreed
to remain in good standing with the FRA, including implementing, complying with, and being subject to all
FRA policies and procedures, provisions with PWC Code Chapter 9.1, and other applicable County, State
and Federal regulations. The County’s allocation of funds to each volunteer company is contingent on each
volunteer company’s compliance with Chapter 9.1.

FRA Policy 1.1.5 Section 4.4 states:
“Operational Member Requirement — Each FRA member department shall maintain a minimum of
20 operational members. Operational members will remain at all time a member in good standing of
the FRA member department, and comply with all Chapter 9.1, FRA Policies and Procedures, and
other applicable County, State and Federal regulations.

The DFR Office of Health and Safety submits the MPW fo the volunteer companies on a periodic basis to
review for accuracy and completeness. Thus, the MPW maintained by the DFR Office of Health and Safety

should be the o

fficial record. However through our review, feedback and communication with the DFR

and the volunteer companies we note the records are not accurate, complete or reconcilable. This
represents a significant risk for the County-wide fire and rescue system. The volunteer companies could
be at risk of having an insufficient number of operational members, as defined by FRA Palicy 1.1.5 Section
4.4., hindering their ability to provide proper public safety response for which the Board of County
Supervisors are ultimately responsible. Monitoring accurate and consistent data assists the County in
determining future hiring needs and corresponding budgeting.

In response to the feedback receivad from some of the volunteer companies as of February 15, 2017, we
attempted to update the membership numbers as of January 2017. As of March 6, 2017, only 5 of 9
volunteer have submitted their membership rosters to the County’s Clerk of Court. The most recent month
where all 9 volunteer companies have submitted their membership rosters to the Clerk of Court is as of
November 2016, submitted December 2016. As such, we have updated the membership numbers utilizing
those rosters as the updated point in time.

Based on the Virginia Code and FRA policy 9.1, we attempted to prepare a high-level analysis of active
operational members that are able to staff in response to fire and rescue incidents at a point of time for

compliance. This analysis presented numerous challenges identifying valid and complete data.

Discrepancies

The volunteer companies are required to report to the County's Clerk of Court on a monthly

of Medical basis. The volunteer companies are also required to submit FRA Medical Physical
Physical Workbook ("MPW") to the Health and safety Officer (per FRA Policy 4.8.3 Section 5.4,
Workbook which states the responsibilities of the Member Department’s Health and Safety Officer
(“mPwW?”) includes: “Ensure copies of the records are sent to the DFR Office of Health and Safety’).
Records

There are discrepancies between what the volunteer companies are reporting to the Clerk
of Court as compared to the records maintained by the DFR. For example, 5 volunteer
companies had members listed on the MPW maintained by the DFR, but not listed in the
membership reports submitted to the Clerk of Court.

Three (3) volunteer companies have noted numerous discrepancies on the medical status
per review of the MPW maintained by the DFR Office of Health and Safety.

Definition of an
Operational
member

Within the County's fire and rescue system, there are differences in how “operational
member is defined as referenced in FRA Policy 1.1.5, Section 4.4. Inan accepted report
dated June 2013, the County’s interal auditors recommended that the FRA issue a formal
policy to identify and define key terms to be utilized by the FRA, including the definition of
‘operational member”. This observation has not been addressed by the FRA as of yet.

Per review of the membership reports submitted by the volunteer companies, there were
over thirty (30) varying membership categories utilized by the volunteer companies.
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Executive Summary — Continued

Mutual Aid

There is state wide mutual aid in which all jurisdictions in Virginia can participate, and they can give and
receive mutual aid nationwide through the Virginia Department of Emergency Management using the
Emergency Management Assistance Compact. Mutual aid is to provide assistance for large scale incidents
where even larger jurisdictions may need help, such as a multi-alarm structure fire or a tornado touchdown

affecting multiple neighborhoods.

The below table represents a historical depiction of mutual aid the County and the benchmarked
jurisdictions have received and provided.

Mutual Aid Received v Provided
FY 2012 - 2016
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As shown above, PWC receives disproportionally higher levels of mutual aid than it provides. Mutual aid
in PWC is inversely and consistently needed to provide services, despite being a larger jurisdiction. This
may be an indication that staffing at certain locations or certain times may be lacking or that specialized
services are required that cannot be supplied. Further investigation as to the nature of those calls, locations
and times would be required to identify the root cause. If a station has the apparatus, it still may not be able
to answer the call due to insufficient staffing. They have had to rely on mutual aid. If a station does not
have enough certified individuals to appropriately staff apparatus, that is essentially taxpayer dollars tied
up in stations not being able to respond to calls, representing lost services to taxpayers and critical
increased response time to citizens needing aid.

Some mutual aid assistance is planned. Major thoroughfares with restricted access may rely on mutual aid
from nearby jurisdictions near the respective county lines for increased response time performance. These
examples include (but not limited to):

= Fairfax County, Virginia - I-95 (southbound) and I-66 (westbound)

» Stafford County, Virginia - Interstate 95 (northbound)

+ Fauquier County — Interstate 66 (eastbound)

» Charles County, Maryland - Potomac River

The FRA and County acknowledges mutual aid is an ongoing system-wide challenge for the County, which
generally can be divided into two sub-issues: capacily and specialty apparatus. On a quarterly basis, the
FRA Chairman provides a report to the BOCS, which includes staffing statistics from the previous 2
quarters. Per review of the quarterly report submitted to the BOCS October 1, 2015 — December 31 , 2015,
there were numerous instances shift/apparatus staffing being insufficient (unstaffed and understaffed
(below 80%) for the prior 2 quarters. As part of the Five-Year Plan (beginning FY 2017), it is anticipated
that PWC will have four ladder trucks and three heavy rescue apparatus for use 24/7.
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Executive Summary — Continued

Assets/Large Purchases

The volunteer companies are individually established organizations as a 501(c) (3) or 501(c) (4), creating
a firewall between the entities. Should a volunteer company become insolvent or have other financial
distress, mortgaged assets could be auctioned or forfeited in bankruptcy or defaults on loans. On
occasion, some volunteer companies have lost their 501(c) (3) or 501(c) (4) status, placing the volunteer
company as a free-standing corporation. If a volunteer company defaults on loans, County funds could
conceivably be forfeited if equipment is auctioned or other bankruptcy issues exist.

If a volunteer company dissolves, there are provisions addressing dissolution of assets within Chapter 9.1.
Assets purchased (in whole or part), are to be vested to the Board of County Supervisors and remain with
the County. In the past 10 years, for disbanded volunteer companies there have been varying degrees of
issue with return of assets, including a lawsuit filed and refusal to transfer property with the volunteer
company claiming ownership and requesting payment of fair market value, essentially paying twice for the
assets.

The most recent volunteer company required to transfer assets, Evergreen Volunteer Fire Department and
Rescue Squad, was transferred in January, 2016. To date, despite the provisions set forth in Chapter 9.1,
real property has not been transferred to the County, claiming ownership. Any attempts to settle thus far
include the County paying “fair market value”. It should be noted the apparatus titles have been transferred
to the County and they have not prohibited the County running calls out of the station.
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Background

Prince William County Fire and Rescue Operations

Prince William County Fire and Rescue History

Communities across the United States have had a long standing tradition in relying on citizen volunteers to
provide fire protection and emergency medical services. From the concept's inception by one of our nation’s
founding fathers, Benjamin Franklin, brave men and women have answered the call of duty by honorably
serving as our nation’s first line of defense against fire and emergency related circumstances. Historically,
fire brigades were established by local townspeople with minimal, donated equipment to aid the community
in firefighting and suppression. The below table represents a timeline of the County’s Fire and Rescue
Operations.

Prince William County is no different with its own history of volunteerism. Emergency protection for fire and
rescue operations was originally provided exclusively by individual volunteer fire and rescue operations, in
which each “company” provided service in their district. It was 1966 before the County had their first fire
fighter on the payroll, with population increasing from 50,000 in 1960 to 111,000 by 1970. By 1968, there
was one paid firefighter in each station. By 1980, the population of County was 144,636 (Source: US
Census Bureau), with eleven (11) volunteer companies; Buckhall Volunteer Fire Department was
established July 1980.

In 1989 the Department of Fire and Rescue was established, with the Director of Fire and Rescue named
“Chief", along with the Fire and Rescue Association. As of June 30, 2016, there are 555 career uniform fire
and rescue personnel and approximately 523 volunteer fire and rescue members (Source: DFR and FRA
Med/Phys), and the County's 2015 population is estimated at 451,721 (Census.gov).  As of the date of
this report, there are 610 uniformed FTEs (57 out of the 610 are in recruit school) and 553 operational
members. As of November 2018, the volunteer companies have reported to the Clerk of Court 1,045
volunteer members, of which 511 have been reported as active/active operational members.

Study by Blue Ribbon Commission on the Fire and Rescue System

Changes to the County’s fire and rescue operations have been considered throughout its existence. In
1988, a citizen-appointed Blue Ribbon Commission on the Fire and Rescue System was created by the
Board of County Supervisors to study the roles and responsibilities of volunteer and career staff and how
to best provide fire and rescue services for a growing county with changing demographics. This was driven
from questions raised by various community and staff groups, the availability of qualified fire and rescue
personnel, the sufficiency of their resources, the adequacy of their organization's structure, and the equity
of fire and rescue funding.

While recognizing the value of volunteer services and a need to preserve this system, findings included that
while the County has widely disparate, individual companies, it has transformed from a rural based
demographic to a county-wide need for emergency operations with better coordination of career and
volunteer operations.

The study by Blue Ribbon Commission on the Fire and Rescue Systsm provided 12 high-level
recommendations as a result of this study, of which over time, the County implemented 7 of the 12
recommendations. Some of the recommendations were as follows:

= Establish response time goals (adopted)

»  Providing county incentives for volunteers (adopted)

s  Establishing long term response time goals (adopted)

= Establishing a single, county-wide levy for all fire and rescue services (adopted)

Recommendations not adopted or partially implemented over time include:
«  Adoption of uniform standards for chiefs (adopted but not yet implemented)
= Changing the organizational structure to include voting and veto rights for the Chief, then known as
the Director of the Fire and Rescue Service (adopted but changed by 9.1)
= Minimum insurance requirements for volunteer companies
= Quality assurance program for all fire and rescue services (EMS was adopted)

ey
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Background - continued
Prince William County Fire and Rescue Operations - continued

Study by Tri-Data Corporation

Fire and rescue operations were studied again in 1993 at the request of and commissioned by the BOCS,
by Tri-Data Corporation, an independent firm. At this time the number of career
firefighters/EMTs/Paramedics had grown to 208, with 12 volunteer companies. The population had grown
to 233,450 (Source: US Census Bureau), an increase of 61% in 15 years, with the majority of population
growth in the eastern portion of the county. The Tri-Data Corporation provided 15 high-level
recommendations as a result of this study, in which over time, the County implemented 8 of the 15
recommendations. Some of the recommendations were as follows:

+ Establishing an Executive Committee for the FRA to provide more effective management of the fire

and rescue system

o Automatic aid for Cities of Manassas and Manassas Park

= Appointment of a single Operational Medical Director

= Career staffing increase

Recommendations not adopted, partially adopted or adopted but not yet implemented over time include:
» Determination by BOCS if the Fire Chief should be a central leader or reducing expectations to a
coordinator (not done)
= Establishment of a Uniform Rank Structure (adopted but not fully implemented)
= Group purchase of apparatus to realize greater purchasing power and right-sizing the fleet (not done)
= Ongoing performance review of volunteer companies (partially implemented)

As long as volunteer companies did not violate Virginia statutes, they could continue to operate
autonomously, although the County's Fire and Rescue Chief was held accountable to the County
Executive/BOCS. This resulted in creating gaps in staffing (particularly in the 5:00a.m. to 7:00a.m and
5:00pm to 7:00pm shift change periods), a lack of purchasing power benefits, inconsistencies in skill level
and training (although the report noted there are many skilled and highly qualified volunteers) and a two-
system method for providing fire and rescue operations with little financial oversight.

PWC Code of Ordinances: Chapter 9.1 Fire Prevention and Protection

Per County Ordinance Number 09-51 dated August 4, 2009, the County repealed the existing Chapter 9
and adopted Chapter 9.1 of the Code of Ordinances. Chapter 9.1 reestablished the Prince William County
Fire and Rescue Association to provide for the coordination and provision of reliable and high quality fire,
rescue and emergency medical services by the combined personnel of the DFR and the County's volunteer
fire and rescue companies. In return of the receiving allocations from the county-wide fire levy, the
individual volunteer companies agreed to be subject to financial oversight and FRA policies and procedures.
It provides the current structure of a Fire and Rescue Association, comprised of the Department of Fire and
Rescue and the nine (9) volunteer fire and rescue companies.

Under Chapter 9.1, each volunteer company entered into an agreement with the Board of County
Supervisors in which the County agreed to allocate fire levy funds and the respective volunteer companies
agreed to remain in good standing with the FRA, and implement, comply with, and be subject to all FRA
policies and procedures, provisions of PWC Code Chapter 9.1 and other applicable County, State and
Federal regulations. The County's allocation of funds to each volunteer company is contingent on each
volunteer company's compliance with Chapter 9.1.

The County takes pride in the dedication and commitment of its fire and rescue system and continues to
support the need for a combined effort between the career and volunieer fire and rescue services. Earlier
in 2016, the BOCS issued a directive requesting County staff, the Department of Fire and Rescue with the
Fire and Rescue Association initiate reforms to the County's fire and rescue system for consistency in
service and to strengthen and support the system in order to maintain a strong combined system. The
County Executive formed a Fire and Rescue System Reform steering committee comprised of career and
volunteer members of the FRA, as part of this reform. This is part of an overall strategy for Fire and Rescue
System Reform, also referred to as “9.2",
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Background - continued

Prince William County Fire and Rescue Operations - continued

PWC Code of Ordinances: Chapter 9.1 Fire Prevention and Protection - continued

To attain maximum input from all members of the Fire and Rescue Association, career personnel,
volunteers and the public, a Strengths, Weaknesses, Opportunities and Threats ("SWOT") Analysis was
performed. The SWOT analysis was facilitated by County staff, and was performed during the months of
April through July of 2016, through a series of meetings to brainstorm each of the SWOT categories, with
a second session for each category to rank and vote on the individual elements within the SWOT categories.
The SWOT analysis meetings were open to volunteer and career firefighters, along with the public. Just
under 4,000 comments were generated as part of this process. Results of the analysis will be used to guide
further discussion regarding reform.
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Background - continued
Prince William County Fire and Rescue Operations - continued

Prince Willlam County Fire and Rescue History - continued
The below depicts a map of Prince William County and the locations of the fire and rescue stations.
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Background - continued

Organizational Structure

Prince William County is comprised of a combination of career and volunteer firefighter and rescue
operations. Currently, the County’s fire and rescue operations are comprised of twenty-one (21) fire and
rescue stations throughout the County with seventeen (17) stations within nine (9) volunteer fire and rescue
companies. The County controls four (4) stations. As of June 30, 2016, there are 555 career uniform fire
and rescue personnel and approximately 523 volunteer fire and rescue members, including both operational
and non-operational members (Source: DFR and FRA Med/Phys), and the County's 2015 population is
estimated at 451,721 (Census.gov).

Although the northwest and central areas of the county have less population and there continuas to be a
large number of unincorporated areas, the 1-95 corridor has seen explosive growth in the past few years
due fo the proximity of Washington, D.C. (35 miles away) and the large number of roads available for
commute. It has become the second most populous county in the Commonwealth, with the seventh-
highest household income county in the country and it was the first county in Virginia where minorities make
up the majority of the population. While population in the Commonwealth of Virginia increased by 4.1%
between 2010 and 2015, PWC population quadrupled that increase (12.4%) (Source Washington Post).

Fire and Rescue Association

Pursuant to PWC Code Chapter 9.1, the Prince William County FRA is an organization that encompasses
all of the volunteer fire and rescue companies operating in the County and the Prince William County
Department of Fire and Rescue, and is charged with the overall governance and supervision of all fire and
rescue services lawfully provided in the County. Currently, there are nine (9) volunteer fire and rescue
companies located within the County, each of which operates independently (but cooperatively) through an
agreement with the Board of County Supervisors.

The organizational structure of the FRA is as follows:
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Background - continued

Organizational Structure - continued

Fire and Rescue Association — continued
Board of Directors - The FRA is governed by a Board of Directors made up of the following:

(1) The DFR Chief, who shall serve as Chair, but does not have voting rights, except in the event of
a tie, or veto authority;

(2) The next three senior ranking DFR uniformed officers;

(3) ADFR uniformed employee under the rank of lieutenant in the DFR selected or appointed as the
DFR Chief shall determine;

(4) The volunteer Chief of each fire, rescue, or fire and rescue company that is a member of the FRA
and up to three Presidents if so determined by the board of directors, to be nominated by the
volunteer chiefs and elected by the board of directors, who shall serve staggered three year
terms, and be identified pursuant to a geographical schedule approved by the board of directors
to assure equal representation among volunteer companies.

The FRA Board of Directors meets at least monthly (unless by call of the chair or vice-chair) and is tasked
with working with the FRA Executive Committee to manage the overall fire, rescue and emergency medical
services consistently with directives of the BOCS, the County Executive, and all FRA Policies and
Procedures, develop and update the Fire and Rescue Service Plan, present quarterly reports to the BOCS,
and, in general, execute the approved plans to ensure adequate resources and expenditure of public funds
for fire and rescue services.

FRA Executive Committee - The FRA Executive Committee meats monthly and is made up of the following:
= Chairman of the Board/DFR Chief
Vice Chairman of the BOD - Volunteer Chief elected by the FRA Board of Directors
» Three (3) members from the DFR BOD appointed by the DFR Chief
Two (2) members from the volunteer companies that are elected by the FRA Board of Directors

The FRA Executive Committee iniiates FRA policies and procedures, receives and considers
recommendations from the board of directors, assures the implementation and enforcement of ERA policies
and procedures and act in the stead with authority for any matters within the jurisdiction of the BOD between
regularly scheduled meetings.

Chairman of the Board/DFR Chief — The Chairman of the Board/DFR Chief does not have voting rights
(unless in the event of a tie) or veto authority. The DFR Chief does not have authority to address personal
matters within a volunteer company, per Sec 9.1-11, (d), and (5)
“The DFR chief may not independently discipline or control any volunteer or volunteer company, nor
may a volunteer chief discipline or control any person in DFR, except as ma v be provided in this
chapter.”

The Chairman of the Board may create sub-committees or task forces and must be comprised of

representatives of both volunteer companies and DFR. Current sub-committees include:
»  Apparatus and Equipment Committee
« Operations Committee

o EMS Advisory Subcommittee

o Fire Suppression Subcommittee

o Special Operations Subcommittee

Planning Committee

Policy Committee

Safety, Health and Weliness Committee

Training Advisory Committee

Uniform Rank Structure Certification Board

Volunteer Recruitment and Retention Committee

Vice Chairman of the Board - The Vice Chairman of the Board, who is a volunteer Chief elected by the
BOD, serves a term of one year. The Vice Chairman of the Board presides over meetings of the BOD and
the FRA Executive Committee in the absence of the Chairman of the Board/DFR Chief.
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Background - continued

Organizational Structure - continued

Department of Fire and Rescue

The County's Department of Fire and Rescue is comprised of the career firefighters, paramedics and EMTs.
The department is made up of three sections:
«  Community Safety - includes community relations, emergency management and the Fire Marshall's

office.

»  Operations - includes stations, battalions, and EMS Operations and billing.
includes finance/accounting, personnel, training, health and safety,

» Systems Support

communications and planning and logistics.

The DFR maintains a fraining facility in conjunction with the Police Department. The
Training Academy is staffed by DFR career personnel, is in place for the training of both career and
volunteer firefighters, and follows the curriculum approved by the FRA.

As of June 30, 2018, the 555 career uniform fire and rescue personnel is comprised of 211 advanced life
support and ("ALS"} and 344 basic iife support ("BLS") providers. The following is the current organizational

chart of the DFR.
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Background - continued
Organizational Structure - continued

Volunteer Fire and Rescue Companies

The County's volunteer companies are each governed by an individual Board of Directors and are managed
and staffed primarily by volunteer and career firefighters assigned by the DFR as needed. Each Company
has a volunteer Chief that is elected by the membership of the respective Company. This volunteer Chief
and his/her line officers handle the daily operational tasks of the Company. Additionally, almost all
Companies elect their administrative officers, including President, Vice President, Secretary, Treasurer and
a Board of Directors. The President is responsible for handling administrative tasks of the Company as
well as managing the not-for-profit activities of the department, such as fundraising.

Under Chapter 9.1, each volunteer company entered into an agreement with the BOCS in which the County
agreed to allocate fire levy funds as outlined in Chapter 9.1 and the respective volunteer companies agreed
to remain in good standing with the FRA, and implement, comply with, and be subject to all FRA policies
and procedures, provisions with PWC Code Chapter 9.1 and other applicable County, State and Federal
regulations. The County's allocation of funds to each volunteer company is contingent on each volunteer
company's compliance with Chapter 9.1.

Command Structure and Governance

Governance Style
Each jurisdiction benchmarked has a unique governance structure, with ordinances and/or codes varying

how each fire and rescue system is governed. The strengths and weaknesses of each reporting
jurisdiction’s system may not be completely tied to the governance of that organization, however it is the
framework in which all members operate and decisions are made and it can have a correlation. Other
factors may include budgetary concerns, working conditions of the individuals (e.g. fire stations, apparatus,
hours scheduled, etc.), and overall leadership of the jurisdiction. Common criteria of governance structure
style can be categorized into the following categories:

Prince William County and City of Manassas - Goverance Committee / Association*

« Governs by consensus
* Voting members provide equal input to decisions

Risks to this style of governance structure include potential delayed decision making as there is no
direct/single ownership which could result in sub-optimal service; redundant equipment or other
inefficiencies due to siloed and/or decentralized systems as well as group judgment can provide
decisions based on peer pressure, create rivalry or ignore single individuals.

Loudoun County - Central Fire Chief with Advisory Board / Committee*

s Relies on a governing body to provide input and make recommendations
» Decision and accountability falls to one individual

Risks to this style of governance structure surround the advisory board's effectiveness: it is dependent
on the effectiveness of collaboration with all members, including the Fire Chief.

Counties of Fairfax County**, Chesterfield***, and Henrico, City of Manassas Park - Central Fire
Chief / Single Authority* '

« Traditional hierarchical approach
« Fire Chief may seek individual input or groups for guidance; however, it is not required to do so
» The decision ultimately rests with that individual

Risks to this style of governance structure are diverse ideas may be suppressed/not implemented and
leadership may be compromised due to an ineffective chief.

* Differences within the models may apply
** Fairfax County noted operationally the volunteers fall under the Fire Chief. The Fire Chief delegates some of the authority for
operational members to the respective volunteer chiefs; however, operationally the volunteers must follow all rules and
regulations of the FRD that are not covered by the volunteer policies and procedures.
*** Chesterfield County is a hybrid for EMS with autonomy and an EMS Advisory Council
[rasezn - 21 TERETF AT 3 S A e Ee L RN ) 2 T S 3
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Background - continued
Command Structure and Governance - continued

Governance Style — continued

The below map depicts various governance styles of various surrounding and peer jurisdictions.
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Background - continued
Command Structure and Governance - continued

Governance Style — continued
Governance structure has changed for a variety of reasons, such as: changing demographics, new

leadership requesting a change, budgetary concerns, volunteer's abilityltime to be involved on committees,
or when a criminal or an ethics breach has occurred. Within the last 10 years, many of the governance
structures of the jurisdictions in this benchmark have either been overhauled or had changes to the
ordinance.

» PWC last had a change in 2009.

»  Chesterfield County had their first career firefighters in the 1970’s and evolved in the 1990s to a career
system with assistance from volunteers (primarily EMS). This was due to the changing demographics
of a rapidly growing population with a decline in the number of fire volunteers.

»  In 2005 Fairfax County added a third bureau to include Operations, Business Services and Personnel
Services (previously Operations and Administration). The diversification of the organizational
structure was necessitated by substantial growth in the department which had resulted in managers
and division heads being outside the optimal span of control. An additional bureau is currently under
consideration.

= Henrico added Community Risk Reduction in 2010.

= Loudoun County also changed their organizational structure, effactive July 2014. The change
occurred as a result of a new Board and a reorganization was recommended.

*  The City of Manassas career Fire and Rescue Department was established and their 1% career chief
hired in 2008, but the ordinance establishing the Department went into effect on February 8, 2010.

Prince William County Fire and Rescue Governance and Structure

PWC updated their fire and rescue operations governance and structure in 2009. Chapter 9.1 reestablished
the Prince William County FRA to provide for the coordination and provision of reliable and high quality fire,
rescue and emergency medical services by the combined personnel of the DFR and the County’s volunteer
companies. DFR career staff report to the County's Fire and Rescus Chief, who is also the Chairman of
the FRA Board of Directors. DFR structure is in place for continuity of operations.

Each PWC volunteer company is a separate legal entity, each governed by individual Board of Directors.
When staffing shortages exist, career firefighters are assigned by the DFR to those volunteer stations, as
needed. Each Company has a volunteer Chief that is elected by the membership of the respective
Company. This volunteer Chief and his/her line officers handle the daily operational tasks of the Company.
Additionally, almost all Companies elect their administrative officers, including President, Vice President,
Secretary, Treasurer and a Board of Directors. The volunteer President is responsible for handling
administrative tasks of the Company as well as managing the not-for-profit activities of the department,
such as fundraising.

PWC differs from the counties it was benchmarked against as it relates to the command structure. PWC
has a committee structure, in which the Chairman of the FRA Board/DFR Chief does not have voting rights,
except in the event of a tie, or veto authority.

The FRA BOD meets at least monthly (unless by call of the chair or vice-chair) and is tasked with working
with the FRA Executive Committee to provide fire and rescue services in accordance with Chapter 9.1. The
FRA BOD is tasked with ratifying, rejecting or amending FRA policies and procedures as initiated by the
FRA Executive Committee.

The FRA Executive Committee initiates FRA policies and procedures, receives and considers
recommendations from the FRA BOD, assures the implementation and enforcement of FRA policies and
procedures and act in the stead with authority for any matters within the jurisdiction of the FRA BOD
between regularly scheduled meetings.
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Background - continued

Command Structure and Governance - continued

Prince William County Fire and Rescue Governance and Structure - continued

The current organizational structure creates challenges for a growing and changing population like Prince
William County. Changes to the County’s fire and rescue operations have been considered throughout its
existence. Two previous studies, Blue Ribbon Commission 1988 and Tri-Data Corporation 1993, of the
County’s fire and rescue operations came to the same conclusion. Both of these studies recommended
changing the organizational structure to include Chief authority/ voting and veto rights for the Chief. In the
meantime, fire suppression calls have reduced as the primary focus and medical requests have increased,
along with a surge in population.

Currently, the DFR and County infrastructure assures continuity of operations. The DFR has been able to
“step into the breach” when a staffing challenges has come up with a volunteer department. The DFR has
assumed operations at Stations 4, 24, 6 and 15 when it was required and has provided backfill for Station
8. At the request of Occoquan-Woodbridge-Lorton Volunteer Fire Depariment, the DFR began staffing
Station 14's engine company 24/7 on February 4, 2017,

Since mid-2012, the BOCS has monitored the internal control environment of certain governance, financial
and operational processes of all of volunteer companies through the County's internal audit function. See
summary of findings on page 27. The current structure may appear to have a “checks and balances”
approach, in reality it provides disconnect. The consensus approach, while appearing to allow all a voice,
does not achieve its goal but creates a fragmented environment. Through this analysis, we noted
challenges/opportunities that include:

Challenges/Opportunities of Current Structure

Composition of the BOD is disproportionate between the DFR and volunteer companies.

The Chairman of Board/DFR Chief does not have voting rights, except in the event of a tie, or veto authority.

The FRA reports to the BOCS and the Chairman of the Board/FRA Chief reports to the County Executive. This
bifurcated reporting structure creates challenges for day-to-day operational oversight and monitoring.

The current system is decentralized and not engineered for rapid change and flexibility. It can take several months
for the current system to react to an event and approve policy. Today’s environment demands an agile organization
that can rapidly address ever changing and evolving hazards and threats.

Risk of FRA approved policies and procedures being overridden or delayed due to self-governance.

= Training has been raised universally as an issue due to the time constraints. The FRA had adopted Policy
4.5.1 Uniform Rank Structure that defines the required minimum certifications by position and rank for all
fire/rescue companies in Prince William County through Res. 13-73 dated October 16, 2013 with an
implementation date of January 1, 2015. The FRA granted an extension to incumbent members through June
30, 2017, via Res. 14-61 dated November 19, 2014. The policy also requires a semi-annual audit for
compliance, effective January 1, 2015. As of June 2016, only one has occurred for officers only. As of August
31, 2018, 28 of 118 officers currently meet standards.

» FRA Procedure Financial Statement External Audit Review 3.1.1 states that “FRA member volunteer
companies shall obtain and submit to the FRA Budget Task Force, on a tri-annual basis, any audited financial
statements and management letters issued by the auditor.” The County’s internal auditors recommended, in
a report dated September 2015, that the FRA develop a schedule/timeline of the financial statement audits for
the volunteer fire and rescue companies, as only one (1) volunteer fire and rescue companies reviewed had a
financial statement audit performed within the past 3 years.
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Background - continued

Command Structure and Governance - continued

Prince William County Fire and Rescue Governance and Structure - continued

Challenges/Opportunities of Current Structure — continued

Risk of FRA approved policies and procedures being overridden or delayed due to self-governance. — continued

* July 2015, a memorandum was submitted to the FRA Chairman of the Board/DFR Chief stating that Chapter
9.1 has been in place for over 5 years, which has allowed ample time for the migration of FRA expenditures
to a competitive procurement and purchase order system. In a report dated September 2015, the County’s
internal auditors noted several instances of non-compliance of County's purchasing regulations by three (3)
of four (4) volunteer companies reviewed.

» The County's internal auditors noted, in a report dated June 2013, that Dumfries-Triangle Rescue Squad
("DTRS") and Dumfries-Triangle Volunteer Fire Department (*DTVFD") are unique in their structure among all
other volunteer companies in the County in that they operate as separate entities, while all other Companies
provide both fire and rescue services out of one (1) Company. Administratively, this structure is duplicative
as compared fo the other Companies, as such the recommendation was made that the FRA consider
consolidating the administrative structure of DTRS and DTVFD into one (1) volunteer company. This
observation did not extend to the consolidation of the locations and services provided, as that is a service and
response time decision.

NOTE: The DTRS and DTVFD merger was reviewed by the FRA on October 19, 2016 and rejected. The
FRA instead elected to approve a DTRS proposal giving Station 23 to the DFR and DTRS consolidating at
their Station (Station 3R) in Dumfries. Effective March 1, 2017 Station 23 is officially a DFR Station. It has
been transitioning from DTRS to the DFR since November 3, 2016.

Various FRA standing committees have been established to accomplish tasks or to oversee specific areas of
focus. The following represents a summary of the meetings logs maintained by the DFR, in which there was
documentation to support a meeting was held during FYs 2012-2016. (12 meetings were scheduled each year,
unless otherwise noted or cancelled due to weather, August recess, or misc). The areas highlight in red represent
those committees that met 50% or less of the scheduled meetings or no data was provided within each FY.

Committee FY'2012 | FY 2013 | FY 2014 [ FY 2015 . FY. 2016
Apparatus & Equipment 7 (58%) (32.:), g | 982%)° | T(B4%)* | 10 (91%)~
Budget & Finance Review - Committee » ™ [
terminated and restructured S(TS%) | B(3S%)" | (ggypyer A
Emergency Medical Services Advisory
Committee 11 1 o
Each year 1 mlg is cancelled due fo EMS | (100%) | (100%) | 8(73%) | 9(782%) | 11 (100%)
symposium
Operations Procedures Review
2 migs were cancelled due to falling on a holiday 9 (75%)
during FY 2012 - 2016
Special Operations - sub committee 8 (66%)

Suppression — sub commities 7 (58%
Held as Held as
Planning needed needed -0
-1 mt mt

Policy — 6 meetings scheduled in FY 2015
Volunteer Recruitment & Retention
- 6meelings scheduled FY 2013 & FY 2014
- 9 meelings scheduled FY 2015 8 (89%)*
- 2 meetings cancelled for SWOT meetings in
FY 2016
Health & Safety - 11 meetings scheduled FY 2016 7(58%) | 10(83%) | 8(66%)
Training
Uniform Rank Structure 9 (75%)
*Meeting not held for August recess
** Meeling cancelled due to inclement weather

Meetings were not classified as actually being held for the following:
« Lack of quorum

» _No documentation received to substantiate the mesting occurred
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Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid

Currently, the County’s fire and rescue operations are comprised of twenty-one (21) fire and rescue stations
throughout the County with seventeen (17) stations within nine (9) volunteer fire and rescue companies.
The County controls four (4) stations. As of June 30, 20186, there are 555 career uniform fire and rescue
personnel and approximately 523 volunteer fire and rescue members, including both operational and non-
operational members (Source: DFR and FRA Med/Phys), and the County's 2015 population is estimated
at 451,721 (Census.gov).

The below table shows the number of DFR career staff as compared to volunteer membership for each
jurisdiction from FYs 2013 - 2016.

FTE Career Staff v Volunteer Membership
FY 2013 - 2016

2500
R
] B
2000 s b | h i &
E AR B
g i ERER
1500 2 8B ;?
HEE
. L 08I
we B N EE 1 uf
HaRE 1 ;‘i | B W
g8 gl | I | - B -
- g ﬁ J s g ! 1 | E i g
4 E i E l B e om -
13 14 15 18 13 14 15 15 13 14 15 16 13 14 15 16 13 14 15 16 13 14 15 16 13 14 15 16
Peince William Fiarfax Looudoun Chasterfield Henrica Manassas Manassas Park

@ Carzer @ Volunteer Members

The DFR monitors and forecasts career and volunieer staffing on an ongoing basis in order to gauge trends
for continuity of services. The career and volunteer staffing levels below, as presented to the BOCS, depict
actual staffing for both career and volunteer for FY 2013 through FY 2018, the career staffing plan, including
the 5 year career staffing plan for FY 2017 through FY 2021. The volunteer future staffing is projected
through FY 2021 based on historical trend.

Prince William County Career & Volunteer
Staffing Levels FY 2012-2021

B | = TR ;;

FY13  FYl4  FY15 FY16  FY17 FY18 FY1S  FY20 FY21

s Career Volunteer

w7 Volunteer - trending -+« Linear (Career)

--------- Linear (Volunteer) ©+ - Linear (Volunteer - trending )

] B
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Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid —
continued

Station Staffing/Vacancies and Attritio
By company by station, what piece of apparatus has been staffed and how. The following table depicts
staffing coverage by volunteer and career for each station for FY 2016:

Station Staffing Data - FY 2016
Heavy

Controlled By & FY 2016

St. Engine Truck Tanker Ambulance* Medic Unit

Budget Rescue
2
Occoquan-Woodbridge-
12 Lorton Volunteer Fire
Department ("OWLVFD") -
$3.119.706
14
3F Dumfries-Triangle
Volunteer Fire Department
47 ("DTVFD") - $1,535,009
3R Dumfries-Triangle Rescue
T Squad ("DTRS") - St 3R:
Zyaim $681,918
___St#23: $570300

5 Nokesville Volunteer Fire __ Daytime

and Rescue Department Vol 54 3%

("NVFRD") - 1,671,057
25

Lake Jackson Volunteer Career
7 Fire Department ("LJVFD") - Daytime
$765,124 | Vol 90 2%
Yorkshire Volunteer Fire -
and Rescue Department 24hr

(YVFRD") - $706,086
Career Career Career

10 . Deytime ﬂ ﬂ !
_ Vol 96.7%
Career Career Career
13 % ﬁ
Dale City Volunteer Fire Vol 91 5%
[ Department ("DCVFD") - ™ Career

18 $3,729,963 | D ime
Vol 93 4%
Career
20 _ Daytime
Vol 84. 1%
Stonewall Jackson | Career Career

11 Volunteer Fire Department ime Vol 96.6% Career 24hr
("SJVFD") - $929,458 Vol 98.3%

Buckhall Volunteer Fire Career
16 Department ("BVFD")- C:W” me
$700,420 §

Career Career

®

4 DFR - 24hr 24he arenr 28ty
& St #4: $697,937 Gt e Gy
& 2ahr 24br Daytime
St #6: $844,782
. Career Career
15 St #15: $620,702 24 24he
St #24: $616,831 o =ial
24 2anc Career 24hr

"Vol ambulance staffing data includes time whon its staffed as a medio unit

** Truck 603 went out of service and (Heavy) Rescue 503 went in service Jan "6

*** Dumfries Rescue Is responsible to staff an ambulance at Station 17-Montclair

**"*Effective March 1, 2017 Station 23 s officlally a DFR Station. It has been transitioning from DTRS to the
DFR since Novamber 3, 20186.

| Legend | so-100% [ so-83% m
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Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid -
continued

Station Staffing/Vacancies and Attrition ~ continued

DFR career staff assigned to Operations Section end up working one of three shifts:
e Day work: Monday through Friday, which is four 12-hour days, 6 am to & pm with a rotating day off
during the week; 4-day/48-hour schedule.
= Shift work: A 24-hour shift followed by 48 hours off 365 days a year; 24/48 schedule.
= Other shifts - 4/42 (10.5 hour day ~ 4 days a week) and 5/42 (8.4 hour day — 5 days a week) for EMS
Operations and HAZMAT

DFR career staff polled favored the 24 hour shift work and has been listed specifically as a reason for
turnover; to go to another jurisdiction with a guarantee of 24 hour shift work. Particularly problematic with
career staff is switching between the two models, as it is a work/life balance and family disruption. Aftrition
reflects this in the County, with a number of uniform ranks leaving and going to other jurisdictions. In the
past two years (FY 2015 and FY 2016 as of May 2016), 21 of 75 people left PWC for another jurisdiction,
some cited they could secure 24 hour shifts. The DFR will hire an additional 48 new positions for FY 2017,
in addition to normal attrition.

The below shows how the County currently compares to the jurisdictions benchmarked for varying staffing
metrics. Also shown below is the historic fire and rescue career rate per 1,000 population for the County.
Statistics such as this reveal wide variation across and within various population clusters. The County has
the lowest number of FTE/1000 population ratio. A valid and reliable, one-size-fits-all rule of thumb for
prescribing the appropriate level of staff does not exist.

Career | Vol Active/ Po Career Career + Tiraver
Jurisdiction FTE | Operational (2012), FTEM000 | Vol/1000 Shifts '(‘2’3 . 6)‘*
(2015) (2015) pop ratio | pop ratio
; = ; Comb 24
Prince William County 530 571 451,721 1.173 2.437 hr & 12 hr 9%
Fairfax County 1,574 380 | 1,142,234 1.377 1.711 24/7 DNP
Loudoun County 501 1,204 | 375620 1573 | so1s | Cambad | pyp
Chesterfield County 430 306 335,687 1.281 2.192 2417 7%
Henrico County 548 - 325,155 1.685 1.685 2417 3%
City of Manassas 60 50 41,764 1.437 2.634 24/7 10%
City of Manassas Park 28 - 15,726 1.780 1.780 2417 DNP
*census.gov

Prince William County Firefighters per 1,000

Population

1.19
1.18
117 = Career Firefighter per
1.16 1,000
1.15 -

e Volunteer Firefighter
14 per 1,000
1.13
112 B .7 R 090 s 00 -Linear (Career
111 Firefighter per 1,000)

1.1 -+ Linear (Volunteer

1.09 Firefighter per 1,000)

1.08
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Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid -
continued

Station Staffing/VVacancies and Attrition — continued

Per a study conducted by the Princeton Review, the attrition of recruits within the first 3 years is highest
throughout the nationwide career span at 25%. The study continues to say that the rigors of the training
program, and the inconsistent and challenging schedules where most “rookies” work the late night and
undesirable shifts, make developing a lifestyle difficult. While there are some perceived challenges in
recruiting and retention, the Bureau of Labor Statistics projects a 5% increase in firefighter employment
from 2014 to 2024, an increase they believe is consistent with the increase in the nation’s population. The
Bureau of Labor Statistics recognizes that even though there has been a decrease in the number of fires
responded to, firefighters will still be needed to respond to the highly destructive seasonal wildfires that
occur every year as well as the increasing number of medical emergencies

Comparatively over the last 5 years, Prince William County has experienced a higher proportion of FTEs
leaving (retirement, termination, or resignation) during FY 2016 than previous years and in comparison to
other jurisdictions it has rapidly increased. In FY 2016 58 FTEs left, compared to 32 FTEs in FY 2015 and
22 FTEs in FY 2014. What was unique of those who left PWC in FY 2016 is that 11 were recruits and 10
FTEs left to go to other departments. In the previous 2 years 21 FTEs left to go to other departments,
compared to 4 FTEs the previous 2 years combined (FY 2014 and FY 2013). Turnover for the jurisdictions
that provided data have been as follows from FYs 2013 - 2016:

Turnover Amount
FY 2012 - FY 2016

o N
[=T =}
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& so
£
- 40
1=
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= -
E 20 g
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o e 2 akd 4
FY 2013 FY 2014 FY 2015 FY 2016
m Prince William mChesterfield @ City of Manassas Henrico
Volunteer Membershi

Under Chapter 9.1, each volunteer company entered into an agreement with the BOCS, in which the County
agreed to allocate fire levy funds as outlined in Chapter 9.1. The respective volunteer companies agreed
to remain in good standing with the FRA, including implementing, complying with, and being subject to all
FRA policies and procedures, provisions with PWC Code Chapter 9.1, and other applicable County, State
and Federal regulations. The County’s allocation of funds to each volunteer company is contingent on each
volunteer company’s compliance with Chapter 9.1.

FRA Policy 1.1.5 Section 4.4 states:
“‘Operational Member Requirement — Each FRA member department shall maintain a minimum of
20 operational members. Operational members will remain at all time a member in good standing of
the FRA member department, and comply with all Chapter 9.1, FRA Policies and Procedures, and
other applicable County, State and Federal regulations.”

Virginia Code § 27-8. Who may form a fire/EMS company; limit on number of persons in combined
companies states:
“Any number of persons, not less than 20, may form themselves into a company for extinguishing
fires. In any county in which two or more companies for extinguishing fires join together and singly
use one fire station, the number of persons in the combined companies shall be not less than twenty.”
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Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid -
continued

Volunteer Membership - continued

FRA Policy 1.1.5 Section 3.3 defines operational member as follows:
“Operational Member— A member of a FRA department who is qualified to conduct fire andfor rescue
department activities related to rescue, fire suppression, emergency medical care, and special
operalions, including response to the scene of the incident and all functions performed at the scene.”

The volunteer companies are required to submit medical records per FRA Policy 4.8.3 Section 5.4, which
states the responsibilities of the Member Department's Health and Safety Officer includes:

“Ensure copies of the records are sent to the DFR Office of Health and Safety”

The DFR Office of Health and Safety submits the MPW to the volunteer companies on a periodic basis to
review for accuracy and completeness. Thus, the MPW maintained by the DFR Office of Health and Safety
is the official record.

In response to the feedback received from some of the volunteer companies as of February 15, 2017, we
attempted to update the membership numbers from as of May 2016 to as of January 2017. As of March 6,
2017, only 5 of 9 volunteer have submitted their membership rosters to the County's Clerk of Court. The
most recent month where all 9 volunteer companies have submitted their membership rosters is as of
November 2016, submitted December 2016. As such, we have updated the membership numbers utilizing
those rosters as the updated point in time. This analysis was performed by reviewing the membership
statistics that the volunteer companies are required to report to the County's Clerk of Court (“CoC") on a
monthly basis, as compared to the FRA Medical Physical Workbook (“MPW") maintained by the DFR Office
of Health and Safety. This analysis did not include compliance with the required background
screenings and certifications per Chapter 9.7 and Virginia EMS Regulations.

Based on the Virginia Code and FRA policy 9.1, we attempted to prepare a high-level analysis of active
operational members that are able to staff in response to fire and rescue incidents at a point of time for
compliance. This analysis presented numerous challenges identifying valid and complete data. The
following was noted as part of this high-level analysis:
= Three (3) volunteer companies noted numerous discrepancies on the medical status per review of
the MPW maintained by the DFR.
»  Per review of the membership reports submitted by the volunteer companies, there were over thirty
(30) varying membership categories utilized by the volunteer companies. See page 30.
= Within the County’s fire and rescue system, there are differences in how “operational member' is
defined as referenced in FRA Policy 1.1.5, Section 4.4. In an accepted report dated June 2013,
the County's internal auditors recommended that the FRA issue a formal policy to identify and
define key terms to be utilized by the Companies, including the definition of “operation member”.
It was recommended that the FRA issue a formal policy to identify and define key terms to be
utilized by the volunteer companies. This observation has not been addressed by the FRA as of
yet.
= There are discrepancies between what the volunteer companies are reporting to the Clerk of Court
as compared to the records maintained by the DFR. For example, five (5) volunteer companies
had members listed on the MPW maintained by the DFR, but not listed in the membership reports
submitted to the Clerk of Court.

The volunteer companies could be at risk of having an insufficient number of operational members, as
defined by the DFR, hindering their ability to provide proper public safety response. Nationally, volunteer
companies are struggling to maintain minimum active members due to the time constraints placed on
volunteers.
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Background - continued

Compoasition, Staffing, Membership, Responsive/Deployment and Mutual Aid -

continued

Volunteer Membership - continued

" Acﬂ\o;e ’ # B:f CI:ared Avg AIO
peration/ | oo Cleared per Medical Physical esrigrd, #of | Members
Company Active Per | Workbook - as of December 201 | Meluding win | g jp, | TELLE
e Slraca Station*
Roster Period™
» 11 members cleared with full
Buckhall Volunteer 21 participation 25 1 25
Fire Department » 14 members cleared with out of
date status, but within grace period
» 100 members cleared with full
Dale City Volunteer 99 participation 4
Fire Department » 43 members cleared with out of
date status, but within grace period
Dumfries-Triangle o7 m_erpbe_rs cleared with full
Volunteer Fire 54 participation . 27 1 27
Department » 20 members cleayed_ with out of_
date status, but within grace period
+ 17 members cleared with full
Dumfries-Triangle 21 participation 2 2
Rescue Squad » 9 members cleared with out of date
status, but within grace period
Lake Jaskesri o1 mgrpbe_rcleared with full
Volunteer Fire 36 participation ; 1
Depariment + 1 members c_kez_ared with ou‘t of date
status, but within grace period
Nokesville » 80 r{u?mb_ers cleared with full
Volunteer Fire and 83 participation 4 2
Rescue Department = 18 members clea{aq with out of.
date status, but within grace period
» 90 members cleared with full
OWL Volunteer Fire 83 participation 3
Department « 64 members cleared with out of
date status, but within grace period
Stonewall Jackson * 12 members cleared with full
Volunteer Fire 72 participation . 1
Department » 22 members cleau:ec! with out Of.
date status, but within grace period
Yorkshire Volunteer + 1 members cleared with full
Fire and Rescue 42 paricipation 1

Department

» 34 members cleared with out of
date status, but within grace period

* Active member categories submitted to the CoC in the monthly membership roslers varied across the volunteer companies —
active, active operational, active supporting, lifelime active, active administrative, active life, active associale,
The above included those volunteer members listed as either active or aclive operational.

“* Those members listed as full participation and with out of date status, but within grace period, were summed lo calculate the
average number of members per station.

active auxiliary,
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Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid -
continued

Volunteer Membership ~ continued
The below depicts volunteer membership for each jurisdiction FYs 2013 — 2016.

Volunteer Membership
FY 2013 - 2016

2,000
B g
1,500 4] &
b i
E Kl
1,000 it% E;f
K i
500 - &
1] & LB = L o Sl i B
FY 2013 FY 2014 FY 2015 FY 2016
® Prince William i Chesterfield ™ Fairfax W Loudoun
@ Manassas @ Manassas Park  Henrlco

Accurate, historical reporting of the volunteer active operational membership is challenging because of the
inconsistencies of how active operational members are defined and tracked.

Responsiveness and Deployment
June 2015, a Computer Aided Dispatch (*CAD") via Motorola Premier One) system was installed in PWC

Public Safety Communications Center (“Dispatch”). Agency Web is usad fo roster the units and feeds to
CAD (both apparatus and operational personnel). The previous equipment was phased out due to its age,
15 years. It was purchased as part of a CAD and records management system purchase that spans all of
public safety for $16.5M, with $600K from a grant.

The two systems are interconnected and the technology can allow the system to flag and prevent
operational personnel from rostering in specific positions on apparatus based on their certifications,
ensuring properly credentialed individuals are placed on the correct apparatus.

Although the systems do interconnect and the functionality exists in the system, Agency Web is not currently
enabled within the PWC system (by design) to flag and prevent individuals not properly certified from being
placed on apparatus they are not certified for. The volunteer companies indicated utilizing tracking
software, volunteer management system (“VMS"), reporting per the PWC Training Academy, excel
spreadsheets or emails to monitor certification. It is currently up to the individual volunteer company
leadership to ensure certifications are met and staffing apparatus has the required certifications.

Of the jurisdictions polled, at least one other jurisdiction is implementing similar technology. All others use
a variety of mechanisms to track certifications, including tracking software and centralized tracking.




Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid -
continued

Responsiveness and Deployment ~ continued

The following represents certain relevant operational information and metrics by station as from FY 2012 -

2016

Response Time (by First Due Station in Minutes for First Due and Assist
Incidents)

Fr2012
e FY 2013
- FY 2014

- FY 2015
=——FY 2016

42 H3 w4 M5 46 A7 #8410 41l 412 #13 #14 KIS 416 W17 M1B 420 #23 424  H2S
0 il 0 0 U
Station #2 105 46 62 60 48 61 48 41 46 41
Station #3 312 123 248 73 231 65 256 62 266 61
Station #4 68 51 57 18 46 28 60 65 51 75
Station #5 57 9 61 16 59 13 61 21 78 20
Station #6 50 34 45 g 44 6 57 11 57 10
Station #7 175 279 150 230 172 238 153 271 173 339
Station #8 408 357 420 317 876 151 861 197 891 217
Station #10 26 2 32 10 18 2 28 7 33 2
Station #11 1108 266 930 269 920 393 901 379 818 316
Station #12 37 1 32 7 30 7 43 26 42 9
Station #13 20 0 21 1 4 il 17 7 25 2
Station #14 32 2 18 0 16 2 30 4 26 1
Station #15 26 12 17 5 15 12 20 13 25 20
Station #16 477 101 419 93 259 117 313 148 435 104
Station #17 38 0 22 2 15 4 31 3 19 4
Station #18 47 10 40 5 26 11 15 3 19 0
Station #20 36 0 24 3 20 0 29 1 46 1
Station #23 84 0 72 2 68 12 61 11 72 6
Station #24 23 47 25 68 19 38 16 29 32 30
Station #25 200 46 210 60 184 62 151 71 190 76
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Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid -
continued

Responsiveness and Deployment — continued

PWC Incidents Receliving Mutual Aid by Station First Due Areas
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Mutual Aid

There is state wide mutual aid in which all jurisdictions in Virginia can participate, and they can give and
receive mutual aid nationwide through the Virginia Department of Emergency Management using the
Emergency Management Assistance Compact. Mutual aid is to provide assistance for large scale incidents
where even larger jurisdictions may need help, such as a multi-alarm structure fire or a tornado touchdown
affecting multiple neighborhoods.

In May 2018, Northern Virginia (‘NoVa") Response Systems commissioned a NoVa Fire and EMS Gap
Assessment. This gap assessment report noted that not having a properly staffed unit in the field sets a
dangerous precedent, especially for units providing mutual aid, as it does not guarantee the appropriate
level of service that should in theory be provided. Adhering to a standard staffing guidelines such as NFPA
1710 “helps ensure that the region is in alignment with the level of assistance that will arrive when
requested,” as per the NoVa Fire and EMS Gap Assessment. The expectation should be that because of
how closely these NoVa jurisdictions work with each other to provide mutual aid, equal levels of support
should be readily available from every participating jurisdiction.
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Background - continued

Composition, Staifing, Membership, Responsive/Deployment and Mutual Aid -
continued

Mutual Aid - continued
The below table represents a historical depiction of mutual aid the County and the benchmarked

jurisdictions have received and provided.

Mutual Aid Received v Provided
FY 2012 - 2016
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As shown above, PWC receives disproportionally higher levels of mutual aid than it provides. Mutual aid
in PWC is inversely and consistently needed to provide services, despite being a larger jurisdiction. This
may be an indication that staffing at certain locations or certain times may be lacking or that specialized
services are required that cannot be supplied. Further investigation as to the nature of those calls, locations
and times would be required to identify the root cause. If a station has the apparatus, it still may not be able
to answer the call, due to insufficient staffing, they have had to rely on mutual aid.

On September 3, 2015, the Fire Chief from Fairfax County sent a letter to the PWC Fire Chief noting that
mutual aid provided by Fairfax County to PWC increased over 50% from 2011. The recently retired Fire
Chief from the City of Manassas has verbally commented on the disparity of mutual aid and that how the
citizens needing aid are at risk if stations are not being able to respond accordingly.

While the jurisdictions included in this benchmark study indicated that they have procedures in place to
staff when shortages occur (e.g. forced call in, overtime, etc.), relying on mutual aid is not a common use.

If a station does not have enough certified individuals to appropriately staff apparatus, that is essentially
taxpayer dollars tied up in stations not being able to respond to calls, representing lost services to taxpayers
and critical increased response time to citizens needing aid.

Some mutual aid assistance is planned. Major thoroughfares with restricted access may rely on mutual aid
from nearby jurisdictions near the respective county lines for increased response time performance. These
examples include (but not limited to):

e Fairfax County, Virginia — I-95 (southbound) and 1-66 (westbound)

«  Stafford County, Virginia — Interstate 95 (northbound)

s Fauquier County - Interstate 66 (eastbound)

« Charles County, Maryland — Potomac River

These same jurisdictions will rely on PWC for opposite direction assistance and it is assumed that the
amount of calls between the counties will be equal.
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Background - continued

Composition, Staffing, Membership, Responsive/Deployment and Mutual Aid -
continued

Mutual Aid - continued

With the cities of Manassas and Manassas Park'’s proximity within PWC and common use of 911 Dispatch
Center, in some instances it makes sense to dispatch to their jurisdictions, due to their physical close
proximity to the call. However, it was not anticipated to consistently rely on mutual aid as has developed.

The FRA and County acknowledges mutual aid is an ongoing system-wide challenge for the County, which
generally can be divided into two sub-issues: capacity and speciaity apparatus. On a quarterly basis, the
FRA Chairman provides a report to the BOCS, which includes staffing statistics from the previous 2
quarters. Per review of the quarterly report submitted to the BOCS October 1, 2015 - December 31, 2015,
there were numerous instances shiftfapparatus staffing being insufficient (unstaffed and understaffed
(below 80%)) for the prior 2 quarters.

Capacity - It is known that the FRA system is stressed both for career and volunteer ranks. Some stations
in high density areas are in use much more frequently. With volunteer ranks decreasing in membership
and PWC population increasing, there is a five year plan to increase staffing; however, this is being
accomplished incrementally.

For example, Station 11 is one of the busiest stations with calls (4,253 total calls FY 2016) and relies on
mutual aid frequently from the City of Manassas to respond to calls. It is anticipated that Station 22,
currently in the planning phase, will reduce the number of calls by 50%, and is scheduled to have an engine
company, medic unit and rescue company. These units collectively will reduce by half the number of
incidents responded to in Station 11's first due area. However, this station is not scheduled to be operational
until FY 2019,

Specialty Apparatus — PWC currently has one ladder truck and one heavy rescue apparatus (e.g. vehicle
extrication, rope, confined space, trench and structural collapse rescue operations), staffed and available
24 hours a day. This specialized equipment is located:

=  Station 23 — River Oaks, ladder truck

«  Station 4 — Gainesville, heavy rescue

However, these units may answer other calls unrelated to the specialized apparatus and skill if they are
“first due”. If another call comes in requiring this apparatus, they may be at another call, or at one incident
which demands multiple specialty apparatus (such as a structure fire) creating a domino effect and resulting
in the use of mutual aid from other jurisdictions, taking their specialized equipment out of service for use in
their jurisdiction.

As part of the Five-Year Plan (beginning FY 2017), it is anticipated that PWC will have four ladder trucks
and three heavy rescue apparatus for use 24/7.  The anticipated rollout of equipment is as follows:
» FY 2017 - Rescue added to Station 6 — Coles;
« FY 2018 - Ladder truck added to the west end:
» FY 2019 - Conversion of an east end ladder truck and east end rescue from daytime to 24hr
staffing status; and
e FY 2020 - Conversion of a west end ladder truck from daytime to 24hr staffing status.
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Background - continued
Training and Standards of Care Requirements

Today's firefighter is more than a person with a helmet and a fire hose. Modern day firefighters go through
months of training to receive basic certification that must be followed up with ongoing education.
They continue to put out fires but they must also have training in emergency medical response, rescue
techniques on land and on water, personal safety education, building construction, active shooter and more.
Multiple national studies reviewed as part of this analysis indicated increased training demands as the
number one challenge to maintaining a robust volunteer network. What was once traditionally considered
a volunteer position has quickly become a higher-skilled profession, which brings more complications to
recruiting. PWC reflects these frends and is experiencing the same challenges.

Population Growth

PWC's most recent population (per Census.gov) is currently 451,721, Projections for PWC are close to
500,000 by 2020. The need for additional firefighters and emergency medical personnel is expected to
grow.

Specialized Skills

While overall fire incidents have decreased, their complexity and difficulty has increased due to modern
lightweight building construction, plastics used, open living spaces and overall building size. Growth in
calls has come from emergency medical services. The need for additional, highly-skilled fire and medical
personnel (particularly with experience in advanced medical skills) are required to complete the tasks
requested of emergency personnel.

There has also been a growth in calls such as HAZMAT, swift water rescue and technical rescue (i.e.
vehicle, rope, confined space, trench, and structural collapse).

Training Requirements

Historically, time spent volunteer firefighting, including training and performing other administrative tasks,
was manageable as call volumes were lower and the nature of emergencies were limited to solely
firefighting and providing limited first aid.

PWC has a training academy, shared jointly with the Police Department. Fire and Rescue spent $3.6M
last year on training. The academy is used for all training for certification. Although a large number of
volunteer companies indicated they do use the Training Academy, they indicated that classes may not
be held frequently. It should be noted that volunteer companies provide input on the training academy
calendar. Some volunteer companies choose to go outside the academy and pay for out-side training,
which increases costs for training.

Certification Tracking

The FRA Training Committee develops and recommends and the FRA approves the training curriculum
and certifications required of the County, both career and volunteer. Although the current certification
requirements were approved with an implementation date of January 1, 2015. The FRA granted an
extension to incumbent members through June 30, 2017. The volunteer companies are required to
timely report all out-side training.

By having a central point for training and certification, this can ensure operational staff is properly and
timely certified. This also ensures a consistent approach to training. A central repository also ensures
qualified and properly certified individuals are staffing incidents.
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Background - continued

Training and Standards of Care Requirements — continued

The below represents the respactive jurisdictions’ training budget as compared to their total department
budget for FYs 2012 - 2016. Prince William County's training budget falls in the middle as compared to the
other counties included in this analysis.

FY 2016 Training Department
Budget Budget
Prince William County $3,661,923 $113,784,859 3.22%
Chesterfield County $1,422 600 $54,498,500 2.61%
Fairfax County $6,325,059 $186,829,813 3.39%
Henrico County $1,239,322 $52,722,701 2.35%
Loudoun county 54,061,725 $71,400,440 5.69%
City of Manassas $94,550 $9,684,100 0.98%
City of Manassas Park $6,500 $2,750,643 0.24%

ANNUAL FIRE AND RESCUE DEPARTMENT BUDGET V TRAINING BUDGET
(FY 2012 - 2016)
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It takes 26 weeks for a recruit to go through all required classes at the training academy and become an
active DFR career staff member. The County averages about 74%% of recruits making it through its training
program. Below is the number of recruits that have graduated from the training program to become DFR
career staff member.

FY 2013 | FY 2014 | FY 2015 [ FY 2018
# of recruits entered training 31 44 21 104

# of recruits completed training 28 40 14 71

% 90% 91% 67% 68%




Background - continued

Large Purchases

Optimizing tax-payer dollars while providing quality fire and rescue servicesis a balancing act that stresses
any jurisdiction in the growing responsibilities placed on them. Although the volunteer companies have
mechanisms for fundraising and legitimately own assets, they rely heavily on tax levies for operating funds.
Two areas of large purchases that stood out during our analysis included the purchase of capital assets
(real and apparatus) and insurance/risk management.

Assets

Answers provided by each jurisdiction were consistent on real property, as being owned by the respective
volunteer companies. However, the ownership of asset/equipment and the funding mechanism varied as
follows:

= PWC - varying apparatus is titled in the respective volunteer company's name only.

» Fairfax and Loudoun Counties - varying apparatus is titled in the respective volunteer company's
name only, but varying parameters exists in which the jurisdictions are involved with the purchase
selection and the assets are protected if a volunteer company dissolves or is in financial trouble.
Fairfax County also co-titles some assets to reflect the joint financial arrangement.

= Chesterfield and Henrico Counties and the City of Manassas Park — assets owned by jurisdiction.

Although the PWC volunteer companies are significantly funded by the County tax levy, they have the ability
to raise funds independent of the tax levy provided by the County. Additional sources include fundraisers,
hall rentals, donations grants, etc. The following is a summary of the active fire apparatus as of September
30, 2016, with the insurance replacement cost appraisal performed July 2014.

Insurance Replacement Cost

DFR (37 tag numbers) $6,698,200
Volunteer Cos (77 tag numbers) 8,825.265
Total (114 tag numbers) $15,523,465

As noted above the FRA has an Apparatus and Equipment Committee to provide consistency in apparatus
used in fire and rescue operations with minimum standards for the equipment. Minimum apparatus
standards are developed to ensure safety and that each volunteer company goes through the Committee.
Common use of apparatus provides familiarity of the equipment while at an incident and for training
purposes.

The volunteer companies are individually established organizations as a 501(c) (3) or 501(c) (4), creating
a firewall between the entities. Should a volunteer company become insolvent or have other financial
distress, mortgaged assets could be auctioned or forfeited in bankruptcy or defaults on loans. On accasion,
some volunteer companies have lost their 501(c) (3) or 501(c) (4) status, placing the volunteer company as
a free-standing corporation. If a volunteer company defaults on loans, County funds could conceivably be
forfeited if equipment is auctioned or other bankruptcy issues exist.

If a volunteer company dissolves, there are provisions addressing dissolution of assets within Chapter 9.1.
Assets purchased (in whole or part), are to be vested to the Board of County Supervisors and remain with
the County. In the past 10 years, for disbanded volunteer companies there have been varying degrees of
issue with return of assets, including a lawsuit filed and refusal to transfer property with the volunteer
company claiming ownership and requesting payment of fair market value, essentially paying twice for the
assets.

The most recent volunteer company required to transfer assets, Evergreen Volunteer Fire Department and
Rescue Squad, was transferred in January, 2016. To date, despite the provisions set forth in Chapter 9.1,
real property has not been transferred to the County, claiming ownership. Any attempts to settle thus far
include the County paying “fair market value®. It should be noted the apparatus titles have been transferred
to the County and they have not prohibited the County running calls out of the station.
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Background - continued
Large Purchases — continued

Risk Management/Insurance
Historically, the County (aggregately with the DFR and individual volunteer fire departments) has had a

decentralized approach to insurance procurement and risk management for the volunteer companies.
Although a common broker was used for the individual volunteer fire departments since 2011, each
individual volunteer company determined their insurance needs, levels of coverage, and deductibles. The
Department of Fire and Rescue used the County’s broker for insurance purchases. The exception is the
apparatus auto coverage. (e.g. ladder trucks, tanker trucks, ambulances, etc.) The VFD common broker,
was used to underwrite a policy for each individual volunteer fire department and the Department of Fire
and Rescue.

In April 2016, PWC contracted with Aon Risk Management, a global brokerage and consulting firm to assist
with determination of coordination of coverage and potential gaps or overlap of coverage between the
County’s insurance program and the volunteer insurance programs. The report outlined 22
recommendations. Of these, most were related to specific policies and standardizing the policy forms, use
of one common effective date, limits and endorsements to provide a consistent approach for coverage.
Other recommendations were related to consideration of using one common insurance carrier (via master
policy or single policy for all companies) to secure policy discounts, reduce premium and administrative
costs.

A common broker contract (effective November 1, 2016) was awarded, responsible for insurance
procurement for the individual volunteer companies and the Department of Fire and Rescue. While the
policies will be procured by one common broker, each volunteer company will continue to purchase their
own property, general liability, worker's compensation and other coverage's they deem necessary (e.g.
crime, pollution, efc.). As a result of the common broker; however, there will be centralized tracking of
losses and mechanisms to review coverage’s system-wide through the PWC Department of Risk
Management, to ensure there are no gaps in coverage, potentially placing the County with additional
exposure or overlapping of coverage, resulting in unnecessary premium payment and the overall monitoring
for PWC'’s total cost of risk.

Of the jurisdictions benchmarked, although it is not uncommon for other volunteer organizations to purchase
insurance coverage on their owned assets, it is usually monitored by the overall jurisdiction for some level

of coverage review.

The Commonwealth jurisdictions are able to use sovereign immunity as a defense (lowering liability costs);
however, this cannot always be provided as a defense. Should a loss occur without the availability for that
defense, PWC would be perceived as the “deep pocket”.

Using a common broker provides greater transparency and opportunity for potential savings in the future
should PWC move toward common policies, along with opportunity to understand coverage overlap and
gaps and greater understand the total cost of risk.

Public Opinion
PW(C is the only jurisdiction in this analysis that performs public opinion surveys to the local citizenry, which

is conducted every two years. Fire and rescue services received the highest scores and have been
consistent in the 2014 results from 2012. The results of the most recent years are as follows:

Question 2012 2014
Fire and rescue's overall performance meets community needs 98% 98%
Emergency medical services staff is skilled and reliable 97% 98%
Firefighting services are prompt and reliable 98% 98%
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Background - continued

System-wide Policies and Procedures

Prince William County fire and rescue policies and procedures followed by both the DFR career staff and
volunteer companies are the result of drafting and approval by the FRA. There are eight (8) committees
and three (3) sub-committees established to identify and implement various policies and procedures for the
County.

It is important that, once approved, they are executed timely and uniformly by all members. When large
events occur, potentially multiple volunteer companies, DFR career staff and/or mutual aid from other
jurisdictions may be at the same event. With multiple jurisdictions providing mutual aid, there is increased
need fo follow similar procedures or standards drafted by recognized trade groups, such as the NFPA or
other Commonwealth organizations.

While the FRA approves the policies and procedures, due to the govermnance structure of fire and rescue
services, it is less clear whose responsibility it is to execute and accountability is fragmented, due to
diffusion of entities. While the FRA reports to the BOCS, the DFR Chief reports to the County Executive.
While they ultimately both report to the BOCS, it is the day to day oversight of enforcement of these policies
and procedures that is unclear. In absence of a single point of accountability, the accountability and
ultimately the negligence falls back to PWC's Board of County Supervisors.

Since mid-2012, the BOCS has monitored the internal control environment of certain governance, financial
and operational processes of all of volunteer companies through the County’s internal audit function. Areas
of focus and results are described below.

Internal Audit of Volunteer Fire and Rescue Companies
The objective of the internal audits focused on reviewing the internal conirol environment of certain financial
and operational processes for each volunteer company, covering the following areas:
1. Board Governance ~ monitoring and oversight, including meeting minutes
2. Financial Operations (fire levy and non-fire levy): cash receipts and disbursements, revenues,
expenditures, liabilities, property plant and equipment
3. Compliance with County Contract, PWC Code Chapter 9.1, Fire and Rescue Association Policies
and Procedures and Virginia Emergency Medical Services ("EMS") Regulations: incident response
and reporting, member staffing, member screening, member training and certification

The below is a summary of the findings noted for each volunteer company, including the results of
remediation follow-up testing that was reported July 2016 for six (6) of nine (9) companies. Follow-up is
ongoing as part of the regularly scheduled audit plan. The next round of follow-up on the open issues is
slated to be performed summer 2017.

As Originally Regurt--d Open Issues After Follow-Up
Audit  FIESURS | Issues i%% Issues || 3
Performed ((Ratod | Rated Rated | Total # Rated || d | Total#
, Mod | Low |lissues Mod | Low |
Buckhall Volunteer Fire Department FY 2014 8 1 - 9 3 - = 3
Dale City Volunteer Fire Department FY 2014 5 2 - 7 2 - - 2
fries-Tri Volunt Fire|
Mggpmmml il ume Fy2ma 4 5| - 9 1 . i 1
Dumfries-Triangle Rescue Squad FY 2013 8 6 1 15 2 5 1 8
Lake Jackson Volunteer Fire Departmant FY 2015 4 2 1 7 NA NA N/A MNA
Nokesilie Volunteer Fire Department FY 2015 4 1 1 6 NA WA N/A NA
OWL Volunteer Fire Department FY 2015 - 1 1 NA A WA NA
Stonewall  Jackson  Volunteer Fire FY 2013
|Department 3 4 1 8 - 1 - 1
Yorkshire Violunteer Fire Depariment FY 2015 3 1 2 8 N/A N/A NA N/A
Tota; 39 22 7 68 8 6 1 15

N/A, - follow-up has not occurred as of yel
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Background - continued

System-wide Policies and Procedures — continued

Internal Audit of Volunteer Fire and Rescue Companies — continued

As part of these audits, observations were noted for the FRA to further review and decide on action.

Audit Remediation

FRA-Level Observation Performed Status
Differing structure of DTRS and DTVFD: Consider consolidating the administrative structure of
DTRS and DTVFD into 1 Volunteer Fire & Rescue Company. This obsenation does not extend to FY 2013 Open

consolidation of the locations and senices provided, as that is a senice and response time decision.

Member classification definition: It was recommend that the FRA issue a formal policy to identify
and define key terms to be utilized by the volunteer companies, such as the definition of active FY 2013 Open
operational members for compliance with Virginia Code § 27-8 and FRA Policy 1.1.5 Section 4.4

Centralized Insurance Coverage: It was recommended that the FRA work with the County's Risk
Management to centralize and standardize the monitoring of the insurance coverage held by the
volunteer companies, including consideration whether required parameters for insurance cowerage FY 2013 In process by
can be established for the departments and to allow for monitoring by the County’s Risk the County
Management. VWhere appropriate, recommended or required insurance coverage should be
established and communicated to the wolunteer companies.

Audited Financial Statements: It was recommended that the FRA issue a formal procedure as
indicated in PWC Code Chapter 9.1.12 whereby the volunteer companies obtain and remit their FY 2013 Closed
audited financial statements to the FRA for monitoring, within 3 months of the Company's year-end.

Audited Financial Statements: It was further recommended that the FRA develop a
schedule/timeline of the financial statement audits for the Volunteer Fire & Rescue Companies, as FY 2015 Closed
anly one (1) Volunteer Fire & Rescue Companies reviewed had a financial statement audit performed
within the past 3 years from the tine the formal procedure was approved.

Note: Centralized insurance is being incorporated with the common brokerage contract, effective November 1 1, 2016. This is ongoing

501(c) (3) and 501(c) (4)

Each of the Companies is registered as either a 501(c) (3) or 501(c) (4) nonprofit organization. According
to IRS rules, public charities, private foundations and organizations that promote a religious, scientific,
charitable, or literary purpose may pursue a tax exempt classification known as 501(c) (3) status. By
contrast, civil leagues and local associations that further a social welfare objective but do not quite rise to
the level of a charitable organization may pursue 501(c) (4) status.

Differences between 501(c) (3) and 501(c) (4) include, but are not limited to:

Lobbying - activities include attempts to help pass or repeal legislation, as well as outreach to gain
public support or opposition to legislation. 501(c) (3) nonprofits are limited to conducting only
“insubstantial” lobbying efforts, determined by the size of the organization. Typically, insubstantial
means that you would allocate less than 10 percent of the nonprofits total operating budget. If the
nonprofit is found to have engaged in substantial lobbying efforts, it will lose its exempt status.
Further, these organizations are prohibited from supporting or endorsing any candidate for public
office. By contrast, 501(c)(4) organizations may engage in unlimited lobbying and promotion of
candidates, provided that these efforts dovetail with the purpose of the organization

» Deductions - 501(c) (3) and 501(c) (4) nonprofits differ when it comes to deductions available to
individuals and businesses that donate to the organization. Donations to a 501(c) (3) are entirely
deductible as a charitable contribution on the donor's tax return. In contrast, donations made to a
501(c) (4) are generally not deductible. This benefit to 501(c) (3) nonprofits can provide a greater
incentive to donors, who otherwise might not contribute, However, depending on the nature of the
donor's business, certain contributions to a 501(c) (4) may be considered deductible as business
expense. Determining when this deduction applies can be complicated, and donors should be
advised to contact an accountant before taking the deduction.




Background - continued
System-wide Policies and Procedures — continued

501(c) (3) and 501(c) (4) - continued

Most tax-exempt organizations, such as 501(c) (3) and 501(c) (4) organizations, must annually file IRS
Form 990, an informational tax form. This annual reporting requirement, fulfilled by completion of one of
the IRS Form 990 series of retums, gives the IRS an overview of the organization's activities, governance
and detailed financial information. In collecting this information, it allows the IRS to review an organization
to determine if they continue to qualify for tax exemptions after the status is granted.

Organizations that do not file an IRS Form 990 for three consecutive years automatically lose their tax-
exempt status. An automatic revocation is effective on the original filing due date of the third annual return
or notice. (Section 6033(j) of the Internal Revenue Code). When an organization's tax-exempt status is
revoked, it is no longer exempt from federal income tax, i.e. the organization is not eligible to receive tax-
deductible contributions and will be removed from the cumulative list of tax-exempt organizations. State
and local laws may affect an organization that loses its tax-exempt status. The net result is it places the
individual volunteer company at risk for a free-standing corporation and should the volunteer company
defaults on loans, County funds could conceivably be forfeited if equipment is auctioned or other bankruptcy
issues exist,

We reviewed the reporting status of the current (nine (9) in total) volunteer fire and rescue companies within
Prince William County utilizing GuideStar as of December 31, 2016, which is a website designed to obtain
IRS data information from nonprofits. We noted the following during our review of the Form 990s for FY
2015:
= Three (3) Volunteer Fire and Rescue Company filings were in compliance with the IRS stipulated
timeline, without exception. Dale City Volunteer Fire Department, Dumfries Dumfries-Triangle
Volunteer Fire Depariment, and Stonewall Jackson Volunteer Fire Department & Rescue Squad
= Four (4) Volunteer Fire and Rescue Company filings have not bean submitted as of December A,
2016, per review of GuideStar. Dumifiies-Triangle Rescue Squad, Lake Jackson Volunteer Fire
Department. Nokesville Volunteer Fire Department, and Yorkshire Volunteer Fire Department
» Two (2) Volunteer Fire and Rescue Company filings were after the IRS stipulated timeline. We
were unable to determine if extensions were filed, as Form 8868s were not provided for timeline
clarification. Buckhall Volunteer Fire Department and Occoquan-Woodbridge-Lorton Volunteer
Fire Department
e Dumfries-Triangle Rescue Squad’s last filing was as of June 30, 2012, filed on May 15, 2013. Per
review of tax notifications provided for review by Dumfries-Triangle Rescue Squad, this Company
was originally recognized as tax exempt under 501(c) (3) June 1986 and was reinstated November
2016. We were unable to determine when Dumfries-Triangle Rescue Squad's tax exempt status
was cancelled prior to the reinstatement in November 2016.
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Background - continued

Funding Sources, Financial Data and Budget

The County-wide fire levy was established in April 17, 2001. Prior to this time, there were individual levies
based on volunteer company first due boundaries. This largely served the county residents, due to the
rural nature of County demographics. In December 2000, after the BOCS directed the FRA and DFR to
conduct an analysis of the levy system and explore alternatives to individual rates, a Financial Analysis
Task Group formed and conducted comprehensive review of alternatives and the BOCS adopted the
recommended county-wide fire levy rate on April 17, 2001. The benefits of the County-wide fire levy are
that it is a planned, stable funding source to finance and build new fire and rescue stations identified in a
station location plan, and it can fund system-wide initiatives, as well as provide stability for annual company

operating budgets.

The following table represents expenditures of the County’s fire and rescue operations as presented in the
County's budget documents from FYs 2013 — 2017;
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FY 2014
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Expenditure by Program FY 2013 - 2017

Adoepted

FY 2016

Adopted
FY 2017

' Expenditure by Program [ | [ FY2014 [ FY2015
T o e R R  Actual | Actual ,
Operations $54,711,507 | $56,498,175 $73,071,018
Office of the Chief $1,252,078 $1,194,787 $1,218,058 $1,427,795 $1,538,859
Community Safety $4,978,755 54,353,510 $4,674,365 $4,645,470 $4,391,257
Systems Support $20,177,918 | $24,938,888 | $30,243,182 | $26,963,174 | $29,105,295
Station/Company Operations $16,675,937 | $14,240,725 | $15,561,622 | $18,389,293 $18,157,719
Total $102,226,686 | $99,439,417 | $108,195,401 | $113,784,859 $126,264,147
Source: PWC 2017 Budget
The following represents current and previously adopted fire levy rates:
| Flscalyear = | LevyRateinCents |  Popuiation
FY 2013 7.44 438,580
FY 2014 7.27 445,006
FY 2015 7.07 451,721
FY 2016 6.91 Not available
FY 2017 7.05 Not available

Source: FRA and Census.gov

The Companies can also derive funding from various fundraising activities such as bingo events, donations,

state aid, and other activities.
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Background - continued

Current National Challenges

Today, fire departments are called upon to provide their communities with a host of complex emergency
response-related service offerings that go far beyond the scope of just fire suppression or rendering first
aid. Fire departments are struggling to meet the demand for the increased number of service calls, as the
nation's population increases, with a scarce population of firefighters and recruits. According to a report
issued by the International Association of Fire Chiefs, being an effective firefighting professional in today's
sophisticated society requires those men and women to be the “premier provider for different levels of
emergency medical services” as well as be able to provide any other service not provided by the police
department.

Multiple national studies reviewed as part of this analysis indicated increased training demands as the
number one chaillenge to maintaining a robust volunteer network. What was once traditionally considered
a volunteer position has quickly become a profession with distinct higher levels of training required, which
brings more complications to recruiting. PWC reflects this trend and is experiencing the same issues. As
population continues to grow, the need for additional, highly-skilled fire and medical personnel (particularly
with experience in advanced medical skills) are required to complete the tasks requested of emergency
persennel. As population projections for PWC are close to 500,000 by 2020, this trend is expected to grow.
The DFR will hire an additional 48 new positions for FY 2017, in addition to normal attrition.

Nationally, velunteer companies are struggling to maintain minimum active members due to the time
constraints placed on volunteers. Although not the case in PWC, traditionally, citizens looking to volunteer
for civic firefighting duty were able to sign up at a station and be out in the field as quickly as that same day,
learning on the job. Training regimens for volunteers include the same regimen as career staff, with training
at night and on the weekends.

Historically, time spent volunteer firefighting, including training and performing other administrative tasks,
was manageable as call volumes were lower and the nature of emergencies were limited io solely
firefighting and providing limited first aid. As communities have grown larger, call volumes have increasad
and the nature of fire related emergencies now require firefighters to provide services ranging from
emergency medical transportation to hazardous materials response, all placing considerable burden on the
volunteer firefighting population. As younger people move to more urban and suburban communities, the
increase in their population in those areas is not translating into an increase in the volunteer firefighting
population. Suburban and urban area residents find that the majority of their days are split between job
commuting and raising their families, leaving little time for much else, let alone meeting the increased
standards for becoming a volunteer firefighter. In today’s world, it is vital that effective firefighters achieve
the considerably difficult physical standards, training requirements, and job standard experience, something
that is not exactly feasible for a young working professional looking to volunteer their time.

The history of PWC includes a robust volunteer business model to provide fire and rescue services. This
has provided a good, community based effort to build roots and a sense of community. While volunteers
receive some financial benefits for serving, this has largely provided financial relief for the County. Pera
reportissued jointly by the U.S. Fire Administration, the Department of Homeland Security, and the National
Volunteer Fire Council, recruiting and retaining a younger firefighting force is proving to be a challenge
nationally due to increased demand and workload required to be a firefighter in any capacity. A Tri-Data
study, commissioned on behalf of the United States Fire Association discovered that the biggest issue in
retention of volunteer ranks includes maintaining strong leadership at the local level. Second was increased
requirements for training, stemming from an increase in emergency response calls and specialized types
of training, with increased demands of two-career families and balancing work/life balance.

Nationally, another challenge faced is creating a more diverse workforce to reflect the demographics of the
community. PWC is no exception, as it is the first minority majority county in the Commonwealth of Virginia.
Recruiting efforts in PWC include Spanish-speaking radio advertisements and reaching out at recruitment
fairs. They have also instituted assistance in advance practice for agility tests for female recruits. Ironically,
this is one area where a volunteer company may have an advantage. Because they are community-based
and smaller in size than an entire county, they may be able to recruit diversity if they have a large minority
group in their area. One jurisdiction that is part of this study indicated they had a large population of
Hispanics in certain volunteer companies because they lived and worked directly in that area.
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Benchmarking and Analysis

Performance Analysis by Station

The following represents certain relevant financial, operational and administrative information and metrics
by station for FY 2012 - 2016.

Station #16 S 700,420 452 183 89 1 4:58
PDale
Station #10 1042 567 281 1 3:30
Stat!on #13 $ 3,729,963 825 479 194 0 3:20
Station #18 867 435 278 0 4:26
Station #20 1023 717 429 1 3:20
N 5
Stat!cm #3F $ 1,535,009 999 573 262 0 4:00
Station #17 993 472 325 1 4:15
0 o5 Ro
Statfon #3R 4 681,918 999 573 262 0 4:00
Station #17 993 472 325 1 4:15
Station #23* | $ 570,300 1514 880 511 3 4:10
Station #7 5 765,124 334 1659 120 0 4:46
Staflon #5 $ 1,671,057 185 117 67 0 6:25
Station #25 855 436 419 3 5:08
@ O a ocodbridge orto
Station #2 1485 844 475 4 4:12
Station #12 | $ 3,119,706 1416 706 523 0 - 3:36
Station #14 1052 548 342

|Stonewall Jackson

Station#11_| S 929,458 120s | 660 | 3 | 354 |

Yorkshlre

mm—n-zm

{PWC Antioch

| Station#24 [$ 616831 279 [ 174 | 155 | 0 | 511 |

IPWC Coles

| Station#s S sa7ea| ass | 194 | de1 | 2 | 447 |

IPWC Evergreen

S R T e S S0

[PWC Gainesville .
Station #4 S 697,937 1082 612 462 2 4:40

*Dumfries Fire provided suppression service until January 2012 when DFR began to exclusively
provide suppression service.
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Performance Analysis by Station - continued

Station #16
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S 697,975 414 141 EE] 0 5:16
Da
Station #10 1046 620 312 0 5:16
i 1 25 3:2
oz~ 3728842 30— 28 5
Station #20 036 673 314 1 3:36
B T
T R o B~
5 T
T I - =
Station #23* | $ 510,300 1496 06 455 4:32
: Station #:2 S 763,675 335 156 128 0 5:08
T
T e I ———
Station #2 1406 818 443 1 4:23
Station #12 $ 3,118,866 1399 673 522 2 3:57
Station #14 983 576 395 0 2:58
.Statlo-n #11 's 928,492 2224 1204 792 2 4:06
; Statio.n #3 S 703,606 615 323 147 0 4:13
Stat;on ;324 S 616,831 305 131 146 0 5:29
Stati::}r; #6 S 844,782 401 232 143 3 5:06
Statfor.I #15 . S 620,072 259 173 101 1 5:52
Stati;:)n ;‘4 S 697,944 1203 733 483 0 4:46

*Dumfries Fire provided suppression service until January 2012 when DFR began to exclusively
provide suppression service.




Benchmarking and Analysis - continued

Performance Analysis by Station - continued

d R D d
Diie
Station #16 S 470,197 322 123 85 3 5:15
Dale
Station #10 933 601 311 3 3:57
Station #13 $3,223,131 772 467 210 0 3:24
Station #18 814 354 277 0 4:44
Station #20 900 702 325 4 3:30
Station #3F 984 87 304 1 4:18
,496,065
Station #17 1 ) 952 471 302 0 4:34

|Dumfiries'Rescue

Station #3R 984 4:18

$ 581,051

Station #17 952 471 302 0 4:34
Station #23* | § 354,580 1414 894 439 2 4:29
Station #7 S 808,573 331 181 147 0 4:57
Station #5 $ 1,444,184 209 126 83 2 7:01
Station #25 803 412 448 4 5:03
Occoqua codbridge-Lorto
Station #2 1282 753 381 2 4:20
Station #12 $ 2,506,430 1344 711 449 1 3:40
Station &#14

IStonewall Jackson

Station#11 S 843647| 2090 | 1268 | 716 | 1 [ 405 |

Yo rkshrrc

S 626281 s75 | 270 | 15 | 1 [ 400 |

[PVWG Antioch

Station#24 ]S 372058 201 | 223 | 173 | 1 [ 531 |

PWC Coles

| Station#s [s ssooss| as0 [ 246 [ 150 | o0 | so1 |

PWC Evergreen

Station #15 | S 522,852 m_-_—

PWC Gainesville
Station #4

S 399,777 1140 687 483 2 4:44

*Dumfries Fire provided suppression service until January 2012 when DFR began to exclusively
provide suppression service.
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Benchmarking and Analysis - continued

Performance Analysis by Station - continued

FY 2013

Prince William Total Fire Total Safon

% Total ALS Total BLS = Response
County Fire Budget ncidents. ‘Incidents Incidents Hazmat Time

(First Due)

and Rescue (First Due) Incidents

\Buckhall - e,
Station#16 | $1161763| 373 | 133 | 95 | o | 506 |
Station #10 967 561 309 0 3:49
Stat-lon #13 $ 3,522,081 901 515 259 1 3:30
Station #18 732 337 236 0 4:24
Station #20 926 705 349 0 3:28

i 7. H
Stat!on H3E $ 1,645,627 1075 659 302 2 4;09
Station #17 995 453 311 4] 4:49

B Bdady
Station #3R 1075 659 302 2 4:09
7
Station #17 8 B 995 453 311 0 4:49
Station #23* | $ 292,047 1469 815 441 4 4:20
d = O
Station #7 S 892,097 343 170 165 0 4:47
Stail:lun #5 § 1,345,839 234 129 66 2 6:33
Station #25 264 403 398 3 5:01

@ oqua oodbridge orto
Station #2 1275 690 414 1 4:19
Station #12 | $ 3,118,330 1362 728 438 2 3:45
Station #14 1002 473 344 1 4:02
Station #11 | $ 1,187,296 2126 1134 688 8 4:00
Station #8 S 670,411 546 274 123 0 4:01
Station #24 | S 399,110 283 210 138 1 5:16
Station #6 S 739,198 401 170 179 0 5:05
Station #15 | S 586,656 252 131 147 147 6:04
Station #4 $ 577,738 1093 656 421 3 4:50

*Dumfries Fire provided suppression service until January 2012 when DFR began to exclusively
provide suppression service.
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Benchmarking and Analysis - continued

Performance Analysis by Station - continued

- = O O
- ) L) 0 - Oid e -
O e - gae de e d A DO =
d Re e e st D
Station#16 | & 758,304 385 142 113 0 5:26
. -
Station #10 951 571 332 1 3:45
Station #13 $ 2,969,613 945 587 266 1 3:35
Station #18 616 392 203 0 4:23
Station #20 2
Station #3F | $ 1,464,184 4:09
Station #17 1011 476 250 o] 4:40
. SR .
Statfon #3R $ 731,033 1093 630 318 0 4:09
Station #17 1011 476 290 0 4:40
Station #23* | $ 356,975 1353 825 461 1 4:19
Station #7 $ 780,740 359 130 129 1 5:17
Stai.:lon #5 $ 1,382,044 238 122 84 3 6:32
Station #25 o01 442 432 1 4:58
@ ogqua codbridge orio
Station #2 1369 872 429 2 4:25
Station #12 | $ 2,110,080 1364 694 432 1 3:39
Station #14 959 523 331 0 4:05
O e d = O
Station#11 | $ 660,383 2115 1180 665 2 4:00
Station #8 S 566,079 581 284 139 1 3:59
Station #24 | S 359,499 318 178 159 1 5:20
Station #6 $ 703,141 432 214 157 0 4:42
Station #15 S 1,020,473 227 151 119 4 5:58
Station #4 S 491,229 1293 605 405 1 4:58

*Dumfries Fire provided suppression service until January 2012 when DFR began to exclusively
provide suppression service.




Benchmarking and Analysis - continued

Performance Analysis by Station - continued

The following represents certain relevant operational information and metrics by station as from FY 2012 -

2016.

1200
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S15%
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FY 2015 Recaived
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~==F¥ 1013 Provided
—FY¥ 1012 Provided

ATTACHMENT
March 21, 2017
Res. No. 17-134

Page 56 of 125



Benchmarking and Analysis - continued

Jurisdictional Benchmarking

Identifying comparable peer groups can be extremely challenging, as no two jurisdictions are exactly alike.
Our report includes an overview as well as analysis and benchmarking against a select peer group for:
composition and responsiveness, mutual aid, budget and analytics, community representation, attrition and
vacancies, key performance indicators, and public opinion. Organizations of all types and sizes recognize
the value of comparing themselves to other like organizations. This process of benchmarking yields
valuable information to leaders and decision makers. There are, however, risks inherent in the
benchmarking process. Organizations could account for data differently and no two organizations are
alike. Thus, there are limitations to this study.

In addition to ‘published data’ from respective organization's budget books, web sites and the
Comprehensive Annual Financial Reports, we submitted surveys to the jurisdictions for solicitation of
information in regards to specific areas of focus. This information has not been audited by RSM and in
many cases, not at all. The information used throughout the analysis has been provided to us directly by
the individual county fire and rescue operations; thus, users should use caution in basing decisions from
this data and analysis.

In selecting fire and rescue departments for this performance analysis, we took into consideration the
following factors:

+ Population Size » Reputation
« Density of Population + Budget
« Location = Accreditations
» Geography *  Business Community
» Education Level s Median Income
» Persons per Household « Homeownership Rates
Fairfax County Loudoun County Chesterfield County Henrico County

City of Manassas

The two (2) municipal jurisdictions within PWC (City of Manassas and City of Manassas Park) share a
dispatch center with PWC through the Emergency Communications Center.
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued

Below is a high-level comparison of the Peer Groups selected for this analysis. Comparisons of the

jurisdiction benchmarking data is included within the pages that follow.

Baurce: dipspzret (<)

City of Manassas Park

" Gty of Manassas
s

451,721 1,142,234 375,820 335,887 328,158 41,764 15,726
% 348 400 521 437 245 2.9 251
141,002 408,108 115,589 124,384 133,795 13,232 4,395
i 12.40% 5.80% 20.30% 820% 5.50% 10.40% 10.20%
""" - Urbanized Area Urbamzed Aren Urenized Area Urbanized Araa Urbanized Area Urbanized Cluster | Urbanized Cluster
Chiaf wi Acvisory | Chief wf Advisory .
e Mo Committaa i1ea Committes Chigt Chief Committoo Chiaf
Yes Yes Yes Yes No Yes No
2 $113,784 859 $186,625,813 571,400,440 $54,498,5C0 $52,722,70% $9.684,100 $2.750,843
8 $3.661.923 56,325,059 34.081,725 $1.422.600 51,239,322 $94,550 $6.500.00
Uniformed: 495, Lear 430;
st fritke) Civtian:_72 Civlliary 40 o =0 2
2 (positicns frozen
20 DhP 560% DNP 15 et o R 1
Lao 32; Civlian | 14 currently + 5 as
58 DR DN % rpii i 8 DNP
9% DNP- DNP 7% 3% 10% DONP
(F‘gfg;mw Actives Fire: 50; EMS Tolal of 46
= s23 it m Operational: 25; Emer Ops o 22 GMVRS
m TM 88 1284; Admin | Support: 23; Vol 24 MVFC ohE
e " Activa: 339 Rescue: 169
""" -] 7 18 Fire: 2, EMS. 8 o 2 DNP
Fire: 22; Vol
s 21 3s 19 gl 20 2 1
41813 97204 26751 28042 4563 3385 32
18085 40223 10577 28520 9408 1913 453
5873 25814 7737 23882 1047 281
5992 13774 5791 1482 770 513 132
24 DNP DNP DNP ONP 4 o
3 7659 11393 2528 B031 10553 208 £
<, 3320 3915 o 271 o 11189 334
1388 5780 835 192 92 2083 1002

DN - Didl not proveie

“Othar - Owrheat, Good Intent Call. False Alsrm/False Call, Sowars Waather and Natural Disastar atc
= 17 stalions are controlled by Voluntasr Companios; 4 stations are County controlled
" Fairfax County “Fire" calis includes “Alams ard Rascus/Special Ops
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued
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o 5 $108.195.401 | $182,788,675 565,848,582 $53.602600 | $51,357,234 0,525,320 $2,501,694
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Leo: 430;
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Chestarfield City of

Fairfax County Fnu:uun County County

City of M s3s
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued

Pro
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Benchmarking and Analysis - continued
Jurisdictional Benchmarking - continued

Population Growth
The following graphs shows land area and population growth trends that each jurisdiction’s fire and rescue

systems are responsible for servicing. Fairfax County currently stands, and has stood over the last few
decades, as the highest populated county within our jurisdictional benchmarking population, with an
estimated FY 2015 population of 1,142,234, PWC has also followed a similar upwards population
trajectory, as evidenced by most other jurisdictions. PWC slots in as the second most populated county
with an estimated FY 2015 population of 451,721. The below depicts the population growth since 1990.

1,200,000
e
S
‘._-o-*"-p—d
1,000,000 ——
.”‘-»
- e
o""/f
800,000
600,000
e
400,000 o
o ——
e
-___________.-—4' "
200,000 s

Population Population Population Population
FY1990 FY2000 FY2010 FYzo1s

==—Prince William -~ ———Fairfax Chesterfield
Henrico ————=Vlanassas Park -———Manassas
e Loudoun

Source: census.gov

With the Northern Virginia jurisdictions being a desirable distance to Washington D.C., many families have
opted to live in the surrounding Virginia areas, with more affordable housing, quality of living and amenities
found living in the suburbs. Loudoun County covers the most area within our jurisdictional benchmarking
population, with close to 520 mi?within its borders. Prince William County covers just under 350 mi2.
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued

Financial Data and Budget

The below shows the department budgets for each jurisdiction. The expenditure data for each jurisdiction
was derived from the actuals shown in annual budgets. .

Annual Fire and Rescue Department Budget
FY 2012 - 2016

$200,000,000
$180,000,000 i e
$160,000,000 e
$140,000,000
5$120,000,000 o I
$100,000,000 B e
$80,000,000 s
$60,000,000 S-S =
$40,000,000 T
$20,000,000 . ) .
so 3
FY 2012 FY 2013 FY 2014 FY 2015 FY 2016
=&--Prince William $108,623,446 $102,226,686 $99,439,417 $108,195,401 $113,784,859
=== Cheasterfleld $45,020,900  $49,204,100 $51,185,800  $53,692,600 $54,498,500
=B Fairfasx $161,010,430 $170,176,454 $170,859,601 $182,788,975 $186,829,813
Henrico $43,442,604 $49,647,146 $50,788,184  $51,357,234  $52,722,701
==t==Loudoun $54,501,801 $57,835,033 $62,443,832 366,848,582 $71,400,440
~-Manassas $7,036,410 $9,336,144 $8,574,500 $9,525,320 $9,684,100
===Manassas Park  $2,245,432 $2,284,576 $2,384,907 $2,591,694 $2,750,643
~&—Prince William =—&—Chesterfield -~ —Fairfax Henrico
@ Loudoun =l==Manassas ~@--Nanassas Park

*Budgets are presented with combined career and volunteer expenditures for those jurisdictions who utilize both.

Annual Fire and Rescue Department Budgets from FYs 2012 thru 2016, as provided by the surveyed
jurisdictions, have remained largely flat in the past five years, despite higher populations and demands on
the fire and rescue systems. Prince William County appears to budget a significantly larger portion of its
Public Safety budget to Fire and Rescue. However, this can be a result of how budget items are accounted
for (e.g. Communications Center). From their published FY 2016 Public Safety Budget, Prince William
County budgeted $113,784,859, or almost 40% of its $289,791,053 total Public Safety Budget, for Fire and
Rescue. The FY 2017 Fire and Rescue expenditure budget is due to increase to $126,264,147, driven
primarily by a 17% increase in the Operations expenditure line itam. In comparison with figures provided
by the jurisdiction, Loudoun County, the next highest budgeted Fire and Rescue Department, has budgeted
$71,400,440, or about 42% of its $170,954,806 FY 2016 Public Safety Budget for Fire and Rescue with a
projected 2% increase in expenditures for FY 2017. On the greater end of the spectrum, Fairfax County is
projecting to spend upwards of $473,135,585 for public safety as reported in its “FY17 Public Safety
Program Area Summary.” 41.56% of the expenditures budget, or $196,468,261, will be dedicated to the Fire
and Rescue Department.
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued

Financial Data and Budget - continued

Annual Fire and Rescue Department Training Budget
FY 2012 - 2016

$7,000,000
$6,000,000 {)__,,»c“:‘
e
$5,000,000 R S
$4,000,000 I ————
S —
$3,000,000 B o -
$2,000,000 ﬂ!——-——-——"—‘\—\__\
$1,000,000
s0 S S R .
FY 2012 FY 2013 FY 2014 FY 2015 FY 2016
@ Prince William $3,254,718 $3,332,654 $3,294,104 $3,529,104 53,661,923
e Chesterfield $1,946,500 $2,193,300 $1,462,800 $1,514,800 $1,422,600
e Fayirfax 54,650,844 34,863,898 54,917,232 $5,120,362 $6,225,059
Henrico $957,822 $983,518 $984,088 $1,113,892 $1,239,322
s Loudoun $3,594,816 $2,993,277 $3,262,416 $3,851,803 $4,061,725
~trManassas $56,550 $66,471 $94,550 $94,550 $94,550
~—a—=Manassas Park $4,000 $4,000 $4,500 $5,500 $6,500
———Princa William -—@~—Chesterfield ——&@——Falrfax Henrico
————Loudoun =—ir--Manassas === Nanassas Park

AMNNUAL FIRE AND RESCUE DEPARTMENT BUDGET V TRAINING BUDGET
FY 2012 - 2016
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3 Annual Fire and Rascue Department Budgat % Annual Firs and Auscus Department Tralning Budgat

Jurisdictions have budgeted roughly 1% to 6% of their overall Annual Fire and Rescue Department budgets
to training its staff during the FY 2012 to FY 20186 reporting period. While relative to the area, population,
and size of fire and rescue operations, City of Manassas and Manassas Park, who both utilize Prince
William County's Training Facility, have considerably lower training budgets (less than 1%), while Loudoun
County, has budgeted $4,061,725 of its FY 2016 Annual Fire and Rescue Budget. Loudoun County has
consistently budgeted 5%-7% of its Annual Fire and Rescue Budget to training over the course of the last
5 years. Prince William County has consistently dedicated about 3% of its overall budget to training and
development in that same time span. As mentioned in previous sections of the report, fire and rescue
training has been an ever-growing area of focus for jurisdictions across the nation. For a fire department to
ensure its members are prepared for the increased challenges and threats on the jobs, it must invest in
higher standards of trainings across a multifaceted host of fire and rescue disciplines.




Benchmarking and Analysis - continued
Jurisdictional Benchmarking - continued

Operational Metrics

Composition/Staffing/Responsiveness/Deployment

As indicated within the FY 2017 Public Safety Budget, Prince William County was authorized and will hire
an additional 48 uniform strength FTEs within the year, and nearly 180 total within the next 5 years. As
shown on the graph, Prince Wiliam County and Loudoun County have the most robust volunteer
membership and volunteer members, in fact, outnumber the Career firefighters significantly. This ratio of
Volunteer Membership to Career firefighters, however, is not unique to the Northern Virginia area.

The NFPA estimates that there are close to 1.1 million firefighters across the country as of 2014, the most
recent date where data was available. The NFPA defines career firefighters as “full-time uniformed
firefighters regardless of assignments,” while volunteer firefighters are defined as any “active part-time”
firefighters. OFf those firefighters, 31% are career firefighters, while 69% are volunteer firefighters, making
up the overwhelming majority of the firefighting population. As the nation's population shifts from smaller
towns to larger, more urban centers, a similar shift is reflected in the firefighting population.

Since 1986, the number of career firefighters being employed has experienced a consistent increase
(237,750 to 354,600) while the number of volunteer firefighters has experienced a consistent decline
(808,200 to 788,250). The NFPA benchmailks the firefighting population per 1,000 citizens protected in an
attempt to understand the size of departments in relation to the community size they serve. The data asserts
that, since 1986, the total number of firefighters per 1,000 citizens protected has been declining, however
the most apparent decline has been in the number of volunteers, with a high of 8.07 firefighters per 1,000
citizens protected in 1987 to 6.43 firefighters in 2014. The population of career firefighter rates have
fluctuated consistently between 1.67 and 1.73 firefighters per 1,000 citizens protected, reflecting the
increase in career firefighters in relation to the increase in the population they serve. While the overall
numbers currently reflect that volunteer departments outnumber career departments, the national trend is
indicative of an upward swing in career departments and the opposite in volunteer departments.

FTE Career Staff v Volunteer Membership
FY 2013 - 20156
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued
Operational Metrics — continued

Composition/Staffing/Responsiveness/Deployment - continued

The DFR monitors and forecasts career and volunteer staffing on an ongoing basis in order to gauge trends
for continuity of services. The career and volunteer staffing levels below, as presented to the BOCS, depict
actual staffing for both career and volunteer for FY 2013 through FY 2016, the career staffing plan, including
the 5 year career staffing plan for FY 2017 through FY 2021. The volunteer future staffing is projected
through FY 2021 based on historical trend.

Prince William County Career & Volunteer
Staffing Levels FY 2012-2021
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600 e L E
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23 Volunteer - trending ~ soeeeene Linear {Career)
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The below shows how the County currently compares to the jurisdictions benchmarked for varying staffing
metrics. Also shown below is the historic fire and rescue career rate per 1,000 population for the County.
Statistics such as this reveal wide variation across and within various population clusters. The County has
the lowest number of FTE/1000 population ratio. A valid and reliable, one-size-fits-all rule of thumb for
prescribing the appropriate level of staff does not exist.

Career | Vol Active/ Po Career Career + Tursovor
Jurlsdiction FTE | Operational [ 0% | FTEM000 | Volrtooo | Shifis by

(2015) | (2015) pop ratio | pop ratio )
Prince William County 530 571 451,721 1473 | 2437 ,ﬁ“;“:’zzﬁr 9%
Fairfax County 1574 380 | 1.142.234 1377|1711 2417 DNP
Loudoun County 591 1204 | 375629 1573| 5018 | Somb24 4 pyp
Chesterfield County 430 306 | 335687 1281 2492 2417 %
Henrico County 548 -|_325,155 1.685 | 1.685 2417 %
City of Manassas 60 50 41,764 1.437 2.634 247 10%
City of Manassas Park 28 - 15,726 1.780 1.780 2417 DNP

*census.gov
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued

Operational Metrics — continued

Composition/Staffing/Responsiveness/Deployment - continued
Prince William County Firefighters per 1,000

Population
1.19
1.18
1.17 wemowsl Career Firefighter per
1.18 1.000
1.15 Volunteer Firefig
1.14 per 1,000
1.13
) --- Linear (Career
- i h
i Firefighter per 1,000)
IEEEE . 1 P | I B S Linear (Volunteser
ok Firefighter per 1,000)

2014

Comparatively over the last 5 years, Prince William County has experienced a higher proportion of FTEs
leaving (retirement, termination, or resignation) during FY 2016 than previous years and in comparison to
other jurisdictions it has rapidly increased. In FY 2016 58 FTEs left, compared to 32 FTEs in FY 2015 and
22 FTEs in FY 2014. What was unique of those who left PWC in FY 2016 is that 11 were recruits and 10
FTEs left to go to other departments. In the previous 2 years 21 FTEs left to go to other departments,
compared to 4 FTEs the previous 2 years combined (FY 2014 and FY 2013). Turnover for the jurisdictions
that provided data have been as follows from FYs 2013 - 2016:

Turnover Amount
FY 2013 - FY 2016

Number of People
N W bswuo
O CcoocQoO

=
o

FY 2013 FY 2014 FY 2015 FY 2016
=Prince William @iChesterfleld @ City of Manassas Henrico

o

The below depicts volunteer membership for each jurisdiction FYs 2013 — 2016.

Volunteer Membership
FY 2013 - 2016

2,000

1,500

1,000

500

" Rl

laﬁéw
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HPrince William @i Chesterfield =i Fairfax 7 Loudoun
“DManassas M Manassas Park  Henrico

Accurate, historical reporting of the volunteer active operational membership is challenging because of the
inconsistencies of how active operational members are defined and tracked.

|| B
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Benchmarking and Analysis - continued
Jurisdictional Benchmarking - continued

Operational Metrics — continued

Mutual Aid

There is state wide mutual aid in which all jurisdictions in Virginia can participate, and they can give and
receive mutual aid nationwide through the Virginia Department of Emergency Management using the
Emergency Management Assistance Compact.

In May 2018, Northern Virginia Response Systems commissioned a NoVa Fire and EMS Gap Assessment.
This gap assessment report noted that not having a properly staffed unit in the field sets a dangerous
precedent, especially for units providing mutual aid, as it does not guarantee the appropriate level of service
that should in theory be provided. Adhering to a standard staffing guidelines such as NFPA 1710 “helps
ensure that the region is in alignment with the level of assistance that will arrive when requested,” as per
the NoVa Fire and EMS Gap Assessment. The expectation should be that because of how closely these
NoVa jurisdictions work with each other to provide mutual aid, equal levels of support should be readily
available from every participating jurisdiction.

The below table represents a historical depiction of mutual aid the County and the benchmarked
jurisdictions have received and provided.

Mutual Aid Received v Provided
FY 2012 - 2016

7,000

Received Provided
5,000
5,000
4,600
3,000 | | i ! | ‘
1,000 i g“_l-—g‘” T_,_., = E o %‘ E E 2% E i ‘jﬁ
o Sl - i d e SRR i3 =3 " R PREl e et 1
FY 2012 FY 2013 FY 2014 FY 2015 FY 2016 FY 2012 FY 2013 FY 2014 FY 2015 FY 2016
e Prince Williamy ==mw Chesterfield  ®w=oa Fairfax e Loud oun
aJEii Manassas s Manassas Parko Henrico e AVERAGE

As shown above, PWC receives disproportionally higher levels of mutual aid than it provides. Mutual aid
in PWC is inversely and consistently needed to provide services, despite being a larger jurisdiction. This
may be an indication that staffing at certain locations or certain times may be lacking or that specialized
services are required that cannot be supplied. Further investigation as to the nature of those calls, locations
and times would be required to identify the root cause. If a station has the apparatus, it still may not be able
to answer the call, due to insufficient staffing, they have had to rely on mutual aid.

On September 3, 2015, the Fire Chief from Fairfax County sent a letter to the PWGC Fire Chief noting that
mutual aid provided by Fairfax County to PWC increased over 50% from 2011. The recently retired Fire
Chief from the City of Manassas has verbally commented on the disparity of mutual aid and that how the
citizens needing aid are at risk if stations are not being able to respond accordingly.

While the jurisdictions included in this benchmark study indicated that they have procedures in place to
staff when shortages occur (e.g. forced call in, overtime, etc.), relying on mutual aid is not a common use.

If a station does not have enough certified individuals to appropriately staff apparatus, that is essentially
taxpayer dollars tied up in stations not being able to respond to calls, representing lost services to taxpayers
and critical increased response time to citizens needing aid.
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued

Operational Metrics — continued

Mutual Aid - continued

Over-Reliance on Mutual Aid

Some mutual aid assistance is planned. Major thoroughfares with restricted access may rely on mutual aid
from nearby jurisdictions near the respective county lines for increased response time performance. These
examples include (but not limited to):

= Fairfax County, Virginia - I-95 (southbound) and 1-66 (westbound)

= Stafford County, Virginia — Interstate 95 (northbound)

»  Fauquier County — Interstate 66 (eastbound)

« Charles County, Maryland - Potomac River

These same jurisdictions will rely on PWC for opposite direction assistance and it is assumed that the
amount of calls between the counties will be equal. With the cities of Manassas and Manassas Park's
proximity within PWC and common use of 911 Dispatch Center, in some instances it makes sense to
dispatch to their jurisdictions, due to their physical close proximity to the call. However, it was not
anticipated to consistently rely on mutual aid as has developed.

The FRA and County acknowledges mutual aid is an ongoing system-wide challenge, which generally can
be divided into two sub-issues: capacity and specialty apparatus. On a quarterly basis, the FRA Chairman
provides a report to the BOCS, which includes staffing statistics from the previous 2 quarters. Per review
of the quarterly report submitted to the BOCS October 1, 2015 - December 31, 2015, there were numerous
instances shiffapparatus staffing being insufficient (unstaffed and understaffed (below 80%)) for the prior
2 quarters.

Capacity - It is known that the FRA system is stressed both for career and volunteer ranks. Some stations
in high density areas are in use much more frequently. With volunteer ranks decreasing in membership
and PWC population increasing, there is a five year plan to increase staffing; however, this is being
accomplished incrementally.

For example, Station 11 is one of the busiest stations with calls (4,253 total calls FY 2016) and relies on
mutual aid frequently from the City of Manassas to respond to calls. It is anticipated that Station 22,
currently in the planning phase, will reduce the number of calls by 50%, and is scheduled to have an engine
company, medic unit and rescue company. These units collectively will reduce by half the number of
incidents responded to in Station 11's first due area. However, this station is not scheduled to be operational
until FY 2019.

Specialty Apparatus — PWC currently has one ladder truck and one heavy rescue apparatus (e.g. vehicle
extrication, rope, confined space, trench and structural collapse rescue operations), staffed and available
24 hours a day. This specialized equipment is located:

=  Station 23 — River Oaks, ladder truck
«  Station 4 - Gainesville, heavy rescue

x =
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued

Og_erational Metrics — continued

Mutual Aid - continued

However, these units may answer other calls unrelated to the specialized apparatus and skill if they are
“first due”. If another call comes in requiring this apparatus, they may be at another call, or at one incident
which demands multiple specialty apparatus (such as a structure fire) creating a domino effect and resulting
in the use of mutual aid from other jurisdictions, taking their specialized equipment out of service for use in
their jurisdiction.

As part of the Five-Year Plan (beginning FY 2017), it is anticipated that PWC will have four ladder trucks
and three heavy rescue apparatus for use 24/7.  The anticipated rollout of equipment is as follows:
s FY 2017 - Rescue added to Station 6 — Coles;
s FY 2018 - Ladder truck added to the west end;
+ FY 2019 - Conversion of an east end ladder truck and east end rescue from daytime to 24hr
staffing status; and
= FY 2020 - Conversion of a west end ladder truck from daytime to 24hr staffing status.

Types of Incidents

Today, fire departments are called upon to provide their communities with a host of complex emergency
response-related service offerings that go far beyond the scope of just fire suppression or rendering first
aid. Fire departments are struggling to meet the demand for the increased number of service calls, as the
nation’s population increases, with a scarce population of firefighters and recruits. According to a report
issued by the International Association of Fire Chiefs, being an effective firefighting professional in today's
sophisticated society requires those men and women to be the “premier provider for different levels of
emergency medical services” as well as be able to provide any other service not provided by the police
department. This change has placed greater demands on the much needed volunteers.

The below is a representation of the advanced life support, basic life support and fire incidents the
jurisdictions reported during FYs 2012 - 2016. It should be noted that incidents/calls may initially be
dispatched as ALS; however they may be downgraded to a BLS call once on scene.

Total ALS, BLS, & Fire Incidents Responded To
FY 2012-2016

50,000 y
Fire incidents

ALS Incidents ELS- Incidents
45,000 -
40,000
35,000 |
30,000

25,000
0000 | | ] a ] ] 1 | i
15000 | g ] ! b | | i . Y

i
M oa 1

A LI

FY2012 FY2013 FY2014 FY2015 FY2016 FY2012 FY2013 FY2014 FY201S FY2016 FY2012 FY2013 FY2014  FY2015 FY 016

szmaPrince William  ifairfax . s=@aloudoun  mmuiChesterfield Henrico  ©oManassas  wmmManassas Park  ———AVERAGE

Advanced life support is an advanced set of algorithms and protocols that extend past Basic Life Support
to further assist the injured or ill patient in opening up their airways, breathing and getting air throughout
the body, and promoting blood circulation in emergency situations.
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Benchmarking and Analysis - continued

Jurisdictional Benchmarking - continued

Operational Metrics — continued

Mutual Aid - continued

Basic life support is defined as a variety of noninvasive emergency procedures performed to assist in the
immediate survival of a patient, including cardiopulmonary resuscitation, hemorrhage control, stabilization
of fractures, spinal immobilization, and basic first aid.

While overall fire incidents have decreased, their complexity and difficulty has increased due to modern
lightweight building construction, plastics used, open living spaces and overall building size. Growth in calls
has come from emergency medical services. The need for additional, highly-skilled fire and medical
personnel (particularly with experience in advanced medical skills) are required to complete the tasks
requested of emergency personnel.

There has also been a growth in calls such as HAZMAT, swift water rescue and technical rescue (i.e.
vehicle, rope, confined space, rench, and structural collapse).
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Results/Answers Provided by Surveyed Jurisdictions
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Command Structure - continued

What are the top three strengths and opportunities/challenges of your current governance
structure over volunteer and career fire and rescue services?

Note — Prince William County was not included because earlier in 2016 the BOCS charged the County
Executive, leading the DFR and FRA, to form a Steering Committee and prepare a Strengths, Weaknesses,
Opportunities and Threats (“SWOT") Analysis. This was performed during April through July of this year,
through a series of meetings to brainstorm each of the SWOT categories, with a second session ranking
and voting on the individual elements within the SWOT categories. The SWOT analysis meetings were
open to volunteer and career firefighters, along with the citizen population. Just under 4,000 comments
were generated as part of this process. Results of the analysis will be used to guide further discussion
regarding reform.

Strengths

Jurisdiction Identified Strengths

Fairfax County [+ It is a "one-system, one-way;" the goal to ensure that both career and volunteer
personnel have the same high level of training

« All county personnel are issued the same Personal Protective Equipment ("PPE")
and almost completely standardized all the apparatus

« When a first responder shows up at a location, the residents should not notice any
difference between a career or volunteer provider.

Loudoun = There is a level of accountability and decisions will be made. The board has ona

County person to come to, for good or bad.

= It provides a code of conduct for volunteers and mirrors the career staff. It cuts out
the antics and we can perform audits to ensure we are following it.

» Provides greater balance and have one system with common cbjectives

= Input from volunteer leadership was also requested:

= Primarily corrected the inadequacies of funding

= Galvanized attention of volunteer service to Board of Supervisors

= Gives a voice to the volunteers

Chesterfield = Having the delegated authority to make decisions and implement policy that benefits

County the entire organization and our citizens.

« The ability to coordinate efforts for the entire organization and not have to deal with
stove piped, and separate (and disparate) volunteer organizations.

+ Coordinated operations, integrated response, and a standard incident management
structure allows for a single, focused organizational approach to providing services.

Henrico * Model is organized to handle external emergencies (operations), internal needs

County (administration) and community outreach and planning (community risk reduction).

» Allows for clear lines of communication through the sections to the fire chief.

» Allows for grouping of different operations who have the same goals such as
training and HR, community education and the Fire Marshal's office and IT and

Planning
City of « City code clearly provides career chief with “operational authority” of incident
Manassas operations and use and assignment of vehicles (some vague interpretations,
however)

» City code clearly states vehicle ownership and control
* Operational equipment, vehicle and training budgets are consolidated and
expenditures are through the city government purchasing process.

City of « Response Time
Manassas = Service Delivery
Park = Accountability

ATTACHMENT
March 21, 2017
Res. No. 17-134

Page 79 of 125



Command Structure - continued

What are the top three strengths and opportunities/challenges of your current governance
structure over volunteer and career fire and rescue services? - continued

Challenges/Opportunity

Jurisdiction

Identified Challenges/Opportunity

Fairfax County

For volunteers, the amount of training hours required to be an EMT and then a FF,
in addition to the yearly training.

It is a time-consuming process for a volunteer FF to move up to Unit Officer and
then Command Officer due to the amount of training and time involved.

Many “old timers” and many new volunteers, but missing the mid-level volunteers
to mentor the new recruits.

Loudoun
County

L]

It takes longer to make a decision due fo the time taken to seek input, but a decision
will be made with an end point and one person is accountable.

Need for adequate staffing on the administrative side. We have 1,200 volunteers
we are responsible for. That is a tremendous effort.

To preserve the volunteer system, we have moved to 12-hour shifts. This creates
a challenge in retaining firefighters that move from a 24 hour to 12 hour shift.

Input from volunteer leadership was also requested:

L]

Perception of not having a real voice. Don't feel there is a person at headquarters
who has it in best interest of the volunteers, along with a trust issue.

Funding realities - Volunteers need to remember where the money comes from.
Likewise, the County should have appreciation that while the volunteer system is
struggling now with staffing, it saves the county/taxpayers millions of dollars. Model
is if the volunteers went away tomorrow and county had to re-staff overnight, there
is an additional $22-23M labor cost increase. Is the impact understood?

Arbitrary additional training for those individuals who have been within the system a
long time.

Chesterfield
County

[

Having the delegated authority to make decisions and implement policy that bensfits
the entire organization and our citizens.

The ability to coordinate efforts for the entire organizaticn and not have to deal with
stove piped, and separate (and disparate) volunteer organizations.

Coordinated operations, integrated response, and a standard incident management
structure allows for a single, focused organizational approach to providing services

Henrico
County

None provided

City of
Manassas

Need to provide the career chief the authority over volunteer personnel to assure
uniformity and compliance throughout the system.

The City needs more involvement and say so in who is accepted into operational
membership at the volunteer departments.

The Fire Rescue Committee needs to become advisory in function to the career
chief and membership more aligned with operational service provided (i.e. career
department assures over 75% of the operational staffing and response, but in the
current system only has 33% representation.)

City of
Manassas
Park

Advanced Training

» Career Advancement

Effective Communications with all personnel
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WWW.rsmus.com

RSM US LLP is the leading provider of audit, tax and consulting services focused on the middle
market, with more than 9,000 pecple in 86 offices nationwide. It is a licensed CPA firm and the U.S.
member of RSM International, a global network of independent audit, tax and consulting firms with
more than 38,300 people in over 120 countries. RSM uses its deep understanding of the needs and
aspirations of clients to help them succeed.

For more information, visit www.rsmus.com, like us on Facebook at RSM US LLP, follow us on
Twitter @RSMUSLLP and/or connect with us on Linkedin.
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