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MEMORANDUM 

TO: Fred Marquis, Interim County Administrator 

THROUGH: James Dates, Assistant County Administrator 
Chuck Kearns, Director, EMS and Fire Administration 

FROM: el Cooksey, Fire Division Manager 

DATE: April 28, 2008 

SUBJECT: PINELLAS SUNCOAST FIRE RESCUE DISTRICT OVERSIGHT STUDY 

BACKGROUND 

The Pinellas Suncoast Fire and Rescue District is one of four independent fire districts in 
the county and is the only fire district that charges a non-ad valorem flat rate assessment 
fee for fire protection. According to the District's charter, any increase in the assessment 
must be approved by the voters within the District. The rate was increased in 2004 from 
$120.00 to $190.00 per household. 

In July 2004, Pinellas County received a request from the Cities of lndian Rocks Beach 
and lndian Shores to establish an oversight process, as authorized by s189.428 F. S., to 
review the operations of the District and report back to the Legislature. Several 
questions were raised regarding the financial stability of the District and their legal rights 
to operate an EMS station in North Redington Beach. It was the position of County 
Administration that any oversight process must be independent and the Cities situated in 
the District were invited to assist in funding the procurement of a qualified independent 
consultant to perform an evaluation. The report would cover those items required by 
s189.482 and some other areas which were requested by the Cities. 

DISCUSSION 

In January 2005, appointed and elected officials from lndian Rocks Beach, lndian 
Shores, Belleair Beach, Belleair Shore and Pinellas County began meeting as an ad hoc 
group to discuss the oversight process. The first action of this group was to retain a 
consultant through a competitive process to study thexsituation. 

Matrix Consulting Group was selected to perform the study and provided a review and a 
comprehensive analysis of the District. All parties shared proportionately in the cost of 
the report and have paid their funds in full. The final written report with Matrix's 
recommendations is attached. 

These are some of the key findings included in the Matrix report: 

Expenses increased significantly in 2001-02, rising by more than 33%. This is 
largely due to the purchase of fire apparatus as well as salary increases for staff 
coming on-line. This was accompanied by a commensurate draw on the fund 
balance of almost $1 million. Comparing 2000-01 with 2002-03 shows a 17% 
increase - an increase masked by the large expenditures in 2001-02. 



Revenues and expenses are once again on a trend towards expenses exceeding 
revenues. Without a rate increase it appears that this line will be crossed in the 
2006-07 budget year. 

Long term financial planning including revenue and expense forecasting has 
been largely absent in the District, potentially leading to fiscal "crises" which 
result in significant rate increases (rather than steady annual increases). 

Matrix evaluated what steps could be taken to reduce the cost of delivering services 
in the area served by the District. This includes examining the likely impacts from the 
following types of reconfiguration: 

Maintain the District as an entity, but contract for services with another (or more 
than one) service provider. 

Eliminate the District as an entity and combine the service delivery area under 
one or more existing service providers. 

Eliminate the District with the County seeking contracts for service for the 
unincorporated areas and the cities seeking contracts for service (or providing it 
on their own) for their jurisdictions. 

They also suggested that two stations (Stations 26 and 28) could be closed without 
the system falling below the current response time performance standard of 7 
minutes and 30 seconds to 90% of all emergency incidents. 

The Report also states the District operates one of the smaller fire /rescue agencies 
in the County but maintains a level of command staffing and "overhead" which is 
similar to agencies which are larger. These positions include the following: 

Fire Chief 
Assistant Fire Chief / Operations 
Assistant Fire Chief / Fire Marshal 
District Chief / EMS 
District Chiefs (3 for shifts) 
Mechanic 
Administrative Assistant 
Bookkeeper 

It is conceivable that all of these positions could or would be eliminated if the PSFRD 
service areas were reconfigured as previously described (either through contract, 
consolidation or some other mechanism). 

The following actions have been initiated by the District since the final report from Matrix 
was submitted: 

Management staff from the District along with Fire Commissioner John Todia 
began attending the ad hoc meetings. 



The District has requested the County Fire Authority provide them with an annual 
review of their proposed budget along with written recommendations. This non- 
binding process will occur prior to budget adoption by the District Board. 

The District has relocated the County funded EMS unit to a new location inside 
the fire district. 

The Fire District Board initiated several unsuccessful attempts to increase the 
non ad valorem fire assessment fee. 

Another attempt to increase the assessment fee by $70 went to the voters in 
March 2008. The referendum passed with 58.85% of the 2,046 voters supporting 
the increase. 

SUMMARY 

EMS and Fire Administration staff will continue working with the District in researching 
cost effective opportunities for improving the fire department. 

Staff recommends that the Board notify the State Legislature that the County conducted 
an oversight process as authorized by Chapter 189, F.S. Information obtained through 
the oversight process was shared with the Fire District and the only recommended 
action at this time is to forward this report with all attachments to the Florida Speaker of 
the House and the Senate President. 



consu l t ing  g r o u p  
May 5,2006 

Michael Cooksey 
Pinellas County Fire and EMS Department 
Fire Coordinator 
12490 Ulmerton Road 
Largo, FL 33774-2700 

1 Dear Mr. Cooksey: 

The Matrix Consulting Group is pleased to provide you with our findings following 
our review of the Pinellas Suncoast Fire Rescue District, under the requirements set 
forth in Florida Statute Section 189.428. We have structured this letter to deal with each 
of the requirements found in the statute. Following the directions of the Oversight 
Committee we have limited our analyses and findings to those specific requirements. 

I 
1. REQUIREMENTS OF SECTION 189.428. 

The relevant Florida Statute requires the review to focus on the following key 
elements: 

The degree to which the service or services offered by the special district are 
essential or contribute to the well-being of the community. 

The extent of continuing need for the service or services currently provided by 
the special district. 

The extent of municipal annexation or incorporation activity occurring or likely to 
occur within the boundaries of the special district and its impact on the delivery of 
services by the special district. 

Whether there is a less costly alternative method of delivering the service or 
services that would adequately provide the district residents with the services 
provided by the district. 

Whether transfer of the responsibility for delivery of the service or services to an 
entity other than the special district being reviewed could be accomplished 
without jeopardizing the district's existing contracts, bonds, or outstanding 
indebtedness. 
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Whether the Auditor General has notified the Legislative Auditing Committee that 
the special district's audit report, reviewed pursuant to s.11.45(7), indicates that 
the district has met any of the conditions specified in s. 218.503(1) or that a 
deteriorating financial condition exists that may cause a condition described in s. 
21 8.503(1) to occur if actions are not taken to address such condition. 

Whether the district is inactive according to the official list of special districts, and 
whether the district is meeting and discharging its responsibilities as required by 
its charter, as well as projected increases or decreases in district activity. 

Whether the special district has failed to comply with any of the reporting 
requirements in this chapter, including preparation of the public facilities report. 

Whether the special district has designated a registered office and agent as 
required by Section 189.416, and has complied with all open public records and 
meeting requirements. 

This document describes the process by which the project team undertook this 
study and the findings and conclusions that we are able to draw under the review 
requirements described, above. 

2. PROJECT METHODOLOGY 

The focus of this project was on the operations and financial situation of the 
Pinellas Suncoast Fire Rescue District (PSFRD). The Matrix Consulting Group utilized 
a multi-step process in conducting this assignment on behalf of Pinellas County and the 
PSFRD Oversight Board. This process included the following elements: 

Conducted interviews with all members of the PSFRD Board of Fire 
Commissioners. 

Met individually with all members of the PSFRD Oversight Board. 

Interviewed all command and support staff in the PSFRD. This included: 

- Fire Chief 

- Assistant Fire Chief for Operations 

- Assistant Fire Chief 1 Fire Marshal 

- District Chief for EMS 

- District Chiefs (on each shift) 

- Mechanic 

- Executive Secretary 
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- Accounting Clerk 

The Matrix Consulting Group project team also toured the district with command 
staff members. This included reviewing the following key issues: 

- District boundaries and interaction with neighboring fire 1 rescue agencies. 

- Placement and deployment of personnel and resources from each of the 
PSFRD's three stations. 

- Target hazards, response impediments and other key factors in fire rescue 
operational and deployment planning. 

The Matrix Consulting Group also collected data from a number of sources 
including the PSFRD and Pinellas County (dispatch data). 

The project team developed a "Profile" to ensure that we had developed an 
accurate factual understanding of the operations, organization and finances of 
the PSFRD. This was reviewed with the PSFRD and corrections were made to 
ensure that our analyses were based on a sound understanding of the District. 

The Matrix Consulting Group also met with the Oversight Committee, with 
PSFRD staff present, to review preliminary issues and to discuss various options 
for financing operations and for the delivery of services. 

The following section provides a summary of the Matrix Consulting Group's 
findings as it relates to the list of required elements described previously. 

3. FINDINGS AND CONCLUSIONS 

This section provides a summary of our findings and recommendations on each 
of the points required under Section 189.428. 

(1) The Services Provided by the PSFRD Are Essential to the Community. 

The PSFRD provides an "all-hazards" initial response to fire, medical, hazardous 
materials, rescue and other emergency situations. The services are provided by the 
District from three stations (one of which - Station 26 - is located outside the district as 
part of a contract to provide EMS services). Medical responses are provided in 
conjunction with the County's "Sunstar" EMS transport service. Responses to major 
emergencies are conducted in conjunction with numerous other agencies from within 
the County under the County's comprehensive Fire and EMS contracts and automatic 
mutual aid agreements. These cooperative service delivery arrangements are 
facilitated by the County's consolidated dispatch center. 

The delivery of fire rescue services to the community are recognized as essential 
services. The services provided by the PSFRD either mitigate or prevent loss of life, 
illness and destruction of property. This view is shared by the Florida legislature 
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(401.21 1 Fla. Stat.), the Florida Supreme Court and various lower courts in a number of 
opinions and is expressly stated by municipalities in Pinellas County and elsewhere. 
While the services are "essential" there is no requirement for the PSFRD to provide 
them, as is discussed elsewhere in this document. 

(2) There Is Continued Demand for the Services Provided by the PSFRD Within 
Its Current Service Area. 

The services provided by the PSFRD continue to be essential and required within 
the service area covered by the District. These services could be provided by the 
PSFRD or by other providers under conceivable scenarios. 

(3) The Likelihood and Potential Impact of Annexation on the PSFRD Are 
Difficult to Ascertain. 

The PSFRD currently provides services in an area of Pinellas County which 
includes the incorporated jurisdictions of several municipalities. In addition, the District 
borders areas which include potential annexation targets for the cities of Largo and 
Seminole. However, it is not possible to predict if and when any such annexations 
might take place which would impact the service area of PSFRD (none are currently 
planned). None of the four incorporated jurisdictions found within the PSFRD have any 
stated plans for annexation in the area. 

(4) There Appear to Be Several Less Costly Approaches for Delivering the 
Services Currently Offered by the PSFRD - Potential Savings Could Exceed 
$1.7 Million Annually. 

The Matrix Consulting Group evaluated what steps could be taken to reduce the 
cost of delivering services in the area served by the District. This includes examining 
the likely impacts from the following types of reconfiguration: 

Maintain the PSFRD as an entity, but contract for services with another (or more 
than one) service provider. 

Eliminate the PSFRD as an entity and combine the sewice delivery area under 
one or more existing service providers. 

Eliminate the PSFRD with the County seeking contracts for service for the 
unincorporated areas and the cities seeking contracts for service (or providing it 
on their own) for their jurisdictions. 

Consolidate the PSFRD with other beach areas into a larger service area. 

These changes would have impacts on both the command and support staffing 
and possibly on the line staffing required in each agency. The Matrix Consulting Group 
considered the following impacts: 

-- -- - - -  
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Operational - could the number of stations or the number of units be reduced or 
reconfigured thereby reducing the cost of operations? 

Overhead - could the command and support staffing costs be reduced if the 
PSFRD were reconfigured in some way? 

In order to assess the first question, the Matrix Consulting Group utilized our fire 
station location model to test the capability of the current system and to test if Stations 
28 (mainland) and 26 (island - EMS contract station) were eliminated. Our model 
operates using ESRl's ArcGlS suite of software to conduct a series of analyses. 

The project team tested the capability that the two alternative systems would 
have on the ability to meet the County's stated minimum criteria of delivering a 
paramedic response from a fire station in 7:30 (seven minutes 30 seconds) 90% of the 
time or less. One of these minutes is taken up by reflex time. The resulting maps are 
shown on the following pages. The tables, below, provide the relevant statistical 
summary: 

Current Station Coverage of Emergency Calls (PSFRD Service Area) 

Alternative Station Coverage of Emergency Calls (PSFRD Service Area) 
Closure of Stations 26 and 28 

Stations Covering 
Within 6.5 Minutes 

of Drive Time 
1 Station 
2 to3  
4to 5 
More than 5 
Total 

Note that the analyses shows that 100% of calls would still be reachable within 
the 6:30 drive-time element of the County's 7:30 standard that has been established as 
the universal service delivery target within Pinellas County for EMS calls and for first 
unit on-scene in fire responses. While there would be a slight reduction in the overlap in 
the number of stations, it should be noted that more than 96% of calls are within reach 
of at least two stations under the alternative scenario within the time standards set by 
the County. This suggests that the two stations could be closed and those savings 
realized by the system. An estimate of the potential savings is provided after the maps. 

# of Calls 

692 
1,312 

21 5 
2,219 
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% of Calls 
0% 

31% 
59% 
10% 

100% 

% of Calls 
4% 

82% 
14% 
0% 

100% 

Stations Covering 
Within 6.5 Minutes 

of Drive Time 
1 Station 

- 2  to 3 
4 to 5 
More than 5 
Total 

# of Calls 
87 

1,811 
316 

5 
2,219 
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- 

Pinellas Suncoast Fire Rescue District 
Station Overlap at 6 Minutes 30 Seconds of Drive Time 

from PSFRD and Surrounding Departments 
I 

2.5 1 25 0 2.5 Miles I 

Station Overlap 
+ Smon  

rT 2 - 3 Stahons 

4 - 5 Stahons 

More than 5 Stat~ons 

Streets 

District Baundaries a Binelas Suncoast 

hied~ngton Beach 

Lkvebped by Matrix GonrsMtting 
Group. Saurce M a  provided by 
Pinel;bs Caunty and Census. 
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Fire Stations -.Alternative 

District Baundaries 

Redington Beach 

- Streets 

Qved'ap -Alternative 

More than 5 Sations 

Lkvek~ped by Mlrfx ConsMWng 
Grocagr. Source M a  provided by 
Pimilas GoenRlty and Census. 
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Potential Operating Cost Savings 
Closure of Station 26 

Potential Operating Cost Savings 
Closure of Station 28 

1 Total Operating Cost Savings 

This analysis focuses on operating cost only - and does not take into account the 
possibility of land sales for Station 28 or for the possibility of selling two or more pieces 
of fire apparatus (Squad 26 and Truck 28). However, this analysis suggests that annual 
recurring costs could be reduced by as much as $1.5 million without reducing the 
service below the County's current universal service targets. These operational steps 
could be taken even under the current organizational structure of the PSFRD. Note that 
the closure of Station 26 would be a decision made by the County as much as by the 
District given the current contractual relationship between the two parties. The 
"savings" enjoyed by the District from the decision to close Station 26 would be offset by 
a loss of revenue of approximately the same amount. If the District chose to close only 
Station 28, the savings to the District's taxpayers would be more than $880,000 
annually. 

$616,804 1 
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The District also operates one of the smaller fire I rescue agencies in the County 
but maintains a level of command staffing and "overhead" which is similar to agencies 
which are larger. These positions include the following: 

Fire Chief 

Assistant Fire Chief 1 Operations 

o Assistant Fire Chief 1 Fire Marshal 

District Chief 1 EMS 

District Chiefs (3 for shifts) 

Mechanic 

Administrative Assistant 

Bookkeeper 

It is conceivable that all of these positions could or would be eliminated if the 
PSFRD service area were reconfigured as previously described (either through 
contract, consolidation or some other mechanism). The savings from the elimination of 
these positions has also been estimated, below: 

This analysis shows that the cost of providing the command and support staffing 
for the PSFRD is more than $830,000 annually. This cost would be eliminated if the 
PSFRD either contracted for services with another entity or if its service area were 
reconfigured and incorporated into another jurisdiction. 

Wages 
$82,225 
$67,170 
$67,170 

Position 
Chief 

. Assistant Chief 
Fire Marshal 
EMS District Chief 
District Chief 
Support Staff 

A final alternative would be to consolidate the PSFRD with Madeira Beach Fire 
Rescue. If the new district included the "beaches" only (and not the mainland) this 
would consist of the areas served by Stations 25, 25 and 27. The following points 
summarize the basic elements of this alternative: 

The mainland portion of the District would be consolidated into either Largo or 
Seminole. 

Number 
1 
1 
1 
1 
3 
3 
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Cost Per 
$82,225 
$67,170 
$67,170 

Total 
Benefits (48%) 
Total Wages 1 Benefits 

$562,785 
$270,137 
$832,922 

$64,055 
$64,055 
$30,000 

$64,055 , 

$1 92,165 
$90,000 
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. Station 28 would be closed and could be shifted elsewhere in the region of the 
County (e.g., Bay Pines) if desired. 

One of the two Chief positions (between PSFRD and Madeira Beach) would be 
eliminated. 

Other command staff positions would be maintained. 

The potential savings, to the PSFRD, from such a shift would be less than 
$80,000 annually (their share of the savings from the Chief's position) plus savings from 
the shifting of Station 28 (which would also generate significant savings of more than 
$880,000 annually). However, it is not possible within the context of this report to 
assess the impact on tax revenues from the loss of some or all of the mainland areas of 
the PSFRD current district. This shift would also require action of the State legislature. 

In conclusion, the most cost effective approach, from the perspective of the 
PSFRD district taxpayers, would be for the District to contract with another service 
provider for management oversight. Alternatively, the formation of a "beach" fire 
department would provide a broader tax base with a service delivery mission focused 
on the "beach" service requirements. 

(5) Transfer of Services to Another Entity in Pinellas County Could Be 
Accomplished Without Negatively Impacting the PSFRD's Contractual and 
Financial Obligations. 

The PSFRD maintains a number of contractual and financial obligations common 
to municipalities and independent districts. Examples of these include: 

Collective Bargaining Agreement 

Mutual Aid Agreements 

County EMS Contract 

Capital Purchases 

Leases and other forms of indebtedness 

None of these obligations would be negatively impacted by transfer of 
responsibility from one provider to another (or by contracting with a third party for 
service delivery). The project team's initial review of the these obligations fotlows: 

Collective Bargaining Agreement - would be eliminated. Employees would 
either be employed by the successor organization(s) or by another party. No 
obligation under the contract would continue PSFRD ceasing service delivery. 

Mutual Aid Agreements - these agreements would be made with the new 
service provider(s) in the PSFRD's current service delivery areas. 
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o County EMS Contract - these agreements would be made with the new service 
provider@) in the PSFRD's current service delivery areas. 

Capital Purchases - responsibility for these would be determined either by the 
sale or transfer of title of the various assets under any change in service delivery. 
If the District maintained legal status, it would be possible for them to continue to 
pay for such resources - as long as they were consistently utilized within the 
PSFRD service area. 

Leases and other forms of indebtedness - responsibility for these would be 
determined either by the sale or transfer of title of the various assets under any 
change in service delivery. 

All of these issues could be handled during the course of any transfer of service 
delivery responsibility. None of these transactions would be negatively impacted (i.e., 
defaulted) due to such a shift. 

(6) There Have Been No Official Indications That the District Is in a 
Deteriorating Financial Condition. However, Steps Must Be Taken to 
Stabilize the District's Approach to Financial Planning and Management. 

The District collects the majority, 65%, of its revenue through an assessment on 
real property within the district. In addition, the District receives a significant amount of 
revenue, 24%, through a County-wide EMS contract. The table that follows shows the 
budgeted operating and capital expenditures, as well as revenues, over the a 15-year 
period of fiscal years. Note that the District is operating with a fund balance: 

The most interesting observations to take from this exhibit include the following: 
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e Expenses increased significantly in 2001-02, rising by more than 33%. This is 
largely the purchase of fire apparatus as well as salary increases for staff coming 
on-line. This was accompanied by a commensurate draw on the fund balance of 
almost $1 million. Comparing 2000-01 with 2002-03 shows a 17% increase - an 
increase masked by the large expenditures in 2001 -02. 

Revenues and expenses are once again on a trend towards expenses exceeding 
revenues. Without a rate increase it appears that this line will be crossed in the 
2006-07 budget year once again. 

It appears that the fund balance will be able to support a period of several years 
(assuming no major expenses or salary increases) before the PSFRD would be 
unable to sustain operations without a rate increase. 

The project team also notes the following key observations: 

Rate increases have typically been accomplished without reliance on 
professional, third-party analysis of financing requirements. 

Long term financial planning including revenue and expense forecasting has 
been largely absent in the PSFRD, potentially leading to fiscal "crises" which 
result in significant rate increases (rather than steady annual increases). 

The PSFRD board no longer has the power to set rates for itself, meaning that a 
case must be made to gain the support of the voters each time a rate increase is 
sought. 

While the District appears to be in acceptable financial health today, it i s  clear 
that a continuing pattern of expense / revenue mismatch continues. It is likely that, 
under current spending and collection patterns, the fiscal year 2006-07 will represent a 
year where revenues do not keep pace with expenses, forcing the District to dip into the 
fund balance again. 

(7) The District Is Active in Providing Services within Its Service Area. 

The Pinellas Suncoast Fire Rescue District continues to provide fire and EMS 
first response services throughout its service area. However, it should be noted that the 
District appears to be providing services outside its District in a manner which is 
contrary to the requirements of its Charter. The potential issues include: 

Use of District funds to supplement the cost of delivering the services using 
Squad 26 and its crew above the amount provided by the County. 

Use of District funds to acquire capital and utilize that capital outside the District 
(Squad 26). 
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These issues should be resolved quickly. Our previous operational analysis 
suggests that the County can deliver its targeted level of EMS service in the area 
around Station 26 using Stations 25 and Station 27 under contract. 

(8) There Is No Indication That the District Has Failed to Meet Critical 
Reporting Requirements. 

The PSFRD has met all required reporting to the State of Florida related to the 
finances of the District. There have been, to date, no negative audit findings related to 
the continued financial viability of the District. 

(9) The District Appears to Have Complied With All Open Records and Meeting 
Requirements. 

The PSFRD appears to have met with all open records and meeting 
requirements. 

The Matrix Consulting Group has been pleased to have provided these analyses 
and observations to Pinellas County. The Matrix Consulting Group recognizes that this 
is a critical issue both to the residents and businesses served by the PSFRD, the 
PSFRD staff and neighboring jurisdictions. Our review of the current situation shows 
that the PSFRD can continue to function, though it will require a rate increase soon to 
maintain financial viability, and continues to provide essential services to its customers. 

Concurrently, the Matrix Consulting Group has also shown that the PSFRD's 
services can be provided at a significant discount to the cost of delivering them today - 
by either contracting for the services or by reconfiguring the District's service area into 
one or more current providers. The cost of maintaining a separate service provider 
exceeds $1.7 million annually (i.e., the cost of overhead and Station 28). An additional 
$600,000 annually is expended to provide additional EMS first response coverage in the 
Redingtons. 

The Matrix Consulting Group would be pleased to present our findings to Pinellas 
County and to the ad hoc working grouping which has been part of this process. Should 
you have any additional questions, please do not hesitate to contact me at 
972.871.7950 or via email at tmiller@matrixcg.net. 

Matrix Consulting Group 

Travis Miller 
Vice President 
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