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FIRE SERVICES REVIEW SPECIAL COMMITTEE

SPECIAL MEETING AGENDA
THURSDAY, MAY 1, 2025 6:00p.M. \WPD TRAINING Rvi (41 AVERY LANE)
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3. Approval of minutes for March 27, 2025, meeting. =3y =9
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4, Consideration and possible action on the RTM’s charge to the committee (RTC 6/73721):
Review issues including performance, policies, and staffing and present their findings/recommendations
on any changes needed to enhance public safety, creating a steering document and strategic plan.

a. Continue discussion on Draft 1 of first half of report
b. Initial feedback on Draft 1 of second half of the report
c. Continue discussion on identifying/retaining outside expertise to assist in finalizing report findings

and recommendations.

5. Determine remaining meeting schedule to provide adequate review time, incorporate existing
comments, and address gaps.

6. Adjournment

encl: Replacement notice
FSRSC Minutes March 27, 2025
Second Half Report-Draft 1



Waterford Professional
Firefighters Association
Lacal 4629

P.0. Box 278, Waterford, CT 06385

Sue Driscoll,

Following the recent resignation of Tom Martin from the Public Safety Ad Hoc Committee, the
members of the Waterford Professional Firefighters Association Local 4629 met and voted on a
replacement for Tom Martin. Our new representative on the committee will be Ronnie Williams, and his
contact information is as follows:

Cell phone: 860-867-6454

Email: ronnierocs@yahoo.com

Sincerely,

Erik Pawlak

President — Waterford Professional Firefighters Local 4629
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Fire Services Review Special Committee Minutes—Special Meeting March 27, 2025

Members Present: Robert Tuneski (BoF); Susan Driscoll (RTM); Richard Muckle {BoS); Matthew Keatley (RTM);
Tim Condon (Public Protection & Safety Comm.); Mike Howley {Interim Director, Fire Services); Tom Martin {Captain, WFD)

Members Absent: Steven Sinagra {Director, Emergency Management); Todd Patton {Chief, Goshen Fire Co.);
Mark Greczkowski (WAS Director of Operations)

Also Present; Town Attorney Nick Kepple

1. Call to order: Chair Tuneski called the meeting to order at 6:02 p.m.

2. Public comment: Erik Pawlak (Captain, WFD) noted that he began his service as a teen-age volunteer firefighter before the
WFD was combined in 2011 and offered to discuss the change in refations between career and volunteer firefighters at a
future meeting. He pointed out several factual errors in the draft report that had been sent the night before. {attached)

3, Previous Minutes: Motion by Keatley, second by Condon, to approve the June 25, 2024, minutes as presented.
Voice Vote: Yes-4 No-0 Abstain-1 (Condon).
Motion by Keatley, second by Condon, to approve the March 6, 2025, minutes as presented. Voice vote: Unanimous.

4. Consideration of FSRSC’s charge from the RTM {6/7/21):
a. Review of provided information: None provided. Howley expects to finalize and submit for next meeting.

b. Initial feedback on first draft of report; Chair noted that this is first rough draft {attached) and was looking for comments
on content and quantity of information. Condon and Driscoll confirmed Pawlak’s error citations and provided
corrections. Tuneski said he would contact former members of the defunct Board of Fire Commissioners for info on
when the Board was established and when the Town started financing fire house capital projects. Condon offered his
perspective as one of the co-creators of the FSRSC and its written charge. The effort was triggered by a fatal fire across
the street from Jordan fire station, and citizens were demanding an accurate review of palicy and performance. The
report was envisioned, he said, as a “community lift” with representatives from ali fire and rescue first responders who
and would provide data, insights, concerns, and work together to propose strategies. _

He noted that the Town established a combined department back in 2011, but implementing the change has long been
delayed and the town has failed to follow through In various ways, including years of neglecting repairs to all the fire
hauses. He added that no one is proclaiming an end to the volunteer system, but that we need to recognize and react to
the reality of a system that is foundering nationwide. Noting that previews reviews and reports were done decades ago,
when the situation was very different and the volunteer system was robust, Condon urged the committee to create a
fully-documented report explaining where we were, where we are, and what we need to do...and provide accurate costs
for each option and explanations of why we made our final recommendations, whatever they are. He added that if the
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FSRSC intends to continue its initial support of maintaining 5 stations, they should be aware that once the shovel goes
into the ground at Oswegatchie, that signals a new age of town-owned firehouses and the potential end of the five-
station option.

Tuneski said we need to put everything in its proper cantext, from where we were to where we are today and then
where we should go. He added that we need high integrity and accuracy in what we ultimately present.

Atty Kepple told the committee that while he appreciated the effort put in so far, there was no need to struggle with a
lengthy report and they could simply move on with a recommendation and disband. Condon and Driscoll disagreed,
pointing out that the FSRSC's written charge fram the RTM was to provide a thorough review and present a report that
contained recommendations for action, Kepple noted that the people voted and we've had a combined department for
nearly 15 vears, and questioned the authority or the role of the FSRSC in charting the town’s future when there will be
an administration or a director who has their own plan. Condon pointed out that the problems we face now are the
result of the town never following through on the initial plans and ordinances to implement necessary policies and
procedures. While times and players may change, a detailed, documented, and well-publicized report would be a
reference for future officials who, if they proposed a change in strategy, could be asked to explain what triggered the
need or what new issue needed resolution.

Muckle stated that the science of firefighting has become much more efficient aver the years, so we should not need as
many responders as in the early days, Condon and Driscall painted out that changes in training, volume of incidents,
hazardous materials, electric vehicles and greatly reduced flashover times demanded a suitable number of on-duty staff
at a minimum.

¢. Consideration of independent report reviewer: Chair asked for updates on members’ efforts to locate potential outside
reviewers. Condon reported that Mystic Chief Clarkin and Old Mystic Chief Ken Richards and Assistant Chief Keith
Richards are willing to review the report. He noted that their tenure in combination departments would be an asset and
that while they are close enough to be considered reg}onat colleagues, they are not so close that their input would be
influenced by regular working or personal relationships. Chair asked Howtey if he had reached out to cotleagues in the
CT Fire Chiefs Assaciation; Howley predicted that they would probably defer, since the group tends to stay out of
individual town issues.

Martin requested, and was given, the opportunity to make a statement before the meeting adjourned. Remarks included
suggestion that IAFC’s Blue Ribbon and Red Ribbon reports on combination fire departments would be good resources for
the committee, reflections on his 3-year tenure on FSRSC, and announcement of his resignation. {attached)

Moticn by Muckle, second by Keatley, to include Martin's statement in the minutes. Voice vote: Unanimous.

5. Next meeting: Consensus to schedule next meeting for Thursday, May 1, at 6:00 p.m. Location thd.
6. Adjournment: Motion by Keatley; second by Muckle to adjourn at 7:20 p.m. Voice vote: Unanimous.

Submitted by
Susan Driscoll, FSRSC Secretary

encl: Pawlak public comment
Report {first half) Draft 1
Martin resignation
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Fire Services Special Review Committee meeting 3-27-25

First half report talking points
-The fire commission was not formed in 2010, This needs to be corrected for the report

-The report is stating that the town will justify a volunteer as active as long as they respond to just one
incident annually. In 2024 the WFD responded to 3100 incidents. If a Little League coach only showed up
to one game we would not consider him an active coach and remave him from his position for
neglecting his role, yet we are trying to justify a single response as acceptable in emergency services?

-| feel the term for our department should be changed from hybrid to combination. It is a more widely
accepted and understood term in the industry regarding a department that is made up of paid and
volunteer staff alike.

-Claiming that the standards for paid and volunteer staff are the “exact same” is blatantly false. There
are no pre requisites to become a volunteer fire officer. They just have to be elected to he position by
their peers. Some chiefs have 0 state certified fire officer training and some have not even possessed
their EMT certification. There are pre requisites to be hired as a firefighter and even more so to become
an acting captain and even more requirements to be a captain. Also, the physical requirements are not
the same. Paid staff are required a full physical by Pequot health including blood work, spirometry, and
chest x-rays. Volunteers generally go to their primary care and after the primary care write on a routine
physical that they can be firefighters. The union has lobbied against this practice for years but it
continues today.

-In the report it states the Waterford Fire Engine Co#1 (lordan) was founded in 1923 but it was in fact
founded in 1920.
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1.0 Executive Summary /BLUF
TBD pending completion of entire report.

2. introduction

2.1 At the June 7, 2021 meeting, under new business initiated by Representative Tim
Condon (Chair of the Public Protection and Safety Stanging Committee), the RTM voted
to create a special committee, “Fire Services Revie | Committee”. The charter of

the new committee was “to review issues incl ormance, policies, and staffing,

and present their findings / recommendati Hges needed to enhance public

1 Public Protection and Sa Protection and

Safety Committee

Richard Muckle, RTM Membs
Greg Attanasio, RTM Member (D)

Susan Driscoll, Public Protection and Safety Committee (D)
Robert Tuneski, Board of Finance (R)

Rob Brule, Board of Selectman (R}
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The non-voting / advisory members included the following:
Michael Howley, Director of Fire Services

Steve Sinagra, Director of Emergency Management

Mark Greczkowski, Manager of Waterford Ambulance

Donald Chapman, Volunteer Fire Chief

Tom Martin, Full-time Waterford Career Firefighte:

with the following sections pop

Agendas / Minutes

Director Howley, and
committee to review, mostly

nt to firefighting in Waterford. Other

ng and keeping volunteer firefighters,

d demographic comparisons to other similarly

it revisions of Staffing Plans were provided, as was
a Volunteer Recruitment Plan. Addittonally various metrics measuring the level of

membership and activity of the volunteer firefighters in Town firefighting service were
offered.

sized / populated towns. A fei)

The committee functioned by meeting and discussing topics of interest to the Fire
Services. Initially some of the key topics included the status of the Oswegatchie Fire
Station, communications (radio and pager), the relationship between the volunteers and
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the paid firefighters, volunteer recruitment, and general staffing of Fire Services.
Initially, the status of the Oswegatchie Fire Station was viewed as the highest priority as
it was considered in risk of collapse in need of urgent action. Each topic was discussed
over one or more meetings. Director Howley continued to provide relevant information
regarding each discussion topic. This information added to that currently in the binder.

Over time and at the request of an RTM member at heir meetings, the committee

was asked to also addressed fire apparatus fleet ent and general
infrastructure. And policies were discussed spg over the tenure of the

committee.

Others, including the Emergency Servig ector provided rejgyant information on
communications. Most information fro

verbal through ’_che meetings.

/ recommendations } rel 4f deliberate discussion and debate on the topics of
interest, and solicitatio e of both quantitative and qualitative information as
primarily provided by the Ditegtol re Services, other advisory members, and the
public as captured in meeting mjautés. All information used by this committee (including
various revisions based upon yea/time) and used in this report has been originally
presented to the committee. No independent research by members of the committee
has been used.

In January of 2023, an Interim Report was prepared, and approved in a 3-0-1 vote and
delivered to the RTM.
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The report recommended that the Oswegatchie Fire Station, described as being in
“extensively deteriorated condition”, be demalished and that a new Fire Station be built
to replace it. The ﬁndings of the report were presented at the February 3™, 2023 RTM
Meeting by the chairman, at which time, as a result of the findings, the RTM
unanimously voted to create the Oswegatchie Fire Station Building Committee.

Following the issue of the interim report, the Commi
focus of some of the members shifted to other |
including the newly established Oswegatchie B

perienced a brief hiatus, as

“Town responsibiliites,
ammittee. After the hiatus, the

Susan Driscoll changed from nmi sentative to
RTM representative

Matt Keatley was

of the committee.

3.0 Fire Services History

Fire services pre-date the incorporation of the local fire departments, which occurred in
the 1920-1940’. Prior to having fire stations from which services were deployed, the
Town.... Need more input here
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In 2010, the Board of Fire Commissioners was formed, in accordance with a Town
charter revision. It was created via the Code of Ordinances (Chapter 2.36) and charged
the RTM with appointing one person from each fire district to serve on a board of five
commissioners. The commission had the authority to elect officers, establish rules of
procedure, set meeting frequency; and possessed authority as vested by State Statute.

with each fire station in
id not have direct control

The board oversaw the funding of fire services. It worke
determining equipment and operation needs, althgdi

d, in accordance
rs. Each department
h, and there were provisions made

the Board of Fire Commissioners
izational was largely very distributed
ight, few if any checks and balances, and no direct

Town accountability. But i owards a more centralized organization to better

address Waterford needs.

The Board of Fire Commissioners was replaced by a flatter, more centralized
management structure, featuring a Director of Fire Services. This position eliminated the
second tier of management over the private fire departments, instead creating a direct
line of reparting and accountability from the individual fire departments to a Town paid
official. This change in organization placed accountabhility back to the Director and
ultimately the First Selectman of the Town. It also centralized the budget creation and

5
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allocation process. The current Director of Fire Services position is responsible for all
things fire service-related including:

Policy development and management
Equipment procurement and maintenance

Hiring of paid firefighters

Training of personnel and maintenance of standard
Maintenance of the firefighting infrastructure
Staffing
Volunteer recruitment and retention &
Emergency Communications

Fire Marshalls Office

{he single most impactful step
ling Fire Services. It was essential in unifying
invited'the use of data-driven decisions,
hat depended on Board consensus for

Board could have been morewst
Along with this change came vertical organization and consistency in policies and

practices.

Fire services today is more organized and in a better position to deliver services to the
Waterford taxpayer.
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Figure compares the organizational structure of the previous and current fire
services management structures.

TBD

Figure ___ Qrganization Charts, Board of Fire Co ' to Director of Fire Services

de acceptable
xx volunteers, with
partments have a more robust

service composed of both paid and
conomic issues nationally, this is becoming the

with volunteers is being augnie | By paid fire fighters.

Hybrid fire services have consequences, some good and some not so good. Among the
upside consequence is that coverage of certain parts of Town can be provided part or
full time by paid fire fighters. They can also be deployed to various stations as need
dictates. They are independent of fire station. Among the downsides is that the
additional coverage comes with increases in operational costs, and unfortunately has
resulted in visible contempt between the paid and unpaid ranks, despite all firefighters

7
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being trained to the exact same standards. The failure to get along is a potential
distraction and detriment to fire services.

At the other end of the fire services spectrum, there are some towns, for example New
London, which have fire services compased entirely of paid fire fighters. Moving to an
all paid firefighter service will come with a large cost that will only grow with time,
based upon annual increases in salary, benefits, and retirement costs.

n all-volunteer service for a
orn by the Town was associated

The Town has benefited enormously from depeng
number of years. The only financial burden pre

Date of
Company Street Address Incarporation
1 89 Rope Ferry Road 1923
2 Quaker Hill Fire 17 Old Colchester Road 1927
3 Goshen Fire Depart 63 Goshen Road 1928
4 Oswegatchie Fire Comp 441 Boston Post Road 1930
5 Cohanize Fire Company 53 Dayton Road 1942
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8D

ire Stations and Fire Districts

Figure __ Map of the Town of Waterford Depicting Locations

Figure __ Cohanzie Fire Station

Figure ___ Quaker Hill Fire Stations

Figure _ Oswegat

oastline and a population of 19,554 +/- and is
¢l has grown at a steady rate since the 1970’s,
d in 2016 expect Waterford’s population to decline

part of New London Count
although State projections comy
through 2040.

Despite these projections, the population continues to grow, and recent growth
announcements from local businesses (for example Electric Boat) suggest that local
populations including Waterford could increase. The Town’s Director of Planning and
Zoning notes that the population actually appears to be increasing slightly. Figures __
demonstrates the census trend, Table _____depicts current development underway as

9



FSRSC Report/ffirst half Draft 1 3/26/25/Tuneski

of March 2025. Additional commercial growth is likely with the revitalization of the
Crystal Mall and the potential for the development of a data center on the Dominion
property.

orth, East Lyme to the west, and New
like Waterford demographically, while New
city.

10



Rec’d 3/27/25

Town of Waterford

Fire Services Review Committee

Attn: Susan Driscoll, Recording Secretary
3/27/2025

April of this year will be three years that I can say [ have had the privilege and honor to have
been appointed to the Fire Service Review Committee. It has been my pleasure to work
alongside those whom I have, during this tenure.

That said, with this letter, it is my intent to resign from the position.

Please allow me to address my thoughts and concerns to you, as well as factors that have been a
concern of mine that have led me to my decision.

“It is in my opinion that Mr. Tuneski, has done an injustice to the Fire Services Review
Committee. This committee was established in June of 2021 by the Representative Town
Meeting (RTM). The first meeting did not happen until April 2022, which is almost a year later,
and then there was another gap from July 2024 until March of this year, The first order of
business from Mr. Tuneski was to determine whether the town of Waterford needed to continue
to maintain a five fire station model. Once the recommendation was made to continue to utilize
5 fire stations moving forward the next order of business was the committee needed to
recommend replacing the current Oswegatchie Fire Station with a new town-owned building.

It is my opinion, as Captain of the Waterford Fire Department, with over 30 years of experience
in the field of firefighting, that this was a frivolous move. It was done without necessary data
and documentation to support the five station model, including a response data analysis
regarding the five station model. Now that we have several stations with 24/7 personnel, it is
pertinent to have this researched so effective and appropriate considerations are implemented for
the safety of our town.

Of note, [ personally have requested to meet with Mr. Tuneski on numerous occasions in past
years, which never came to fruition; however, it is a known fact that he had allocated time to
meet with five fire chiefs in town, outside of the committee, but never once has met with the
career firefighters to have a similar discussion.

In addition, a discussion among the committee members at one of the meetings, of which I was
not present, about Waterford having a decline in volunteer firefighters, Chief Todd Patton
blatantly blamed the career firefighters in the department as to be the reason for the lack of
retaining volunteer firefighters. Had I been able to attend this meeting, I would have been able
to speak to this matter and bring attention to what I believe the problem is, With Chief Patton’s



remarks and accusations against the “career firefighters,” I have very good reason to believe he is
being influenced.

Again, my opinion.

Another issue that has brought me to my decision to resign is the current lack of leadership for
the fire service in Waterford. Chief Howley resigned his position in June of 2024 and to date we
still have not found a replacement for his position. The first selectman, Rob Brule, appointed
Fire Marshal Steve Dubicki, in the interim. Unfortunately, Mr. Dubicki could not keep up with
the demands of both positions he held; Fire Marshall and Director of Fire Services.

Consequently, Chief Howley was asked to come back on a part time basis, and while he retained
this part time position, this is only a temporary “fix.” This “temporary fix” does not work; the
department needs a full time Director of Fire Services that can manage and function at a high
capacity given the town of Waterford’s fire department, and the public service needs. An
example of why this is important to the department, is quarterly town-wide fire officer meetings.
Because of the void in the position needed as Director, we have not had a meeting since June
2024, which is a major component to interagency communications and operations to protect the
town.

Finally, an issue that has been known for years and has been brought forward by the union
numerous times... There are different standards held within career, part-time, and volunteer
employees. And some of these variations and standards are a direct violation of state and federal
laws. Osha approved medical screenings for all staff that wear respirators, age requirements, and
meeting OSHA requirements should be mandatory for all employees / volunteers for the safety
of not only the staff, but for the safety of the town as well

I encourage this'committee to read a report written by the International Fire Chiefs Association
titled “A Call For Action The Blue Ribbon Report Preserving and Improving the Future of the
Volunteer Fire Service.”

On page 16 of the report it states “A combination system will not work when it is based on
prejudice or when either group of firefighters, volunteer or career functions in a minotity role
and is perceived subservient to the other.”

With the above highlighted issues mentioned, the possibility of having this report being
controlled by persons outside of the committee, and the liability of having my name attached to
the final report from which someone may get hurt, I have decided to herby resign effective
March 28, 2025 from the Fire Service Review Committee,

Respectfully Submitted,

Thomas M. Mattin
Captain, Waterford Fire Department



Report Part 2

FINDINGS

Response Types and Frequencies

Data on types and frequencies of responses as well as response times:was provided by the
Department of Fire Services to the Fire Services Ad Hoc Committee and wa distilled into graphs
to better display pertinent information. "

Response types and frequencies are depicted in Figures
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EMERGENCY RESPONSE TYPES
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As seen from the data, most responses are responses to EMS calis throughout town as well as
motor vehicle accidents with and without injuries, structural fires hazardous conditions, service
calls, good intent calls, false alarms, severe weather incidents,

Capital Plan

An abbreviated capital / facilities plan was provided by the Director of Fire Services. A copy is
attached as Appendix , and is distilled here in Figure

YEAR : : 2
STATION 24 25 26 27 28 Totals CDMMENTS o
lordzn 5 100,000.00 5 B5000.0¢ | $ 5500000 $ 220,000.00 [Kitchen in 2027
Quaker Hifi $ 150,060.00 5 150,000.00 |Sunk RonmRenovaﬂnns Bathmom Rennuarmns H
Goshen $ 150,000.00 $ 150,000.00 |includés ltems pushed outfrom: 2023 and 2025, Runf replacement 2030
Qswegatchie |5 80,000.00 5 80,600.00 [On hold Eendlng new building:
Cohanzie $ 30,000.00 5 30,000.00 |8unk mom day reom ennvallons new wmdnws anﬂ daors

Figure _. - Outyear Maintenance Pl‘ann__i_pg Existing Stations

Staffing Findings

Establishing staffing levels of fire stations can be- E=chaIEeng ng task. There are no definitive legal
requirements, whether federal or state thatadlctate the speélﬁc number of firefighters each
town or station must have. There are two p"'*‘ mary organizatlons whose standards influence fire
departments throughout the State and n_atl n. These are:

OSHA (Occupational Safety and Healthf : dmimstratton) a federal agency under the U. S.
Department of Labor respo 51ble or sethng and ‘ensuring safe and healthy working conditions

C : | _"'_’,nd codes that target the elimination of economic loss, injury,
and :d ath’ due to ﬁre, eiectrlcal or related hazards. Their standards are widely recognized and

Fire Servié'ef-ﬁtafﬁ g :Standards: OSHA and NFPA Guidance

Two primary organizations, OSHA (Occupational Safety and Health Administration) and NFPA
{National Fire Protection Association), publish many standards that significantly influence fire
department operations and fire service deployment. Among these are several overarching
standards that impact fire department staffing, either directly or indirectly. The most referenced
include:

. .OSHA 29 CFR 1910.156 - Fire Brigade Standard
This standard establishes requirements for fire brigades, including organizational

Part 2, Working Copy 2



structure, training and education, personnel requirements, and the use of personal
protective equipment (PPE). It specifically applies to fire brigades performing interior
structural firefighting.

+ (OSHA 29 CFR 1910.156 Revision — Emergency Response Standard
A proposed revision of the Fire Brigade Standard, this updated Emergency Response
Standard—once approved—will impose a significant number of new requirements.
These will largely focus on expanded training, qualifications, and safety procedures for
fire stations. The revision has completed its public comment period and is pending final
issuance. However, the official effective date remains uncertai as of'tfize,publication of
this report. |

« (0SHA 29 CFR 1910.134 — Respiratory Protection Standard
This standard addresses requirements for respiratory protectlon in _zardous
environments. Critically, it establishes the “Two-in, ¥ iy hich mandates that

two personnel must remain outside a hazardous:_
personnel aperating inside an IDLH (immedlately
environment. '

E;Departments
ilored for volunteer fire departments, focusing

« NFPA affetts staffing through its emphasis on response times and the minimum number
of personnel required based on population density.

For example, NFPA 1720 sets the following staffing guidelines:

« Rural areas {population density of 500 or fewer people per square mile): A minimum of
six personnel should respond within 14 minutes or less for 80% of incidents.
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» Suburban areas (population density between 500 and 1,000 people per square mile): A
minimum of 10 personnel should respond within 10 minutes or less for 80% of incidents.

The Town of Waterford contains both Rural and Suburban areas, meaning it must plan
accordingly to meet both standards.

Staffing Considerations for Waterford’s Combination Fire Department

Overview

in addition to the regulatory standards and guidelines outlined above, fir

epartment staffing
is determined by a combination of critical factors: E

« Community Needs: Including call volume, types of emergenciesienc "unteredfand
population denchy

« Budgetary Constraints: Municipal governments ope
resources, primarily based on tax revenues.

¢ Risk Assessment: Considering the hazardous natu o
facilities, building sizes, and related factors

he mdl\nduai ofﬁce, or organization empowered to
g fire serwces (e g., fire marshal, building official,

+ Authority Having lurisdiction (AH'"\ :
- make and enforce regulations affec
or other regulatory a| ""hb:"ﬁty)

In the Town of Waterford th‘ :"Authontv:Ha ng Jurlsdlctlon is the Waterford Fire Department.
Staffing Determmatlon Proce

The exact de;__t___g_rmm_apon*gf appropriate staffing levels is a multi-faceted exercise. It requires

balancing Obj ctive"déita ipertju'

ment, and available financial resources.

nce of data collection, trending, and reporting—as depicted in Figures

: ot be overstated. This data serves as a key indicator of departmental

perfo .r‘ggn'cié‘xﬁénd represents the only consistently quantifiable, objective factor available
for staff:i"ﬁ}g: evaluation.

+ Subject Matter Expertise:
Local fire service experts, notably the Director of Fire Services and his team of
experienced professionals, play a vital role in assessing staffing needs based on
operational demands and evolving community risks.

Part 2, Working Copy 2



s Municipal Leadership and Financial Oversight:
The Town's Chief Executive (First Selectman), along with the Board of Selectmen (BOS),
Board of Finance (BOF), and Representative Town Meeting (RTM}, are responsible for
reviewing staffing recommendations, balancing financial realities, and ensuring that fire
service funding decisions align with the broader interests of Waterford residents.

The Town of Waterford Fire Services are currently staffed full-time as shown in Figure .

Staffing Plan
20
e
£ 15
&)
®
£ 10
03]
g Current full-time staffing, 6 firefighters
& 3 3
0

23-24 24-25 25-26 26-27 27-28 28-29 29-30

Fiscal Year

s ANIUAL Additions of FT Firefighters weeews RUNNING Totals

p\:*fq_gjous numbers of firefighters from the previous year. Appendix xyz
Services’ recommendation for staffing the fire stations in Waterford
also graphically depicts the propased increase.

This is an increase inthe

Staffing Devélﬁ_g_me'n sand Projections for Waterford Fire Services

QOverview

It is important to underscore that staffing levels for the Waterford Fire Department have
increased since the inception of the Ad Hoc Fire Services Committee.

The Director of Fire Services has expressed a strong belief that staffing should continue to grow
to meet both current and future demands facing the community. Increased construction,
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population growth, and risihg call volumes will require additional response capabilities to
maintain Waterford’s public safety standards.

Key Takeaways from the Director’s January 2025 Staffing Report

» Full-Time Staffing of Three Fire Stations
The Director recommends that three fire stations shouid be staffed fuli-time with career
(paid) firefighters:

o Company 1 (Jordan)

o Company 4 (Oswegatchie)

o Company 5 (Cohanzie)
Although specific justifications are not exphmt
companies were selected because the

» The largest call volumes

v Strategic geographic dlstrlbutlon ‘0

end of Town and one centrally iocated station prowdmg rapid access
across Waterford.:

» Part-Time Staffing of Two Flre Statl
Two stations should be. staffed w1 h
while managmg costs

parf—%‘im‘e paid firefighters to ensure broad coverage

« Importance of Mal
Maintaining’ sufﬁc:ent staffing:i

tecting personal afety and property.

\__amtamingja high'-Insurance Services Office (ISO) rating, which directly affects
resi ents’ |h““urance premiums.

Réij/i_'_gw o x_ii\tafﬁ Growth Every Three Years
Stafﬁﬁg._\[evels and the pace of growth should be formally revisited on a three-year cycle
to adapf-"t’jo changing community needs.

s Competitive Salaries
Until 2024, Waterford’s starting firefighter salaries were below the state average.
However, the most recent labor contract addressed this disparity, helping facilitate the
hiring of 3 new firefighter(s).
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« Pursuit of SAFER Grants
The Director recommends aggressively applying for SAFER (Staffing for Adequate Fire
and Emergency Response) grants to offset hiring and personnel costs.

» Projected Staffing Model for FY 2030-2031
The Director’s plan envisions:

o 10 career firefighters on duty at all times {requiring 30 career firefighters total)

o A 24/48 schedule {24 hours an, 48 hours off)

o Ablend of part-time staffing seven days per week .
o Full operations from all five fire stations

o Deployment of a variety of apparatus tailored to 'l_{]\cgae_njt needs.

« Standards of Response Coverage (SOC) Analysli_

The Department should consider conductmg a Standards _of Response Coverage {SOC)
analysis to formally evaluate operatlonal efficiet Icy an
improvement. '

1dent[fy opportunmes for

Historical Context and Justification for Staffing Expansion

In presenting his Staffing Plan, the Dlrector Is "‘“’prowdes a brlef history of the Waterford Fire
Department’s staffing evo!utlo The trenc

eﬂects a slow but steady migration toward paid
firefighters, driven by chalfenges in retainmg and recrumng sufficient volunteer personnel.

The Director identifies four cn_t;gcal ctors;ustlfymg continued expansion of paid staffing:

refighters

Recruitment and retention challenges mirror a broader national trend.

Higﬁe} call violumes place additional strain on the fire response system.

3. Commercial:and Residential Development
Development in Waterford is progressing at a pace that threatens to outstrip current
service capablhties.

4. Service Response Times and Their Impact
Variations in response times can have serious consequences for life safety, property
protection, and insurance costs.

Fleet Management
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Waterford’s Fire Services maintains a substantial fleet of emergency vehicles—currently 26 in
total—primarily designed to support fire suppression operations. This fleet includes:

+ Fire engines

o Ladder trucks

» Specialized apparatus

« Support vehicles
A detailed inventory and status assessment of the fleet is provided in Flgure and the
Appendlx .

. YEAR ’ X
; : apigcemant/
Flewr | Town - Mudel : fefurblshount
AsselD AserD Ve - 2005 . 1026 . 2027 G @8 . 2009 Wi
i 1014080 2018
H Lt T R Te ) § 31.500.00
| lo0rs 2004 $ 2200,000.00
Claeen aen 3 730000
S 101081 1610
DoImsn 208
1101382, 2058
101262 2013 [553000.00
|10 2016 5 850000

S¥eacTots  Yearde

5 65,000.00

cjdoias 201
o). A00203. | 1996

| 10112 2012
| 1003107 2007 $ 74000.00
W06, 2007 :

R

g2l 2008
[ osmss 201
| aotes 2018
T seosm. 2007
i HIEE 2008 § 12620608

I OA00311 2008

i 200257 2006

L l.0MEr 108
i dwe2ie 2006

EER ey RioigE

g

| § 2723353 Avaraye5Y( Amair Costpar Vebile |
5 E67.765.00 Torsl S¥rlown X i
1335500 Aveeir,u Cast fer Year

Regardless ffutur adjustments, effective fleet management today remains essential to
ensure the reilablllty,-safety, and fiscal responsibility of this critical public asset.

Using Fleetio Software: A Modernized Approach to Fleet Management
To optimize fleet performance, Waterford utilizes Fleetio, a modern fleet management
software platform designed specifically to: '

s Track vehicle condition and maintenance

s Monitor vehicle utilization

« Manage repair records and costs

« Improve budgeting and forecasting accuracy

Part 2, Working Copy 2



» Support asset replacement planning
Fleetio provides real-time, centralized data that allows the Fire Services leadership, Town
executive staff, and financial officials to make data-driven decisions ahout asset maintenance,
replacement, and allocation.
This technology represents a significant advantage for Waterford, enabling the Town to extend
the useful life of its vehicles, improve operational efficiency, and strengthen long-term financial
planning,

Existing Town Resources: Building a Collaborative Maintenance Model
In addition to Fleetio, Waterford has internal resources that can be leveraged:for fleet
management efficiency: :
Department of Public Works: Potential to expand the use of “Publ'

Works mechanics

& , Public Works,
?‘_;ﬂeet needs, promoting

" and the Finance Department can ensure‘ bbjé” tive e a!uatlo s
smarter capital investments. £ )

A central component of this effortiis. the use of a mamten
the operational integrity of each vehlci

e score, a tool designed to evaluate

( rmg systeml assists in proactively planning for
d dete mmmg appropriate timelines for vehicle

maintenance needs, schedull'
replacement.

Waterford Ambg :\’ancéﬁ—TBD

Conclusion
Waterford’s Fire Services have a proud history and a strong operational foundation. By
implementing the above recommendations—centered on vision, data, adaptability, and
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strategic investment—the Town can ensure that its emergency response capabilities nat only
meet today's needs but are positioned for long-term excellence.

The future of Waterford Fire Services is not just about preserving tradition—it’s about smartly
adapting and leading into the next generation of public safety.

6.0 A Strategic Vision

Evolution of Waterford’s Fire Services

Like many small towns, Waterford’s fire services have evolved over t
volunteer model to today’s combination fire department and movi
professionalization.

shaftmg from a fully
teadlly tOWard greater

in the early 1900s, fire protection was provided by a network ofy
independently operated stations. Over time, these privaté )
collectively by a Board of Fire Commissioners. Today, W aterford benef from a centralized
management model, led by a Director of Fire S ‘ce‘s,'ens ofessional oversight and

strategic coordination. : '

tvately owned

This transition has been driven by nece55|ty a combmat:on___\__fthe need for greater efficiency,
declining volunteer availability, and the i mcreasmg complemty of emergency services.
Importantly, consolidation of management as |mproved operat:onal effectiveness without
sacrificing public safety.

Cost Evolution and Ehanging-_fo.pera ional Realities

Historically, the cost of mamtalnlng_‘an aII—volunteer fire service was substantially lower than
the costs asse iated W|th_a comb etson or career fire service. Early expenses, largely captured
through TQW‘ agreements (Ref Agreement xxx) were focused on station maintenance,

« Buildings:and equipment aged, requiring greater maintenance investment.

« Volunteer staffing declined significantly, farcing the Town to hire part-time and then
full-time firefighters.

« Annualfire service costs have steadily increased (see Figure ), reflecting both
broader operational demands and necessary modernization efforts.
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Placeholder
for Figure

Today, while many stations remain crucial geographi d operat;onal assets, they are no
longer community hubs filled with volunteers during ownti m they serve primarily as
deployment outposts for paid staffing and cntmal_equapment

Volunteer Decline and Professiona_l_, Growth.

Since the late 1990s, volunteer recruntmen
consistent with natsonal trends. As volunte
proactively by:

ind retention have faced major challenges—
numld_‘:e_:njs declined, Waterford responded

i

« Hiring part- tlme and 1l‘ull -time firefig_:__nters to maintain service levels
» Strategically deploylng fuii -time paid firefighters to Oswegatchie, Jordan, and Cohanzie
ASSIgn g pait- time a|d flreflghters to Goshen and Quaker Hill

e p‘a"ia‘staff‘iﬁ’g covers the Town's busiest districts.
|me stafﬁng supports areas where volunteer activity has declined but where
ser\nce demands remain critical.

i
G
B

Deployment pattérns reflect careful use of demographic, call volume, and risk data {see Figures

), aligning staffing levels with service needs to ensure efficient and economical
aperations.

Rethinking Service Models for the Future
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Given the challenges associated with sustaining the original volunteer agreements, and with
volunteers becoming increasingly scarce, rethinking the model for fire and emergency services
in Waterford is both timely and necessary.

Key questions for strategic evaluation include:

+ How can existing data be used more proactively to optimize resource deployment?

« Should staffing levels be customized to cali volume and risk patterns rather than
uniformiy distributed?

« Can Waterford maximize the use of all five stations while adaptlng stafflng and
equipment strategies? o

« How can service delivery evolve to balance cost-effectivené
taxpayer value? ‘

Strategic Considerations for a Future Vision

Any new model must reflect the Town's underiylng o'bllgatio"
including:

to |ts_-[_e'éi§i'dents and taxpayers,

o Uniform and consistent prows:on of
o Effective and efficient ut:llzat_t_q_n of ir _
» Strategic deployment: of both vo!unteer and career personnel
+ Responsiveness to current an future r:sks assocrated with development and population

changes

), Waterford’s emergency services landscape has

o Emergency medical and other non-fire calls outnumber structural fire responses by a
ratio of 35:1.
e Structural fire responses now represent only a small fraction of total incidents.

This important trend suggests that Waterford Fire Services is evolving into a broader Emergency
Services or First Responder arganization—a change that reflects national best practices.
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While the reduction in structural fires is a positive public safety cutcome, the Town'’s new -
mission must focus on:

« Providing agile, community-wide emergency response capabilities
» Equipping and training personne! for a diverse range of incidents

« Maintaining strategically located stations to optimize response times and service
delivery

7.0 Conclusion: A Strategic Path Forward

7.1 General Framework

Waterford’s fire services model must evolve in response to changing demographlcs, emergency
trends, and fiscal realities. By building upon the hlstorlc fwe—statlon frami work-—and adapting
it through data-driven decision making, flexible stafflng, and strategl vestrrient—the Town
can protect its residents, support its first responders, and’ deliver. outstanding emergency
services well into the future.

The future of Waterford Fire Services is’ rooted in tradstlon but shaped by innovation,
efficiency, and a bold commltment to public safety. "

a. Development of a 5-Year Strateglc Plan -
In coordination with the Town S executlve'leadershlp, Fire Services administration, and other
emergency management personnel t"h:' o 'n.:s\hould create a comprehensive 5-Year Strategic
Plan. : ’ ‘
Modeled after Waterford S Plan of Conservataon and Development (POCD), or potentially
crafted asa subset of it; the Strat'egic Plan would address:

. Stafﬁng plans . o

. Oth_ essentna! aspects of Fire Services operations
This effort shouid be an exercise in critical thinking, strategic forecasting, and self-examination,
designed to establlsh a Townwide vision for Fire Services.
The resulting Plan would serve as a codified framework to guide decision-making, align
leadership thinking, and provide visible evidence to taxpayers that the Town is actively planning
for both the current and future state of public safety.

b. Periodic Fire Services Review _
Waterford should establish a formal periodic review process to ensure continuous evaluation of
Fire Services operations and policy.
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Options include:
¢ Creation of a public volunteer oversight board with a clear charter
+ Scheduled reactivation of an Ad Hoc Fire Services Review Committee to independently
review operations, data, and policy every three to five years
Three prior Fire Services reports (including this one) have built an increasingly detailed and
referenceable foundation for future strategic reviews, ensuring that successive evaluations
benefit from historical continuity and prior lessons learned.

c. Redefining Fire Services as Emergency Services
The Town should consider redefining Waterford Fire Services to better lign
service delivery maodel. '

. Hlstorlcal Context: When the original stations were built, fire su

ith its actual

Services would:
« Require a revised Mission Statement t at accura ely reflects néw operational objectives.
s Realign policies, procedures, eqmpment and tralmlﬁg prlorlt|es around hroader
emergency response needs £ N .
» Lower the training barrlerfor volun' ers, enabhng more participation by focusing on
non-fire services for those not seekmg quI ﬁreflghter certifications.
o Stimulate broader communlty nterest and better resource the Town for evolving

e Allow fora reassessment of apparatus, vehlcle mix, and infrastructure needs, potentially
reducing dependence 0 ex‘pensr ":ﬁ_specnal;zed fire-only equipment.
This rebrandmg posmons Waterford as a forward-thinking leader in modern public safety
service dellvery

gt en E)ata Drwen(__Deusmn Making
I\/Iamtalnln obust Fire.Set vices data systems is critical to evaluating performance and driving
continuous provement.
Data appilcatlons inclide:

. Optlmlzmg vehicle and equipment placement based on call trends

o Analyzing staffing adequacy and deployment strategies

« Supporting strategic updates to the 5-Year Plan

+« Demonstrating service success to the public through objective, believable statistics
Data-driven decision-making also helps validate investment decisions and promotes
transparency with taxpayers.
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e. Prepare for New OSHA Standards
The pending revision of OSHA CFR 1910.156, retitled Emergency Response Standard, represents
a transformational shift in regulatory requirements for fire services.
Key anticipated impacts:
» Dramatic increase in required qualifications and training for career fire departments
s+ New mandates for:
o Incident and Exposure Recordkeeping
o Medical Evaluations
o Standard Operating Procedures (SOPs)
« Expanded compliance with 22 NFPA standards, which WI” no
just advisory—weight
The new OSHA standard is expected to create: _
. Significant new costs for equipment training, faci!itie .

carry Fé‘g_g{ latory—not

intraducing an important strategic conmderatlon'fof W "er rd s"c_ mb'__’ ation department
model. -
Given the complexity and comprehensweness of the change ,Rthe Town’s legal counsel must
carefully scrutinize the final rule to: - 5 .
= Determine specific appl:cabillty to V ’terford’s' tre : arvices
+ Identify operational and. flnanmai lm acts.
« Advise on compilance:""trategles '

Proactive planning now'w_ | ensure th Waterford remains compliant while continuing to
provide high-quality, efﬂcnent mer ency s"" vices to its residents

What is Mutuai Aid? "
Mutual aid refers toa for alized agreement between neighboring fire departments and
emergency-.serwces to assist one another during incidents that exceed the immediate capacity
ofa smgie department :
In practical terms; mutual aid means that if Waterford's Fire Services are fully engaged in an
incident—ari a&partlcuiar incident demands specialized resources or additional manpower-—
neighboring towns such as New London, East Lyme, Montvilie, or others can be requested to
assist. Similarly, Waterford is obligated to respond to aid requests from neighboring
communities when called upon.
Mutual aid covers a wide range of situations, including but not limited to:

= Structure fires

+ Hazardous material (HAZMAT) incidents

» Major vehicle accidents
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» Emergency medical situations

« Natural disasters and severe weather emergencies

» lLarge-scale public safety events {e.g., mass casuzalty incidents)

Legal Basis and Responsibilities

Mutual aid arrangements are typically codified in formal agreements or memoranda of
understanding (MOUs) between municipalities. These agreements clarify roles, expectations,
operational procedures, and financial responsibilities when ane junsdlctlon a55|sts another.
In the case of Waterford: :

¢ The Town has entered into mutual aid agreements that bind W t
provide reasonable assistance when requested.

« Assistance must be provided to the extent possible without _ompromssm“"‘ Waterford's
own public safety obligations. e .

- Waterford retains discretion—typically via the Fire Se
duty—to determine the ievel of aid that can be i
own residents.

Key Legal Considerations:

1. Duty to Provide Aid Once Dispatched
Once Waterford dispatches resources under a mutua aid request there is a legal and
operational expectation that those resources will perform professionally and safely
under the requesting junsdlctlon s incident command' tructure,

2. Risk to Waterford’s Assets
When Town personnel ‘vehicles;or. Qumment are sent outside of Waterford’s
jurisdiction, the Town assumes certain Ilabllltles and risks, including:

o Potential: damage to eqmpme"
o Potential i mJury to: person :
o Potential exposure to: lega
mnification clauses)
3. Workers Com "_ensatlon and Insurance Coverage
i f;ghters whether paid of volunteer, remain covered under Waterford's workers’
ensatlon ins ance while operating under mutual aid, ensuring protection in the
eventof i injuty.ar. (fé}:lth while assisting another community.
osl ecovery (Ra'r'é but Possible)

Generally, mutual aid is provided without direct financial compensation. However, in

certain extraordmary situations {especially extended deployments), Waterford may

have the right to seek reimbursement for extraordinary costs under disaster
declarations {e.g., FEMA reimbursements after federally declared emergencies).
5. Right of Refusal Based on Capacity

Importantly, mutual aid agreements do not require a town to endanger itself to aid

another. If Waterford’s available resources are insufficient to safely respond to both

local needs and a mutual aid request, the Fire Director (or highest-ranking officer) has
the legal and ethical duty to prioritize

.__oj d legally to

s_lerec _ _r or Chief Offtcer on

claims (though many agreements include

Part 2, Working Copy 2



What Mutual Aid [s Not
o Mutual aid is not a replacement for adequate staffing and equipping Waterford’s own
fire and emergency services,
« Mutual aid is not guaranteed: other towns might not be available at critical times,
especially during widespread regional emergencies (e.g., hurricanes, major storms).
« Mutual aid does not absolve Waterford of its primary legal responsmlhty to
independently and adequately protect its residents :

Strategic Importance for Waterford
Given the Town’s legal obligations and operational realities, mutua
as:

iid should bé‘;_dnderstood

» Avaluable supplemental tool, not a core component ' ‘rwce dell\(ery
» A safety net for rare, high-demand incidents, nat affin)
» An obligation of reciprocity, means that Wate Vi pre pared to both

request and provide aid wrthout compromzsmg“ats own comm mty 3 safety

Conclusion
Mutual aid strengthens reglonal tesiliefce and fosters mter town collaboration. However, it is
not a substitute for a strong, properly staffed and equupped Fire and Emergency Services
Department within Waterford"it\self Strateglc plannmg, staffing, and resource deployment must
continue to prioritize Watet ord“s primary-duty to its own residents, while maintaining
respectful and responmbte partlapat[on in regional mutual aid agreements.

N3 tment in its people, its facilities, and its readiness—
7, mutual aid should be a backup plan, not the first line of defense.

Waterford has a Iongustandmg tradition of volunteer fire service, dating back to the early 20th
century. The Town s five volunteer fire stations emerged as a direct response to growing local
needs, with each station strategically located in areas experiencing population development.
Notably, all five stations were constructed by volunteers, using funds they independently
raised.

To formalize and distribute responsibilities, a series of fire districts were created, providing an
organized framework for managing the growing fire services system.
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Since 1942, Waterford has maintained five fire stations, all incorporated within a span of 19
years. These five stations remain operational today:

Fire Date of
Company Fire Company Name Street Address Incorporation
.1 WaterfordFire Engine Company  89RopeFerryRoad 1923
2 Quaker Hill Fire Department 1701d Colchester Road _ . 1927
3. GoshenFire Department 63 Goshen Road .. 1%
4 Oswegatchie Fire Company 1441 Boston Post Road ‘ 1930
5 .Cohanize Fire Company 53 Dayton Road 1942

Current and Future Demographic Context

Waterford’s population continues to grow steadily, and the ¢ tructure of fire
stations remains largely supportive of existing development patterns Accordmg to the most
recent census, Waterford’s population stands at 19,554 :

e or even decline slightly in the
|cates the potential for

While census projections suggest the populatio may tab_| i

WatedordHeihls Approved i ] 1 J 5] kN Qualler il
seoakeide Agaitents tleed 1| 4 [ w 16 H Cuwegakie
Hathe Court Estates Constriicled 0 1 1 Orusgelchio
WetefordWoods (Conatructed - . ™ 116 n Gl
(i vitzge Haer Congtrorson & 4 chap g Gealfieck
Watertosd Ceatl Lot Conpreson B M W 7 Grattistk
(oo Gy E[u:@ercmmm-. 7 5 47 Repiek

Béééht-l\!‘ewly Constructed, Approved and Pending Housing

Waterford Fire Services: Evolving to Meet a New Vision

A Community Built on Service

Waterford’s proud tradition of volunteer fire service has evolved over decades to meet the
needs of a growing and changing community. Originally founded around local volunteer efforts,
the Town's five fire stations—established through a historic agreement {Ref. x)—provided critical
coverage and protection. This agreement, whereby volunteers deliver fire prote'ction services in
exchange for maintaining stations, equipment, and training, remains foundationa! today,
granting Waterford access to a network of five strategicaily located stations.
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As Waterford grows, the Town has a unique opportunity to honor its rich legacy while
thoughtfully planning the next generation of emergency services—services designed not only
for today’s challenges but for tomorrow’s vision.

Changing Demographics and Expanding Needs

While census projections suggest that Waterford’s overall population (cur(ep_;iy 19,554) may
remain stable or decline slightly, other trends paint a more dynamic picty

¢ Growth in the Senior Population:

An increasing proportion of older residents will drive greater'demand for emergency
medical services. g

« Recent Development Activity (Figure JE .
Despite broader forecasts, recent res:dential and commera
blossoming population.

'iiildin'g-;gc'tivity suggests a

+ Town Size and Dwers:ty

Dominion éﬁ"ergy's Nuclear Power facility

The propo d Data Center

he‘f"r\/stal IVIaII complex
These assets represent critical mfrastructure requiring specialized response
pabllmes

s« Changing Buﬂdmg Patterns:
Newer construction often features:

o Higher population densities

o Multi-story structures
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o Fire-resistant materials
These improvements enhance safety but also introduce new challenges, such as
greater exposure to hazardous synthetic materials in fires.

+ Expanded Scope of Emergency Responses:
Today, structural fires represent a small fraction of calls. Firefighters are now routinely
responding to:

o Hazardous material incidents
o Severe weather events

o Service calls

o Medical emergencies

o False alarms

« Distribution of Service:
e gs dlstrlbuted across the Town,
reinforcing the critical value of malntalnmg aII ﬁve fire stations.

Analysis of call data indicates that emergéncy call vol

Why Five Fire Stations Matter

Maintaining a ﬁve—statigﬁ-gmod\‘ continui  to provide tangible, town-wide benefits:

3. Stratégl‘___gové:;age
Stations are located near high-density neighborhoods and key assets such as the Crystal
Mall, Dominion Nuclear Power Station, Interstate 98, Interstate 395, Route 85 and
Waterford’s schools, Town Hall, Community Center, Beaches, Niantic River, Thames River
all spread over 38 square miles.
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4. Insurance Rates and iSO Ratings
Maintaining five stations helps preserve Waterford’s favorable Insurance Services Office
{1SO) rating, protecting residents from higher insurance premiums.

5. Resiliency and Emergency Sheltering
Each station provides a critical location for resident sheltering during townwide
emergencies and supports Waterford’s integrated Task Force emergency management
approach. .

6. Infrastructure Readiness
Except for Oswegatchie (which requires replacement), the oth r statlons are

maintainable through routine repair.

7. Emergency Operations
As Waterford’s Fire Services evolve into a broader: Emergency ervice! Organization,
each station will play a key role in housing resol nhel dishelter facilities

across the community.

8. A Proven, Successful Model

The five-station approach has effecuvefy served Waterford for over 100 years—providing

life-saving protection, communlty Feassuranc '__and con’nnunty

Looking Forward: Waterford"" ision _for Emergency Services

As Waterford embraces th’e _uture, |ts fire ser\nces must continue to evolve into a modern

Emergency Services and F'rSt:R.. ponde__ C _gamzat!on ready to address a broader range of
public safety heeds. s

» Applyingfor gfents {such as SAFER grants) to enhance staffing and resilience.

« Adapting tactics to meet the challenges of changing construction patterns, population
shifts, and evolving threats.

By recognizing the value of its current infrastructure and proactively planning for the future,
Waterford is charting an exciting and responsible course—cne that builds on its proud past
while preparing for a bright, resilient future.
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The future of Waterford’s fire services is not about standing still. It’s about growing, adapting,
and leading—and the Town is ready.

Investing in Waterford’s Future: The Case for a New Oswegatchie Fire Station

Background

In January 2023, the Ad Hoc Fire Services Committee released an interim report recommending
the replacement of the Oswegatchie Fire Station due to extensive structural’and mechanical
deficiencies. At the same time, the Committee strongly reaffirmed the Ti .;shﬁve station fire
service delivery model as the most effective and strategic approach for meeting: ‘Waterford’s
emergency response needs.

in addition to the broader reasons supporting the flve—statlon r odel the ollowing Spéétflc
points highlight why replacing the Oswegatchle Fire Station is critical ti Waterford’s future:

Why Building a New Oswegatchie Fire Statioh‘-ﬁﬁ_@tterﬁ" ;
1. Strengthens Public Safety

- Ensures continued fire and e"f’r‘_l_ergenc'}
and surrounding neighborhoods.:
+ Provides a modern, safe, and SeCUTe
firefighter workforce.
s Creates an ideal loc: tionfor a futu‘ré.coi*ﬁmand center for Waterford's growing team of
career firefighte

support for:the Oswegatchie Elementary School

acility\-‘i’or housing part of the Town's paid

2. Supports :z'he Town's Vision for aa‘ ombination Fire Department

"':Ad\_/ ces, Waterford’s tran5|tlon toward a combination fire services madel, blending
__:.career flreﬂghters and volunteer support—consistent with national best practices and
Watérford s evolving needs.
sition the Town for a stronger, more resilient fire service well into the 21st century.

3. Enhances Recruitment and Retention
« A new, state-of-the-art station will boost the recruitment and retention of both career
and volunteer firefighters.

» A modern facility focused on firefighter safety, training, and well-being demonstrates
the Town's serious commitment to public safety services.

4, Pratects Waterford’s Long-Term Financial Interests
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» Repairing and renovating the existing station is not cost-effective according to the
Town’s architect and construction project manager.

+ Delaying construction would significantly escalate costs—potentially requiring $15-20
million within 7-10 years for new construction and interim repairs.

¢ Building the new station now is the fiscally responsible choice for taxpayers.

5. Continues a Century-Long Success Story

« Oswegatchie Fire Company has served Waterford from its current location for over 94
years. .
« Maintaining a station at this location honors a proven, hlston
covers all 37 square miles of the Town. V_
« Every major study and both recent Directors of Fire Services ha
the five-station model for Waterford. E

odel th t effectively

trongly ;'L'\fpp_prted

6. Enhances Townwide Emergency Preparedness

« Provides a local shelter for residents durmg emergen €Sy,
+ Maintains a strategic outpost for the stagmg of i appar tus"and personnel for rapid,
effective responses to any emergency E

7. Aligns with Town Plans and Conj_mumt';\\/alues

» Building a new stat;or_l '"'Oswegatchle is consistent with both the existing and proposed
draft Plan of Conservat;on and Development (POCD)
s Reflects the Town s Values of communlty investment, public safety, and smart growth.

8. Reinforces Waterford‘s Co"mm ment to"_._.;a blic Safety

. Waterfo d:'protects a commumty of 19,554 residents and a $4.5 billion grand list of
remdentnat commerCIal -8 d-gmdustrlal property.
rnew central!y Iocated fire station will significantly strengthen life and property

protection across the Town.

9. Demon’s’trateé-igtrgg}g Community Leadership

« In Feer’é}?y 2022, the Representative Town Meeting (RTM) took decisive action:
o Established a Building Committee charged with constructing a new Oswegatchie
Fire Station.
o Committed to maintaining the old statlon only as necessary until a replacement
is built.
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Conclusion: A Smart Investment in Waterford’s Future

The preservation and modernization of Waterford’s five-station fire services model is critical to
meeting current and future community needs.

Building a new Oswegatchie Fire Station is more than a construction project—it is a clear
investment in:

s Public safety

s Community resilience

« Long-term financial responsibility

« Waterford’s future growth and success

e systems that

Overview

Staffing is consistently the most expensive elerﬁént‘ in the'p 0V|S|‘9_,g1 of fire services for any

municipality in Connecticut, including Waterford.
These costs are driven by:

» Salaries for full-time a d part—tim"e._“

Assuming é typlcal mumupal fire service career trajectory:
« Average hmng age: 2025 years
s Average retirement age: 50-55 years
+ Average years of service: 20-25 years

At any given time, the Town could be financially responsible for one current salary and up to

two pensions per active firefighter when factoring in past retirees. This underscores the long-
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term budgetary impact staffing decisions have and highlights why municipal governments must
approach staffing planning with careful strategic consideration.

Challenges in Staffing Decisions

Determining appropriate staffing levels is highly complex, involving a blend of:

« Objective data: such as call volumes, response times, and mutualt %requencv

+ Subjective factors: such as organizational culture, volunteer avaitabili

-and emerging
community risks

Both types of information must be analyzed continuously to ad
appropriately over time. '

Strategic Staffing Recommendations

To meet current and future needsin a cost effectlve, resilient manner the following
_.x
recommendations are advanced: ‘

a. Data-Driven Staffing EvaEuationsﬁ

Ihffi{:m‘adjustments to staffing patterns
N i

o 'E’h_.g:ure equitable mutual aid contributions among neighboring towns

o |dentify opportunities for reallocating personnel or equipment based on actual
demand -

Data should be systematically reviewed and correlated to staffing levels to support continuous
improvement and fiscal responsibility.
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b. Renewed Commitment to Volunteerism

Volunteers have heen the historic backbone of Waterford Fire Services and remain a potentially
critical resource for sustaining cost-effective service delivery.

However, volunteerism has declined due to:

» Increasingly complex and time-intensive training requirements

= Competing family and career obligations
Restoring a strong volunteer corps is imperative both to:

« Strengthen organizational culture and community engager;ﬂeﬁ’g:_\

+ Control long-term operational costs “
To achieve this:

i. Expand Volunteer Roles Beyond Firefighting

Recognizing the significant barrier to entry po ed by full flre a_mm Waterford should create
and promote alternative volunteer roles that contrlbute meam”gfu!ly to the department’s
mission, including: '

s Public outreach: Educatlonai pr
community engagement actlvm

s'in schools, safety demonstrations, and

Support during shelter activations

o Basic EMS support under supervision (if legally permitted)

This new corps of Emergency Service Volunteers would not need full firefighter certifications,
but would stili significantly bolster Town resilience.

ii. Promote On-the-Job Training Opportunities
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« Partner with local educational institutions and public programs to offer hands-on fire
service internships or ride-along opportunities for young adults.

» Establish a junior volunteer program to expose younger residents {(ages 16-18} to
emergency services careers.

iii. Rebuild Fire Station Culture

Historically, Waterford’s fire stations were community hubs where vourjg‘ ople gathered,

trained, and socialized.
Reinvigoarating this station culture can:

» Promote pride and team identity
s Encourage volunteer recruitment
+ Bridge generational gaps between volunteers and

Ideas include:

« Hosting open houses, famlly n:ghts, and tralnmg events

« Encouraging team- bmidlng ex rmse ross statlons

s Establishing peer me,_n:‘gormg betwe éen caree_n_;}gand volunteer members

iv. Integrate Volunteers and:"Pa_d taffi t "5a.Unif|ed Team

. Foste_:f' :ngie orgamzationa! |dentity, emphasizing that bath volunteers and career

fi reflghters are' essentlal to the Town’s success.

_ _-traln vo!unteers and paid staff together where feasible to ensure operational
n515tencv and m___fual respect.

c. Staffing Cost i:\':"/:I\‘:énitoring
« Annually assess the costs associated with staffing changes, inciuding:
o Salaries and benefits
o Training expenditures

o Recruitment and onboarding casts
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o Volunteer incentive program expenses

» Use these cost evaluations as part of a broader fiscal forecast model to guide
sustainable growth in staffing aligned with Town revenue projections.

Conclusion

Waterford’s future emergency services success depends on maintaining a flexible, responsive,
and cost-conscious staffing model.

By embracing data-driven decision-making and restoring a vibrant, cuiture of volunteerlsm the
Town can deliver outstanding service, manage long-term costs, and buuld a hew generatlon of
civic pride and public safety excelience. :

The right people trained, integrated, and committed W|Ii:e_nsure__:Wa

ord's:continued
success for decades to come. '

7.4 Capital Plan

There is an important opportunity to strengthen the piannm' and ‘management of maintenance
for the privately owned fire statlons Specn‘icaliy, prowdmg re detailed work scopes and
more refined cost estimates would 5|gn|f|c ) 'yhenhance the‘:process Additionally, establishing
a more formal, codified proq_edure for tr_a_c;__l "repalrs and ongoing maintenance activities is
recommended. This wou!d eh'?.ure greaté'rf" n5|sten_c_y and accountability over time,

While the current rough estlmates offer ahelpful starting point, the Town would greatly benefit
from improving the: quality and, precmon of these repair numbers. More accurate estimates
would align with the proven practlces used successfully by other Town departments, such as
Utilities and F ic: Works where repair and modification projects are consistently managed on
an annual bas E

By adoptmg these improvements, the Town can ensure that fire station maintenance is planned
and executed with the: same high standard of care and efficiency seen across its other critical
services.

7.5 Infrastructure Management: Respecting All Districts and Building a Strong Future
A Townwide Commitment to Fair Emergency Services

Waterford has long valued the principle that every resident, in every neighborhood, deserves
timely, professional, and reliable emergency services.
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This commitment is reflected in the Town’s historic support for five fire districts, each with its
own station, developed by community members working to protect their neighborhoods.
Today, as the Town continues its transition to a combination fire service model, it remains
critical that respect for all five districts—and the residents they serve—remains at the heart of
strategic planning.

The future of Waterford Fire Services must balance operational efficiency with the core value of
equitable service across the entire Town.

Strategic Staffing Approach N

Recognizing the realities of volunteer availability, call volumes, and community needs,

Waterford's staffing model must adapt to optimize service whi onorlng 'ﬁs five-district

tradition.

The strategic approach includes: :

1. Full-Time Paid Firefighters at Three Central Statzons
« Jordan Fire Station (Company 1)
+ Oswegatchie Fire Station (Company 4)
= Cohanzie Fire Station (Company 5) . s

These three locations serve as pnmary operat:onal hubs dueto their
» Central or strategic geographlc locatia :
+ Higher emergency call’y ivoiumes
» Rapid access to major.corridors an VopuEation centers

By staffing these three stations, W|th fuI!—tirhe career firefighters, Waterford ensures a strong,

reliable core of professronal__e rgency response throughout the Town.

:_I[‘St Responders, and Volunteers at Two Stations
_Company 3)
aker:Hill Flre Statlon {Company 2)
tatlon ‘continue to _:play a vital role in:
. """A:Mamtalnmg nelghbg rhood-based emergency response
rving Iower denséty areas
. Prowdlng critical backup during larger incidents
By staffing Goshen and Quaker Hill with a blend of part-time firefighters, trained first
responders, and community volunteers, the Town can:
» Sustain service coverage without unnecessary costs
« Provide local familiarity and rapid local response
« Preserve the community roots and pride associated with these historic stations

Principles Guiding Staffing and Facility Use
This staffing model is guided by the following principles:
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+ Respect for All Neighborhoods:
No district is abandoned; all five stations remain critical parts of the Town’s emergency
services network.

+ Equity of Response:

Residents in every part of Waterford will continue to receive professional emergency
services.

« Efficient Resource Deployment:

Full-time staff are concentrated where the demand is highest, whil
volunteer resources are leveraged effectively where appropriate:

s Community Connection:
Volunteer involvement and neighborhood fire stations help_matntaln crw?\‘_:pride local
engagement, and disaster resilience.

» Fiscal Responsibility:

Staffing and operational decisions are made with.care for axpayer resources, balancing
quality service with sustainable costs.

p,art—time and

Future Considerations

As Waterford continues to evolve: :
« Staffing patterns should be reviewed perlodlcally, e‘._surmg alignment with population

changes, development patterns,"”}' d ser\nce““demand_j=

s The Town should continue support :‘""‘volunteer recrwtment and retention efforts,
recognizing that volu_nteers remain "mportant part of the Town’s public safety model.

s All fire stations shoui'i'_be malntalned as crltlcal community assets, providing not only
emergency response capablllty b aiso shelter training, outreach, and resiliency

functions.

Conclusion

rthe reahtles of today and tomarrow,
matters _Every neighborhood counts.
By embrac _:_g balanced staffing model—full-time professionals at three central statlons part-
time and volunteers at two—Waterford demonstrates its deep commitment to fairness,
readiness, and communlty pride across all five districts.

A strong, unified, and resilient emergency services network will continue to be one of
Waterford’s greatest strengths.

7.6 Recommended Strategies for Fleet Management and Budgeting

To maximize the benefit of Fleetio and Town resources, the following strategic actions are
recommended:

a. Standardize Maintenance Services
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« Evaluate the feasibility of using Public Works for routine fire apparatus maintenance
where qualified.
» Centralize fleet maintenance standards across Town departments for consistency and
cost savings.
b. Fully Implement a Comprehensive Fleet Management Plan
Using Fleetio’s capabilities, build a complete operational profile for every vehicle, including:
« Department of Transportation (DOT) condition characterization
« Usage frequency tracking
o Designation of active vs. backup status
+ Routine and corrective maintenance records, with actual cos
year ‘
« Mileage tracking by usage type (e.g., emergency respanse, tral' i
providing actionable data for future planning
¢. Assess Equipment Needs Based on Data
« Use call volume, incident type, and geograph
apparatus types.
« Consider transitioning toward smaller,: more flexzbl
activities continue to dominate responses
d. Plan for Asset Replacement . &
o Establish and adhere to an actwe ser\nce I:fe poilcy ol pproxnmate!y 15-20 years for
major apparatus unless chromc maln t nance |ssues suggest otherwise.
» Routinely retire and E|quidate outd ed or. unnecessarv vehicles, using sales proceeds to
offset new equ:pment purchases
e. Buy Standardized Equ1pment :
» Prioritize purchasmg he- shelf“ appa ratus where feasible, avoiding unnecessary
customization:that adds _cost WIthout improving core functionality.

f. Strategically. Pasition"Assets
. Match,\ vehiclle dep dyment 0 population density, risk profile, and response data to
ptlm":e readmeés (e g aséugnmg lighter, quicker vehicles to suburban or low-density

a}éas, retalnlng heal y apparatus in high-risk commercial zones).

rackin per vehicle per

foutine movement),

hicles i Emergency Services

Conclusion; A Vision, for Smarter Fleet Management
Waterford’s mvestment in Fieetlo software and its commltment to strategic asset management
positions the Town to:

« Improve emergency response readiness

« Extend the life of critical apparatus

« Make smarter, data-informed budget decisions

« Strengthen overall operational efficiency
As Waterford’s Fire Services continues to evalve into a modern Emergency Services operation,
fleet management will be a key pillar of success—ensuring that both the community’s safety
and the taxpayers’ investments are protected for the long term.
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Waterford’s future is not just about owning more vehicles—it’s about owning the right vehicles,
maintaining them properly, and deploying them smartly.
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