Easttown
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&) Township

TO:

BOARD OF SUPERVISORS (BOS)

SUBJECT: BFC FIRE HOUSE FUNDING

DATE:

FROM:  DON CURLEY (%Y\“ \N)«‘\

APRIL 15, 2024

In November of 2023; the BOS authorized the Township to partner with Tredyffrin Township
and the Berwyn Fire Company (BFC) to construct a fire house. The total commitment of both
municipalities was identified as $9M. Since then, the costs have risen considerably. The new
estimate is around $12M (of which Easttown Township is expected to pay around $3.8M or
around 32%). It is essential that Easttown Township acknowledge and approve the additional
expenses.

The project is complex (for sure). It involves two municipalities, a fire company, and grants.
Foremost among the complex aspects of the project is that it is a BFC project (not a Township
project) but is largely funded by the Townships. With some risk of oversimplification; I offer a
handful of items that contributed to the increase of the cost:

1.

4,

5.

Prevailing Wage — Delay (between bidding and awarding) increased the wage rate for
“Shell and Core” by around $369,000. Additionally, the “Fit Out” was thought to occur
without prevailing wage. Upon review and because government money is in play,
prevailing wage rates were added and the cost increased by around $780,000.

Design Changes — Easttown Township changed the design of the fagade. That change
added around $370,000. Additionally, the Townships added dorm space. That change
added around $325,000.

Delay — The gap of time between bidding and awarding caused some of the sub
contractors to drop out. The use of other subcontractors added around $500,000.
Contingency — Upon review, best to assign contingencies to these projects. Including the
contingencies added around $1.1M to the cost.

Other — Lots of unplanned relative little things (tents, asbestos removal, trailers, etc.)
rolled in. Those costs are expected to exceed around $225,000.

Attached to this memo is a table showing the costs (the best estimate as of this moment).



The Township borrowed $3.3M for the project. Based upon the above-mentioned estimate, that
amount will be insufficient.

Description Shortfall ($) | Note

+/-
With 10% Contingency $565,000 $1.1M Project Contingency
With 5% Contingency $398,000 $1.1M Project Contingency
With 0% Contingency $231,000 $1.1M Project Contingency
With 0% Contingency and Interest | $150,000 Assumed $80k in interest
Earning Applied

On the low end (around $150,000); the risk is modest. That gap can likely be closed with capital
funds or general funds (perhaps ARPA). On the high end (around $565,000); the gap will require
some planning. In the middle are a variety of hybrid solutions. Now is a good time to start
planning. I can brief you on the steps that have taken and will take. I expect that you will have
a decision point circa August 2024. At some point in the future when the values are more
solidified than they are now, another resolution (that specifies the most accurate values) should
be passed.

Another item that developed from the complex nature of the project is the Change Order (CO)
process. Given that the funding for all COs is Township money; best to have the Township
approve COs. The staffs of Easttown and Tredyffrin propose:

e COs less than $10,000 may be approved at the discretion of the Project Manager (jointly

appointed by Easttown and Tredyffrin).

e COs less than $25,000 may be approved at the discretion of the Township Managers.

e COs more than $25,000 should be brought to the BOS.
Kindly note that projects of this scale inevitably involve COs that are timely and if not acted
upon produce expensive delay or damage. If these sort of items are identified then the Staff will
need to address them and the BOS validate them after the fact.

Finally, some of the values (meter pit, removal of unsatisfactory soil, contingency, etc.) assigned
to the attached spread sheet remain uncertain. If the values change then, obviously, the cost of
the project changes.

Action as follows, the BOS should authorize:
e The continuation of the project at the budget levels specified herein.
e The CO process as specified herein.
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