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HCT Certified Public Accountants & Consultants, LLC 

Independent Accountant’s Performance Audit Report 

To: Members of the School Board of 
Broward County, Florida 

We have performed the procedures enumerated below, which were agreed to by The School Board 
of Broward County, Florida (the “SBBC”) solely to assist the specified parties in evaluating 
Broward County Public School’s (“BCPS”) compliance with its purchasing policies and 
requirements related to the purchases from Bid # 19-123E Intercom Enhancement and 
Maintenance.  We are not responsible for the BCPS’s compliance with those requirements, which 
is the responsibility of the BCPS’s management. The sufficiency of these procedures is solely the 
responsibility of those specified parties in this report.  Consequently, we make no representation 
regarding the sufficiency of the procedures described below either for the purpose for which this 
report has been requested or for any other purpose. 

The procedures performed are located on pages 6 - 8 and our findings, observations, and 
recommendations are detailed in the performance audit narrative. 

This performance audit engagement was conducted in accordance with attestation standards 
established by the American Institute of Certified Public Accountants. We were not engaged to 
and did not conduct an examination or review, the objective of which would be the expression of 
an opinion or conclusion, respectively, on Broward County Public School’s (“BCPS”) compliance 
with its purchasing policies and requirements related to the purchases from Bid # 19-123E 
Intercom Enhancement and Maintenance. Accordingly, we do not express such an opinion or 
conclusion. Had we performed additional procedures other matters might have come to our 
attention that would have been reported to you. 

This report is intended solely for the information and use of the School Board of Broward County 
and BCPS’s management and is not intended to be and should not be used by anyone other than 
these specified parties. 

HCT Certified Public Accountants & Consultants, LLC 

Hollywood, Florida 
February 20, 2024 

West Palm Beach 

Phone (561) 655-2664 

Miami 

Phone (305) 331-8768 

Hollywood 

Phone (954) 966-4435 
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BACKGROUND: 
RFP 19-123E for Intercom Enhancements and Maintenance was selected for audit by the Office 
of the Chief Auditor to determine if purchases were made by the Broward County Public Schools 
(“BCPS”) purchasing policy.  Also, to be determined is whether purchases followed technology 
selection guidelines and the original intent of BCPS’s elected officials.  

RFP 19-123E allowed the District to procure intercom system enhancements to support the safety 
and security at 53 high schools county-wide as recommended by Safe Haven International in 
August 2018. The financial impact to the District would be approximately $15M for a three (3) 
year period with two possible 1-year renewals.  

RFP 19-123E, BCPS sought proposals for intercom enhancements and maintenance as described 
herein. The RFP related to the overlay digitized enhancement of the Public Address (PA) Intercom 
system to the Internet Protocol (IP) network to allow capability for the system to be remotely and 
centrally managed as well as to facilitate the standardization of the District intercom system. The 
items were to include all components needed to overlay the enhancement while keeping existing 
intercom components such as speakers and wiring that may preexist at a campus and include the 
capability of providing additional speakers when necessary.  

Noting that there could be locations without a PA system where a complete replacement would be 
required, The RFP called for components that would fully implement a complete sound and voice 
communication system with master clock functionality from the ground up in such cases. The 
awardees were tasked to provide a turnkey solution that would include all material, equipment, 
programming, and installation needed for the intended operation even if not specifically mentioned 
within this RFP including installation and testing. Additional goods and/or services may be 
requested if needed. In addition, all parts and services necessary to maintain all existing legacy 
intercom systems, speakers, and other components could be sourced through this RFP.  

The BCPS at the time of releasing RFP 19-123E, had  
 which totaled 211 Dukane systems 

versus 24 Rauland Borg systems. The awardees were expected to be able to maintain all legacy 
systems in troubleshooting, labor, and hardware. 

Scope 

Our investigation was from the beginning of RFP 19-123E through the date of our report. Our 
work was limited to those specific areas identified by the Office of the Chief Auditor. Had 
additional documents been provided to HCT or additional individuals interviewed, additional 
information may have been discovered that could impact the findings in this report. No additional 
interviews were deemed necessary by HCT Certified Public Accountants and Consultants (HCT). 

Source Documentation 

We reviewed and relied upon the documentation provided by BCPS for our analysis.  These 
documents included but were not limited to, BCPS emails, BCPS reports, invoices, management 
responses, personnel interviews, and discussions with the BCPS Special Investigative Unit (SIU). 
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Approach 

Our engagement was conducted in accordance with the applicable professional standard 
promulgated by the American Institute of Certified Public Accountants (AICPA). These standards 
require that an AICPA member should have the professional competence to perform the 
engagement and exercise due professional care during the performance of the engagement.  These 
standards were followed during our engagement. 
 
We confirm that the authors and other professional staff involved in preparing this report acted 
independently and objectively. The fees for this engagement were based on the professional time 
expended. Our fees were not contingent upon the final results, conclusions, or resolutions. Using 
the data provided to us, we performed the procedures enumerated in our engagement letter which 
is dated May 15, 2023, as delineated in the performance audit objectives.  We applied various 
commonly used auditing techniques to the provided data to identify our findings, observations, 
and areas of noncompliance with BCPS policies from the data provided.  These techniques and the 
identified observations, findings, and noncompliance are outlined within the performance audit 
report. 
 
Expert Qualifications 

HCT does hold an active license in the State of Florida and we maintain good standing with the 
State of Florida Board of Accountancy to practice public accounting and meet the independence 
standards as defined by generally accepted auditing standards. All HCT key audit personnel 
assigned have completed the number of required hours of Continuing Professional Education 
(CPE) for CPAs engaged in governmental auditing according to Florida Statute 473.312 and 
Governmental Auditing Standards (Yellow Book). HCT is a member of the AICPA Governmental 

Audit Quality Center. 

 
Roderick Harvey CPA, CVA 

Roderick Harvey has over 28 years of experience in public accounting with governments, and 
nonprofit organizations primarily in the areas of management consulting, auditing, and attestation 
services.  Roderick is the managing partner of HCT.  Roderick has worked with multiple 
municipalities, school districts, federal agencies, the State of Florida, and special taxing 
government agencies. Roderick is experienced with over 170 municipalities, authorities, and 
districts. 

Leonardo Navarrete 

Leonardo Navarrete is a United States Air Force Veteran with 10 years of experience in conducting 
both SOX internal controls and operational audits at multi-national business organizations. A team 
player with a strong focus on details.  
 
 
 
 
 
 
 

Page 3



 

 

PERFORMANCE AUDIT OBJECTIVES 
 

Purpose: The School Board of Broward County, Florida (the “SBBC”), Office of the Chief 
Auditor engaged HCT Certified Public Accountants & Consultants, LLC (“HCT”) to complete a 
performance audit on procedures related to the District’s purchase of intercom enhancements and 
repair on RFP 19-123E.  
 
The scope of the engagement specifically focused on 53 District high schools that needed intercom 
enhancements and repair.  The hired contractor was to remove old components within the intercom 
systems and replace them with newer parts and connectors for a more effective intercom system 
at each of the 53 selected schools.  The specified objectives of the engagement were as follows: 
 

Objective #1 - Determine if the Intercom Enhancement and Maintenance purchased under 

RFP 19-123E is in accordance with BCPS purchasing policies, procedures, and Board 

approval. 

 

Procedures to be performed: 

 

• Review of BCPS  purchasing and procurement policies; 
• Interview procurement department personnel; 
• Review RFP, RFQ, RFI, and vendor selection; 
• Examine contract terms related to the sale; 
• Verify the purchase was properly approved and authorized; 
• Research and cover the distribution process of IT equipment (Reseller/Distributor 

relationship);  
• Discuss transactions with Rauland Borg (Primary); and NDR Corporation (Secondary). 

 

Objective #2 - Determine how RB (Primary) and NDR Corporation (Secondary) were chosen 

and if the proper selection process was followed. 
 

Procedures to be performed: 

 

• Review bid documentation from RFP 19-123E; 
• Discuss the bid process with RB (Primary); and NDR Corporation (Secondary) and inquire 

about the parties involved (internal or external) and their relationship with BCPS  decision 
makers; 

• Review documentation related to other bids; 
• Discuss the bid process with other vendors; 
• Research and provide information on the manufacturer of the Intercom System; 
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• Interview the personnel from the following departments regarding input on the selection of 
RB (Primary); NDR Corporation (Secondary); 

o Information Technology 
o Fire Department 
o Finance 
o Procurement 

• Interview/inquire with former or current CIO regarding the selection process; and 
• Inquire with former and/or current Fire Officials regarding RB (Primary); and NDR 

Corporation (Secondary) intercom system. 
 

Objective #3 - Examine the transaction structure and pricing of the Intercom Enhancement 

and Maintenance purchase to determine based on comparable bids whether it was 

reasonable. 

 

• Review purchase and maintenance agreement with RB and NDR Corporation; 
• Examine bid documentation from other vendors; 
• Compare if the pricing of the intercom system and the maintenance program was at fair 

market value;  
• Review a sample of invoices. 

 
Objective #4 - Determine how the permitting process was initiated, controlled, changed, and 

updated during the project as performed by Rauland-Borg. 
 

Procedures to be performed: 

• Review permit documentation from RFP 19-123E and the chosen project; 
• Discuss the permit process with the BCPS  Fire Official and inquire about the parties 

involved (internal or external) for permitting commencement, changes, and updates; 
• Review documentation related to permitting for a District-wide fire notification system; 
• Discuss the bid process with other vendors or perform research on other intercom 

equipment rollouts for system-wide projects; 
• Research and provide information on the National Fire Protection Association (NFPA) 

protocols relative to Version 72 Chapter 24 subchapter 101 – emergency communication 
systems; 

• Interview personnel from the following departments regarding input on intercom systems, 
maintenance, and change orders; 

o Information Technology 
o Pre-Construction 
o Fire Department – Chief Official 
o Permitting department 
o Change order facilitation 
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• Interview/question former or current Fire Officials regarding their interpretation of this 
intercom system, upgrading to a complete fire notification system, and/or connecting the 
current intercom system to the current fire notification system at all 53 schools; and 

• Interview former and/or current Fire Officials regarding equipment to be deployed at 53 
schools. 

 
Objective #5 - Determine how the IT department initiated, controlled, changed, and/or 

updated IT during this project as performed by the Rauland-Borg. 
 

Procedures to be performed: 

• Review IT documentation from RFP 19-123E; 
• Discuss the IT process with the BCPS  IT Official and inquire about the parties involved 

(internal or external) for IT commencement, changes, and updates;  
• Review documentation on related IT projects for a system-wide notification project; 
• Discuss the bid process with IT department heads and staff for the intercom equipment 

rollout project as dictated in RFP 19-123E for a system-wide project; 
• Research to obtain information on  National Fire Protection Association (NFPA) protocols 

relative to Version 72 Chapter 24 subchapter 101 – emergency communication systems 
related to the IT department’s mission and oversight for this intercom enhancement and 
maintenance project; 

• Interview personnel from the following departments regarding input on intercom systems, 
maintenance, and change orders; 

o Information Technology 
• Interview/question former or current CIOs regarding their evaluation of this intercom 

system’s upgrading to a complete intercom system, and/or connecting the current intercom 
system to the notification system at all 53 schools. 
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SUMMARY OF FINDINGS AND OBSERVATIONS 
Performance Audit Findings 

 
 
Finding #01 BCPS vendor database contains various vendor numbers and two distinct employer 

identification numbers for RB, the primary vendor for RFP 19-123E. (Objective #2) 

Condition- The BCPS  vendor master file (VMF) has six different vendor numbers for the entity 
Rauland-Borg with two different employer identification numbers (EINs). 

Finding #02 The Information Technology (IT) department is listed as the bidding department, 

therefore, the IT department is responsible for the changes in scope related to RFP 19-123E. 

(Objective #5) 

 

Condition- BCPS officials initiated RFP 19-123E for an intercom system only. An Emergency 
communication system is a district-wide type of communication system.  Various departments 
were involved in converting the intercom-only project into an Emergency Communication System 
(ECS).   
 
Finding #03 The application of National Fire Protection Association (NFPA) protocols relative 

to Version 72 Chapter 24 subchapter 101 

 

Condition- District Officials applied National Fire Protection Association (NFPA) protocols 
relative to Version 72 Chapter 24 subchapter 101 to the intercom installation.  The utilization of 
NFPA Version 72 Chapter was used to convert RFP 19-123E from a standard intercom installation 
to an emergency communication system. There was adequate discussion and information on NFPA 
standards. 
 
Finding #04 Ineffective permitting management during the rollout of the intercom enhancement 

project (Objective #4) 

 

Condition-  We noted that of the 53 high schools selected to enhance the intercom system, 
13 of these were identified as nearly complete or in the final stages of inspection by the 
Building Department. However, these 13 schools did not complete the permitting process 
for installing the intercom system. 
 
Finding #05 Change in scope without notification being reflected on the master permit. 

(Objective #4) 

 

Condition- A change in scope occurred from a stand-alone intercom system to a district-wide 
emergency communication system. It appears that the Fire Official or the Safety and Security 
Preparedness official changed the scope of the RFP. The School Board officials initiated RFP 19-
123E in April 2019 for an intercom system at 53 high schools. 
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Finding #06 Improve the User department's involvement with the Procurement department for 

RFPs, ITBs, and any other purchases for goods and services. (Objective #1) 

Condition- The communication of the needed outcome and the process to achieve the needed 
outcome must be strengthened between the user department and the procurement department. 

Finding #07 Contract terms with Rauland Borg were not enforced (Objective #1) 

Condition- The final analysis of the RFP reflects that 19 of the selected 53 schools are at or near 
completion.  The completion rate is 35.8 percent.  The total spend to date under RFP 19-123E 
approximates $10.7M which equates to 71% of the original approved RFP amount. 

Finding #08 Increase in cost of each school due to specification change for the Penton device to 

allow for connectivity to the fire notification system. (Objective #3) 

Condition- We noted a discussion with the CIO that the inclusion of the Penton device would 
increase the cost of the installation per school by approximately $150,000.  This specification 
change was not added to the contract or the Broward Schools master specifications. The Penton 
device and the related change in scope added approximately $150,000 per school or $3,450,000 
for 23 schools which to date remain unused. 

Finding #09 The inappropriate purchase of Uninterruptible Power Supply (UPS) units 

Condition- The BCPS  staffers authorized the purchase of UPS devices by RB.  The need for a 
UPS device arises due to the change in scope, specifications, and installation.  See below regarding 
the add-on equipment. 

We observed unopened and unused UPS equipment at most of the schools where we conducted a 
physical on-site inspection.  Most of the UPS purchases are over 2 years old and are obsolete or 
unfit for current deployment. 

Finding #10 Termination of RFP 19-123E and utilization of ITB FY24-075 (Objective #1) 

Condition- We noted that RB performed work and was paid for work under RFP 19-123E. In 
April 2023 a notice of contract expiration was sent to RB to cease all work. A new ITB was issued 
by the School Board. ITB 24-075 is to be used by RB to complete intercom installation and work 
from RFP 19-123E.  
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Performance Audit Observations 
 
Observation #101 Excess equipment not being used at various schools (Objective #1) 

 

Condition- We noted during the 6 school visits that the vendor purchased UPS units with the 
intent to have these ready and therefore expedite the installation work. However, through inquiry 
of the school officials, the equipment has been there unused for as long as two years, potentially 
rendering the equipment obsolete. 

 
RB purchased intercom equipment for the entire project on 1/24/2022 for $546,248 through a stock 
order corresponding to Job SE22002, PE# 29929. At the time of this bulk purchase, the remaining 
schools were not ready to have the installation of the equipment commenced. 

Observation #102 Approval from Area or Deputy/Associate Superintendent (Objective #1)  

Condition-  

Given that the intercom work and installation were superseded because of the integration of an 
ECS, there appears to be no authorization from an appropriate designated individual within 
BCPS.  Excerpt from Section R of Policy 3320 (as amended on 5/6/2014) – “Specifications may 
be limited to a specific brand or product when necessary to supplement existing installations or 
for purposes of standardization. However, specifications which exceed industry standards for the 
intended use of the product, as determined by the Director of Supply Management and Logistics, 
must be justified in writing by the requestor and authorized by the Superintendent’s direct 
reports.” 
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TIMELINE OF EVENTS 

RFP 19-123E INTERCOM ENHANCEMENT AND MAINTENANCE: 

 

Safe Haven 
report released 

August 2018

PWS emails final 
version of RFP 
for approval -

2/8/2019

Rauland submits 
proposal 

document for 
the work to be 

done for the RFP 
- 3/7/2019 

Vendors 
participate in 

product demos 
and scoring at 
PWS facility -

3/20/2019

Board approves 
Rauland for 

intercom project 
- 4/23/2019

Legal Dept 
Directive for 

Rauland Basis of 
Design and to 
change Spec -

6/6/2019

DeWerff of RB 
emails Macri a 
cost proposal 
which is less 

than originally 
proposed for 
Dillard HS -
6/11/2019

Bondanza emails 
Cimilluca that 

work is to begin 
on the intercom 

installation -
7/29/2019
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Moquin directive 
to proceed and 

IP 
solution/change 

of specs

Mary Ann May 
resigns -
8/9/2019

Work begins at 

9/6/2019

Risk Analysis to 
perform 

expected to cost 
$646k

Stanford 
communicates 

to board 
member the 

reason for fire 
official's re-

interpretation -
2/4/2020 

COVID halts 
progress March 

2020

Meetings with 
Fire Official and 

Penton 
regarding 

equipment 
interface -

August 2020
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rough 
inspections 

failed - January 
2021

Decker 
becomes Chief 

Fire Official 
3/2021

passes 
final inspection 
and project is 

complete - May 
4, 2021

Macri requests 
status update, 
no response -

7/27/2021

Macri escalates 
project specs 

concern to 
Nesmith -

8/12/2021

RFP renewed 
for first 1 one 
year renewal -
10/18/2021

Macri-DeWerff 
exchange 

emails 
coordinating 

effort to keep 
momentum 

going and 
increase pace of 

intercom 
completion. 

Including bulk 
purchases -

12/2021

Macri emails 
staff both at 

SBBC and 
Rauland for 

work schedule 
which would 

enable intercom 
complettion by 

Dec 2023 -
3/28/2022

Bradford takes 
role of CIO -

11/2022
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** The schedule of events in a narrative form is located in the exhibits section  

Moscoso and 
Calder are 

assigned to be 
the project 

managers for 
the intercom 

system -
12/2022

Decker authors 
position 

statement 
Intercom vs. 

ECS - 1/20/2023

PWS renews 
RFP contract for 

one year -
2/1/2023

Decker is 
removed as 

Chief Fire 
Official -

2/28/2023

Work on the 
intercom 
system is 

ordered to 
cease 

4/23/2023

HCT begins 
interviews of 

SBBC staff 
6/26/2023
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SUMMARY OF INTERVIEWS CONDUCTED: 
Interview with BCPS  Chief Fire Official Kim Luke 

We interviewed Ms. Luke on 6/28/2023 who was the then-current Chief Fire Official. During our 
interview, it was made clear that she assumed her post near the end of the installation of the 
intercom system. Previously, she was a compliance examiner/fire inspector on 2/28/2023, a post 
she left to assume the role of Chief Fire Official.  During our interview she mentioned that 8 
schools were completed., although she was not sure in what way or what steps were completed.  

Interview with BCPS  Matthew Decker, former Chief Fire Official 

On 6/23/2023 we interviewed Mr. Decker who was first employed in the office of the Chief Fire 
Official and then promoted to acting Chief Fire Official in March 2021. Key department heads 
(Katz and Stanford) relied on Decker for his interpretation of the NFPA standard and other 
regulatory requirements that impacted RFP 19-123E.  Mr. Decker performed most of the legwork 
to transition from an intercom system to an emergency communication system (ECS).   

During his tenure, he worked closely with Victoria Stanford (retired Manager of the Emergency 
Management Department). In February 2023, Mr. Decker was removed from his post as the Chief 
Fire Official by Jaime Alberti (Chief, Safety, Security & Emergency Preparedness Division).  

Interview with BCPS  Perla Tarrau-Ayala, Chief Building Official 

We interviewed Ms. Tarrau-Ayala on 6/26/2023 who was the main contact for the permitting and 
the specifications of the intercom system. She worked closely with the staff of CAP Gov.  Due to 
internal vacancies in the building department, Mrs. Ayala employed CAP Gov to perform most of 
the plan reviews and inspection duties for the installation and work on the intercom system.  Mrs. 
Ayala provided documents on the master permitting and the 53 individual schools’ permits.  The 
master permit was issued in May 2021. We noted that on page 1 of the master permit, it stated 
“Penton system and intercom shall be capable of interconnection with the fire alarm system. 
Interconnection is not included or shown as part of the master permit. Such interconnection and 
how that is to be permitted will be defined by BCPS officials in the future.” 

Ms. Ayala has the master permit which includes all details and pertinent information relating to 
the RFP.  After the RFP was created, the IT Department wanted to fast-track permits and online 
submittal for all the needs of the Building Department. Robert Hamberger allowed CAP GOV to 
manage all needs for the IT Department. Also, IT requires that all their needs be fast-tracked.  
During that time there was a camera project in operation and IT wanted to bypass that as well. 
Before the RFP was issued, Hamberger emailed information necessary for the Building 
Department on 01/25/2019. 
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The Building Department issues all occupancy certificates and inspection reports. No one ever 
scheduled a final inspection or certificate of occupancy, hence from the Building Department’s 
standpoint, none of the school RFP enhancements were completed. 

Interview with BCPS  Teresa Macri- Director of IT Security 

We interviewed Ms. Macri on 7/10/2023. Ms. Macri was assigned with the oversight of RFP 19-
123E. Therefore, Ms. Macri is the responsible person for the overall success of the implementation 
of the RFP.  Note the 19-123E came about as a technology solution that would meet the 
requirements of the Safe Haven report which was issued in August 2018. Traditionally, District-
wide and individual schools’ intercom systems and maintenance are handled by the Physical Plant 
and Operations (PPO) department. Since RFP 19-123E was a technology solution, the Board 
members assigned oversight to the IT department. 

The key observations from her interview were that the RFP established that the IT department 
would be tasked with the responsibility for the installment and completion of the intercom 
system.  The terms of service and type of equipment procured by the RFP were the result of the 
Safe Haven report and Technology Assessment Committee.  

After her interview, Ms. Macri provided key documents such as weekly committee minutes, 
spreadsheets with change reports on the work of the intercom project, and email communications 
with other department heads. 

Interview with BCPS  Matthew Bradford, CIO 

We interviewed Mr. Bradford on 7/12/2023 whose role was that of CIO in November 2022 
following the departure of Phillip Dunn, former CIO. Given that his tenure as CIO began during 
the latter part of RFP 19-123E, he deferred in responding to many of the questions we asked him. 

Interview with BCPS  Mary Coker, Director of Procurement & Warehousing Services (PWS) 

We interviewed Ms. Coker on 7/17/2023. We deemed Ms. Coker’s responses measured, in that 
she provided few actionable items. She made regular reference to PWS’s role as limited to being 
an intermediary between the department or staff procuring services and the vendor. On any other 
specific items or information, she would defer to others in the RFP sphere of decision-makers. 

Interview with BCPS  John Alban, BCPS  Electrician 

The interview with Mr. Alban was on 7/18/2023. During the interview, we observed him having 
felt pressured by the IT Department to change specifications that were more favorable for the 
installation of Rauland’s product, despite him having provided feedback to his supervisor that 
work, which began in July 2019, was not proper.  He also provided documents and emails showing 
communications between the different departments. 
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Interview with Duane Smeryage, NDR Owner 

We interviewed Mr. Smeryage on 7/20/2023 and there are several key observations. The key 
observations are (1) Mr. Smeryage stated he does not know about NDR performing work related 
to the RFP.  (2) He believes the evaluation was skewed toward RB being awarded the RFP and (3) 
that RB has no history of providing this type of work. 

He received a call from an individual who encouraged him to legally challenge the results of the 
RFP process. He cited that he has been doing business with BCPS  for several years and therefore 
decided not to pursue further action. He stated would rather bid for new work in the future. 

Interview with Craig Dewerff, Business Development Manager with RB  

We interviewed Mr. Dewerff on 7/31/2023, deeming him a key individual since he was the main 
driver on the vendor side particularly because RB was accumulating most of the expenditures. He 
provided status worksheets, invoices, and other key documents.    

Interview with Marc LaFerrier, Consultant CAP Gov 

We interviewed Mr. LaFerrier on 7/28/2023 who worked jointly with the Building Department 
overseeing permits and adherence to intercom specifications. He provided permits and inspection 
reports for the high schools where the intercom was to be installed. 

Interview with Oleg Gorokhovsky, Director of Finance BCPS  

We interviewed Mr. Gorokhovsky on 8/17/2023 who took on the role of Director in July 2022. 
During his interview, he deferred to responding to many of the questions, citing his brief tenure 
with oversight of the finance function and he seemed to consider the RFP more of a PWS matter. 

Interview with Bill Calder, Project Manager – IT Security 

We interviewed Mr. Calder on 9/21/2023 whose responses were very helpful in identifying the 
challenges of the intercom project given that much of his professional experience is in project 
management and large-scale applications. He was also helpful in providing insight into the 
intercom industry in that it is a niche market in which few firms have the resources available to 
undertake something like what the RFP was intended to procure.  Mr. Calder recommended that 
we interview a certain staffer named Lynn Moscoso. 

Interview with Lynn Moscoso, Assistant Director – Safety Technology 

We interviewed Ms. Moscoso on 9/27/2023. We received a call from Ms. Moscoso who informed 
us that Bill Calder would be accepting a new role outside of BCPS. Ms. Moscoso’s interview 
responses aided in corroborating prior interviewed BCPS  personnel responses. Primarily, we 
gained more insight into the factors that were the main drivers of delays in the intercom project.  

Persons we attempted to schedule for interviews: 

Vincent Vinueza;  Phillip Dunn and, Mary Ann May (Declined to be interviewed)  
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PERFORMANCE AUDIT NARRATIVE 
Sub Topic 1 – BCPS Board Members Initiative for School Safety 

In the wake of the Stoneman Douglas tragedy, the Broward County Public Schools leadership 
decided that there was a need for the District to have an external and comprehensive review of 
safety and emergency preparedness measures in place at its schools.  After a competitive bidding 
process, BCPS selected Safe Haven International (SHI) for the project.  The project included a 
comprehensive District-wide safety, security, and emergency preparedness assessment of all 231 
school sites as well as a review of the design criteria for all BCPS  buildings.  The BCPS  Board 
placed safety as a top priority for all District schools.  The elected officials wanted to ensure this 
priority was met. 

The original intent of RFP 19-123E from a BCPS perspective was for an intercom-only repair and 
maintenance project.  The newer intercom equipment, components, and buttons plus the repair of 
any non-functional intercom devices at the 53 selected schools would enable greater 
communication between schools.  

As a result of this project, the District took its recommendation and issued RFP 19-123E to procure 
from vendors the installation and enhancement of the intercom system for 53 high schools.  The 
Board members funded the initiative in the annual BCPS budget.  Please see below – 
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Sub Topic 2 – Creation and implementation of RFP 19-123E 

 
The security concerns and the call for student safety at schools required the BCPS board members 
to discuss system-wide policies and seek solutions. The need for communication between schools 
and the District became a paramount concern. Communication within the school and classroom is 
considered a key protocol for student safety. The communication systems needed to allow for 
students, teachers, and administrative personnel to have the ability to communicate school-wide 
and to a specific area or class setting.  The BCPS elected officials decided to spend tax dollars on 
a project that would upgrade, enhance, and repair the intercom system.  As a result of the above 
RFP 19-123E was released.  The revised RFP is shown below: 

 

 
HCT performed the procedures listed above.  HCT reviewed the BCPS  purchasing and 
procurement policies 3320- and 3320-part 6 section B for IT purchases.   
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Policy 5306 subsection 8 states that technology must be kept current within available resources 
and replaced or updated based upon a life cycle process.  This supported the creation and utilization 
of RFP 19-123E. 

 
The BCPS  elected officials approved $15 million for the intercom system installation.  See below. 

 
HCT interviewed two key individuals associated with the procurement department. Interviewed 
were the procurement department director and a key procurement departmental staffer. The 
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interviewed procurement department personnel assisted HCT with understanding the BCPS  
procurement policies. The procurement department personnel's involvement in the change in scope 
appears to have not occurred. The vendor award document is provided below: 

 

 
 
 

HCT reviewed RFP 19-123E and the recently released ITB FY24-075.  We obtained the vendor 
submissions, vendor scoring sheet, and the evaluation committee’s supporting document that 
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assisted with the vendor selection.  The evaluation committee met on March 20, 2019. See the 
letter from procurement to the evaluation committee. See below: 

We noted the evaluation committee consisted of the following individuals:  Teresa Macri, Martin 
Bennett, John Alban, Victor Smith, Diane Shapiro, Susanna Deutsch, and Ingrid Osgood.  

A total of three bids were received for RFP 19-123E.  We obtained the scoring sheets and the 
committee minutes, noting the following:   

✓ Ms. Macri and Mr. Bennett scored one vendor with the same point values in total 
and in each subcomponent. 

✓ We noted that the basis of the design of the intercom systems was discussed after 
the vendor evaluation committee.  The initial basis was to be the Dukane legacy 
system, which represents 211 of the 235 existing systems.  After deliberations, the 
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conclusion was to base the design on RB products.  RB systems represent only 24 
out of the 235 BCPS legacy systems. 

✓ RB was the low-cost provider for the BCPS project. 
 

 
 

We further noted that RB may have successfully implemented an intercom-only system, but should 
not have been a vendor of choice for a 53-school emergency communication system.  BCPS had a 
total of 235 systems in place at the time of RFP 19-123E. The legacy systems comprise 211 Dukane 
systems and 24 RB systems. 
 
We note that the procurement department failed to adhere to the BCPS minority participation 
protocols. We noted for RFP 19-123E the supplier diversity outreach program participation was 
not met.  The exhibit below describes the BCPS the small/minority and women business enterprise 
competitive solicitation and contracting protocols that should be performed by School Board 
Policy 3330. See the excerpt below: 
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Please see the below memorandum from the supplier diversity department. The memo documents 
the SBE / MWBE status of all vendors including RB having a non-certified SBE participant. 
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We reviewed the bid documentation for RFP 19-123E.  Our review included inspection of emails, 
bid documents, evaluation sheets, minutes of meetings of the TAC, and other supporting evidence.  
We performed interviews with the sales manager of the awarded vendor. During the interview, we 
discussed the bid process with Rauland-Borg.  We inquired about the participation of NDR 
Corporation and inquired about the parties involved (internal or external) and their relationship 
with BCPS decision-makers.  We obtained transcripts of various interviews and then searched for 
emails and other documents to corroborate or negate the verbal narrative given.   

 
Our review of documentation related to other bids was accomplished by expanding our 
performance audit to include a newly released bid document that resulted in a contract for the 
installation of intercom equipment and maintenance.   

During our performance audit procedures, we considered the below: 

• Why was there so much focus on making RB equipment the basis of design? The proposal 
submitted by RB touts that their proposed solution is capable of functioning with several 
legacy intercom systems. 

• Based on the results of the final award of the RFP, RB was designated the primary vendor 
by bidding lower than the other vendor, NDR. If RB was determined to be the primary 
vendor by being the lowest bidder what is the rationale from a commercial perspective to 
offer a cost concession to BCPS  if they already won the RFP and no work has been initiated 
whatsoever? In addition, the cost concession relative to the RFP value is insignificant. 

• In December 2021 RB completed the installation of the intercom at two high schools. 
Despite not demonstrating an effective rate of installation, there was a bulk purchase of 
equipment. Understandably, the vendor’s project team wants to avoid delays in the 
availability of the equipment. However, from a fiscal approach, it would be more prudent 
to order equipment as needed to avoid the potential for obsolescence. 
 

In our review of the selection process, the rankings of the vendors, and the final award to RB, we 
note the awarded vendor as RB Corporation of Florida. Our review of the BCPS accounting system 
yielded the following screenshot below. 
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Attachment H as remitted by the awarded company to BCPS for payment of goods and services is 
consistent with the Bid #19-123E awarded vendor name. 

 

 
 

During a review of the BCPS  vendor master file (VMF), we noted six different vendor numbers 
were created for the entity Rauland-Borg. We also found these six RB vendors were assigned two 
different employer identification numbers (EIN). Also, of concern to us, is that Ametek (RB's 
parent company) was listed as the depository company by request from Rauland-Borg. Based on 
the above, we present the following findings. 

Finding #01 BCPS vendor database contains various vendor numbers and two distinct employer 

identification numbers for RB, the primary vendor for RFP 19-123E. 

Condition- The BCPS  vendor master file (VMF) has six different vendor numbers for the entity 
Rauland-Borg with two different employer identification numbers (EINs). 

Effect – The potential for fraud, waste, and abuse increases as duplicate vendors make it possible 
for taxpayer funds to be released to the incorrect RB entity. 

Cause –   The condition occurs due to a lack of supervision, training, or approvals in the vendor 
creation process by the procurement staff. 
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Criteria – There should be only one valid vendor with the correct EIN established in the VMF. 
Key internal controls and procedures over vendor setup ensure that ACH payments are made to 
the appropriate vendor. 
 

Recommendation – The District should review its vendor master file (VMF) to identify other 
duplicate vendors. The VMF review by staff should seek to ensure that each vendor that transacts 
regularly with BCPS is active with the correct EIN. Additionally, BCPS staff must verify that the 
beneficiary account is of the same name as the vendor contracted to provide goods or services or 
state the reason why a different entity is listed as the beneficial account holder. 

 
Management Response -  Procurement Warehouse Services disagrees with this finding. Vendors 
can have multiple vendor numbers for a variety of reasons (changed the structure of their business 
model from an S-Corp to an LLC, multiple business locations, etc.) PWS cannot control those 
normal business operating procedures. Employees are aware that they must post a requisition in 
accordance with a specific contract/bid. PWS performed multiple trainings throughout the year to 
explain this and the controls are in place. PWS believes that findings should only be made when 
there is inaccurate financial reporting, non-compliance with policies or procedures, or ineffective 
internal controls. 
 

Sub Topic 3 – Rauland-Borg as the primary vendor 
 

We reviewed the purchase and maintenance agreement with RB and NDR Corporation, including 
a sample of invoices from the primary vendor and the secondary vendor.  Please see below for the 
pricing of the awarded vendors: 
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We noted the expenditures for the RFP 19-123E as such – 

Our Ref. Vendor/supplying plant The sum of Total Spend 

19-123E 100449     NDR CORPORATION  $                  364,801.53  

 107067     RAULAND-BORG CORPORATION OF  $                  200,321.38  

 136242     RAULAND BORG CORPORATION OF FLORIDA  $            10,226,270.58  

Grand Total   $            10,791,393.49  

 The report obtained from - the BCPS  procurement department  

 

 

We also obtained the expenditure per ordering location as reflected below – 

Ordering Location Distinct Count of Purch.Doc. The sum of Total Spend 

PPO-Stockroom 85 $205,057.22 

ETS 66 $10,214,202.16 

PPO 12 $372,134.11 

TOTAL Expenditures  $10,791,393.49 
                             The report obtained from - the BCPS  procurement department 

The rollout of the 53-school project included several periods of high-level expenditures. We noted 
at one point in the project lifespan, RB ordered equipment, components, and devices in advance 
of the project work schedule.  The RB staffer in charge stated that the ordering of equipment in 
advance of the project installation schedule was to overcome a future work stoppage due to 
components and parts not being available.  We will discuss later that some of that equipment 
ordered in advance remains in storage at the various schools and is not being utilized.  The pictorial 
below gives the expenditures for RFP 19-123E over the project timeline. 
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*** Chart provided by BCPS  procurement. 

As a result of our performance audit procedures, we concluded with several findings.  Our testing 
includes inspection of the purchase and maintenance agreement and sample testing of invoices. 
The expenditures process for the BCPS  is pertinent to ensure accuracy with payments under the 
correct purchase order, payments by the project budgetary spending limits, and payments to the 
correct vendor for goods and services.  Various iterations of the same vendor can lead to fraud, 
waste, and abuse of the spending authority. For consideration, we put forth the below findings 

Sub Topic 4 - Information Technology Department Involvement 
 

We reviewed IT documentation from RFP 19-123E and discussed the IT process with the BCPS  
IT officials.  We inquired about the parties involved in IT commencement, changes, and updates.  
From our discussions, we ascertained that there were two competing methodologies on what the 
“spirit of the Board” was at the time of the approval of RFP 19-123E.  We reviewed documentation 
related to IT projects for a system-wide notification project and noted that RFP 19-123E requested 
an intercom system installation. During this same review, we did not see any instances of 
emergency communication systems (ECS) or regulations required by the National Fire Protection 
Association (NFPA).  Our performance procedures included discussing the bid process with the 
IT department heads and staff for the intercom equipment rollout project as dictated in RFP 19-
123E for a system-wide project. 
 
We researched and obtained information on the NFPA protocols relative to Version 72 Chapter 24 
subchapter 101 – emergency communication systems as it relates to the IT department mission 
and oversight for this intercom enhancement and maintenance project. This includes obtaining a 
functional understanding of what the application of NFPA Version 72 Chapter 24 subchapter 
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means for implementation at BCPS.  The approved plan referenced UL 2572 as a sub-system.  
UL2572 is a mass notification system per NFPA standards. 

We noted that RB requested from IT personnel clarification on the application of the NFPA 
standard to this intercom installation. Please see below the communication from IT. 

 

 

The response to the IT department is listed below 
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The main issue revolves around the intercom system only or an ECS.  If RFP 19-123E called for 
an intercom-only installation, then the intercom system would not override the fire alarm.  Another 
condition of an intercom-only system would be that the intercom-only installation would not allow 
for messages to be heard through classrooms, hallways, cafeterias, and outside.  The intercom-
only installation also would not need to connect via IP or any other application to the fire 
notification system.  If RFP 19-123E called for an ECS then the intercom installation would be a 
part of the networked fire notification system.  An elaborate fire notification system would 
potentially fall under the regulation of the NFPA guidelines.  Therefore, the application of NFPA 
guidelines is important in this instance if RFP 19-123E procures a true ECS.   

The below email is key in the rollout of the intercom installation.   
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Based on BCPS policy 3320, a formal notice to proceed should be issued.  Email #6 is not a valid 
contract document nor should email #6 be used as a substitute for a formal notice to proceed.  The 
BCPS personnel believe that the Board members increased the priority of school safety.  This 
interpretation of the RFP 19- 123E is present in various communications and witness interviews.  
The push for an ECS can be determined from the email below.   
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The key topics discussed in this email from Victoria Stanford (Manager, Emergency Management) are: 

• BCPS  awarded a vendor to provide an IP-based intercom system and that it would be a “like in kind” 

replacement of the existing antiquated systems at schools. 

• She cites that at some point all parties (IT, Building, Facilities, and Chief Fire Official) concluded that 

the intercom system would be something beyond that of a “like in kind” solution. 

• How the tragic events at Marjory Stoneman Douglas HS impacted the decision to procure something 

beyond an intercom system. 

Incorrectly interprets that the system being procured must comply with NFPA regulations. 
 

There are many misconceptions about what RFP 19-123E was supposed to be. We have listed 
below the known misconceptions.  HCT did not independently verify the below; we obtained the 
below document from the BCPS SUI. 
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From the commencement of RFP 19-123E as an intercom-system-only project, the various 
department heads’ interpretations of the new intercom system differed.  The departments involved 
in the execution of the intercom system were Information Technology, Physical Plant and 
Operations (PPO), Permitting / Building department, Fire Officials, and the Safety and Security 
Preparedness department. These various departments were involved in converting RFP 19-123E 
into an ECS.   

 
The intercom project involved 8 different CIOs and Chief Fire Officials during its lifespan.  The 
following exhibits are reflected to show (1) various key department heads at the time and (2) the 
important topics regarding the implementation of the intercom project. We have noted the below 
findings and observations for your consideration. 
 
Finding #02 The Information Technology (IT) department is listed as the bidding department, 

therefore, the IT department is responsible for the changes in scope related to RFP 19-123E. 

(Objective #5) 

 

Condition- BCPS  officials initiated RFP 19-123E for an intercom system only. Various 
departments were involved in converting the intercom-only project into an ECS.  See exhibits 
below: 
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The Rau land System will serve as the first layer of the emergency communication system 
by providing the common area speakers and secondary power supplies to the intercom 
systems. The Penton device will monitor the integrity of the Rau land intercom amplifiers 
to ensure the system operates properly, Including remote paging functions. 

The s1eps being taken as part of this project will move the District towards the goal of 
certifying our systems as a compliantemergencycommunication system as we upgrade 
our fire alarm systems during the SMART Bond Programs and interface with our legacy 
intercom and fire alarm systems. 

Educating Today'• Student. to Succ:ffd In Tomorrow•, Work:I 

* 
fstobl!St'led 1fi5 

� �o�Sti,�i�E 
SUBJECT: INTERCOM ENHANCEMENT PROJECT UPDATE 

PAGE: 2 

For permitting purposes, the Master Plan and subsequent site-specific permit 
plans containing references to "emergency communication" will be disregarded 
from the plans and Intercom specfficatlons (Rauland Intercom project-specific). 
The emergency communications functions will be supplied through the Penton Device. 
The additional intercom enhancement specifications (Penton Devices)will be included in 
the re-submittal for the master permit and site-specific permits. (See Penlon 
specifications attached.) 

The system will be field Inspected to ensure installation Is In accordance with all state 
and national codes and standards as well as BCPS specifications. Additionally, systems 
will be field-tested to ensure they are proper1y monitored for faults, secondary power 
supply requirements are met. and the audibility of the systems meet all specif18d 
requirements. 

LN/MD/KB:kb 
Attachment (1) 

c: Facilities Department 
Pre-Construction 
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LEO NESMITH, PH.D. 
TASK ASSIGNED CHIEF SAFETY & SECURITY OFFICER 

.. 

DIVISION OF SAFETY, SECURITY & EMERGENCY PREPAREDNESS 

Signatures on File 
October 27, 2021 

TO: 

FROM: 

All Principals 

VincentVinueza 
Task Assigned Chief Information Officer 

Leo Nesmith, Ph.D. 
Task Assigned Chief Safety & Siecurity Officer 

SUBJECT: INTERCOM ENHANCEMENT PROJECT UPDATE 

Allhoug h NFPA 72 does not require schl:iols to have emelgen cy-commun ication 
systems, Broward County.Public Schools (BCPS) iswor1<ing to provide the safest and 
most rel iabte form of commu n icatlon to all students and staff on all campuses in the 
event of an emergency. 

In support of this effort, the School Board approved $17 million to enhance and main fain 
the Intercom systems to Improve District-wide communication, including the capability for 
centralized communications. This includes projects to add public area speakers and other 
enhancements to the high schools and colleges based on risk 
factors. The District Intends to use the School Hardening Grant to continue these 
efforts. 

The District has been challenged to balance the operation of the Intercoms with the 
operation of the fire systems in a way that will aid communication during an eTiergency 
while not conflicting wi th the local and national fire codes. Staff has recently 
concluded research on a viable solution that would install new intercom head-end un� 
and call buttons in all student-occupied spaces as well as one-way communication 
speakers in interior and exterior common areas for 53 sites. Th is will ultimatel y enable 
District staff co provide announcements at school sites from remote locations. 

Additionally, the District will incorporate Penton audio devices where necessary to 
interface with fire alarm systems and enhance one-way communications, The Rauland 

).n
tercom Syster:n will serve as the first layer ofthe ernergencycommunfcation system by 

providing the cornmon area speakers and second� pow.er supplies lo tbe intercom 
§Y.Stems. The Penton audio aevice will provrcte the emergency communication functions 
including remote paging tu nctions and monitor the integrity of the Rau land inte·com 
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Page 37



 

 

 
 
 
 

Page 38



 

 

 
 

Page 39



 

 

 

 

 

Page 40



 

 

 

 
 

Effect – The objective of installing a functional intercom system in 53 schools has not been met. 
 

Cause – This condition exists within RFP 19-123E due to ineffective project management. 
 

Criteria – BCPS department head and executive management must follow the guidance of 
Procurement Section R of Policy 3320 (as amended on 5/6/2014). The BCPS policy 3320 requires 
changes in specification to contain the appropriate approvals. 
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Recommendation – It is recommended that the District observe the requirements of BCPS 
Procurement Section R of Policy 3320 (as amended on 5/6/2014) if any changes in specifications 
are required for an awarded RFP. 
 

Management Response - Management agrees with this finding. Upon starting as the Chief 
Information Officer and learning about the history and changes in the scope of this project, Dr. 
Phillips worked with Chief Alberti and other stakeholders to understand why the scope of this 
project was changed, what process was utilized to make the change, and why the project was taking 
so long. 
At that time, it seemed that the then Task-Assigned Chief Fire Official, Matthew Decker, had 
taken over the leadership and approval of the project given its new scope of an Emergency 
Communication System (ECS). It also seemed that it was at the direction of Mr. Decker that the 
scope of the project was changed from an intercom enhancement and replacement project to an 
ECS project. 
 
Additionally, upon learning about the potential misinterpretation and misapplication of NFPA 
72 as well as its impact on delaying this and other projects, Chief Alberti and Dr. Phillips wrote 
a memo correcting the scope and removing the previous requirement of an ECS which was 
distributed on February 15, 2023. Additionally, on February 24, 2023, Chief Alberti and Dr. 
Phillips brought this, as well as the fact that the scope change to the RFP did not go to the board, 
to the attention of then Superintendent Dr. Earlean Smiley as well as the Board Chair Mrs. Lori 
Alhadeff. Chief Alberti and Dr. Phillips also brought these issues to the entire board during a 
closed-door session where the board gave direction for this audit to happen. 
 
As mentioned earlier, the intercom project involved 8 different CIOs and Chief Fire Officials 
during its lifespan.  During the earlier implementation stage of the intercom project, the in-place 
departmental staff believed that the intercom project called for an emergency communication 
system.  Matthew Decker performed the research and presented the required equipment 
components needed for the installation of emergency communication systems. The department’s 
staff foundation for the installation of emergency communication systems was reliant on NFPA 
version 72 chapter 24 subchapter 101.  The reliance on this NFPA protocol was used to steer the 
intercom project to an emergency communication system.  Our independent research and 
discussions with key department heads, the above-listed NFPA protocol does not apply to school 
districts.  
 
In August 2020, there was a series of communications between the then-in-place CIO, 
Superintendent, Executive Director of Capital Programs, the RB Business Development Manager, 
the Chief, Safety, Security & Emergency Preparedness, and the BCPS Board Chair.  The 
discussions centered around the fire code interpretation and the safest way to install life safety 
systems in a school. See the intercom enhancement email communication below. 
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Based on the communication above, the momentum was for the installation of an ECS.  Please 
refer to page 2, first paragraph, discussing the applicability of NFPA 72 chapter 24 to educational 
facilities. Based on research and discussions, the National Fire Protection Association (NFPA) 
protocols relative to Version 72 Chapter 24 subchapter 101 do not apply to the School District.   
The applicability of NFPA protocols relative to Version 72 Chapter 24 Subchapter 101 is a major 
factor in the project delays and the additional cost incurred to insert the Penton device.  The Penton 
device is a component that connects an intercom system to an ECS. 
 
Finding #03 The application of National Fire Protection Association (NFPA) protocols relative 

to Version 72 Chapter 24 subchapter 101 

 

Condition- District Officials applied National Fire Protection Association (NFPA) protocols 
relative to Version 72 Chapter 24 subchapter 101 to the intercom installation.  The utilization of 
NFPA Version 72 Chapter was used to convert RFP 19-123E from a standard intercom installation 
to an emergency communication system. There was adequate discussion and information on NFPA 
standards. 
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Effect – The impact changed from an intercom-only install to an attempt to install an ECS causing 
(1) massive delays in project execution; (2) cost overruns and (3) failure to install a functional 
intercom system at 53 schools. 
 

Cause –   Ineffective interpretation of RFP 19-123E and the use of NFPA national standards to 
inappropriately support the implementation of an ECS. 
 

Criteria – RFP 19-123E listed required components, specifications, and the scope of the project 
by BCPS  Procurement Section R of Policy 3320 (as amended on 5/6/2014). 
Recommendation – It is recommended that the District observe the requirements of Section S of 
Policy 3330 if any changes in specifications are required for an awarded RFP.  

Management Response - Management agrees with this finding. Upon learning about the potential 
misinterpretation and misapplication of NFPA 72 as well as its impact on delaying this and other 
projects, on February 24, 2023, Chief Alberti and Dr. Phillips brought this, as well as the fact that 
the scope change to the RFP did not go to the board, to the attention of then Superintendent Dr. 
Earlean Smiley as well as the Board Chair Mrs. Lori Alhadeff. They also brought these issues to a 
closed-door session where the board gave direction for this audit to happen. The district will follow 
Policy 3330 in the future when any changes in specifications in the awarded RFP are needed. 
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Sub Topic 5 - Permitting Involvement & Permitting Changes for Master 

Permit 
We reviewed the original permit documentation from RFP 19-123E and reviewed the change in 
specifications which should have resulted in an overall master permitting reconfiguration. We 
discussed the permit process with the BCPS  Chief Fire Official, CAP Gov, and various other 
parties involved in permitting commencement, changes, and updates. 
 
We obtained the documentation related to permitting a district-wide ECS after our interview with 
Ms. Tarrau-Ayala.  Our visit to six (6) high schools was performed to observe the results of the 
bid process and to substantiate our research on the intercom equipment rollout.  We researched 
and reviewed the information on the National Fire Protection Association (NFPA) protocols 
relative to Version 72 Chapter 24 subchapter 101 – Emergency Communication Systems. 
To review the permitting process and the completed projects for certain schools, we decided to 
visit several of the high schools. 

High Schools Visited 

HCT arrived at the location and met with the Secretary. We asked the 
Technician to show us around the individual classrooms where the intercom system was installed.  
We were able to observe the main system in the administrative office of the HS along with a phone 
unit in the principal’s office and one for use by the administrative general staff. We were shown 
what the intercom system consisted of in the approximately 120 classrooms of the HS. It had two 
buttons, one “Emer” and the other “Norm”. The Technician explained that the Emer button is to 
be pressed if an incident occurs of a safety or security nature. The Norm button would be pressed 
for incidents of a disciplinary nature. 

We had the opportunity to ask questions of the staffer in charge of maintenance at the school 
facility. He expressed that the whole process of installing the intercom system was far from good. 
There was training provided on how to properly use the system; however, he was not included in 
that training. 

All of the personnel interviewed on-site expressed a similar sentiment that training was limited, 
maybe inadequate, given that any of them at some point may have to activate its notification 
functions. They stated that there were instances in which there was no audio being emitted to the 
main unit from one of the classroom locations. The secretary stated that she asked if the intercom 
system had a manual, and she was shown a one-page manual. 

We asked if anyone remembered when the last work was performed for the intercom system, and 
they stated that was roughly one year ago. The work to install the system schoolwide lasted 
approximately six months.  They concluded by saying “To our knowledge work to install the 
system is complete.” 
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 - The intercom system was not complete; no completion date was set. There were 
unopened UPS units that were delivered on or around April 2023. Our on-site tour concluded 
with a discussion with the principal.  It was stated that the work “leaves  with a 
non-functional intercom system.” 

 – HCT asked the Technician to show us around the individual classrooms where 
the intercom system was installed.  

HCT was first able to observe the main system in the administrative office of the High school 
along with a phone unit in the principal’s office and one for use by the administrative general staff. 
HCT was shown what the intercom system consisted of in the approximately 230 classrooms of 
the High School.  It was two buttons, one “Emer” and the other “Norm.” The Technician told HCT 
that he was not directly involved with the installation of the system, but he did say the installation 
took about eight months to complete. We inquired if there had been any issues with the intercom 
and he stated that there were and that the vendor addressed these promptly. 

We asked both the Secretary and Technician, in separate instances, if the system works.  They both 
responded that the intercom system works as they have seen it work in a live emergency event. 
The Secretary began working at the school in 2020 and therefore could not comment on the 
installation work performed by the vendor. 

The main devices are stored in a room located in the administrative building. These included UPS 
and communications equipment.  We were also able to observe the intercom in a classroom, the 
cafeteria kitchen, the auditorium, and the media center. There were speakers installed in the 
exterior school grounds' common areas. 

 HCT arrived at the location and met with the Secretary and the 
Technician. We toured the individual classrooms where the intercom system was installed.  It is 
worth noting that before going to the individual classrooms, the Technician stated that work was 
done to install the speaker as recently as a month ago. 

We were first able to observe the main system in the administrative office of the High School. In 
addition, the Secretary stated the principal has a device similar to a telephone, which allows her to 
make announcements from her office. 

The technician guided me through the school grounds and stated that the intercom system was 
installed in the approximately 150 classrooms of the High School.  

In addition, there are individual intercom units that allow a person to make use of it in the case of 
an emergency. 

For the two classrooms observed, there were two buttons, one “Emer” and the other “Norm.” The 
technician told me the Emer button is to be pressed if an incident occurs of a safety or security 
nature. The Norm button would be pressed for incidents of a disciplinary nature. 
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After the tour of the classrooms, the Technician guided me to other major buildings that have an 
individual intercom unit. These included the gym and a staff meeting room. We observed that the 
speakers were installed in external common areas. 

We asked the Technician what his experience was during the installation and he described it as 
good. The installation took approximately seven months. He received training on how to use it and 
he knows it is working, as he has seen it function during a live incident. 

 Based on observation, this school only received newly installed speakers in the 
administrative areas and the common areas in the hallways. The intercom speakers were installed 
over a year ago and no further discussion has occurred regarding any other upgrades to the 
intercom system.  We visited a storage area where we observed communications equipment that 
had been delivered more than one year ago (approximately August 2022).  We took photos of 
unopened UPS boxes that appear to be the same type of unused equipment being employed at the 
other selected schools. 

 – We toured the school with the staff responsible for facilities.  We observed 
that the existing  system has been in place and used for approximately six (6) years.  It 
was confirmed to us that the intercom system has not started but the equipment for the intercom 
system is on site at the school.  We were told that the equipment was delivered over two years ago.  
We performed a physical inventory of the equipment in the storage area.  HCT observed 11 boxes 
with one of them labeled “Rauland.” 

The on-site visit led us to inquire about the permitting process and the master permit for all 53 
schools.  Our interview with the BCPS staff in the permitting department was critical to 
understanding, assessing, and making determinations on the overall initial scope of the project and 
the product changes.  The summary of our interviews with the Chief Building Official, the CAP 
GOV representative, and the representative from RB is key along with the email below. 
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The email from Robert Hamberger (former Chief Building Official) is key because it 
demonstrates that he is aware of the impact of the change on the scope of work and as a 
result also communicates this to all copied in his email. Additionally, this email dated 
8/21/2020 would indicate that work began on schools and related inspections before the 
change in scope was communicated. 

The master permit includes all details and pertinent information relating to the project 
specifications and rollout.  Changes to the project scope or equipment layout must be reported 
and reflected on the master permit.  It is worth noting that an outside vendor (CAP GOV) was 
hired to perform permitting tasks for the intercom installation project. We noted the following 
finding for consideration. 
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Finding #04 Ineffective project management during the rollout of the intercom enhancement 

project (Objective #4) 

 

Condition-  We noted that of the 53 high schools selected to enhance the intercom system, 
13 of these were identified as nearly complete or in the final stages of inspection by the 
Building Department. However, these 13 schools did not complete the permitting process 
for installing the intercom system. 
Effect – Permitting changes and poor project management of the intercom installation led to over 
60% of the selected schools not obtaining a functional intercom system within the contracted term. 
 

Cause – Ineffective project management, which includes the departments of PPO, Building,  Chief 
Fire Official, and IT.  
 

Criteria – The problem exists due to BCPS building department protocols and procedures for 
permitting becoming convoluted. 
 

Recommendation –   It is recommended that the District executive management implement 
protocols so that BCPS procedures and contract terms are not circumvented. 

 
Management Response - Management agrees with this finding. Under the new leadership of Chief 
Alberti, Dr. Phillips, and Mrs. Czubkowski, SSEP Division, IT Division, and Facilities Division 
now have a weekly sync meeting to ensure that we are all working together, with the same 
information, and with the understanding that any changes to the scope that impact funding are 
openly discussed. The Facilities Division has assigned a project manager who will assist with 
tracking and managing permitting. Additionally, the new IT Division PITAC Department will assist 
with overall project management. The weekly meeting and project management expertise will also 
ensure BCPS procedures and protocols are followed so that contract terms are not circumvented. 

During the intercom project, a position statement was created regarding Intercom vs. Emergency 
Communications Systems (ECS) as a Mass Notification System (MNS). The position statement 
foundation rested upon the BCPS working to provide the safest and most reliable form of 
communication to all students and staff on all campuses for emergency and non-emergency 
communications. In support of the effort for the safety of all students and staff, a risk analysis was 
performed which determined the proper installation to meet the codes and standards for an 
emergency communication system. The analysis revealed the system “shall conform” with NFPA 
72, Chapter 24. Further investigation revealed the intercom system purchased from RB does not 
meet the requirement to be used as an emergency communication system and shall NOT be used 
for emergency communications.  
 
“The RB product can only be installed as a standalone intercom system and does not need to meet 
the requirements of NFPA 72. As a standalone intercom system, it shall not interface with the fire 
alarm or fire alarm system and as such, it cannot silence the fire alarm. The intercom system is not 
an emergency communication system and cannot take priority over the fire alarm system. The use 
of the intercom for emergency communications shall not be permitted as it would be out of 
compliance with NFPA 72 Chapter 24.” (Decker, 2021, page1) 
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Since the RB intercom system is not rated as an emergency communication system for the 53 sites 
associated with the BCPS intercom enhancement & maintenance project, it does not need to meet 
the NFPA 72 requirements for pathway survivability and can be installed without conduit for 
internal pathways. All external wires shall be run in conduit for exterior speakers.  
 
The position of the Office of the Chief Fire Official (OFCO) is that for the existing intercom 
systems to meet the requirements of NFPA 72 standards for emergency communication, it would 
require the installation of the Penton audio equipment (or equivalent) meeting the UL 2572 rating 
to interface with the fire alarm system per the approved plans. The Penton device (or equivalent) 
will monitor the unprotected (wire not installed in conduit) speaker circuits being installed in the 
common areas and for external wide-area speakers. All equipment connected to the Penton (or 
equivalent) devices must meet the requirements of NFPA 72, including pathway survivability, 
(i.e., wire installed in conduit).  
 
The intercom project must remain separate from an emergency communication system. The BCPS 
intercom enhancement and maintenance project will require a separate permit. The master permit, 
site-specific drawings, and specifications will need to be modified to remove all mention of 
emergency communication and be submitted as a stand-alone intercom system. Any enhancements 
to the existing intercom to achieve the ability to function as an emergency communication system 
would require a separate permit.  
 
The Office of the Chief Fire Official (OCFO) would recommend that the School Board of Broward 
County require the contractor to provide an emergency circuit for the head end unit and common 
area amplifiers to meet the secondary power supply that would be required for any emergency 
communications system project. The OCFO would also recommend adding a speaker in the safest 
space in each classroom to support the future enhancement of the emergency communication 
system. Note, that this recommendation would exceed the code requirement for an intercom system 
but would be in the best interest of the District. The position statements concluded that all functions 
provided for emergency communication by the RB intercom system shall be suspended. 
 
The internal memo regarding the change to the intercom project philosophy was sent to all the 
relevant departments and staff.  The information technology department, the PPO department, the 
safety and security department, the fire official, and RB were all made aware of this interpretation 
change and the intercom project scope change.                                                                                                                                                                                                                                                                                                                               
 
The department responsible for the RFP 19-123E intercom project was the information technology 
department.  The in-place department head had oversight and responsibility for this intercom 
project to be successful. The intercom project change from an intercom-only installation to an ECS 
is the main contributor to the RFP 19-123E delays, cost overruns, and the purchase of underutilized 
equipment.  
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Finding #05 Change in scope without notification being reflected on the master permit. 

(Objective #4) 

 

Condition- A change in scope from a stand-alone intercom system to a district-wide emergency 
communication system is the essence of the problem. It appears that the Fire Official and/or the 
Safety and Security Preparedness official changed the scope of the RFP. The School Board 
officials initiated RFP 19-123E in April 2019 for an intercom system at 53 high schools. 

Effect – The impact of the condition caused the failure of the installation of a functional intercom 
system at over 60 percent of the selected 53 schools 
 

Cause – The condition happened due to ineffective project management which includes the 
PPO/Building Departments.  
 

Criteria – The BCPS building department protocols and procedures for permitting, changes to 
permitting, and changes to the specification must be coordinated on large-scale projects with the 
vendor. 
 

Recommendation – It is recommended that the District observe the requirements of Section R of 
Policy 3320 (as amended on 5/6/2014) if any changes in specifications are required for an awarded 
RFP. 

Management Response - Management agrees with this finding. Under the new leadership 
of Chief Alberti, Dr. Phillips, and Mrs. Czubcowski, SSEP Division, IT Division, and 
Facilities Division have removed this interpretation and application of this NFPA standard 
to this project. Additionally, Chief Alberti published a new memo on February 15, 2023, 
which stated this change. Further, in the future, any new significant scope changes to this or 
other projects will follow the appropriate policies and procedures and will be reflected on the 
master and other germane permits. The Intercom Task Force leadership is also committed to 
a regular review process to ensure compliance with the board policy and proper documentation. 
 

Sub Topic 6 - Contract Terms and Departmental Oversight 
 
Upon receipt of the contract, we reviewed the contract terms related to the sale.  Due to changes 
in scope and the revised specifications, we researched the vendor approach and success in 
completing and closing out the project. We held two phone meetings with the sales executive of 
RB to the discuss transaction. We also discussed the transaction with NDR Corp.  HCT verified 
the purchase was properly approved and authorized.   We noted large purchases of equipment for 
storage which would be later used by RB. 

 
The distribution of the IT equipment by RB is such that RB would participate in the regularly held 
status meeting with BCPS. Once the initial schools were completed RB communicates to the staff 
at what pace they are doing the installation work. Given that during the project there was a shortage 
of supplies the decision was made to buy large amounts of equipment so that RB can continue the 
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work with the least lag time. These bulk purchases were stored at PWS facilities and designated 
schools. The oversight for the implementation of the intercom project involved several 
departments and key staff.  
 
We noted that the procurement involvement was only to the extent of producing an RFP document 
for the bidding public.  We believe that the RFP 19- 123E should have been closed and released 
as a new RFP once the scope and specification changed from an “intercom only” system to an 
integrated IP-based emergency communication system.  With a re-issued RFP for an emergency 
communication system, different and more capable vendors could have been evaluated and 
awarded for completion of the desired work. 
 
Finding #06 Improve the User department's involvement with the Procurement department for 

RFPs, ITBs, and any other purchases for goods and services. (Objective #1) 

 

Condition- The communication of the needed outcome and the process to achieve the needed 
outcome must be strengthened between the user department and the procurement department. 

Effect – The desired and needed intercom system for the 53 schools was not completed within the 
contracted period by RB. Without the proper oversight and involvement from the procurement 
department, the BCPS expended over $10 million but received a partially installed intercom 
system and the commencement of an ECS. 
 

Cause – The condition occurred due to the lack of useful communication between the subject 
matter expert department and the procurement department as it relates to RFP 19-123E. 
 

Criteria – The appropriate BCPS regulation for this matter is School Board Policy 3320. 
 

Recommendation – It is recommended that the project owner department, which is the subject 
matter expert department, have significant communication with the Procurement department. 

Management Response - Management agrees with this finding. While the user departments 
and divisions are the best sources of information regarding the needed scope of a particular 
project or solicitation, we rely on the expertise of the Procurement Department to ensure that 
proper solicitation methods are utilized and maintained. In the future, the user department 
will ensure to communicate with and rely on the Procurement Department on the new district-
wide intercom project and similar projects. 
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Finding #07 Contract terms with Rauland Borg were not enforced (Objective #1) 

Condition- The final analysis of the RFP reflects that 19 of the selected 53 schools are at or near 
completion.  The completion rate is 35.8 percent.  The total spend to date under RFP 19-123E 
approximates $10.7M which equates to 71% of the original approved RFP amount. 
 
Effect – Work procured does not meet performance requirements. 
 

Cause – Lack of oversight by the procurement function. 
 

Criteria – RFP19-123E performance requirements. 
 

Recommendation – It is recommended that the District observe the performance requirements 
and contract terms of the corresponding RFP. 

Management Response - Management agrees with this finding. This completion percentage 
after this amount of time is unacceptable, and largely due to the added requirements and scope 
of the project shifting as a result of the interpretation of NFPA 72. The project has been 
discontinued, and a new district-wide intercom project plan has been adopted which is currently 
being jointly managed by the SSEP, IT, and Facilities Divisions. The new project management 
plan includes:  

• Quarterly Performance Reviews: We will conduct quarterly reviews of Rauland 
Borg’s performance, assessing their adherence to contract terms, timeline compliance, 
and quality of work. 

• Enhanced Communication Protocols: Regular meetings will be scheduled between 
our project management team and Rauland Borg representatives to discuss progress, 
address any issues, and ensure mutual understanding of contract terms. 

• Clear Milestone Tracking: A detailed project timeline with specific milestones will be 
established and monitored. Any deviations from this timeline will be promptly addressed 
and documented.  

Through these measures, we aim to strengthen our contract enforcement and project 
management, ensuring that such oversights do not recur and that projects are delivered 
efficiently and effectively. 
 

Sub Topic 7 - Intercom Project Execution 

As a part of our performance procedures, we conducted on-site inspections of several selected 
schools.  The on-site visits intended to (1) observe the nature and functionality of the intercom 
system; (2) interview personnel at the selected school about the intercom system installation 
process and usage; (3) determine if any excess equipment was stored; and (4) to ascertain if the 
intercom system as installed was consistent with the Board initiative for an intercom system or an 
emergency communication system.  
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High Schools Visited 

The HCT Site Visit performed on 7/24/2023 
The HCT Site Visit performed on 7/24/2023 
The HCT Site Visit performed on 8/3/2023 
The HCT Site Visit performed on 8/3/2023 
The HCT Site Visit performed on 8/8/2023 
The HCT Site Visit performed on 8/8/2023 

 
The site visits aided in understanding the challenges involved in installing the intercom system as 
well as an analysis of the final product. Additionally, we were able to corroborate the bulk purchase 
of equipment in anticipation that the accumulation would enable a faster installation of the 
intercom system. Please see the performance audit observations listed below. 
 
Observation #101 Excess equipment not being used at various schools (Objective #1) 

 

Condition- We noted during the 6 school visits that the vendor purchased UPS units with the 
intent to have these ready and therefore expedite the installation work. However, through inquiry 
of the school officials, the equipment has been there unused for as long as two years, potentially 
rendering the equipment obsolete. 

 
RB purchased intercom equipment for the entire project on 1/24/2022 for $546,248 through a stock 
order corresponding to Job SE22002, PE# 29929. At the time of this bulk purchase, the remaining 
schools were not ready to have the installation of the equipment commenced. As a result, the bulk 
purchase of UPSs adds to the amount of equipment that is now potentially obsolete. 

Management Response - Management agrees with this observation. While the UPSs are not 
required for normal intercom projects, since the district has already purchased them, they will be 
tested (as appropriate) and utilized in the schools that will be receiving Rauland intercom systems. 
The average lifecycle for a UPS is 3 to 5 years. However, this is largely dependent on battery 
condition and these will be tested prior to being installed. The plan for the other purchased 
equipment is to use it as part of the new district-wide intercom project. 
 

Observation #102 Approval from Area or Deputy/Associate Superintendent (Objective #1)  

Condition-  

Given that the intercom work and installation were superseded because of the integration of an 
ECS, there appears to be no authorization from an appropriate designated individual within BCPS.  
Excerpt from Section R of Policy 3320 (as amended 5/6/2014) – Specifications may be limited to 
a specific brand or product when necessary to supplement existing installations or for purposes of 
standardization. However, specifications that exceed industry standards for the intended use of the 
product, as determined by the Director of Supply Management and Logistics, must be justified in 
writing by the requestor and authorized by the Superintendent’s direct reports. 
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Management Response - Management agrees with this observation. Although, Chiefs who are 
direct reports to the Superintendent are at the level that can authorize these changes. The changes 
to the scope of the project requiring the district to have an Emergency Communication System 
(ECS) did not occur in accordance with proper district protocols or board policy. As a result of 
management’s discovery of the changes to the scope, a clear understanding now exists to ensure 
any changes to the scope are properly communicated going forward. 
 

 

Sub Topic 8 – Intercom project cost and additional spending 
 

The request and philosophical interest of the Fire Official, IT department head, and other key staff 
caused this project to move from an intercom-only installation to an emergency communication 
system and ultimately to project termination. We noted key events that led to the project's stoppage.  
We noted that there were 4 Fire Officials and 3 various IT department heads associated with the 
project during its timeline. See below for the named department head. 
 

 
Task Assigned Fire Official Chief of Information Technology (CIO) 

Mary Ann May (Resigned August 2019) Matthew Bradford (January 2019 to 
August 2019) 

Victoria Stanford (October 2019 to 2021) Phillip Dunn (September 2019 to 
November 8, 2021) 

Matthew Decker (Start in 2021 and 
Removed February 2023) 

Vincent Vinueza (December 2021 to April 
15, 2022) 

Kim Luke (Started in March 2023 and was 
removed Fall of 2023) 

Josiah Phillips (April 25, 2022 to Current) 

Nathan Sade (January 2024 to Current)  

 
 

As mentioned earlier, the position of the OFCO was that the installation of the Penton Audio 
equipment to interface with the fire alarm system was paramount to the success of the intercom 
project being converted to the ECS. The addition of the Penton device to the intercom project 
required additional research and additional effort by RB to perform under the new request for an 
ECS.  See our findings below: 
 
Finding #08 Increase in cost of each school due to specification change for the Penton device to 

allow for connectivity to the fire notification system. (Objective #3) 
 

Condition- We noted a discussion with the CIO that the inclusion of the Penton device would 
increase the cost of the installation per school by approximately $150,000.  This specification 
change was not added to the contract or the Broward Schools master specifications. The Penton 
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device and the related change in scope added approximately $150,000 per school or $3,450,000 
for 23 schools which to date remain unused. 

Effect – The additional cost for the Penton devices is an expenditure of taxpayer dollars for a 
project scope change not approved by the BCPS. 
 

Cause – The various key department heads did not coordinate together to ensure that the intercom 
project as intended by the BCPS  board was performed. 
 

Criteria – The Board members set the policy and the strategic vision for BCPS.   
 

Recommendation –   We recommend that major changes to the scope and intent of a project of 
this size and scope be brought to the attention of the BCPS  in advance of sweeping 
specifications upgrades or changes. 

Management Response - Management agrees with this finding. When this unwarranted 
change became apparent (which was not approved by the board), it should have gone through 
the appropriate process for board approval and for additional funding to be approved. Upon 
learning that this did not happen, Chief Alberti and Dr. Phillips, met with the Superintendent as 
well as the Board Chair to correct this situation. We recognize the issues identified in Finding 
#9 regarding the increased cost per school due to the specification change for Penton devices. 
In response, we have taken the following actions to ensure better management of project 
specifications and costs: 
 

• Board Approval Process: We have refined our process for obtaining board approval for 
any changes in project specifications, especially those impacting the budget. This includes 
clear documentation and presentation of the changes, their rationale, and financial 
implications. 

• Cost-Benefit Analysis: For any future changes in specifications, a thorough cost-benefit 
analysis will be conducted. This analysis will be reviewed by the project management 
team and the finance 
department to ensure that the benefits justify the additional costs. 

• Stakeholder Engagement: We will improve our stakeholder engagement process to 
include timely discussions with relevant parties, including the board, before making 
any significant specification changes. 

• Training and Awareness: We will conduct training sessions for project managers 
and department heads to enhance their understanding of the impact of specification 
changes on project costs and the importance of board approvals. 

• Monitoring and Evaluation: We have put a system in place to monitor the impact 
of specification changes on project costs and timelines, ensuring that any deviations 
are promptly addressed and rectified.  

Through these measures, we aim to ensure more disciplined and transparent management of 
project specifications and costs, avoiding unplanned escalations in the future. 
 
We noted the en-masse purchasing of intercom equipment without considering the progress made 
at the time of acquisition. It would appear equipment should have been purchased on a per-school 
installation basis using Completed contracts versus percent of completion).  
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The request by the OCFO required RB to employ a component that would allow for continuous 
power to the ECS. As a result, RB purchased equipment and billed for those components under 
RFP 19- 123E.  It is worth noting that the additional components were not anticipated with the 
original specifications for the installation of the intercom-only system.  

Finding #09 The inappropriate purchase of Uninterruptible Power Supply (UPS) units 

Condition- The BCPS  staffers authorized the purchase of UPS devices by RB.  The need for a 
UPS device arises due to the change in scope, specifications, and installation.  See below regarding 
the add-on equipment. 

 

 
 
We observed unopened and unused UPS equipment at most of the schools where we conducted a 
physical on-site inspection.  The purchase of UPS represents excess equipment and unnecessary 
spending of tax dollars.  Most of the UPS purchases are over 2 years old and are obsolete or unfit 
for current deployment. 

Effect – The objective of installing a functional intercom system in 53 schools is not met and cost 
overruns were incurred. 
 

Cause – Ineffective project management. 
Criteria – Key internal controls and procedures. 
 

Recommendation – It is recommended that the District strengthen procedures to guide the 
effective management of large-scale projects. 
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Management Response - Management agrees with this finding. The UPSs were added as a 
result of the project being reclassified without authorization. While the UPSs are not required 
for normal intercom projects, since the district has already purchased them, they will be utilized 
on the district-wide intercom project as an added, but not required, measure to several sites. 
 

Furthermore, RB purchased over $500,00 in equipment and components in anticipation of the 
intercom project schedule.  We noted equipment in storage and not being used at the various high 
schools.  The equipment in storage as observed by us, for the most part, was still in the original 
container unopened. 

We believe that the substitution of ITB FY24-075 as a monetary approval apparatus to pay for 
work initiated under RFP 19-123E is not in compliance with BCPS  Procurement Policy 3320. The 
RFP expired and the department heads of BCPS  appropriately used the RFP with funding and 
now are using an ITB which requires less scrutiny to pay for work that should have been performed 
by a certain vendor. 
 
Finding #10 Termination of RFP 19-123E and utilization of ITB FY24-075 (Objective #1) 

 

Condition- We noted that RB performed work and was paid for work under RFP 19-123E. In 
April 2023 a notice of contract expiration was sent to RB to cease all work. A new ITB was issued 
by the School Board. ITB 24-075 is to be used by RB to complete intercom installation and work 
from RFP 19-123E.  

Effect – Work procured did not meet performance requirements during the contract term and 
therefore another procurement instruction was required. 
 

Cause – The above condition occurred due to ineffective project management and constant 
changing of intercom implementation objectives. 
 

Criteria – The problem occurred because the RFP requirements and School Board Policy 3330 
were not adhered to. 
 

Recommendation – It is recommended that the District consider evaluating work performance by 
vendors before being awarded new contracts/bids. 
Management Response - Management agrees with this finding. The district did ensure that 
Rauland was paid for the work performed and the equipment received prior to the end of the 
previous contract and that no additional payment was authorized or made. Additionally, under 
the scope of the new project, Rauland will complete the schools that it had previous permits 
on, previously started work on, and that the district had already received equipment for. This 
includes a total of 33 schools for this portion of the new project. To address these issues moving 
forward and improve our contract management processes, we have implemented the following 
measures:  

• Contract Review and Compliance: We have conducted a thorough review of the 
terminated RFP and the new ITB to ensure full compliance with all contractual 
obligations and district policies. 
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• Vendor Accountability: We are working closely with Rauland to ensure they complete 
installations in the 33 schools as agreed upon. This includes regular progress tracking and 
quality assurance checks. 

• Contract Transition Management: We have developed a comprehensive plan for 
the transition between the old and new contracts, ensuring minimal disruption to the 
project and maximizing the use of already procured equipment. 

• Stakeholder Communication: Enhanced communication strategies have been 
implemented to keep all stakeholders, including the board and the affected schools, 
informed about the project's progress 
and any significant changes.  

Through these actions, we aim to ensure a more structured and transparent approach to contract 
management, thereby enhancing the efficiency and effectiveness of our procurement processes.  

Through these actions, we aim to ensure a more structured and transparent approach to contract 
management, thereby enhancing the efficiency and effectiveness of our procurement processes. 

 
Sub Topic 9 – Intercom Performance Audit Conclusion.  

The BCPS board members approved RFP 19-123E which allowed the District to procure intercom 
system enhancements to support the safety and security at 53 high schools county-wide as 
recommended by Safe Haven International in August 2018. The financial impact to the District 
would be approximately $15 million.  
 
RFP 19-123E was issued with no language for an ECS.  Key department heads were aware of RFP 
19-123E and intended to use RFP 19-123E to pursue an ECS.  Various levels of executive 
management knew or should have known that the RFP 19-123E project was being moved to an 
ECS, although, the RFP called for an intercom-only installation. 

This decision to shift from installing an intercom system to a more comprehensive ECS was 
perhaps the most consequential in determining if the intercom installation would be completed for 
53 high schools.  In a separate communication, a former Director of Technology Planning and 
Policy gave the directive to begin the installation of work, despite him not having the authority to 
proceed. The reason for the shift in implementation philosophy for RFP 19-123E is that several 
key executive members believe the BCPS selected 53 schools needed to meet the standard for 
communication as listed in the Safe Haven report. 

Given Rauland Borg’s stature in the industry, they were not able to leverage this as their 
performance did not meet expectations (13 schools started, 9 in process, and 3 completed).  The 
below chart displays the dates and amounts of expenditures per high school. 

 

 

 

 

Page 61



 

 

CHART 1.   BCPS Intercom Project w/ Rauland Florida 
Date Job# PE# School Name PO Amount 
6/13/2019 Project SE19029 23015 16,639.00  

6/20/2019 Project SE19030 23155 51,560.35  

6/20/2019 Project SE19031 23034 68,864.05  

8/12/2019 Project SE19043 23371 6,339.00  

8/30/2019 Project SE19049 23412 68,207.44  

9/18/2019 Project SE19053 23664 09,471.35  

9/23/2019 Project SE19054 23693 6,581.62  

9/23/2019 Project SE19056 23675 49,230.90  

9/27/2019 Project SE19062 23712 58,243.56  

11/12/2019 Project SE19072 6,476.00  

1/29/2020 Project SE19053 24306 ECO-1 4,322.00  

1/30/2020 Project SE19029 24351 ECO-1 ,546.00  

4/23/2002 Project SE20026 24878 29,047.99  

6/19/2020 Project SE20035 25149 65,343.43  

6/30/2020 Project SE19055 25054 ECO-1 ,725.00  

7/29/2020 Project SE20040 25276 22,982.81  

7/29/2020 Project SE19031 25320 ECO-1 6,436.16  
7/29/2020 Project SE19049 25206 ECO-1 15.65  

7/29/2020 Project SE19049 25206 ECO-2 7,864.42  

9/29/2020 Project SE19072 Cancelled 16,476.00)  

10/14/2020 Project SE19031 25453 ECO-2 05,980.29  

1/4/2021 Project SE21001 26134 70,035.40$  

1/7/2021 Project SE21002 26156 70,035.40 
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Date Job# PE#  School Name PO Amount 
1/7/2021 Project SE21003 26153 176,904.20 

1/8/2021 Project SE21004 26160 170,035.40 

1/8/2021 Project SE21005 26162 154,425.80 

1/8/2021 Project SE21006 26161 170,035.40 

1/18/2021 Project SE21007 26155 170,035.40 

1/18/2021 Project SE21008 26159 176,904.20  

1/20/2021 Project SE21009 26163 170,035.40  

1/20/2021 Project SE21010 26157 176,904.20  

1/20/2021 Project SE21011 26158 170,035.40  

1/20/2021 Project SE21012 26135 170,035.40  

1/20/2021 Project SE21013 26136 170,035.40  

1/25/2021 Project SE19031 26187 ECO-3 11,975.00  

3/4/2021 Project SE19031 26417 ECO-4 41,501.07 

3/26/2021 Project SE19049 26573 ECO-3 92,469.00  

4/28/2021 Project SE19029 26815 ECO-1 168,249.61 

6/17/2021 Project SE19030 27091 ECO-1 144,497.00 

7/15/2021 Project SE20037 26812 ECO-2 1,875.00 

9/13/2021 Project SE19062 27537 ECO-1 179,290.91 

9/13/2021 Project SE19056 27536 ECO-1 150,625.90 

11/10/2021 Project SE19049 26573 ECO-3 94,576.17 

1/24/2022 Project SE22002 29929 546,248.20  
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Date Job# PE#  School Name PO Amount 
3/9/2022 Project SE22011 29931 64,155.00  

3/21/2022 Project SE20035 30323 ECO-1 67,924.00  

5/24/2022 Project SH20040 30726 ECO-1 110,944.00  

5/24/2022 Project SH19062 30742 ECO-2 650.00  

5/24/2022 Project SH19030 30742 ECO-2 11,447.48  

5/31/2022 Project SE21001 30846 ECO-1 278,129.00  

6/3/2022 Project SE22026 30892 255,384.00  

6/3/2022 Project SE22027 30895 346,152.00  

7/25/2022 Project SE19049 31036 ECO-4 10,991.32  

8/5/2022 Project SE22033 31265 293,766.00  

8/5/2022 Project SE22034 31244 293,065.00  

10/6/2022 Project SE21011 31486 290,125.14  

10/10/2022 Project SE21002 31482 ECO-1 286,803.00  

10/27/2022 Project SE21006 31735 ECO-1 289,068.96  

10/27/2022 Project SE21012 31732 ECO-1 309,505.14  

12/22/2022 Project SE22058 31372 172,670.98  

12/22/2022 Project SE22059 31373 172,670.98  

12/22/2022 Project SE22060 31374 151,452.00  

12/22/2022 Project SE22061 31375 172,670.98  

12/22/2022 Project SE22062 31376 128,684.58  

12/22/2022 Project SE22063 31377 83,056.93  

12/22/2022 Project SE22064 31378 172,670.98  
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Date Job# PE#  PO Amount 
12/22/2022 Project SE22065 31379 172,670.98  

12/22/2022 Project SE22066 31380 172,670.98  

12/22/2022 Project SE22067 31381 172,670.98  

Source of 
data -  

Rauland 
Borg 

 TOTAL 
Expenditures 

$10,760,366.29  
 

 

In interviews, many BCPS  staff and the sales manager expressed they were confident that if 
there was no change in scope they would have completed the RFP 19- 123E installation at all 53 
selected schools as scheduled.  Please see below for the progress per RB for each school. 
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In conclusion, RFP 19- 123E originated on 2/11/2019. Executive managers Mr. Alberti and Mr. 
Phillips sent out correspondence to cease work on RFP 19-123E and the work was halted as of 
4/21/2023.   The BCPS executive team released ITB FY24-075 for intercom-only maintenance.  
We were advised that another RFP is being considered or issuance during FY 2024 for an intercom 
system or emergency communication system.  The intercom-only project for RFP -19-123E 
concluded as an unfinished project for most of the 53 schools. 
 
Additionally, the Special Investigations Unit of BCPS  was evaluating whether to pursue further 
an investigation into the origins and decisions relative to the RFP and related expenditures.  
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EXHIBIT 1  

_________________ 

Bid #19-123E - Intercom Enhancement and Maintenance 
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SCHEDULE OF EVENTS - RFP 19-123E : 

 

Date Action
Aug 2018 z Safe Haven Report recommends upgrade to PA systems to VOIP Intercom System

Budget Approved $15.3M

Sep 26, 2018 John Gelsemino (PM) met with John Alban to discuss Intercom Systems

Oct 1, 2018 z John Alban arranges Presentation from Dukane

Oct 8, 2018 z John Alban arranges Presentation from Rauland

Jan 23, 2019 RFP Draft sent to the Fire Official for review

Jan 24, 2019 RFP Draft sent to the Building Dept for review

Feb 14 2019 z RFP released

Feb 22 2019 IT met with Bldg Dept explaining new direction for the District

Mar 8 2019

1st draft of Specifications with 16724 Sound and intercom/Master Clock - original 

2008 so old technology and obsolete models were listed.

Mar 19 2019 z

Meeting with Dr. May - Clarifications fire alarm and intercom systems will not be 

integrated.  Fire Alarm system will remain separate from the Intercom system.  If the 

fire alarm is sounding and you want to make an announcement, manually silence the 

fire alarm. 

Mar 20 2019 z

Evaluation Committee meets to select vendor:

Teresa Macri, Diane Shapiro, Ingrid Osgood, Martin Bennett, John Alban, Victor 

Newman, Susanna M. Deutsch

Apr 1 2019

Worked with Estella E. Eckhardt and OSPA, used the SESIR rating (School 

Environmental Safety Incident Report) to review  and order schools by priority  - 

minor mods case based:

1.        was placed at the top 

2.        was moved up in position so that the top 20% of all the schools 

represented all 7 districts.

Apr 23 2019 z Board approves Rauland for Intercom Project

April 29 2019 Intercom specs posted with Dukane ad Basis of Design. Only Dukane models listed. 

May 16 2019 Rauland provided mark-up of Intercom Spec provided

May 30 2019 Meeting with Building Dept to add Rauland models to Spec breaks down

Jun 6 2019 Legal Dept Directive for Rauland Basis of Design and to change Spec

Jun 12 2019 1st set of plans submitted

Jun 26 2019 Kick-off meeting held

Jun 27 2019 2nd set of plans submitted

Jul 2 2019 Final spec sent to Shelley Meloni

Jul 2 2019 z Dr May states: Intercom is NOT a mass notification system; not Life Safety

Jul 11 2019 3rd set of plans submitted

Jul 18 2019

Revised Spec  posted; Rauland basis of design - Added 'All remote devices shall be 

connected to the Intercom Headend".

Jul 26 2019 z Dr May states "Fire Alarm overrides PA System; no exception"

Aug 1 2019 Chief Moquin directive; IP solutions and change specs

Timeline of Events for RFP 19-123E

Page 68



 

 
 

Date Action
Aug 7 2019 4th set of plans submitted

Aug 8 2019 PPO talks to Dr May concerning 'no exception'

Aug 9 2019 z Dr May resigns

Aug 21 2019

Dr May letter states 1) Fire Alarm and Intercom to remain two (2) separate systems 2) 

voice evacuation statement

Aug 26 2019 Urgent ESC: Directive to Change Specs

Aug 27 2019 Final Intercom Spec Posted

Aug 28 2019 Fire Safety Reviewed and Approved  with Comments

Sep 5 2019 z 1st Permit received for Headend and Call Buttons Only 

Sep 6 2019 z Work begins at 

Sep 12 2019

Rauland Demo Fire Dept and Facilities to resolve Dr May 8.21 on voice evacuation 

statement

Sep 13 2019  headend and call buttons completed

Sep 16  staff trained

Sep 20 2019  Phase A plans submitted

Sep 25 2019 Urgent ESC - Phase B halted

Oct 2 2019 Discuss Fire Safety review for  to revise plans

Oct 10 2019 Findings Risk Analysis $646K - 1 year

Oct 14 2019 Rauland revisits  to revise plans

Oct 23 2019  revised Phase A plans submitted to the Building Dept

Oct 24 2019 Risk Analysis Meeting - Phase A halted until Risk Analysis completed

Oct 24 2019  Phase A plans submitted

Oct 30 2019 Email from  principal received

Oct 31 2019 First Risk Assessment Team meeting

Nov 4 2019 z PM Provides recap of "Intercom Misconceptions"

Nov 5 2019

Risk Assessment Team visits  Revised plans returned to Rauland to add 

UPS Specs

Nov 7 2019 Site visit Rauland/Fire/IT regarding Phase B

Nov 7 2019 ESC - risk assessments must be done on all buildings

Nov 15 2019  Phase A submitted UPS requirements added

Nov 20 2019

Risk Assessment Team meeting; PPO connected Hand-Held mic for intercom break 

fix

Dec 4 2019 Phase A Halt Lifted- meeting with Fire/IT/

Dec 5 2019 z Site plans submitted 10/23 &10/24 entered into ISS by Building Dept

Dec 12 2019 Risk Assessment walkthrough

Dec 13 2019

 plans rejected; wanted location of existing call buttons; 

1/62020 Sie plans entered 12/5/2019 still not returned

Dec 18 2019

Perla makes decision; location of call buttons on initial plans no longer required. Add 

note to show call buttons on change order before inspections. 

Jan 3 2020 Revised Phase A - 4th submission to the Building Dept

Jan 6 2020

1/6 baseline scheduled revised to 2/2021 Phase A and 3/2021 Phase B completions; 

New schedule is contingent upon risk assessments

Jan 15 2020 z

Meeting with Building Dept - SCOPE CHANGE- High Voltage EC required for generator 

(load capacity); Temp portables must be connected to generator until no longer used

Jan 22 2020  Phase A Permit 

Jan 24 2020  Phase B Plans submitted

Timeline of Events for RFP 19-123E - Continued
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Date Action
Jan 29 2020 Pathway survivability is up to the AHJ per Sarah Maman, P.E. 

Feb 4 2020 z Vicky drafts to board member the reason for fire official's re-interpretation 

Feb 5 2020 Phase B rejected due to new requirements

Feb 11 2020 z

Staff Follow-up Request No.: 20-112 Alhadeff - Fire Official reclassifying Intercom as 

ESC

Feb 13 2020 ESC meeting and meeting with Fire, Bldg to discuss  Phase B requirements

Feb 26 2020 z

ESC meeting; Intercom NO LONGER considered Mass Comm system; Intercom and 

Fire alarm to remain Separate; Sequence of Operation NOT required; UL 864 fire code 

compliance - NOT required.

Feb 27 2020

First Mention of PENTON - Matt gets email response from his UL2572 request: From 

Penton rep  to Matt: "Ricardo requested that I reach out to you on your UL2572 

request"

Mar 1-30

No activity due to COVID scenario - activity behind the scenes between Matt/Jeff at 

Penton - view email string

Mar 31 2020  Risk Assessment conducted

Apr 2 2020  Risk Assessment conducted

Apr 8 2020  Risk Assessment conducted

May 12 2020  Risk Assessment conducted

May 19 2020  Risk Assessment conducted

May 11- Jun 12 2020

Implementation/Testing; North Community School Phase A, Phase B 

implementation/testing

May 28 2020  Risk Assessment conducted

Jun 9 2020  Risk Assessment conducted

Jun 11 2020  Risk Assessment conducted

Jun 2020 z Moved permitting and inspections to CAP

Jun 25 2020 Training for Rauland/Internal District staff on CAP system

Jul 2020  Risk Assessments conducted

Jul 2020 z

Implementation work on  

Aug 2020

Inspections slated for  

 

Aug 2020 Walk through at  Kathy, Fire, Penton

Aug 2020 Meetings with Fire and Penton for the Penton component

Sep 2020

waiting on electrical plans to be reviewed in order to proceed with 

Prototype using Penton equipment added on to Rauland equipment

Oct 2020

Additional walk through with Kathy, Rauland, AGC at  changes needed 

based on Penton plan submitted with Rauland

Nov 13 2020 Completed both phases at  

Nov 18 2020

New Requirement added to the project - no conduit on canopies even during 

renovation work 

Nov 18 2020 Requested to escalate  due to outage of portion of school

Nov 30 2020

Functional testing requirements received from the Bldg/Fire Depts. NOTE: Updated 

2/1 after 1/28 inspection

Dec 7 2020 

Penton arrived  Placement received and updated Fire Specs from CAP. 

Returned unsigned/unsealed permits for inspections needs

Dec 8 2020 Requested from Matt a comprehensive checklist for Fire-related intercom needs

Dec 8 2020 z Urgent ESC meeting related to the Intercom project

Timeline of Events for RFP 19-123E - Continued
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Date Action

Jan 2021

NEW Requirement added to the project - All conduit must be painted for intercom 

project and not just new building per specs

Jan 2021 Rough inspections Failed since conduit must now be painted

Feb 1 2021

Impromptu meeting with Chiefs Dunn and Katz to go over some items with the 

project. KB to create documentation and provided via chats

Feb 2 2021 z

Requested from fire a checklist or guideline based on needs found during final 

inspection in order to retain for future school implementations

Mar 2021

 Audibility /Fault Testing provided that additional speakers needed in common 

areas. Proposals, POs and Plan approvals took all of March due to SBBC delays with 

shortage of staff, retirements in Bldg/Fire areas

Mar 1, 2021

 portable area removed from scope as the Facility and PPO Depts stated 

that the portables will be removed in summer 2021 (pending budget) so skip and 

save funds

Mar - Apr 2021

Scheduled risk assessments for  through 

April 20201

Apr 13 2021 z Building Dept requiring ALL work stopped at CAP until master permit approved 

Apr 20 2021

Master Permit submitted with sample showing how the work will be done using  

scenario

Apr 20 2021

Bldg Dept states that sample should not include building/room numbers so all needs 

to be removed and resubmitted

May 4 2021 z passed final inspection and project complete 

May 4 2021

All remaining risk assessments to be scheduled through 2nd week of July (all 

scheduled by May 15)

May 5 2021 Rauland submitted Master Plan to the Building Dept

May 12 2021 z Master Plan permitted

May 21 2021

Memo required by Bldg Dept created and will be provided to CAP for each site as it 

relates to the Fiber availability by the IT Division

Jun 2 2021

CAP has several key questions related to the fire component and has not moved 

forward on  until all resolved with Vicky/Matt; not sure of issues since 

CAP was included on inspection details at MSD

Jun 8 2021

CAP presents new comments related to NFPA

 •	site surveys to measure “ambient sound levels;”

•	visual aides such as strobes;

•	all equipment physically secured; connectivity to the fire alarm

•	command rooms must be NFPA rated

Jun 11 2021

Notified ESC of situation that needs immediate attention from the Fire Dept but 

Vicky deferred to Matt who is on vacation; but mentioned him checking emails. We 

need answers prior to moving forward so project is on hold

Jun 14 2021

Matt met with CAP to try and clarify some of the items in question for  

related to Fire

Jun 29 2021

Matt email stating 1.	The Rauland intercom system will no longer be referred to as 

an emergency communication system

Jul 2021 z

PROJECT ON HOLD - New direction per Matt that we are reverting to Intercoms plus 

Penton device as a 'bridge to the future fire/emergency communication system'

Jul 12 2021

Fire requested Pre Construction to rework specs based on Intercom only plus Penton 

as this step is critical for us moving forward

Jul 16 2021 All risk assessment conducted with exception of  (roof issues) 

Jul 27 2021 Teresa requested an update status. No response

Timeline of Events for RFP 19-123E - Continued
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Date Action

Aug 2 2021

Kathy sent request for an update to Shelley; response was that Matt is working with 

Dr Nesmith to advise of intent. 

Aug 12 2021 z

Chiefs Nesmith, Dunn and Teresa discussed project status. Matt asked to write a 

position statement for chiefs to review. Teresa asked for timeline on publishing 

specs - no response

Sep 13 2021

Teresa escalated project specs concern to Chief Nesmith since project is still on hold 

awaiting decisions on specifications. 

Sep 14 2021

Matt mentioned during team meeting that he is having to wait on next Board closed 

session to discuss situation 

Oct 29 2021 z

Two Years and still clarifying that Intercom is NOT Emergency communications 

systems (ECS) 

November 5, 2021 z

Matt Decker Memo to Leo Nesmith- Rauland will give infrastructure for Penton, 

Penton is UL2572 Device that can interface with fire alarm system.  Licensed fire 

alarm contractor must perform interface, not Rauland. Steps taking with intercom 

"will move towards certifying as ECS" as upgrades made to fire alarm systems 

through SMART

Sept 13, 2022

CIO memo regarding chip shortage and supply chain delays for HP switches and 

components needed for intercom

Jan 17, 2023 z

IT met with Bldg Dept/Fire Official/Chief Alberti/Chief Phillips - Intercom /Fire Alarm 

"Divorce" meeting - explaining new direction for the District which was original Dr. 

May direction - Fire and Intercom to remain separate

Jan 20, 2023 Matt's Position Statement - Intercom not ESC, not to interface with FA

Jan 2023

Superintendent response regarding Intercom, includes memos and  all positions 

statements of Fire Official

Jan 2023 z Halt to project, directive of District Leadership, via Chief Phillips

Jan - April 2023

Safety Tech PM Team provides Chief Building and Fire Officials with path forward 

plan regarding the closing out of the eight schools that only need inspections to 

closeout.

Work in motion to continue to work towards inspections, complete work identified 

by inspections.

Apr 21, 2023 z PWS sends cease work memo to Rauland

Relays Discussion

July 10, 2023 HCT Audit - First Meeting with Teresa/Manny

Timeline of Events for RFP 19-123E - Continued
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EXHIBIT 2
_________________ 

Bid #19-123E - Intercom Enhancement and Maintenance 
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February 14, 2024 SIGNATURES ON FILE 

TO: 

FROM: 

Joris Jabouin, Chief Auditor 
Chief Auditor Office 

Jaime Alberti, Chief Safety & Security Officer 
Safety, Security, & Emergency Preparedness Division 

Dr. Josiah J. Phillips, Chief Information Officer 
Information & Technology Division 

SUBJECT: RESPONSE TO INTERCOM PROJECT AUDIT FINDINGS (RFP 19-123E) 

The following serves as a response to the above-referenced audits findings. 

Finding #3: The Information Technology (IT) department is listed as the bidding department, 
therefore, the IT department is responsible for the changes in scope related to RFP 19-123E. 

Management agrees with this finding. Upon starting as the Chief Information Officer and learning about 
the history and changes in the scope of this project, Dr. Phillips worked with Chief Alberti and other 
stakeholders to understand why the scope of this project was changed, what process was utilized to make 
the change, and why the project was taking so long.  

At that time, it seemed that the then Task-Assigned Chief Fire Official, Matthew Decker, had taken over 
the leadership and approval of the project given its new scope of an Emergency Communication System 
(ECS). It also seemed that it was at the direction of Mr. Decker that the scope of the project was changed 
from an intercom enhancement and replacement project to an ECS project.  

Additionally, upon learning about the potential misinterpretation and misapplication of NFPA 72 as well as 
its impact on delaying this and other projects, Chief Alberti and Dr. Phillips wrote a memo correcting the 
scope and removing the previous requirement of an ECS which was distributed on February 15, 2023. 
Additionally, on February 24, 2023, Chief Alberti and Dr. Phillips brought this, as well as the fact that the 
scope change to the RFP did not go to the board, to the attention of then Superintendent Dr. Earlean 
Smiley as well as the Board Chair Mrs. Lori Alhadeff. Chief Alberti and Dr. Phillips also brought these 
issues to the entire board during a closed-door session where the board gave direction for this audit to 
happen.  

INFORMATION AND TECHNOLOGY DIVISION 

DR. JOE J. PHILLIPS 
CHIEF INFORMATION OFFICER 
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Finding #4: The application of National Fire Protection Association (NFPA) protocols relative to 
Version 72 Chapter 24 subchapter 101.  

Management agrees with this finding. Upon learning about the potential misinterpretation and 
misapplication of NFPA 72 as well as its impact on delaying this and other projects, on February 24, 2023, 
Chief Alberti and Dr. Phillips brought this, as well as the fact that the scope change to the RFP did not go 
to the board, to the attention of then Superintendent Dr. Earlean Smiley as well as the Board Chair Mrs. 
Lori Alhadeff. They also brought these issues to a closed-door session where the board gave direction for 
this audit to happen. The district will follow Policy 3330 in the future when any changes in specifications in 
the awarded RFP are needed.  

Finding #5: Ineffective permitting management during the rollout of the intercom enhancement 
project. 

Management agrees with this finding. Under the new leadership of Chief Alberti, Dr. Phillips, and Mrs. 
Czubkowski, SSEP Division, IT Division, and Facilities Division now have a weekly sync meeting to ensure 
that we are all working together, with the same information, and with the understanding that any changes to 
the scope that impact funding are openly discussed. The Facilities Division has assigned a project manager 
who will assist with tracking and managing permitting. Additionally, the new IT Division PITAC Department 
will assist with overall project management. The weekly meeting and project management expertise will also 
ensure BCPS procedures and protocols are followed so that contract terms are not circumvented.  

Finding #6: Change in scope without notification being reflected on the master permit. 
Management agrees with this finding. Under the new leadership of Chief Alberti, Dr. Phillips, and Mrs. 
Czubcowski, SSEP Division, IT Division, and Facilities Division have removed this interpretation and 
application of this NFPA standard to this project. Additionally, Chief Alberti published a new memo on 
February 15, 2023, which stated this change. Further, in the future, any new significant scope changes to 
this or other projects will follow the appropriate policies and procedures and will be reflected on the master 
and other germane permits. The Intercom Task Force leadership is also committed to a regular review 
process to ensure compliance with the board policy and proper documentation. 

Finding #7: Lax involvement by the Procurement Department with RFP 19-123E. 
Management agrees with this finding. While the user departments and divisions are the best sources of 
information regarding the needed scope of a particular project or solicitation, we rely on the expertise of the 
Procurement Department to ensure that proper solicitation methods are utilized and maintained. In the 
future, the user department will ensure to communicate with and rely on the Procurement Department on 
the new district-wide intercom project and similar projects. 

Finding #8: Contract terms with Rauland Borg were not enforced. 
Management agrees with this finding. This completion percentage after this amount of time is unacceptable, 
and largely due to the added requirements and scope of the project shifting as a result of the interpretation 
of NFPA 72. The project has been discontinued, and a new district-wide intercom project plan has been 
adopted which is currently being jointly managed by the SSEP, IT, and Facilities Divisions. The new project 
management plan includes: 
• Quarterly Performance Reviews: We will conduct quarterly reviews of Rauland Borg’s performance,

assessing their adherence to contract terms, timeline compliance, and quality of work.
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• Enhanced Communication Protocols: Regular meetings will be scheduled between our project 

management team and Rauland Borg representatives to discuss progress, address any issues, and 
ensure mutual understanding of contract terms. 

• Clear Milestone Tracking: A detailed project timeline with specific milestones will be established and 
monitored. Any deviations from this timeline will be promptly addressed and documented. 

Through these measures, we aim to strengthen our contract enforcement and project management, 
ensuring that such oversights do not recur and that projects are delivered efficiently and effectively. 

 
Finding #9: Increase in cost of each school due to specification change for the Penton devices to 
allow for connectivity to the fire notification system. 
Management agrees with this finding. When this unwarranted change became apparent (which was not 
approved by the board), it should have gone through the appropriate process for board approval and for 
additional funding to be approved. Upon learning that this did not happen, Chief Alberti and Dr. Phillips, met 
with the Superintendent as well as the Board Chair to correct this situation. We recognize the issues 
identified in Finding #9 regarding the increased cost per school due to the specification change for Penton 
devices. In response, we have taken the following actions to ensure better management of project 
specifications and costs: 
• Board Approval Process: We have refined our process for obtaining board approval for any changes 

in project specifications, especially those impacting the budget. This includes clear documentation and 
presentation of the changes, their rationale, and financial implications. 

• Cost-Benefit Analysis: For any future changes in specifications, a thorough cost-benefit analysis will 
be conducted. This analysis will be reviewed by the project management team and the finance 
department to ensure that the benefits justify the additional costs. 

• Stakeholder Engagement: We will improve our stakeholder engagement process to include timely 
discussions with relevant parties, including the board, before making any significant specification 
changes. 

• Training and Awareness: We will conduct training sessions for project managers and department 
heads to enhance their understanding of the impact of specification changes on project costs and the 
importance of board approvals. 

• Monitoring and Evaluation: We have put a system in place to monitor the impact of specification 
changes on project costs and timelines, ensuring that any deviations are promptly addressed and 
rectified. 

Through these measures, we aim to ensure more disciplined and transparent management of project 
specifications and costs, avoiding unplanned escalations in the future. 

 
Finding 10: The inappropriate purchase of Uninterruptible Power Supply (UPS) units. 
Management agrees with this finding. The UPSs were added as a result of the project being reclassified 
without authorization. While the UPSs are not required for normal intercom projects, since the district has 
already purchased them, they will be utilized on the district-wide intercom project as an added, but not 
required, measure to several sites. 

 
Finding 11: Termination of RFP 19-123E and utilization of ITB FY24-075. 
Management agrees with this finding. The district did ensure that Rauland was paid for the work performed 
and the equipment received prior to the end of the previous contract and that no additional payment was 
authorized or made. Additionally, under the scope of the new project, Rauland will complete the schools 
that it had previous permits on, previously started work on, and that the district had already received 
equipment for. This includes a total of 33 schools for this portion of the new project. To address these issues 
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moving forward and improve our contract management processes, we have implemented the following 
measures: 
• Contract Review and Compliance: We have conducted a thorough review of the terminated RFP and

the new ITB to ensure full compliance with all contractual obligations and district policies.
• Vendor Accountability: We are working closely with Rauland to ensure they complete installations in

the 33 schools as agreed upon. This includes regular progress tracking and quality assurance checks.
• Contract Transition Management: We have developed a comprehensive plan for the transition

between the old and new contracts, ensuring minimal disruption to the project and maximizing the use
of already procured equipment.

• Stakeholder Communication: Enhanced communication strategies have been implemented to keep
all stakeholders, including the board and the affected schools, informed about the project's progress
and any significant changes.

Through these actions, we aim to ensure a more structured and transparent approach to contract 
management, thereby enhancing the efficiency and effectiveness of our procurement processes. 

Observation 101:Project roll-out to all 53 schools. 
Management agrees with this observation. This completion percentage after this amount of time is 
unacceptable, and largely due to the added requirements and scope of the project shifting as a result of the 
interpretation of NFPA 72. The project has been discontinued and a new district-wide intercom project plan 
has been adopted which is being jointly managed by the SSEP, IT, and Facilities Divisions. 

Observation 102: Excess equipment not being used at various schools. 
Management agrees with this observation. While the UPSs are not required for normal intercom projects, 
since the district has already purchased them, they will be tested (as appropriate) and utilized in the schools 
that will be receiving Rauland intercom systems. The average lifecycle for a UPS is 3 to 5 years. However, 
this is largely dependent on battery condition and these will be tested prior to being installed. The plan for 
the other purchased equipment is to use it as part of the new district-wide intercom project. 

Observation 103: Approval from Area or Deputy/Associate Superintendent. 
Management agrees with this observation. Although, Chiefs who are direct reports to the Superintendent 
are at the level that can authorize these changes. The changes to the scope of the project requiring the 
district to have an Emergency Communication System (ECS) did not occur in accordance with proper district 
protocols or board policy. As a result of management’s discovery of the changes to the scope, a clear 
understanding now exists to ensure any changes to the scope are properly communicated going forward. 

JJP/JA:djc 

C:  Dr. Peter B. Licata, Superintendent of Schools 
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