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Chapter I

'INTRODUCTION

Publlc Admlnlstrators are constantly searchlng for
ways to prov;de required services at m1n1mum cost, Today S
Aeconomic situation nakes this,need even,morevprevalent.
There ere demands for impfoVed Services coupled Witn demands
for lower taxeS.»lTherefore‘public Administrators'must find
methods to meet these demands where ever it is economicaliy
and politically feasible. R

This paper will explore some df‘the meﬁhods being used
by public agenciee today: VConsolidation of-departmentS>
within an agency, consolidation ef agencies, Joint use‘of
some . fa0111t1es and equlpment by neighboring agencies,
contractual agreements between public entitles, and contract-
nal agreements between publlc agen01es and private eompan—.
ies. ‘The anthor will show the advantages and disadvantagesv
of these agreements. |

| This‘paper wili stUdy'regionaiized publie services in ¥‘

.generél and”regionalized'fire brotection in particular‘A
There will also be a look at coneolidation of fire'pro-
tection agendies as a possinle alternative " The data have
been gathered by studylng the documents of various publlc
agencies, interviewing offlclals in certaln publlc agen01es

and evaluating ertten 1nformatlon available through library



‘sources.

Chapter_I’is the intrqduction and will contain the'
pnfpdse.of the‘paper, thevmetnodology, and the chapter
review.

Chapter II is a general look at reglonallzed publlc,.
~ service. Joint powers agreement and contractual agreementsj
-w111 be explalned and several examples will be presented |

| Chapter IIT is a close 1ook at regionalized flre
‘protectlon. The effect of Peros;tlon 13 on the fire
service is discussed with respect to its pressure’for mofe
economlcal fire protectlon. |

Chapter IV 1s a study of total consolldatlon as a
viable alternatlve; Examples are 01ted to illustrate
the effeet of consolldatlon for publlc safety agencies.‘
Their advantages and dlsadvantages are discussed o

Chapter V is a summary and conclusion on reglonallza-

tion, functional consolidation and total consolldation.



Chapter II

\  REGTONALIZED PUBLIC SERVICE

- INTRODUCTION

One of the most impdrtantvqhahges in 1oca1 govérnmént.
' in recent years has béen the growing awafeneSS of ﬁhe heed"
fofjcoOperative éctivity. People are no longerkrestricted
v tb the boundaries‘of a single city or.counfy, whethéf fural,
suburban or urban. The rapid growth,ahd modernization of
our nation has brough with it a highly mobile,'highly:
demanding-public which is involved daily with a.numbef of
local governmehts. Today's citizen rarely-works, lives,
shops, and enjoys his recreation within a single juris-
diction.1 |

There ére many pfoblems facing 1oca1‘governments
today that cross jurisdictional bdundariesi i.e.: Trans-
portation, economic development; environment, law enforce;
7mént,-healthvprotection; and fire‘pPOtection. The fire
‘service has been invoived in regional service for many
years. Filre administrators reéognize that fires cén rapidiy
.spréad4from one jurisdiction to another and.in order to
proVide adequate fire proteétion political boundaries should
be ignored. |

A region is a group of néigthriﬁg'local cbmmunities

whose residents are joined as a unit economically, socially,



 political values.

and geographically, but-;ack governmental unity. The‘
regional approach is an effort to construct a poliﬁical
process and governmental system which relates to these
néw regional'communities and their challenges.2

Regionalizing'any public service is not always easy.
The idea is to provide coordination or'integrationiof”
services so that they operate as-an articulated single
system. It seems logical to establish'a‘fegional approach
in those areas where there is a linkage between the
.corresponding'éervice'aréa ahd populations. Several
communities thét have attempted to establish a region&liied
scheduie of services have found that progress can bé
difficult. It has also been found that these attempts,bftenv
‘involve facing 1imitatibns of resources, overComing =
organization inértia, and fighting against'professional
»parochialism,'entrenched intereSt and highly-prized

3 .

The late John F. Kénnedy*summed up the need for a
regional approach 20 years ago in his first message to -
’éongressz | |

- "The city‘and its suburbs are interdependent parts
of a single community bound together by the web of
transportation and other public facilities and by
common economic interests. Bold programs in individ-
ual jurisdictions are no longer enough. Increasing-
ly, community development must- be a cooperative

_ venture toward the common goals of the establishment
of an effective and comprehensive planning process

in each metropolitan area, embracing all activities,

both public and private, which shape the community.

Such a process must be democratic--for only when the

citizens of a community that participated in select-
ing the goals which will shape their environment



can they be expected to support the actions necessary
to accomplish these goals..." '

There are several alternatives to regionelized public
service which include: |

Assumption of local»service_by.state*or federal
agencies.

Special districts organized_to’deliver local service
on a‘regionalvbesis.' |

Transfer of responsibilities from one agency to another;

“Joint powers_agreements.

Consolidation.

ASSUMPTION OFrcoNTROL BY STATE OR FEDERAL AGENCIES

The Federal government\and some state goVernments are
creating agencies.that'assume.control in’local areaseof
 certain functions. Air and water quality standards'and
-land use planning are examples where state or Federal
goVernment agencies have been established. ‘An example is

the Bay Area Conservation and Development Authority which

- has been established to control the use of the San Francis—

co Bay and sorroundingICOQSt'land.

The 27 member commission was created by the California -
legislature in 1965 in response to citizen concern for the
fﬁture of San Franéisco‘Bay. 'Originallylthe commission
was to last only four years and would disband when an
opereting plan was complete. It wss subsequently decided
by the legislature to make the‘commission a‘permgnent

agency to carry out the plan.



In 1969 thé‘commission réoeived pefmanent.status
" and was charged with three major arééé.of responsibility.
Numbef one: Regulate all filling, Chénges in existing
use, and dredging in the bay.' Number.twdi Have limited
jurisdiction within a 100 fbbt strip inland from the bay.
The charge to the commission was to mainfain‘public access
to the béy, Also the commission WaS‘asked»to insure
suitable develdpment on the bay front. Number'three:
Control the‘filling of salt pohds,df wetlands that»were‘
diked off from thé bay. It'is recdgnized that while thése
areas are notisubject to tides they provide wildlife
habitat and water surface important to the climate of bhe
bay area. |
In 1977 the state legislature charged the commission

with a fourth responsibility, tb implement the Suison
Marsh Presefvation Act. This gives the commission éimilaf
control‘over the Suison Marsh which is:adjacent to the
bay. The commissibn was composed of representatives from‘
the federal,_state, and local governments and the general
public.u |

 Since San Fréncisco Bay effects so many different
v>cities and counties as well as the state, a commission
of this type was the answer. It allowed for a standard
methOd of dealing the with problem-of the bay and those
“who wished to use it.

Air quality control is an area that involves several



levels of gouernment. State law- gives cities the authority
‘:_to adopt air pollution control meaSures although most have

traditionally left control to the counties. The excep-
_tiongto this is the South Coast Air Quality Management
District in which the countles share representation on
the governing board w1th cities. The framework for'air
pollution control in the South Coast basin is based largely
upon statutory authority found in the Clean Alr Act
Amendments (42 U. S C. 1857 Federal), the Murford- Carreh
Act of 1967 (State)‘and the Lewis Air Quality Management
Act of 1976 (Regional). Air quality management certainly
demonstrates the need for some form of regional control.

S William Simmons and Robert'H.‘Cutting; Jr., in a-

1974 article in the Hastings Law Journal, conclude:

"That air pollution 1is a regional phenomenon.. At
least in areas where the problem of air contaminants
is relatively serious, the benefits of "grass roots"
~local control are outweighed by the need for regional
regulation and for a strong state regulatory agency
to supervise the ‘activities of local and regional
agencies to insure that certain standards are met

throughout the state." .

The Callfornia legislature has'created‘a regional
district of local elected officials and one publlc member
.’to manage air quality in the South Coast Air Basin. The
United States Congress has amended the Clean Air Act to
require states ‘to consult w1th local elected off1c1a13'
in each non- attainment area prior to des1gnat1ng agencies
to prepare plans for attaining and»maintaining-federal

air standards. Congress has requested that these agencies



be made up?of‘local'electedaofficials. By the action of
v'dthestateand federal leglslatures it 1s poss1ble to,
"_ retaln local government partlclpatlon and strengthen
-regional plannlng | o
' There can be serlous ramlflcatlons in any take over.
hof local functlons by a state of Federal agency A layer"dv
»{“of bureaucracy is. added and the c1tlzens do not have local
:yelected OfflClalS to contact 1f they have a problem.:
‘.The authorlty and stature of local government is dlmimlshed;p
'Home rule is a very 1mportant commodlty to most elected
wOfflClalS and they Wlll not glve 1t up w1111ngly.‘ Equal
"ptaxatlon is another problem created when there is an
Tﬁassumptlon of local authorlty by,the state or Federal
:government , If a. percentage tax is applled the morev
,affluent communltles pay a hlgher portlon of the tax;
fIf:avperycaplta:tax 1s;used ;tlcan put.a;burden‘oncthosec;

 less able tovpay;

\ SPECIAL DISTRICTS

' A spe01a1 purpose dlstrlct is one dev1ce used to
f‘prov1de 1oca1 serv1ce on a reglonal bas1s. There are R
“t“many dlfferent types of special dlStPlCtS.\ Water, flre h
and sewer are the ones that occur the most 4but there are
B f_others,-such as-z L1ght1ng, park s011 conservatloné e

bmosqulto abatement trans1t and health The“special'

dlstrict is usually concerned w1th on1v oneé Pnnnfjonal

o i s

”serv1ce and 1t collects taxes to prov1de that serv1ce

oo b L



However,'there are serious weaknesses to the special
,district or_fanotional approach. The'very ease'of1their
creation has tended to produce a multiplicity of individ-

ual districts which are not politically accountable or

b,
I

ith other functional programsvﬁ“

g@@pgn&;ve»towcoorq;natl

ThlS further aggravates the very problem they were created

to avoid--unooordlnated unrespons1ve governmental programs.
These 51ngle purpose districts also Chlp away at local
governmental perogatives and seriously weakens the authority

of localvgovernmentS'and the public. Furthermore, once

established, the special districts seem‘partioularly

difficult toﬁabolish‘or modify, since there is very little

voter control. ' Even in those instances where the govern-

ing body'is appointed by local elected officials tne_
longevity of the appointments aggravates the possibility

5

of control.

TRANSFER OF RESPONSIBILITIES

The transfer of responsibility is another method
~used by looalvgovernments to provide service that is neces-
sary but eoonomically”not feasible for the local entity.
Some of the servioes that are transferred are. health,
library, welfare, police, fire andbtransportation.
An example is the transfer of health servioe by

San Bernardino City to San Bernardino County. It was
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mutually agreed that both~thd city of San Bernardino
and the county of San Berﬁardino were interested in
secufing uniform enforéement|offall léws:and_ordinances:
pertaining to the public health énd sanitation within the
;ihCOPporated area of,the city and the unincorporated area
immediately adjacent to the city; It was also agreed
'tﬁat the county waSequippedto proVide the services.
| The agreement.between'thé two agencies doe§ hot stipulate
’ﬁhat_the Qity shall pay fof the‘serviées pfoﬁided, but‘
“that any monies.derived from the issuing of‘permits’by
" the county, or other feés shall be collected by the county
health department and deposited with the county treasurer.
The agreement further states thaﬁ the.permit cdsfs of.fees

shall be in accordance with the city schedule{6

CONTRACTURAL AGREEMENTS

Anothef technique that is frequently used 1s the
inﬁerlock agreement dr contract where one governmental
agency contracts with another to provide a specific
service for a fee.

One of the mbst notablé examplés of this techhique
is thelLos Angeles County's "Lakewood Plan". Los Angéles‘
had been contracting to provide sefvices tbfcities‘within
the county since 1907, but for the most part these contracts
co#ered individual functions agreed to on an ad hdc basis.
During the post World War II period, older citiés, which

were eager to annex new areas, offered as inducement a
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variety of municipal services. In 1954 Los Angeles
County reacted by adopting a new contractipolicyfdesigned
to enhance the’attractivehess of incorporation rather

| than annexation. This new policy promised almost all
municipal services to any city within the county. Lakewood
'Jvoted to accept the new plan and thereby,set an influential
trend for intefgovernmental agreements.7
Montgomery County, Maryland has adopted a method df
assisting smalleremunicipalities in its cOunty'with
eontractual agreements. A munidipal advisory boardeaé
formed to deal with the eleven incerporated cities. The
group was formed by counﬁy executive in order tovaccomplish
the following six principle'objectives:8
-Provide a means by which the county executive'Would
be alerted to possible problems peculiar to the
county's policies which relate to them. '
~Provide a forum:for’representatives of the subjuris-
dictions to air their views and express their
opinions on county policles which relate to them.
—Prdv1de a means of coordinating the services and
activities of county government with those of its-
munlclpalltles.-
-Provide 'a formal mechanism to study 01ty/eounty
relationships, and thereby develop more meanlngful

1ntergovernmenta1 programs.

—Prov1de a vehicle for carrying out solutlons to
1ntergovernmenta1 problems.

-Maintain a formal and continuous liaison between the
county and its municipalities.

As with many small_cities throughout the'natiOnvthe
citiessin.Montgomery found that it was not cost effective

to maintain forces to provide the necessary services..
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 Therefore, the alternaﬁive was to contract‘with priﬁate
'fifmé for such services as road répairs,’refuse colleétion,
and Show.removal.“ waevef; the,jobs were usually small
- and require‘the mobiliZatiOn bf‘largé and éxpensive
~machinery, whiéh is notvalways economical for atbrivaﬁe
~firm; Thevfifm'must transport’its equipment (often'mény
miles from‘its home_baée or previous job) to perform a;'
véfy small job, for which the city usually cannot affOPd
to pay the going rate. | ' |

The county, on the other hahd, perfofms thése_same
services for the areas outéidé the cities; which means that
when the county iS‘WOPKing in the general area of a small
municipality»it can proVide the éervice at a fraction}ofb
the cost to a priVaté contractor. Under’the guidance of |
the municipal advisory boafd, the county has developed ‘

‘a simple, hon—profit contract system by which it can quickly
- perform basic services such as road repair for the county's
smaller muniéipaliﬁies. The municipality pays for the
serviCesboh a difect—cost basis, which is considefab1y '
lower thanbhiring a private‘firm.9

 This plan allows the cities to maintain home rule
and, at the same time, provide‘a high level of cost

effective service to.its citizens.

JOINT POWERS AGREEMENT

A joint powers agreement 1s one method of providing a

service that is of mutual interest to the agencies in-
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fvolved :
In March of 1976 a. JOlnt powers agreement was es-,*'
»;tablished 1n the county of San Bernardino creating a

'=county—w1de transportation authority known as "Omnitrans" fc"

'o'The agreement was entered 1nto by and between the county

'>1of San Bernardino and the c1t1es of Chino, Colton Fontana,v-

L Loma Linda Montclair Ontario Redlands Rialto, San -

‘Bernardino and- Upland:“ The JOlnt powers agreement was;fb:ti
],the most efficient way to prov1de a public tranSit system‘ﬁi‘t
i,to serve all parties. Certain transit serv1ce authoritiesacgi

vwere serv1ng sub areas of the county and 1t was de01ded
'“;that the tran31t needs of the entire county could better

T:ibe served by creating a s1ngle umbrella agency. vThehbia

;_fagency could coordinate the efforts of the sub areas and

vi,prov1de better trans1t serv1ce for all.

The governing board ‘is made up of the maJor or.‘

‘ 'coun01l member from each member 01ty and all five super—.p-

:',Visors of the county.; The 01ty members could have an ’

: 'alternate~ butthe county members could~not -»Each~member

“”has one vote.r However upon the call of any board member'f“' 2

7-5 weighted voting shall be used which entitles each
T“member agency to one additional vote for each $5 OOO ‘;\]f[
o of capital asset value contributed to Omnitrans 1n the
“dname of the member‘agency ‘> | »

: The Board of Directors perform the follow1ng functions:p

1. Adopt the budget
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2. Appoint a general manager
-3. Appoint a technicai committee
I, fEstablish'pblicy, including but not iimited to:
(a) wuniform fares | |
(b) marketing
(e) ’user informétion
5; .Adopt rules and fegulations for/thé-conduct of
business | | o
6. Perform such other functions as are-réquiréd'
to accomplish the purpose of the agréement;lo
The Omnitrans agfeement alloWs'eachvarisdiction‘to ”
determine the sérvice characteristics,for theirvarea such
-as: Hours of- operation, frequency.and areas.or routes .
to be serﬁed; >Service méy alsovbe provided to points
.outside,thevjurisdiétional limits of Omnitrans if request-:
,ed. The extended‘service will be billed acCordingly to
the parties making‘the request. |
| The formation of Omnitrans,is an eXémple,of a neéded
»serViée that can be provided on a regional basis. The
agreement éllows each jurisdiction to a certain extent to
"deéide”its own 1éve1»of service and, at the same time,
have inp@t’into the bverali Operation thfough the voting
power of its bbard memper. Tfansportation.is bne area
that lends itself to regionél Service. The transit needs

of the region are being met much better and at a cost

savings to the user.
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CONSOLIDATION

."Consolidation of‘city and county'governments in
California, impossible to achieve in the past through
the electoral process, may galn new support in the future
as the result of current tax limitation pOllCleS Con—=
'solldatlon refers to the merging of two or more ‘local
~governments to form one governing unlt. As a movement in
the United States consolidation of goVernments has had a
"limited record of success, but is taking place in falrly
larger number in recent years, espe01ally in the Southt"ll

The two principle types of consolidation are function-
‘ al'andppolitical. The functional type of consolidation
involves contracts, mutual pacts or interlocal agreements
between local governments calling for the exchange of
services (as‘discussed above.) This type of consolidation
does not change the form of ex1st1ng government. -On‘the
other hand polltlcal consolldatlon occurs with the actual
merging of two or more local entltles and this obviously
can be controversial and.difficult to’achieve.

vMany’advantages can be identified to justify pol-

itical consolidation; a large_governmental unit'can
v providebservicesbmore-uniformly over a vast geographic"
area than is possible.With small fragmented units; it can
attract more profe351onal employees and can better plan
'for the future. However, there also are dlsadvantages,
malnly in people s distrust of big government their fear

"of raises in taxes, and the dlsruptlon in their "establish-



16
ed orientatlon toward local government institutlons and
symbols;"l2 At tlmes, consolldatlon can cause reallgn— ."”

”ment of politlcal power among 1nfluential prlvate 1nterest

sf groups and changes 1n publlc employee work loads all- ]“

‘f‘of which may affect the support of. these groups for
pconsolldatlon.' Slnce people frequently develop an' l
",1dent1f1cation'w1th a spe01flc communlty whlch transcends
htheirhfeelings toward nelghborlng«areasrthey may percelved
‘a loss of'this 1dent1flcatlon 1f thelr 01ty or town 1s
merged w1th a larger unlt such as the county..

Another 1mportant factor 1s that the need for expand;
»ed.serv1ces in. outlylng areas is not seen allke by all
people as belng of equal 1mportance.} Persons who beneflt‘
‘from the ex1st1ng government structure have learned to ’
daccommodate themselves to the status quo and are reluctant
to vote for change unless they experlence deep dlssatls—
faction w1th thelr current services and can be shown ‘that -
‘dlrect beneflts will result from the proposed change 13

Any consolldatlon that w1ll change the polltlcal

’fhmakeup of an area is g01ng to be met w1th opp081tlon by

‘some factlons.‘ Consolldatlon can mean the ellmlnatlon“
'offspecial'distrlct;boards of dlrectors whlch are used [A o
.:by some‘wQuldébepoliticlans7asastepping stones to elected -
lofflces. ' | Rie | h
Spec1al dlstrlct boards may operate from a hldden
agenda and not in the_best interest of the taxpaylng K

citizen who has little or no input into the system.



‘rKent Mathenson, Pre51dent of Metropolltan Funds, Inc., ”5

v’fexpressed these same concerns 1n an - address to the 53rd

‘ A58001atlon

~annual conference of the Internatlonal Clty Manager s "'

: "One p0381b111ty that concerns me . greatly is that
some councils of government could actually become

devices for avoiding interjurisdictional action.
The fact that elected officials come together to =
~discuss problems does not mean that they necessarily .
have to decide to take joint action even when joint .
: actlon would -clearly be the ‘best route to 1mprove
.publlc serv1ces. : . :

The very opp051te could be true.h Conceivably, a
number of local officials who want to avoid any-
thing except localized and independent action by
individual units could be most. effective 1in doing

~just that as members of a council of governments.
‘They could talk to death any proposal for coopera-
tive activity. They could raise anygnumber of = :
fan01fu1 objections. They could per51St in dis-

- agreeing on the deflnltlons of a problem or the

- best alternative toward a solution or the role of
each of the local units of government involved.
They could simply keep specific matters off the. agenda

- or, failing that from every belng reconciled.

The really dlsturblng aspect of this sort of a
"status quo" council is that its very existence
prevents other organlzatlons from applying the
regional approachwhlchlt ostensibly, had been.
created to provide. In a region where a council
of governments has been established no other agency
can hold itself out as being responsible for, and

authorized to deal with, such area-wide concernsv'
~as pollution and trafflc,‘and land use and trans-
.portation. A council of. governments co- optsthese
matters, and if it does not deal with them no one
else can. The recoghition of councils by Federal
agenciles- as the single agency representative of ‘

. regional interests within an area itself makes 1t

v partlcularly dlfflcult for any other organlzatlon
to step in.

A second p0551b111ty that concerns me is that some
councils of government evidence very 1little under-
‘standing of the need to involve the '"grass roots"

citizen in their: plannlng and dellberatlons. ’
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One criticism of special authorities over the years
has been that they are neither responsive nor res-
ponsible to the people. They function much as their
directors want them to function, and Mr. John

Citizen has no means of expressing his views or his
-needs or displeasure. He is burdened, in one form
or another, with the cost of operating the authority,
and he 1is governed, in one way or another, by
policies and procedures of the authority. But, he
has virtually no voice in what the authority does."

CONCLUSION

Régionalized‘public:service is becomming a mére Viable

concept‘as_public agenciesjexperienée a budget crunch.

The fact that today's citizens normally do not live, work,
‘shop ana‘play within a single jurisdiction promoteé ﬁhe |
ideé of regionalization. The disadvaﬁtages and fears Of
vcity fathers losing home control are concerns that must
be dealt with if regionalization has any chance. It‘
would appear that as budget constrainfs become stronger,

some form of regionalization will become more attractive.
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Chapter I1T

FUNCTTONAL CONSOLIDATION IN THE FIRE SERVICE

INTRODUCTION

One‘very impoftahtiarea in which go?ernment entities
can work together is fire brotecﬁion. Fire certainly doesv
not feCogniZe political bouhdaries, vFire can spreed'from
one jurisdietion to another Very quickly.' Therefore, it
is to the behefit of all fire protection agencies to assist
each other. It has been the author's experience that
virtually'any major fire requires manyffire agencies to
control it. | |

As.Fire Chief of San Bernardino City, the author
has been involved in numerous fire incidents requiring
the coordination of several‘or many government and private
agencies. A fecent graphic example of this was the
Panorama fire, which occured in November of 1980. This
destructive fire started in the San Bernardino Natiohal
Ferest and quickly spread into the city of San Bernardiho
-end also into the mountain community of Crestline which
reeeives its fire protection'from the California Depart-.
ment of Eorestry.~e1mmediafely three seperate fire
ageheies were involved. Ultimately, help from over
200 fire‘agencies was required to contain and extinguish
this fire.

The assistance that fire protection agencieS'dffer
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each other during emergencies ise%ermed."mutual eid";‘
Another form of‘aSsiStance is "joint response" whefe
fire'agencies send units to other jufisdictions automat-
ically on the initial‘respenée;' The emergency'assistance
has led to-sharing‘ofbreeources in nen—emergenéy situations.
The auphor feels that the assiétanee climate iﬁ‘whiCh
‘fire administrations work can very likely lead to intra—
: city‘mergers, joint purehasing'and joint p1anniﬁg=fofv
fire pfdtection.‘»The concepts_ abeve are forms of

functional consolidation.

MUTUAL ATD

The help requested durlng the Panorama fire by the
three entitles is termed "mutual aid" by fire agenc1es.
All flre departments in the state of California are
signatory to a master mutuallaid plan. This plan was
‘devised because it was recognized that no community}has
fesourdes to cope with any and_all emergencies fofvwhich
potential exists. Also, fire and rescue officialsvmust
pre olan emergency operatlons to insure efflclent utlllza—
tion of avallable resource34 - The plan states in part 1

1. Basic to California's emergency plannlng is a
statewide system of mutual aid in which local
jurisdiction relies first on its own resources.

2. The_California and Civil Defense:Master Mutual

Aid Agreement between the state of California,
each of its 58 counties, and those incorporated
cities and fire protectlon dlstrlcts 81gnatory
thereto and which: . .

a. creates formal structure for provision of |
mutual aid:;
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b. provides that no party shall be required
to unreasonably deplete its own resources
in furnishing mutual aid;

¢c. provides that the responsible local offlcial
in whose jurisdiction an incident requiring
mutual aid has occured shall remain in
charge at such incident, including the
direction of such personnel and equipment
provided through mutual aid plans pursuant
to the agreement;

- d. county-wide and local mutual ald opera— '
tional plans shall be developed by the
parties thereto in accordance with the
provisions of such operational plans; _

e. the mutual aid extended under this agree- .
ment and the operational plans adopted '
pursuant thereto shall be without reimbur-
sement . unless otherwise expressly provided

~ for by the parties to this agreement. :

, Thevplanvpfovides for a systemaﬁic mObiliZation,
organization and eperation of fire end rescue resources
of the state end its peliticsl_subdivisions:in mitigating
the effects of disaster. The plan also provides for a
comprehensive and eompatible method for the.expedient
mobiliiation and response of aﬁailable resources on a .
local area, regional and statewide basis. 

In this manner the fire service agencies in the sfate
‘have regionalized fire protection duringvthe time qf the
incident. The multip1e agencies-come ﬁogether as one:
agency with a single command structure. _The'equipment,
and personnel of each depsrtment is totaiiy committed

nntil released.

JOINT RESPONSE
‘Annexation of county area‘by cities has been on the

increase in California for some time. Piecemeal annexations
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have caused wanderlng boundary llnes between the,hhl
"t>01t1es and countles w1th county 1slands totally w1th1n'
'a 01ty a common occurance 'When the boundarles are not'-l
stralght 1t causes problems for all publlc'Serv1ce pro-
‘v1ders; but more 80 for a fire department because of |
'i the emergency nature of 1ts serv1ce The flre or medlcal
“:ald must recelve 1mmed1ate response Valuable time 1s |
ablost de01d1ng 1n Wthh Jurlsdlctlon the emergency 1s
tmylocated | N

One method used to overcome thls problem is to prov1de

. a statlon funded by both agen01es that responds to - a

glven area regardless of JUPlSdlCtlon. - The county ofv“‘

.Ventura and the 01ty of Oxnard entered 1nto such an

‘",agreement When the area known as- Channel Islands Harbor ”;ﬁv

'began to - develop,ﬁthe clty of Oxnard approached Ventura
"county on prov1d1ng one- thlrd of the three person englne
company to be located in the v101n1ty. In lleu of prov1d—ﬂf
,1ng orie flre flghter on duty dally, 1t was agreed that
the county would pay to the clty an. annual amount of

”ctwo thlrds of the flre taxes of the structures w1thin
"O:the,area., Th1s amounted to about $60 OOO annually 1n the gr'

mid 1970'3.2.& o R
- The agreement stated that

Vfl. The 01ty w1ll prov1de ‘an englne company statlonv

g scomplete with apparatus and manpower’ levels
o s1mllar to other flre fac1llt1es of the 01ty
V:gé;h‘The 01ty will ut111ze ‘the station to provide'

~initial fire suppression and rescue services. to'h
both the 01ty and certaln county Jurlsdlctlonal'zv

-areas §



25

3. The city will make the station available for
emergency services to be utilized pursuant to
both automatic aid and mutual aid agreements
in existanoe between the two agenecies.

4., The county will provide the following services
to the county Jurlsdlctlonal area

a. »respond a second-ln or followeup engine -
company as indicated in dispatch procedures,
and additional assistance as requested;

b. provide station coverage as requested in
the event that the joint station is not
‘available for immediate respOnse within
the district;

c. provide fire protection serv1ces includ-
ding fire cause investigation;

d. provide a home fire safety program;

e. provide a weed abatement program;

f.  participate in hydrant rental agreements

with water purveyors. _
The agreement was-written to last five yeafs with
a clause that either party-eould terminate on July lst
with 60 days notice;3“

RESOURCE SHARING

‘ There'is increasing acceptance by some fire ad-
ministratore to consolidate public and‘private enterprise-
to provideva higher level of fire protection. The
insurance industry isbvery much concerned and involved
bin fire protection. Currently both the insﬁfance in-
dustry and fire departments expend resources on insbedtion
of properties--one agency for the purpose of rate;making—fone
for the purpose of reducing fire pazards. It has been
suggested that consolidating these inspections could;
reduce insurance industry eosts; provide a source of
revenue to the fire department; and develop an incentive

for homeowners to eliminate fire hazards by providing a
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discount on‘theif insurance‘premium '
This concept is based on the theory that an occupancy
that has had a fire 1nspection will have less fires
and losses. "Inspections produce three types of benefits:
(1) reduction of the rate of fires§ (2) reduction of
the rate of deaths and injury; (3) reduction of extent
of fife spread, loss and the time to control4the fire".g
"Following the great fire of London, in 1666, in-
surance companies discovered thatvthe;Surest way to control
fires in the homes ofia policy holder Was to do ip them-
selves{ ‘As a result,aihsurance.companies wefe behind
the creation’of’the fifs%vfire brigades, the foundation
for today's fire department."5
\The'current practice reqdires that a representative
of the insurance 1ndustry 1nspect commercial properties
~to determine the 1nsurance rate. The representative looks
vat building constructlon, exposures and a number a other
b'areasvand_a rate is set. The fire code establishes that
‘most commerciai OCcupancies receive an inspection from
the fire deparﬁmentvatTleast‘once eachbyear. The objeétiVe
 of these inspections, as a general rule, is to_remove o
poSsiblepignition sources and to reduce the spread (and
1oss)vof fire, should that occdr.6 |
Tt seems logical that the»fire department'and the
1nsurance 1ndustry could share the results of the 1nspec—’

tions. The fire services and the 1nsurance 1ndustry

could work together to utilize (and train as necessary)
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fire debartment forces, where there is mutualbégreement’»
to,provide'inspection>ser§ices of commerical occupancies
and homés for the insurancé industry. The fire departments
v would be réimbursed‘for this inspectioh sérvice.
_Thisvprogram Woaid also proVide a closer working

relationship between the'firé service and}the insﬁranée'
~industry. "There is a feeling among some fire'service
people that the economic incentive for‘fire loss reduction .
lies within‘the insurance'industry,‘ﬁot with 1bcal goverh—
ment. Somehow; if we are to realize the goal of reducing
loss of life and property it will‘be necessary to bring
the fire insurance industry and the fire protectioh service
cloSe together."7 |

Bryon Chaney, Fire Chief bf Palm’Springs, California, -
is currently workihg with several insurancévcompanies
on the prospect of joint inspections.‘ He-expects,some
results in the neér future.8

One method of resource sharing is for.fire protection
agencies to join tbgether fof certain phases of their
opératioﬁ. The fire depaftments in East San Bernardino
Valley héve‘formed a group to assist each’otherQ CONFIRE
bis a-acronym for the Consolidated Fire Agencies of East
San Bernardino Valley. ‘The member agencies are Central
‘Valley Fire‘District? California Department of Forestry,
Colton Fire Department, Loma Linda Public Safety Divi-
sion, Norton Air Base FireDeparﬁment, Redlands Fire

Department, Rialto Fire Department, San Bernardino City
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~

Fire Department and the San vBernardino National
Forest. , ‘ | -

The department chiefs of the CONFIRE group hold
monthly meetings to discuss mutual problems and to attempt
"to find methods of prov1d1ng 1mproved fire protection to
the 01tizens of the region.

Joint use of equipment is one method that CONFIRE
found to be most benef101a1 to all the agen01es An
agreementuwasﬂentered 1nto»1n 1979 to‘J01nt1y purchasev
and use a mobile high pressure alr compressor. This
Vehicle'isiused at the scene of amajor emergency to refill'
breathing apparatus bottles.‘ It also is sent to each
department each week to refill the air cascade systems
used in day to day operations.

This type of vehicle is very valuable'inifire
}protection but is costly for one department to purohase
and maintain. Thelagreement-calls for the maintenanceu
on the air,truck to be‘shared,by a»pre—determined formula.
The formula is based on the number of fire responses by
each agency for the previous two years.9

| The CONFIRE agencies all have joint response agree—
ments with those agencies that have coterminous boUndaries.
Joint‘response agreements permit fire apparatus to
automatically.reSpond‘to a pre-determined. area 1in another
jurisdiction. This allows the nearest:fire equipment'to
be sent to the emergency regardless of Jurisdiction

P

The automatic aid agreement in East San Bernardino Valley
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allowe the fire protection agenciee to ignore the political
boundaries until the emergency is resolved.
As indicated above, the CONFIRE chiefs meet monthly.
Two sub-groups have also been formed, the CONFIRE training
»officers and communications officersj The training
officers plan and carry out quarterly joint drills 1nvolv~
ing personnel from all the.agen01es. The communlcations'
vofficers coordinate communications between the several
dispatch centers. This fecilitates the‘automatic responses.
The 1981 chairman of CONFIRE, Central Valley Fire
Chief Duane Mellinger stated in an interview: 10
"CONFIRE is a step toward a total regionalized
fire department in this area. It is a benefit to
- all the citizens of this area. It certalnly is a
progressive step from several years ago when fire

departments would hesitate to respond outside their
own city limits."

INTRACITY DEPARTMENT MERGER

Another type of consolidation that has merit is
merging one or more'departmentsIWithin a city. The cicy
of Rialto is a general law ¢ity and provides all the tradition-
al city services including police, fife, planning, community
services:(water, sewer, Streets), perks and recreation,
finance, treasuer, and ciﬁy clerk. ' As the belt began
to tighten on the economy (in 1977) and even before the
emergence of revenue restrictive Proposition 13, the city
administration has begun to look for more economical ways
to deliver the existing services. At that time each

department operated independently with few joint activities
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'ér reéource sharing.

One savings the city made was to contract out>its
fire dispatching. The fire depértmeﬁt had conduéted
its own dispatching at‘a”coSt in excess of $60,000/per
year. It Was determined that contracting dispatching
with another»governmental agenéy——SanzBernardino Coﬁnty‘
Cohmunciations‘Department would be cost effective.v The»
County Communications Céntef had‘élready merged several
doﬁnty dispatch functions into one center. It was also
contracting with other cities for fire dispatch serVice.

The -director of building and éafety for the city of
'Railto had retired in 1978 and the question of consolida~-
tion with the fire depaftment was discussed, It was
determined thét a possible consolidation could reduce
redundancy, minimize bureaucracy and maximize available
resdurces.‘ An experimental trial period was eétablished
with the objective of improved‘coordination of inspection
éctivities.ll‘ |

It was determined that the consolidation woﬁld coh—
sist of placing the two departments, fire and building
and safety, under one administpative head. This appeared
to be the most palatable merger based upon the pqlitical
environment and employee atmosphére. The primary concern
on the part of the employees was that no one would lose
their job. The total merger was explained to the employees .

and they accepted it. The economic crunch currently

being felt by most cities made the merger very feasible
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to the elected offlclals The senlor bulldlng 1nspector

/

bf'was elevated to "Bulldlng Sectlon Chlef" and reported

'lerectly to the Flre Chlef on lelsion matters.» The flre' e

= preventlon sectlon was admlnlstrated by the Flre Marshal 5

, holdlng the rank of Battallon Chlef who reported to the

l FlrevChlef on d;v1s1on.matters_relatlng to fire preventlonQT

A long range‘goal:iSItoVCOmbinebthe‘Building Séetion"‘

’ . Chlef and Marshal 1nto one pos1tlon.

as he states in the summary of his paper:

Fire Chlef ‘Roger Purdle feels the merger 1s a success :
13 o

"The merger - experlment was - completed in June
1979 w1th satisfactory results. Not all the goals
were reached; however, a significant reduction in _
confusion and an 1mproved level of activity coordin- -
ation was developed. The cooperation of existing
personnel in both affected departments was ¢ritical
for a smooth merger and was a mJor factor in the’
success of the concept .

- The break from tradltlon with thls type of

. consolidation may not work in other communities
because of the key factors outlined that were
~present in our case; however, it could serve as
~an example of what can be accompllshed when govern-
ment is willing to experlment ‘and risk in order to
_better serve. the publlc. : '

¢

;CONCLUSION

‘There appear to be many areas of funotlonal consollda—

tion that are fea31ble for flre protectlon agen01es.-

'VMutual Ald and J01nt ReSponse are splendld methods of

‘prov1d1ng a531stance for emergency 81tuatlons on a

temporary basis.

‘, Resource sharing such  as joint: 1nspect10ns between

rflre agen01es and 1nsurance companies could prove to be
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benéficial to bot@ organizations.
Resource sharing of the type being practiced by the
CONFIRE group is actually the first stage df consolida-
| tion albeit it 1is sti11 functional consolidation. The
joint purchasing, joint response and joiﬁt drills.have
proven tb be Verybéffecfive fqr.the CONFIRE depéftments.
The merger of départments within a city is another
methodkdf consolidaﬁing similar services. kRialto City
has shown that a merger Qf'this.type can be effective in
both saving money and providing a higher level of service.
| Functional consolidation is a tool mény fire admin-
iétrators are now using and this should iné;ease in the
future.v However,'in some cases it 1s a matter of over-

coming traditional beliefs to achieve consolidation of

agencies heretofore not considered possible.
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Chapter IV

~ REGIONAL CONSOLIDATION FOR FIRE PROTECTION

INTRODUCTION

The regional consolidation concept for fire protection
has been researched and dlscussed for many years In
1966 the Wingspread Conference report stated 1
~"Many independent fire department jurisdictions
find themselves unable to cope with the financilal
pburden of providing fire protection as a service.
The economic stresses and strains become very pro-

"nounced as 1ncreased demands for other government
services occur. x

The above statement certainlyaapplies today as much,
or move, as it did in 1966.

Almost ailpfire departments today are experiencing
some form of budgetary constraint or actual reduction in
the Ievel of service capability. Faced with the reality

f reduced fundlng, alternate methods and approaches for

delivering adequate fire protectlon is paramount in plans

of the fire admlnlstrators.

ALTERNATE METHODS

Many individual towns, communities and cities have
joined together in different arrangements to provide
1mproved 1eve1s of fire serV1ce dellvery These arrange—
ments range from contractual on call mutual aid to fully
: consolldated flre districts or regions. Between these

poles are Varlous arrangements whlch 1nclude automatlc
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aid response, central purchasing and cooperative fire
station 1ocations. |

The ultimate answer, in most cases, for lower cost
~ fire protection and/or increased level of service is total
consolidation. ’However, it may not bempolitiCally |
feaseable. vSome communities simply do not waht'to give'
| up home rule. |

Proposition 13 was passed in California in 1978. The
new law changed the property tax structure and severly
limited the revenue available to flre departments. A
statew1de commlttee was formed to study the problem of
prov1d1ng flre protectlon now that the basic funding source
for fire service has been drastlcally cut. The committee
was made up of representatlves from all facets of the
fire service in Callfornla.v The committee studled many
different methods of solving the problems facing them,
inoluding:2 |

Ad valorem taxes :

Demand charges and fees for serv1ce

State funding measures

Reductions in level of service

Functional consolldatlon
Reglonallzatlon

. CONSOLIDATION

N v . .
The Proposition 13 workshop steering committee recog-

‘nized the problems with regionalizationf The following

is the committee's'statement-on this issue:>

"As you well imagine, this sensitive topic was-
approached with all the ‘suspicions and preJudlces
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that could be expected. However, a productive
discussion hinged on adopting a positive and open
attitude. Departmental consolidation is one pos-
sible solution. Like it or not, after funding it
may be the number one issue fa01ng the fire service
in the 1980s."

The Workshop looked at both the_pro and con argu-
ments for regionalization:

Pros: The main argument offered for merging of.

: several fire departments is the potentilal
for savings in administration, personnel,
equipment, and operating costs. '

Some savings in support services costs at

" the county level can be expected as a -
result of consolidating a number of fire
departments in the county.

A consolidated department will make it
easier for the public to keep up with
where the tax dollars are going, and who
provides what services when.

Improved resource utilization and distribu—
tion.

Improved operations through standardization.
Improved employee opportunity for promotion
and transfer may held maintain a high level
of productivity and morale. '

Reduction in overall fire protection costs.

Improved responsibility and accountability
with a single administration.

Cons: Some may view consolidation as a loss of
local accountability. :

Some citizens and fire service administrators
may resent the loss of autonomy.

Economics of scale. Size doesn't guarantee

~ efficiency. Regionalization can be
expected to produce economics only to a
certain point. After that the rate of re-
turn diminishes.

Labor relétions: Concerns about staffing
and benefits can doom fair consideration
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of regionalization before serious plannlng
can start.

Political concerns can override all other
considerations in favor of consolidation.

The problem of working out equitable
resource contributions.

The majorvstumbling block to coneolidation,hin this
author's opinion, is 1oss of local autonomy. Most emall.
v01t1es or communltles do not want to lose thelr 1dent1ty
It is felt they will simply become part of the blgger
organlzatlon and have little voice in their flre protection.

‘An informal study was conducted in 1978 by the local
fire chiefs on the possibility of consolldatlon. (Thls
occured while the author Was Deputy Chief of the San
Bernardino City Fire Department and privy to the informa-
tion.) The report came back from the various city managers
thfough the chiefs and it indicated negative response
to the concept.‘aIn fact, one city managerbinStructed
his chief to ceaee even diScussing the mattef at future
“meetings. »The'chiefs attributed theif managers' feelings

" in part to a fear of loss of home rule.

EXAMPLES OF'CONSOLIDATION EFFORTS

South County Flre Protectlon District h
The South County Fire Protectlon District is the
consolldatlon of Belmont Callfornla Fire Protection
District and the 01ty of San Carlos Fire- Department of

Callfornla.
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The Belmont Fire Protection District served the
city of Belmont and a small portion of unincorporated
area of San Mateo County. The Belmont city council
served also as the board of the fire district. The two
cities have coterminous boundaries with comparable
social/economic characteristics and topography.

The city and the fire district created a joint
powers authority under section 6500 of the California
Government code. Both agencies took existing staff and
facilities and consolidated them into one fire authority.
This included suppression, prevention and administrative
activities. The fire chief is supervised by a management
committee consisting of the City Manager of both commun-
ities. General administrative support such as finance,
personnel, equipment maintenance and communications are
provided by the two cities. The authority is governed
by a four person board made up of two council members
from each city. The benefits of the consolidation are:

Operational:

There are now four engine companies, one aerial

ladder truck company and a rescue truck for fire

suppression vs. four engine companies before.

The new fire prevention bureau has one fire marshal

and three civilian inspectors vs. two fire marshals

and one inspector before. One chief's position was
eliminated and the total staffing was reduced to

68 from 75 with an added emphasis toward fire

prevention.

Economic:

The South County fire budget for fiscal year 79/80

indicated a savings of $500,000 over the combined
budgets of the two fire departments prior to the
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’overall cost. The major savings came from reduced ad-
ministrative staff which was used to augment the patrol

~staff. There was savings in vehicles and other equip-

men% The Corte Madera town council also utilized the

sav1ngs to strengthen the fire department whlch was badly
neeged. The council felt that the net result of this

'approach would be an overall stronger publlc safety

posturestlll_coupled with financial sav1ngs.

It was decided that the Twin Cltles Pollce Authority

wou%d bevgoverned‘by avfour—member counc11 with two members

from Corte Madera and two members from Larkspur. This
raiaed the inevitable'question ofbwhat happens if there
is a disagreement. It was the feeling.that the twin
cities council would be far more effective if‘it‘must
reach a compromise rather;than have an uneven voting
structure or some form of blndlng arbltratlon. Once
agaln if the partles believe in. the concept it is felt
that they will find necessary compromises in the 1nterest
of furthering this concept. The administration of the
depaﬁtment is fixed with the two town managers.

" |Mr. Douglas R. Dawson, Town Managervfor Corte
Madeﬁa stated that it was his belief that "at this time
the cknsolidation Will provide“both communities with better
and broader poiice service at an overall reduced cost |
withoht:sacrificing local control and responsiveness
to in@ividual community needs."

% _
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Western Wayne Fire District

8ix cities in the south‘eastern section of the state .

chigan are curn@ﬁtly‘studying the féasibility of
lidating into one‘fife departmeﬁt. ‘The cities of
e, Inkster, Romulus, Taylor, Wayﬁe and Westland_
1y decided to explore'thé possibility of providing
éme'level of fire protectidh at less cost or better~
ction at the same cost. The contiguous area isv
uare miles and the combined population is 256,300}
"Rising cdsts for éll_six communities requ;réd that
hod of cbst éontainment for firé portection services'
veloped or face drastic reductions in the level

re protection service."7
An evaluatibh of fire protection needs indicated

e cities that full regional consolidation of fire
ction services holds the greatest promisebof a

ion. A feasibility study was made to evaluate

resenﬁ efficiency and cost'of‘fire protection services
e six communities. It covered the impact of operat-

s a single depar£ment. It also examined the organ-
onal structure changes required to operate effe¢~

y as a consolidated region. Other studies covering

s per capita, runs per compahy, companies per cépita,
nies per square mile, manning and total cost per |
a have shown that regionalization préduces its

-

um benefits when applied to areas with population

100,000, 8




42

The conclusion reached is that regionalization of
the fire protection services in the six communities 1s
both necessary and desirable. Consolidation will result
in improved efficiency and cost containment for all six
communities. It is recommended that the six communities
form a "Western Wayne Fire District". The proposed consolida-
tion would result in the closing of three fire stations with
no reduction of effectiveness. The equipment from these
stations would be reallocated to more strategic locations.
Equipment no longer needed would be sold.

The reduction in fire fighters would be handled by
attrition during the first year of operation. Increased

use of paid on-call fire fighters would augment the on-

duty forces. The projected savings ar'e:9
Close thitge SEALIOND . v vnavi $ 30,000
Sale of WO SLALIONS s e v vsain $400,000

(one station to be used for

fire prevention headquarters)
Reduction of 10 fire fighters. $400,000
Sale of five pumpers.......... $ 25,000

Total savings first year $855,000

CONCLUSION

Total consolidation of a fire (or police) department
can be feasible and desirable in many instances. For a
consolidation to be successful the city and/or county
administration must be willing to give up complete local
autonomy. In return it should increase effectiveness
and reduce costs. The consolidation concept must be sold

to the public as well as to the employees involved.
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Chapter’V

| SUMMARY AND CONCLUSION

f}
L
|
 Fegionalized,public service is not a new concept.-
g

President Kennedy, in his first message to Congress,

urgedjlocal government to explore these possibilities.
. | . . .
There'are a variety of ways to aéhieve'regional'sérvicei
Takeoher by county, state or federal agencies, establish-
l - |

mentgof a special district, trénsfer of responsibility

to adother agency, contracting with another.éntity and
(proﬁably the hardest to achieve)btotal consolidation.

A 1oéical approach is to estabiishvregionalized service

in t#ose aréas that have a linkage betweenr the COrrespond-'

i

ing %ervice area and the population.

\ » .
'There are many ramifications to any establishment

J _
of régional service. Items that must be considered are:

Type[of taxatioh and its‘equiality; political account-
ability; and the loss of home rule.

:Regionalization involving natural resources appears
to bg the easiest to achieve. Thé San FfanciscovBay
could nof be admihistered individually by all the juris-
dictlions in?Olved. Therefore, the establishment Qf the

San Francisco Bay Commission was the most realisitc
| .

approach for the bay communities to equitably manage the

use% df the bay. Air‘quality management is such a nebulous

| [ : | 3 3 .
commodity that it could never be handled by individual

i
|
I
|
|
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communities. An Air Quality Management District Waéj
obviously necessary to insure that regional standards
could be met. Normally these services are'fairly easy
to regionalize as‘they do not impact the average citizeh
on an individual basis és much as the more direct services
such as fire, police or health. |

~ The health and safety serviéés are usually more
aifficult to cohsolidate‘becauSe citizens do not Wént
to give up home rule. The local governmentinormallyv
prefers to retain direct input into the level of service
receivedvfrom these agenciés._ Some communities enlist
the aid of local citizens as police reserves and volunteer
fireffighters and regionalizationvcan jeopardize these
‘organizations. Peoplévmay pefcei?e a merger as a loss
véf neighborhood identificétioh and fight to defeat 1t
even though if may'méan loWer cost or impro?ed service.

Contract agreemehts 1ike'the LakeﬁoOd Plan certainly

give a small commuhity a dimension in providing service
without the prdblemsviﬁvolved‘with a fuil city serﬁice.
Contraoting}also ailows an entity to deal with seasonal
probiems.without purchasing equipment and hiring personnel.
gThe Omnitrans Joint Poweré Agreemenﬁ is an efficilent
methéd'tOfprovide a public_transit sysﬁem fof the San
Berﬁardinb’Valley. A joint poWers agreement“gives,ail

the participants involved a voice in}the administration

\
of the agreement.

As stated above, the author feels that the fire
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service ie a front runner in providing regional service.
’Mutual aid, (assistance to other departments during
emergency operations) has been active in California for
2 number of years. To control a major fire, the resources
from many agencies must be brought together under one‘
command.

>Numerous fire departments with coterminous boundaries
are now entering'into.joint response or automatic aid |
agreements; The goal of progressive departments of today
is to respond withvthe elosest‘fire equipment td a fire
fegardless of jurisdiction. Many fire depertments are
participating in joint purchasing to achieve cost savings
‘available in mass purchases.v These items range from
safety gioves to fire enginee.‘lnnovativeideas such as
consolidated inspections by insurance companieseand'fire
departments are being.explored.,/

The merging of departments within a city can reduce’
“cost and improve service as demOnetrated by tne city of
' Rialto.. The merger of the Rialto Building and Safety
and Fire Departments reduced personnel and_alioWed.buildefs
to deal with one.agency‘instead of two. Sharing‘of re-
sources and functional censolidation are concepté that
: ére being etudied by various fire depértments. -These
are_nethods ofvimproving effectiveness and/or reducing costs
without the trauma of total’consolidatien.

.Tnis author has Qbserved from personal experience

the benefits realized with the organization of CONFIRE .
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"in the East San Bernardino Valley. It has allowed the
member departments to provide a‘higher level of service
without being absorbed into one 1argé entity and losing
 individual identity.

It must be Pecognized that personalities play a large
part»in how well functional consolidation will éucceed;
If the leaders of the departmentsVinvolved feel threat-
ened they:may create roadblocks -to consolidation.

Regional-consolidation is a very drastic step for
:any typevof public serVice. The_exaﬁples shown in the:
text indicate that it is feasible ih certain cases. The
timing is most important and the idéa must be sold to
those affected. The feeling of maintaining home rule
especially for fire or policé departments_ié Very'emotion—
al. The public must understénd that it will continue to
‘haVe‘input into the operation of the dépaftment. The B
post-Proposition 13 Workshop‘récognized that tOtal:con—A
solidation is a sehsitive issue but still felt‘that it~
was probably fhe number one 1issue facing the fire service
in the 1980's. |

Iﬁ coﬁclusion the author'feels that regionalized public
_serviée'is a viable concept that must be’explbred by.pro—
>gressive administrators. Every effort must be made to
overcome thevparochial atﬁitude of the past. In many
 instances regionalized public service is in place and
Working. In today's'economyvthere is need for much more.

All cities»andvéommunities must accept the challenge
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of determining thé best<methods of providing effective
service at the most economical cost. Consideration must
bé given to whethef a higher level of service can bést be
achieved by total consblidation or anyvof the other types

of functional consolidation.
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