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An objective look at the fire service
delivery system in many arees of the
United States shows that duplicative
wkila exists — sofvetimes to sn extreme.
1t is ot hard to find situstions where 28
many as 10, 20, or aven 30 individual fire
depar ts exist and pete for Lax
dollare in an sres that serves less than
100 squuare mailes. Situations exist where
two cl‘ threa fire servica systeros that
are b Listaly adi t t0 one L
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There are many reasons for the exist-
ence of what appears Lo be such o wasteful
systen. Citizens saw the need for protec-
tion, and many firs departments were
sstablished because of nacesity and with-
out any plans for future development.
Small ities were ted by

By Floyd L. Pittard

ever-increasing nambers of emergencies.
This reducsd the need for some resqurces
but did oot address much of the duplica-
tion found within the total system.
Histary And Demoyraphics

Several years ago it became appareat
thai. thres fire departmeata (intwo fire
districts) in the Portland, Omcon. metro-
politan area were d
manpowsy, W‘ut_'l'huedgpm
ments w'. i‘liovru'kmtdou!y together
through, tic-aid agre ta at
emer;euq wanss. Duplications were
eapecially apparent at the mid-mansger
and wpport levels. EMS officars, inance
ommu:“d other department positions
wars .found in triplicate. Each degart-

ment had good delivery systems snd,

distances that prectuded the establish-
meent of an overall protaction aystem. Once
eatablished, these mostly volunteer fire
departoents developed a strong sense of
pride, competitivencss, and & “don't tread
on me” atiitude.

Aa the wrban, subwban, and rural
arvas grew, firs dapartmants responded
o the needs of their constituents. Fire

ts hired caneer personnel, per-
haps & paid chiel or & chief and a very
small contingent of driverfengineers,
which was sugmented by an active group
of valupteers. As growth continued, many
of the dapartments became fully staffed
with paid persounel or developed larger
carver-oriented sysiema that were sug-

ted by wol Mutual-aid and
L tic-aid agr ts nanisted these
departmanta in their efforts to respond to

pubhc relativas, and ‘sach (ndividual
tment also h.-d . stmng ‘Weatity

nd ssnse of autongmy with ..:tmnz; g
pohuelllnd ld-rlunntrlhve ludanhip. P

A ddvmc ﬁuw for an l.ltgnnﬁve fire
service dnlivq systoniwas the W}'
tax rate uuyﬂ;uhm dapartments in
the Portlind metropolilan area. The tax
rate for one agency wasover $3.00 oneach
thousand dolflare of property worth, and
the other agencies had a tax rata of
approximately $2.65 per thousand. This
rate was seen by the cities an axorbitant

mpparatus, .

sarvice area of the propoesd consolidated
department was part rursi and was
adjacent ta the Portland metropolitan
area in the southern part of the district}
It was necessary to keep the cties in-
formed of the study and the city councils”
and mayors’ participstion in the proceas.
The leadership for a merger ceeds to
ocarne from the top down. Fire districts in
Orwgon haye fifa board etnbery that are
-bd.odat.lugn City fire dopartmants are
' r,_.pemodbyelechdmn'h and mayors,
The taxpayer provides the financisl
support, and this support i strengthened
by the sstablishment and delivery of a
mou cort-elficient service,

Tenuuumﬂuruwm rmde by luﬂ‘
andboard bers to arrange d
" vegardingthe poasibility ol functional con-
u&daﬁoﬂ.pu results of the first meet-
- inge, but'unﬂu Jwo firy districls were
dulunﬂunng‘t- ta say the least. The
initia) mesting anded in the two respec-
N Live bodrd presidents arguing over what
" cobor théngioss would be and who would
bo ln chafge ¥4+
Eveatually, as & result, of more meat-
Ings, the board members, city council, and
msyor directed the ctaff Lo develop a plan
for i vonsolidation. This type of

T Y3

A quote from one city manager was,
“You charge too much, and we want that
money. [fyou cant do it cheaper, we will®

The service ares of the proposed con- |
solidated department was 175 square

miles with & population of 240,000 and
included eight cities, only one of which
had its own fire department. {The
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would leave each depart-
ment whole; yet, it would allow for use of
squipment, facilities, and manpower
interchangeably throughout all three
departments.

Once the politicians decided to look
it the matter, it was time for the three
fire chiefs to prove that they were
amensble to the project and to get things
moving. The chisfs agreed that even
though one of them might aot favor a
certain raatter, the outcome would be
based upon the considered opinion of what
would be in the best intersst of the pablic
served, Each tima the chiels came to »
polnt of 2ispute or indacisicn, they would
aak what was beat for the public and make
their decision based oa the anewsr.

Tha board of directors and city council
wers kept [nformed of progress. Reports
were mada {0 each other on & regular
basis. It was also important Lo keep oli
employees informed of what was being
done and why. Memoa, personal appear-
ances on clsed-crcuit TV by the three
chiefs, and articles in newsletiers wers
provided throughout the process on &
scheduled basis. Without this, the rumor
mills work overtima!

Radio, television, and newspapers were

14

pt.S

develop master plans for each division
and subdivision withia the proposed
conaclidated wgency. Minetesn such
areas of atudy were identified, and plans
were required to be submitted by certain
dates, Task Force reports wers predented
to the chiefy, reviewed, returned for
modification as necessary, and presented
to governing bodies.

About Lhis time, the inoonveaience and
delay in communicationabetween boards,
city coundl, and administration bacame
excessive, Headguarters for two of the
districts were located 22 miles apart with
acceas ever two of the busiest highways
in Ovegon. To overcomw this barrier, an
Intergovernmantal Council was sstab-
lished, Tt consisted of two representatives
from the governing bodies of sach
department. A represeniative from each of
the citiex was solicited and sat on the
Interyovernmental Council (IGC} in an
adviesry capacity. Thia committee’s
responsibility was to facilitats the flow
of information and direction between
«taff, the boards, and the city councils. A
meeting of the IGC meant that at least
two elected officials from esch of the
three agencien wers up to peed on
developments, and they could pass ea the
information to their collesgues at
regularly scheduled meetings. The other
seven citied wers alsa kept abreast of
developments through their represanta-
tion 10 the IGC. The mambers of the IGC
met and discussed the progress of the
study. These members would evaluate
the progress, report Lo the bosrds and city
councils, and muke recommendations.
They had ao decision-making authority
for their respective agencies,

The uniqua part of the orgenization
was that it was being administared by not
one — but three fire chiefa! The joint
chiefs had manifold responsibilities, Mot
only did they have to keep their own
departments functioning but they also
had to intagrate their department into
the new organization and be responsible
to the governing bodies of all three
agencies. They also had to keep budget,
personnel, and other funclions separate
#s vequired by state law and bargaining
unit contracta, Quite a juggling actt

As tha fnterg A.I‘ "
were developed, ulopud. and i.nph-
mented, they wers dossly monitored
ensure that the desired results were
schieved. Ay the consolidation snfolded,
the efficency and cost-savings predicted
by the Task Force reports wers confirmed.
By November 1968, the joint chiefs were
able to advise the boards that the aystem
did work as projected, and the time was
right to consider fuil merger. In January
1089, the districta jumped through all the
lege] hoops, changed the department
names, got cew stationery, and became a
fully d district. A new logo wes

kept informed of the progress on an
almost daily basis. The media became
quita interested when it was explained
that the fire service was embarking upos
aphnﬂ\-twouldulmwyndmmh.
L prove service, and reduce dupli

devolopo:l for the departmant, and
Tuslatin Valley Fire and Rescus replaced
individus] department asmes.

Plens ars to reducs redundant
positions over the next five years

'nmwulmodmtolell — it was
good presd if the plan was accomplishod
and good proas If & fuiled.

The real auts and bolts of the plan
began with the chiefs’ establishment of
the Task Foros. The Task Force would

(approximately 25 positions) at a savings
of 1.2 million doliars per year. State law
doos not allow for & reduction in fros in
the maerger, bat through atirition a
reduction in forces will occur through

Wﬁgum avd . Two of the
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continued from page [

When the governing bodies agrecto a

study, their next step should be to direct
original three chiefs have retired; the the stalls of the departments involved to 3 WE WANT TO HE.AI
remaining chief is in charge now. identify the apeas of duplication, which FROM YOU

The work forve has bean fully inte-

may includa the following: r_,?- ‘3\

LJ
grated. One-third of ol paid personnel  * Redundant positions ) ,//‘/
waere transferrsd throughout the pew « Purchasing :5 .
organization. Alss, twa voluntesr systems + Supp! j.d
10d two explorer posts have been fully upply stocks

We are focking for artiches to publishin S¢
dFm.chdcmEmmnmm
of procedures implemented i your depar
compaders, of stores of interest to the fire s

integrated. * Training facilities We sce ako interested in tsining tips the

Department resources includs the  * Communications lacilities department Lses. Fire Protection Publicata
follawing: * Operstional overlap Pay & gratuity for adicikes avd raining tips se:
* 342 paid personnel * Number of stations and locaticns mbeprhtgdhmdrm Howover s
* 110 volunteers R NOL use articies that have been published «

Numbar and types of wpparatus pUBlCAtONs. We will notly you if your an
* 25 explorens

SPMKES of F{;\c) S mar [C?Q\B

¢ 17 stations

* 25 engined

* 5 trucks

* 8 rescues

* 3 brush rigs

* 3 tankers

* 1 haz mat squad
* | heavy rescue

The merger has eliminated the need for
two aerial apparatus and allowed the
department to toastruct an eightesnth
station snd to stafl it without hiring
additional personnal. AL woy timae, 80
firefighters (including volunteery) and
their apparatus ¢an be assigned to the
scene of a major incident, The tax rate for
the district is lower than when separate,
and that eate will romain constant for
the next five years. The joint resources
provide a level of service thal hea been
recognized as one of the beat in exiatence.

The {"rocess

Merger or consalidation will proceed
only if the need has be¢n made spparent,
and need begina with the governing
bodies’ willingness to direct its stafl to
begin the documentation necessary.
District board and city councila of two or
maore eatities considering fuoctional
oonsolidation, consolidation, or merger
teed o be aware of and agroe that the end
result may well affect thera personally,
even Lo the extent that as many as half
of them might fnd their powitions
eliminatad! The political bodies need to
perform the bllowing:
= Agree toa study and support it whole-

heartedly in dollars and effort,

* Establish targel dates for beginning
and snding the study,

* Agvee that an unbissed study could
show the need for merger or consolida-
tion, or the opposite.

* Agree that future ections should be
taken based upon the tesilts of the
study — nol eo the desires of a particu-
lar dapartment.

* Address the fire chials’ needs.

Depending on the tize and sophistication
of the departmentas invelved, thia liat may
be expanded conaiderably.

The elected officials and chiefa should
give the staff fiem direction. It is
important that the staff members
understand that it is their responsibitity
ta enter inta the process with open minds
and a ocinmitmeat to accomplisl the
raiesion. Stafl will be able todevelop a list
of pros and cons based upon their
experience and knowledpe of the
departments involved.

The Fire Chiefs’ Role

The fire chiefs have tha means to make
or break the procsss. Without their full
cooperation, the progvam is schedulad for
failure before the start. Their cooperstion
cannot be given grudgingly or half-
heartedly. The commitment must be a
genvine 100 pervent. The vision fur the
future nceds Lo be clear, and a chiefs
mursl obligation Lo the fire service and
the people served must couse first.

In this instance, three fite chiels were
aperating s merged snd functionally
consolidated organization. Why was this
successful? The fire chiefs agreed in the
very beginning that they would set Lheir
own egos and sell-interests aside in favor
of acting in the best interest of the people
they served. If the chiels involved will
publicly agree ta this philssophy, such a
program will be successful.

Hard todo? Not st all. The most crusty,
hard-nosed fire chiel in the world would
not have attained his position had he or
she not believed what all the fire service
believes — that we are here to protect the
public. This philesophy can also be of
immeasurable value to the rest of the
employees in a department.

About the guthur:

Floyd L. Pittard is retired from the
Tualatin Valley Fire and Rescue Depart.
ment where e perved as Assistant Chief,
Chid Pittard’s involvement in the fire
servioe covers a period of 28 yeare during
which he Aas been aoted oa a leader in the
Fiold of public fire pr ion education. He

traning Lip has been selected.
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Notes From IFSTA'S Executive Boa
Chairman Dennis Compton

The National Fire Service Incident
Mansgemeni  System  (NFSIM3)
Caonsortium met in Houston, Texas, on
February 26 and 27, 1993. The meeting
wu i generously hosted by Ed Hawthorne
of Shell Oil. The agenda for the meeting
focused on the following three areas:

* Finalizing the document that nicrges
the Fireground Command (FGC} Sys-
tem and Incident Conmand Systemis
(ICS) into a single Incident Manage.
ment System (IMS)

* Finishing the development of the
constilution and bylaws and any other
administrative guidelines governing
the Consortium

*  Delermining the focus of the Consor-
tium for the next several years

The session began on the moming of
February 26 with anopen forum sttended
by the Houston Fire Department and other
fire depastments in the metropolitan
area. The activities of the Consortium
were discussed, and the IMS was
explained. ln additica, the meeting
included a briefing on the 1993 IMS
seminar to be held in Phoenix, Arizona,

currently works a8 a consullant in fire
department mergers and consolidations,

d

IFSTA Notes
From the Fire
Department
Instructors
Conference

(FDIC):

'
¥ Winers from the IFSTA
dratwing were:
Mark Freer
St. Mary's, Ohlo
John B, Unger
Frankfort, Kentucky
Bryan Stilss
Owenboro, Kenucky
Each winner received & sct
of 10 IFSTA manuals.
s
The IFSTA Exccutive Board
chose not to award the
Hudilurg Award this year.

ot
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September 13 through 15, 1993,

There was also s presentstion that
describad the Fire Dopartment Analysis
Program (FIREDAP), which is being
developed in the Phosnix Fire
Department. FIREDAP wuses the
tachniques of task analyuis, job analysis,
and video to identify "benchmark” service
delivery elements and evolutioas,
FIREDAP will help to determine and
evaluste staffing and other resource
requirements and their impact on
service delivery. There are many other
potantial applications for FIREDAP. The
methodalogy should provide & tangible
process through which fire departments
could better measure the effectivensess of
their resources in delivering fire and
emergency medical services.

At the completion of the meeting,
FGC and [CS had been successfully
merged inte & single bassline [ncident
Manlgemmt Syﬂem (IMS). This was a

h t that many
hldmdmldnotbedm-ebmunof
the politics involved. Members of the
Consortium, through seversl ysars of
bhard work, proved that good senss and »
focue on what is in the best interest of the
fire sorvice can conquer political and
tarritorin]l obetacles. These membershave
something of which to be proud.

distribution system flor
document Efforis also include
information to build an app.
would provide more wpecific
some of the following areas:
* EMS
* Haz mat
* High rise
* Urban search and rescue
* Wildland/urban interface
* Staging
* Personnel accountability
= Nesponder ruhab

The last partoltrusiness inc!
Lion of the constitution and |

election of officers. The lollow
were tlected to three 3-year t.

President

Gary Morris
Phoenix Fire Departm
Vice President
Alice Forbes
.5, Forest Service
Region 5, North Zor

Secretary
Mike Wieder

Ed Hawthorne
Shell Oil and Chemical C

It has been a pleasure to b
NFSIMS Consortium since it
and to obeerve the progress t!
made to date. The membert
talented, dedicated group thal
through demoastrated effor
can {over time) do what mar
az highly improbable, if not
It is going to be fun to
process continue.

There will ba information
soon Ltelling how to oblain a
Consortium's work. 1 would
that you attend the IMS
Phoenix in Septeraber. You
my office al (502) 495-564
registration materials. See 1
About the author:

Dennis Compton has beent
the Phoénix Fire Departmen
Hecurrentlv serves as Assiste



