FORECASTING THE
OUTCOME OF POLICE/
FIRE CONSOLIDATIONS

any a local government

¥ L manager has considered and
rg.;eded the possibility of
consolidating police and fire services.
The public safety concept, althuugh
attractive from the point of view of
cfficiency, is one of the most
politically controversial ideas a
manager can champion, Under new
pressure to increase service while
holding the line on taxes, local
governments are revisiting the idea of
merging police and fire services into
one department and training public
safety officers who can provide
comrmunity patrol and respond to
fires, What the managers of these
comrmunities need is a tool for
gauging the benefits of a police/ fire
WETger,

This report defines the issues
surrounding a police/ fire merger,
identifies the key decisions to be
made, provides gmdamr:e for
assessing and overcoming
environmenkal barriers, and presenis
- a mathematical model for predicting
the impact on costs and performance
of a proposed police/ fire merger,
using the city of Auburm, Alabama, as
a case shudy.,
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Forecasling the
Qutcome of Police/Fire
Consolidations

INTROOUCTICHN

In a public safely departawent, dualdmained officers re-
spond o both, police and fire calls, Some successtul pub-
lic safety departments in LL3. communitics have begun
with the Incorporation of the Jocal government (Grosse
Painte Shores and Oak Park, Michigar; Sunnyvale, Cali-
farnia). Others have evolved a3 the loeal povernment
mowed from volunteer frefighters to fulldime, paid
frefighters (Coconut Creek, Flaridal, A number of local
governments have traversed the mone difficult path of
merging previously separate police amd fire functions
{Kalamazoa, Michigan; Spartanbueg, South Cacolinn;
Aiken, South Carolina.) The veader can find o partinl list
of communities that have successfully terged polioe and
fire services in Appendix 4.

The public safely concept is eximamely atinsciive to
local governtnent managers and elected officials who
face demands For more servige from an dlectormie that
resists paying higher taxes. Consolidation offers them
an opportunity to reduce or avodd Hoancial costs and
improve service levels.

As communities stroggle o combat growing poob-
lems with crime and drugs using existing policing re-
soupces, some of the country's most prestigions baw en
forcement professionals ave calling for & closer workin
refationship between the citizenry and the police ;mé
other emergency services agencies. The public safety
cancept can provide the additional hurman resources that
this approach to paficing, keovn as cormmunity-orented
policing, neighborkood paolicing, or keam policing, may
require and at the same thime attract the kind of officers
whose interest and skills are broader than those of people
attracted toa mare traditional police agency.

Diespite the many factors in its favor, the concept of
the public safety department, which was introduced B0
vears ago In CGirasse Painte Shores, Michigan, has never

The duthcrs uof bhis rrport are Leavard A, Manwese
arzf Kiveneth B Chalst. Mr. Matzress is canmminity
st e sfirector of prbliz safety for te
comnrmarity of e egf, Flarida, and D, Chefst iz q
professur uf operations research at Wayne State
Uriesrsity i Defroit, Michiga. Thetr parbioeship,
the Ceizler for Pubilic Seldy Optinns, provides
exrisating sevonces do ool parereicents,

taken hoid nationally, and a high proportion of athempts
at consolidation have been abandoned. In many com-
munitics, the opposition of public seclor labor unions,
particulacly the firefighters’ unions, constitules 4 major
political stumbling block.

Reviewing the mixture of successes and Failures
among local gevernments that have tied to mergs police
and fine functioms, mest local officials would be hard-
peesed fo assess whether a meeger is an implemantable
weted eost-etfective option for their comamunity. Questions
Eiwey noed answened are: What are the political elsbs?
What are the political, organizational, and operational
baarriees? How can these barriers be overcome, or are
they insunmonntable? What are the potential benefits of
a successful consvlidation, and are they significant
ennugh to wirrant o “major” political battle? Is now the
tight Hame te begin a consolidation? How Jong will it
take b carnpdete 4 copsolidation?

To answer thest questions, the authors of this repot
talked with represenfatives of more than 100 cties over
the Last eight years, conducted in-depth stadies of 3 dozen
consolidation atternpts, and with funding from the Ma-
Honad Saence Foundation, the Mational Instnste of Tustics,
vl Wayne State University, developed a mathematical
mehe] to predict the financdal performance of proposed
mergers, The communitics in ﬁ study were delivering
public safety services in a varety of ways at the time
they were considering a merger. Some had tradilipnal,
separate, paid police and fire departments; seme had a
traditivnal police department and a voluntear or combi-
nakion fine cﬁe wrtmmient (part paid and part volugleer andf
or paid on cally; some hed a traditional palice department
and contract fire sarvices. Many of these case study citis
are referred to throughout this report to illuskeate the
various environmental and operalional issues that affect
the success of a merger attempd. (Descripons of ten
meeger atternpts and applications of the aythaes’ pricdic
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tiom moded to fve of them have been published in an
ICKA Clearinghouse Report, “Police Fire Consolidation
Case Stuslies.” See Additional Besounces.)

Thuz authors” reseircl saggests bwo prisciples:

= When properly implemented, & police/fire meeger
can reduce costs and deamatically improve pidice
avd fire service delivery. Wien key declsions con-
cernding personned allecation and pay differentials
are made impropesly, the merped agency may be
more costly bo operale tan teaditional police and
five depachments, Howeves, aven in such nstices,
service Jevels will penerally improve.

» Sipmificant environmental baceers o o suocessful
it plemmentation exist. These baerers ang Jargely po-
litical and for labor management lssuss rather tan
techuical difficultios, amnd these isswes are genecally
underestimated. Most articles and studies o pul-
lic safety consolidation do net disouss the ctles In
which rajor political ballles were fought and lost
lang before the first police officer or frefighter was
cross-lrained.

Until recently no methcdology existed to help Incal
officials accurately predict the financial or aparational
effecls of & merger on their community. Cily managers
and elected officials have relied largely on case studies
of othar commmunities to predict the perfarmance of &
proposed consolidation. The authors' research demon-
strates that afthough case shudies may be of some value,
a mare effective method is available to analyze the po-
tential for success and the impacts of a proposed merger
plan in a specific community.

This report is designed to

* Define the quantifisble and non-quantifiable issucs
surrcurding a merger and to identify the key ded-
sioms

* rovide guidance to Jocal officials to help them as-
sess and overcome environmental bicriers

+ Present a mathematical methoddogy for predicting
the impact on cost and perfermanee of a proposed
Merget.

The purpose of this report is to chisnge the menger
debate from “Do police/fire mergers work?™ to “Ts a
spedific merger plan cost-effective and implementable
in a spedific localet

Theee decisions determine the long-term cost-effoctives
ness of a police,/fire marger:

= Catting the number of personnel maintained in fire
stations.

= Setting the number of dual-trained officers om
patrol

= Batting the salary for dual-trained personnel.

A pumber of other decisions have o analler eco-
OOITUE fmpact:

# Whether o cross-train the remaining five siation
personne] and give them an acompanying pay mise

* Whether to cross-train police officers not assigned
to paabre] and give thesm A0 acuompanying pay raise

+ Whether to keep Are station pessannel on fhe same
shift scheshule as pateol officers,

The fallowing discussion will contrase separate, tra-
ditional police and fire deparbments with a dual-trained
pateo] force. For 3 city withowt a full-time, paid fire de-
pactirent, the key decisions are the same but the dual-
trained, full-time public safely depariment will increase
opeeating costs. The increase will be less than that asso-
camtedd with a Auli-time fre departmend, so, in this contest,
e savings discussed shoald be interpreled a5 a oot
avoldance.

Fire Stedion Personne]

The most important and controversial decision is setting
the number of personnel to remain on duty in the fire
stations. This decision drives the economics of 2 merger.
Under a mergee, salaries go up, more pecple are an
patrol, and the only source of savings is a reduction in
station-bound personnel. A local government interested
in a merger must plan for long-term dramatic reduc-
tions, The elimination of one position par fire station i5.a
reasonable frst-year goal However, as a long-term plan,
this minimal change vields no significant savings and
may undermine the merger. A dedision for minimal e
duction was the major factor in the demise of the public
safety concept in Oakland Park, Florida. For the same
renson, Moerganton, Morth Carclina, has mot as yet eal-
teed significant benefits from ibs menger,

A Jow numdser of calls for fine service is what makes
a polive/fire merger viable, In mose than & dozen fire
departaments studicd, Iess than 5 percent of the Hme i
spemk respomding fo calls for service. A merger is de
sigmad to capitalioe on the Arefighters” in-betveeen Hime,
which is an underused rosource in many fire depart
maenks,

Even this low percentage dues not nccurately reflect
the demand for fire-fighting capabilitivs. Many calls are
nonemergency, and many calls neported sy fires ane
nonmalicious false alarms. Even in the case of an actual
fire, the data indicate that eften only small amounts of
water age requircd fo extingnish the fire, This fctor is
significant bermuse with a merger, & public safety officer
with at least a fire extinguisher and possibly a ene-man
guick response vehide ORY) can amive on the scene
faster than the first major piece of fire apporats.

Omer ofteex concern in merger debates is that
significant numbers of public safety patrol officers will

be tied up at fire soones for extended periods. Appendix
B presents data on the personnel needed at fire scenes
and the duration of fires drawn from Kentwood, bichi-
gan; Oakland Park, Florids; and Undon, New Jersey. The
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data are representative of the situation found by the au-
thors in other small to medium-sized cilies in pdhet parts
of the country and show that the number of active fires
these cities fight is relatively small and that few of these
fires ate in struchares. A fire department is able o put
cut most fires with the small amownt of water contained
on a fire truck These firefighting afforts do nat requine
mrore tham four firefightars at the scene, although some
departments routinely send more than fwice that number
tor all fire calls. It is statistics such as those illustrated in
Appendix B that should force every local government
afficial to ask, "Do we need to maintain four or five
firefighters in each stationhouse avound the clock?”

[n the lonp term, a local government should plan 1o
staff fire stations with only emough personnel to drive
the wehicles that are currently fubly staffed. This usually
Means One Person per primary response vehicle. These
personnal should be supplemented by a limited number
of supervisors assigned to fire station duty.

The decision maker shonld anticipate a battle when
making this decision. As the fire sarvice tries to maintain
its status, numerous argunents will be affered for main-
taining a large fire station staff. The last line of defense
will almost always be safety {"it is unsafe for ondy one
individual to be on a fire engine™). However, existing
public safety departments routinely operate with only
omie person on a vehicle, as do trucking companies.

Potrel Force

The stcond major doecision is setting the number of pub-
b safeby officers to add to the patrol force, The decision
maker's vptions range from using all of the fire savings
to fund a5 many additional patrol wnits as possible, to
using 73, 30, or 25 percent of the fire personnel savings
tor bund o more limited increase in patrol forces, Maki
this decision demands a compbex trade-off between dollar
savings and system performance as measured in response
time to fines, response tme to police calls, and patrod
time available for directed activities, {In the scction
“Analysis of & Merger,” sophisticated  mathematical
miedes that sllow a decision maker to explore this trade-
off are flusdrated. A simple mibe of thumb serves as 2
starting poind in assessing the trade-off: Increase the pa-
trol force by Bulf the number of prople removed from
the fice department. IF the fine seovice is to be cut by 20
pusitivns, the patral foree i increased by 10 people.

Foy Ralses

The last dedsion is setting the pay raise for dual-trained
officers. A commuon misconception is that becanse offic-
ers are handling bwi jobs the pay scale can and should
be dramatically increased, But payving 2 high preminm
for dual training significantly reduces the cost-effective-
ness of 2 merger.

One strategy for holding down the cost of a reise is
to negodiate it as part of the next confractual agroement.
A 12 percent raise for officars who cross-train will sound
attractive compared with a token raise of 2 percent for

officers who do not cross-train and creates a 10 percent
differential batween dval-rained and singled-trained af -
ficers. However, the actual increased cost to the city is
not 10 percent but the difference between 12 percent and
the average pav raise for other clesses of city employess.
If that average is § percent, then the city pays a premiusm
of 7 percent for duat training. Grosse Pointe Park, Michi-
gan, Tegotiated its pay raise structure as part of a new
contract, Dual-trained offfcers wera paid $2,250 maore than
single-trained police officers. However, the public safery
officers’ new pay scale was only §1,750 more than patrol
ufficers were paid on the previous contract. This pay
raise was no larger than that offered to firefighters who
remained single-trained.

The primary goal of a pay raise is to encourage
patrol officers to dual train. A merger will require them
to maintain two skill levels but will not increase their
waorkloads, Althouph the patrol force is required to re-
spundaﬁﬁumﬁmcaﬁs, the per officer calls decline because
a merger increases the number of patrol officers on duty.
Consequently, even a modest pay raise will encourage
enough patrol officers te cross-train, making & merger
feasible in the short term,

The poy mise for firefighters who cross-train will
wsually be swbstantially higher than for police officers.
In muny citics, fire pay is 10 percent lower than police
pay. A 10 percent differential between police and public
sufety officers could mean o 20 percent pay raise for
firefighters who beeome public safety ofticers, Mever-
thedess, even fhis mise will not be atmctive to many
firefighters because changing from fire to public safety
drsomatically increases a fircfighter's workload. Of even
greater stgni Acance, finefighters who work 24-hour shifts
swith bwo or three consecutive davs off, can maintin
second jols at substantial pay, A change to a public
safety officer’s schedule makes the maintenance of a
substantial second jobr aleost bmpossible, Thus, even a
3] percent payv ratse may not in iself attzact Arefighters
borbake on patrol officers’ schedudes amd responsibilitics.

The atly officers wha must e deal ained and
pecelve a pay ralse ave fhose wiw respomd to police and
fire calls. This force may represent less than 30 percent
af the persobnel o the combined polive and Hre ser-
vices, Specialized police officers such a8 detectives and
thie afficers assigned o the fee stationhowse may have
po sredd Bor il teaindng aead Tegler pay, In small cities
with senall patral farces, duial trmining even for spedalined
palive officers & tecommeendix] to poovide 2 reserve in
civse af & rape mgjor fre,

Other Deckions

The stationbouses will be manned ingtially by frefightees
who are not dual trained. Bven in the long term, it is
cost-cffective to keep these positions for single-trained
officers receiving lower pay, These positions may be kept
as entry-level positions for poople joining the depart-
menk. Ay public safety patrol pesitions become avail-
able, these prreonnel can be cross-trained and promoted
to public safety officers and assigned to patrol.
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Personiwe] on stationhodise duty showld not retain
fhz tifle of Freflghier because that ubderranes the orga-
skzational fsstegrity of the sew public safety department.
In addition, these personnel should be glves some mind-
mal polloe-related responsibilitles b make thern pact of
e broader public safedy force. For dnstance, fire stations
can serve a5 local Fcilitles {or citizens Lo file crime reports
o {1l put parmits,

The disadvantage of this approach is that five station
personmel are not ratated aut of stalionhowse duty and
have a smallar commitment 1o the public safely concept.
Surmyvale, Califoenia, opted to ceoss-Erain all personnel,
allowing them to rotate between pateol and the
stalionhouse.

e last decision relates 1o the wark schedule of fire
stalion personnel It is cheaper to keep them on a iradilional
fire wolation of 24 hoaes on and 48 houes off duty. This
averages to 52-56 hours par week and vaquives approsi-
mately 26 people [ cover each fall-lime position amund
the cinck. The disadvaniage & that pairolling public safely
olficers and fire stalion personinel cannot work rowtinely as
part of the same team. If, instead, the station personnat
rrainkain the patrol force’s schedule, to formn a consislent
tearre, 5 people are required per position and aparaling onsts
are increased by almost 1.5 persons for each fire station
paosition. 1f 2 people are in the station, the cost of the addi-
tomal 342 x 1.5} officers anges betwesn 500,000 to 5150,000:
The trade-off between the tram concept and lower cost is
only one of the many trade-offs that decision makers will
have bo consider.

Cumant Siehus Focion

The three major decisions discussed earlier interact in
defining the costeffectiveness of a merger. In addition
to these decisions, the magnitude of the savings associ-
ated with a reduction in staffing depends on a number
of existing conditions:

+ The current average fire deployment level
# The average workwiek
¢ The salary and benefits of fire personnel.

‘The more personne] cuomrently deployed in fire sta-
tions, the greater the potential for savings in a meeger, A
department that places 5 people in eoch station offers
greater savings potential than one that keeps & people,

The average workweek is another significant factor.
The impact of & reduction, for example, from 5 to 2 affic-
ers.on duty in the station is far more than 3 officers, This
number must be multiplied by the number of prople
needed to staff one position throughout the 168 hours of
a week. This multiplier is called a coverage factor. In
departments where personnel work one 24-howr shift
every three days, the coverage factor is approximataly
3.5 people for each on-duly person. In contrast, in de-
partments working a d0-hour shift, the coverage factor
could ba 5 or more peopla. The 3-person reduction in
on-duty personnel transtates to 10-11 people in the fiest

geoup of departments and to 15 or more peaple in de-
parteients with dd-hour workwesks, Wit e push for
shorter and shorter workwesks for frefighters, the cost
savings assoclated with a merger could increase by as
mich as 4l percend.

The last factors are salary and beneflis. In Lhis con-
taxl it is also impariant 40 determine the cost diffesential
betwean fire and police officers. I a merger, patrol power
will be increased. The increased cost for an individual
who was previously a firefighler but is now a cress-
trained patrol officer s the sunt of the salary bonus for
criss-training plus the salary dillerential between police
and fire. All athar things being equal, a cily with signifi-
cantly higher salaries for police afficers than firefighters
will not benefit as muoch from a merger as a city in which
the salary scales are about equal.

The above discussion presents a nuombser of inberve-
lated faclors that affect savings. Even this Bmited discos-
sion suggests why many cities often have not achiewnd
the sandngs they anticipated. (The section “Analysis of a
Merger” presents a Lotus spreadsheet model created by
the authors that incorporates alk of these factors. b

Ieplemeniction Tirme Franme

The implementation of a merger involves the dual train-
ing of a significant portion of the primary responders.
Once this training is completed, the local government
gains much of the performance benefit of a merger: more
patrol strength and shorter initial sesponse to fire and
police calls, Most of this added training can be accom-
plished within twe years of committing to a menger.

In contrast, dellar savings generated by a merger
can take five fo ten years to matedalize, [ a Jocal gov-
ermament uses atirition to reduce personnel levels, the
spoed with which it obtains the coonomic benefits of a
merger depends upon three factors: departure rates, age
anel years of seovice of current personnel, and the neme-
ber of firefightens whe agree be cooss-train,

Departures consist of retirements and resignations,
with resignations wsually accounting for at beast 70 per-
cent of the total, Departure tates vary by the number of
viears of service of personnel, High resignation mtes are
wsual in the first five years of service. The mte declines
betwern six and ten years of service and doclines dra-
matically beyvond ten years of service, Departures due to
setirements begin to cocur in many cities once wenty
vears of service are reached. The retirement patbern wi
depend on the structure of the retirement program and
incentives for working beyond the carliest retirernenk
date.

In Kalizpel, Montana, the majority of personnel re-
tired in the first year of eligibility because retirennent
benefits did not increase beyond the minimur. In most
cittes sudied, benefits did increase and less than 25 per-
cant of the officers retired in the first year of elipibility.

If some firefighters agree to croas-teain as paolice af-
ficers, these ceoss- trained personnel can £l pateal spels,
a5 patrol officers leave the departmend. The result is a
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decling in todal persenned, If no firefighters cross-train,
sach departure from the police service must be filled
with a new emplovee, and this contribates nothing to
devensizing.

Each comienunity thist considers or attempts a police/ fire
merger Fyees o unigue set of cirumstances. These “envi-
tonmenstal vonditions” inchude issues such as the political,
soctal, and physical make-up of the community; the labor
situation; amd the managerial skills of the existing potice
amd feve chiefs, In reviewing many consolidation efforts
the authors have identified seven kinds of issues that
influence the cuteorne of » merger attempt.

Political Condifions

Leadership, Political leadership scems to be the critical
wvariabile, Someone in a leadership position in the council
tst suppert the consolidation effort and alsa take the
public bead on the issue. This role typically falls to the
rrayor, In Coconut Creek, Florida, for instance, the mayor
took & strong lead in the ultimately successtul consalida-
tion effart, In Grosse Feinte Park, Michigan, the mayar's
re-glection on o platform of support for the public safety
ooncept pave] the way for a successful consolidation.
These sitwations contrasted sharply with that of
Kentwoud, Michigan, where the entive discussion of a
public safety merger oooarred within a committes ap-
paitted by the council, T mayor teok no public posi-
tion an the mater, and no formal public discussion weas
hld until e commities’s report was submitted. The pro-
posed merger was subsequently rejeced by the coundl un-
der heavy ctizen pressunz. I Togquesta, Florida, the mayor
ard village councl, although prisately supporting the con-
cepl, ook no public pesition, leving ﬂw%e manager o
promote the merger. Again, the consolidation effort was
unable to survive political epposition,

Al the mdniram the political leader must have the
colrage Lo withstand an indtial prslaught of uninformed
public ppinion. Tdeally the Juadership should be able ta
coalesce public apinbon in support of a merger. And the
feader raust be able to communicate “the premise that
the police and fre services wdst to benefit the commu-
wity; the comemunity does not exist for the benefit of the
police and fire services,™

Political climate. The existing political climate in the
cornpnity will so doaabt have a dramatic effect on the
success of failure of 3 merger effort. The average tenure
af the individual councilmember may influence the
rernbers” willingress to eonbark upon a radical change
izy the municipal organizational structure. Mewly elected
members may be reluctant to initiate or participate in
the merger effort. Longrterm councilmembers anay b
unwilling to modify o structure with which ey have
gprown accustomed to working. In ome city,

Evalueding Environmental Condffions

Mg top City offisids cowagenws and innovative?
k the poiticnl chrmate right for change?

& Y miayer o a lsading member of councl witng
Yo toka o leadeshio ole?

Do councirnesmbens worl wel together ond do
thew supont marsgament?

15 the carmrruniby lehaor- or manogement-atianied?
15 the pubic salisfied with exstng sendoa levels?
Does a neighbarng communily have o pubic
sofaly deparment and, ¥ sz, does i hawe o gooo
e tatian?

Doas tha comrrunity hova o histony of innovorkion?
Winat 5 the relaticrehip behwean fobar and
maoncgernent?

Doy shaabes konws permit o mangar?

i the chied axacutive o leoder and wed-verzad In
LIMeiEncy sanices manragemeni?

& an expedienced and qualiied person awalabie
1o 309ve o pubdic safsty diectar?

15 P Ehaa rigid dirmes within dha govemrnant
arganizalion e atampt o conssiidation?

councifrnembers who were running for reelection voted
agatnst the conselidation while these retiring from office
all supporded it.

Couneil hamnony. Harmony and a history of sworking
together om ihe part of councilmembers certainly will
affect a merger consideration. A saccessful merger effort
will requiire 4 wnlted effort an the part of the council ard
the management saff. Divided councils cannot accom-
plish a merger. Lisnimous support or near unanimeus
support for any merger plan is a prevequisite for a suc-
ocessful meeger. Minority council opposition can make
the merger au issie i sabsequent clections.

Shudy commiission. A study commisston 8 evaluate the
feasibility of & merger can serve as the base for bullding
public supyort (Hhis was the case in Croese Painte Park},
bt it cary be a mixed blessing if it incledes representa-
tives of the gmergency services who strongly oppose a
merger. If thise representatives contend at every meel-
ing that the convept “can’t work hers,” commission
members will natumlly wonder how a mernger can sue-
ek in the face of strong employee oppasition.

Carmamuenity Foclons

Relations bebween council and wozbkers. The velation-
ship between the individual police officers o fivefighters
and coundlmembers can greatly influence he outoome
of 8 merger effort. In communitiss where dhe menidpal
workers are family membees, frignds, o political sup-
porters of muncifmemhezrs, they will abaviously have
greater influence than in those cities in which the cmer-
Brncy services workers are seen a3 employees and public
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servants by the councll. Cetlainly the residency of the
workers also becomes o consideration. Where most
workers are residents of and waters in the community,
they wield far groater influence than in municipalities
where the emplovees live in a different community.

In Cakland Park, Florida, for example, where a
merger proposal was recently vejected, the majority of
firefighters lived in the aly, had known coundlmembers
personally for years, and were actively involved in the
political process, Members of council were particularly
responsive to the employees, to the extent that somm:
councilmembers regulacdy intervened between the city
manager and individui] polics officars and firefighters
om Issites such as shift assigrements. City councilmembers
in Kentwood, Michigan, counted firefighters as friends
and were hurt when same of these friends turmed a cold
shoulder as a result of the preliminary report supporting
& merger. In contrast, in Grosse Pointe Park, Michigan, a
particularly affluent comouanity, most city workers did
it reside in the community and the police officers and
firefighters were viewed as public servants.

Socie-economic fackors. [E appears that mergers may be
easfer to implement m comenunities with a higher per
centage of whitecollar, professional, and managerial
residents than in ¢ifies where more workers are blue-
colfar and unionized. Residents from white-collar back-
grounds probatbly will be mote sensitive to productivity
improverment abfempts and less concerned about such
union issues as fraosfey of bargaining rights, which may
be an issue in o merger attempt. Roseville, Michigan, s
an example of & blug-collar community that rose in sup-
port of its firefighiers’ union and voted against o consoli-
dation propesal bwe o one in a diywide referendum,
Crosse Pointe Park, one of the wealthiest comemunaties.
in the Limited Skates, illustrates the other end of the spec-
trum: in Grosse Pointe Park, dtizens supported consali-
dation in a referendum.

Community satisfactlon with existing services. Obwi-
ously, a city in which the residents are generally satis-
fied with the levels and eosts of community services s
not a good candidate for a merger effort, Besidents amd
elected officials who see their police and fire depact-
ments as hapdworking, professional, reasonably staffed,
and service-orienfed have Jitle incentive to make the
radical changes a merger requires.

Howewer, residents and #lacted officials may be st
isfied with services Jevels bul unaware of the costs of
operating the traditional fire and police services. Inter-
est in a consolidation miay develop anly after the costs of
existing services are closely analyzed and widely dis-
cussed. In Union, Mew Jersey, for example, the coundil's
iruterest in a consolidution rose dramalically after an in-
ternal municipal study showesd that berause of excessive
wnion contracts, a frefighter with ten years seniority ac-
tually reported for duty only sixty days per calendac
YEAT.

Public interest in a conselidation can also be gener-

ated when residents become aware of the pereentage of
on-duty time Bt firefighters, and bo a lesser extent po-
lice afficers, sperwd carrying out specific dutics, In Grogse
Poinde Park, the local press reported in detail the limited
amount of kg that firefighters spent on firefighiing
activitics (less than 3 percent). This was belivwwd fo
be a significant Factor in the suocess of the merger
referendum.

Community inpovativeness. A community's past expe-
riences in implementing innovative programs sy pro-
vide a pood indicator of its chances of succending in a
merger cffort, A community that bas a history of on—
going internal review and productivity enhancement ef-
forts may have fhe organizational skills mecessary fo
achieve a menges, Efforts such as regional cooperation,
centralized commiinications and records, and jeint ven-
ture efforts wifl the private sector or other govermmses-
tal agencivs may hive provided the community with the
experience to tackle a complicated merger. However, &
community that Iias nol accomplished such suceessfal
efforts may kwk the required organizational skills and
leadership. A police/fire consolidation is not the place
to begim a communily’s productivity improvement ef-
forts,

Meighboring public safety communities, Suvmewhik
surprisingly,  cotumunity considering a merger derives
little advantage from being near 2 working, sucvesshul
public safety agency that it could nse as & model. Bvery
comumuniby will face different conditions when athermpt-
ing to implement a eonsalidation, and the varables dis-
cussed (Jeadership, council commitment, cbe) seem to
cubweigh the value of having a public safety department
in a negghboring city.

Kentwood, Michigan, was unable to develop sup-
purt for a merger even though its reighbor, East Grand
Rapids, had successfully operatod o public safety de-
partment for vears. Margate, Florida, also unsuressful,
i aljacent to Coconut Creek, Morth Laudendals, and
Parkland, all of which aperate mergoed agencies, Grosse
Pointe Shoves operates the country’s oldest public sabety
departement, but neighboring communitivs ane stll grap-
pling with e issue. Rosaville, Michigan, whose citizens
soundly defeated a merger referendum, is only a fifteen-
minue drive from Oak Park, Michigan, one of the
countery’s medel public safety agendes, And there are
three suecesstisl, Jong-lerm, public safety departmends in
the same Florda coundy as Tequesta, where consolidia-
tiom failed.

Often, a neighboring community’s experiences op-
erating a consolidated department can be used against o
merger cifort in another conmunity. Incidents that
m:-n.ﬁd be considered nonmal events in a traditional de-
partment are Blown out of proporion in the merged
context An unavoidable fire death, or 2 total-foss struce
tural fire, which would have socursed despite the best of
traditional fire suppression services, may be offered as
“proot” that the public safiety concept does mot work
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when it ocoors i a commuesily providing consolidated
services. And some eonsalidated services, just like tza-
ditional police and five depactments, are poorly man-
aﬁoag] and provide less sevvice and pratection than they
should.

Labar Bebotlons

A major element in the success or Esilure of & mecger is
the community’s existing labor conditions. Althuugh
unionized police and fire sarvices with bargaining dghts
certaindy complicate the effost, they in mo way preclude
a successful merger effort. Kalamazoo, Michigan, was
heavily unionized when the city achieved its merger
Michigan, in general, is one of the leaders in the sumber
of consolidated departments despite s stromg public
sector union tradition. '

Likesise, the absence of a collective bargaining agent
is not necessarily & guarantes of success. [n Morganton,
Morth Carolina, the police wnion is ot recognized as the
bargaining agent, and ondy a small pereentage of police
pfficers are union members. Howavey, a3 & resull of Swe
union’s efforts, the media has routinely serufinized the
merged agency's performance and the Tocal police sso-
ciatiom president’s attacks on the agency ave regulardy
quoted in the Jocal press, The union's efforts have helped
delay the program’s full implementation.

Perhaps o better indicator than unicnization is the
ubility of labor and management to work jodatly to fn-
prove service to the community. Effective and oagoing
fabor / managrment teams and a willingress of rank ard
fales s woll a5 univn leaders, to accept new ideas and
wirk nules will help » merger. The number of grisvance
arbitrations per year may be a good indicator of the
athility of lsbor and management to work together.

Legal Conditions

Exdsting local or state statutes may prohibit a police/ fire
mggger. For example, consolidations are specifically
prohibibed in Mew York State. In Massachusatts, cities
witly populations excoeding 000 are prohibited from
merging police and fire services, In addition, case law,
or aftormey pererals’ opinions may prohibit a merger.
The Wizeonsin state supreme court uled against the city
of Eauw Clainss consolidation effort, stating that the ab-
genoe of & stbute specifically creating a public safety
officer position meant that local governments, despile
home rule powers, could not create such a position. The
nction resudting in this mofing wes brought by the city’s
firefighters union and is an example of the legal challenge
# community can face. {The absence of specific statutaty
reference does not necessarily mean a merger will be
prohibited. In 1977 in lowra, the state supreme cosrt beld
that & public safety force could exercise duties much
broader than just firefighting ar law enforcernent, in e
sponse toan action bronght by the loca) Arefiphbers univa
against the Airport Commission of Cediar Rapids.)

Evan in states where ao expressil prohibition

against consolidations exists, subsidiary legal problems
may be insurmountable. Legal lssues can force major
modifications in & merger plan Bt make the effort Iess
financially or operationally attractive. In Mew Jersey, the
state attorney genaral ruled that ficefighters, even after
campletingl applicable police trabning, could not carry
weapons, thus effectively ending the Clifton, Mew fersey,
proglam. _

Often, pansion systems and for clvil service regula-
tions will present problems in defining the public safety
officer position and may affect the eligibility of existing
police and fire officers 1o serve as public safety uficers.
In Mew |ersey, although the stale civil service systemn
m:?gmizcs the position of public safely officer, i is iden-
tified s a woluntary, promaotional position feom the fine
service, This effectively eliminates use of the pasition if
firefighters refuse to take the “promotion.” However,
the Blorida state legislature emacted a statule  stating
that public safety nfﬁcers ware to be treated the same a%
pulice officers for pension purposes.

Legal challenges to a mergar effort may be bevaned
the scope of the municipal attormey and requive relention
of a specialist in labor law. If all else fails, “past prag-
tives” can seTve as a basis for bringing many issees asso-
ciinbee with o merger to arhitration.

City Mcmoger

dMare than any one the chief executive of the commu-
nity—miyor or city manager—will influsnce the out-
come of & merger cffort, Much of the success or fatlure
of the peogracn will be attributed to his or her public
image and willingness to take the lead, a vulnerable po-
sltion, i & merger effort, A manager scen by the commn-
nily and the eleched afficials as o kader will fare better than
amanages pereved as an administrator and dolloswver.

Just a8 the community must have a history of suc-
cesses beforg embarking on the consolidation course, so
st the manager, A merger is generally notan arena in
which ko Begln s experiment in productivity improve-
mends. CF eowese, thene ane exceptions, Coconut Creel's
metger was bed by o fimst-time city manager who was
hived specifically to resolwe problems in the police sar-
vice. Bvien so the merger cffort was a test of his strenpth
and his counil support,

Cenerally, the maore secure the manager, the better
the chiarees of achieving & merger, In Cakland Fark, the
original merger was vrchestrated by a manager with
solid comemunity and council support. The abandonment
ooeurned while o newly appointed manager (supportive
of the concept! was in u&ﬁi Additionally, the manager
ghoudd understand eanergency services delivery systems.
Sinees, few schools of public administration devole much
vourse work to managing emergency services, {he fypi-
cal manager may be%dmp}md when dealing with
this element of local govermmment.

Finally, perhaps the most imporant ceiberia for o
manager embarking on a consolidation efor 33 to hawe
the fortibude to complete what may be the mest difficult
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challenge to his or her skills, perseverance, courage, and
leadership.

Exlsiing Police and Fire Operalions

Progeessive depattments, The current vperations and
performance of the polioe and fire agencies may be an
indicatar of the sweeess of o mesger effort, I &s unrealis-
Hr fo expect that pocrly nun, Bdly managed police and
fire diepartments can be merged anto o quislity public
safiety departwwent, Are the existing departments eur-
rently wsing dnoovative and progressive management
technitues that reduce manpower aeeds and improve
productivity® Often, introduction of modern emergency
tranigement echniques indo & traditional police or fise
agency can geserabe sipalfivant productivity improse
rrepuks wikbowk the travioa of @ merger,

The rare fre will pequire agpressive presmpbios of
ather public safety ackivities fo provide the personned e
shaff fre apparsius. I the dispateh operation is not un-
dee the control of the city, 1t may e difficult o get the
necessary cooperatian foy inplementing the comples fire
dispatehlng in a public safety department.

Fire departments thal run five-pesson englne cosm-
panies may not have the skills and experience o operate
with fewer personnel. Agencies that do nok conteal calls
for service theauph differential palice response ar ather
techniques (vather than allowing calls to cowtrol the
agency} may have a difficult me administering a dis-
patch operation in a metged agency.

Police and fire management. Probably the most impor-
tant decision a manager will make in a merger effort
will be the selection of the public safety director. This
individual will be r»esponsag;; for mamagement of all
emargency services functions and his or her ability to
quickly and smeothly adjust what will be an evolving
organization will ultimately determine the outcome of
the merger affort. In the past, the job has often fallen to
the existing police chief for several reasoms. Typically,
the fire chief is less than supportive of the proposed
merger. Furthermore, the police service in this country,
in large part because of federal funding patterns, kas a
better history ower the past twenty wears of rescarch and
inmovation than the fire service,

The manaper must include the fire service in the
decision-making process to ensure that the ultimate con-
solidation plan adequately addresses fire-fighting tech-
niques. At the same time the mamgler hasto strip away
much of the fire service's traditicnal approach. In a time
of dramatic change, the public safety manager must dif-
ferentiate between legitimate concerns and deliberate
stumbling blocks. He or she must have the strength to
address acts of borderline insubordination quickly and
fovcefully whils keeping irnplementation on irsck. Grosse
Pointe Park’s aperational swcress was cleatly tied Lo the
abilities of its new director of public safely 1o handle
attempts by individual firefighters to anderming the
merger. In larger cities such as Kalamazog, these con-

cerns can be addressed through a special working com-
mittec established to address labor relations problems
evolving from the merger.

[n naming a public safety director, the appointing
authority must understand that the position requires
greater management skills than those required te runa
separate palice or fire department and may regquin: an
appointment from vutside the agency.

Relationship with the community. Sometinmes there are
politicitl or Jegal neasons why the department leadership
shoald come fom within the agency. In Spactanbng,
South Caroling, the police chief was a lik-long sesident
of the comrminity, lad & strong Rllowing amang the
mveribers af the palive and fire services, and W fathey
basd Been a firefighber in e comuvtlty, bech of the
IETRET'S SUCCESS oo b sttribiibed ta RS personal cogn-
sxiitrment to Ehe coneept. The mgrger migh tod have been
greomplished if an cutsider bad been selected as the
e depaetmesnt bead,

s Undon, New Jersey, the stale statutes peodibit a
director of public salely from running the de-o-day
aperations of the palice service if theve i3 an incumbent
police clief. Thiss, to permil the administrative consoli-
dation, the curent police chiel was odffeved the position
as director in exchangs lor his relirement as police chisf,

The relative political strength of the curvent podioz
at fire chief should always be considered. Chials wha
holid civil service tenure and who oppose the merger
concept can thveart efforts to consolidate.

Timing

Finally, timing must be considered. Simply put, the
manager must ask, “1s now the right dme to attempt a
merger.” Generally, a crisis prowvides the initial motiva-
ton for a merger. Loss of revenues, labor or manage-
ment problems im the police or fire department, sudden
growth through annexation, or an increase in criménal
activities can provide the impetus for a merger.

The timing of personnel departures should be con-
sidered. [f a significant number of current personnel leave
the department in the near futire, the dty will achieve
the benefits of a merger quickly. Conversely, if depar-
tures are few, substantial Hnancial benefits of a merger
may be delayed for more than five years. One faclor in
Battle Creek’s decision not to pursue 3 merger was the
tow number of anticipated departures in the next five to
ten years.

Local goverrieent officials need Lo assess the range of
impact of a merger befne sammitting to a comprehensive
study and plan. & Totus spreadshect model that esti-
mates Ehe range of Impack of & meies o Qost, palrol
levelds, and first-unit response tme and highlights the
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key decisions, vardsbles, and tade-ofis is desceiled in
teis section using data from Avburn, Alabama ? To sim-
plify the preseatation, all dollar figures are rounded 10
S100, & single average value for multiple supsvisory
ranks i3 used, and no adfustments to overtime qosts ane
.

The ¢ty of Aubum provides police and fire services
i % community that includes a major wniversity and a
large munber of visitors, particulacly om weekends when
tlere are major sporting events. The parmanent papula-
tony s mpproximately 35000

The police and fire divisions are part of 3 public
safety department under the management of one diree-
tor, Howewer, there is no cross-training and little xd-
trinistrative consolidation. Each division is headed by »
chigf,

The fire servioe employs 20 tirefighters and officers
deployed intwo stations. The department works a 48
linurs-om, Sé-hours-off schedule. Responsibility for am-
bulance and emergency medical services was recenily
trimsferred to a local hospital.

The consolidation impact analysis model developed
by the authors and wsed in a study of the Adaburn de-
parterent reguices three sets of data:

Sheps in Anclvzing a Merge

1. Cakiutola average pabce and fire deplovnent
bk by rank,

2. Colculote coveraga footor by rank.

3 Detorming averages pasonral costs by ronk
{payments, pesrEion ord benefits),

4, Coleulabe average annual vehicle cost per
povol oo,

& Decido whaibar fo reduce staffing level of g
ghottaars,

& Coloukale fotal fre pescnnel needsed 1o stalf
¥, Colcukate akal savings from reduced fire
pesonnel,

8, Serarale modmurn cost savirgs plan (Fon &),
7. Gonerate madmurn palral increcse plon (Fian
a).

10, Coloulate Meressed paired levals for egch
ok,

i1 Coleulake savigs ond relafed stofistics for
aach plan,

12. Caleulabe respansa e shatistos far each
o,

13. Datamming ten-yaar deporiure totals for policn
ard fre pascnnel.

14, Cakulsts annucl departurs rates of pasonndal,
15, Estimabe ime frame fo achleve 1 thoncic
sonirgds through psreonnel atidflon,

A of the above cdoulotiors ore iIncuded in g
Lotus spraadshest moded, designed by ha aathors.
Crily step 12 raquires advanged modaing
tachnigues.

= Deployment levels

s Costs of personne] ansd patral vehicles

= Persomned data such as gge, years of service of cur-
rent parsonnel, and departures in the past ten years.

Deployment and Coverage

Dreployment daka ave used to estimate the average num-
ber of fire and police patrol response personnel on duky
around the clock. The authors recommend taking a
sample of four weeks, ane from each of four separated
manths {e.g. February, May, August, and Novembear).
In fire departments in which personnel work 24-hour
shifts, recond the number of people of each rank that are
am duty each day, Then caloulate the four-month aver-
age for each eank.

The Awbur fire department staffed two fire stations
with an average of 6.4 firefighters and 3.8 senior person-
nel {inclieding lieutenonts, majors, and captains). The
nutttber of personnel on staff for each of these categories
was 26 and 13, respectively, The total staff is divided by
the average deployment to determine the coverage fac-
tor. This is the oumber of people needed to staff one
positian 24 howrs o day, seven days a week. The cover-
age factor in Ausbrarn was 4.0 for Arefighters and 5.4 o
SUPervison.

Crlczdading Coverage Fockor for Cire Serzice

Average deploviment 6.4
Total parsanne] 26 13
Coverage facior 4.0 34

Fircfighters  Supervisors
3.5

The average deployment level for police Is esually
more diffieult o calcalabe because of multiple shifts. The
average deployment far each of the police department's
shifts is determined. Each shift's average is multiplied
by the number of haues in the shift, and these numbers
are added together and dividied by 24 to obtain the over-
all average. This method works with all types of shift
schedules including ovedapping shifts. In the caloula-
tion for a department with three overlapping 10-haur
shifts shown below, the average deploymenits for shifts
1,2, and 3 are 7, &, and 5 units, respectivaly. Each value
is multiplied by 10 bours and the total is 180 patrol-unit
hovurs per day. This i divided by 24 and the resull is an
average of 7.5 patrol units on duty. (The actual deploy-
mient level will mnge from a low of 5 to a high of 13
duting overlapping shifts, but the average i 7.5.)

Callating Average Deploytent for Police Servding

Shift  Awverage Hours  Product
deployment

1 7 x 1 )

2 B b 10 ]

3 5 ] 10 a0

Chreral] a.ver;ge deployment: 180,24 =75
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With nonoverlapping & ar 12-hour shifis, this cal-

culatinn can be simplified to the average of the three or

twear shifts.

Tn Awbam, the department averaged 5.7 patrol of-
ficers amd 2.6 patrol supervisors (corporals, sergeants,
and Hewtenants! between 6 am. and & p.m. During the

night, the average was 6.5 patrol officers and 2.4 super- -

visars. The oweeall average was fust the average of these
two sefs, 6.1 patrol officers and 2.5 supervisors, When
caleulating the patrol coverage factor, it is important fo
include in the kotal staff figures ondy those personnel
who routinely go out in patrol cars or directly supervise
patrol officers. The coverage factor for the Aubum pa-
teed division was a low 4.4 for patrol officers and 4.5 for
pattol supersisors.

Crlcrlating Covernge Factor for Folior Serwice

Patrol officers Supervisors

Average deployment 6.1 23
Total personinel & 12
Coverage factor 14 48

Caosts

Next, fire and police personne] costs and patrol vehiche

costs are caloulated. These are the major vperating ex-
penses that will affect the economics of & merger, For
the average officer oost, the major categories are dinect
payments {(base pay, overtime, longevity, holiday, vacs-
ton}, benefits that are refabed bo dinect pavenents (pen-
siom, socisl seourity, worker's compensation], and ofher
benefits (medical insweance, life dnsurance, clehing al-
lowances), IF overtime is significant, fhe city should
gather data on the companents of overtime costs, Tn Au-
burn, direct payment b & frefighter averaged $21.200,
Pension plus berefibs added $.200 for 3 lotal cost of
$25A00, The correspanding tokal foy a patrol afficer was
31100,

.

alewlating Averege Officer Costs

Fire Service Police Sapryvice
Pafrod

Firefighter Supervisor aficer Superviscs
Salary '
Payments 221300 $23200 $23000 451200

Perwiom,ebc,  $4200  $5100  $5000 55800

Tetal 25400 HEE300 H3LI00 F0000
To maloulate the patnel vehicle costs per officer, the
trade-in value of a car is subdracted fram, the puichase
price. Te this "net cost” is added the prepacation cost
{installation of radio and related equipment). The total is
divided by the number of years until trade-in, This
annual capital cost plus the anonal operating cost of a
vehicle {gas. oil, tires, and all maintenance) &5 the cost
per vehicle per year. This number s multiplied by the
nuamber of cars assigned to the patrof division and di-

vided by the number of officers (including supervisorsh
who use these vehicles on patrol. The fioal mumber is
the asverage patrol vehicle cost per officer per year, This
gost must be included when determining the oost of ad-
ditional patrol efficers in o public safety merger,

Colewiating Vil Cost per Officwr per Year

Purchisse price 813,125
= Trade-in value - 2835
Wit st 10,50
+Prepanikion Cost + 178
Mot + Prog, Cost 0475
+Average years until teade-in F25 years
Capital vost per vear 4,270
+ Anouid vperating expense 44200
Capribal + operatiog oost 8,470
% Flegt size % 14 cars
Teotkal Aeet cost 118,550
+ MNumber of parsonns] /39 officers
Vehicle cost per pificer per year FAt

Key Declsion: Fire Station Stolfing Lavel

A crucial decision is determining the number of person-
el Lo relain in the fire stations. The Aubum fire depare-
ment staffed three vehicles: one engine and one ladder
at headquarters and one engine at a second station. The
praposed public safety deployment plan would main-
tain 3 firefighters to drive the equipment and 1 supervi-
sor. Multiplying these numbers by the respective cover-
age factors (4 and 3.4} and rounding determines the
number of personnet required: 12 firefighters and 4 cap-
tains. If the department has one additional senior officer
in charge, the plan’s net savings is 23 fire personnel, This
reduction genarates savings of 5656,801,

Calcsednting Fire Cost Savings

Mumber Cost Total
of personnel per officer  cost

Firafighters 14 BR5A 5355600
Supervisors 7 833200 5233100
Sandor officers 2 S49005F S50
Total peesonnel 3

Total cosk savings 5684800

The police cost data ace thes uged o wstimate the
number of additional pateal peesonne] that can be funded
out of Ehis savings. The spreadshest model avjomati-
cally gemerates two patrol deployment plans. Flan A
miaximizes savings, and Flan B maximizes the additional
patrol resources. Plan A bs generated by Increasing pa-
trol resources by half the numbee of positions eliminated



Forecosfing the Outeome of Police/Fire Consolidations 1)

from the fire service. For Aubuen, this adids 11 officers ta
patral, Dividing 11 by the coverage favtor, 4.4, yields the
average increase in deployment: 23 more officers on pa-
trof, dor a total of more than 8.5 on patro] not including
SLpereisons.

The net savings are caleulated by mwltiplying the
personne] saved at each fire rank by the comesponding
Lokl post and subtracting the cost of add ing putrol officers
including vehicles. In Auburn, the combdned services
would have 12 fewer personnel with a projected annual
savings of 5344, 700,

Calcalating Cost Savings axder Plan A
Fire cost savings 366,81

Coast of webditional police (11 % 31,1000 $342,100
MNed savings 344,700

This savings docs not consider salary increases for
dual-iraiied officers. The cost of & kaise is caleulsted by
determining the total of direct payments plus pension
plus similar costs that are a percentage of direct paymunts
te.g., socdal security) for all current and additiona] patrol
cfficers. When wehicle and insurance ensts are excludoed,
the per officer costs were estimated to be $35.500 for
patrodrmen and $34.400 for patrol supervisors, The botsl
for all afficers is divided by 100 to abtain an estimite of
a 1 percent pay radse, In Aubearn, this amount was $13.500,
It is an easy caliulation to translate this number ke s 5
percent (F62.000), 7 percent ($96,600), or 13 percent
(5179400} raise.

Creleadatizg Cost of Pay Raise wnder Plar 4

Mumber Cost Tatal
af persannel perofficer oot
Patrolofficer 27+ 11 SIS BHEL
Supervisor 12 XA 12800
Toka] payroll $1,38150
Costof 1%
gy mise KIkE AL

Flan B is generated by dividing the total fire per-
sennel savings by the average cost of a patral officer
including vehicle casts. This plan represents the largest
possible increase in patrol strength while holding oosts
approximately constant. To determine Plan B for Au-
burn, the fire savings ($686800) were divided by the
total cost per patrol officer (331,100, For Aubura, Flan B
adds 22 officers 1o the patrol force. Thase officess can
staff an additional 5 patnol units around the elock, for a
total of 17 patsal unids.

Cifexfintineg Ciost Sirpings wngder Play B

Five cost savings 2686,500
Cost of additional police 064,200
(32 = 531,100

Met savings EXRA L

Because thi dual-trained force is larger under Plan
B, the cost of each 1 percent pay raise increases to $16623,

Crlenlading Cost of Pay Kaise inder Plare B

Mumber ot Tkl
of personne] per officer ecost

Pateo] officer (& +Zp 525500 51249500
Buperyisar 12 S34A00 5 412800
Tesal payroll §1,662,300
Costof 1%

pay riise 5 1n6d3

[mpoct on Pedoamance

With an estiseate of the number of hours of on-going
training for & firefighter and the standard dispatch
major and minar Gres, it is possible to cabeulate a sories
of performance messures. In Aubum, annual on-going
fire training was estimated to take 90 houwrs per officer,
The standard dispatch policy was 4 officars by a minor
fire and 8 to a major fire,

Under a merger, police patrol time will be lost be-
cause officers take on new activities (ie., fire tralning
and response ta minor fiees), The model calolates the
change in the level of patrol during each of these activi-
ties. For Aubuen, the mosdel assumed training would
entail the removat of T patrol vfficers at a time to train
along with fire station personnel, During training peri-
odls, under Flan A, which added 2.5 patrol officers, the
city still has slightly maore personnel on the streets. Undey
Plan B, the cty has 3 mose personre] on the sireels.
Training would be scheduled during all shifts, and some
training would be in peogress 19 percent of the time.
The 19 percent is obtained by the Following formula:

100% = 90 hours tradning = 8.6 patrol
{3,000 hours = Z peopls)

Training averages 90 howrs per person per year,
amdl this is multiplied by the avesage number of officers
on patrol, 85, and then divided by 2000 hours, which is
L%%F;mximarely the numtber of hours per prrson per year.
This calculation is divided by two, biecause tvo officers
train at a time. If the city pulled three people off the road
at o Hime for training, the percentage of Hime when reain-
ing is in progress woeuld drop Bo 12 prreent, but during
this mexﬁ the city would have sﬁgh%l; fewer officers on

atro
F If a city does rat have swtnanary fire workioad data,
the model assumes, conservatively, that 4 percent of
public safety officers’ time is spent on minor fire calls
and 1 percent is spent on major fire calls, [n Auburn, Huye
data indicated that only 2 percent of the Grefightars’ tme
was spent on minor fing calls, During a major fire, to
which 3 fire station personnel are dispatched along with
5 road patrol officers, the dty would expariense a sdues
tion of pateal of an average of 2.5 officers under Plan A,
This wonld s4ill beave 3 patro] officers plus supervisos
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to handle ather emergencics, [n exchiange for this rare
reduction in patrol, the city would experence a signifi-
cant increase in patrol the remaining E;B percent of the
Hme. With Plan B, the city's patrol level never deops
balaw its current vabue, even during o magor fire. Seventy-
thres percent of the time, patrol strength would increase
by 5 officers and during training and sninor fires, patrol
strength would increase by 3 officers.

Crfiailmhirey fmpaiet on Patnl Levels

Change in patrol level daniis
Tirme sprent

&) Plan A Plan B
Training 19-24 +5 +3

Activity

hlinor fine 2 +35 +3
Major fire 1 25 00
MNormal T3 +25 +5

The last sct of performancs measures are estimates
of system performance an an avierage or busy shift. To
avoid extensive data vollectiog, te medel assumes cur-
pent workloads of 40 pernoent for an average day and A
percant for a current busy day. However, in Aubarm,
the data indicated the average was closer to 30 percant
and a busy shift was 50 percent. The model also as-
sumes that 10 pervent of all calls are high priority and
that on average 4 call Hes up a patrol unit for 50 min-
utes, Twao other pieces af data needed are the area of the
city and travel speeds. The mnde] assumes a specd of
20 mph for low-priority calls and 30 mph. for high=
priorty calls.

The mexle] uses bwo sets of equations to caloulate
average frst-unit response time for high- and low-prior-
ity calls, Cme set of equations estimates average fravel
tirme, amed the odher uses queuing theory o cstimate av-
rage dispatch delay due to officer unavailability. In this
analysiz, only the response time of patrol officers is con-
sidered and that of supervisors is not included. The traved
g formiula derived using concepts of grometric prob-
abdlity is calbed 1he square root law:

[erB Y AN =B

Ay, trave] lime

whena A = Area in square miles

) = Mumber of patrel officers
deployed

) = Average travel speed in miles
Per minutes

b = Average fraction of time patrol
officer is busy and unavadlable
for immediate dispatch

¢ = [}&3, a constant of

proportionality that should be
calibrated with actual data.

The formula should be calibrated with achual mavel
time data, which imvalves ime-consuming data collection
and validation, This validation s always done before the
development of final merger deployment plans, buk the

uncalibrated equation % wseful al an eariy stage in pro-
viding an estimate of the relative travel times and fotal
response times fur a separate police patrol force as com-
parod with a larger, dual-trained patrol force.

In Anburm, the primacy avea of patrol responsibility
is 17 square miles. The denominator [W{1 - b)] repre-
sents the average number of patrol officers available for
immediate dispatch. If fhere ave 6 units and wnits b is
030, o average 4.2 units (601 - 03] are available for
immmediate dispatch and 1.5 units (6 - 4.2] are busy, If an
average respanse speed of 05 miles per minute (e, 30
mphy is assumed, then the estimate of travel time is
L% mimnstes.,

Under Flans A, the patral force wonld increase by
an average of 2.5 officers and under Plan B by 5 officers,
A current deployment of & units was compared with
deployment of 8 units under Plan A and 17 units uader
Flan B, The sverage busy percentage decreases in a
merger because the workload is shared by more patrol
units, For Plan &, each of the 2 additional units is esti
matexd to geswerbe activities such as affic stops or breaks
that consurme 15 percent of its ime frrespective of oar-
rent workloads. As a sesult the total mumber of busy
patrol units i estimated 1o be 18+ (2 = (K15 = 2.1, and
the average number of patrol units available fur imme-
diste dispaich would be 5.9 units (8 < 21 The aversge
travel time would be 2.1 minutes. The travel Hme to
high priovity calls is identical to the total response time
(tmavel + queuing delay) because police depariments with
workloads of 30 percent and & units oo the rowml sarely
experience quening delays for high privdty calls—see
Appendix C.

The increased patrol with Flan A would reduce re-
spanse tme by an estimated (.5 minbes for high-priocity
¢alls om averapge shifts and slightly mone for low-preority
calls. The average number of officers an preventive or
directed patrol would increase by 40 pencent feam 4.2 1o
59, The impact during a busy shift would be greater.
High-priority response time would drop by a minte.
Low-priority response time woubd decresse by almost
o minutes—these calls are affochisd mome because they
arg mote likely o be delayed when officers are unavail-
able. Performance measures would be moee impressive
wiider Plan B, which would deuble the number of patsol
officers aveilable for preventive potrol sctivities. See
Table 1 for thess figures.

This speeadsheet nodel provides the decision maker
with an estimate of the impact of a range of deployment
ppdons. IF saving money is crucial, then a city offictal
would opd for Plan A. In Aubum, i an § prroent dual-
training bosus is assuneed, the estimated savings would
decline by approximately $110,000 If the greater con-
cerny were increased patrol resources, the city officlal -
would ops for Plan B. If an 8 percent raise is conterm-

Jabed, Avshurn can increass patrol to 10 officers instead
of 11 without increased costs. Naturally, a city official
can checse an option somewhere between 4 and B that
strikes o different halance between savings and patrol
strengti,
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TABLE I— Impacl on Response imes—Aubum, Alabams

Whan wodklaad B overags (30 paercent)

Aoverngs numser of offficers en preventive
pafrol {ond ovalioble for cispatch) 3

Average rasporse time for high-pdority colls is
Average response tine for va-priarity colls i
‘Whien workload i busy (80 parcent)

Average number of afficers on praventive
patral {and avolicbls for dpateh) ig

Averoge responss fime for hign-pricdiy calls 5

Snsione responie time for loe-prosity ook is

Aoycabia pobcl offices ond avercge resparse tmes
Cusmrent

siruciurg Flan A, Flar: B

{4 citiceds (& officors (11 sfficars
depioyed caployod) deployad)
4.2 A a5

2.4 minutes 21 reirudes 1.8 mrulas
3.9 mirdas 3.2 mirntas 2.7 minutes
30 87 73

35 mirures 2.8 minutos 1.8 eniruabes
5.5 mirates 3.7 minubes 2.9 rminutas

Implermentation though Attrition

A final model addeesses the inplementation Hmeframe,
O aspect of dmplementation is the dwal training of
pressanuiel. This can usaally be cotnplebed within o conple
af years aml is undikely to Bake msoee than four vears
{Balamazoo, which has the seoond Taegest public safiety
depariment in the counksy, cross-traitad s personne in
less than four veass). Cross-traluing provides B per
farmate Benefits of a merger but personnel reduachion
provides e savings. I the rergee s implermented with-
out layodfs, the cost savings tmeframe depenids mure on
attrition Ehan on the dime Lo cross-Lrain,

The data needed to analyze afirition tme ace the
vaar of departure and year of hire of all peesanmel who
feft the polive and fire depariments within e Tast ten
vears, All departures during the ten-vear timeframe of
personnel who hid been hired before the tensyear pe-
vind are counted. Departures of persopnel who were
Bired within the time pedod are nod cosnted, In Aubum
41 personae] deparied from he re depariment between
1980 and 1968, but only 17 had been employed before
1980, In the police department, 53 peesonned departed,
28 of whoot bad Been emploved before 1980, Dhvide 17
and 28 by 1) o estimate the average annual departure
rade frorm the fire (1.7 and the palice {2.8) departments.

The goal of fhe merger was 3 23-person reduction
From, the fine department. The combined anoual depar-
ture cate, 4.5, 15 divided inte 23 to obtain an estimate of
the number of years until 23 people have departed. In

Auigen, o approsimately five years, 23 current prrsonnel

will hiwe Jeft, OF this total, ¥ will teave the fire depart-
ment, If 14 firefighters agree to cross-train and join pa-
trol, the full ecoromic benefits of a merger can accrue in
five yeans. Despite traditional fire service opposition to a
ICrEeT, expericnce in other cities suggests it is not un-
reasonable to % that 14 or more firefighters out of
the 37 will dgeee to wruss-train given the financial and
promational incentives, In fen years, there would be 17
deparfures from the fine service, and the city would still
rwed 0 cross-train & finefighbers to achieve full savings.

Ewven if it takes more than five years bo achiove full
savings, in the meantime the city can capture a signif-
cant portion of the savings while gaining almast all of
Eive perfommanc: benefits of the merger, I the timeframe
i extended, mither than rueshing to duat train all willing
personne] and pay them more, the city shoutd proceed
at o pace that allows savings due to atirition to more
than cover the increased salary of dual-trained officers.

The mesger itsell will speed up attrition. Personnel
who are unhappy with the new department concept may
legve and personnel cligible for retirement may retire
early rather than accumulate increased pansion benefits,
A city may want to offer cash bonuses for sarly refive
ment becagse the costs can quickly be recouped in a
TNergET.

Estirates for future attrition will pproximate these
af the rocent past if departure patierns have been rely-
tively stable. Flowever, if a large number of pessonmc]
recently retired, then the number of relirements in the
niear futare would be balow average and vice versa, To
address this potential data peablem, the authors bave
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developed an advanced Markowv chain mode] that docs
not assumwe that annual departunes have remained refa-
tively stable but uses the historical depariure data in
conjunction with data on the age and years of service of
all current palice and fire prrsonne] bo provide detailed
yearby-year estimates of departures. Figure 1 ts
the results for Aubum. The estimate for the first five
years is elose to that of the smplified analysis explained
carlier, The estimate for the subsequent five years is
significantly lower than that predicted earlier. These
numbees indicate 18 pereent fewer departures owver a
ten=yiar period than the simplified analysis indicated.

2

BB A T b g S
PAARSGEEMEY

Chee the choice has boen made bo pursne a consolidation,
management decisions and ogganizational design will
significantly affect success, As Bsai Berenbawm, a former
director of the Durham, North Carolina, public sadety
department warned, commumnities considening a merger
st ensure “that compromises are not made with o
posents of the program which will result in a weak or-
ganization, weak Jeadership, uncoordinated operations,
and Inadequate training.”* Unforhenately, even in comn-
anwuities in which organizational activity and design are
nok predatermined by compromises, management €rv0rs
often bead to the failure af the merger. Six management

apeas will affect the success of & merged agency and
shinadd be considered closely when establishing a con-
solidated department.

Farsennel Managernent

Perhaps more tham any other issue, the ability of the
managemeant team to bandle effectively the pemsonnel
issues involved will determing the success of the inemger
effort. Admirdstrators must be sensitive to the major
change that will ocour in the lives of police offcers and
firefightars as they assume the new, cues-ried rmole
At the same tme adeinistrators must be willing 1o ef
fect the merger farcefully, if necessary. ‘

The p’iﬁc& aned fire services carry with them a hun-
dred years of tradition, and a merger sevensly vinkabes
those traditivns, In the fire service in particular @ merger
dramatically changes the Jifestyles and work habits long
considered an inbegral part of the profesion. Managees
must be prepared to address the real and imagined fears
of employecs who are suddenly faced with changes that
deamatically alter their work environment, career aspi-
tations, and plins. Although the rank and file should be
involved in the planning of the new agency, the veality
is that macy will resist the proposed changes even when
given the chance to participate in the plans. The man-
ager musk be prepared bo answer their concerns but also
understand thiat ihe answers, in many inskances, are ones
that the ermplovess do not want o feie.

Figure 1—Curnulciive personnel departunes lorecasted for Aubum, Algbrersa.

NUNMBER OF DEPARTURES
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e objection that inevitahly atises Is that “one per-
s cannot learn twg jobs® The sdmigdsteator st be
prepared 1o deal with that issue head on. Altbough it i3
trire that some individuals may not be capable of per-
forming police and fire tasks, many people can do both
and do so well. indead, the experiencs of many agencies
is that thesae skills complement each other amd that the
public safety afficer posilion, becausa of ik diversity and
community oriendation, attraces high-quality candidites,
The recruitment process for fature hives shoald e de-
signed to test for the broader range of skills required fog
the dual-trained position.

Some current employees, however, may find the
acquisition of the new skills difficult, even impossible,
and the administrator must have an organizational de-
sign available to accommodate these individuals who
cannot complete the cross-training. Even after censs-
training, soma personnel may find it difficwlt o adapt to
thedr new daily routines and to the different waork cublures
of police or fire. Police officars often handle emergencies
cn their own and between calls take the initiative to
aggressively patrol and solve problems. The interest in
the self-starter police officer is growing as community-
cricnted pelicing gains wider acceptance in the police
rommunity. [n contrast, firefighters work as a team with
close supervision and in reaction fo calls for service. Some
personniel may have difficulty in moving between these
bwo culhures as they handle their dual rols.

Almost every successful consolidation examined by
the authors involved voluntary participation in the cross-
training program. Determining what incentives to offer
is vne of the important decigions for managers, Partici-
pants can be offened financial incentives to accept the
new pasitions, but incentivies neod not be limited to G-
namcinl benefits, Prometional opportunities may be re-
steiched o cross-tradned personmel, and this shoudd be

commrnunicated early in the recruitment process. Indic

widluals who may not velanteer for the program in re-
spanse to financial incentives may doe so if they under-
stand fhat their career opportunities will be Tmited i
hey da ot parkicigate,

Finally, fhe minagement must be Aexible in mak-
iag ssiprranents. [k b5 impossible to debenmine in advance
which of the existing personnel will perform the best
vrnder the merged role, The administrator must be pre-
pared o amend the intial plin, often many times, to
take advantage of previcusly wnnecognized leadership
abilities as well as to incorporate info the department
personned whe perform adequately in current roles but
are undble fo complebe cross-training or kandle the dual
role satistactordly.

Cyganizationol Sfruchure
The table of organization for the merged department

will affect its performance significantly. A critical com-
poenent of & successful public safety agency and a part of

its basic description is the “management and control of
all emergency services functions under the divection of a

single individieal, the public safely director.” The con-
solidation of authority at the top is symbalic. Often,
however, the continuity of command and contral is lost
at the loveer levels of the arganization.

A problemn in partially merged public safety agencies
is the shift in supervisory responsibilities that occues
when personnel are moved from a law enforcement
mode to a fire suppression response. In Oakland Park,
Florida, public safety officars responding to a five cafl
moved from the supervision of a police sergeant to the
suparvision of a fire lisutenant. Swch split supervision
climinates effective command and control of people and
often creates siuations where the police supervisar and
the fire superviser have contlicting goals and demands.
Public satety officers are caught in the middle of such
contlicts,

Supervision is more cleacly defined in a fully con-
solidated agency and in partially consolidated agencies
in which all personnel, whether fire, police, or public
safety officers, report to the same first-line supervisor.
The supervisor has complete control of human and
equipment resources at the scene of any incident, and
the chain of command is clear. Such a structure requires
that finsteline supervisory personne! be well trained in
bath disciplines,

Moving up the table of organization, a unity of
cammisnd should be maintainod with plateon and divi-
sion commanders nesponsible for all public safety opera-
tioms in o geographic area. This has been accomplished
in Morganton, Nosth Cacoling, apd Cocomut Creck,
Florala, by dividing fhe agency inte bwe divisions, op-
erations and support, Operations, headed by ome per
som, 8 responsible for all field operations, inclading po-
live patrod and investigations as well a3 fire suppression,
Sech an argandzational steucture does not peeclude spe
cialists, who may serve as staff pessonned prosdiding o
higher level of expertise in specific aperations.

nclusion of the investigative personnel i the op-
erations unit can conteibute b the five suppression force
and reduce the need for call hacks ar mutual ald assis-
bance in the event of 2 major incident. Tnvestigative
persontel are ravely involved in poainterreptible activi-
ties. If cross-teained, they are a vesource o case of o
magor fire.  Alternatively, they can pecfoem as padrol
personnel while unifoymed personme] respond bo 3 Hre,
Thew can quichkly dow jeeesudts ar jackeds clearly identi-
i them as police officess and femporaeily aseume
patrol dutes durtng the cosrse of e five, Cross-tridnsd
investigative and administeative persoome] mivy even be
asslgned ag engine drivers responsible for delivery of
apparihus be o fire soere. Tn Coconust Creek, this respoen.
sibility was assigned fo the detective burean, The super-
wigor OF thak wndt ensured that one detective wis always
prepared bo report quickly to the fire bays.

scheduling

Scheduling is always a problem in emergency services
brcanse of the 24-hour, seven-day-a-werk nature of thesa
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organizations. Scheduling Is further complicated in 2
merged agency bocause of the conflicting demands of
the police and fire services.

The volume of calls for palice servive varies by time
af day and day of woek in & faidy consistent pathern.
High- and Jow-demand periads agsu- depend on local
conditions, Standard practice in modern police depaet-
fnents is ta schedule personnel acconding to these pat-
tetns, adding additional patral resources during heavy-
demand periods and reducing resources during times of
lower demand. The fire service, on the ofher hand, mwst
aintain mindmum personnel levels to be ready to e
spand to a fire and to stafl apparatus. These require-
ments do not vary by time of day.

Fire-fighting is team-oriented in contrast with po-
lice work, which typically requines one or two officers
prer call, Fire-fighting teoems prust be mudndained not anly
i actual deploynuent but also during in-service training
a0 that the fre-fighting response will be @ coondinated
offort. Additionally, fire-fighding training and equipment
maintenance atd service demands are significantly dif-
ferent from those of the police service Because the
valume of fite calls is typically very low, a major oom-
mitment must be made o regular, on-going in-service
training to engure that fire-fighting personnel are famil-
jar with apparatus, cquipment, and factics.  These in-
service trainipg requiremends reduoe pairol personeel
pesouroes snd are often not considered in the initial de-
sign of a public safaby agency.

Failure o consider these inherent scheduling con-
ficts when Implementing a mecger can Jead to program
failure, In Morganton, North Caroling, and in Twin Falls,
Tdaha, & major concern was the lack of slequate faining
time, which Jed to pemeived operational failures at fre
scenes, In bath instances, management made significant
initial training commitments but did aat continue this
level of training becawse of patral staffing demands,

These scheduling conflicts can b pvercome with a
thoughtful deployment design but are difficult to deal
with in standard & ot 10-hosar shifts, Cities have found
thist & 12-hour schedule is particularly well suited for the
public safety concept. Kalamazoo kas been operating on
such & schedule since the inltial implementation of its
program and continues to do so after labar and manage-
ment efforts to identify alternative schedules. Cocomut
Creek has operated on 12-hour shifts sinee 1982,

Although there are several varintions, 12-hour
sehedules bypicolly assign emplayees to one of four pla-
toons or teams, The members of each tewm consistently
werk logether under the same supervisor and share the
same days off, These schedules involve ore 3a-hour
workweak followed by one 38-hour woek, averaging 42
huours per week, and are consistent with Fair Labor San-
dards Act requinsments. One design, shown ia Figuee 2,
provides a thoee-day week to each offioer every ather
week, Additional personnel i be assigned 10 a floating
sequandd at team that can be wsed Lo provide training relief
anl for specialized assignments such as selective traffic
enforcement or plattclothes patrol.

Assigning fire station-bound personnel to & 24-hour
shift while operating field forces om a different schedule
will be less expensive than a deployment where all per-
sonmel work the same hours, However, such a schedule
should be avoidid for at beast bwo important reasons.

Different schedules essentially eliminate the team
responses that are necessary for effeciive fire-fighting
and create bwo classes of employees, which may involve
separate labor unions, work rules, et Alse they main-
taih, & separate fire-fighting force, which may never con-
sider itself part of the public safaty program and may
work to undermine the consolidation cifort. In- Twin
Falls, public safety officers reported that when they re
spanded to a fire scene they felt uncomfortable internct-
ing; with the firefighters because they rarely traired or

Flgure 2—12-Hour Day, 42-Hour Weel Scheduls for Four Pubiic Sofety Ciflcer Teoms
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worked with them, Sometimes they felt they were placed
(by the firefighters) in positions for which they were
untzaised. In Oakland Pack, the station-bound firefightars
never consddered themselves part of the public safery
depariment, refermsd to their organization as the “fire
depatiment,” and wlimately prevailed in undermining
the public safety program.

In sumumary, having stotion-bound personnel
working the same schedule as patrol personne] builds &
mare cobeslva, leam-oriented organization and offsats
the additional eosts of Ehls bype of schedule.

Equiprmsnt

The fire service is in the midst of a technological revolu-
ton. Progressive fire deparhments have discovered, that
mini-pumpers and quick response vehicles (CRVs) may
provide faster and more flexible response than tradi-
tional large-volume pumpers. They are relying more on
chemical agants, sich a5 Class A foam and other wetting
apgents, which dramatically increase the fire suppression
capabilities of plain water. This new technulogy, when
combined with the use of compressed air, may reduce
persennel requirements and enbhance attack and cxpo-
sure protection capabilities. '
The public safety administrator must be preparcd
to adopt new approaches and new lechnology for the
delivery of emergency services. I Palm Springs, Green
fcres City, and Coconut Creek, Flovida, officers rou-
tinely patrol in QRVs, four-whesl-drive pickups outfit-
bod with a slide-on high-compression pump and 250 gal-
boms of water, Assigned to regular polica patrols, fhess
marked units perform selective traffic endorcement and
respond to routine police service calls. In a five call, ey
can bugin to attack the fire. Typical small fires in
dumpsters and cars, for example, are regularly handled
by these units, reducing the demands on langer and more
expensive fine apparatus, This immediate initial attack
ein prevent i smill fire from expanding into a lacge five.
seamse of their rapid response, QRYs have bean cred-
itedl with sving structures, including mobile homes, that
might have bien lost if larger bat slower fire apparatus
were dispatched.

Effective commarad and control of all emergency re-
sponses requines o well-managed dispatch and commu-
nications center in any emergency services arganization.
In 0 consolidated agency, the demand for communica-
tion is even greater—active call-for-service-management
and sggressive preemption strategies ane required. All
CIMUCEENCY strvices organizations have a de facto pre-
emphion strabegy: police officers routinely leave less im-
portant <alls te respond to more serious emerpecies
when no other officers are available. Tn public safety
departments, such strategies must be formalized and
consistently implemented,

It would be impossible to integrate 4 public safety

respanse successfully without control over fire and po-
lice radio frequencics, Communities considering a con-
solidation would be wise to cnsure such control before
implementation. All calls for service should be dis-
patched over ane channel o that all public salety per-
sonnel are aware of the emergency, ircluding feld wnits
involved in inspections or investigations, Aiken, South
Carolina, began its sucoessful consolidation with the
merger of all dispatch operations, In communities with
a large patro] force, apertions may be scgmented into
geographical aveas, each of which may be assigned a
saparate frequency. The critical issue in reducing re-
sponse times is to ensurne thit all public safety personnel
responsible for services I an area are made immadi-
ately aware of each Incident. Aggressive contral of calls
for service using such fechnigues as “differential police
r%spﬂnse"“ should be usad to incpease personnel avail-
ability.

One indicator of poor control over dispatch and
patro] is frequent vesponse by mwultiple patrol units to
calls. An official policy should make clear when two
officers {or more) are I be dispatcied to a il [n an
emergency, patrol units should not self-dispatch in large
numbers. Even on a slow night, fve units should not
respond to an emergency just because they want b be
part of the action. Even in & traditional police depart.
ment, such respense pattams leave the rest of the city
divested of patrol. In a public safety department, these
resporses leave the city wulnerable as well 40 fire eme-
gencies,

Troinirg

The nelationship between in-service training and sched-
uling his boem discussed. However, the imporance of
adequate fire fraining cannot be ovaremphasized. Many
consolidations fail because of inadequate teaining, [f
pasblic safedy officers respond quickly 1o a five but are
agable bo use equipment or fail to use propar fire attack
techniyues, they are not effective.

I the indtial stages of a merger, the transitional
training of police wel in Fire-fighting techmlques
will constume significant ime that inevitably results ei-
ther in reduced police patrol or in additional pvertime,
It is dmperative that service levels not decrease during
this vulerable period, and administrators must budget
toe this expense, The cost to cross-train police officers
aind the impact on patrol levels will be sensitive te state
pequireements and local training practices. Manw stabes,
stich s Wew Jersey, do not have minimum Frefighter
teaining requirements. Others provide that the basic
training can be done in-house. SHll othess, such as
Floridka, have strﬁégant training requirernents thad can be
met only by attending state certified academivs.

In contrast, police taining regulations are more
congistent among states and gereeally pogmine greater
time commitments than fiee-fighting fraining, Basic po-
lice training always occurs within an academy setting.
Basic training requirements nuy exceed 600 hours, In
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amy case, basic police training st be scheduled and
funded.

The necessity of an-going, In-service fre-fighting
training cannot be overstated. Only through repetifive
ectice can persons develop solid fire-fighting skills.

slg training also provides the opportunity fo reguiarly
inspect and test equipsnent and apparatus. The mainte-
nisrice of cyipment in a public safely department can be
a particular problem because of the significant reduction
in station-hased personnel. There is a danger that in 2
public safety agency, braining on equipment and the
makntenance of the apparatus may be postponed or ne-
ghected in deference b patrol demands. Doing so will
ultimately Jead to performance failures of equipment and
personnel.

HAARY

The issues strmounding a proposed police, fire consoli-
dation include fnancial, personael, political, and sucial
comsiderations. Sorting out the answers is nob easy, Key
Jecisions must be made reganding statfing levels and
salaries, which may meet oppesition, particularly from
pubdic sectar unions. Local circumstances will detormine
the strength and effectiveness of this opposition. The
mathematical modi] developed by the authors of this
neport can provide the manager with answers to ques-
tians gbout the impact of a congolidation on service lev-
gls and costs. Being #ble to demonstrate the effoct of 2
proposed merger will be important in building political
support For the public safety congept. Finally, the experi-
ence of many Eléﬁct{:ﬁﬁﬂ::}pubﬁrz safery depariments sug-
pgests guidefines for staffing, equipping, training, atnd
managing a consolidated department tht will contribute
b fts effectivensss.

Tther oo John E. Roess, Pulile Safuty Disector, Eslamaznoo, Micli-
gan.

*lhe development of a delailed merger plan is & complex time-con-
sumirg provess involving nsmerous (zadeedts. Ta sssst in this kazk,
ihe swthors have developed o rumier of sdvarced mathemastical
miedels in sddition b the simplitied wodel described b this reparl.
Fhese advanced medels estimate o vagiely of nelated performance
pneasases fie i public safely departmeal, snchuding

= Ao FREpAnst tire af the fizsl, sscand, thisd, ele., palal
unit mespending bo an eiergercy call

& Average fespomse time of the fizst und second Hre engine

® The probalility that tbe lirst unit at 4 fire scene will be a patral
it

« The probability that there will be eneugh patrel ansts avaiisble
for immediabe dispateh o 2 minor ar mijos fioe.

The model capabikilies are fllustrated in the Kenbwuod case study
contained e Clearingbrse Feport “Folices Fire Cunsalidation
s Srudies™ leee Additivoal Resources),

1 polivp-Fire Comsodidatioes: A Case Study, M3 Report, 10MA, March
1974.

Kenneth Chelst, "4 Public Safety Merger in Grosse Poinbe
Park, Michigan— A Short and Sweet Study,” INTER-
FACES 18, July-August, 1988,

Kenneth Chelst, "Cueving Models for Police-Fire Merger
Analysis,” Quaiing Systenis Theory and Aprdications, Vel,
7, 1940,

Tnternatiunal Association of Fine Fighters, Consalisiation of
Fire andd Police Diepartreits; Consolidrfion Kit, IF8Z,

R. C. Larsom, Livkan Police Pefrol Analysiz, {Cambridge,
Mass,: The MIT Press, 1972). '

Leanard Matarese, “The Public Safety Concept Comes
of Age” New fersey Municipatitizs, Mew Jersey Loague
of dMunicipalities, May, 1980,

Leonard Matarese, “Police/Fire Consoliditions: Issaes
and Strategies,” in Jnplementading Strefegies for Comoli-
datign of Patice and Fire Openttipns, foint Center for En-
vironmerdal and Urban Pooblems, Boca Raton, Florida,

Way, 1953 4 ‘
“Police, Fire Consolidation Case Studies,” Clearinghosse
Raport {ICMA, 1991).

PadiceFire Consaligatian in Muwicipalitics 10,0000 wrd Chatr,
Urban Dhita Service, Wol. 9, Me. 9, ([ChdA, 1877).

PoliceiFire Conselidutine in Musicipalities 20000 awd Lin-
der, Urban Diata Service, Vol. 10, Mo, 10, (ICMA, 1978,

Palice-Fire Consolidations: A Crse Stediy, MIS Report (ICHA,
March, 1974},

Public Safty Deparbments: Combining the Police mud Fire
Frarchions, W15 Report QWA July, 19761

Lt Public Safity Departonents— Combiniug the Police
amd Eire Funciions, M5 Report (1CMA, Blowembser,
1982},

W. E Walker, [, M. Chaiken, and E. ). Jgnall, Fire Deparl-
mert Dvployament Analysis, (New Yorks Elsevier North
Holland, 1979,

B. Wolkinsan, K. Chelst, and L. Shepard, “Arbitration
lssues In the Consolidation of Police-Fire Bargaining
Units,” The Arbitratisn foerinal, Vel 40, Mo, 4, Dece-
ber, 1985.



A partial list of comununities that have succeeded in
eonsodidating police and fire services follows.

hdurelle, Arkansas
Texarkana, Arkansas
Esquimalt, British Columbia
Marina, California

FEohnert, Califormia
Sunnyvale, California
Coconut Creek, Florida
Greenacre City, Florida
Indian River Shores, Florida
Morth Lauderdale, Florida
Morth Palm Beach, Florida
Lkhc;n Ridge, Florida

Palm Springs, Florida
1’&1‘1:1:1??]&%1’]5!&
Bainbridge, Georgia
Clencos, Hlinoés

Highland Park, inois
Rosemont, inois

£l Dorade, Kansas

Adbjon, bichi EAn

Berkdey, Michigan
Bloomificld Hills, Michigan
Centerline, Michigoan

East Grand Rapids, Michigan
Escanaba, Michigan
Farmingsbo, Michiga
Fraser, Michigae

Creenville, Michigan

Grosse Patnte City, Michigan
Grosse Pobnde Farsees, Michigan
Gross Fodnbe Park, bicldgan
Grosse Polnde Shoges, Michigan
Highland Park, Mickdgan
Huntington Woods, Michigan
Taeda, Michigzan

Dromwoad, Michigan
Kalamazoo, Michigan
Mamistique, Michlgan

Chak Pavk, Michigan
Gladstone, Missouri

Rig Ranckhao, Mew Meaxion
Maegantom, Morth Caroling
Aldken, South Carolina
Spactanburg, South Caraling
Ultiiges, Sauwth Carndina
Diallas/Ft. Worth Afrport, Texas
Highland Park, Texas

Lake Worth, Texas

South Lake, Texas
Woodway, Texas

Oren, Utah

Wasst Jordan, Uiah
Stellacpom, Washington
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Ashwaubencn, Wisconsin
Bayside, Wisconsin
Bronem Deer, YWisconsin
Fox Foint, Wisoonsin
Rivershill, Wisconsin

Eontwood, Michlgan

Buring 1986 Kentwood, Michigan, deploved an average
of nine people in two fire stations for 43 hours during
weekdays. hMore recently, the city expanded ooverage to
B hours per week. At other times, fire calls were re-
sﬁfndsed to by personnel called into the station to staff
the equipment. In 1986 the department responded to
533 calls, approsdimately 1.5 per day. Of this total, 131
involved actual fires of which 55 were structural fires
{sce Takle B-1).

TABLE B-1
Canlls for Servior, Kentwood, Michigan, Fire Deparbrent

Call Fype Mumber FPercent
Structural fires 55 10
MNonstructurs! Gres ) 14
Bescuge &l 15
Medical 7 15
Hagardouws conditions 73 14
Servioe = 11
False alarms 8 17
Other il 5
Total 533 100

Oz imdication of the severity of & five is flhe amount
of water applied to the fire. The Michigam Five Tncident
Reporting System contains estimates of wealer use, The
Kentwood depariment applied waler 104 tires during
the year, an average of twice & wesk In 64 percent of the
fires, the water was applied theough a boaster bose con-
nected to a water tank on the five englne, Thirty-seven
tmes duting the wear, the department lald & regular
hose connected to a hydrant. It is estimated that in 60
percent of the cases, 100 gallons of water or less wers
needed and less than once every two months, 1,000 gal-
bonz of water or more were used ab the fire scene {see
Fignare B-1).

Twirthirds of oo-duty calls were nesponded o by
thee or fewer personnel, Only 17 times during weeks
divys dil edght or move people work atb the scene of a
call. The sverage time it o call was 30 minutes, and 97
percent of all calls were serviced in one hour or less,
Only five calls during the year toek Jonger than two
hours. [t is during these long calls that a public safety
department needs to call back off-duty personne] to pro-
1!1& additional patrol and fire coverage,

The: total worklovad of on-duty personnel was calou-
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bated by multiplying the number of on-scene personned
by the fime spent at the scene for gach call. This workload
wag totaled for all calls handled during the on-duly hours,
This total was Bhen divided by the average number of
pessonnel on duty. The call for service warkload for on-

duty personnel averaged L1 percent of their tlme or 11
misites during their nineshour tour of duty. If the de-

partment staffed their stations around-the-clock, the per-

centage would drop below 2 percent Le., less than 30
minates per 24 hours) bocause the call rate during off-
dluky hours wis gven lower.

Auburn, Alghamad

The Aubum fire service staffied bwo stations acou nd-the-
ek with an average of 10 persons. During o 16-week
sample period, the fire services responded o 161 calls,
1.4 per day. The call breakdeown and the status at the
time of ardval at the call is Dlustrated in Figure B-2,
Half af the calls invalved a nepart of a fire in & struchure,
Haowever, the majority of these ealls were false alarms.
Theve was a structural fire in progress upos anrival of
fire apparatus only 13 times during the Heweek period.
Sixly percent of Lhese struchure fires and %0 peroznt at
the nonstuchare fives were pul ouk with o booster line
fed by water on the engine anly. The depardnent con-
yected hose bo 2 bopdrant less than once every bwo weeks,

The average time a fircfighter spent at calls for ser-

vire including false alarms was 22 minutes per 24-heur
shift or 1.5 percent of on-duty tme. The average time
spent at a call was 21 minutes, Eleven calls lasted an
hour or longer, and only one call during the 16 wesks
Tasbixd rome Ehan tweo Joaars.

Ookland Park, Fioica

Oakland Park averaged nearly four dual-rained officars
on patrod around the clock, in addition 1o a sizeable pa-
trol Fosce of police officers. Nonctheless the depariment
maintained, on average, more than nine single-trained
firefighters in the city’s two stations. During the 16-
week sampla period, the dity responded to 327 calls, 2n
avernpe af almost theee per day. The largest category of
calls was emergency medical with 92 calls, These calls
do not include a larger group of emergency medical
service calls for which the fire department staffed a
separate advanced life support wehicle. The total
worklead averaged in the range of 42 Lo 52 minutes per
firefighter in the station house per 2-hour day. (The
data on personnel at the fire scone Jid not diffcrentiale
brhween firafighter and public safety afficersh The esti-
mated worklead is 3 percent to 4 percent.

The sumber of actual fire calls during the 16-week
sample period was 84, but only 21 were structire fires.
The department toek action to extinguish a struchure fre
in only half of the peported structure Bres. Almost all of

Figure B-1—Waoler applled to fires In Kenhwood, Michigon (1986 e data),
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Figure B-2—Coll typa and fire sletus an amived in Aubiurn, Alabamc
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the on-going fire alls wese put out with either an extin-
auisher or a Ffire bruck hose, The department connected
fuse lo a fire hydrant only onoe during the 16-week
period and that was for a nonstructure five call,

The dispatch delay due to all patrol unils being busy at
the Hime of a call is called a queuity, delay, This delay
can, be estimisted using advanced stochastic models that
include several call prority categories, The mathernatics
involved is beyand the seope of this repart but is einbed-
ded in the spreadsheet.

Tn Aubum, the combined average queuing delay
for Both high and low priority calls wauld be only 0.2
missites. Flowever, the magnitede of the queuing delay
s sensitive to Increases in waekload, T the & units had
an average workload of 5 percent, the average queuing
delay would increase to 1 ninute, As the wor]csf?xmi BYows
tor 60 percent o 70 percent, queuing delay increases to

2.4 mimytes and 35 minutes respectively, Tf a depart-
ment had pricrity dispatching procedunes, thmgﬁ
priority calls would experience significantly shorter de-
Lays and fow priority calls would experience delays abune
these averages. The quening delays alse depend upan
the number of units deploved, as illustrated in the @ble
below, A fifty percent warkload would produce signifi-
cant delays, 5.1 minutes on average, for 4 patrol units
and only modest delays, 1.3 minutes on average, for 7
patrol units.

Arrage Quewnzg Delays (i priries)

MNumber
of patrol Average workload
uns % % 0% VIR
4 0.8 a1 w? 212
5 03 31 A0 148
& 02 2.0 49 111
7 .1 13 s 85
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