


































































































































































































L/A Together Recommendations

The L/A Together report made four specific recommendations for the Auburn and
Lewiston police departments. The majority of these focused on a closer alignment of the
two departments through standardized operating policies and procedures. These
recommendations were not fully carried out previously, primarily because the two
departments have moved through the accreditation process separately and at different
speeds.

Lewiston and Auburn police departments have succeeded, however, in increasing
cooperation between the two departments in the last ten years. The two departments have
a mutual aid agreement, and work closely together in investigating, in testing personnel,
in polygraph testing, and in joint purchasing of cruisers. In addition, the two
departments, along with the county sheriff, already have common databases and
compatible communication systems.

A L/A Together Specific Recommendations ' - Status
Police
“ Police department crime prevention divisions becorile operationally Minimal

'standardized and closely coordinated.” The crime prevention: divisions - o
progress
_operate cooperatively and; when appropriate, as a combined unit. :
Joint standing advisory committee to review the police department Pur.chase
. . cruisers
equipment of both departments and recommend equipment changes and other
necessary to create interdepartmental equipment compatibility and target .
. equipment
date for standardization.
together

“Standardlze pohce department operating procedures and joint training.

; Identlfy means required and target date for 1nterdepartmental ‘ Mlmm G
standardization: e ‘, progress ,
Operations of police departments be standardized accordm0 to the Lewiston
Commission on Accreditation of Law Enforcement Agencies (CALEA) and s
coordination between departments complete by 2002. accredited

Five-Year Goals

The opportunity exists for the Auburn and Lewiston Police Departments to consolidate
into one first-class department that protects and serves both communities.

After talking to the police chiefs and officers from both cities, the Commission does not
believe that it would be beneficial to seek immediate implementation of the
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recommendations proposed by the L/A Together report, which focused on combining
crime prevention divisions and standardizing operating procedures and joint training
between departments. The philosophies of the two police departments are considerably
different, and attempting to immediately combine efforts by piecemealing separate
divisions together or combining training would be counter productive and would not lead
to one department. Other issues and challenges to combining separate parts of the two
police departments include:

Auburn is not accredited, but is going through the process

Different policies, procedures, and philosophies

Four or more separate union contracts that are not on the same cycle
Different schedules and shifts

Cities have different ordinances that impact police services

We recommend that the Auburn and Lewiston police departments work together over the
next five years to design a plan to consolidate the two departments into one. We envision
a new, consolidated police department would be under the direction of a single chief.
Patrol officers would cover both communities. Some savings could be found in having a
single Chief of Police, which would happen through attrition. Other benefits would
include a high quality of services, one set of policies and procedures, and unified training.
Because both the Lewiston and Auburn police departments are staffed at the New
England average, we do not anticipate a decrease in the number of needed patrol officers.
There may even be a need for more patrol officers in the future as the population
increases. Additional costs to combining the departments could result in bringing some
patrol officers and personnel up to a higher pay scale and settling union issues. Potential
savings for combining the two departments would be realized over the long run.
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Implementation Plan

__ Short Term — Increase Communication |

Recommended | 5 ;
__Activity ~© Responsible Party TimeFrame

Create and sign an inter-local agreement " Lewiston and Auburn

between Auburn and Lewiston that establishes | . ¢ From the start ?
. . city councils

commitment to work together

Police chiefs of both From the start

Police chiefs of Lewiston & Auburn commit to
meet regularly (onceamonth) = cities

' POhC‘:j Chle_fs & © 12 months from
. planning directors of | start |

. _both cities ‘

Mid Term — Increase Coordination & Collaboration

Review & standardize civil ordinances of two
cities

Recommended :
Activity - ' Responsible Party ' Time Frame

Establish a police planning committee to ;
design a joint police department, which would Auburn & Lewiston city . 12 months from
i include the two chiefs, union representatives, . councils i start ;
_and citizens from both cities |

é i Police planning

’ Design the joint police department that could = committee, with help . 24 months from
' be implemented in 5 years . from Joint Services , start

|  Coordinator |

_ Long Term — Achieve Consolidation

i Recommended |
| _Activity . _ ResponsibleParty . Time Frame |

. Combine Auburn and Lewiston police depts - Police planning

i
L. . . ¢ 5 years from start
| _1nto one operation _committee b
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Action Plan 6: Fire

Current Status

The major difference between the Auburn and Lewiston Fire Departments is that Auburn
focuses a considerable amount of attention on EMS training and certification. In 2004,
almost 70% of the 4,859 calls for service for the Auburn Fire Department were for
emergency medical treatment. The Auburn fire department also does some ambulatory
transporting. In Lewiston, in contrast, Allied Medical Service responds to most
emergency medical service calls and provides ambulatory transporting.

In the past seven years, the Auburn fire department has experienced a 53% increase in the
calls for service, while the Lewiston fire department has had a 16% increase. Most of
Auburn’s increase in calls can be attributed to the growth in emergency medical
treatment.

The need for services is changing. Both fire departments indicated that fire suppression
is extremely important, but is not a growing need in the communities. In both Lewiston
and Auburn, the number of calls for fire suppression has increased in the past seven
years, but the proportion has not changed. For example, in 1997 Lewiston had 201 calls
for fires, by 2004 the number increased slightly to 216, but for both years the number of
calls for fires represented around 11% to 12% of the total calls for service. Although,
Auburn has experienced a greater increase in the number of calls for fires, with 88 calls
in 1997 and 156 calls in 2004, in both years the number of calls for fires represented only
3% of the total calls for service.

There has also been an increase in the number of hazardous materials service calls, and
this is expected to increase in the future.
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Auburn Fire i Lewiston Fire
Dept. s Dept.

FY 06 Adopted Budget f $3,132,528 $4,434,626
FY 04 Adopted Budget | $2,985700 . $4379954
% Budget Increasein2Yrs . 5% . 1% |
Administration f 5 8

,,,,,, S SO U SN

Firefighters 60 )
Schedule | ldayon3daysoff | 1dayon/2daysoff |
Shifts | 24hrshift/42 hr week | 24 hr shift/48 hr week
#ofCallsin1997 | 318 | 1652 |
#ofCallsin2004 | 489 | 1915 |
% Call Increase in 7¥rs | 53% . 16%
2004 Fire Expend. per Call  $614 $2287 |
2004 Fire Expend.per HH . $292 | $275

L/A Together Recommendations

The L/A Together report from 1997 made four specific recommendations for the Auburn
and Lewiston fire departments. One major success since the L/A Together report is that
the two fire departments have a mutual aid agreement which includes some of the
surrounding towns. Other successes include the joint purchase of equipment such as a
hazardous materials truck.

Auburn and Lewiston fire departments have historically worked well together, but the
departments have provided different types of services, with Auburn, for example,
responding to a great deal of emergency medical treatment calls. Training in the two
departments vary. Different training and philosophy have created a challenge to
combining specific divisions within the two fire departments and is no doubt a major
reason why all of the recommendations of the L/A Together report have not been fully
implemented.
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: . Specific Recommendations . . Status
Fire

~ Automatic Aid agreement between the fire departments. -+ - - Completed -~ i
Fire prevention divisions of the cities become operationally

standardized and closely coordinated. The fire prevention

divisions of the cities shall begin to operate cooperatively and

when appropriate combined.

“Joint standing advisory committee to-review the firefighting Some joint,
“equipment.of both departments and recommend equ1pment R purchasing of
,changes necessary to-create 1nterdepartmenta1 equipment. - oo equlpment has
- ‘compatibility and target date for standardization. ~oceurred

Lewiston and
Auburn undergo
different training

Fire chiefs and training coordinators meet regularly to plan
interdepartmental training.

Five-Year Goals

The Auburn and Lewiston communities are growing in both population and economic
development. Demand for services provided by both fire departments has increased in
the past seven years and will continue to do so in the next five years. The types of
service demanded by a growing population and business sector will also continue to
evolve. Fire suppression may continue to decline as a percentage of service calls, but
rescue calls, emergency medical, hazardous materials, and false alarms from businesses
are expected to increase.

Firefighting and protecting the public are labor intensive. Both the Lewiston and Auburn
fire departments have indicated that increased demand will create a need for additional
firefighters. Although no great monetary savings will be achieved in doing so, the quality
of service will improve if the fire departments work more collaboratively.
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Implementation Plan

R _Short Term — Increase Communication
Time
. Recommended Activity | Responsible Party ' Frame
i inter- t i . 2
Create ar}d sign an inter .local agreemen between Auburn " Lewiston and Auburn | From the
: and Lewiston that establishes commitment to work P . 3
| city councils | start
together b
Fire chiefs of Lewiston & Auburn commit to meet Fire chiefs of both . From the
_regularly (onceamonth)  citles | stat
13 5 5
i Create a plan to standardize equipment for both fire i Fire chiefs of both | rlnzonths |
| epermens i . fromstart
| ! |18
Review past joint purchasing and create a plan for future | Fire chiefs of both - months
joint purchasing of equipment | cities | from the

‘Mid Term — Increase Coordination & Collaboration

__Recommended Activity | Responsible Party | Frame |

. . . .  Auburn & Lewiston
. Establish a fire planning committee, which would city councils, with help 18

include the two chiefs, union representatives, the 911 | . . months
I from Joint Services

manager, citizens from both cities, and others | . from start
R | Coordinator |

24

Review training procedures of both fire departments and Fire planning months
create a plan to standardize and combine training i committee
,,,,,, i __fromstart |
In depth review of current and future needs of both S .
. L . Fire planning . 36
communities and the region in terms of manpower, . . ;
. . . . committee, with help | months
station placement, response time and distance, safety, etc. | . . |
. ey e . from Joint Services - from
The review should also look at the feasibility of | .
. . . i Coordinator start
_transforming the two departments into one operation =~ """ "
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Appendix: L-A Together Recommendations

- Capital Expenditures
Specific Recommendations

J omt capital plannlng, resource sharing, joint purchasing, and promioting compatlblhty of
equipment and systems to reduce. overall:¢ost and/or enhance quality-of service. - '

Department heads would meet and confer on joint capital plan.

City administrator and city manager required to submit proposed joint capital
"—1mprovement plan to joint standing commlttee by March L each year. Then approved by -
“each city council. | Ll '

" Economic Development
Specific Recommendations

~An equltable and constructive solution to the current A-L Alrpark dlspute no later than
‘December 31, 1997. '

A reaffirmation of municipal comm1tment to reg10nal economic development through the
L-A Economic Growth Council to be accomplished by December 31, 1997. Includlng
e 4 umform procedure for handling economic development prospects
~® A uniform and simple policy for economic development loans

o 4 umfor m procedure for determining incentives to be offered to development
- prospects without regard to which city-is chosen as a site

o A comparative study of land use and other municipal regulations aﬁ"ectzng
economic development to identify differences between the cities, and determine
whether uniformity would make development in the Twin Cities more attractive

e rldentzf cation of expendztures by the individual mumczpalztzes that nght be saved
~.or reduced by implementation of the new policies and procedures Ny

A comprehensive exploration of a growth revenue sharing agreement based on an
equitable sharing of costs and benefits by December 31, 1997.

Education
Speczf ¢ Recommendations
- The school committees of Lewiston and Auburn should meet jointly on a regular basis:
The school committees of the two cities should encourage continued support of regional

collaboratives already in place including the Androscoggin Valley Alliance for Adult
Education and the Androscoggin Valley Educational Alliance.
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Institutional Cooperation
Speczf" ic Recommendations

‘There will be a joint committee of four councilors, two: from Lewiston and- two: frem i
Auburn. This will be a regular standing committee of each council, ;

The city councils of Lewiston and Auburn will meet in joint sessions once each quarter of
the fiscal year.
"The City Administrator of Lewiston and the City Manager of Auburn will meet regularly,

(at least once cach quarter) to develop cooperatlve planmng, pohcres and programs of :
~joint actron for the cities. ‘ ’

Public Safety
Specific Recommendations
"Fire - L
Automatic Aid agreement between the fire departments

.Fire prevention divisions -of the cities become operationally standardized and closelyj'
coordinated. - The fire - prevention divisions of the cities shall begln 10 op‘
~cooperatively and when appropriate combined. :

Joint standing advisory committee to review the ﬁreﬁghtlng equ1pment of both
departments and recommend equipment changes necessary to create interdepartmental
equipment compatibility and target date for standardization.

_Fire chiefs and training coordinators meet regularly to plan interdepartmental training, =
Police

‘departmént crithe preventlon divisions become operationally standardlzed”
closely coordinated. - The crime: preventlon drvrsrons shall begln to operate coope
- and when appropriate combined. | ' :

Joint standing advisory committee to review the police department equlpment of both
departments and recommend equipment changes necessary to create interdepartmental
equipment compatibility and target date for standardization.

Standardize police department operating procedutes and joint training. Identlfy mean
" required and target date for interdepartmental standardization. e PR
Operations of police departments be standardized accordrng to the Commlsswn on

Accreditation of Law Enforcement Agencies (CALEA) and coordination between
departments complete by 2002.
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i Public Works
Specific Recommendations
aqubllc Works Planning

Directors meet on an annual basis to review, dlscuss and set up Jomt tra1n1ng and other
efforts.

; Request local colleges to: provide interns to. a551st in researchlng fea51b111ty and c:
- effectiveness of joint-and separate projects. :

Public Works Operations

VResearch the feasibility of cooperative maintenance activities: (1) single mamtenance_
_'garage setvicing: both cities (2) the a551gnment of spec1ﬁc tasks to spec1ﬁe garage,
*(3) interdepartmental mutual aid:. : :

Investigation of collaborative or consolidated traffic related Works and shared tralned
traffic engineer to manage traffic works for the Twin Cities.

I_:',_Investlgate cooperative sand and_gravel mlnlng operat1ons 1nc1ud1ng Jomt capltal-
expenditures. ,

Excavatlon Permits
_Auburn’become-a member of DIG SAFE..
Lewiston adopt procedures in the Underground Facilities Act.

. ‘Insurance bonding requirements and fees for excavation permlttmg ‘shall be standardized .
~between the two cities. , Ad hoc committee charged with draftmg a proposal for changes'f
‘torespective city ordinances by the end of 1996 : : '

City Government Action
- Study between MMWAC and Lewiston Public Works be completed.

AVCOG to implement a means for members (and others) to coordinate Jomt
expenditures. AVCOG should regularly procure purchasing plans and develop, maintain,
and provide access to a database of future purchases.

L;E;Combmed Sewer Overflow.

Continue joint efforts durmg 1mplementat10n phase.
 Water Operations

Joint efforts and projects continue.
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Purchasing
Specific Recommendations

“Purchase goods and services Jomtly Whenever costs can be saved or setvice can be
“improved. - ‘

Encourage development of common sense standards and specifications for goods and
services.

- In January of each year, City Purchasing Agent shall report to City Council on
f‘f’1mplementat1on of policy, 1nclud1ng dollar totals of city purchasing and Jomt purchasmg =
“for the prior year. :

Recreation
Specific Recommendations
“Recreation department meet quarterly.

Recreation departments from each city will create and coordmate a reereatlonal event
each year.

Create a tennis and skiing program that is offered to both communities.
Inventory of recreational facilities done jointly.
Non-residential fees should be dropped.
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