
































































































































Action Plan 6: Police

Current Status

One major difference between the Lewiston and Auburn police departments is that
Lewiston is accredited, but Auburn is not. Auburn is currently going through the process
of accreditation, and accreditation should happen in the near future. After Auburn
receives accreditation, the two departments will have similar policies and procedures.

Both departments have worked on crime prevention, and to reduce the number of calls
they receive. Auburn decreased calls by 7% in the past seven years, and Lewiston by
8%. Although, Lewiston and Auburn's 2003 crime rates exceeded the state average of
25.80 per 1,000 people, the rates were considerably lower than the neighboring cities of
Portland (51.34), South Portland (53.67), and Augusta (61.30).

Auburn and Lewiston police departments are staffed at levels similar to the 2002 New
England average of2.2 officers per 1,000 people.
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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.

L/A Together Specific Recommendations Status

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

Police
Police department crime prevent"
standardized and closely co .
operate cooperatively and,

s become operati
rime preventi

propriate, as a combi

Minimal
progress

Purchase
cruisers
and other
equipment
together

Stal1~g~qi~~~p~ice·deparbnentoper~tin,&.~r9q~dur~$and joint training.
~q~pt!1;'y)neilnS required and target date for interdePIi\r1;mental
standardization;
Operations of police departments be standardized according to the
Commission on Accreditation of Law Enforcement Agencies (CALEA) and
coordination between departments complete by 2002.

Five-Year Goals

Lewiston
is
accredited

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

Time Frame

From the start

From the start
Police chiefs of both
cities _ .. _.- ...

Lewiston and Auburn
city councils

Short Term - Increase Communication

Recommended
~ctiyi1;y

Create and sign an inter-local agreement
between Auburn and Lewiston that establishes

_co~!!J:l~~t_!()~()~kt~g~tl1~l"...
Police chiefs ofLewiston & Auburn commit to

_.J1.l~.~!_r~g~I.'ll"I)' ()~(;_~::lmo~!l1L

Review & standardize civil ordinances of two
cities

Police chiefs &
planning directors of
both cities

12 months from
start

Mid Term - Increase Coordination & Collaboration

Recommended
Time Frame

Time Frame

24 months from
start

12 months from
start

Auburn & Lewiston city
councils

Police planning
committee, with help
from Joint Services
Coordinator

Re~p.onsible j>a_rty

Police planning
committee

Design the joint police department that could
be implemented in 5 years

Establish a police planning committee to
design a joint police department, which would
include the two chiefs, union representatives,
and citizens from both cities .._-_ _ - .~

Long Term - Achieve (:onsolidation

Recommended
Activity

Combine Auburn and Lewiston police depts
.!Ilt().()~e_()peratioll
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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% ofthe 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.

Working Papers (2-8-06)
L-A Commission on Joint Services

26



.~~,~~?
$275

$614

$292

Auburn Fire Lewiston Fire
P~l!t.___.. _.... __J)ept~

_____1~_'13 2,..?~~_ ..... §4,4~4_'()2_6_... __._ .. _1

~~,~~?,?QQ.. ... .... _~4J..7~,~ ..?4 ...
5% 1%

_ _ 1

5 8

60 71

65 79
1 _ ••_ _ __ .. _ .

..... _....' _1~ay211!~_4(l.ys()ff ... i ..... I......4(l.y()g/~_4~y~()ff
24 hr shift/42 hr week 24 hr shift/48 hr week

..... - ' .

180 _..J,§?...~ ..._........ ..--i
4,859 1,915

53% 16%
. ..

I FY 06 Adopted Budget
I--~"'·-----"''''---'''''''''---~- - - -- - ...

! FY 04 Adopted Budget1-·-·--- ···- ······ ·· - --.----- -.-

i_ffJ. ...!i~t!.gf!:.t£1!c:.~~{1§f!:.ifl2 Yrs
I AdministrationI._- - __-_ - - - - _ ...

1 __E!r~lJg~~~!,..s_
i Total
I--~----'-'-'-~'-"

! Schedule
I --- -- - - - - ..- ..- ---

I Shifts!-,.__ "--_._ ,--,'..---_.. -','-'-'-".

I # ofCalls in 1997
1-- ..--.. -... - - - - - ..

I # ofCalls in. 2004, .__ ~,..,~__,'_._.'._..m_.__.•'_.,_.'... ,__._,
% Call Increase in 7 Yrs

! '-.---,,_,_,._"'--_.- .

!..J!l..rHli}!..f!:.1i~pf!:.fl4·p~r9f.l..11

.~!!!H..._f..!~f!:.1ixp~'!t!.p~rlll!.._'

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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Some joint
purchasi.
eq
oc
Lewiston and
Auburn undergo
different training

Fire
Automatic Aid agr'eelnellt b(~twleen the tire depa,rtrrlents.
Fire prevention divisions ofthe cities become operationally
standardized and closely coordinated. The fire prevention
divisions ofthe cities shall begin to operate cooperatively and
when appropriate combined.
Joint standing advisory committee to review the tirletijghltinJg
equipment 0 oth partments and re
changes nec eate interdepart
coml'atibili rget date for standardization.

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 ifthe fire departments work more collaboratively.
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Implementation Plan

12
months
from start

18
months
from the
start

From the
start

Time
Frame

From the
start

Fire chiefs of both
cities

Fire chiefs of both
cities

Lewiston and Auburn
city councils

Fire chiefs of both
cities

Short Term - Increase Communication.... _....._ _ _ - _._-

Review past joint purchasing and create a plan for future
joint purchasing of equipment

Recomme!1n.l!d~eld[J~~crlvlll)'

Create and sign an inter-local agreement between Auburn
and Lewiston that establishes commitment to work

!()ge.!1J.e.r_ .
Fire chiefs ofLewiston & Auburn commit to meet
!e.Kula!h'(once a month)

Create a plan to standardize equipment for both fire
departments

Mid Term - Increase Coordination & Collaboration

.... Recomm(l1!c!ed Activity

Establish a fire planning committee, which would
include the two chiefs, union representatives, the 911
manager, citizens from both cities, and others

Review training procedures of both fire departments and
create a plan to standardize and combine training

In depth review of current and future needs of both
communities and the region in terms of manpower,
station placement, response time and distance, safety, etc.
The review should also look at the feasibility of

_.!!'!.1!SX()!:111j!!gt1J.~t\VoA~artments into 0!1:.I::()perati..o.n ,

I!~_sJ~~Il~i~~~~.!lrtL

Auburn & Lewiston
city councils, with help
from Joint Services
Coordinator

Fire planning
committee

Fire planning
committee, with help
from Joint Services
Coordinator

Time
Frame

18
months
from start

i 24
months
from start

36
months
from
start

Working Papers (2-8-06)
L-A Commission on Joint Services

29



Appendix: L-A Together Recommendations

Capital Expenditures
Specific Recommendations

anning, resource sharing, joint purchasing, and promoting compatibility of.
equipm systems to reduce overall cost and/or enhance quality of service.
Department heads would meet and confer on joint capital plan.

City a istrator and city manager required to sub roposed joint capital
improvement plan to joint standing committee by M 1 each year. Then approved by
each city council.

E,~OPoJP.ic ney¢~oirQ.ent

Specific Recommendations

~,,:¢quitable and cop~tJ;:l\~tives6Ititiof1to the current A~LAifp~rkdispul:e u,."..,I,'!.f'r;.·,.r,f'h<:ll'L'

'Jgece111ber 31,.1997:

A reaffirmation of municipal commitment to regional economic development through the
L-A Economic Growth Council to be accomplished by December 31, 1997. Including:

• ~'~rJiform procedure for handlingeconomiq,d~~~kqilffJftl'ltprq~pects

• A uniform and simple policy for economic development loans

A unlfor11J procedure for «et~'WJ'l~~in~ii;f~~,tives to be offeredtq
prospects'witlzout regard,'~owhichcityischosenas a site

• A comparative study ofland use and other municipal regulations affecting
economic development to identify differences between the cities, and determine
whether uniformity would make development in the Twin Cities more attractive

• {tientijicatiqno!/Dlexpendituresby the in ,.u~lrtJ.unicipqlities that
Qrreduced byJ1J1plementation ofthe ne1Y pql~'i:.~~~arJd:Procedures

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

Education
Specific Recommendations

"Jh_eschoo lcommittees ofLewistona:l1dAllhurn should meet jointlyo!i a r~mlat: l:>tls!§';\'
The school committees ofthe 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
Specific Recommendations

joint committee of four eenaeilo wo
1be a regular standing committee ach

The city councils ofLewiston and Auburn will meet in joint sessions once each quarter of
the fiscal year.
The City Administrator ofLewiston and the City Manager
(at least once each quarter) to develop cooperative planning, pOllcle:s, and pf()gr;am:s ot
joint action for the cities.

?u.blicSafeh'
Specific Recommendations

Automatic Aid agreement between the fire departments.
prevention divisions of the cities become operationally
. ted. The fire prevention divisions of the cities

tive1y and when appropriate combined.
Joint standing advisory committee to review the firefighting equipment 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

critile .prev~Ji;tiq
d.The crt v
iatecombine

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

4arqize police departmentoperating proc~dp~~sa.nqjoi1JJtraining. ·Id~n.tHY

ijired and xi;1.rget (,late for interdepartmental standardiZ~tion;

Operations of police departments be standardized according to the Commission on
Accreditation of Law Enforcement Agencies (CALEA) and coordination between
departments complete by 2002.
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Hnl,lit> W.orks
Specific Recommendations

single mainte
to specific

researching teaBiblilil:y

~q;lrilicW()rks Plapning
Directors meet on an annual basis to review, discuss, and set up joint training and other
efforts.

tl9calcolleg~~to provide inteI'Qs to
e~~ss ofjoint.~ncJ separate projects.

Public Works Operations
the feasibilitY9f cooperative mfainlte:Jl'lln;~)~ activities:

·cingb()th
1nental11;rgtu~lllll(j!

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

cooperative sand

Excavation Permits
Allbum:heeomeamemberofDIG SAFE.
Lewiston adopt procedures in the Underground Facilities Act.

City Government Action
$tudyhet\y~~nMMWI\iCandLewiston PublicWork~be completed.
AVCOG to implement a means for members (and others) to coordinate joint
expenditures. AVCOG should regularly procure purchasing plans and develop, maintain,
and provide access to a database of future purchases.
:CombinedSewer Qv~dlow
Continue joint efforts during implementation phase.

~3'ter:Qp~r~tiops

Joint efforts and projects continue.
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Purchasing
Specific Recommendations

Purc:hasegoeJds anlj slerv'ic~:sjointly whenever costs can be saved or service can be

Encourage development ofcommon sense standards and specifications for goods and
services.
In January of each year, City Purchasing Agent shall report to City Council on

. implementation ofpolicy, including dollar totals of city purchasing and joint purchasing
for the prior year.

Recreation
Specific Recommendations

R,~cre'l~iondepartmentlVeet.quarterly.
Recreation departments from each city will create and coordinate a recreational event
each year.

Creat~:?tenni~ 'lIJPskiing program offered to both comrnunities.
Inventory of recreational facilities done jointly.

Nonriresidentialfees~J1,g41d be dropped.
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