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June 9, 2015

Allen Parker

City Manager, City of San Bernardino
300 N. D Street

San Bernardino, CA 92418-0001

Mr. Parker,

I was surprised to receive the letter and packet regarding the request for proposal for fire and
EMS delivery to the City of San Bernardino. Since our first meeting in the Mayor’s office it
was clear that contracting out for fire and EMS service was likely. I also remember we all
agreed I would “steer the ship” and advise you on the process and contract options as it moved
forward. As the Interim Fire Chief I am a provisional employee of the City and work directly
for the Manager and policy group. I do not believe I have the authority to offer city resources
for a defined period of time to any party without the direction and approval of the City
Manager, the Mayor, the Council, and the City Attorney. The San Bernardino City Fire
Department has never been a contract agency that submits proposals to assume fire and EMS
service. Therefore, we do not have the experience, staff, process, or the back-up materials to
write a quality proposal of this scale. At the direction of the policy group the “Fire Chief
discharges his/her duties in accordance with overall policy guidance articulated by the Mayor
and Common Council; receives executive management direction from the Mayor and general
direction with respect to administrative matters from the City Administrator.”

[ agree that the City must explore all options to meet the requirements of the Court and the
needs of the community, while reducing the general fund draw to provide vital services. To
attain a $10M reduction the Fire Department would have to eliminate seven additional units.
This would be in direct conflict to the number of staffed fire stations identified in the RFP. As
cited by Citygate we currently function below industry standard in multiple areas and further
reductions only increase the negative impact to the system and incident outcomes. The fire
department’s proposal and scope of services are documented in our current department budget
and labor agreements. Absent concessions from the labor group to help reduce our draw on the
general fund, significant savings are unobtainable without drastic service level reductions. [
have no authority or control to offer or suggest these concessions to the labor group.
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As a Fire Chief and servant of the citizens of San Bernardino I cannot see any efficiency to be
gained by further reducing service levels or staff. The closing of station 223 as cited in the
Citygate Report would be the only additional station closure I would endorse, if further salary
and benefit reductions are necessary. With this action I would recommend entering into an
agreement with County Fire to provide engine company response to this district in lieu of a
portion of our current County island fee for service agreement. The closure of station 3 would
reduce our salary and benefits by $922,500 annually and further reduce the City’s CalPERS
obligations of three captains and three paramedic/firefighters positions.

As a management group we have identified further reduction options that may be required to
remain SBCFD. ] want to be clear that there are no efficiencies gained in these, they are simply
a deployment strategy to reduce salary and benefit expenditures in an effort to remain under
City control if the policy group so chooses. These options will have a negative impact on all
calls for service, especially large incidents requiring multiple units. Unit hour utilization will
increase along with response times. These actions will trigger more calls for automatic and
mutual aid from our surrounding agencies. In the end, they have marginal impact in reducing
CalPERS safety obligations and no reduction related to the salary provisions of the Charter.
Having said that, here are the options.

The first option would require capital up front, but will reduce long term expenditures. The
replacement of truck 224 with a two person paramedic squad would eliminate three full time
captain positions saving $486,000 annually and the associated CalPERS obligations. By
placing squads in a multi company station there is no need to have a captain assigned to the
unit, the engine captain would be the station supervisor. The additional savings of having
paramedic firefighters in all positions assigned to the squad would be approximately $60,000,
bringing this total to $546,000. The second part of this option is to replace engine 225 with a
quint apparatus to provide ladder and rescue operations to the north and central area of the City
previously covered by Truck 224. This may require station modifications.

Additionally, reduce the department to one battalion. This action will create a span of control
of one BC to 35 personnel a day, which is acceptable. However, the supervision of 11 captains
(if reductions identified above are implemented) and the responsibility of emergency scene
over site, personnel evaluation, and personal development would be difficult to manage and
should be periodically evaluated for effectiveness. With a 50% reduction in management staff
we recommend reassigning two of these Battalion Chiefs to the administration and training
chief positions previously eliminated. This would allow greater over site of our multiple
programs and the response of a second chief officer to emergencies during their work days to
function as the scene safety officer. These moves also fulfill the requirements of the RFP in the
areas of administration and training support. This reassignment would further reduce general
fund draw by $219,572 annually and reduce the future CalPERS obligations for one chief
officer position.

In total these reductions amount to $1,988,072 (10 full time positions salary and benefit
savings plus leave hour reduction). With our current revenue, grant, and CFD funding of
approximately $4,500,000 our actual draw on the general fund as cited in the RFP
($30,300,000) would be $23,811,928.
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In addition, I recommend that dispatch be contracted out to CONFIRE JPA. The estimate
provided by CONFIRE is approximately a $200,000 increase compared to our current
communications budget. Seamless resource deployment resulting in a reduction of response
times, a reduction of the City’s CalPERS obligations (12 positions), and contribution to the
regionalization of area fire service communications are the efficiencies gained.

The remaining administrative, fleet, and community risk reduction staff would remain
unchanged. They continue to provide excellent service to our organization and the citizens at a
comparatively low cost. The Community Risk Reduction staff provides a cost neutral fire
safety service to the community. I believe all our general employees have been over worked
and underappreciated, and like the other City general employee groups have not seen a pay
increase for seven years.

There are future efficiencies to be realized through station relocations, agreements with
surrounding agencies allowing for station closures/consolidations, consolidation of staff
positions, and reconfiguration of the current service delivery model to include more squads and
quint apparatus. I have spoken with the surrounding Fire Chiefs about these efficiencies but
until the governance and funding issues of the City of San Bernardino are resolved they will
not consider this type of agreement. In 2016 there will be an opportunity to work towards the
award of transport rights for the City of San Bernardino allowing reimbursement for EMS
through the GEMT funding program. This can be done as a City FD delivery model or a public
private contract, as in Contra Costa County. These may take years to accomplish, but if the
organization is to remain SBCFD a long term strategy and plan should be developed to achieve
these goals.

In closing, the choice of a service provider lies with the policy group of the City. As a fire
service professional I have a duty to be objective in my recommendation. I would look at the
proposals in their entirety for comparison to what our staff has offered as options and what we
currently offer as an emergency service organization. These must also be compared to the
Citygate Deployment Study. While emergency response is the most critical piece of service
delivery it must include support for the community and the internal organization, which is
lacking in our current configuration. Public education, community outreach, employee training
and development, capital improvements, and long term strategy are part of any successful fire
organization. I look forward to the opportunity to review the Centerra and County Fire
proposals.

Respectfully,

@éwwi LUA?W VAZ24

Larry Waterhouse, Interim Fire Chief
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Summary of Actions and Financial Impact

Closure of Station 223

$922,500 salary and benefits
$180,000 reduction of leave hours filled

Replace Truck 224 with Squad 4

$546,000 salary and benefits
$90,000 reduction of leave hours filled

Restructure Battalion Chief Assisnments

$219,572 salary and benefits
$30,000 reduction of leave hours

Total reduction on general fund draw if all options are taken is approximately
$1,988,072.

Stations

221-Engine, Truck, Battalion Chief
222-Engine
223-Closed
224-Engine, Squad
225-Quint if funded
226-Engine
227-Engine
228-Engine
229-Engine
230-Closed
231-Engine
232-Engine

Revenues

$2,520,682 as documented in our 2015 amended budget
$1,000,000 CFD for Station 232

$1,200,000 SAFER Grant

$4,720,662

Expenditures

$200,000 annual increase for communications contract
$750,000 purchase of quint apparatus
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