P - 9 West Bummit Street - 4 Wright Place
¢§’ Bouth Hedley, Messachusetts 01075
: January 3, 1983

Prudential Committee--Fire District No. 1
Charles D. Scott (3)
Prudential Committee--Fire District No. 2
Wayne D. Gass (3)
South Hadley, Massachusetts 0l0o75

Sirs:

We wrlte to supplement our earlier letter of October 13,
1582 with our report and conclusions on merger of the two
fire dlstrictse. It is enclosed with this letter.

It will probably be of no surprise to you that we have
reached our conclusion that the guestion should be presented
a8 a ballot issue before the voters of each district. (We be-
lieve it premature to inquire of the town until the sentimente
are obtained first from the districts.)

In our examination of the several factors that might in-
fluence individuzl opinions on the subject we have given atten-
tion to the historical background of the two digtricte and we
have endeavored to expand our inguiry to include 211 conceivable
comblnations of merger.

There follows 2 more detailed examination of the water and
fire services under a merged condition and an exploration of
the benefits, if any, that would flow therefrom. The report then
looks at finances and tax rates before stating %ts conclusion.

The report makes no mention of the town ambulance service,
and this is by design. Admittedly, no matter what the future of
the fire districts mey be the ambulance service will continue in
some fashlon to serve the needs of the town. Believing that, we
feel concerns for the ambulance service and 1ts future snould not
impeact the district merger question.

This report is endorsed by all members of the comnittee you
appointed. Each meaber has his own copy of it, and any me:mber
would be glad to respond to any question you may ask. We are not
always of the same mind with respect to the details that underlay
this report, but that hass been one of the pleasures in working
on the »roject. Thus you may find variations in soxne of our opin-
lons expressed to you verbally.

Call on us if we can serve you further.
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! I. BACKGHOUND
South Hadley ils served by two Fire Dietricta. and one of -

then includes a small part of Granby. Each Diatrict aupplies both
fire and water services. Fire District No. 1 eerves precincts A 1.
A-2, Band C, and Fire Dilstrict No. 2 serves precinct D {the north-
ern portion of the town) and a small, contiguous area in Qranby.

The fire districts are independent municipal corporations created

by the Mzesachusette legislature. Although separste from each other
in organization, there exists s long history of mutusl aid and co-

operation between them. Fire District No. 1 had its beginning in

.1858 with the establishment of & fire department and the election
of dlétrict officers. Fire District No. 2 had its start later with
first legislative action in 1909.

Each Dlstrict has its own elected Prudential Committee of
three members with powers simlilar to those of town selectmen. Each
Prudential Committee exercises overall authority over all district
affeirs apart from the water department. The water service in

each district has its own elected board of three Water Conmisw

sloners, By statute there 1s also a Board of Engineers that con-
Biste of a Chief Engineer and two Assistant Engineers, and the
function of this board 1s operation of the fire department, in-
ciuding control of the apparatus and fire fighters st z fire.
After a long history of popular election of its Board of Engineers,
Fire District No. 2 Prudential Committee now appoints its fire
chlef and his assistante. Fire District No. 1 is studying the
eliminatlon of popular election of its Board of Engineers and sub-
.y’*stituting an examination process.

District affairs are controlled by District votere. They
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.qathor in meetings, called by formal notices and warrants and con-
trolled by elected moderators, These meetings conduct district
business and raise and sppropriate money exactly like town meeﬁ-
ings. Districts have taxing authority. All inhabltants duly reg-
lstered to vote in any town election may vote in district elec- '
~tlons for their territory and may attend and vote at their
district meetings.
Each district hae i1ts own Treasurer and office support staff
in addition to the fire and water department personnel.
- Each water departmeht, for the most part, is staffed by full
tlme career employees.
District No. 1 includes 14 full time career personnel in its
fire department, supporied by call fire fighters. The District No. 2
fire department consists wholly of call fire fighters, including ﬁhe
Mount Holyoke College Fire Brigade. The District No. 2 Chief works full
time between his duties as superintendent of the water depaftment and
chief of the fire department. These are all "public employees", eli-
gible to join the Hampshire County Retirement System that is mandatory ‘
for full time personnel and optionasl for othere such as call people.
Each district maintainse its own fire station with two Class A
puancers in each etation. Each statlion has & brush truck. One of the de-
partments has a utility vehicle, and the other has a third pumper no
longer rated Class A tnat is fully serveceable. Each has an ade-
quate modern alarm and communication system, but not all areas
have call boxes that are wire connected to & central station. Tele-
pnone alarme that are originated in both districts are handled by
the full time staff at the District No. 1 station, and there is full
an@ imnediate cooperation between the two fire services and their
”gguipnent in meeting all emergencies as may be required.
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There are five valve controlled emergency interconnections
kS between the two district water systems, but they must not be
viewed &g directly interconnected with free flow in the usual

sense of the term. They could be so interconnected only after

substantial expendituré‘to ovarcoﬁe the difference in operating_f '7v
pressure level between the two systems, probably costing from 10#
to moderate six figures.

Distrlict No. 1 gets its water from Quabbin (Metropolitan
District Commission) Reservolr under & contract expiring in 1997
with backup from Chicopee and District No. 2. Fire District No. 2

has a large capacity driven well, nearly 20 years old and a res-

ervolr that collects spring water and runoff from the south slopes
of the Mount Holyoke Range. Backup for District No. 2 is the
group of emergency water maln connections to Disgtrict No. 1 men-
tioned eariier.

Eabh water department has its own maintenance eguipmernt
with District No. 1. the more fully equipped with a beck hoe
loader and a dump truck., A size comgariaon of the two water sya-
tems 18 of interest in this regard. District No. l. averaged just
over 2 million gallons delivered per day in 1981, and the com~
parable figure (first 6 monthe 1981) for District Ne. 2 was just
about 500,000 gallons per day or about one-fourth the gquantity
of District No. 1.

The subject of district "merger" 1s not new. Members of
the present study committee have been aware of interest in and
also opposition to the proposal that runs back many years. Straw
‘votes have been held and earlier groups have pondered 1t. Voters

crj; few years ago voted against district merger. The most recent
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study commissioned by the 1981 town meeting, and conducted by an in-
. dependent consultant, might be interpreted as showing s ratio of
. close to 2 to 1 of those surveyed by him eilther in favor of, or at
least not opposed to, a merger. However, the town meeting that funded

the study did so by a margin of but 2 votes (48 to 46).

II SCOPE

Because the charge to thls ad hoc committee was to consider
the "feasibility of merging all or any part of the services
provided by Fire Districts No. 1 and No. 2" we first drafted a

118t of the optioﬁa available to the two districts.

1. Do nothing. Let everything stay the way it is now.
2. Put the fire services together.

5. Put the water services together.

4. Put both fire and water services together.
For each of the last three options listed it was recognized that
the objective could be reached in elther of two wayse. Any Jolnder
* _ of services could come about under a district organization or 1t
could be effected under the town. We saw no reason to conclude
there would be any legal or other impediment to following what-

ever course or route voters might approve. There 18 no ethical

or public pollcy lssue obsgerved in joining either or both of
these municipal services. Whatever the voters want can, in our

opinion, be achieved through legislative channels.

We were charged to examine the legal and financlal conse-
guences of a merger. No significant time has been spent on legal
consequences. It is probably enough to say that with adequate
votes supporting some style of "merger", the legal coneequences
jyould be minimal beyond recognizing that a new legal entity

o

would succeed to all the rights and liabilitles oI the two

-
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N More important to finding a valid concluslon on this question
of joinder is the financial effect of 1t. In seeking answers here 7
we reached several preliminary conclusions we consider vital to
what follows. Each of these conclusions can be debated and none is -
possible of precise answéf in advance. To reject them,however,'ia :
to require endless debate on issues that should not control the
final result.

First - In any joinder there will be cost savings in such ltems as
election expense, fees to elected officlels, meeting expense and
the like. We do not believe, however, that the magnitude of such
cost savings 1B sufficlently great in any one plan over any other
or in comparison with the present to control the final outcome.
There are other considerations far more significant in any merger
that overshadow the perceilved modest savings to be generated by

tne kinds of items introduced here.

Second ~ We believe it would be an exercise in futility to con-
clude that merger of any district services could come about short
of wmaking the highest level or standard of service in either dis-
trict avallable throughout the combined area. For example, there
could never be a merger of fire services without providing perman-
ent full time fire fighters throughout the whole town. In this
example, the voters in District No.2 would not vote to merge 1f the

reesult was to be 2 tax on them (as well as on the rest of the town)
to support the present 1rull time fire service or the District No. 1

station on lower Newton Street wnlle the District No. 2 station on
Woodbridge stireet continued to rely on call fire fighters only.
Third - We have not made a detailed examination of water department
finances under different models. Presently, each water department
1s clearly aiming at having ite fees for services support all de-
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partmental costs. That is good. As the ildea continuee of making the
}ater services selfl supporting, it will be policy no matter what
¢ - the future brings, be 1t a continuation of the two dlstricts, be
'-1f 8 Jolnder of the two water departments or a merger of them both

into a public works department of the town..

III WATER SERVICE

The Committee gave attention to an organization structure to
support a combined water department operation. Present District

No.l staff 1s egulvalent to 94 full time persons and at District

No. 2 the equivalent of 3% or s combined total of 13. A combined

operation would reguire the following:

Superintendent

Working Foreman
Office personnel
Fleld personnel

g
WL

The possibility of a reduction in fleld personnel of one in
the future by attrition 1s ohserved, but there 1s no erea where
immedliate or significant savings are observed from a service con-
gsolidation. (The two distribution systems would continue. The cost
fully to integrate them would be wholly unnecessary.)

A combined water department should have & single yard or cen-
tral service areaz as well as a central, single business office.
The Leaping Well area on Granby Road suggests 1tself for the first
fuﬁction, and we leave open the location of 2 business offlce.

The rates for water are not the same Iin each district today.
If equality of treatment with 1dentical water rates 1s to be stan-
dard we can forecast that the rates in one of the districts will
have 1o increase greater in one, compared with the other, if they

ﬁJwre to achieve equality or parity. And we can forecast that the opin-

© 7 4on will be expressed that the inhabitants of one service area, if

-6



-

rates are to be made identical in both service areas, will therefore

be paying for system replacements or improvements in the other

area. That mey well be 80 but it 18 an inevitable result in the
. -buying of any municipal service and capital 1mprovement. Most 1n—.__

'habitanta will reallze quickly, as an example, th&t when a new

school 4e built and i1ts coet appears in the tax rate, the cost 1s
shared by &ll without regard to whether they have children attending
that new school. Accordingly, the Committee has recognized thé probw-
abillity of change and standardization in the cost of water to the
homeowner following a water service merger. With a continustion of
the standard of supervision that has been evident in the past, no
change in water rate i1s anticipated that would sway votes one wéy

or the other on the merger question unless one is absolutely op-
posed to having his water costs affected by what happens somewhere
else 1n his service district. This 1s not a logical etance for a

voter to take as he pays now for lmprovements elsewhere in his

present district.

IV FIRE SERVICE

To accomnodate the premise that ecgulvalent flre service must
be provided throughout a comblned service area, a budget was devel-

oped to provide 24 hour coverage of two fire stations with staff

as follows:

Chlef 1
Deputy Chief? 1
Shift Officers 4
Fire Fighters 16
Cz11 personnel 20

Training, fire zlarm ~»nd radlo and meintenance of apparztus
services would be drawn from the perxanent staff with outside help,

eld as requiread.
#



"V BENEFITS

. The expressions received as part of the most recent surveyfﬁi
comnissioned by the town reflected a strong overall sentiment:
approving the present levels of fire services and the cost of
both fire and water serﬁices a8 low or-about . right. It is deémed
slgnificant that a considerable number (but not a majority) of
replies from District No. 1, where 2ll replies endorsed the level

~of fire service, thought the cost of those services were "high".

Thst same survey produced the result that all but a unan-
lmous opinion was held that a reduction in costs that might result

from a Jjolnder of the fire services would not adversely affect

the quality of fire prevention and fire protection in either
district or throughout the town &8 & whole. The Committee views
this opinion and the guestion that proapted it as not germaine
to a cereful examination of the "merger question". This 1s, in
part, due to our earlier conclusion that the merger would not be
accepted with two levels of fire station support in the merged
Tire departient, end there 1s considerable expense anticipated
(see Sec. VI below) in ralsing the service level of the No. 2

station to that of No. 1.

Tnree areas were exemined for potential benefit or im-
provement to support a change in the present organization:

adminletration, weter service and fire gervice.

a. Adainistration - The Committee is not ablé Lo point with cer-

tainty or even with probablility to any gain or improvement in
dlstrict administrative functions from a merger, elither into a
single dlstrict or into the town. Present administrative responsi-

2{litles are divided between two prudential committees, two boards
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of water conmissioners and two boards of engineers. In event of

- merger into a single distrlct we do not forecast continuing the.

present number of individusls serving on the governing boards yet

-the total area served (and its problems) will remsin unchanged.

To meld the district services (fire, water or both fire and
waﬁer) into the town would require most careful study and probably
some rearrangement of the then new total of administrative respon-
8ilbilities in town government. Any attempl aﬁ a detailed discﬁssion
of this seems premature now. For the present, it suffices to empha-
size to all that any such move would bring substantial increased
functione to the town hall, and these would have to be dealt with
effectively. Messlve diesatlsfaction will emerge proaptly 1f the

presgent stendards of service would not be maintalned.

b. Weter Service - Becsuse reasons of economy and practicality

appear to support continuation of the two existing water dlstribu-
tion systems, the Committee finde a lack of measurable benefit or
improvement in service from any of the configurations of merger
exaaxined.

This may be the appropriate spot to emphasize the legitimate
future concern of both water departmente that the Committee views
as more important than merger, unless 1t be that merger in some
form would promote a better solution than elther district can
achieve on its own. A successful anewer to the long range supply
concerns of each district 18 a far more formidable challenge, we

believe, inan 1s the matter of merger lteelf.

c. Fire Service - Our presumption of providing the highest present

standard of service throughout the entire area to be served will re-
v

Bult in the menning of the No. 2 fire staticn with full tlime fire
fighters supplemented by call fire fighters. This is the significant

loprovement that merger will bring, along with improved 1inepection
-9



and fire prevention services. We understand that fire insurance
rates will not be lowered as & result of merger. |

As has been stated earller, we have not found benefits from
merger that can be traced into significant cost savings from such
peripheral items as election expense, fees and meeting expense,
leaving improvement in the fire services as the single major bene-
fit, and that, however, will be achleved only at additional cost.

We see no cost saving to compensate for 1t,

VI FINANCTIAL CONSIDERATIONS

Although the two water departments appear to be almed at
covering department cost by charges, that result has not yet been
achieved. Stated conversely, 1t appears to some degree that each
district real estate tax produces more than enough revenue to pay
for fire services with some modest amount also avalilaple for the
water departnents. If we aseumne the water comuissioners will be
aggregsive in tailoring charges to coset over the long ruan, tnls
partial subsidy to the water services by the tex rate will als-
appear.

'ne Yommittee esBTimates the increTrental annual cost to effect

a merger of the two districts as follows:

Adminlstration Not aignificant
Fire service $ 139,200. per year
Water service 31,390, " "
Total annual incre-

mentzl cost £ 170,590, per year

The costs estimated as above are operating costs only. Debt service
costs would continue as at present but spread over the entire com-
bined district with future debt service increments to awalt future

g
yborrowinga that the Committee can in no way forecast.
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Now consider only the increassed fire service cost of £139, 200.
ﬁ(To_omit from these later calculations the projected water service
increased cost of §31,390 both supports the fee for service concept
and produces the most lenient cost increase result possible for a
merger under the reasoning so far advanced in this report.)

Budgeted fire service coste

(both districts) . 1982 . § 659,047, »
Annual incremental operating

costs, estimated 139, 200.
Total projected annual

operating cost § 798, 247.

#Extracted and sumnarized from fiscal year
1982 fire service budgets.

Casting this projectd operating cost against the taxable prop-
erty total produces & tax rate of $4.33 per $1,000., and that may

be compared with the fiscal year 1982 rates as follows:

Projected Former
Rate Ra te Change
District No. 1 §4.33 4,08 § .25 incr.
District No. 2 4,33 2.60 1.73 inecr.

VII A RELATED CONSIDERATION

South Hadley has had for generations more people interested in
local government than there are postsavsilzble for thea on thé
Lown rositer. The district organizetions find some of them there. A
merger of two districts into one could eliminate up to 1l publie
offices and melding the two districts into the town could increasge
that nunber to as many as 22. We pose the guestion: 18 it in the
best interest of the town and its dlstricte to reduce opportunity
for public serviceJ To what extent is 1t desirable to maintain this

reservolr of people knowledgeable 1in municipal affairs?

A
=
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VIII CONCLUSION

Lack of any clear direction dictated by our examination of

the merger issue prevente any definitive recommendation on the

besf course to follow unless it be to exercise cautlion.

The merger gquestion will notlgo away until it is a ballot
item in both districts, and perhaps not even then. We suggest this
report be printed and circulated and that both districts include

ldentical gquestions in & ballot presented to the voters of both

districts at the same time. The aquestions might be Bomewhat

as followsa:

Guestion 1. Recognizing the probability of an increased tax rate
and the resultant mddition of full time fire fighters
to man the No. 2 station, would you vote in favor of
a merger of the two fire services into a single
district department?

Guestlon 2. If you vote "no" on Question 1, do you wish your "no"
vote to be considered as favoring a merger of the two
fire services into the town?

Question 3. Recognizing that identical weter rates throughout the
entire service area would probably be established at
a level adequate to pay all costs, would you vote in
favor of a merger of the two water services into a

single district department?

Question 4. If you vote "no" on Question 3, do you wish your "no"
vote to be considered as favoring a merger of the two
water services into the town?

Such a course would, we submit, provide a guide for future investi-

gatlion or interment of the subject, at least until new influences

arise,

. o



T, of O, = Single District

Administrative

A, Prudential Committee - 5 Members 1 ea, Precinct
Granby would be included in "D"

B. Board of vater Commissioners - Same msg above
C. Treasurer - 1 Full Time
-~ Could be zame persgon
D, Clerk - 1 Part Time
E. Moderator - 1 Part Time
F, Auditor - 1 Part Time
G. Attorney ~ 1 Part Time on Retalner

75
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OFFICE FACILITIES - STORAGE -

Facilities available at District 1 AREA



FIRE DEPARTMENT

Ao met b
B. Dep, Chiet 1
C. Shift Officers 4 Five permanent firefighters on duty each
ifr. Th t Station 1 & two at Sta. 2
D. Firefighters 16 ) shife. fheee a
E. Callmen 30
F. T\
Training Officer 1 § From within
A
G. Fire Alerm & Radio From within plus Elec, Light ©
~ Tree Dept., & Consultant
A
H, Fire Apparatus Maintenance - From within lst Echelon
P & outside Consultant
EQUL; e,
Chief's Car 1
Dep. Chief Wagon 1
Class A Pumps I
Brush Trucks 2

Utility Vehicle 1



WATER DEPARTMENT

A, Superintendent - 1
B. Foreman - working & adm,- 1
C. Office Personnel - 3

D. Field Perszonnel - 8
(Drop to 7 by attrition)

£ Cargrney o ovecting !

< C .'inJ j ¥ f +
Eguipment

Backhoe - Loader - 1

Utility Service - b

Dump Truck w/ Plow - 1

Pick-up Truck - li wheel drive w/ Plow

Meter Service Van - 1

Superintendent Wagon - 1




