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                 44 N. SAN JOAQUIN STREET  (  SUITE 374   (  STOCKTON, CA  95202  (  209-468-3198 

REQUEST FOR PROPOSALS FOR FIRE AND EMERGENCY SERVICES IN RURAL SAN JOAQUIN COUNTY ALTERNATIVE GOVERNANCE AND SERVICE REVIEW STUDY 
(Bid Invitations)
I) Introduction

The San Joaquin Local Agency Formation Commission (LAFCO) seeks proposals from qualified consulting firms to prepare an alternative governance and service review study evaluating nineteen rural agencies that provide fire protection services in San Joaquin County. This report will not address the San Joaquin Emergency Medical Services (EMS) except to establish the relationship with the fire districts and to evaluate the adequacy of services by the fire districts to both fire and medical emergency calls. This report will not evaluate EMS service in San Joaquin County.
There are nineteen (19) rural independent special districts in the County:
· Boggs Tract Fire Protection District
· Clements Rural Fire Protection District

· Collegeville Fire Protection District

· Eastside Fire Protection District

· Escalon Fire Protection District

· Farmington Fire Protection District

· French Camp-McKinley Fire Protection District

· Lathrop-Manteca Fire Protection District

· Liberty Fire Protection District

· Lincoln Fire Protection District

· Linden-Peters Fire Protection District

· Mokelumne Rural County Fire Protection District

· Montezuma Fire Protection District

· Ripon Fire Protection District

· Thornton Fire Protection District
· Tracy Rural Fire Protection District

· Tuxedo-Country Club Fire Protection District

· Waterloo-Morada Fire Protection District

· Woodbridge Fire Protection District

The study will concentrate on fire protection and emergency medical services for the unincorporated areas of San Joaquin County. The study will be divided into two parts:
The first part, the Alternative Governance Study, will include:

· A detailed analysis of infrastructure and services within the unincorporated areas of San Joaquin County focusing on a holistic review of fire protection services; 
· A comparative analysis of the financials of all 19 fire protection agencies;

· An objective financial analysis and recommendations for possible reorganization and changes in organization for fire agencies in San Joaquin County. More details can be found in the Scope of Services below.
The second part, the Service Review Study will include a streamlined service review analysis of each service provider with a five-year financial forecast analysis, and a written statement of determinations as required by the CKH Act. More details can be found in the Scope of Services below.
II) Background

A) The Commission

The San Joaquin Local Agency Formation Commission (SJLAFCo) is formed under provisions of Government Code Section 56000, et. seq., the Cortese-Knox-Hertzberg Local Government Reorganization Act of 2000.  The regular meetings of the Commission are on the second Thursday of each month at 9:00 a.m.

SJLAFCo employs 2.45 full-time employees and has eight (8) Commissioners.  For more information, please visit our website at www.sjlafco.org. 

B) Provision of Rural Fire Services in San Joaquin County
As indicated above, nineteen special independent agencies under LAFCO jurisdiction provide fire and emergency services to the unincorporated areas of San Joaquin County and to some cities via contract. A summary of the known status of each agency is as follows:
	Agency
	Serviced by/Provides Service to Another Agency
	Average Property Tax Increment
	Special Tax
	Additional Notes

	Boggs Tract FPD
	Serviced by City of Stockton
	32%
	No
	No active Board members; District property currently going through disposition process; will be dissolved

	Clements Rural FPD
	No
	7.7%
	Yes
	Volunteer fire district with one paid full-time firefighter; operates one station 

	Collegeville FPD
	No
	2.3%
	Yes
	Only all volunteer fire district

	Eastside FPD
	Serviced by City of Stockton
	19.7%
	Yes
	Does not own or operate any fire stations

	Escalon FPD
	No
	1.5%
	Yes
	

	Farmington FPD
	No
	5.1%
	No
	Operates one station

	French Camp-McKinley FPD
	Provides service to City of Mountain House
	8.1%
	Yes
	Operates one station

	Lathrop Manteca FPD
	No
	9.9%
	Yes
	

	Liberty FPD
	No
	13.1%
	No
	Operates one station

	Lincoln FPD
	Serviced by City of Stockton
	21.7%
	No
	Zero sphere of influence; does not own or operate any fire stations

	Linden-Peters FPD
	No
	17.5%
	Yes
	Operates one station

	Mokelumne Rural County FPD
	No
	6.2%
	Yes
	Operates one station

	Montezuma FPD
	No
	10.3%
	Yes
	The entire District is within the City of Stockton’s SOI

	Ripon FPD
	No
	5.6%
	Yes
	North east portion of District is within Manteca SOI.

	Thorton FPD
	No
	4.8%
	Yes
	Operates one station

	Tracy Rural FPD
	No
	11.6%
	Yes
	Member of the South County Fire Authority

	Tuxedo-Country Club FPD
	Serviced by City of Stockton
	21.8%
	No
	Located in an unincorporated island surrounding the City of Stockton

	Waterloo-Morada FPD
	No
	9.3%
	Yes
	

	Woodbridge FPD
	No
	14.3%
	No
	


As indicated above, the City of Stockton provides fire services to four of the agencies via contract. French Camp-McKinley FPD provides services to the City of Mountain House via contract. The City of Tracy and the Tracy Rural Fire Protection District joined efforts for the provision of fire services to both jurisdictions under a joint powers agreement (JPA) and formed the South County Fire Authority. Under the JPA, both entities operate collectively under a board of directors distinct from the member districts with board members representing the participating agencies. All of the agencies also participate in a number of mutual and automatic aid agreements as well as Joint Powers Authorities (JPAs). The study will need to detail the type and scope of agreements between all agencies.
The fire protection districts provide fire suppression, fire prevention, fire inspection, basic life support (BLS) emergency medical services, hazardous material mitigation, and a variety of specialty and technical rescue services. The South County Fire Authority and the City of Stockton are authorized by the San Joaquin County EMS Agency to provide non-transport advanced life support (ALS) services. Ripon FPD provides its own ALS and ambulance service, and Escalon and Manteca provide ALS and ambulance service through nonprofit agencies. All other county rural fire districts provide first responder services (Basic Emergency Medical Service), while advance medical services are provided by American Medical Response (AMR) under contract with the San Joaquin County Emergency Medical Service (EMS) Agency.
Many of the fire agencies have jurisdictional boundaries located within the spheres of influence or planning horizon for neighboring cities. In these cases, portions of the agencies boundary are zero sphered in anticipation of future annexations. More details can be found in the 2011 Municipal Service Review Rural Fire Protection Districts San Joaquin County (https://www.sjlafco.org/files/71b2b2e0b/rural-fire-districts-in-san-joaquin-county---october-2011.pdf). In addition, a portion of the Delta which encompassed 540 residential units and a population of 2,400 in 2011 is without fire protection. The adjoining rural fire districts and the City of Stockton provide emergency medical response for life threatening incidences namely automobile accidents and for structure fires when life is endangered. The fire districts nor the City has any responsibility since this area is not within a fire district nor is it served by CALFIRE under a State Responsibility Area.
C) Name of Contact Person

The awarded contracting consultants principal contact with SJLAFCo will be the Executive Officer, J.D. Hightower, and will coordinate the services to be provided.  Mr. Hightower may be contacted at (209)468-3198 or via email at jhightower@sjgov.org
III) Scope of Services

A discussion on the study’s scope of service as currently envisioned by LAFCO is included immediately below. A final scope of services will be negotiated with the firm selected to conduct these service reviews and will be included with the professional services agreement to be approved by LAFCO.
A) Study Requirements
San Joaquin LAFCO is seeking a study that provides well-founded and achievable recommendations. The study will include:
1. Rural Fire Protection Districts Alternative Governance Study
a. Develop alternative governance and service delivery models aimed at enhancing efficiency and effectiveness based on information provided in the service evaluation and analysis. Please include the below alternatives that would follow a similar model to the existing South County Fire Authority:

1. Creation of a North County Fire Authority that includes the City of Lodi, Liberty FPD, Woodbridge FPD, Mokelumne FPD, Thornton FPD and Clements FPD.
2. Creation of a Central County Fire Authority that includes the City of Stockton, Montezuma FPD, Waterloo-Morada FPD, Collegeville FPD, Farmington FPD, Linden-Peters FPD and French-Camp McKinely FPD.

3. Creation of a Southeast County Fire Authority that includes the City of Manteca, Lathrop-Manteca FPD, Ripon Consolidated FPD, and Escalon Consolidated FPD.
Other alternatives could include reorganizations, annexations, and dissolutions of agencies. 
b. Conduct a detailed cost-benefit analysis of the proposed alternatives taking into account possible operational efficiencies and eliminated redundancies. 
c. Recommend, as needed, new funding opportunities and financial strategies to sustain and improve services.
d. Determine the most feasible/cost effective model for the agencies to consider.
e. Include a plan of implementation for the recommended alternative governance model.
2. Service Evaluation and Analysis. Conduct a streamlined service review of fire protection and emergency medical services for each of the 19 fire protection districts. For each agency:
a. Assess the level of current services, including response times, infrastructure, service coverage areas, equipment, and personnel.

b. Analyze operational structures, governance frameworks, policies, and staffing levels of each agency.

c. Perform a financial analysis, including operating budgets, revenues, expenses, debt obligations (including pensions), and funding sources.

d. Project a five-year financial forecast considering anticipated population growth and service demand changes for each agency.
The CKH Act requires LAFCO to prepare an analysis of each Fire Protection District and a written statement of determinations with respect to each of the following:  

(1) Growth and population projections for the affected area. 

(2) The location and characteristics of any disadvantaged unincorporated communities within or contiguous to the sphere of influence.  

(3) Present and planned capacity of public facilities, adequacy of public services, and infrastructure needs or deficiencies including needs or deficiencies related to sewers, municipal and industrial water, and structural fire protection in any disadvantaged, unincorporated communities within or contiguous to the sphere of influence. 

(4) Financial ability of agencies to provide services. 

(5) Status of, and opportunities for, shared facilities. 

(6) Accountability for community service needs, including governmental structure and operational efficiencies. 

(7) The potential effect of agency services on agricultural and open space lands.  

(Note: several of these elements overlap in terms of subject matter. The report may consolidate sections, but should provide a set of recommended determinations that indicate the required element to which they apply.) 
San Joaquin LAFCO outlines its methodology guidelines for preparation of municipal service reviews as part of it’s Application Submission Polices.  These can be found on the LAFCO website: https://www.sjlafco.org/policies-and-procedures.  The Governor’s Office of Planning and Research has additional information for preparing service reviews. 

B) Important considerations: 

· The consultant must be well versed in local government finance in California in order to study the issue and provide viable, actionable recommendations regarding governmental changes, including annexations and consolidations. 

· Several communities in the study area consist of small-lot subdivisions on private wells. Some developments are in rural, isolated areas with irrigated farmland, dairies, and pasture. The consultant must be mindful of these characteristics when evaluating service. 
· A portion of the County is currently without fire services. The proposed alternative governance options should include the extension of services into these areas through either amending the boundaries/spheres of influence of neighboring districts or establishing a fire district for the entire area.
San Joaquin LAFCO has compiled some information that will be made available to the qualified applicant if necessary. The report should reflect local LAFCO policies.  Specific information can be found on the LAFCO website.

The consultant is expected to use any and all available information relevant to the Alternative Governance and Service Review Study, including interviews, surveys, previous research, reports, District planning documents, County general plans, previous sphere studies, authorities under the law, etc.  Sufficient data and information should be collected to construct a clear, concise and comprehensive report.  LAFCO desires to focus efforts on a respective district’s capacity and capability to provide services and an objective assessment of its financing and governmental structures. It is therefore important for a proposal to demonstrate an approach that gets to the relevant discussion without becoming a huge compendium of information.
C) Process

Preparation of the Alternative Governance and Service Review Study will include the following steps: 

· Data collection, including but not limited to, interviews, surveys and research of existing information and documents including past service review and SOI studies, past organization records, and other research
· Interpretation and analysis 

· Produce an administrative draft of the Study with appropriate and actionable recommendations for LAFCO staff and fire agency staff to review. The Study must be readable and suitable for use by elected officials, service providers and the public. The consultant shall present issues in the most succinct manner possible while including necessary content and ensuring readability
· Produce a Draft Study addressing the comments from the administrative draft. 
· Presentation of draft report to San Joaquin LAFCO for distribution to affected and interested agencies for comment 

· Review of draft report by Commission, County Board of Supervisors, affected/interested agencies and the public 

· Preparation of final draft addressing comments from LAFCO Commission, LAFCO staff, affected/interested agencies and the public, including findings, determinations and recommendations 

· Consultant will present the final report to LAFCO Commission at a public hearing
· Commission’s adoption of final report and determinations 

· Organize supporting documents to be delivered to San Joaquin LAFCO.
Consultant must deliver to LAFCO a MSWord formatted version and a PDF formatted version of the Study for each stage of the process. San Joaquin LAFCO is committed to a study that is conducted in a fair, accurate and objective manner. The Commission wishes to provide effective and meaningful opportunities for public participation in the review process. The intent is to provide valuable and practical conclusions for 

· Improvements to service provision where possible 

· Possible reorganizations and changes to organizations where feasible 

· Long term stabilization of financing for all agencies. 
D) Data

To the extent appropriate and feasible, research for preparation of the alternative governance and service review study should include the following sources and subjects. LAFCO will make available as many resources, data and information at its disposal; however, the consultant is expected to gather data from the agencies or other sources if necessary. Other information will be specific to the agencies affected by the service review. 

· Principal acts 

· General plans/zoning ordinances 

· Recent and proposed projects 

· Master service plans 

· Agency maps 

· District/city policies governing financing and personnel 

· Board, management and administrative manuals/procedures 

· Existing spheres of influence 

· Demographic information 

· Projected growth 

· Communities of interest 

· Regional agencies providing support 

· Criteria/best practices as used by appropriate industry groups 

· Capital improvement plans 

· Existing operating/capital improvement budgets 

· Environmental impact reports, if applicable and/or available 

· Existing joint agreements and contracts 

· Current and planned financing plans for service upgrades and capacity improvements 

· Agency bond ratings 

· Agency investment policies, if applicable 

· Joint financing/shared facilities 

· Agency budgets and financial reports, including revenue sources and expenditures 

· District cost avoidance practices 

· Insurance 

· Customer needs and preferences 

· Per unit service cost 

· Competitive bid policies 

· Comparable rate information 

· Current organizational chart 

· Mission statement 

· Continuing education/training 

· Staffing levels 

· Opportunity for customer comments 

· Available revenues 

· Amounts and types of reserves 

· Adopted policies for reserves 

· Asset disposition plan 

· Property tax increment (AB 8 share)/Gann limit 

· Surplus property policies 

· Board policies and practices 

· Days/hours of operation 

· Annual reports/status reports 

· Newsletters 

· Voter participation 

These data should result in an Alternative Governance and Service Review Study that addresses the Scope of Services listed at the beginning of this section and these data should result in a report that: 

a) Provides flexible and creative alternatives for agencies in need of new service options 

b) Provides logical and reasonable recommendations, yet also makes innovative suggestions for solutions to service and policy issues 

c) Includes the appropriate charts, graphs and maps to provide clear and organized documentation for its findings, conclusions and recommendations 

d) Includes recommended findings, conclusions and actions to present to the Commission for their determination based on the research done in this study. 
IV) Budget:

Proposals from qualified firms that demonstrate that the final product will meet the requirements of the CKH Act and provide useful information in a concise format at the lowest cost will be looked upon in a favorable light. A final budget amount for this project will be negotiated with the firm selected for the work prior to an agreement being recommended to LAFCO for adoption. 

V) Schedule:

The final schedule for this project will be negotiated with the firm selected for the work prior to an agreement being recommended to LAFCO for adoption. 

VI) Proposal Requirements:

Your proposal must provide the following information:

A) Submittal Outside Cover Title – Include the RFP title, submittal due date, and the name, address, and telephone number of principal submitting firm.
B) Cover Letter – Provide a brief (maximum of two pages) submittal cover letter. State any changes to the format or deletions of requested materials, which may be a part of the submittal. Include a summary describing how the submitter proposes to provide the required services to the Commission.
C) Identification of Responder.

1) Provide the legal name and address of the submitter.

2) State the legal form of the submitter, i.e. partnership, corporation, joint venture, and so forth. If the submitter is a joint venture, identify the members of the joint venture team and provide all information required under this section for each member. If the submitter is a wholly owned subsidiary of a parent company, identify the parent company and its address.

3) Provide the name, title, address, and telephone number of submitter’s principal contact person for the RFP.

D) Qualifications of the firm including:

1) A statement about the firm that describes history, competencies and résumés of the principal and of all professionals who will be involved in the work. This statement should address the following criteria: 

· A management level understanding of how fire and emergency services are financed and delivered 
· Expertise with national fire and emergency medical services standards such as NFPA 1710, NFPA 1720, Center for Public Safety Excellence 6th Edition Community Risk Assessment: Standards of Cover, and other national standards.

· Experience with the operations of fire department, including recruitment, retention and training of firefighters at various levels of medical service education (first responder, basic life support, paramedic, etc.) 

· Experience in governmental organization analysis, including performance measurement and evaluation 
· Expertise with laws governing California local government agencies.

· Experience with the CKH Act, the role and functions of LAFCO, the service review, SOI process, and reorganizations, including consolidations, annexations, detachments, dissolutions, and activating and divesting latent powers

· Ability to facilitate and synthesize input from a variety of sources 
· Ability to interpret varied budget and planning documents 

· Experience in identifying and fostering multi-agency cooperation 

· Public input processes and handling the presentation and dissemination of information to local agencies and the public for review and comment 

· The ability to work cooperatively with divergent interests 

· A substantiated statement of the firm’s or individual’s qualifications to perform the work, ability to stay within budget and meet deadlines 

2) Identification and designation of the individuals who would be available to perform the work, including résumés documenting their experience and competence to perform that work.

3) Identification of any sub-consultants who will be involved. If sub-consultants are proposed, describe the work they will perform and include the same information for each sub-consultant as required for items 1 and 2 above. 

4) Information about the availability of all the professionals who will be involved in the work, including any sub-consultants. 

5) A statement of similar or related experience accomplished in the last five years and references for each such project, including the contact name, address and telephone number. 

6) Description of the anticipated approach for this project, explicitly discussing and identifying any suggested changes to the draft scope of services (see Section III above). 

7) Disclosure of potential conflicts of interest with local agencies in San Joaquin County. 

8) Identification of any information, materials and/or work assistance required from San Joaquin LAFCO to complete the project. 

9) Project schedule, including the timing of each work task. 

10) The anticipated project cost, including: 

(a) A not-to-exceed total budget amount 

(b) The cost for each major sub-task identified in the draft scope of services 

(c) The hourly rates for each person who will be involved in the work, including the rates for any sub-consultants
E) Other Information Required in Proposal 

The firm shall make a positive statement that it has the required insurance policies in force in acceptable amounts of coverage for Professional Liability, Workers Compensation, Comprehensive General Liability and Auto (Owned and Non-Owned). Prior to any commencement of services, the firm will be required to provide certificates of insurance coverage to LAFCO. 
VII) Submittal Requirements
No faxed proposals will be accepted. Proposals received after the deadline will not be considered. 

A) Authorization – The submittal shall be signed by an individual or individuals authorized to execute legal documents on behalf of the submitter.
B) Sealing and Delivery – proposals must be received electronically in Adobe (.pdf format) submitted to jhightower@sjgov.org or hard copy (2 copies) on or before, November 18, 2024, at 3:00 p.m. at the office of:
San Joaquin Local Agency Formation Commission

Attn: J.D. Hightower, Executive Officer

44 North San Joaquin Street, Suite 374

Stockton, CA 95202
C) Compliance

1) Failure to substantially comply with the requirements of this RFP may result in submitter’s RFP submittal not being considered.

2) SJLAFCo reserves the right to revise this RFP prior to the due date. Revisions to the RFP shall be mailed to all holders of record.

3) SJLAFCo will answer questions submitted in writing in the form of Addendum to be issued to all holders of record and posted online no later than three (3) days prior to the submittal deadline. All questions should be submitted to jhightower@sjgov.org.
4) SJLAFCo reserves the right to extend the date by which the submittals are due.

VIII) Evaluation Criteria:

Proposals will be evaluated based upon their response to the provisions of this Request for Proposal and by the following criteria: 

· Expertise with the provision of fire and emergency services and running a fire department 

· Ability to work with pertinent parties and knowledgeable experts 

· Ability to demonstrate or provide viable strategies to public agencies 

· Provide detailed outline of cost estimates 

Please note that this will be a competitive selection process. 
Based on the criteria above, the completeness of the responses, cost and the overall project approach identified in the proposals received, the most qualified firms will be invited, at their expense, for an interview with the selection committee. The selection committee may be composed of Commissioners, the Executive Officer, other LAFCO staff and possibly representatives from the agencies. 

Following interviews, the most qualified firm will be selected and a recommended agreement including budget, schedule and a scope of services will be negotiated. Final selection will be made by LAFCO by approving a professional services agreement for the work. 
IX) Terms and Conditions

A) This RFP does not commit SJLAFCo to award a contract or contracts, to defray any cost incurred in the preparation of a response to this request, or to procure or contract for services. All submittals become the property of SJLAFCo as public records. All submittals may be subject to public review on request, unless exempted.

B) SJLAFCo reserves the right to negotiate and award any element of this RFP, to reject any or all proposals or to waive any minor irregularities or technicalities in proposals received as the best interest of SJLAFCo.

C) SJLAFCo reserves the right to cancel, in part or in its entirety, this RFP including, but not limited to, selection schedule, submittal date and submittal requirements. If SJLAFCo cancels or revises the RFP, the Executive Officer or designee will notify all respondents of record in writing.

D) SJLAFCo reserves the right to request additional information and/or clarifications from any or all respondents to this RFP.

E) Respondent will be responsible for all costs incurred in preparing a response to this RFP. All material and documents submitted will become the property of SJLAFCo and will not be returned.
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