BETTER COMMUNITIES.
BOLDER FUTURES.
Date: March 31, 2025

To: J.D. Hightower, Executive Officer
SAN JOAQUIN LOCAL AGENCY FORMATION COMMISSION

From: RSG, Inc.
Planwest Partners, Inc.

SUBJECT: Steering Committee Meeting 1 Summary Memorandum

RSG, Inc. (“RSG") and Planwest Partners Inc (“Planwest”) were retained by the San Joaquin
Local Agency Formation Commission (“LAFCQO”) to prepare a Municipal Services Review
(“MSR") and Alternative Governance Model Study (“Study”). As a part of this process, RSG and
Planwest facilitated a Steering Committee meeting on March 26, 2025, to identify the
strengths and weaknesses of the current fire service within the county.

This Steering Committee meeting is the first of 3 workshops focused on identifying challenges
and opportunities to sustaining fire protection services delivered by local rural agencies within
San Joaquin County. The next Steering Committee workshop is expected to take place prior
to the distribution of the Administrative Draft MSR by LAFCO staff and will include a review of
preliminary MSR determinations and SOl recommmendations. A summary of key findings and
considerations has been outlined below.

KEY SWOT FINDINGS

Strengths

¢ Regional Cooperation: Most fire agencies collaborate effectively through
automatic and mutual aid agreements, shared training, and standardized
operating procedures.

e Leadership Commitment: Leadership across agencies demonstrates a
willingness to improve services and work collectively.

¢ Established Service Models: Some existing inter-agency service models and
agreements, such as coordination between the North County fire agencies, and
the existing JPA show improved efficiency, responsiveness, and resource
sharing.

e Operational Resilience: Despite financial and organizational challenges,
agencies continue to deliver essential services with professionalism and
adaptability.
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Opportunities

¢ Governance and Service Review Process: The ongoing review offers a chance
to explore structure, operations, and long-term financial planning
improvements.

e Potential for Consolidation: Reorganization of duplicative special team
services could increase effectiveness and reduce redundancy.

e Technology and Communication Enhancements: Advancements in dispatch
systems, digital tools, and regional training can improve coordination and
safety.

¢ Funding and Policy Reform: New revenue opportunities and policy updates
(e.g., tax sharing, development fees) could support more equitable and
sustainable fire services.

Major Issues

¢ Dispatch System: The two dispatch centers utilized by fire agencies in San
Joaquin County (City of Stockton and JRUG) create commmunication delays and
response inefficiencies.
e Funding:
= Fire agencies operate under varying financial constraints, leading to
disparities in staffing, equipment, and service levels.
= Rising service costs, inflation, and limited revenue growth challenge
agencies’ ability to maintain or expand operations.
¢ Standardization: Some fire agencies differ in protocols, training, and
technology, which can hinder streamlined cooperation.
e Public Perception and Identity Concerns
= Political and community resistance to consolidation or shared
governance has limited progress toward system-wide efficiency.
= Efforts to consolidate or reorganize may face opposition from
communities concerned about losing local control or identity.
e Service Delivery
= Variability in staffing, equipment, and emergency response capabilities
risks unequal protection across communities.
= Unprotected areas (areas with no fire service coverage) within the
County exist.



CONSIDERATIONS

Funding is inconsistent across San Joaquin County due to outdated Prop 13
limits and a lack of sales tax allocation to districts. Some districts, like Tracy Rural,
are well-funded, while others struggle with low tax revenue or filed ballot
measures.

The fragmented dispatch systems issue remains. Two main dispatch centers
(Stockton and JRUQG) cause delays in mutual aid response and impact firefighter
safety.

Incompatible systems and lack of countywide dispatch standardization are
persistent challenges.

Past consolidation efforts stalled due to local community resistance and fear of
losing district identity. Local politics remain a challenge to reorganization
despite operational benefits.

Agencies are interested in seeking clarity on consolidation models (JPA,
regional FPDs, full mergers) and their impacts on staffing, finances, and identity.
Unprotected and underserved service areas are key challenges in San Joaquin
County. Large portions of the Delta region remain without formal fire protection
services. Response to unprotected areas relies on informal arrangements and
reimbursement policies.

If there are any questions, comments, or concerns with this memorandum as drafted please
do not hesitate to contact Brandon Fender at 714-316-2106 or at bfender@rsgsolutions.com.
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