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UNIT I: OVERVIEW -- FINANCIAL MANAGEMENT

OBJECTIVE

After completion of this unit, participants will be

with the c¢yclical nature of budgeting and 1al
management, the overview of the course, and with eir §ellow
participants.



What Is Financial Management?

Change, tradition, growth, survival -- each is a chal;enge for
the fire service. One common strain is evident in these
challenges, and that is money. Money is the lifeblood of any
organization and it is becoming less and less available. The
fire service is being held accountable for its actions and is
being forced to compete for tax dollars and Jjustify its
existence.

Proposition 2 1/2 in Massachusetts and Proposition 13
California are examples that illustrate a growing re
for all public organizations to account for thei
actions and to continue or improve their level of servi
less revenue. -

Financial management, by definition, is the

or ,skill of
directing the judicious use of money to acc an end.
Additionally, financial management is both§a s and line
function that supports service deliver usually a
direct responsibility of the fire In large

metropolitan departments, the finan manager is a
designated member of the fire chief's £. :

Although financial managers are -
department, they alone cannot "manage” all expenditures

all the time. Financial manag i a shared responsibility
within the department.

All members must recogni théir" responsibility in financial
management and be a -participate in the entire
process. Again, the ie ecutive officer is a key player

in an effective financlal nagement program.

A budget is
of an admi
estimates o
financing
finances & ing
budg sGusually directly proportional to the size of the
depaftm and the revenues allocated. However, the process
i entially the same.

process of securing budget appropriations has many phases

d 4sfthey normally evolve through a cyclical process. This
P ess involves documenting financial needs, justifying them,
inistering the funds, managing expenditures, evaluating

achievements, and planning for the future.

is a statement of the financial position
for a definite period of time based on
itures during that period and proposals for
Basically, a budget is a tool for managing
a given period of time. The complexity of a

Unless you are organizing a fire department for the first
time, your department is already involved in a budget cycle.
Most cycles completely evolve in 12 months and often overlap
the beginning of the next cycle.

The nature of financial management and the budget process
requires the organization to be actively involved in all
phases simultaneously throughout the cycle. The success of
each phase is dependent upon the success of the others. All

?



must coordinate efficiently to achieve effective budget
management. )

Components of Financial Management

Effective budgeting is essential but it is the easy part of
financial management. Good financial management is directed
through accurate long-range department planning. Thus
financial management is budgeting plus financial planning,
administration, and evaluation.

As mentioned earlier, the size of a department is a m
factor in determining the appropriate budget ©p esg .
Financial management in many departments will requir
full-time efforts of an expert financial manager. T ly
appreciate the complexities of financial manage t, ) this
course is organized as follows:

System Design ' . V
1. System concept. 0

2. Identify what you are doing and why.
3. Organizational désign. \
4. Evaluate alternative servic Qﬁivery methods .
5. Analyze productivity an . :

Budget Preplanning Q

1. Evaluating local @ or budget preparation.

2, Identify types of ts.

S

4. Develop s

3. Establish i budget process.
alysis and program budget.
5. Est .-
6. a ce with other departments.
Qp new revenue sources.
valuate revenue sources.

7.

. E

J fy the Budget
Q&

h get priorities.

. Types of strategies.
2. Know the financial system and the bddget.

3. Compare you experience and activities with other
agencies.

4. Know your objectives.

5. Know your audience.



6. S;les techniques.

7. Develop a marketing plan and schedule.
Budget Controls

_1. Financial and management audits.

2. Developing ipternal budget controls.
3. Establishing an expense/revenue plan.

4. Comparing actual expenditure/revenue with estimated
expenditure/revenue.

5. Reporting budget progress. ,
6. Managing budget adjustments. - , V
7. Providing an audi_t trail. 0
8. Developing a purchase plan. Q .
9. . Evaluation and managenlaent cycle. \

Although many Jjurisdictions hav get process that

transpires in correspondence wi budget calendar, it is
important to understand that fi a lanning and the budget

process are ongoing and requi iority effort from all
department managers.

Rules of the Game

It is essential to undefstand and use the correct mechanics of
budgeting. However, it ually important to understand the
political "rules e game" in your local budget process.
Like anything po l, it is many times more important who
you know than know. As the fire service is required
to become mo sticated in its management, it becomes
more and mor nt that politics is a reality. As the
going get n securing budget appropriations, the fire
service going. This requires politics. The effective
financ'&‘Nih ager will definitely know local politics.
go

To g will also require some major changes and the
o ncial manager must assume the role of change agent. The
bldic sector will become more innovative in management
ti¢es and revenue collection in our do more with less
c y. For the fire service to successfully compete for its
e, the financial manager must be prepared to pursue
innovative ideas and choreograph constructive change.

To ensure responsiveness and ability to meet these demands,
fire chiefs must identify financial management as a top
priority for their departments. The goal of optimum financial
management must be achieved with the same effort and
enthusiasm afforded fire suppression programs.



UNIT 1II: SYSTEM DESIGN
OBJECTIVES
The participants will:

1. Formulate mission, goals, and objectives statements for a
community-wide fire protection system.

2. Identify desirable outcomes for programs within a typi
" fire department.

3. Evaluate programs in the fire department to accomplhis!

the mission of the fire protection system.

4. Identify their own department's strengths weaknesses
with regard to planning.

han



System Concept

A system is a set of interacting elements that together form
an integrated whole. The elements are organized to accomplish
a purpose or a goal.

Fire Protection Defined

Too often fire protection is viewed to be fire suppression
only. "Fire protection® is used in a much larger context than

fire suppression. Fire protection includes all of e
elements that are involved in maintaining minimum loss
life, property, and community consequences of fire .t e

acceptable level the community desires or can afforde
of these broader aspects include: '

Preveqtion Code development and enforcement.
| Public education/awareness. OV
Arson investigation.
Control ' Fire-resistive constructiio :
‘ Hazard isclation \
Suppression Automatic¢ suppr n stems.
Detection and @l devices.
Manual su @v systems.
Investifatiofi. _

Community Fire Progsectic ystem

anagers have taken too great 'a burden of
themselves and have not considered fire

gystem. In a good fire protection system,
each ele fware that it is a part of the system and
accepts eSponsibility. A fire department cannot alone
provi e otection.

protection

Th ire\ manager's role in the community fire protection

stefh is to be the coordinator of the system. There are a

er Wf tasks that are associated with this role. Some of

y ones are: 1) to identify all elements of the system;

© help. each element clarify its = fire protection

eSponsibilities, and 3) to cause each element to agree to and
commit to fulfill its system responsibilities.

As a fire manager, you are likely to be the one best able to
help other departments and agencies define and clarify their
fire protection responsibilities. It is important that in
coordinating the system the fire manager maintain a humanistic
and tactful approach. As a fire manager, you would likely
resent another department telling you what your department's
responsibility is in assisting them. To Dbe an effective
systems coordinator requires patience and tact.



One Possible Approach

One possible approach calls for fire managers to list those
departments and agencies in their community that have a role
in fire protection. Once each agency is identified, fire
managers  can then spell out the fire protection
responsibilities for each of the agencies. Each agency is
then advised what is being done, then asked to review the
responsibility list and modify it as necessary. Fire managers
should offer to meet with each department to clarify
responsibilities that have been identified. Bach age
should be asked to respond in writing when they approve,th
responsibility areas. This will help to gain commi

the part of department or agency.

This cooperative approach is by far the best; howe , Ainder

certain circumstances the fire manager may be fogced ring
the issue to administrative head of the iLzation or

directly to the legislative body for some evi d policy
direction. Remember though, it is not passiple Bo legislate
cooperation.

IDENTIFY WHAT YOU ARE DOING AND WHY \

Planning
Planning, as defined by Webste make a plan of; devise

a scheme for doing; and to mind as a project or
purpose. Planning is futur&goriented. A plan specifies in
some form what you wan t or what you expect Yyou

organization to do.

All plans must relat@ tof| the organizations's mission and
provide the - goals an objectives to satisfy the defined
P

mission. For ose to this course, the word
"organization® an the entire government entity. The
fire departme e of the units of that organization.
Consequently h department will have to devise its own
mission sta n goals, and objectives to meet the
organizati sion, goals, and objectives.

3

ontinue , let us establish a common understanding
ion, goals, and objectives really are. Together,
items represent the organizational strategy set.

Before

of whEt ‘Wi

th thr
ion™
ission provides the reason for the existence of any
anization, and the foundation for planning -- more
accurately, strategic planning. The mission should clearly
reflect the major services to be provided, be relative to the
community, be flexible, written and understood by everyone who

" will be expected to implement the mission. The mission helps
to keep people in the organization "on target." ’



Defines the purpose of the organization.

Characteristics include: 1) It defines and 1limits the
purpose, 2) It is short and clear, 3) It does not define how
it will be accomplished, 4) It does not establish measurements
or levels of service to be provided.

A good example would be:

"To provide fire and life safety for the people and property
in our city."

A poor example would be:

"To provide a reasonable degree of fire and lifeqgafe or
the people in our community at a reasonable cost t rgperty

owners." _ V
Goals ‘ A > '
Goals provide methodologies'for realizi heWgwéSsion and the

basis for tactical planning. Specificallly, fthe goals should
give direction to each functional Goals are more
specific than a mission, but s s 1 be long-range
targets (3-5 years}). -

System Goals
System goals define th sirable outcomes  for the
organization in general and/o losophical terms.

Good examples would be

"To control the numberpof/large-loss fires in commercial and
industrial occupapeies."”

"To control Lt imber of incidents in single-~family
residential c es within the city."

five~-member engine companies in residential

1d be noted and explained that system goals reference

e outcomes in terms of: 1) Life risk or loss, 2)

perty- risk or .loss, 3) community impact, and 4) cost of
tion. ' _

jectives

Objectives provide the steps for day-to-day implementation of
the strategic plan and the basis for operational planning.
Objectives will define quantifiable criteria for measurement
(quantity, quality, time allowed, and cost), and a basis for
data gathering to determine if the objectives are being met.
Bach objective should relate to a specific goal.



Performance Objectives

The degree to which goals will be accomplished defined
performance objectives. These objectives set forth measurable
criteria defining the degree to which the systems' goals will
be accomplished. The desirable goal of setting performance
cbjectives is to control the incidence of fire in residential
occupancies within the city.

Building upon the above goal, a good performance objec lve
would be:

"No more than 6.7 fires per 1,000 single-family resj
occupancies within the city in a year, based upon a e
average."

It should be emphasized that the above measures §elat o the
organizational goal relating to incidents inNgeSidgfices; in
other words," the protection of property", a, sys al.

In an actual.plan, goals would be develo 4 11 desirable
outcomes for the protection of life, prqgpert and community.
Then performance objectives, or the d accomplishment,
would be developed for each goa s sets the base
measurement for evaluating the tiVeness of the fire
department in terms of resources .

Uncontrollable Factors

The first step of any planni ocess is to determine what
you are decing and why yo e dging it. To begin the planning
process, you must fir r the legal and/or legislative
obligations and policiles the community. These are the
"uncontrollable®factors t will impact the financial
include the local policies and codes,
federal acts or laws that may have an
pization's financial condition.

state laws, and
effect upon yopr

Goal Setting

trollable factors have been identified, a
financ s assessment is routinely performed next in the
pla §s~gh”cess. This step is also referred to as the "goal
se g” ase. This is when the needs of the community must
a ssed, as well as the financial readiness of the
brganization and the fire department to respond to those
d The needs of the community, as they relate to the fire
tment, can usually be translated into goals for the fire
artment to satisfy.

Data Collection

To satisfy the identified goals the organization will have to
gather data about the community and determine what services,
including legal services, will be required to meet those
goals. A statement adopted by International City Management
Association (ICMA) members clarifies the need for collecting
data about the community and how it should be analyzed, "the
equitable distribution of city government services is being
redefined under the pressures of change in today's society.

9



For example, it is not an adequate policy that garbage pickup
be provided on the same regular schedule in all sections of
the city. Certain sections may need a higher level or
frequency of service to maintain a reasonable level of
environmental sanitation. Educational services must aim at
student achievement levels, not merely equal dollar inputs per
student. The obijective of local government service programs
needs to be equal output, not equal input. Service levels
must be matched to relative needs.”

when service and resource allocations are to be evaluate@\by
reference to demographic and geographic conditions, and
input from citizens, several data management issues
considered: 1) Definition of service area, 2) specificgtion
of data to be collected about people and their envigonmegt? 3)
specification of data on the service performance, 4 grgement
on performance evaluation criteria and the ys which
results will be measured, and 5) reconci wof data
aggregated on dissimilar bases. _
As a reminder, the analysis of thi a 111 usually
translate into goals for each of th@ degartments of the
organization. After the goals a een determined,
objectives for meeting those goa x e defined. The
objectives should be quantitiable @ hey must be prioritized
according to their degree of critigs ss to preparations in
relation to the jurisdiction' 1 mission. To carry out
the objectives, human an al resources must be
identified.

Financial Strategic Plan

After the organization' mission statements have been
determined, and the depar nt's mission statement, goals, and
objectives have ghgen entified, work may begin on the
department's £i al strategic plan. First of all, the
strategic pl d assign responsibilities £for specific
activities ivis$a manager, program manager, task force
leader, etce. nd, the expected results from those activities.
A strat should also include a time schedule to
monitor rol the plan's progress.

The e \several models that can be used for this purpose,
s as e Critical Path Method (CPM), Performance Evaluation
d iew Technique (PERT), Milestone chart, or Gantt chart.
efore *too much work is put into strategic planning, the need
r financial strategic plan must be approved by the
sionmakers.

he significant elements of planning include: 1) Performing
a community needs assessment which translate intoc department
goal setting, 2) defining and prioritizing objectives, 3)
identifying human and material resources and constraints, 4)
assigning responsibilities, 5) establishing a time schedule to
monitor and control the plan's progress, and 6) receiving
approval to conduct the plan.

The financial strategic plan must be tied directly to the
jurisdiction's mission and define how the department's goals

10



and objectives will either support the needs identified or
improve the services currently provided.

Historic Perspective
When presenting the concepts and theories of £financial

planning and budget making, very few texts mention the
significance of possessing a sense of history about the

jurisdiction, the legislature, or the administrative
organization. Pragmatically, this knowledge or awareness can
be of immeasurable value when it comes to knowing t
programs have a chance of making it through the entire bud
process unassisted and which programs will need to be t
for or sacrificed. To begin with, human nature is s
everyone will have a favorite department or prog . is
includes the most professional administrator and a elgcted
legislators.

In the public sector, elected officials are ofte vated by
forcesg, that are more political and social t ecpnomic. For
example, a project which might have so its and be
economically sound could be rejected by (elecge officials if
it were politically unpopular. oject that 1is
economically unsound with doubtful i enefits may be
“approved because an elected offici 4 opted it as a "pet

e some idea of the
ing about the issues in
the fire department's

project.” It will be beneficial
depth of the legislators' unde
the community and their Xknowd:
operations.

Knowledge of Community

The community in genefal ig going to be more supportive of
certain departments o rograms than others. For example,
private business ig affe d by municipal finances because, in
most jurisdictig it is one of the prime sources of
municipal revent d a recipient of municipal services.
Most busines a tendency to be very supportive of the
police dep and its programs, particularly those
ain ‘reducing the types of crimes that would

The interests of the citizens themselves

i eneficial to have a good idea about the community's,
islakors', and administration's attitudes regarding growth.
s .knowledge will help the fire department administrator
ize the department accordingly and determine significant
uPure issues. For example, will a certain type of property
owner be more influential than another in the future? Will
fire department personnel need to acquire specialized skills,
knowledge, or equipment to properly handle future problems?

Rnowledge Of Departments -

1n ‘addition to knowing the community, the fire department
financial planner should also have a good grasp of the fire
department itself. An area of concern would be the
community's perception of the fire department. Remember, we
are talking about perceptions. What the fire department is

11



actually responsible for, or does, is often unknown to theé
community. Specific areas of concern include how the
performance of the fire department is viewed and the general
attitude and responsiveness to issues that are deemed
important by the community. Does the fire department make
things happen, react to things that happen, or watch things
happen? "Things® refers to nonemergency activities such as
public fire safety education, fire prevention activities,
hazardous materials awareness programs, etcC. In terms of
financial management, the most important consideration would
be how the community perceives the financial obligation
maintaining a fire department. Does the community viewgit

an agency that simply receives and exhausts appropriagi

as a department that is monitoring and controlli
appropriations, and perhaps even making some effortsfto dice
expenditures and create the necessary resources to maijptadn or
expand existing programs?

Organizational Design

At this point in the process, eff ve ograms are
identified, set in priority order, and sg@lect@d -- based upon
their potential impact on System Goals. ual experience,
the existing program areas are usua ntified as where we
are now. At a later time, need€ es in the current
. programs are identified and rec as”Enabling Objectives.

Usually, total programs are not mifated. However, emphasis
or resources devoted to each m Jjusted dramatically.

Organizational Programs

Organizational program re signed to -provide: 1) ~Fire

response teams to control illegal or accidental fires, 2) fire
prevention education % rain the public in safe fire
protection, 3) meddgal response teams to assist people with

emergency medica
the number of
cause and arsfn

8 and the severity of fires, 5) fire

s, 4) codes and enforcement to control
aftigation to control the number of fires

and hazardou aterials incidents, 6) public assistance to

mitigate guence of any emergency within the district

that may life or property, and 7) hazardous materials

respon 8 to control and/or mitigate hazardous materials
x idents.,

the above list includes all the programs or services
. by a typical fire department. However, these are
xamples of how the System Goals have been traditionally
lished. Careful cost/benefit analysis should be
odically evaluated to be sure proper emphasis is placed
upon the appropriate programs.

Performance Objectives

For each of the Organizational Programs selected, a
corresponding set of Organizational Performance Objectives
should be identified. They will serve as part of the base
‘criteria for evaluating the effect and efficiency of resources
expended. '

12



As an example, Performance Objectives for the goal:
*To provide fire response teams"”
Performance Objectives

Process

1. Response to 80% of fires will be within 4 minutes of
receipt of alarm.

2. At least three trained firefighters will be on all
fire response engines.

3. All firefighters will be certified at levels
specified by the NFPA Professional Qualification
Standards. '

4. At least 3,500 gpm fire flow will be wvo _
ialfjand

minutes of receipt of alarm in all comm
industrial areas.

Impact 7
l. Damage after arrival wil &ted to 15% of that

upon arrival.

2. No more than one lar ire (more than

$500,000) will occur in r, based upon a l0-year
average.
Actual measurements s d based upon local conditions.
Performance . objectiv ould be developed for all
organizational goals rve as the base criteria for
evaluating effecti ess expended resources.

Support Progr

d be used for clarifying Support Programs
srganigation. A Program Goal should be used and
impact or "support®™ to Organizational Programs

Thé same fo
within the

Th e \kind of performance objectives should be developed
£ e support program within the system. For example:

ort Program #l: Training Division
rogram Goal:
To maintain desirable skills, knowledge, and work attitudes

for fire department employees to effectively and safely
perform their assigned responsibilities.

13



Performance Objectives
Process:

1. Within one year after promotion, all fire officers will
have successfully completed the Six-Week Fire Services
Administrator's Institute Program.

2. All fire officers will successfully complete a one-week
management refresher course every Yyear, as approved by the
training officer,

3. Within one year after employment, all fire supp i
personnel will be certified in accordance Wit
Professional Qualifications for the position in which th

are expected to serve.

4. Ninety-six percent of all fire perso and fire
companies will pass the minimum performance regu ents in
quarterly performance examinations.

refighters will
. o Wimproper training in
afmiped by the Department
average.

Impact:

1. No more than three injuries
occur during emergency operations
technique or safety practices as
Safety Committee, based upon a 5

2. No large-loss fires wi cc within the city as a
result of improper fire gro command due to inadequate
training as determined by e POogt-Fire Analysis Team.

3. No employee grievdncesgfiled against the department will
be upheld due to improp o inadequate training of Fire
Officers as determined b e Grievance Review Panel.

The above meas 8 are only examples. The impact
measurements § s focused on the desirable outcomes for
that particularSupport program.

.Enabling ctl

As t izational design begins to take shape (and after

pro sis), it may become apparent that changes should

be “ma within the organization to improve the performance
/or

da ficiency. These changes, if significant in nature,
arg usuaXly written in the form of objectives statements.

Al objéctives statements shouldé include three specific
ments: time, quality, and quantity. In this way they are
specific and measurable. Examples are: .

1. By January 1, 19__ develop, adopt, and enforce a ccde to
require automatic sprinkler protection in .all basements in the
commercial areas of the city.

2. By July 1, 19__ train all personnel within tﬁe department
to the certification level prescribed by the NFPA for the
position in which they serve.

14



Current Effort)

When establishing a service delivery program within an
organization, program performance objectives should identify
anticipated activities in terms of ‘“process" and identify
results in terms of "impact."

However, often resources are not available to accomplish the
objective to its fullest extent. As an example, the objective
may be to "Respond to 80% of all fires within 4 minutes of
receipt of alarm.” However, resources will not permit th
construction of an adequate number of stations to facilitat
this response, In fact, only 40% of the alarms wil e
responded to in the prescribed time. Therefore, the "cwrr
effort” is only 50% of the desired "performance objective.

In other words the'Program, if fully funded, will acc sh
80% response in 4 minutes. If it is only parti funded,
accomplishment will be less than anticipated; i case

40%.

Current effort simply defines the degree tqf which e program
is currently being funded.

.15



UNIT III: PLANNING

OBJECTIVES

The participants will:

1.

2.

5.

Use a model format to develop a long-range financial plan
in a typical fire department.

Describe the role of the financial planner as a change
agent.

Analyze community trends and evaluate alternative
services.

Analyze departmental productivity through ifying work
measurements and conducting cost/benefit@’-

“Identify their own departments' stren nd /weaknesses
with regard to planning. -



IDENTIFY COMMUNITY TRENDS AND PATTERNS
Public Policy

To begin with, it must be remembered that the organization's
mission statement and goals determine how the fire department
will provide services to the 3jurisdiction and how the fire
department's resources will be allocated to satisfy that

migsion. "Public policy is the foundation for the entire
operation of the fire department. Elected officials are e
policy makers and it is the policies that are used b
managers and fire chiefs to implement and manage progra ' t
provide the services to the public. Once a “policy' s
determined and defined, the fire department management ££

then becomes the responsible party for implemen iop and
evaluation. The budget is the tool used. Poligies rmine
programs and service delivery and the fire dep ntgmust use
the budget to carry out policy" (Burgess, n ment And
Budgeting in the Fire Service", 1984, p.l) '

Strategic¢ planning is a central component in
of goals and

formulation process. The identifdcatio
objectives and the development of g2 ive programs to

~achieve those aims are principal rihutions of strategic

planning in government. Since are translated into
reality through government spe there must be a parallel
interest in the budget-making . In other words, the
fire department financial p MUST be involved in the
politics of the Jurisdictics Plans are policies and
policies, in a democracy Wat ally rate, spell politics. The
question is  not wheth p ng -will reflect politics -but
whose politics will it reflect. What values and whose values
will planners seek to lement? '

Political and Pis onstraint

urisdiction budget has both a political
scal constraint. The former rises out of
hesitancy to increase taxes because tax
opular with voters. The latter is the fiscal
ich taxpayer resistance would become so strong

Realistically
constraint

Therefore, those responsible for formulating the
of a fire department should be directly
"with the local political issues and politicians, and
breast of any political developments at the other levels
ernment (regional, state or national) which may have an

a ct. upon their financial resources. ' '

Political Considerations

When interacting with the local politicians it is wise to
remember that their budgetmaking role is, usually, primarily
responsive. In almost all representative governments, budget
proposals are submitted to legislatures by the leaders of
administrative formations. Because budgetary initiatives lie
with administrative agencies, there is a tendency among
legislators to feel defensive and inadequate, and somewhat
less than properly prepared to pursue the triple goals of the
legislative budget procedure, which are:



1. Setting service levels.
2. Adoption of fiscal policy.
3. General review of administrative performance.

Legislators expressing feelings of inadequacy in dealing with
administrative formations often cite their <comparative
disadvantage in time, staff resources and, above all,
information. Increased amounts of information made avail
to legislators have a predictable result: It increases dem
for legislative staff to digest it, and creates the da
information overload. Data can: distract as well asW
overwhelm capacities to assimilate and wunderstang;
rather than clarify; and, to no useful end, exhau
time and energies of busy legislators. Informati is
certainly needed, but it must be carefull gandzed . to
illuminate issues, suggest options and stimulage oughtful
legislative reflection., For this, the formafjof e budget is
the key instrument.

Community Needs
Beyond the political consideratio r the needs of the
community and its citizens. Most artments analyze the
19y
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socio~demographics of the co population, economic
conditions, employment situat use, property use, the
age and condition of structuge nd"public facilities, crime

rate, general growth or decli area, or the community as a
whole. Municipal financi cha@racteristics change over time
as different interests =} i different service patterns
become dominant in giv logations and the costs and benefits
of public services freQuently do not remain uniform. Thus,
both the current so demographic attributes and the
direction of chande€ these attributes are potential factors
affecting financig terns. The patterns may be expected to
differ dependj the current mix of constituents that
affect servi ds and revenue bases. The patterns may
shift ove the mix changes and predicting future
nditures depends on expected shifts in the
articular socio-demographic attributes of
or identifying service demands and revenue are a
pirical analysis. Many studies have shown that
emographic information is useful for predicting
; expenditures.

emographic Variables

sophisticated analytical tools, and time, are available to
the fire department or the jurisdiction it would be possible
to use even more definitive socio-demographic attributes. For
example, the population could be analyzed by; the percentage
of population over the age of 62, the percentage of a specific
ethnic group, birth rate, etc. The economic condition of the
community could be analyzed by; the percentage of the
population below poverty level, the percentage of total
available housing currently occupied, business
diversification, the per <capita business income, the
percentage of change in per ¢apita personal income, .etc. ‘



Trends In Emergency Services

Another indicator of what the community needs are, or might
be, would be the trends in emergency services. These could be
measured by the types of services requested, freguency of
different responses, the time spent on specific responses,
resources (other than time) expended on specific responses,
- ete.

Usefulness Of Data

The important thing to remember when attempting to ident

the community's trends and needs is to not have tunnel ion .
An honest attempt should be made to acquire as muc 1
information as possible. To collect data for the sake®of
overwhelming the decision-makers is not only a \was of
resources, but remember, it may also bagkfire. The
legislators may actually read the material pre tedy and ask
for justifications about certain programs r or more
information, As stated earlier, empirical Wknowledge of the
_entire political, demographical and soci tions of the
~ community is essential. This knowfledg will help in
determining what the legislators wi ang to know, what
should be made known to them and w t nformation might
be found. X :

EVALUATE ALTERNATIVE SERVICES A VERY METHODS

Alternative Services

The primary considerationNfor aluating alternative services
and --delivery -methods S determine  how .the _services
currently being provided,q or being considered, serve the
organization's missionW\and//the fire department's mission and
goals. There may_be s non-emergency tasks, unrelated to
the department' sion and goals, that could be performed
cheaper, bett faster (more productively) by another
department o gency. Conversely, there may be some non-
emergency f elated to the department's mission and
be performed cheaper, better or faster by
nt. Perhaps the fire department is providing
fergency and non-emergency services, but maybe the
ivery methods can be modified to improve the level
ce or productivity. Some fire departments have
services that had traditionally been provided by
. department while others have added non-traditional
A few fire departments are beginning to be run like
esses in the respect that they are beginning to charge
some of the services they provide. However, there are

ny barriers the creative fire department administrator and
financial planner will have to overcome, both inside and
outside the fire service, before a fire department can be
expected to become completely responsible fiscally .

Simply thinking about alternative services or delivery methods
is often times both frustrating and exciting. When the entire
department becomes involved in the process both of the above
mentioned emotions are dramatically increased. However, the
fact of the matter is that citizens, legislators and
jurisdictional administrators are beginning to expect more
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cost effectiveness performance from all governmental
operations. The departments that have taken the lead in
exploring the most effective and reasonable means of providing
desired services will be the ones that will receive the
resources to continue their own operations. The better
prepared departments might even be willing and expected to
assume -he operations of other departments as well.

ANALYZE PRODUCTIVITY AND BENEFITS

Private Industry Versus Government

Government expenditures generally are studied in grea

In contrast, benefits from these expenditures are fre 4
not quantified. Benefit estimation is the un of
budgeting. Because governments provide many service free
goods, budgetmakers should search for evidence oRthe lic's

willingness, rather than ability, to pay as way to
estimate benefits. : :

The measurements of productivity and ene of private
industry are of little concern to moft citizens, because
investing in a ©private industry voluntary act.
Additionally, just a little bit of ial knowledge can be
used to measure a private orgaf s efforts {costs)
‘against accomplishments (reven However, this is not
necessarily true for governmen pizations.

end an undeniable mandate to
itizen's funds are legally

In the first place government
contribute funds (taxes). T

removed from him or her as /legally spent by the concerned
governmental organizatjion. the second place, the profit
motive does not opera as)) a measure of the quality of the
government's operations nder present practices the "best"

pg. likely to be one that ends the fiscal
year with the le amount of unspent citizens's funds. Thus
the financia nformed c¢itizen must contribute to an
organizationgWhigh Ng€nerally regards the spending of the full
amount of citifengdollars available as its prime measure of
success. :

governmental uni

A ci e can more easily grasp the priorities of city
manageme goals if the budget relates the dollars requested
to sePvices provided. An alert financial planner should
ays\ look for .evidence of tangible program benefits.
eperally, when people are willing to pay for a service as
eyguse: and enjoy it, and the service charge covers costs,

t need to calculate benefits is sharply lessened. In this
tuation, the willingness toc pay, the market price and the
resulting revenues regulate the service's size and shape. On
the other hand, it is difficult to place dollar values on the
output of public programs--many of which are tax-supported
precisely because people will not, or cannot, pay for them on
a service charge basis. Use of the public way, for example,
may be rationed by means of toll gates and parking meters, but
normally its use is "free"--that is, paid for by taxes, not
.service charges. In tax-supported programs, the taxing and
appropriation procedures tend to separate payment from use and
enjoyment. Public expenditures should be justified by their
impact on realizing the jurisdiction's mission, the
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community's needs and the'department's goals. Identifying the
proper level of expenditures to meet the above c¢riteria is the
key problem of financial planning and budgetmaking.

Productivity

Productivity is usually measured as achievements in relation
to objectives; objectives should relate to the jurisdiction's
mission and the department's goals. However, the fire service
has traditionally avoided production accountability because, of
its "intangible presence in the community." As many e
departments have found out though, or are finding oute b

the citizens and the legislators are expecti
accountability and fiscal responsibility. In actuali
expectation are very reasonable, albeit a new ch
transition for many fire service managers. The cur

for measuring productivity in government agencﬁ\<~$;ﬁ

the use of "program management". At best this quitous
term that is applied without much discrigmina®ioW to both

complex and simple activities, (e.g. N.A.S.Als Space Program
or a "program" to replace light bulbs at Y

in the name
of conservation).

administration can be called gram” without violating

Programs . \

Interest groups demand them; poll 1 put them forward;

administrators push them alon Almost any form of public
N

semantic fitness. "Program increasingly preferred over
organizational concepts such partment, division, bureau
and section, which seem coflvey unfashionable nuances of
bureaucratic power “an igidifty. "Program®" has an anti-
institutional flavor { abo it, and suggests openness,
dynamism, purpose and p 8. Most importantly, it seems to

imply results. a powerful abstraction deserves careful

study -- and, 1y, more discriminating use. The most
common forms programmatic budgeting are: Performance
Budgeting Program Budgeting (ProB);
Planning/Pro Budgeting Systems (PPBS); and Management
By Objecti :

Service n Operations '
h Aperformance approach is very useful for measuring

W
ppodu vity-oriented operations, service~criented operations
e,8tilk difficult to guantify when using only one method of
ent. When locking at governmental services part of
roblem can be attributed to the complex, diverse and
times contradictory department goals and how each of the
ifferent departments may interact with the community.
Another reason it is difficult to measure the productivity of
a single department within a governmental agency is the
interdependency of the bureaucratic structure. Many
organizational units may be contributing (or thwarting) the
achievement of a single department's goal, or goals, and the
performance of the other units may not be measurable. The
problem here is not the difficulty in measuring the impact of
the performance of other organizational units on the
productivity of a single department. The problem is to devise
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a simple method to reflect that impact without making the
other departments lock bad in the eyes of the legislators.

Budget Principles
When these ambiguities are recognized, resolved or

acknowledged, budget programs are usually built on the
following principles. Programs are organized with boundaries

- which permit evaluation of goal achievement. Programs
facilitate comparison of alternative means of 1
achievement. Programs embrace all complementary compone

necessary for goal achievement, and programs are shown
than one basis if this will provide a better ba
evaluation of goal achievement. Program budgeting JitebfatUre
tends to recommend that budgetmakers build program “§trugture
around the jurisdiction's mission statement and goa As
abstract as this concept may seem it at leas i&g;;?es some

sense of direction.

Ranking Objectives

Some objectives will be more important otllers. Some will

not be accomplished to the desired leye is important to
d to identify the

degree to which they will be acco = .. This is true for-.
any of the three objective ca 2s ; System Performance
Objectives, Program Performa ObYectives, or Enabling
Objectives. However, defi priorities for System
Performance Objectives is ver ficult and may not in all
cases be worth the effort, ‘gecauge, essentially all objectives
will be of importance.

The following process ‘gan /be used to analyze and evaluate
objectives so they anked in order of importance. It
is important to ablish an order of effectiveness and
priority when re are limited.

all the readily available and relevant
nYth ubject.

Step One:
informatio

Step Two: ssemble a group of knowledgeable people who
are o degree familiar with the environment of the
SitH’iE;:
p Three: Give a suitable presentation to i:he group on
o

p Four: Allow about fifteen minutes for discussion.

Step Five: Go around the room, asking each individual to
suggest a positive or negative factor, using the form provided
to transpose onto a flipchart. List all suggestions, being
sure everyone's suggestions are listed.

Step Six: Rate each suggestion for cost or savings and
degree of impact.



Step Seven: Hang all the flipchart sheets in a row so the
participants can easily see them. Through discussion, gain
consensus on the order of rank, and of potential for
‘accomplishing the desired outcomes.

Automation Of Data Collection

Truly sophisticated electronic data processing can Dbe
accomplished with something as small--as a microcomputer and
the use of commercial software packages. Larger automa
systems, such as a local area network (LAN) or a widg, a
network (WAN) would make it possible to gather more dat

As the development of information technology, in t
beth  hardware and software, continues decentr
many

information systems are becoming more afford e f
agencies. The primary advantage of a eptralized
information system 1is that a vast amount ata and
processing capability is available withou ha¥ing to go
through the process of requesting information reports from
a centralized data processing center. oday technology is
geared towards end user control over da\

Analysis Paralysis

Perhaps of a word of caution is r iate here. Just as you
would want to avoid informati ad for your legislators

it is also wise to properly e the amount of information
you should attempt to collect cess and analyze. If you
attempt to analyze too mu information you may only succeed
in creating "analysis is"™. The WNational Fire Academy
offers two excellent caursed that will help you determine your
information, software d Jlardware needs. The courses are
Information Management SyStems (IMS) in the Fire Service and
Microcomputers ip ire Service. ‘

Nontechnical v
In closing be stated that productivity improvement is
not limi 9 improved technology. Depending on the criteria
used 1&;5‘ measure program effectiveness, productivity
e
ti

enha tG\can be achieved through the sound and proper
ap of non-technical developments as well, 1like
ag nt- techniques, training programs, public education
rograms’, or management philosophies. For example,
dugtivity might be enhanced if £fire departments began
P ting the concept of training and educating personnel as
- eralists” instead of "specialists". This concept could
apply to line, line/staff, and staff assignments.

At best "productivity” is a nebulous term and is relative to
the needs and desires of the community. The responsible fire
administrator and financial planner should attempt to
correlate his or her department's performance with some means
of measuring its effectiveness, efficiency and productivity.



ROLE AS A CHANGE AGENT
Clarity

Many different ideas on why fire departments must be attuned
to the needs of the community, its' citizens, the politics and
the politicians. Furthermore, this unit has emphasized the
~ importance of why the fire service should develop its mission,
goals and objectives to support those of the local government
organization. One of the most significant points made in is
unit was that the fire service should start thinking of i
and presenting itself as a productive, and maybe

financially independent, department within the juris
Admittedly, in today's world, this last goal mayqbe
reasonable expectation. None the less, anyone whOjatgempts

any departures from the status quo will encounte§~<:;;' nce -

- more accurately, resistance to change.

All of us probably have a different defindgion)of the word
"change". Each of our definitions havi e nfluenced by
unique experiences during our lifetimes @nd reers. Some of
the more common interpretations of changeSare

1. To alter in condition.

2. To substitute or exchangeQ~; v .

3. To modify, deviate.
4. To make distinctly differe from what was.
Types Of Change

While on the
differentiate
consider. Fi
change is c¢
some organi

biect describing change, let us also

y the types of change that we must
re is unplanned change. This type of
Jfen situations occur to which someone or
must react to. Second, there is planned

change. of change is a conscious, deliberate, and
usually abo¥ative effort to improve the operations of a

system Sugh the utilization of knowledge.

Ar of ange
here eXists areas of change of which we should all be aware.

edge change: A generalization about the change
erience, cognitive or «conceptual understanding about
change. ‘

Skill change: The incorporation of new ways of performing
through the practice of changed behavior.

Attitude change: The adoption of new feelings through
experiencing success with change. :

Values Change: The adoption and rearrangement of one's
beliefs.



Response To Change

With some common understandings established, perhaps it is
appropriate that we now ask ourselves how the fire service
generally accepts change. After you have given this question
a few moments, think about how other industries accept change.
In all actuality most organizations, and the people that make
up those organizations, usually respond to change about the
same way.

Shock. An intense feeling of disequilibrium.

Disbelief. A feeling of unreality about "why" the c
occurring. '

Guilt. A feeling by the receiver of change that§he or e has
done something wrong and that that error ha t about

the change.

Projection. The act of blaming someone e e change.
Rationalization. The organism tries sense" of the
change.

Integration. The receiving syste to turn the change
into an advantage.

Acceptance. Either in resig or enthusiasm, the organism
adopts to the new state of aff :
The fire service , proud of its- - tradition.
Occasionally, we are s@ profid of our tradition that we do not
fully capitalize upon e/ potential of some opportunities.
Simply because fear that the opportunities may cause
changes that wo contrary to our traditions.

a change might appéar to be, there will

Despite how
Some of the more typical reasons have

be some res

source of the proposed change. Examples would
economic, state legislation, federal

: The purpose of the change is not made clear.
rsons affected by the change are not involved in the
ing process. The communications regarding the change is
. Excessive work pressure is involved.

Resisting Change
Why Do Pecople Resist Change?

1. The fear that skills and knowledge will become obsolete.
For example, members of a fire department who take gypeat pride
in years of responsible service may find that new fire
technology and requirements are beyond the scope of their
experience. -



2. The fear of economic loss. If a person fears that they
.~ cannot adapt to the changes, and they will be "left behind"
for promotions, etc., they may resist change.

3. Ego protection. If fire department staff originally
criticized a suggested change, they may not want to admit that
they were wrong, and thus will continue to resist.

4. The fear of losing the '"status quo®. Change can
disruptive, and necessitates skill, behavior, and attit
changes. This may be "too much work".

5. Conservative and cautious attitudes. Even a
firefighter may want to minimize risks and mo

Certain personality types have these characteristics.’
6. Peer pressure. Peer support and cooperat iﬁ\\%’ﬁortant,
and often even ‘“independent thinkers" ann withstand
concerted pressures from their work group.

irefighters (or

7. Lack of information about the ch .
other personnel) may become suspicious tant if they do
not know the reasons for and probabl néfits of the changes.

t. ‘A fire department

8. The fear of social -displa
‘ move people away from

staffing/function/assignment c
valued friendships and ass . These friendships may
be strongly based on Mas need for Dbelonging and
inclusion, and be very valuable ¢o“the individual.

9. Inability to see tHfe "bi icture". There may be a lack

of perspective about e otal organization's needs. Or,
conversely, they may re ze the impact of the change and
protect their own ed interests. -

10. Not encughft adapt. If the changes are too rapid,
or too freq may cause great stress. People will
resist to red t change-oriented stress.

11. Pas e experiences. They may have had a negative
experi eVparticipating in past changes and are still hurting
from e experience.

120 L of trust in the change-agent. They may not believe
th change-agent(s) has their and the department's
ergsts at heart.
Fear of failure.

l4. Anxiety that . power, security...will be undermined.
"Information leads to power" syndrome.

15, Others?



Resistance to change is not always bad.

1. It forces change initiators to Jjustify the reasons for
needed changes. Sometimes, this prevents poorly thought out,
or unjustified change.

2. It prevents great, rapid swings in organizational
strategies or style, providing a needed balance to impulsive
action.

Ways to Approach Change.

People responsible for stimulating change have a var of
methods available to them. The choice of method d upon
a diagnosis - of the possible sources of resista the
relative importance of resistant acts t successful
introduction of change and, when necessary, a n which
resistance can be reduced. Consider the appzoac manager,
leader, or supervisor may use:

Issue instruction. This will work ere)l the change is
relatively minor, the attitudes of “in@jvifiual - groups are

r t to give such

likely to be favorable, and th
rénewal stimulator's

instruction 4is seen as within
legitimate domain of authority.

work if the change is a
are unimportant, .and if new
must make the change.

Force Compliance (decree)--Thi
public one, if negative atti
skills are not needed by

BY reorganization. Changin replacing key people can be a

strong force for chang

or others to share in the decision. This
blem is not too complicated, if those
heir own ideas are being used, and when

Provide opportuni
re i omfortable in the position of decision

will work if ¢
affected belie
those affec
making.

stions present only some of the methods
avail e The change agent must determine which method, or
methois , Wwould work best for them or their organization.
Whi it difficult to determine Jjust exactly which method
ldé e the most appropriate, studies on overcoming
esgstance to change seem to indicate the following steps as’
nggphelpful:

The ab

Encourage participation.
{(2) Start with top officials.
{3) Show that change will reduce rather than increase burdens.
{4) Connect proposal with traditional values.
(5) Bring out novel and exciting a%pects;“
(6) Give assurance that autonomy will not be threatened.

(7) Include participants in diagnostic efforts.



(8) Try for consensual decisions.
(9) empathize with resistors and reduce their apprehensions.

(10) Build in feedback mechanisms so that officials are aware
of difficulties before they become serious.

(11) Build mutual trust among participants.

(l2) Keep a pathway open for reappfaisal an revision.

Managing Resistance To Change

It is during the period of change from the "old state" he

“new state" that the possibility of resistance is mo likely.
This time period should be thought of as a stateqof a rs in

itself which might include a specific manageme rugture and
specific work plans and controls unique to thatis e. Some

guidelines for managing change and fo sening the
resistance might include: ‘

1. Involve individuals in planning f\jn . .
2. Resistance to change will be s 1dtense when those to
be affegted, or those who believe 2y gcht be affected, know

why a change is being made and t e advantages are. This
can be done most effectively ing them participate in
the actual planning. Besid lping them to understand the

when, what, where, and w ol aychange, participation eases
a

any fears that management hiding something from them. In
addition, participatio imulate many good ideas . from
those who probably areél besf acquainted with the problem that
necessitates the chang also alerts a leader to potential
problems that might ar when the change is implemented.
Such an approa ause people tend to better understand
what they cre advantageously involves people in the
diagnostic a réative processes. Thus, if they help make
the diagnosi ey more readily accept the prognosis - which
is to sa ployees can seldom be successfully treated
like a tfeats a patient, by mysterious prescription.

3. rogi accurate and complete information. When workers
ar pt the dark or get incomplete information, alarms and
orshy start to circulate. This creates an. atmosphere of
rus®. Even when the news is bad, employees would rather
it straight and fast than receive no news at all. Lack of
mation makes them feel helpless, whereas the whole story
en if it's unpleasant - lets them know where they stand.

Give employees a chance to air their objections. Change
is more easily assimilated when a supervisor provides an
opportunity for employees to blow off steam. A gripe session
also gives leaders useful feedback which may reveal
unsuspected reasons for opposition.

5. Take group norms and habits into account. For example,
leaders should ask themselves if a contemplated change will
break up congenial work groups; disrupt commuting schedules;
unfavorably affect anticipated vacations, priorities,



performance; require temperamentally incompatible employees to
work together; violate a value norm of the group.

6. Make only essential changes. Most employees can tolerate
only so much change. When they are confronted with many
trivial or unnecessary changes, their reaction will be
irritation and resentment. Even more important, they will be
less receptive to major changes.

7. Provide adequate motivation. Motivation affects pers !

willingness as an effective human resource to give or pot

give themselves to their organization. Resistance

reduced if these factors are taken into account serIgu
meaningful rewards, relationships, importance to he
organization, initial success, opportunity to w,, and

appropriate involvement in key decision making.

8. Develop a trusting work climate. Mistru yes when
people have inadequate or incomplete informatio when they
are kept in the dark, when rumors diss a lse alarms.

One major reason for this is that they [feelghelpless - they
cannot influence the situation. To bu\iwia usting climate,

tell the truth. Given the facts, they may be able
to do something about a problem.
Once the change has begun, it e important to review,

evaluate and get feedback on t ss of change. Be aware
of early results; which ca overly positive (Hawthorne
effects) or negative (insuffi time for skill acquisition
or attitude adaptation w challenges). It's most
important that feedba b ALL aspect of the change be

encouraged and then wo n bdck into the cycle to fine tune the
plan, debug errors, andW\incgrporate insightful innovations.

S
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DEVELOPING A LONG-RANGE PLAN
Financial Planning

. Financial planning is a method for determining long-range
future financial conditions and needs, and the development of -
coordinated short-range plans. '

A good organizational long-range plan will include
operations of all the departments within the organizati
goocd departmental long~range plan will address all

challenges and needs of the department. Regardless o t
level of long-range planning you may be responsiblélfor,) the
financial considerations of your operation will ha be
addressed. The following material will provide_ iWformation on
how to develop a 1long-range financial plan large
organization or department. Many, if n mast; of the
concepts presented are applicable to any si gaglization and
need to be modified or consolidated tof fit e particular

requirements of any size operation.

vey the purpcse of
+ a financial plan
and outline milestones
ize the basic elements
plan must include an
ions and should be primarily
tions. The good financial
plan must take into acco nd all external actions that
affect the local econofffic tion. A financial strategic
plan must take into nsideration the impact of long~term
obligations =-- labor re jfon commitments, bond retirements,

and mandated, non ced programs from superior governmental
agencies. :

- The primary intent of this course i
a long-range financial plan. Qui
should project future financial g
to achieve those future needs.
of financial planning, the
analysis of many economic pro
focused on the local economi

t has been carefully and methodically

A long-range 4pl

developed wi b a comprehensible and useful tool for

managing Q itoring the financial future of an
o

organiza

The n d also present a concise report of ;
1 Whége the department is currently.
' ‘Where the department is going.

How the department will get there.

financial plan must address the department's operational
program, maintenance, capital replacement, and capital
expansion needs (service improvement). Besides the direct
benefit of having a good plan to follow for future financial
and budgetary needs, good planning provides additional
payoffs. - some of the additional benefits are: . improved
communications, surfacing of strategic issues ~ (community
trends), better solutions (alternate services or delivery
methods), and a framework for decision making.

Length of Plan



Planning theorists claim that a strategic plan could be
projected and be effective for 20 years into the future.
Realistically, practitioners have found that most strategic
plans remain valid for approximately 5 years. Some strategic
plans have proven to be mostly accurate for up to 10 years. A
key element to any planning process is the final result; the
plan itself is viewed as a flexible document, a document that
will provide reasonable guidelines for the accomplishment of
various activities, if and when certain other elements of the
plan are achieved or realized.

Definition: Budget Administration

"The recording, controlling, and evaluation of Qfinakc al
income and expenditures within an organization."

An effective budget administrative system is “haSgdgiupon an
integral relationship between the mission ofqthe nization,

the organizational goals, and the effecti e Bf committed
resources. ( ‘

Purposes

“Pare to assure the
ise and to facilitate

A long list of
e cited as necessary for

The purposes of "budget administ or
proper use of funds, to documen
appropriate management decigs
responsibilities and activitie

an effective budget process.

1. Develop internal b controls.
2. Hold personnel coulitable for variance within the
budget. : :

3. Provide tim <@- for budgetary activities and review.
4. Analyze iafgdes between allocated funds and actual
expenditures.

5. Pr audit trail that will allow managers to trace
finan £‘<!~ ta to enhance financial decisions.
ve

7.

p efficient purchasing processes to reduce cost of



While an efficient and effective financial management system
is time-consuming, most of the efforts are required to build
the system the first time. If properly structured,
adjustments for future years will be much easier. In fact,
crisis research and decisions during the budget period will
likely result in reduced efforts. A sound budget process
should:

1. Enhance sound financial planning for greater efficiency
of operational programs.

2. Create the wvalid impression for decisionmak t
allocated funds are well managed and spent appropriate

Prior to 1970, most fire department budgets Vimarily
line-item or lump-sum. Resources were rather. iful and

policy makers were inclined to be rathe libeéral in the
freedoms given to chief executive ocffice in control and
use of funds. In most cases the Fire ChHlief, $single handedly,
made all sorts of decisions as to h\he money should be

spent.

Analysts now agree that a virtual n occurred among the

people against the high cost ernment, including fire

departments, though to - degree than other
W

History

a
"bureaucratic" systems. Ye e need to bhe accountable in
government slammed the fire ces as hard as many other
governmental subdivisions. , i
Policy makers began tafk about "productivity” and asked
questions like "What fefence will it make if we cut that
service?" Admini ators were asked to identify "Where they
were going" in t 5 years and "How could they get there

for less money32"

Objective Ma

It is -Wthat planning processes developed by the
gover ‘ ng and after World War II and subsequently -
pick by private industry were cited as "the way
go e should be run —— like a business".
gh Objective Management originated .in government, it is
e ,to say that most governmental organizations, including
departments, had not identified "where they were going”
"how they were going to get there". In other words,
management processes were not objective.



Master Planning

Around 1974, the United States Fire Administration began a
major effort to educate the nation's fire services in the
techniques for planning effective fire protection systems.
Unfortunately, many fire department administrators "used" the
process to build "bigger and better" fire departments without
regard for impact on life loss, property 1loss, or other
potential community consegquences. This new tool provided a
way to use a participative approach with the public to géin
what was perceived by policy makers as a disproportion
share of available tax monies for fire protection

Master Planning, while it flourished for a few years,

from popular use. ~However, the issues of clearer defimitdon
of organizational purpose and more frugal use of lim d nds

remain as -central issues in administering fige pr tion
services. V
Iniegrated Budgeting

As conservative politics became more prevalent,, policy makers
began to require a closer relationshipgbetween organizational

productivity and cost of operation. her words, the
financial document was "integrated" h e planning process
50 easier comparisons could be ma o effectiveness and
efficiency. In this way, it was to understand and make
specific decisions -as to what ra would be dropped and

which would be maintained.

- A quick review of the ist of responsibilities and

activities of an effecti ial management system, points
out the need for ecige  clarification of where the
organization is and whgre Jt wants to be. An integrated
budget contrcl document, minimum, contains the following:

s ements defining the desirable outcomes
in general and/or philosophical terms.

1. A concise M Statement of organizaticnal purpose.

2. System -
for the or

3. Syst ormance dbjectives defining the degree to
which ill be accomplished.

4. ordanizational Design defining what géneral'programs
i elivered to accomplish system goals.

Zgénizational Goal Statements for each program to be

6. Program Performance Objectives for each Organizational
Goal defining the degree of accomplishment.

7. Process measurements and Impact measurements for each
Program Objective,

8.- Support Program Goals defining the desirable outcomes
along with measurable performance objectives.

9. Enabling Objectives that define needed changes in the
organization.



10. A Task Analysis for each Program and Enabling Objective.u

1l. Line-Item Budgets for each Program and Enabling
Objective.

12, Consolidated Summaries of all Line-Item budgets.

Plan Development Process

The experience of those government entities that e
attempted some form of long-range planning has revealed
following trends during the plan's evolution.

With assistance from the jurisdiction's staff, the gisldaters
develop a long-range or strategic plan that should clide a

statement about the types of services and he ected
performance levels of the services prowai . More
comprehensive plans define specific goal will be
attempted to be realized in the future. r ample, the
long-range plan may include the level of o ompensation

sought during a certain period, or a stafemeng about the type

of businesses or industries to be enc ed o locate within
the community. Essentially the longs lan becomes the
basis for the organizations's missi at@ment.

Each of the departments within tjfe
range plans to support the juri iofis's long-range plan and
mission statement. Each
" develops strategic plans to t the department's mission
statement and goals. As Giffepent variables impact each of
the various plans unil a e.g.,. geographic variations),
or independently, the(] different plans/realizations/horizons
will be achieved/ adj ed/in support of the jurisdiction's
mission.

Q W
&



‘Models
The development of a long-range plan should not be a haphazard
process. There are many long-range plan models that can be
used for guidance. The Following model is a three-phase
methodology which is used by many Fortune 500 companies.

Phase I Preparation

Phase II Development

Phase III Implementation

-Phase I: Preparation

The ways in which an organization begins pr re a
strategic plan will vary from organization ¢t aphzation.
Depending upon the size of the organization, initial

preparation process might include:

1. Developing a plahning proposal < ,
2, Working with top management to \ s involved
3. Laying out a preliminary wor _‘

4. Presenting the planning y and a work program to
top management

5. Establishing work. spa for) the planning team

6. Acquiring clerical supfort

7. Holding.a te eetl

8. Reviewing isdiction's and the departmenﬁ's
respective mifsion cals and objectives

9. Iden b itical people to be interviewed

. basic tasks of the planning team, which are--promoting
plan and designing the needs assessment methodology.

10. C\ ing interviews _

On& anning team has been organized work should begin on
t

h

ting The Plan

"It seems logical to assume that, if permission were granted to
formulate a financial long range plan, .then the plan would ke
readily accepted by the department. Unfortunately, that has
not been found to be true. The financial long range plan must
be promoted within the department for a multitude of reasons.
The reasons are determined by many factors, such as the
department's mission, goals, objectives, current financial
situation, projected  financial situation, management
philosophies, etc. Perhaps most important, the financial long
range plan must be promoted as a tool to enhance the
department's mission. Personnel must be assured that the
financial plan is not the desired end product, but that the



successful implementation of the plan will serve to reinforce
the department's mission. The promoters of the plan should
admit that a good financial long range plan may have some
impact on modifying the mission, but the financial will not
dictate the mission of the department. The plan must be
promoted with both the decision-makers and the planners
appreciating there may be some initial department-level
avoidance of the plan due to the potential strategic and
operational impacts of the plan.

Designing The Planning Methodology

Many of the events required to formulate a long ge
financial plan will have to be performed thro out) the
duration of the planning process . Designing the ning

activities associated with receiving permis an. The
ultimate planning methodology will dete direction
that all future planning must take. Aft ing approval
to proceed with a financial long range(plan) designing the
planning methodology is the first step ing organized.

methodology is one of those tasks that must carrlied out
simultaneously with the promotion of the nd the
ion
ing t
re

To proceed with designing the pl thodology, several
questions must be addressed.

l. Who is the plan prepared

2. What needs to be accomplished

3. How is the plannifig p ss going to be organized and
monitored? '

4. Who is going erform the identified tasks?

To be sure th an provides the best answers to these
questions, i i ortant - for the planners to recognize
organizationa pects that will be varied and unique in each
departmen u s the level of awareness the organization
has rega ancial planning. As critical as it is for

the pl e to know as much as they can about the department,
i important that the department recognize the
ican of financial planning.

in general, is becoming more aware and concerned with
ent programs and spending at all levels. The primary-
cations are that not only that society is demanding that
rnments become more fiscally aware, but that they also
become more fiscally responsible. For the fire service, one
thing this means is that it must begin to develop methods of .
measuring productivity to demonstrate its value and worth, and
eventually realize financial independence and stability.

Potential Benefits

A useful methodology can be designed only if the planners
understand the benefits of a financial long range plan. Such
benefits include providing methods for:

1. More efficient allocation of department resources.



2. Performance measurement and evaluation.

3. Direct and indirect contributions to achieving the
organization's mission.

4. A framework within which financial activities can be
coordinated. '

5. Encouraging management to think abstractly -- Dbeygnd

routine activities.

A manager who can refer to a financial long range

monitor program goals and accomplishments will be a to
focus upon current trends and determine future possibilifies.
This allows the manager to research various optign and
exercise the executive creativity they are char with == but
seldom given the time or tools to do. .

Potential Pitfalls

1l 1long range
ealized if the
he following are
id problems.

Despite the  potential benefits of f
planning, the maximum potential can o
planners are aware of potential pi
only a partial representation of w

1. Avoid ad hoc planning. T ing'group must be aware

of the entire organization a effect that all of the
divisions and people may ha Upon the financial plan. In
addition, the planning oup t keep in mind that the
purpose of a financial 1 an plan is not the acquisition
of the materials necessgfry t ecute programs. The financial
plan should result in sysfematic method for considering the
mission and goals of department and coordinating the

e available resources to the

process of

2, Ensure
directly rel the promotion of the plan covered earlier
in this
personne

mission to develop a plan, only to discover later
ing process that there is no legitimate support
anning functions and that the act of granting

initiation of the long range planning process.

r that the need to plan for your financial needs is not

ing to be "so0ld" and then performed. The process is

consuming and often too complicated to be -easily

understood with just a quick review. It must be "sold"™ and’
then the enthusiasm for the planning process must be

maintained or promoted.

3. Recognize the 80/20 rules.

Interpretation 1: 80% of the benefits will be accomplished
in the first 20% of the work.

Interpretation 2: 80% of the work will be done by
20% of the people.



Interpretation 3: 80% of the problems are caused
by 20% of the people.

4. Involvingthose affected by the plan. As soon as

practical, in some aspect of the planning process is
important. This too is related to the promotion of the
planning process. There will be persons who will want very

little to do with the planning process, 1f anything at all.
However, be forewarned, if there is no attempt to get
participation ©f all affected persons, they will wanty e
less to do with the plan after it becomes operational.

5. Do not be overly ambitious. Planners must t t to
solve the problems of the world with the financial 1 ange
plan. The Crime Commission of 1967 committedfj a c sical
error in this respect; it oversold the poten®@ialy igpact of
computers and recommended soO many possib ex ents and

as nearly
ganization's
als.

applications that focusing on prior
impossible. The plan must always focus
and the department's respective missions'

an. Like ad hoc
is accountable.

6. Make management responsible fo
planning-~if everyone is responsib

7. Planning is, or should be ily activity. While it

seems logical to assume se charged with the
responsibility of formulatin financial long range plan
would always be planning, ghatWgimply is not the case. What
frequently occurs is tha e anners become so invelved in
the actual drafting and rm ions of-the plan that many of

the tasks required to Wmaint®in the applicability of the plan
to the various influenc a relegated as lower priorities or

totally forgotten.
ts are essential, The financial 1long

ﬁlg the end product. The successful

d juse of the plan as an evaluation tool are

8. Service a
range plan
implementatio

the desire
9. The, . u nt plan should be easily understood. Again,
it i e esponsibility of the planners to know their
i e's level of knowledge and awareness regarding
. planning, and develop a plan that can be easily
s indted by that target group. In addition to designing
easily understood format and presenting it at an
tandable level, brevity is also a major consideration.
message of the report is more important than its weight.

10. Use the plan for performance evaluation. This is one of
the most ignored aspects of "a long range plan. A properly
designed plan provides the basic components of the Management
by Objectives {(MBO) process -- the objectives. All someone
must do is occasionally refer to the objectives to determine
if the plan is following the direction that the long range
plan itself established. That is rarely done.

11. Recognize the political realities. This issue must be
considered from several perspectives. First, what are the
motives and ambitions of the personnel responsible for the
financial 1long range plan? What are the motives and real



agenda for the organization's decisionmakers as they relate to
the implementation of the plan? When formulating a financial
long range plan for a fire department, competition with other
agencies for resources is likely.

What are the political realities of that situation? In other
words, which department is more apt to receive funds in head-
to-head competition? Finally, what 4is the knowledge and
awareness about financial planning of the legislative body o
must appropriate the funds?

12. Finally, once again, remember to sell the a
concept. : ’

Phase II: Development

Some. of the most difficult work of assembli Vnancial
long-range plan was performed in Phase I. at I ot to say
that there is not a lot of work left to t 4it least the
remaining tasks are easily identifi a more easily
monitored than many of ambiguous tas performed in the
preparation phase. During the on phase, the
department's mission and goals w should have been

identified, as well as the expec f the plan, by top
management. '

Resolving Critical Issues

-In the development proces it\is the responsibility of the
financial long range pl e more accurately identify and
resolve the critical iEsue ique to  the department. Some
examples of critical isBues jare:

1. Economi

2. Soci

3. c

4. Qﬂative
\ rational

6. VTechnological

or not the plan should specifically address these
s in the body of the report is a parochial decision. In
majority of fire department long range plans, many of the
issues (such as the political, economic, and social
considerations) will be resolved before the planning 1is
initiated.

is



Gathering Information
The development process is the point where the planners must
gather the information that will be used in the final plan.

First, information sources must be identified. Some possible
sources are:

1. Individuals
2. Documents
3. Special interest groups

4, Literature

5. Other departments V
The planners must be flexible enough t@act useful
D ;

information from sources that may not service or

emergency services oriented. Once the oce f identifying
resources has been determined, the be proaches to acquire
the desired information must be determi me possibilities

would be:

1. Personal interviews -

2. Telephone- intervie Q~
3. Questionnaires

4. Blind solicitatio comments

Identifying Planning Con ints

Considerations i 3 area would include, the availability of
human and ma ia sources and the planning expertise that
is availabledin e Wrganization or department.

Identifyi on ange Planning Areas
represents the most significant purpose of the
ia ong range plan. In fact, for most fire
ents, the identification of planning areas and a brief

n of the strategies to achieve specific objectives
each identified area, will BE the long range plan. Some
e areas that will require strategic planning are:

1. Policy

2. Personnél

3. Apparatus/capital replacement.

4. Management

5. Operations

6. Productivity

7. Social implications



8. Contingency planning

9. .Automation (computerization)

10. Service expansion and community growth;
11. Others

Remember, these are simply examples of possible planning
areas. The list does not represent all of the possibilities,
nor is it intended to imply that all of the consideratipgs
must receive attention in all financial long range gla
Once the information is gathered the long range plan
compiled into a logical and concise document.

Finally, and usually very anti-climatically, the inancial
long range plan must be approved by the rson who
initially granted approval to carry out the p ggbrocess.
The planners should be prepared for cgiti of - the
submitted draft, and be flexible and °wi
necessary alterations to the plan th
approving authority.

Phase III: Implementation | \

It is in this final phase of the anning methodology where
the test of the financial nge plan will occur.
Although this is in fact the Imphase, that does not mean
that planning is finalized. As the title of this phase
indicates, it is at thisgpoi hat the maintenance of the
plan becomes more domin han the actual task of developing
the plan. It also mea ha e planning group will probably
be reduced and specifid plafining tasks eliminated.

satisfy the

henplan Pirst, those who have a need to
O Y. Second, obviously, plans must be
hag o are expected to use the plan.

een stated several times throughout this
stribution plan would be applicable to very
s. As the size of respective agencies
any of the distribution requirements would be

diminiSh,
con i or eliminated. It may be so simple that only one
ad ional» copy .of the original plan may have to be produced,

d th copy would be for the files.
e mplementation process will vary among departments.
Qia tially, the implementation of the financial long range

Who should get
know, organiza
distributed t

Remember,
unit, th
large

n will be the responsibility of management. Depending upon

he goals of the plan and the  objectives of each of the
planning areas, the tasks for implementation are infinite.
What is important is that the long range plan be fully
understood by all of the parties attempting to implement it.
Ad hoc groups may develop, which will pursue an implementation
strategy that is counter productive to the overall plan and

department.
-

A%



Update And Review

The closing comments of the above topic would represent an
episodic reason for reviewing the financial long range plan.
Also, as was discussed in the section about the potential
pitfalls of long-range planning, political developments
(elections) might create reasons for reviewing the plan.
While control of events that would necessitate reviews is
limited, periodic reviews are within the department's control.

One of the advantages of periodically scheduled reviews
that they provide a specific point in time when
influences upon the plan may be reviewed at one tim
would minimize the tendency to adjust the plan every
significant event, relative to the plan, occurred.fy In

the possibility that the plan would begin to gtray
original goals and objectives would be minim@

Managing And Controlling

Managing and controlling the plan diffefs fro reviewing and

updating the plan in the sense that manggin and controlling
are daily activities, while revieﬂisi? d updating are
a

periodic activities. However, t activities should
identify when a review or update ssary. To identify
how the financial 1leng rang n 1s progressing after

imp;ementation, the following. et@rs are useful:

1. What is the actua formance of the plan versus
the anticipated perf ance?
2. Extent to wlich plan is realizing the various
planning objectiv@s and goals.

3. What a
is respons

e unexpected benefits or burdens the plan
R for.

4. Info ose affected by the plan in a candid
disc b the mistakes.
Summar

re ig information details a very comprehensive design
h lo for developing a financial long range plan. While
e information is voluminous and very detailed, rarely will
of the aspects reviewed be required. It will be up to the
ing coordinator to determine the facets that are
icable to his or her respective agency. Furthermore, that

rson will have to identify the specific considerations that
should receive attention under each subheading (Identifying
Planning Areas}.



UNIT IV: BUDGET PREPARATION

OBJECTIVES

The participants will:

1. Prepare a budget based on established priorities and
using interdepartmental negotiations.

2. Identify their own department's strengths and weaknegse
with regard to budget preparation. :




OVERVIEW

What are the rules of the game and who are the players? This
unit begins by emphasizing the importance of knowing the local
setting as it pertains to budget development. What is the
budget management philosophy and the political subdivision
‘within the department? What are the politics? Which type of
budgeting system is used, and which internal process i1s used?

Should the fire department be interested in other ¢
departments getting adequate funding? The need
participation, communication, and a pragmatic apprqa
priority-setting is emphasized.

Cost allocation models are presented which may help if sefting
priorities and fees for programs; allocate cos to ious
ids.

programs; and to analyze, and defend against ta
EVALUATE LOCAL SETTING FOR BUDGET PREPARATION .

Operating Budget ‘ ,
The relationship of the operating dget “to the Strategic

Financial Plan (SFP) must be reco . Unit II introduced
the concept of developing a SFP. links the operating
budgets year by year to ¢t -range plans of the
organization's and jurisdicti ending on the budget
philosophy used by the Jjuri ion the .SFP may range from
nonexistent on paper to a cument spelling out fiscal
position up to 15-20 years future. Even when no paper
SFP exists, most jurisdi o ve long-term debts or assumed
service and facility ligakions which impact on the yearly
operating budgets. '

documents the currently available
onthly basis) and approved (usually on
port the implementation and maintenance
stent with the mission, goals, and objectives

The operating
resources (ofte
a yearly basi
of programs
of the org

Budget

A ;:s~$s a comprehensive plan, expressed in financial
t 8, which an operating program is effective for a period
ime.® It includes estimates of the services, activities,
‘prypjects comprising the program; the resultant expenditure
ifements; and the resources available for their support.

Local Setting

It is important to understand and be able to evaluate the
"local setting" for budget development. At this point it may
be worthwhile to distinguish between the meaning of local
setting and community trends and patterns.

Community trends and patterns are more programmatic, referring
to the current planning information used for determining
future service and program needs or changes. This information
is used in the budget period and for long-range planning.
This 4information may be developed formally through data



processing and through contact in the community with groups
and allied agencies.

The local setting is literally the envirdnment in which the
new budget must evolve and other current conditions that may
affect the budget under development. The next two sections of
this unit will examine the types of budgets and the formal
rules of development that may be applied. Regardless of the
budget type or formal rules, it is a good idea to first
identify the players and the informal rules and communicatdion
channels. One could easily refer to this as politics; to
to think of budget development as nonpolitical is i
thinking. '

So, one of the elements of the local setting is th o
condition of the moment. This political environment ngtions

on three levels: within the governing body,\ betweén the
various c¢ity departments, and within the artment
itself.

Political Considerations

Within the governing body one can us ind personal or
factional agendas, both overt and hj@de that may affect the
budget development process. Just; ng

help you either take advantage
nest" with wording in your bud

h i@
e ware of these can
aybid "kicking the hornet's
oclment.

G

Communications Channels

Ancther aspect of amination should be the

identification of co nica n channels to and from the
governing board, both rmall and informal. - What are the rules
" regarding the use of t channels? In some jurisdictions,
severe sanctions imposed for department-initiated direct
communiques to erning body regarding the budget. Often
these same J ons give free range for responses to
inquiries fr fverning body or any of its members. So,

be ready!
Politics
The liti between departments can be gruesome. Two things
to e e are the degree of competitiveness in the budget

cessh and the level of understanding of interdependence
etween departments. In an atmosphere of competitiveness it
a geod counter tactic to be nondefensive and supportive
o easonable requests from other departments. There is,
er all, a certain degree of interdependence between
departments. Good streets, police services, water systems,
etc., do contribute to the fire department's success in
meeting its mission. Being supportive also provides
opportunity to call in favors later.

Are there any on-going grudges or paybacks due? One
department found that the real reason for most budget
difficulties ®and opposition from the city hall departments
stemmed from the fact that the public passed a fire department
bond issue for a new headquarters and equipment in the same
election that they turned down a new city hall bond. Two

a -



years later the fire department produced a slide program and
worked very hard before the election promoting a new city
hall. It still failed, but the grudge was no longer there.

Budget Tradition

The budgeting environment within the department is very
important. The next section of this unit will examine the
various types of  budgets. The management philosophy and
budget tradition of the organization are of p
consideration when contemplating a new budgeting syst
Implementing a more participatory budgeting system ma
insurmountable challenge in an organization which
under an authoritarian rule without a true commitment £
management to release some control permanently.

Training in budgeting skills also needs to be ¢n¥Wgntgried and

provided as needed before changes in the ‘can - be
affected. Division managers who feel h icapped in: the
process can become disillusioned and a s affect many’

parts of the organization. Training sh@uld @lso be provided
for newly promoted officers and can&:es on an on-going

- basis. ) :

need to identify the
Who _and where are the
ropriate communication
their minds this year?

At all three levels mentioned abo
‘movers and shakers in the pro
power centers? What are
channels to use with them?

What is the department/juRisdi@tion's budgeting cycle? As

was mentioned in the ¢ e oduction, financial management
~is a dynamic process never ends, as one budget is
adopted, another is in closed out, and we must begin
working on next r's, ile tracking progress on the one
just adopted.
A typical b e e is illustrated later in this unit.
Notice that e 1s budget-oriented activity throughout the
year.
Pendin s ion

gislation is another area that must be assessed
budget development. Local, state, and federal
isla®ive action can impact on revenues expenses.

legislative activity can have far-reaching impact on
nues. Some legislation may mandate additional programs or
workload. Some state mandate certain training levels without
funds or programs to provide thé training. In a
political/cost cutting move, one municipality, City of Miami,
FL, abolished the building code enforcement department and
placed the responsibility on the fire department.

Current Events

- - ]
Current local events that may affect budgetary decision-making
must be examined. These may range from major events such as
the Olympics to local bike-a-thons. |



Community Standing

The department's standing in the community is also of concern
for budget developers. The fire service usually enjoys a
positive image in the community. However, it is dangerous to
count on this image without question. Some departments have
experienced negative impact on their budget because of bad
press, Others have had budget backlash because of previous
apparent extravagant spending. The latter case is usually due
to a lack of planning and/or indiscriminate spending by_a
manager.

Interjurisdictional Agreements

The current status of any interjurisdictional agregmen r
contracts must be evaluated for any budget impac any
departments have entered contracts to provid ser e to
neighboring communities. Are there any changesfimc itions
that would increase expenditures?

There may also be opportunities for budgef-Str ing savings
through pursuing agreements with other [lageng@ies. Some of
these were mentioned in the planning ségs d indeed would
require some degree of long-range pl &

Once the local budgeting environmen een evaluated, it's

time to examine the type of bud s
. TYPES OF BUDGETS
Purpose

The challenge to any{ bud§eting system, and usually its
downfall, is +the conflictifilg purposes that exist for the
. system. On one hapd, policy making, decision process is the
system objective much and of what type resources do we
want to expend programs and services that address the
mission of theforgamigation? On the other hand, the objective
is that of a gement control system. Are monies spent for
purposes’ er Gthan those intended? Are there any over-
expenditufe

Most tipg systems are weak in one or both roles in the
eff to mpromise between the conflicting needs. A system
weighteéd heavily with management control is usually so very
aded '
1

h detail that vision of the department's mission is
lost. Conversely a system that concentrates on
8 usually lacks the detail to be a good contreol tool.

47



Lump Sum Budget

Definition: All or most of available funds are discretionary.

Advantages:

Disadvantages:

N\

Definition: In the pure form, the Ling-Ite dget groups
expense items by type, without regard t ogr allecation.
used budget type,

@’ f control-oriented
gfartment.

Line~Item Budget

‘The line-~item budget is the most
for it satisfies most of the
managers inside and outside of t

Advantages:

Disadvantages:

Defini ¥, The Performance Budget is an output-oriented
syst W goal it . is to lower or keep unit cost steady.
Th 3\general features are:. :

. Standards of performance are set for each organizational,

Compliance is measured against those standards.

3. Units of work are divided by the dollars allocated and a
unit cost is derived.



Advantages:
Disadvantages:

Classical Budget

organizational unit. Within each program appropria

made by lump sums to major objects.
Advantages: 0 ‘

Definition: In this budget type the appropriati afe by
are

Disadvantages:

Zero Based Budget ' 0

Definition: Within %he J}ero Based Budget programs are
identified as decisio ts; analyzed within a decision

ranked with all decision packages; and

package; evaluate _
at on the basis of approved decision

included in th

_packages.
The decision ckage includes a statement of purpose; a
descripti (o} action proposed; an analysis of the
costs/be £f the package; workload and performance
measuret: analysis of alternative means to the objective;
and st t various levels of effort.

ant s:

Disadvantages:

20



Planning Program Budget

Definition: With the Planned Program Budget programs are
identified and objectives set. Numerous alternative routes
and methods of reaching the objectives are 1listed and a
centralized staff of independent analysts do cost-benefit
studies on each alternative. Ideally, the most cost
beneficial plan is adopted and a multiyear plan is developed.
Each year the plan is programmed into the current budget
ensuring continuity.

Advantages:

Disadvantages: OV

Integrative Budget System

Definition: The Integrative Budget m attempts to bring

the best of the other budgetin e into one package.

At its heart it is line-item . but computer driven. The
line-item details are for erafiional use only.

The cost-benefit of PP is  but only to the degree that
initial analysis indicates may be worth the effort. The
approved totals are app ated without detailed control and

are subject to po dit and critique.

Programs are the lowest possible supervisory level
and are aggrefa pward with all overhead and support costs
distributed a ssgall programs.

Performa pdicators are arrived at for use by program
manage d are not hard-and-fast measures.

Advgntages

Disadvantages:

TN



Conclusion

The budget type adopted must be consistent with the local
management philosophy and political climate. Adopting a
budget type that is contradictory to management style in order
to appear progressive may hurt the manager in the long run.

ESTABLISH INTERNAL BUDGET PROCESS

Need For A Process

The development of a budget is an ongoing, dynamic p s%.
It would seem totally unreasonable to maintain a free®fo

budget process year after year. In a department_wit kK
leadership and no established process, the pro@gss Jwill

acquiesce to the informal power centers of the  orga ion.
An authoritarian 1leader without a process W'Vte the

development of what will look like Christmas wis s. This

- promotes the "dictator Santa Claus" syndr . Some chiefs
like this. ' ' '
Setting ground rules establishes tandar for uniform

s. All program
sa will be evaluated
sate the same in the
agstate of uncertainty in
is asking for uncalled
e, and ineffective us of

presentation and development ©f resg
managers need to know how their p»0
and that all proposals will be 453
evaluation process. to maintaj
such an ongoing and important
for stress, low morale, high
public resources.

Internal Ground Rules

Internal ground rulés hou be established relevant to the
following: - . .

1. Service 1E source needs evaludtion of base

requirements urfent’ level of service). Are current levels
assumed legi are they evaluated annually? What data
standards red to support trend change needs?

Are neyw proposals required to include a statement of
perf cé) measure criteria? They probably should be. Such

will tend to separate the "I think' they
.." proposals from the "If we did this..." proposals.

eadlines for timely completion milestones. In an
zation pursuing participatory budget development, it can
challenge to get all of the pieces completed in a timely

ner. One way to encourage completion is to exclude any
proposals submitted past deadline. This is a drastic measure
that may not be possible for many programs.. That places top
management in a disciplinarian role.

Another approach is to establish ACTion PACTS with the
development group. an ACTion PACT is a contract on paper that
establishes: ;

what is to be accomplished?

Who is primarily responsible?



With whom are they to interact?

When is it to be done?

How will we know it has been completed?

The plece of paper is not worth much unless it is in constant
view., One department includes the current ACT PACTSs in the
daily pass—-on book. The ACT PACT is then reviewed during the
division chief meeting at 8 a.m, every day.

Proposed Format

It is desirable that all pfoposéls should be in th me
format once ground rules are established. To facilifate jkhis,

most departments provide forms for the prgsentat of
programs proposals. Charts and historical Meded to

formulate proposals should be made available t ose who
are working on the budget. With proper ainipg, managers
will feel comfortable using a st ehicle for

communication internal budget needs.

-Who.Is. Responsible

Who should be responsible for bud ration? One of the
downfalls of many budgeting sys the notion that a small
group of elite people can ¢ e - expenditures of vast
sums of resources by many pe v a broad organization.

- The progressive view is t&, delégate budget preparation, and a
measure of control, t v responsible for expenditure.
Providing sound ground rules have been established and are
met, this level is mogt are of base needs an will do a

better job of resource mination an justification.

Using the progr manager level for budget preparation
has trainingg’va in th appreciation of the value of
resources. £ ifiteracting with othér program managers, it
is much to stéind limitations placed on scarce resources.
After 'r%ation, this level will generally do a better

job inistering an expenditure plan they helped
est is Also, after having been involved they will be
b el able to explain expenditures by other programs or
visi to their personnel.
usually a good idea to encourage all employees to
confribute to the process with some restrictions. Employees
st be aware of time and scheduling constraints. In larger
organizations it may be necessary to design a mechanism for
representation.

Administration should assume the supportive role of
coordination and preparation of the final budget proposal.
The administrative secretary should be able to assist program
managers and line officers with form and content layout.



The careful use of frequent work sessions and meeting can be’
helpful in answering developer's gquestions and providing a
forum for the exchange of ideas on progress reports. If the
ACT PACT system is adopted, a few moments should be given to
their review and modification as needed.

Cost Of Services

The purpose of costing services is to estimate the cost worth
of services and programs within the total budget. May be uged
to aid in distribution of overhead and support functions
programs in some types of budgets mentioned earlier i

unit.

Establishing the cost of services can aid i sefiting
priorities and be used as the basis for setting gervi ees.
Costing of services can also help with th ire ,service
dilemma of the value of stand-by time.

r

The cost of services can be established the use of
cost allocation models. Like any model, e purpose of a cost

allocation model is to help the manage® maKe a simplified
abstraction of the real situation opriate to the
question. The question to which pe is the answer to
another guestion, "Why should we do ocations?"

"We exist! We put out fires! con e resources! Someone

‘has to do it! What's the big

Yes, someone has to pu cu fires, but should it be
you?...with your Dbudge does it cost us to put out
fires? What will it c@st o implement the new inspection
program? Or not to implemesit the program? If the governing
body wants to char fo vices, ‘what would be appropriate?
What does the co Yy pay to have the services available,
even if never u

some of the reasons for deoing cost
~-these questions are also being asked of
ore and more often.

‘These questi
allocation
the fire

Five £% allocation models have  been identified for
dis siomy in this text. Each may be appropriate for some
queStians of cost allocation. There may be others just as
id.
% Time is money.
Q‘ 2. Fire protection budget/numbers of runs.
3. Budget/number emergency resource units required.

4. Emergency staffing by OT.

5. zZero incident staffing level.



As we take a close look at each model, an overview will review
the situation {question) for which the model may be useful,
any assumptions made in the methodology, and any obvious
short-comings of the model. In each case, we will use the
same example. '

Total Budget - $7,037,718
Debt retirement and capital items. 550,000
Personnel cost - 6,063,074
Overtime ' o 350,000
Fire prevention 123,000
Number of responses 5,414

Time Is Money

All activities are on equal footing. The presentgmode om a
mathematical standpoint, will show exactly eypensive
stand-by time is. Personnel costs just as much t g TV as
fighting a fire, apparatus costs just as mu sifting on the
apparatus floor as it does at a three-alar i inus damage
and fuel). This model may be very useffil im countering low
ball private sector takeover bids in aﬂgs~juc ive department.
1

-

The fire chief can say, "Oh, they'll fire suppression
for §$800,000. ‘Well, our fire ression c¢ost .si only
$680,000, $80,000 is public educa , 60,000 is occupancy
inspections, hydrant inspection j 000..."

n selling new programs, in

This model may also be use
k@&, part, for the cost of the

which on-duty personnel will

new program will simply i overhead and re-allocating
personnel  expense fr oductive . stand-by . to the
productive program.. nde this model there may be a
temptation to try to liminate stand-by costs as totally

to roductive" programs which are no
make busy work. The model will show the
actual fire scene activity.

undesirable, hold
longer productivegda

Methodology: inVentory or accurate estimate of time spent
in all actjimg Y pay grade is needed. This must include
an accou overtime and clerical support by activity.
From thi personnel .costs of each activity can be
calculated. Adding the costs of consumable supplies and
dep iat of equipment acquired@ specifically £for the
acgivity gives the base costs. ' ‘

t purpose of this costing was to protect against
t er, do- not include an appropriation for capital
ment and facilities as these usually are still acquired

the governing bedy in contract situations.

If a total bottom line is desired for each activity, the
capital expenses {(including debt retirement) can be
proportioned according to the percentage of time spent in the
activity.

Protection/Number of Runs: The next two models are useful
to determine the highest possible cost of emergency activity.
This may be desirable when a political decision has been made
to place the entire (highest) cost burden on nontaxpayer users
of the department's emergency services. These two models



assume that "we exist to answer emergency calls" and that all
costs should be attributed to those activities. The use of
these models in budgeting is ill-advised because if the number
of runs drops, it is too easy to reason that the budget must
also drop. This model yields the same cost for a trash barrel
fire as it should a three-alarm commercial fire.

Methodolegy: The easiest of all models; simply take the
department budget and divide by the number of runs. Actually,
any facets you did not want to include could be subtra d
first: Example:

" Budget/number of runs
$7.,037,718

cost per run
$1,299.91

or

Minus fire prevention OV

$7,037,718 - 123,301 = §1,277.14

Cheap for a structure fire; perhaps it high for a trash
fire. : \

Budget/Number Emergency Units Requi

in® tool which will yield
e same for each type of
. major budget categories are
se and hourly - rates are

This is an emergency response
the highest possible rate,
response. It is very involve
considered separately, d
established for each a a r service center involved in
the delivery. This moflel s closest to the type used for
profit businesses bu it J) still considers only emergency
activities as chargeab o the entire budget (unless you
exclude somethin

Methodology: e e total cost per year of each category
listed in ¢ r sheet. Decide the percentage of each
category t g ach incident as base rate (judgment call);
the remai centage will be divided among resource units
per ho .

manning levels for each unit and determine
esource units (PRU) used per hour, PRU = cost
as a number with firefighter average age as "l."
RU for each type of unit times the number of hours that
ed was on—-scene for a year. pivide the result into
onnel budget not charged in base rate.

Set apparatus replacement costs and determine depreciable
life. From that, calculate the yearly cost of apparatus, the
base charge per run, and hourly rate for on-scene.

A domputer spreadsheet was used to produce the model and thus
calculate the example. Each year, new rates can be set by
adjusting the several variables as appropriate.



Staffing Via Overtime

Modification of the above is used to yield lower emergency
activity cost which still recognizes hazard exposure. It may
be useful when costing of services for charging users 1is

~desired. The emergency activity costs are computed by
assigning the OT rate to the personnel resource units used for
alarm activity and support. Their service charges can be

computed in a similar manner.,
Zero Incident Staffing Level

This model establishes the cost of stand-by (having eme Y

services available) by assuming that if there were - aldrms,
staffing could be one driver per apparatus. It umes

established stand-by «c¢osts are allocate ctivities
according to the ratio of time and reso nt on that
activity.

This model may be useful to help est harges to user
taxpayers whose basic taxes are thouf as paying for the
availability of services never d@se The charges for

nontaxpayer users can be set by
into the activities ratio w

further that the alarms .and other activities the, reason
for more staffing and expenses. Therefore, a s above
to
es) s

ing the complete budget
g reduced amount had

previously been injected. A example calculates the
taxpayer and nontaxpayer rate emergency activity. This
model may also be appropriate t@®) aSsist in cost allocation to
budget programs when i cognized that some of the
department budget is f th le purpose of having services

available on a stand-by \basi



DEVELOP A TASRK ANALYSIS AND PROGRAM BUDGET
Measurement Detail

Once all the objectives are clearly sated and set in order of
rank, more specific work and impact measurements are
identified. These are generally numerical quantifications of
what will be done and what will result in terms of the program
objectives. Each objective for each program goal is revie
to determine the specific dimension that is to be quantifjed.

Past experience can provide historical knowledge s
reasonable and prudent importance of relevant dat§ to e
these decisions cannot be over-emphasized. However, gncg the
performance criteria are clearly stated, then th eede data
are easily identified. A form is provided for e:ﬂw:ﬁﬂng work
and impact measurements.

Incidentally, if measurable impact ul cannot be
identified, it is questionable if the program) is worthwhile.
If their is not an identifiable advan in/ continuing the
program, why invest money in it?

Task Analysis

Before the actual cost can b ated for a program or
enabling objective, it need be specifically determined
what activities will be cazri and what resources will be
needed. This is usuall ished by carefully analyzing
each obijective often re as task analysis,; an includes
the following steps:

" 1. Task Identifi ion:

a brainstorming process, all tasks
omplish the objective are listed and
ganized in chronological order of

Usually
necessar
eventua
comp

2. E s esponsibility:

| %} ic individual is identified to be responsible for
béin
80

t

g sure. that each individual task will be completed--
one who can be held accountable for its completion.

3. stimate Costs:

The specific cost for completing each task is identified
and recorded on the form. If the objective is complex, a
more detailed cost analysis may be required.

4, Schedule Tasks:

A time frame for completion of each task is identified
with a start date and a completion date. The specific
time frame for the objective will depend upon when it is
to start and when it is to be completed. The example
sets for the time frame in a format are generally
referred to as a Gantt Chart.



5. Establish Milestones:

Once the time frame has been completed, it is easier to
analyze requirements for other issues such as committee
meeting dates, reports required or evaluation dates.
These too can be entered on the chart.

6. Gain Approval:

In terms of an agency budget, it may not be necessary
include the task analysis in the budget doc n
However, within the organization, gaining approval
implementation strategy for a given objective is
practice. '

The timeframe chart should not be etched in ston It ould
serve as a guide for completing the objective. j@Stments
are necessary, they should be completed as rly possible
and necessary approvals obtained. .

Line-Item Budgets

Once the detail work is completed, thg "Nwiﬁe-item budget can
be developed for each program and fgq h abling objective.
levelop a line-item for
2nd on the nature of the
ide for this purpose.

each program objective. This wi
objective. A form is provided

t9to do task analysis and
se we traditionally have not
mple; we may have maintained
for many years to pointing out
are taken for granted. However,
ontinuing process of selection,
and promoting fire personnel to meet

At first, it is often diffic
detailed line-item budgetin
addressed these items.
three-member engine companie
that the activities invo
in reality their i
training, schedulj
this objective. 4 O
calculate how plic

Built-In P

Often t s considerable resistance to the planning process
just ety in this unit. Surely it takes a great deal of
time £ tration to put the house in order. Managers who
ha effgctively put the organizational plan together, both in
the public sector, will agree that once in place,
egcame a . very effective management tool reducing
ilStrative and operational resources. It is a lot like
ing a house. The initial construction takes a 1lot of
time and resources, but after it is built, it is easy to live
ith.

ESTABLISH BUDGET PRIORITIES

Introduction

Regardless of how much participation and who participates in
the budgeting process, priorities must be set. Whether the
priorities are recommendations from a committee to the chief
or the chief's specific decisions, it will be worthwhile to
refer back to the organization's mission, goals, objectives,



and the SFP. What is the impact of the program toward the
department's mission or major goals? Is that impact worth the
cost of the resources involved? :

Ranking

Ranking of budget priorities typically will be based on the
following order:

1. Mandated programs: Those programs that have b
legislatively directed by state, local, or federal acti
Training certification is one such example in some state
city charter or an ordinance may require the fire de
to handle building code enforcement.

2. Current level programs, if otherwise justifiable, ally
enjoy a high order of priority. Maintaining le,, viable
programs has value for morale, as well as the .of the
_program itself. :

3. Replacement and maintenance needs hic pport level
e u

programs: Failure to maintain equip d in a viable
program can be dangerous and cause th of advances to
this point.

4. Expansion programs which do equire a high outlay of
one-time expenses and low rec xpenses generally come
next.

5. Expansion programs which ré@guire high outlays of capital
and, 1lastly, high rec i sts are generally of lower
priority in budgets durjing re times.

6. Discretionary money%is’ generally the lowest priority in
most budgets, al h not including any can cause missed

opportunities.

Manipulating egBu t

There wi £ rse, be situations where the manipulations

of the b iorities will be necessary. Considerations in

the m ulgtion of the above priorities will vary.

1. al®authority/requirements will be of primary concern.
re 18 a very real need to keep officials an top management

utgof jail; it is not good press! The fire budget manager

d o be diligent in seeing that top officials do not make

ap priations in an illegal way. This is a rare problem, but

which is sometimes seen with elected fire boards who may

feel that they can spend what they want with whom they want.

There is also the need to protect against exposure to

unreasonable liability. Ignoring state laws and regulations
is not a good idea.

2. Effective program levels need to be maintained. If
programs become ineffective, they also become a financial
liability. ‘There may be a change in the acceptable level of
risk that may require budget adjustment. :



A determination of the programs that will better serve the
community's needs should be made. The department's mission,
goals, and objectives can give guidance.

The effect of inflation must be assessed. At times it may be
so low as to require no adjustments. High inflation will most
likely require a service level change, workload transfer, or
additional resources to maintain the same level.

Political Considerations

These must be considered at this point to aveoid p

wheel-spinning at a later date. As mentioned eagller,
budgeting is a political process; the sooner olifical
considerations are taken into account the -better. Dgl not

in public. Remember that their primary intere w they

place politicians in a position where they must% stand
(o}
will look to their constituents.

What are the politician's pet peeves? Capnf thes et peeves be

used to develop programs? Selecting ¢t prgper wording at
budget development time may Jjust ¢t e fancy of a
politician.

e jurisdictions. At

Be aware of political relations_b

times it may be necessary to m (o} risons. When doing so
in the political arena, make e comparisons are made
with credible jurisdictions. oW@ot be afraid to set your own
precedent, if the c¢lima i ight. If the peolitical
environment promotes inn ive Japproaches, take advantage as
appropriate.

Internal Considerations

nsiderations should be made when setting
ilders such as trips, team building,
@ldpment, well-maintained eguipment, and
ions will pay off in the long run.

Internal departme
priorities. M
organizationa
good working

The impa abor relations should be considered. When all
those ed are allowed some participation, they c¢an be
allieg. he union agrees to a program, that program has a
bet ch e of succeeding, especially if it requires extra
effort om line personnel.

ncial Pactors

inally, the financial factors must be considered. The
government body's financial manager will be concerned sc¢ you
should be prepared. What is the relationship between programs

and resources? Do any raise money or pay their own way? If
the organization is volunteer, what 1is the fundraising

visibility of the program being considered?

Total cost of services and programs should be considered.
Cost models may be helpful here. ©Not only should the cost of
the program be determined but also the cost or impact of not
doing the program. -



INTERFACE WITH OTHER DEPARTMENTS AND AGENCIES
Formal Interaction

The ° importance of formal interaction <cannot be over-
emphasized. There is often a tendency in the fire service to
feel other city departments are not as important as the fire
department. This promotes isolationism within the fire
departmentlstaff, leaving officers uninformed and naive.

Meetings with other departments can gather information
needs and intentions for the coming year. All depar
stand a better chance in the long run by being support

united in the quest for resources. Understanding t s
and intentions of one another's departments can pre ids
the

for conflicting programs. This is especiallyqtrue
public safety agencies. :

Esﬁablish communication ‘channels/contacts ithY the other
departments and officials in the jurisdi This should
include the financial officer and the chiff exgcutive officer.

The chief executive officer can pro j ight 4into the
budget climate and political prioritiegs: tact with other
agencies should be maintained, yo @ no

want surprises in
programs or methodology, even f£fro
Labor union discussions, of ude, can have a budget impact.

boring departments,
during budget hearings or negoti

Depending on the labor relati ctics of the jurisdiction,
the timing of those disc iong should be coordinated with
budget development. I 1 e -discussions withthe -union

and the budget development gprocess should not create undue
pressure on the other.

is itself, contact with cify officials,
agencies is an on-going process--the
s0 are the department's relationships

Like the budget 3
other departments
budget is dyn

poliffical gubdivision. Informal communication channels exist-
-1 ow and when to use them. Who are the unofficial
r power centers? The grapevine at city hall, or the
etary in community development, can be a significant
of information about hidden agendas and strategies.
do the elected officials gather unofficially for morning

fee or breakfast, for example? Why and what are on the
mind of the community power centers--not the elected
officials, but the behind-the-scene influences.

Negotiations

As negotiations or interface with other departments and
officials begin, interpersonal dynamics is very important.
Recognize the need to be pragmatic--avoid emotionalism.
Arguments about burning babies are more likely to turn people
off than to secure them for your cause.



Recognize interdependence between departments; we are all here’
to serve the public and the community. We are on the same
side. Lousy roads make lousy response times. Poor hydrant
maintenance or no replacement program for older water mains
could interfere with our mission.

The relationship with Jjurisdiction's financial officer
director is an important one and deserves attention, here and
back home. The manager will affect communication. That in
turn can have a profound impact on the relative success
your budget efforts.

The most common background for a financial officer

expressed as a perspective toward detail and contrgl. LS
type will usually leave program definition and managgmeny up
to the operational manager. He/she will at the sa ime

ensure that the resource allocation has the tupnity of
policy review, that specific expenditures are cording
to the letter of purchasing directives, and that ch item is
assigned to the appropriate category in th t

The converse financial officer personalit¥ perSpective is one
of cost-benefit analysis. You must _coRv this financial
officer first, of the worth of the g with sound cost-

benefit Justification. Once so he program, this
financial officer is much less ested in the details,
often to the point of bending t ocirement rules if it will
save some money. :

Your financial officer mayQbe ewhere in between these two
types. Whatever th i ial ©personality type, a
professional, businesslike cach will be more successful
than emotionalism. even ough they may be coming from
different directions, bo e fire manager and the financial

officer should hay

imilar goals and objectives--financially
responsible fire ‘

Sharing Servidés

Another w o more programs out of a given amount of
resources pursue budget-stretching opportunities with
other s. Sharing services can help meet mutual needs

ie encies, avoid duplication, and reduce <cost.
are’potential budget stretchers for local governments.
les would include:

The merger of police and fire.

2. The merging of building/code enforcement and fire.

3. _Various forms of merged dispatchers.

Less drastic, but with the potential for savings, is the
notion of shared facilities and services. For example:

1. Administrative offices. This provides potential for
joining such functions as data processing and media.

2. City maintenance facilities are often shared.



The first step in pursuing shared services is to develop am
inventory of resources and responsibilities that may be shared
with internal and external agencies. Next, 1is to approach
others with proposals to initiate sharing.

The actual agreements reached may be varied. Non-structured,
mutually beneficial exchange is common; such as the
traditional fire protection mutual aid pacts.

Reciprocal contracts have potential where departments re
close or allied agencies have special talents. Examples mi
include:

1. We paint your building, you test our hydrants.

2. - You provide EMS transport, we will inspect ygur
commercial occupancies. V

3. We test your pumpers, you test our hose

a er base may
Example: The

ing independent
in the public

Some agreements may be unilateral. A polj
result in involuntary merger or takeover

county. commissioners are convinced ¢t
fire companies into a county dep e

interest.

State law mandates may cause a ateral merger. Many state
laws require that annexation ihcorporated city will
result in the swallowing e fire district's service
responsibility, and debt. '

DEVELQP NEW REVENUE SOQU

New Sources

revenue source identified in planning,
of revenue which c¢an be generated.

5 affecting the total revenue, and using
of variables, determine high and low

For each potenti
establish the
Identify all
fluctuation
amounts p

t. A determination of the expected collection

and the cost to improve that percentage. What

_ ion mechanism is to be used? Will city hall provide
1}ing ®r will the department do it internally?

x generafing revenue must be determined and included
tag

W new revenue sources, a delay in realizing positive cash
will be experienced. This must be determined and planned
for. The long-term stability of the source must be

determined. One-time windfalls are certainly welcome if the
responsibility and costs do not outweigh the benefits, and if
we do not commit to recurring costs based on this income.

Develop Salable Proposal

Develop a salable proposal for new revenue sources. Show that
it is necessary, reasonable, and’ financially/functionally
sound. Show the "what's in it for me?" for the political
decisionmakers.

63



Cost Unit

Cost out any new program to determine the unit cost of the
service. This can then be used to set user fees, if the
policymakers choose to do so.

EVALUATING REVENUE SOURCES

Sources of Funding

Government entities have three main sources of funds:
revenues, debt issues, and intergovernmental revenue sh
Sources of revenue would include grants, investment

contributions, fines and penalties, and marketing ingome. e
following material will discuss each of these revenueWNsourfes.

Tax Revenues V
These are mostly used for funding the day-togerations of
e

-a Jjurisdiction. A list of some of the juisdiction

might levy would include property tax, [sale ax, personal
property (luxury) tax use tax, consumpti tax, licenses, and
n
ro

or in part by

iation procedures

and enjoyment, the

dens and satisfactions

P more satisfaction and
more.

permits. If a budget is financed,
taxation, and the taxing and
effectively separate payment fro
result is undoubtedly a shift
among the citizenry--some citi
pay less, while others get le

Debt Issues

These are mostly used for f ng the capital improvement and
capital purchases of a\juriBdiction. 1In the private sector
the cost of capital is a hted average of debt, equity, and

n the public sector, there is neither
ner's equity nor any market value for
by government. The only market for
e public sector is the bond market. It
fore, that the appropriate public sector
the cost of debt. Certainly debt has an
red cost which can be calculated.

the services
equity inter
can be arg
cost of c

Inte ve tal Revenue Sharing
Thése fupds  are mostly used for supporting programs designed
1fill’ a. social-oriented program (e.g., Meals on Wheels,
t byilding of a community center, etc.). These funds are
i buted annually and may be distributed by the area (e.g.,
ty) government, or more likely, the federal government.
Recently these funds have come under fire from several sources

ecause of the lax control methods that have been used to

monitor their distribution, and more significantly, because of

how the funds have been used. The continuation of these funds

has been debated considerably by Congress in the past and the
possibility that these funds will be eliminated, or phased
out, is likely. &

The "real" costs of operating programs, initiated or
supplemented by revenue sharing, eventually begin to erode the
advantages of the original benefits. The erosion is caused by



not appreciating the principle of "complimentary budgeting."
This occurs when an accurate estimate of future maintenance
and operating costs, which are the responsibility of the
jurisdiction receiving the funds, is not performed when a
program is launched or a building is constructed. Eventually,
the costs of maintaining the program outweigh the advantages
of the program or facility.

Grants

These funds are similar to intergovernmental revenue sharin
except that they might be provided by a governmental en ’
foundation, corporation, or an individual. Grants are

a one-time, nonrenewable appropriation and are ood
single-event purposes. The limitations of grants areNsimilar

to those of revenue sharing.
Investment Income V

These are mostly used for funding the day-t ayyoperations of

a jurisdiction. Many communities make ves ts in such
things as mutual funds or property to geperate venue. While
the practice itself is not very controyversi the skills and
practices of those responsible for m g %bhe investments are

in investments can

sometimes subjects of debate. Whi
is method of producing

be made that are reasonably stab

revenue requires some £financi esé@rve to maintain the
stability of the jurisdiction 4 nvestments do not meet
projected expectations, or if investments are lost, for
whatever reason (e.g., the {City San Jose or the Baldwin
-Company}. : '
Contributions

evenues are usually of a minor dollar
ied to support any specific programs.
other "big ticket" items have been
departments.

Unlike grants, thes
value and are not
However, ambulanpCes
contributed todse

Fines and tr

These a ly used for funding the day-to—-day operations of

a Jjurisdiceion. The most obviocus and reliable sources of

thes ds “are those generated by law enforcement agencies.

Thefe fungs are usuvally predictable; hence, they are used to
patt day-to-day operations. Furthermore, the motivation of

h ability of these funds is that the programs of the law
ment department may be dependent upon revenues.

owever, the ability to generate revenues by this method is

t limited to law enforcement. Some fire departments collect
funds from fines and penalties as do building departments,
animal control departments, business licensing departments,
and others. . These fines usually are placed in a
jurisdictional fund.



Marketing Income

These are mostly used for funding the day-to-day operations of
a jurisdiction. The day~to-day operations are usually funded
when large or multi-year contracts are involved, as in the
case of the Los Angeles County Fire Department and the
municipalities protected by that agency. Other examples of
"products" that might be marketed by a jurisdiction would
include training programs or services, public fire safet

education programs or services, computer time etc.

Evaluation of Revenue Sources

An evaluation of revenue sources also must include
following considerations. '

The cost of a collection system, Any method £ enegrating
revenue will only be as good as the vehicle used\t onitor
and collect the revenue. What good is it tdGhavel)a program
that issues fines or penalties if there ares sions for

reinforcing the program, or if the colle¢tiongprocess costs
more, in time and money, than the expecged) revénues it would
.collect. :

legislators and
be pessimistic about
ost. division managers
rticularly true when a
a new revenue-producing

Amount of income expected.
jurisdictional finance personnel
revenues, department administratgl
are dangerously optimistic. Thi
department or division establil
program.

Legal aspects (state -fand ocal statues). Before a
jurisdiction embarks u Yy new, or modified revenue-
producing program, he le constraints must be understood.
In California, Pro ion 13 severely reduced the amount of
money that was ava»‘abl through property taxes. 'However, the
passage of Pro ' 4 several years later, which put a
limit on the taxes a jurisdiction may collect, is
beginning to y affect those jurisdictions that depend
on sales t , almost as severely as did the passage of
Propositi or example, as inflation increases the cost
of servj jurisdictions must find methods to fund those
servi itlfout exceeding the «ceiling established by
PropoSition 4, which did not take the inflation factor into
co deration. If a department considers charging for the
sefvife it provides, then the department must be certain there
o flegal restrictions prohibiting such charges.

tability within the community. Some revenues are more

cceptable to the community than others, such as: user fees,

re suppression recovery fees, fire 2one assessment fees, or

a fire department capital improvement bond. Generally, people

are willing to pay for a service as they use, enjoy, or

benefit from it, therefore, a search for tangible outputs is a
way of reducing undue pressure.

Organizational Morale. The department's morale goes up when
it is ©perceived that new or increased revenues might
positively affect the personnel, and morale goes down when the
reality of how the additional revenues will be distributed is



appreciated. Revenue systems and fee schedules are best
discussed during those times farthest away from the time labor
relations negotiations are to take place,

Ethics. From a business perspective, this is an area that has
received little attention from most fire department
administrators in the past. However, it is an area that will
demand more attention in the future as fire departments become
more involved 1in more businesslike transactions. As fire
departments begin to produce revenues, it will beco

necessary to address ethical considerations because i
departments will begin to compete with similar se
providers. Alsco, establishing revenue-producing progra

fees will require research to minimize accusations of

arbitrary and capricious. Furthermore, when t re
department begins collecting fees that mighte hav een
provided for free in the past, the image th fire
department, both within the department and e the
department, will be affected. This is a factythat) cannot be
taken lightly and requires consideration w ee program

is being designed and implemented.

Stability of the revenue sources. T
sources will be affected by ma
seasonal fluctuations, the nati
disturbances, or industrial catas

ity of revenue
onf@itions, such as:

onomy, geographic
. Also, the political

environment must be recognized actor that may influence

new or existing revenue sour e best example of how

politics might influence even “£hé, best ideas would be how
?olitics has affected the erative Home Inspection Program
CHIP). .

This program calls on tHgee Jparties involved in current home
insurance programs-=-local vernments, homeowners, insurance
companies--to pla slightly different role in reducing
losses and insuza tes. Homeowners are called upon to
take a more cargful U at how to mitigate hazards and reduce
security laps i r homes. They do this with the help of
their local t, which provides them with a home safety
and securi is inspection The insurance companies are
then ca to provide homeowner's insurance at--it is
~ hoped-- ates. The program is assumed to lead to safer
homes lo fire and crime losses, lower public safety
seryice\ demands, and ultimately, premium returns to the
c unities involved in the program.

‘ ately, studies have revealed that the following

n ion is prevalent. The political climate is likely to be
favorable for programs that involve the least change from

hat is currently in existence. Most majoxr affected groups
egard municipal fire insurance with ambivalence or neutrality
at best and hostility at worst, with the strongest negative
reactions associated with the purest forms of the approach.
Insurance industry representatives were most strongly opposed
to municipal fire insurance, but their opposition was
relatively mild if the program was voluntary and administered
through a franchise. State officials were generally neutral,
while public interest groups were mildly supportive and local
officials showed the greatest interest. Even the supportive
groups, however, expressed concern over or opposition to some



of the features or possibly pitfalls of municipal f£fire
insurance. There seems to be no group currently inclined to
provide broad-based, energetic pressure in favor of municipal
fire insurance, and in fact the thrust today is generally
toward less rather than more government involvement in
traditionally private sector activities.

Practicality of the revenue sources. A determination will
have to be made about which services should have a fee and how
much that fee should be. A formula to determine fees w
also be beneficial; however, if this is not possible the ve
least that should be expected from the fire departme i
documentation on how the fees were  established. A
consideration in this area is the issue of enforcgabi -
more precisely, who will canvass the Jjurisdiction ensure
compliance and what vehicle is available to penaldze th who
choose not to comply? V

Collection process. This particular issue the demise of
many viable potential revenue programs f f departments
simply because they are unfamiliar with being e initiator of
a billing process. While most fire depaRltments are familiar
with collecting fees that are deliver fire station in
person, other fire departments have ler no experience in
sending out bills or tracing the b rocess. It is not
necessary to "re-invent the whe ere are usually several
departments within the Jurisdi t have some experience
in this field, if the fire dedpa ent will admit it does not
know everything there is to_kno ut everything, and ask for
some help. Perhaps it wolld eWen be possible to send fire
department bills out wi t lls of other departments or
agencies. This would rtadnly demonstrate to the recipient
of the bills the cost’ sciousness of the jurisdiction. Be
sure of one thing: hat e fire department is given credit
for the fees it g ates. Many times when a co-collection
process is used one agency is recognized as collecting
resources. I , department is the "little brother" in
the relation e fire department may also be the
overlooked rev. Also, research how big a "bite" another
agency wo aveltaken as your "collector."

It may not be too important to know exactly
he Ilected revenue is allocated in the jurisdiction's
ocess, unless the department generating the revenues
nate specifically where some or all of collected
ill be allocated. Although this practice is rare, it
unheard of, particularly when the funds being discussed
elatively small, inconsistent, or associated with popular
programs, such as Learn Not To Burn.

Effects on fire department. Something that cannot be
overlooked is the possibility that sooner or later the fire
department programs responsible for generating revenues may be
expected to become self-sufficient. While this may not appear
to be too much of a concern today, it may become a concern in
the future. TFor example, if a fire department begins to bill
for emergency medical service, some people may expect the fees
to be adjusted to recover the direct and indirect costs of the
emergency medical service provided. Consequently, as costs
rise, calls for service decrease, competition performs a



similar service for less or a combination thereof occurs. The
fire department may be requested to discontinue the service.

Objective Planning

Objective planning (not the planning of objectives), is
necessary. The fire service cannot be all things to all
people. Abraham lincoln experienced a similar realization
more than 125 years ago when he observed that you can fool
some of the people all of the time; all of the people som f
the time; but you can never fool all of the people, all of
time. Both the fire department administration and £fi
planner must be realistic about the department's capabi

Before a lot of time and money is invested in Ngtrafegic

planning, check assumptions about the departmegt's wEsion,
goals, and objectives by reviewing: the a tigns made
about community trends, the evaluation of iCes, the
"assumptions made about revenue sources, and paring findings

with other organizations. It should be e 1l to review
the community's master plan for growth| and gdevelopment, as

appropriate. \



UNIT V: JUSTIPY THE BUDGET
OBJECTIVES
The participants will:
1. Justify proposed budget appropriations

2. Identify their own department's strengths and weakness
with regard to budget justification.



INTRODUCTION

This unit represents the least technical aspect of the

financial management and budget process. This particular
point of view can be argued according to how the budget
process is carried out in different jurisdictions. The

expectations and requirements of those who will make the final
budget decisions may require very detailed and exact reports,
or the decision makers might just want to know what programs
will be carried out and how much money will be needed for ch
of the programs.

Strategies

The following list provides an overview of some offythe\types
of strategies that might be used for justifying a bu

1, Laissez-faire--absence of (governmental@V

t
"I don't care, they're going to do w ey’ want to do
anyway" attitude, or;:

"If I don't appear too concerned, thex not pay a lot of

attention to detail either.” :
2. Sensationalism--blitzkrieg

"If you can't impress them & brilliance, dazzle them
with your b.s." attitude, or \oVerwhelming the decision-makers
with minutiae.

3. Kamikazem-emotiovg then factual.
4. Holy mission--presu ous. "We are the fire department;
we see, we want, eed."”

ases.

within the existing political system and

v<gp i ans. End-run--avoid political opposition

by av ng eartain parts of the system, or certain people

(not é;‘i‘-arily just politicians). Or, develop a power base
e

the current political power base that can either
nce®” the current political power base, or be the lead
lock in the end-run (overpower the current political system
/or politicians). Grass-roots--similar to using the
ire@t approach of working with the political power base, but
ally reserved for those who came up through the system or
e local boys. Calling favors-—-this can be tricky; don't
cry wolf too often and don't waste favors on unimportant
issues (ethical). Godfather approach--skeletons in the closet
(ethics are questionable). Bartering--pork barrel system.
*1'11 scratch your back, if you scratch mine." Similar to
calling favors except this usually occurs before budget
decisions are finalized, whereas calling favors is a form of
relying on past experiences or exchanges.

-1



The "best" strategy is the one that works for your situation,’
Whatever approach, or combination of approaches, is used the
strategy should be; factual, objective, realistic, responsible
and ethical.

Know Your System
Know the financial planning system and the budget process.

As a review, look over the following information on how
develop a financial plan.

1. Identifying what you are doing and why.

2. Identifying community patterns.and trends.

3. Analyzing productivity. V
4, Evaluating alternative services anddeli@thods.

5. Evaluating revenue sources.

6. Setting direction of organization \ g policy.
7. Developing long range plans.

Coordinate

When preparing your single yearWpulget it will be important to
coordinate the desired a opr3ations with the multi-year
financial plan. Among o r ons, for paying attention to
the long~range financiall nee of your respective division or
department, you will wan® to Avoid the elimination of programs
by unintentional financia arvation. In other words, don't
reduce or eliminap€ nds needed to maintain a long-~range
program this yea N the thought that the funds will be
increased the y year to meet the long-range goals of
the plan. Mo ikely, you will be requested to adjust
(extend) th g 's goals to meet the "new" financial
situation. '

Budget \
Beside eing very aware of the budgetary needs of your own

sionyyou. should develop a good understanding of the

1ics of the budget review process. It is usually a .good

- know - "who" is responsible for performing “"what"

8 at all of the levels of the jurisdiction. For

le, who is responsible for reviewing the proposed budget

t the department level, the ‘jurisdiction's administrative

evel and at the legislative level? The reason for this

knowledge is so that a budget document can be developed that

will fit the needs, desires and level of understanding of
those reviewing the document.

Legislative Review

Experts in the field of budgeting generally agree that the
guality of the legislator's decision-making process, as it
relates to budgeting, depends on:



l. The quality of executive (administrative) review- and”
resulting recommendations; and,

2. The way in which these recommendatlons are submitted to
the legislature. .

Legislative review of the budget depends first and foremost on
the way in which budget programs are presented; by the
respective divisions and departments of the jurisdiction, and
by the administrative staff of the Jjurisdiction. A budget
which sets forth revenue and expenditure data that can
readily understood and analyzed strengthens the legisla e
position. A budget presentation which is overdetailed

not supported by clearly descriptive narratives_ p s
legislative ineptitude, frustratiqn, and resentment.

Budget Terminology y

It is also beneficial to be famxllar budget
terminclogy and the schedule deadlines,
associated with the Jurlsdlctlon s bud et ess. This
additional bit of simple information ally make any
lobbying efforts more effectlve. Furth it can be very

beneficial to know much szble about the
jurisdiction's entire budget. such w much money other
departments are requestlng, new programs other
departments might be proposzng, old, but still useful,
programs other departments bored with and are no
longer planning to fund.

Compare Experience

Compare your experienceOctzvxtJ.es with other agencies.

Regardless of the e chosen for budget justification there
are advantages to ing local conditions to the conditions
of similar g,  jurisdictions, or organizations.
However, SO ines are necessary to maintain the

credibility ustifications. When comparing services or
requests agencies the agencies being used for
comparis '

ilar size.

"Q\f
Be xperiencing_similar trends in growth or decline.
2 e similar demographics.

Have similar social characteristics.
Have similar forms of government and laws.
6. Have similar means of producing revenue.

Naturally the above guidelines may or may not be needed for
every comparison situation. Additionally, each of the
guidelines will have to be tailored to suit the needs of your
specxflc jurisdiction and budget process. For example, when
using demographic information you must also be aware of
service equity issues. Service areas must be clearly defined.



Data about people and their environment must be defined, as
must any data about performance levels and productivity.
Methods for measuring performance levels and productivity must
also be explained and any methods used for data reconciliation
on dissimilar comparisons will have to be made clear too.

Equivalent Services

It is easier for the person making the comparisons to use
agencies that are providing roughly equivalent services and
not like services. For example, a comparison jurisdiction
have a fully paid fire department but is contracting £ I
enforcement, or visa versa. These comparisons can

credible if the data is validated and the metho
validating the data are explained. :

National Statistics
On a broader scale, the use of national statisti Vbe used

also. National statistics can be used to ‘gompliment local
conditions, to support comparison statisti o themselves,
however, there are both advantages and disadvdantages to using
such broad statistics. Some guestions t e applicability
of national statistics may arise, su X age of the data

(census data), or the applicabi t local conditions.
-Again, these comparisons can be ma ible if the data is
validated and the methods £ idating the data are
explained.

Know Your Objectives

The following informati a irect relationship to some of
the material already ver in this course. To know the
objectives of your ent and your division and,

conseqguently, the impact ose objectives have on your budget,
you must be awarsg he jurisdiction's mission and policies.
You must be demonstrate that your programs will
support; the ent's mission, which, in turn, will
support the ion's mission and policies.

You must programs in your division could be added or
delete ill still support the department's and
juris iof)s respective missions. Besides knowing the
eff of \total addition or elimination of programs, as the

o) on\responsible drafting the budget for a division, you

culd 80 have. a precise understanding of what each of the

osed programs is capable of doing at different funding
leyelds.

while these may appear to be obvious parts o¢f the budget
justification process many budgetmakers give little or no
thought of how their .respective divisions will operate with
non-funded or partially funded programs. There are many
methods available, scientific and otherwise, to determine how
programs will operate at various funding levels. Generally,
the scientific models can be referred to as "what if..."
models which provide numeric projections of the impact on
proposed programs at various funding levels. The less
scientific models generally take . the form of written
statements, such as problem definitions, goal statements, et
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cetera. Depending on many factors, you may use either the
scientific or non-scientific method, or both. Regardless of
what method is appropriate or available either one will help
in analyzing alternatives. '

The objectives of your division must be credible. The
credibility .of your programs is established by attaching
program achievement to the resources requested. In other

words, you must avoid the "Christmas 1list" approach for
programs and then simply take what you get from that approach
and make it work, or "robbing from Peter to pay Paul." I
honest budget is drafted and submitted, you simply canncf md
your stated objectives without the requested funds.

are reduced or eliminated then the objectives of the

must also be reduced or eliminated accordingly.

Credibility comes from a successful track redprd the
legislators and the community. Officials t ant to
t

explain to the public why they approved a progr failed
because you could not, or would not, adm thAt the fire
department's ambitious goals could ot ossibly be

accomplished without the funds requested.

N\

about working with
rations in the entire

Know Your Audience

The following material will presen
some of the least technical
financial planning: and budge s--the' audience of the
"budget presentation and the (the community)}. The
lack of a mechanical prgocess\ makes this component of the
financial planning process e st difficult to manipulate.

Staff
Despite our best orts” to present formal budget criteria |
(e.g. unit cost estment returns, and weighting/scoring

-makers and legislators more frequently
er than formal criteria in determining
ion of budgets. Given the idiosyncratic

models) budget

employ pragm
the shape al

nature o i¢ .behavior, and given the variety of
circumst hich face budget decision-makers  and
‘legislatong, is very difficult to classify and discuss the

iteria they use.

eful generalizations are possible, however. To make
se of the budget decision-makers' and ‘:legislators'
gmatic responses, it is necessary to study their ad hoc
idions and 1loock for regular patterns of response to
rring events and situations. Thus, in a general way, we
can say that expenditure proposals have a better-than-average
chance of getting respectful attention from the budget’
decision-makers, if those proposals represent:

1. Responses to disturbances, in the community or
environment.

2, Perpetuation of current policies and programs; or

3. Steps to support, or complement, other expenditure
patterns or decisions previously made.
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To be fair to those who must make administrative decisions”
about budget requests and to those who must attempt to make
policy decisions about services, they have a horrendous task.
They are asked to make fair and equitable decisions about a
subject that can easily overwhelm them. They must review many
(100's to 1000's) forms, cluttered with facts, figures and
justifications. They are asked to wisely spend and control
other peoples' money (taxpayers'). And, they must wrestle
with an overabundance of competing values.

It is not reasonable to expect that the jurisdiction's enti
administrative staff or legislation is going to be abdie, t
review every piece of information presented. If
reviewers do not look at everything then, what do the

at? While actual practice varies, budget reviewers sui a
con ate

strategy of selective evaluation tend to
analytical attention on expenditures which are: V
1. Discreticnary, rather than mandatory.

2. Large, rather than small.

3. Increasing, rather than decreasing o’\e\h .

4. Expenditure proposals which soif amme iaté, rather than

remote problems,

liar, concrete things,
as.

5. Proposals which deal wjit
rather than strange and abstra

ects of budget formulation,
ic values.

6. Arithmetical, proce
rather than underlying pfogra

With this knowledge, you d prepare to respond to the type
of questions that lective review of your reguests might
generate. Respons@ uestions might:

1. Question £t lationship between expenditures and
revenues to pr ctigzrity, capital and/or labor costs.

2. Seek 15’ konal justification about the criteria used for
specifi agrams,

3. k to define options by asking about alternatives.
eek to identify Wuncontrollable" costs.
. néuire about assuming future costs.
6. Seek a clarification of estimating techniques.

7. Seek cross-clarifications with other programs either
internal, or external, to the department.

8.  Probe into the relationship of the proposed program to
the jurisdiction's mission and policies.

TR



Special Interest Groups

In addition to being aware of the jurisdiction's
administration and the legislators of the jurisdiction as a
budget . preparer you should also consider the impact that
special interest groups might have upon the budgetary process.
While it is nice to know how your department or division is
perceived by various organizations, and what they might be
willing to do or provide for you, knowing who are members of a
particular organization may prove to be even more benefici
This knowledge could support or reinforce vari
justification strategies. Furthermore, some special in
groups might be able and willing to provide suppogt
opposition, to budget proposals.

In a democratic society, the law distinguishes efween
citizens who are officials and citizens who ar ot, setting
rather strict rules for cofficial conduct, sgrving a
relatively wide sphere of speech and acti official
citizens. Rules governing official conduct tg be getting
stricter, considering the spread of conflfct o
and the erosion of legal immunity of
scope of citizen action is enhanced by

of information"™ acts and the judi
meaning of equity in delivering gov

ls, while the

age of "freedom

xploration of, the
services.

udget preparer should
f his or her audience to
carry out credible programs
and goals' of his or her

The well informed and well conp
capitalize upon any and every a
capture the resources necessar
which will satisfy the migsio
department and jurisdiction.

Power Centers

The task of ge know your audience bears some
responsibilities. se respons;b;lltles may be regarded as
either burden easures depending on your personal
perspectlve. not it is an advantage or
disadvantag soc1alize with the jurisdiction's
administr and leglslators can  successfully be
argued £ r p01nt of view. What cannot be argued is
that t re certain activities or organizations that you

nvolved in that w111 assist the socialization
pro

ctivities that you might become involved in could be a
of sorts ranging from sports to volunteer work.
rmore, the activities may be of an organized nature or
y informal pursuits of common pleasures, such as dining
or different forms of (socially acceptable) entertainment or
obbies. Whatever form of socialization occurs, in pure
political terms, you are interacting within that persons power

base.

Your interactions are occurring during an activity that that
person enjoys, and usually in the company of people that that
person likes to have or be around. .

Much like a president's kitchen cabinet, an individual's close
circle of friends has an 1nf1uence on the values of a person -
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- and often give advice on "affairs of state." Not only are
you getting to know more about the individual, if you are
astute you will also learn about his/her influential friends
and acquaintances. i

Just keep in mind that any social interactions are a form of
two-way communications. While you are learning about the
decision-maker or politician that person is learning about you
also. It should be assumed that whatever guards you put up
around yourself will also be in effect by others as well, a
least initially. '

Sales Techniques

A good program for selling your budget shoul n be
restricted to making an annual presentation to t leg ative
body. Budget Jjustification is a Yyear-rou gation,
however, it is true that the budget negds oW¥Wsold and

emphasized to the legislators more activel ing the time of
year when appropriations are being decid po Usually, the
most dramatic sales efforts are tho tHat use graphic
demonstrations or mediums. Some exa f those mediums
would include: slides, video cass s, Btelevision spots and

at®the possible uses,
of these forms of

e
press releases. Let's guickly .4:?
advantages and disadvantages gacrl

. communications.

Slides

‘This medium is good for applications, such as legislative
presentations, public rese ions and internal department
presentations.

Some of the adva as are; transportability, visual material
that is easy to e and material that can be arranged to

meet a specifi e.

Some of the Wifadyantages are; support equipment is required,
on scene i failure and, if not properly introduced or
summari is impersonal and not conducive to creating
much i ersonal exchange.

Vi ape

he possible uses are similar to those associated with slide
tations. :

e of the advantages are; the medium can be edited and kept
modern, it is multi-dimensional and tapes can be easily
reproduced for multiple presentations.

. Some of the disadvantages are; similar to those associated
with slide presentations plus - some people communicate
better on f£ilm than others and the authority on a particular
topic may not be one of those who communicates very well.
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Television

The best use is for public presentations to a potentially
large audience or an audience that is not very mobile.

The primary advantage is that the spots are presented without
having to arrange for an audience. o

Some -0of the disadvéntages are; the lack of available recording

facilities,
audience,

cost, and the potential of a very limided

Press Releases

Besides the obvious use, another possibility mightNbe as a

means of creating a dialogue, with the public,, thro the
press.
Some of - the advantages are; control of he Winformation

distributed, inexpensive, little or no equ

Some of the disadvantages are; too easi

igf/needed.

cause less than desirable editing), limi asure.

Besides

presentations.
the legislative body and, t
will be focused on that applic

the
responsible for justifying the b
These presenta

graphic

Budget Message

The budget message is
job. Seasoned budgetmak

date for submissi

settled

irritable budg
aspect of pr
little ener

in a sé&r

budget do
proposed
import
relat t
dif t €
megSage

myriad
sk under

tions the person
will need to make oral
11 usually be made to
the following material

forms of

,igpl

e chlmination of the chief's budget
now the scene all too well. The

at hand. The last details are being
of hurried meetings. A tired and
is preoccupied with the mechanical

he budget document. There is precious
o draft the most important part of the

chief's personal justification for the
and revenue plan. Because of its
be carefully composed and accurately
of details in the budget document -- a
the best working conditions. Budget

which do not accurately reflect the content of the

occument

- are more common  than is generally

owledged, due to time constraints, inadequate information,
ormation and the understandable impulse of the message

ers to place the proposed budget in best possible light,
facts aside. _

A budget message should include:

1.

2.

3-

An explanation of the budget in fiscal and programmatic
terms.

A description of the important features of the budget.

The reasons for any major changes in financial policies,
expenditureés and revenues.



4. A summary of outstanding indebtedness.

The composition of the chief's message should not be left to
the last hours before the submission date. If the chief
prepared a well thought~out budget policy statement at the
beginning of the budget preparation phase, as is recommended,
and the budget is developed accordingly, the message's leading
ideas and many of the data arrays will be readily available.

Basing the budget message's text on the text of the earliger
budget policy statement also has the effect of broadening ¢

message's scope because budget policy statements tend to el
on environmental factors conditioning the b
development, rather than on details of the proposed
(which, of course, are unknown when budget policy tem@nts
are prepared). In addition to this recommended stres
budgetary implications of social and economic ditions, a
proper budget message should include a statem
problems identified but NOT addressed in the,
Essentially, the part of a budget message
needs, unresolved organizational issues o efe projects,
etc., alerts legislature and citizenry tof(\futu¥e problems and
supplies them with a broader perspecti onsidering the
present budget proposals.

zed, complete and

Budget messages should be wel
1s applies whether the

polished (rehearsed) presentatio

Chief is solely responsible fo i the presentation, or

when the presentation involves ersonnel of the department
who are responsible for the dif e programs.

Throughout the presentagion ibility must be established

and maintained. There n bé no magic acts or surprises. If

a particular program is iminated, it must be made clear that

the funds to carg out the eliminated program are not
available somewhe Se in the budget. An honest budget will
not have these hadd

sources.
The budget mesSage should also emphasize results. Statements,
such as "Ipp he protection of life and property," are
ambiguous {g? measurable. Whenever possible the budget
message oud e numeric terms to show unit costs, number of
units ;555; d, personnel allocations, program costs, etc.
For pl a fire chief might be tempted to identify "the
cti of fire loss™ as the end product of suppression
ity.® However, that statement, although true, would not
much. light on suppression problems. Instead: "The fire
sion program is designed to reduce fire loss by
nding to (x) number of calls, with (y) percent of these
responses made within (z) minutes." This goal statement
oints the way for a discussion of manpower use, district
size, communications, etc. In other words, the numerical goal
statement helps relate expenditures to work load. In
addition, setting goals numerically tends to ensure that
chosen goals are practical and measurable. To be practical, a
goal must be attainable in a specific time.

Bear in mind that some programs will have to be justified more
than others. Generally, when people are willing to pay for a
service as they use it, and the service charge covers costs,

&n



the need to calculate benefits and justify the program's "

necessity is lessened.

At all times, during the budget message presentation, remain
aware of the audience. Recognize the appropriate atmosphere
and the mood of the group being addressed and follow that
lead. Furthermore, recognize when the jurisdiction's staff
representative, or a legislator, is carrying the ball -- and
let them fight your battle.

Finally, lead your audience to the desired conclusion an

close your presentation. If it appears that a program,i

being considered for a partial cut know what the effect

be. Ask the reviewers which part of the program they

like to cut and have alternatives available. If rogga

appears to be lost try to at least leave the status he

program in a "...will require further study..." ¢ d‘i::;?.

Above all, remain professional. Saying, "Women a ildren

will die as a result of your decision" is a_bi elbdramatic.
icu

Perhaps most important, recognize when a p program is
SOLD ~- and then shut up.

DEVELOP A MARKETING PLAN AND SCHEDUL

As it has been said many times u ut this unit, budget
justification is a year-roun ¥ty and as such, the
r

preocess needs to be organized, ted and controlled by some
sort of plan: a MARKETING P

ng in the fire service is
relatively new. Fortuna owever, marketing has long been
a necessity of profit-ori endeavors. Therefore, the fire
service has many examples to study and emulate. Unless, of

course, as often i appens in the fire service, we decide
gel because we are "different." :

to re-invent the

Essentially the are four key elements in any marketing

strategy: quality, package appeal, promotion

effectiven price; based on psychological £factors,

actors and economic factors. Looking at each of
seperatley causes: the following observations

sociclogi .
these
abou £ service.

Ppfduet Quality

The concept of marketi

e oduct gquality of a fire department IS the fire
] ment. The fire department must meet the needs of the
ommunity and must be effective and efficient. The fire
partment also must take aggressive steps to provide for
future needs. In relation to the budget, the budget requests
of the fire department reflects the product quality of the
fire department. The proposed budget should be realistic,
justified and fundable.

Package Appeal

A fire department's package appeal must express quality. Do
the personnel, apparatus, equipment and facilities express an

oF
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image of quality to the public? When considering the package:
appeal of a proposed budget you must key in on the
personalities and style preferences of the budget decision-
makers and legislators. For example, some officials want
details, some don't. If your Jjurisdiction allows you, be
innovative with your budget presentation. '

Promotion Effectivness

The promotion effectiveness of a fire department can e
directly related to public education and public realtions.
product 1is created to fill a demand or a demand creates
need. Keep the public aware of fire department servi

the capabilities and limitations of those services. s
promotion effectiveness applies to the budget procefs, ere
is a direct relationship to budget decision-make®s Jand

legislature's knowledge about the fire departmen®'s; rent
operations, future operations and the fire a ent's

strategic plan for future operations. It is, imp&ga®ive that
those promoting the fire department have a go ungderstanding
of the department's mission, goals and obj ve fore he or

she can educate others about the finacial neefls of the fire
department. :

Price

plan is usually the
the price of the item
task is even more difficult
et price for a taxpayer-

The fourth element of a good
most difficult element to dete
or commodity being marketed.
when attempting to identif
funded service. The PRICE ire department primarily is
the public's  percepti o e cost - effectiveness - and
productivity of the firef(ldepaftment.

dget several price considerations must
Budget planners minds'. First, the cost
cof a budget can t the highest quality, best packaged
and best promoged bugdget proposals. Second, the total price
of the budge i reflection of how well the budget was
prepared. e, does the budget:

1. Rec e e jurisdiction's mission?
2. e&listic goals? .

3, ave“honest justifications?
esent reasonable costs?

. Demonstrate sound financial planning for today's costs
d tomorrow's needs?

When marketing the
never be far from

Marketing Plan

As a final reminder, the budget process is a year-round
activity. However, it is possible to develop a marketing plan
that coincides with the jurisdition's budget process. For
example, certain fire department activities could be scheduled
to occur on, or about, the same time as mid-year budget
review. Furthermore, a marketing plan might include regular
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announcements about the fire department, the services provided
or emergency activities. Depending on the services available,
these announcements could be distributed via several medias.
But, remember, the announcements should be directly related to
the jurisdictions' and departments' respective missions and
goals, and demonstrate how the department's operations ‘are

satisfying those tasks.

The marketing plan also should address the technical aspects

of preparing a budget. While some deadlines for budge
preparation will be dicatated by the jurisdiction’
administrative staff and legislative process, it might v

beneficial to develop some internal deadlines for sucht
as; divisional requests, written justifications, etc.

Finally, developing and implementing a marketing plan r /Lhe

budget process is not a panacea. More accurately mar ing
plan is a tool. And, like a tool, when the markégi an is
used by a craftsman, it can assist in the deyeloppe of - an

accurate analyses and judgement about the w of Jyour fire
department.

[}



UNIT VI: BUDGET CONTROL

OBJECTIVES

The participants will:

l.

2.

Develop an effective expenditure and revenue control
system for a typical fire department.

Identify, document and adjust expenditure-revenue
changes during the budget year in a typical fire
department. ‘



FINANCIAL AND MANAGEMENT AUDITS

The traditional purpose of an audit has been to examine an
organization's accounting systems for internal control of
budgeted monies. The objective is to determine if all
transactions have been properly handled and recorded in
compliance with legal restrictions and that the -records
accurately state the financial situation of the organization.

Usually audits are conducted periodically ( as an example,
once a year) as required by governing regulations of ¢t
political subdivision. These "required"” audits are u 1
conducted by someone from outside the organizatio
systematic examination to verify proper us and ethics e

management of the organization for the purpose off\catching
mistakes and to self-evaluate management practices.

The U.S. General Accounting Office emphasizes t"?\i’ﬂbmplete
audit covers three areas:

Financial and Compliance

This determines whether financial op&gati are properly
conducted, whether financial reports esented fairly, and
whether the agency has complied wit aws. :

Efficiency | _

This determines whether th ganization is using its
resources in an efficientqmanner® and should point out any
deficiencies in the mana e system.

Program Results

This determines
organization.
and whether a
objectives h

impact on desired outcomes for the
s is placed upon legislative authority
atives for accomplishing the selected

Definitio

"An i r or external examination of the fiscal and

mana ent pPactices of an organization."

Auflitin entails the examination of records and financial
parts in order to evaluate: :

Duty/Torts

. Records of accuracy.
2. Propriety of handling funds.

3. Financial and management abilities.

The "Tort Laws" applicable in most states to varying degrees,
requires that public officers and their employees have a
"duty" to perform or comply with any applicable laws, rules,
or regulations for which they may be responsible. This
includes financial management responsibilities. If a public



official fails to carry out a duty as prescribed by law, that
official may be held liable and responsible to the party
injured. 0f course, the laws in the various states are
different and therefore are enforced differently.

As an example, in Alaska, a recent court decision at the
State's Superior Court ruled that fire personnel and officers
cannot be sued for negligence with respect to failing to
conduct fire safety inspections. However, this does not take
into consideration whether the tort may bhave been ‘g
negligence" which then puts the decision under gquesti
Also, while a fire inspector may not be held lia
negligence under the Superior Court's ruling, someone
elect to pursue a suit to the Supreme Court where the d
may be overturned. While it is surely important befYwell
wit pect

informed as to local laws and responsibilities,
to financial and budgeting matters, it is best a\gilgpcurate,

ethical, and productive.

Omission of an act that a person ha to perform.

TORTS

anfe.asance < ,
o

Misfeasance ‘

Improper performanée of an ac a person has a duty to
perform. :

Malfeasance
Doing an act that a pen@annot legally do.

Criminal Fraud '
An intention a omission involving a breach of a legal
or equitabl réSulting in damage to another.

DEVELOPI T L BUDGET CONTROLS

Budg

a

placed upon the financial management progress. Almost

y. transaction requires some double-check or 'safeguard to
accuracy and ethical use of funds. To a great extent,

‘\g:‘ ol A
fisc managers are often frustrated by the many checks that
:gie
s
h

emphasis on fiscal and operational accountability is the

sult of federal grants-in-aid. Increased accountability

requirements have paralleled the increase in federal
 assistance programs. :

While this increased need for accurate and ethical financial
practices may be frustrating, it has also increased the demand
for more gqualified administrators to manage the process
effectively. :



. i
~ Budget Transfers

It is reasonable for policy makers to expect that allocated
funds will be expended as approved. However, as time
progresses, revisions in the budget plan may become necessary.
There may be a change 1in priorities or a change in
requirements., Cost of operations may escalate much more
rapidly than planned. While on cost may go up, another may go
down. VNew information, enhance technology, or new resources
may become available. It is appropriate and important that
policy makers are given the opportunity to make these mid-t
adjustments. As soon as different conditions arise, t
should be clearly articulated with appropriate recomme
and presented to the proper authority so adjustments ga
made in as timely a fashion as possible. In 1 s€s,
proposed budget adjustments should be prepared and bmnidtted
in advance, so the decision-makers will have an c%t y to

:eviéw the issue before passing judgment.
Budget Reporting

It is a shocking experience for an adm1n1 tratgr to learn that

75% of the operational budget for the s been expended
and that only 50% of the year is ; that fixed costs
for a specific program exceed aval nue. Or, that tax
revenues are 50% lower than antici 1th little chance to

recover except by massive layof

It is essential that fre review he financial
situation be conducted and, mea 'n ul reports be generated so
that problem areas are id ifigd or projected early so. they

can be remedied with th a auma.
Generally, admlnlstrato quire at least a monthly summary
of the financial sishuation, with a comprehensive annual report

A, In reality, the budget is virtually
The monthly reports require close
accounting for accuracy and to provide
timely awaren@ss history of potential fiscal lmpacts that
may affec p€nt decisions.

Cost Acgo in

Als as e federal government provides more and more
stapce to the local government, there 1is increased
sig® on how the money is intended to be used and how
ctive it is in accomplishing that goal. As an example,
may be allocated to a large state agency to help train
ndicapped people. The agency may have many programs

irected toward assisting people but only one that meets the
criteria for handlcapped persons as specified by the federal
government. To keep the funds straight, this would require
that a special account be established within the larger agency
to document and control the use of federal funds. In other
words, all activities and financial transactions would be
accounted to that special fund.
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The practice of accounting cost by special programs has become.
more popular because it gives the administrator an opportunity
to identify effective or ineffective programs or, for that
matter, effective or ineffective managers.

"Cost Accounting”™ has become an effective evaluation tool
because it gives the administrator an opportunity to compare
all sorts of variables for effectiveness. As an example, by
keeping track of the operational costs for each fire station,
‘it can provide information as to ineffective heating systens,
excess use of materials or efficient operation of equipme

In another case, cost and effect for an educational program
one part of the city may be compared with a different

in another area. This gives good information for anin
future decisions. Cost accounting can be allocated Wn" a
variety of ways. By:

Organizational Divisions . OV

1, Department -

2. Battalion <- ,
3. Compaﬂy _ \

4. Fire Management Area

Product

1. Suppression
2. Public Education C o

3. Prevention

3. Audiences

Advantages of Cost Accounting

1. Helps to ensure that funds are spent for their intended
use.

2. Identifies relationships between line-item costs.

3. Simplifies cost accounting of expenditures.
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Disadvantages of Cost Accounting

1. Inhibits creativity in good managers.

2. Requires more detailed accounting practices.

3. Creates resentment in managers toward controllers.
Line-Jtem

Funds allocated to specific programs are usually not lump-s

They are formatted in typical line-item budget docume
each account.

It is typical that the initial budget developm fort
starts at the lowest level of the organization. The on in
charge of each account or program is asked to geWelop,a line-
item budget for each account. Then the indivr ine~item
budgets are accumulated into an agency s ar .When the
budget is finally approved, the funds ted to the
person in charge of each account for propr e ion.

Line-Item budgets are usually divi
categories:

e\ at least four

1. Personal Services: ategory usually includes

all costs for personnel cluding retirement, health
plans,; and other employ utions.

2. Services and Sufiplie This usually includes all
costs relating to hySical resocurce requirements of

the unit, such agl reng, postage, electricity, supplies, -
repairs, and membegship fees.

ay: This usually includes rather costly

3. Capital g0t
physical - ies such as equipment, buildings,
apparatu ay item with a long-term use and in excess

of a pretietérmified value.

Adv ;:!-'.

Hélps to assure that funds are spent for their intended
use. :

ci Funds: This usually includes special funds
ants or debt retirement costs.

Line-Item Budgeting:

2. Identifies relationships between line-item costs.
3. Simplifies cost accounting of exéenditures.
ESTABLISHING A EXPENDITURE/REVENUE PLAN

The political environment varies from community to community.
Past experience in budgeting practices will be a strong factor
as to how liberal or restrictive policy makers will be with
the fiscal manager. If past practice has been less than
satisfactory, then expenditure limitations will likely be much
more strict. On the other hand, if the past fiscal activities
have been accurate, efficient and productive, then



policymakers are likely to be more liberal. Regardless of the
present political mood, it is a good idea to clarify the
expenditure/revenue plan and have it approved by the proper
authority. While this may place restrictions on the manger,
it also clarifies, in writing, Jjust how much flexibility
exists.

Set Policy

With respect to the budget expenditure plan, policy statemegsts
generally relate to the authority given to various le

managers to spend funds and make changes ‘in the get
allocations. While these are usually expressed as * 3
issues, it also identifies the flexibility and authorit en

to the various managers.

As an example, the chief of the department m up to
$5,000 within specific program accounts so long oes not
require none than 10% deviation in the line4itemWallocations.
Anything -above this amount must have a o) f the city
manager or board of directors. On the her d, a company
officer may be authorized to spend up 00 dollars strictly
within 1line-item allocations without approval. In
effect, expenditure policy clarifieg the Wauthority for making
expenditures, the amounts that may ofsgxpended without prior
approval, and what changes may ie bhetween accounts, such
as programs, functicns, or lin

Identify Constraints

In addition to policy ¢ ints, there are usually many more
informal constraints that age“imposed by a variety of special
interests or influenges )Jthat must be identified and
articulated into policy ements. Labor unions or consumer
groups may have gPe@ial need or interest that they will be
watching closel ial notes should be articulated to help
guide the budg 5s without political conflicts.

islative constraints are virtually always

While lega

clearly w en hey may mot be readily available or clearly
understo enabling legislation and relevant laws should
be id i d, interpreted, and entered into the operational
procgtiur r all budget activities. '

otment. Plan

m cases, anticipated revenue-will not be available in a
1 sum at the beginning of the fiscal year. Revenues may

e sporadically or a little at a time throughout the year.
The revenue plan should identify anticipated revenues soc that
managers can be aware of how much will be available at what
time during the budget period. Usually "allotments” are
projected on a quarterly basis.,

In other cases, revenue may be available, but department
programs may not be in place or in need of all available
funds. Rather than allocate the money prematurely, the funds
may be invested to increase revenue and allocated when program
needs come about. The allotment plan should project at least



a year in advance to show how much will be available for a
given period.

Control Ledger

Just how actual funds and expenditures are to be recorded will
depend on how sophisticated the agency's accounting system is.
In a very small community the ledger may consist of one simple
ledger, while in a larger organization the accounting process
may be computerized and integrated with the total municigal
budget process. In any case, it is important that the pe

who is responsible for the day-to-day expenditures hav e
access to the full picture, both in detail and in
perspective.

Revenue Plan

- Most organizations have several or many sour yrevenue.
The business of forecasting just how much wi be ilable is
perhaps the most critical issue in establighi asbudget plan.
In most cases, as the economic situafion nges, actual

revenues collected will likely change. chahige in the price
of oil by OPEC may eventually affect e i in a community.
t timber industry in

ue n a small logging

community. While accurate fore ng of revenue can be very
difficult, careful consideratj i assential. Perhaps the
most critical factor is t e potential changes in

adeguate time to make a iated adjustments without
traumatic results.

COMPARING ACTUAL REVENUE EXPENDITURES WITH ESTIMATED
AMOUNTS

pgresses, actual revenues may be more or
Of course, the most critical situation
occurs when tures are more than projected. This is the.
worst Si4i; 1 n terms of management control. It may be
. necessa pmy make significant changes in programs and

perso . The sooner the shortfalls are recognized, the
easj ifwPll be to adjust.

ch bidget . report should include room for a cost and variance

s ement. This part of the budget report is the recording of -
n ial data that reflects the program or activity manager's

e rts to stay within the budget. Such a report should
lude the actual costs expended per month on th cost
accounts specified, the budget allowance for such costs, the
variance between anticipated and actual expenditures, the
amount budgeted for the period, and the variance of the total
year. This costs and variance statement is <called a
"performance-to-budget report," because it compares actual
performance of the operating budget to projected budgetary
requirements. It is essential that the performance~to-budget
report be accurately maintained. Even though many fire
department receive funding from public sources, it 1is
essential that the manager of the program, activity, or
department constantly remind him/herself the he/she is, in

less than e

-~



essence, a businessperson. 2 good businessperson alwaYS
understands all of the costs that the business is faced with,
and the actual recording of those costs is essential to enable
them to make good management decisions. Accurate recording of
all costs to an operation can also be an effective personal
relations tool for those in the political decision-making
process, as a complete an accurate record over a period of
time is more 1likely to obtain budgetary approval than a
department with sketchy and sloppy records.

Budget Reports
As the budget year progresses, changes occur in alfigs

areas of the process. The manager must be kept a ey of
changes in expenditure patterns, revenue expectation pregram

success, and impact on desirable outcomes. Budget orts,

including all the listed dimensions, should b epaxed on a

frequent and regular basis. When the sitﬁ' rapidly
Wh

changing, reports must be more frequent. conditions

become more stable, they may not need to frequent. Yet

guarterly reports, as a  minimum, se p nt to catch
i

unexpected events that may affect the pend re strategy.
The Purpose of the Budget Report \

1. Keeps policy makers aware current situation, in

terms of expenditures andd

e

nues.

2. Forces a periodic rev ‘N generally monthly, of the
organization's financ®al situation.

3. Records the finantial gsituation of the organization at
periodic interval

for future years, especially in
low reguirements.

4. Helps pla
calculating

Typical Disadvar

and therefore is costly.

1. It t
2. tN\1i8, difficult to project the true picture without
er xplanation. :
ems

ally Included
xpeﬁditures to date.
Expenditure history, generally a few years back.
3. Projected expenditures.
4.. Revenué‘history.
5. Revenue projectiohs.
6. Percent of budget period exﬁended.

7. Percent of budget expended.



8. All necessary explanatory notes to clarify deviations
or exceptions.

Negative Balance Options
1. Reduce cost through more efficient operations.
2. Reduce level of services.

3. Seek additional revenue such as transfers from other
departments or increased tax remedies.

A negative variance usually results in automatic e
expenditures to make up the difference.

On the other hand, when revenues exceed anticjipate els,
this too can cause problems for managers. I case, the
manager of the water department felt it would b ssary to
raise water rates to meet anticipated need next - year
weather conditions were extremely hot whi d everybody

to use more water.  This increased reévenu nd created a
significant windfall. This was viewegd t people of the
community as an effort on the par manager to the
budget.  Even though rates were tedy the next year, the
manager was terminated. .

Positive Balance Options.

1. Increase level of servi & though this is usually not

permitted without pol maker approval.

2. Allow for end-of-year yover,

A positive balance us y doed not result in increased
expenditures wit ormal approval. ‘
MANAGE BUDGET J TS
Budget adj wEn include not only the variance between
actual c the amount budgeted, but actual changes in
the co peration due to inflation, wage increases,
emplo efits, and cost of capital equipment. This change
in t nditions will require a budget revision. If costs

d eage en a supplier is found who charges less, or when
tal es decrease, a downward revision in the budget will
egdreguired. If costs increase, an upward revision. in the
g is required. Modification of an approved budget can
oc@fr due to cuts in overall spending by the governmental
y. transfers of funds from a lesser prioritized activity to
one with a higher priority, and supplemental appropriations,
which are additional payments to fund a particular activity.

Cuts in Spending

Overall cuts in spending by a certain percentage can be
devastating to a fire department budget. The fire service
manager must realize that an overall reduction in spending by
the same percentage for each activity or program within the
fire service will probably not be the most efficient use of
that department's resources. an overall reduction may



eliminate the effectiveness of almost all of the activities of
the department. Cutting an activity with low priority may be
preferable to severely reducing the total effectiveness of the
depirtment and its ability to achieve its objectives and
goals.

Transfer of Funds

Transfer of funds from one governmental activity to another,
or from one program to another within the department itse
is the result of a management decision by one in the hlg
levels of the decision-making process. Such a transfer
result of a decision that funds are more needed elsewhe
that particular time and reflects a prioritization of
activities over others. Those that are faced w lasing
funds due to a transfer must somehow try to reduce s by
using capital equipment and personnel hours moreNefficiently,
or limiting the program in away so that th tiwity is
utilized to the utmost for that particular time.

Supplemental Appropriations

budgetary allowance due to a change conditions facing
the fire department. Such allowan e the result of an
extraordinary circumstance in a amount of time (such as
a large outbreak of brush fires requirement of a large
‘amount of overtime necessary y short period of time.
Extra budgetary allowances ar s made when the budget must
be <changed on a one- gis due to extraordinary
circumstances. Suppleme ppropriations are also made when
the budget forecaster faflls t ecognize a large cost increase
that occurs in the operatinglyear.

Supplemental appropriations are made as“is ult of an extra
e

allowance, however, should be noted on
: dget report and the reasons for the
: + the budget manager must be able to
e ¥fquests for extra budgetary allowances to
ey are the result of some unanticipated
management of the funds already allocated
ar period of operation. Each allowance must
therefo 2 evaluated in its own factual setting. A budget
mana nﬁ\g;: d also specify by whom and when budgetary
all ces Ycan be made in order to ensure that the proper
m g t makes financial decisions. This decision-making
therity should be decided beforehand, and the procedures for
essing and granting supplemental budgetary revisions

1 in writing and distributed to all operation managers.

Such an extra budge
the performance-
allowance note
effectively a
determine whe
contingenc
for that @

PROVIDING AN AUDIT TRAIL

On a day-to-day basis it is often cumbersome and time
consuming to document all transactions and to cross reference
where necessary to assure that auditors will have a good
record to check for accuracy. However, as memories fail and
people change roles, the day-to-day notations become very
important. All transactions should be recorded and cross
referenced to provide adequate information, even after
extended periods of time.
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The following .items may be used to cross reference:
1. Receipts

2. Contracts

3. Vendors' records.

4. Terms of the transaction.

5. Authorization of the transaction.

6. Specifications for the product and delivery.

7. Purchase orders.

DEVELOP PURCHASING PROGRAM y

An organized purchasing program is essentialgy to d fiscal
management. The purchase of capital equi igla decision
that can effect efficient operation of a fire rtment over

be sensitive to department needs and ance criteria.

Performance criteria should be spe d included on the
purchase document. _ . -
The purchasing department ca 6\ ake advantage of all
vendor discounts and volume Scounes. Common items can be
easily requisitioned in large oupts, and cost allocation can
be made according to ogram's percentage of use
(prorated). Common ite be allocated on a periodic
basis; however, control/fshou e maintained so that use of a
particular item in ea pribgram can be determined. This

requires good inventory ol.

a number of years. The purchasing degeg\:fn must therefore

It is essential
local purchas
Knowledge of
practices 1

ogram mangers and budget managers know
ations and legal purchasing systems.
and local 1laws concerning purchasing

Most mun ire departments require competitive bidding
for m jor purchases. Major purchases should require
detaided ification of performance criteria and should be
mad t fire chief or the appropriate administrative

sonneyl. Such requests are then approved by the finance
icer, and requests for bid proposals are distributed to
entfal vendors. Once bids are received, the fire chief
follow up with the person responsible for equipment
urement and maintenance to determine if the bid proposals
adequately meet technical specifications. ' -

Basic Purchasing Functions
1. To be familiar with the sources or supply.

2. To understand pricing, business practices, and market
conditions.

3. To know the statutes and“ordinances with respect to
bidding.



4, To establish a system to ensure discounts are taken, that
quality is tested, that ordered items are properly
received and stored, and that deliveries are prompt.

5. To deal effectively with sales personnel and contractors
as well as with other municipal service departments.

6. To have authority to obtain bids based upon the precise
specifications that the agent has helped formulated.

Individual Unit Replacement

It is necessary to take into account all factors to d
if items should be replaced all at once or as they wear

1. Length of life of the item. '
2. Standards of service performance. V
3. Capital investment. —

Example: Should 1ight bulbs be replacgdfas ey burn out or
replace them all at their expected effi rformance life.

Total Cost Purchasing

Useful in analyzing bids _i@ r capital purchases,
includes all costs in total ¢

1. Purchase price. 0 . |
2. Maintenance costs.

3. Replacement costs.

Cooperative Purclg Programs

departments may join with other
cooperative purchasing program to reduce
to be considered are: -

Smaller «ci
organizationp

costs. -é i

1. 'Qg\i-e level of service be comparable to the present
ev :
Wi there be adequate control of = acceptable
specifications for the product or service?

3. Can a common basis for sharing purchasing arrangements be
justified?:

Sharing Contracts

Sharing arrangements should be formalized in clearly written
contracts, including:

1. Timetables.
2. Conditions of performance.

3. Personnel requirements.



4. Cost allocations.

5. Length of agreements.
6. Right to terminate.
EVALUATION

Gather Information
Budgets should help to initiate improvement in a
department, and a budget evaluation is a process that e
whether or not this is the case. Budget evaluation

how the department utilizes the performance reportseto
the desired results from the funds expended. A pé&rfommance

report compares actual expenditures and revenues% udget

(o)

amounts for a particular activity, and is a stagtimg int for
budget evaluation. However, the real starting pQi n budget
evaluation is each department's review of specific goals
and objectives. By reanalyzing these, a e ough budget
analysis is possible. A manager must firstg analyze whether
these goals and objectives were met in a\satisfactory manner.
In order to do this, a manager u rst collect all
available and pertinent infor n concerning budget
performance. . This comes form erformance-to-budget
report. Information can also ained from the periodic
meetings between budget person epartment heads.

These performance-to-budget s would be distributed to
all those who participaté, in Ythe budget evaluation. This
includes top-level ma department heads, and budget
personnel. These repdrts grovide information on departments
that experience cost riafices which are either negative or
positive. Both im ant in evaluating an operational
budget since bud justments should be from them.

It is also i rt o be able to quantitatively analyze how
productive a{certain budgetary allowance was. Budget planners
and decis k in the budget process will find it very

data indicating increased productivity in
dget estimates. This data will provide
for management and program audits. The management
analyzes whether the organization is effectively
g 1its resources in an economical and efficient manner
cause of any inefficiencies in the organizational
cture, procedures used by the administration, and the
ent information system. A program audit is a review of
rticular program or activity and whether that particular
gram's objectives are being met, whether the expected
results of the program are being achieved, and whether the
program can undergo improvements that can achieve the desired

result.

helpful
the ann

Beﬁefit/Cost Analysis

Understanding these economic concepts will provide material
for arguments to justify or prioritize fire service activities
to budget and policy decision-makers. Actual empirical
measurement of the social benefits and costs may be difficult;
however, these arguments are tangible and should be made when



¥

funding for the fire service is in competition with other
public, service agencies.

Federal, state, and local governments spend enormous sums of
money each year on public service activities. Policymakers
are the decision-makers responsible for determining how this
large amount of money is spent. However, the issue facing
policymakers is whether their decision in deciding where to
allocate this money among competing social activities is in
the interest to the public. Benefit «cost analysis @is
comparable to a business in the private sector analyzing
profitability. In benefit-cost analysis, policymake
decide whether the social benefits of engaging in

activity outweigh the social costs. Social benefitsg andfcogts
include not only the accounting concept of benefits d c@sts,
but also the social benefits and costs. Social benefiyj can
include such things as a decrease in injuri and _ deaths,
increased employment, increased productivity o ngs due
to a reduction in fire loss, and a decreasef isk of dying
in a fire. Social costs include not only nting costs
such as the purchase price of a fire uck, t the social
costs of purchasing the truck, such a\at as given up in

public service activities in order to to pay for the
fire truck (such as five police car

a benefit-cost analysis
identifying all effects of
s the selected activity,
increased protection against
an indirect benefit will be
the decrease in the prij 7 emiums for fire insurance to
all taxpayers. It is/fobvi that an exact figure for the
actual value in dollars Jlor 1lives saved is not really
quantifiable; however, enefit in terms of social benefit
is very real. apartment heads attempting to Jjustify
additional expe »s for fire protection can use the
argument that - atrease in the risk of lives 1lost and
inj ' fs worth the additional expenditure, and

The first thing necessary to c
of funding a particular activi
the activity. When fire proge
the direct impact is, hopefu
life and property loss; h

that it ma advantageous for society to invest in that
activity it to hire additional policemen who may
prevent age of 10 robberies per year at $500 per
robbe '

It €salso’important to realize that the social benefits of an
ivit§ can accrue over time. For example, the construction
of a new fire department building will occur in the
ate future; however, the maintenance costs and the
its of increased fire safety will be accrued over time.

Thus, the future benefits that extend from the present
investment in additional' fire safety should also be argued to
decision-makers in your request for additional Dbudget
appropriations. : '

Once the costs and benefits are determined, the department
should evaluate whether the benefits of undergoing the
activity outweigh the costs. It is apparent that a society
can invest too much money in fire protection; for example, a
city with a population of 50,000 will not build 50,000 fire
stations. A society can also invest too 1little in fire



protection, as a population of 50,000 will probably not be
protected sufficiently with one fire station, one fire truck,
and one ambulance. The question is whether the benefits of
purchasing additional fire safety ion the form of capital
equipment, increased manpower, or increased  technology
outweigh the social costs of purchasing the same,. This
purchase must also be weighed against whether $50,000 in
additional budget appropriations will best be spent on $50,000
in additional fire protection, police protection, or
maintenance of municipal highways.
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FACTS ABOUT WESTVILLE

Pertinent Facts

Westville was incorporated in 1867. Since then it has experienced steady
growth. The present population is 150,000. The city covers an area of
approximately 38 square miles, and it i1s a typical, medium-sized city with
diversified industry, a busy commercial center, a university, t
hospitals, and a waterfront used for both commercial and recrea
purposes.

It is a t'r:ans;')ortation center of considerable importance to Fallg coun d
the regional area. It is served by two railroads, a commercia w and

a shipping port on a navigable waterway. Interstate highwa near
the center of the city.

Westville is multi-racial and has several ethnic neighborhoods. Westville is
primarily composed of middle—lass, single-family (dwWelling units. There
are, however, large areas of substandard housin t tlying parts of
the city, there are sections of expensive, r-fgcome housing. In
addition, to single-family dwelling units, th ections of the city
composed of apartment buildings, some of are high-rise buildings
ranging up to twenty floors in height.

The central business distri.ct is somewhatWcongested, It features a modern
shopping mall in the center of the di ct. WBuilding heights in the central

business district reach six to eve ies. One office building is
twenty-two stories high. Several @lg centers are located in the outer

perimeter of the city.

Industrial tracts are not e ally congested, There are three privately
owned industrial compleX gach consisting of from four to seven
buildings. Only a few 2 important industrial risks have automatic
sprinkler protection. ; several lumber and material storage yards,

and three bulk pet stofage facilities, all located along the river.

Urban Developmen 1le

ity \of Westville is expanding to the northeast.
come residents now located in the south section of the
moving outside of the city to the north and east,
ome housing is expanding 1in the south section
ately below Sand Island. '

ter supply comes from an impounding reservoir located three
miles northwest of the city. The capacity of the reservoir is
35,000,000 gallons. The water supply is considered very reliable
and ranges from 1,000 gpm to 5,000 gpm in most of the heavily

" developed areas of "the eity. .



3.

4o

Bridges cross the Blue River as noted on the transportation
map. Railroad tracks cross under highways as noted on the
same map. There are no tunnels,

The elevation in the East Hill area {s 300 feet above the
business district., Land also rises gently on the west side of t
city where the river forks.

A series of suspicious fires has been occurring in the
of grid B-6. There does not appear to be any widespread Qrs
in the city.

The closest town to Westville is Peachville., This munity has -
a part-paid department and operates two trip nation
engines, a 2,000 gallon tanker, a light rescug vehigley and an
ambulance. ' )

Newton is the next nearest community the west with a current .
population of 5,700 and operates a fir ent with' three
engine companies and a rebuilt 20-%e 1d, 65 foot aerial -
ladder. This department i{s all vol at the present time,

The current fire chief for EWes' st about to retire.

A significant problem is th that fire départment records
are almost nonexistent.

The City of Westvillefhas ed a 1974 edition model building
code, but enforcement)is allnost nonexistent.

Island is by boat and a foot bridge at the
OvVerpass,

Access to Com
side of the‘r

map ohly shows the existing major streets
cks. Currently, the city has not developed a
map for the future, }

arms are received by the Police Department which

13. -]
n% he 911 Telephone System, installed in 1981, These calls
transferred to the fire alarm office, A 1930-installed
Ga

well Box alarm system is still used in the main business
district, S
@ The residences are:

Single-family dwellings 29%
Duplexes and town houses _ 34%
Row houses 23%
Garden apartments 6%

High rise apartments 8%



5. .Requests for emergency medical service in Westville have risen .
dramatically in the past five years to a current position
constituting 65% of all alarm activity.

16, The average response time for the first-arriving fire department

unit in Westville is 3.4 minutes. The average response time for
an ambulance is 7 minutes,
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Table 1: General Statistics

Fire loss per capita for all fires

Total fire loss for the base year $2,110,200.

Number of building fires per 1,000 population

Total assessed property value $2,475,

Insured property value : $983,800,000.01

Fire department budget (base year}) .00

Base year insurance premium costs = 23%95,119.,00

hkddhhdddhhkbdtdr ik hddehbkdires » khhhddhkkhheiin

Table 2: Number of Buildings ssification

Mercantile 286
Industrial , Y 4 24
Institutional and Governm 181
Substandard Residential _ 11,300
Multiple Residentia o 2,700
Middle-Class Residé : 13,600
Upper-Class Resjflentis 1,980

kkkdkkkhhhdirhh rhhkXhhkkdhhkhddhddbdidddddddhddid

able 3: Economic Information

Current a@luation rises 3,]1 percent per year,

Salarief fof fire service personnel go up at the rate of 8 percent: in
e seyWeay ' plus 1.

th 7
G ministrative and operational costs for the fire department
g at the rate of 7.5 percent in the base year plus 1.

LR AR 2221222222222t il sl Rt
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Fire Flow Risk
Init. Sust. Life Co
1. Apartment Complex 1344 5500
2. Stemple Tower 460 1500
3. Fort Hillis Hotel 726 4500
4. Academy Motel 290 2500
5. Riverside Home . 285 2500
6. Airport 300 4500
7. Hospital 350 2000
8. Furniture Factory 600 5500
9. Hospital 275, ... .
10. Apartment Complex 280
11, Shopping Complex - 325
12. Apartment Complex . 300 .

13. Petroleum Industry.
14. Paper Storage

15. Warehouse

16. Apartment Complex
17. Shopping Center
18. Shopping Center
19. Warehouse

20, Hotel

Table 4: Target Hazards

¥ e

khkkkhhRd @Qﬂr*********************************
Gener \N

ggregations for the Base Year

Table 5: Fire Incident Data

Numbe® of fire incidents . .. , - 3,790
er of emergency medical incidents - 7,038

T

tal number of alarms o 10,828
ent Forecast for the Base Year + 10 Years
Total number of fire incidents 12,476



Cumulative Frequency Data Analysis for the Base Year

Incident Type

Building fire

Other fire

False alarm
Overpressure rupture
Hazardous condition
Good intent

Service call

Other

Emergency Medical Care

Cardiac

Respiratory problems
Acute {llness

Trauma

Other

Totals

1,786
456
566

14
582
56
204
116

\V
OF

404

Data on the Five Most Severe Fires

" Warehouse $80 Case #1-
High school 1, Case #2
College dormitory 180900 Case #3
Row houses 50,000 Case #/

Estate

Case #5

,000
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A CURRENT ASSESSMENT OF WESTVILLE'S FIRE
PROTECTION ADMINISTRATION

Overview

The administrative head of the fire department is & fire chief who reports
directly to the city manager. There are four assistant fire chiefs. Th of
these chief officers rotate command of the fire suppression forces, d
chief officer is responsible for staff operations.

Related Information

The Insurance  Services Office (IS0} Survey Report owwlle was
N1

conducted 10 years prior to the base year. Much of the ng related
information was obtained from the I1SO Grading rt should be
remembered that due to a poor records managemen s r the Westville

Fire Department, it is difficult to verify somefof t facts as being
current conditions, _

1. Fire Alarm ' \

keep pace with the growth of

cts and outlying mercantile
re alarm box service., The fire

The telegraph fire alarm system has fa
the city. Large areas of the reside
and industrial sites are without mu
alarm equipment is old and unreliabl

' 2 Fire Prevention

The fire prevention activitiesN\of th® Westville fire Department are under the
direction of a captain_who been appointed as the fire prevention

officer. He reports to the assistant chief of staff operations.
Assisting in the fir & ion office are two lieutenants who function as
fire prevention specterg’ and one civilian stenographer who types
correspondence a o and maintains the fire prevention files.

The fire p ionWoffice has the responsibility for investigation of
complaints i fire prevention practices and the building code, fires
of suspigio ture, and all fires where the chief officer is unable to
a se, One of the fire prevention officers inspects public
and institutional buildings on a quarterly schedule. National

Prevention Week activities consist of demonstrating the fire apparatus
ing a fire prevention talk at each elementary school.

e present fire department organization, it is not possible to inspect
e ousands of individual properties that are not classed as public
sembly or institutional. It should alse be noted that no reinspections are

made to determine the degree of compliance to fire prevention

recommendations,



There 1s no dwelling inspection program. The fire department is not
consulted for approval of plans for new construction or alterations. Fire
company personnel are not directly i{nvolved in the fire prevention program.
The relationship with the city building department {is poor at best,
Westville does not have a fire prevention code, although there are several
sections of the city municipal code which pertain to fire prevention laws.
The city has adopted, by reference, the comprehensive National Bui g
Code, as noted previously, which does contain provisions for life sa ety.

3. Fire Department Operations

The Westville Fire Department operates out of 12 fire statioRs. e 12
engine companies, four ladder companies, and one rescueqsquad e each
assigned four personnel per shift, but several of the c %mutinely
operate with a crew of three due to absences. An assistant is on duty
during each shift, '

There are four ambulances assigned to the stations witl) ladder companies,
and they respond with one firefighter from the company and one from
the ladder company. On serious medical ecal ine company or the
rescue squad may be dispatched to assist th Ce crew.

gine companies, one ladder

The normal response to structure fires
e squad responds in the

company, and the assistant chief.

downtown area and to all target h , and a third engine company is
added when the rescue company is, not able.
Six of ‘the engine companies te 0 gpm-or 1,500 gpm diesel pumpers

less than 6 years old. The {lder fpumpers (including three reserves) are
gasoline powered, 1,000 gpm ts sfanging in age from 10 to 23 years. The
newest ladder is a 100gfgot tower-quint which was delivered six months
are 85 or 100 feet in length, ranging from 7 to

ago. The other three lad

20 years of service. r pumpers have two preconnected 1-1/2" attack

lines and 500 gal 54" The older pumpers have 250 gallon tanks and
All "engine companies carry 2,000 feet of 2-1/2" hose

one preconnected
in a split bed

The initialeat and sustained attack gpm capabilities for the Westville
Fire Depaftmént ve been evaluated in each fire management zone. These
figures indigated on a map overlay.

Annial Operations Cost (Personnel, Equipment, and Maintenance)

ne Company: $350,000
scue Company: 368,000
adder Company: 368,000

Construction Cost for New Fire Stations

Two Bay: $450,000
Three Bay: 600,000
Four Bay: 750,000



Westville Fire Equipment

Station #1: Engine 1 (1,500 gpm) ' (Cost: $130,000)
Ladder 1 (100' tower/quint) (Cost: $325,000)
Rescue 1 (Cost: $128,000)
Ambulance 1 (Cost: $ 37,000}

Station #2: Engine 2 (1,250 gpm)
Station #3: Engine 3 {1,000 gpm)
Station #£4: Engine 4 (1,500 gpm)

Ladder 4 (100' aerial) (Cos 245,
Ambulance
Station #5:  Engine 5 (1,000 gpm)
Station #6: Engine 6 (1,000 gpm) '
Ladder 6 (85' aerial)
Ambulance 6 '
Station #7: Eng'ine 7 (1,500 gpm} 2

Station #8: Engine 8 (1,500 gpm
Ladder 8 (100' aeria
: Ambulance 8 .
Station #9: Engine 9 (1, gp

Crash/Rescue\@ (fodm/dry chemical)
Station #10: Engine ,000 gpm)

Station #11: ,000 gpm)

(1,000 gpm)
(18')
pumper (250 gpm) (Cost: $55,000)

*%* *\ Whhkddkhdrrdrbhrrrr bbbttt hb bt drird
Cos§ Analysis for the Westville Fire Department - Operations
n

Costs fbr the Base Year:

Station #12:

epfo
"W Fire Chief: Salary $37,000 + 31% fringe benefits = $49,125,

Assistant 'Fire Chief: Salary $28,000 + 31% fringe benefits =
$36,680. :

¢. Line and Staff Captains: Salary $25,000 + 31% fringe benefits =
$32,750. ¢



d.

e,

f.

g,

Line and Staff Lieutenants: Salary $22,500 + 31% fringe benefits =
$29,475. . _

Company Non-Officer Personnel: Average base salary is $19,800
per position + 31% fringe benefits = $25,938,

Staff Support Personnel: Average base salary is $16,000 for each
person + 22% fringe benefits = $19,520,

There is no additional pay for engineer (driver) or ambulance
services,



Fire Chief

Personal Background: S5 years old, married four children (two livimg
at home, two married and living in Westville}). Enjoys hunting a
fishing and family camping trips. The chief's best friend" t
assistant chief over the department's administrative divisi

fire chief is an extrovert and loves parties. As an athle o
lettered in three sports while in high school, the fire iefy) has
always been well known locally. The chief has been kno get

physically violent when confronted with high-stress sit

Professional Background: The chief does not ha lege degree,
but has taken over 100 hours of college cour s almost 30
years with the Westville Fire Department, Th€ chi orked through
the ranks to the top in 22 years, and_pEimari served in the
emergency service side of the job durin ime, Although a
member of several national fire organ o the chief has never

actively participated in them,

Political Background: In civic. s, Wliberal" is really not an
accurate description of the chie city government who have
been around a while say '"reckle uld be more accurate. The chief
has stepped on the union presideny!s“toes several times, but is very
popular with the media colorful personality. One of the
chief's sons is a localf police and the other son works as a

salesman at the mayor's @ealetship.

Role: Must act as 8.E. of Fire Department — Direct staff toward
harmony, promote lgipative management and open communication.
Must interact E other department heads as a participative
manager. M eigfremely sensitive to mayor, City Council, and
city manage degires, Must be aware of community needs and
desires,

,g\
&




Assistant Chief/Communications .

Personal Background: 45 years old, married, no children, This is the
communications chief's third marriage. Enjoys sailing and traveling
and is very active in civic affairs. Has regular communication wit
the transportation director who shares many of the same concerns fo
city development. The communication chiefs is good friends with
fire marshal. '

Professional Background: The communications chief acQuired
bachelor of management degree from Diploma Mill Univers 4o

Promoted through the ranks, the communications chief has§a“Wider .
range of experience than any of the assistant chiefs knibwsthe
Westville Fire Department inside and out. The co ic s chief

has 19 years with the department.
Political Background: As a moderate libera \ matters, the
ir» state and local

communications chief is well liked and re

political circles, but is viewed as slick an - at by most of the
other assistant chiefs and the fire ch T communications chief
always gets a job done well, but es unethical in his
. approach. The communications chief® er is an important member
of the Chamber of Commerce apd the largest construction

company in Westville., The communi@ation§ chief secretly aspires to be
the next fire chief of Westville '

Role: Must actively represent Ngeds/relating to area of responsibility
with intra-department praegesses. Must be sensitive to the desires of
the fire chief, Must t with peers in an open, participative

manner, Must be age of the city management and community
desires, @




Assistant Chief/Fire Marshal

Personal Background: 52 years old, married, four children (three
married and living in Westville, one attending college in the eas
Enjoys music and camping. As an introvert, the fire marshal d ngt
socialize with government officials and only seldom attends g
organized by the department, The fire marshal is very activeW\in“¢nhe
city's largest church group.

Professional Background: The fire marshal does no ve a coilége
degree, but has taken some management seminars of estville
University. As fire marshal for the last ten yearsqand member of
e%has

several national fire prevention organizations ttained some
national recognition.

Political Background: As a moderate cons in civic matters,
the fire marshal is not a socializer, o8 act as chairperson of
several "action-oriented" committees ch? The fire marshal is
considered to be thorough in comp tasks and achieving goals.
The fire marshal enjoys good 1i munication with the union
president and is good frie the assistant chief of
communications, The fire chie§ Teels the fire marshal has no
personality, but is competent at RQis*®job. The fire marshal and the
building safety manager o personal grudges, but seldom agree

on professional issues.

Role: Must actively repr eeds relating to area of responsibility
t processes, Must be sensitive to the desires of

within intra-depart

the fire chief. teract with peers in a open, participative
manner. Must gbe are of the city. management and community
-desires, -
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Assistant Chief/Maintenance

Personal Background: 65 years old, married, six children, all
married and living outside Westville, except for one son who is a
captain on the Westville Fire Department. Enjoys traveling d
visiting with grandchildren. As a dominant, driver-type person i

the maintenance chief has little patience with people who have no
discipline. As a member of the Lions Club and a lifelong cigizen
Westville, the maintenance chief is well known, liked and re

in the community. V
Professional Background: The maintenance chief dges ve a

college degree, but through 35 years of experience onthe départment,
with ten years as head of the maintenance divisigh, "th ef is very
competent, The maintenance chief's outspoken stjle hdls caused some
strife with other departments and past City ilsy which had a
detrimental effect on possible professional

e in civic matters,

Political Background: As a moderate
and very opinionated.

the maintenance chief is known to be
The media enjoys interviewing the m
clear and concise, answers, Th

popular personality of the fire departigent. The maintenance chief was
considered for the fire chief! b competition with the current
chief. The fire chief and t ance chief have mutual respect
and admiration for each he maintenance chief will not be
talked  down to by any he other assistant chiefs. The

administrative chief o states that the maintenance chief is "over
the hill,"

Role: Must activgly ent needs relating to area of responsibility
within intra-de enp processes. Must be sensitive to the desires of
the fire ch nteract with peers in an open, participative
manner, ware of the city management and community

R
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Citizens at Large

The general public is slightly frustrated with city government ,in
general, The level of city service in most areas is considered sligh
inadequate and in need of well thought out change. Citizens afglar
tend to like the mayor and think he does the best he can

circumstances. Most citizens know little about the fire dep
but tend to feel it is adequate. They generally feel theirQganitation,
water and electrical service are inadequate and a change eded

in the public works department, V
Role: Must interact freely with all other Westyille \¢h@racters 'to

actively represent constituent needs and con as Jyou perceive
them to be in Westville,




Women's Club President

Personal Background: 40 years old, married, parent of two children
(one Westville High School student and one Westville University
student, both living at home). Enjoys skiing and flying. The cl
president is a self-made success and deplores the idea ¢th
conspiracy and subversion exist in city government. The b
president requires perfection in personal and professional lifg, T
club president aspires to be on the City Council,

Professional Background: The club president has a maste v in
history and a bachelor's degree in political scignce; ently
serving as the principal of Westville High School, As ember of the
Board of Education, the club president is con re pable of
achieving any goal that there is a desire to achieye.

Political Background: Moderately liberal \h matters, the
Women's Club president is not taken seri b e city manager.

Through fund raisers and political benefi club president has
become good friends with the presiden@ireﬁghters' Union. The
club president has a good image wi s at large. The media
often interviews the club president: ic issues for an opinion the
citizens can relate to,

Role: Must interact freely other Westville characters to
actively represent constituesit nedils and concerns as you perceive .

them to be in Westville,
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Chamber of Commerce President

Personal Background: 58 years old, married, six children (fgur
married, living out of state, two living at home attending gradu
school at the Westville University). Enjoys swimming-and r i
The chamber president is very active in civic clubs and
several annual benefit activities. The mayor is one of the
president's best friends and their families vacation tofjgtherf\edch
year. The chamber president has had some drinking problemSyover the
years, and once ended up in the city jail.

Professional Background: The chamber president is aRy attorney and
president of the Westville National Bank. The cRamb president's
father, who was regional director of the rafiroad, s reputed to
have criminal connections. The chamber presigent s held the office
for ten years. :

matters, The chamber
is known as the person -
nt. The chamber president
sually supports the fire chief,
The media doesn't trust the
ing down.,

v

Political Background: Very conservati
president is very popular in civic circ
to see if you want action in city
doesn't trust the police chief, :
especially on citizen safety ué
chamber president, but can'g pin

Role: ~Must interact frefly w all “other Westville characters to
actively represent consfituent) needs and concerns as you perceive
them to be . in Westville,



Media

Television: One local television station. Has limited ability to
broadcast live, but usually reports news in a timely fashion. The
station 1is generally conservative in civic matters and usually,is
critical of city departments. The general manager/owner pr
nightly editorials after the newscast. The general manage
considered above reproach and is respected as an accurate r

Newspaper: One local newspaper which prints a morning afterfioon
edition. The newspaper is rather liberal in civic mat wot‘ten
challenges the city to be more progressive and _innoWatiye. The
—owner/publisher is refreshed by the enthusiasm of Fipefighters'

Union president, and 1is acquainted in a po e with the
assistant fire chief of the maintenance division tfirougl) membership in

the local Lions' Club. \
Role: Must actively communicate, through ¥ means avaijlable, the

opinions and concerns of Westville, b@blish the "Westville
Wire" newspaper at least twice durin :




Mavyor of Westville

Personal Background: 60 years old, married, parent of five childrgn,
all of whom are away at school or marned Has lived in Westv

since childhood, went to school locally, and has alway e

popular, The mayor's spouse is equally popular and is clos
with the transportation director. The mayor is a close persona
of the president of the Chamber of Commerce, who also co fro
money.

big

Professional Background: The mayor has a master's public
administration from the University of Westville, d the needs
of the city as well as anybody. The mayor an operates the
largest car dealership in the city, the dedglersh as previously

owned by the mayor's late father.

vic matters, likes to
ecision. This 1is the
as previously a member of

Political Background: Very conservati
study things thoroughly before ma
mayor's second term as mayor, an

the City Council. During the la o election, it was rumored
that the mayor had sold new_c embers of the Chamber of
Commerce for one dollar as a to appreciation for their support.
Role: Attempt, as much ssible, to guide council members in
constructive politics, Muyst be emely sensitive to public opinion,

citizen groups and medi



City Manager

Personal Background: 46 years old, single, never married, no
children., The manager moved to Westville six years ago, and was
appointed to the position by the current mayor after the election four
years ago. The manager is an introvert and doesn't like to be in

crowd. Scuba diving and reading are relaxing, The manager is a
very attractive person and has occasional encounters- with e
opposite sex, but both the manager and partners are very discreet.

Professional Background: The manager has a master's d N
public administration and another in economics. Previougly Yy

manager of two midwest cities, the manager is highly res ed the
field as an accountant and planner.

Political Background: Moderately conservative in ters and
usually skeptical of anything new that will ro h too much.
The mayor and City Council are pleased with od $ob being done
in c¢ity management. The city manager is thoritarian in
management style and often has showdow department heads.
Due to the manager's abrasive style, fr ith others in city

government 1s nonexistent and severalQci leaders, including the
president of the Women's Club, have comp of the manager's lack
of diplomacy. The manager's loyalt with) the mayor,

Role: Must act as C.E.O. of cit§ — Direct department heads toward
harmony, promote participative nagément and open communication.
Must be sensitive to mayor City*Council concerns.

&



Police Chief

Personal Background: 45 years old, male, married, two children (bgth
in college, living at home). Enjoys coin collecting and woodworki
as hobbies. The police chief served in the military for six yea
Green Beret and prides himself oni his physical conditioning. #i
is very active in the Women's Club and is chairperson of the
United Way Fund Drive. The police chief is on the board diregtors

of the Westville Boys' Club., It is important to the police ¢ o be
well liked in the community. y

Professional Background: The police chief has a hachelfg's” degree in
criminal justice from Westville University. He decgrated in the
military for his skill in counter intelligence fand nage. He was

selected as police chief three years ago by tRe curffent city manager
after fifteen years with the force. The preWio lice chief retired
‘under pressure.

Political Background: Considered a ate in civic matters. He is
considered a very thorough mana y ather department heads. He
has a good relationship with cil members and the city
manager after providing police Wgoflitors for each, and assigning a
member of his staff to pick them on their request and transport
them to the Police Comm enter so they may monitor extended
police incidents in progpess. mayor is suspicious of the police

chief and feels he is too #political."

th fire chief, other department heads, city

d\ officials in a supportive, participative
8 Must actively represent department concerns

Role: Must intera
manager, and
management a
and needs.

&\
&




Public Works Mana ger

Personal Background: 55 years old, married, four children (three are
married and living in Westville, one attends college in the east).
Enjoys family outings and church activities, The public works
manager and spouse are introverts and generally do not socializ
but enjoy the company of the fire chief and spouse when they do. Th
public works manager and fire chief's association goes way
They attended high school together and their children grew
together. '

Professional Background: The public works manager, recelyed a
bachelor's degree in industrial management from Westvillg Uniyersity
after 21 years of night school. Following six yefirs o litary
service, the public works manager returned home a secired a job
with Westville Public Works,

Political Background: Very conservative in matters, the public
works manager is considered "satisfactory" as epartment manager.
Acquainted with all department heads a ¥y €ouncil members, the
public works manager is considered likable of all the

department heads.

Role: Must interact with fire chie othier department heads, city
manager, and elected offici in supportive, participative
management approach. Must adtively) represent department concerns
and needs,



Building Safety Manager

Personal Background: 65 years old and is a widower with
children. Enjoys golf at least once and week, and likes to trav
The building safety manager 1is very personable and j
conversation on any subject. A well-read individual, the
safety manager enjoys the respect of peers as being _the
manager in the city. The building safety manager's best fgiend
state senator,

Professional Background: The building safety manage master's

degree in civil engineering from MIT and hasqgerv n various

capacities on national building safety committe lding safety

manager is vice-chairperson of the State C<izen2 bcommittee on
llap

Home Safety. Five years ago, a structur in a high rise
building caused an investigation of the b afety department.
The building safety manager emerged fr

e deal unscathed.

e in civic matters, the
ther department managers
ical contacts. To an extent,
this is true. The building safety ager has pulled the mayor out of
a council member. The city
manager 1is generally ssed, but the building safety
manager's new desire f[fto big developers to Westville is
something the city manager hds been trying to find a way to do for
years.

Political Background: Ultra-conse
building safety manager is consi

b

[

h fire chief, other department heads, city
officials in a supportive, participative
Must actively represent department concerns

Role: Must inte
manager, an
management
and needs

&\
&




Transportation Director

Personal Background: 43 years old, married, no children. Enjoy
reading, chess, and snow skiing. The transportation director is ver
outgoing, functions best in a crowd and loves pressure situatigns.
Many consider the director a real politician. In just a fewqs
years with the city, the transportation director has made se
contacts in city and state government. After meeting the assi
. chief of communications at a fund raiser, a trusting fri
developed. They regularly enjoy discussing city issues

Professional Background: The transportation directom has chelor's
sportation
ed just two
y the current

years ago, the transportation director was selected b
i the person for

city manager and recommended to the City C
the job.

Political Background: As a moderateglibefal 1n civic matters, the
director is considered a bit of a re transportation director's
mother and father are controllin of the most popular and
influential law firm in Westville transportation director and
building safety manager are effemies, Many times, the only
reason they will disagree o is to attempt to discredit each

other,

Role: Must .interact with hief, other department heads, city
manager, and ele officials in a supportive, participative
management appro st actively represent department concerns

&



Union President

Personal Background: 38 years old, married, three children. Enj
motorcycle riding and sky diving. The union president is currentl
firefighter with fifteen years on the job, very well known and
among firefighters. Elected as union president five years
president was considered what the union needed to establish itSgl
an important force to be reckoned with in civic matters.

Professional Background: The union president has a lor's degree

in education. Prior to becoming a firefighter, the uni ent was

a math teacher at Westville High School. Respomsible\for’ the first
nn

regional Brothers of the Firefighter fund-rais *, the union
president has begun to be recognized by unioff bro &s the force
that could unite them. 90% of Westville Eiréfightdrs belong to the

union,
‘@‘ 3 n civic matters, the

wo years ago and has begun

Political Background: As a moderate
union president established a PAC f

to be politically active on both t te @nd local levels. The union
president and the fire chief ar ds, but a past friendship
with the fire marshal allow some fire department/union
communication to take placeq TheWunion president has a very good
relationship with the Women b and extends monthly safety

presentations at their megtings

Role: Must interact free th all other Westville characters to
actively represent tituent needs and concerns as you perceive
them to be in Wesf

A
&



CITY OF WESTVILLE
UNITED STATES OF AMERICA

Minutes of Council Budget Hearing 85-1

The Honorable Mayor called the hearing to order at the scheduled time.
Pledge of Allegiance was led by the Police Chief.

Appropriate invocation was offered to all by the Building Safety Diregtor

Roll was called by the Honorable Mayor. All council me t city
manager, and department heads were present as follows: :

Council Member

Council Member

Council Member

City Mana gef
Police Chief

Transportation Director

Building/Safety Director

Fire Chief

The Honorable Mayo @Q welcome to distinguished guests, who were

present as follows:

of the Firefighters' Union
of the Chamber of Commerce

of the Women's Club

of the News Media

tes of the previous council meeting were read and unanimously
apprpved.

New Business

The Honorable Mayor presented the following:



Background

Mr., West, the city's namesake, passed away several months ago. As a
result of legal proceedings to carry out provisions of his will, the city of
Westville has been awarded the sum of $100,000 to expend in the "best"
interests of the citizens of Westville., All department heads were requested
to develop a budget proposal for council consideration in an effort to ry
out the will of the late Mr. West. '

Department presentartions proceeded and are summarized as follows?

Transportation Department

Proposal: The Trans;aortatidn Départment proposes to con maintain
waiting stations for bus stops to provide lighting fog safe d protection
of citizens from winter cold. ‘

in rapes and muggings of citizens waiting at , and to proifide an

Benefits of Funding: Benefits of funding this pr@posall)include a reduction
s
incentive for increased use of the currently &sed transit system,

nc of not funding this proposal
; t city bus stops and lack of

Consequences of Not Funding: Conseque
include the continuance of the crime j
use of the current transit system.

Public Works Department

epart proposes to conduct an inventory of

Proposal: The Public Works
d injfitiate a repair and replacement program.

all power poles in the city
: its of funding this proposal include the reduction
o poerly maintained power poles and the reduction of

gblem poses to the public,

ing': The consequences of not funding this proposal
of power outages at the current frequency and the

Benefits of Funding:
of power outages due
the safety hazard

Consequences of

salif The Police Department proposes to ﬁrovide federal, state and
alglaw enforcement activities to regulate and permit the transportation of
agents in the City of Westville.

ts of Funding: Benefits of funding this proposal include the reduction
of 1illegal transportation of blasting agents and will assist in the
entification of users and the reduction of accidents, and provide
information for investigations of illegal activity involving blasting agents.
This program, if approved, will be implemented with a 100 percent cost
recovery -to be in effect the second year.

ot



Consequences of Not Funding: Consequences of not funding this proposal
include the continuance of unregulated transportation of blasting agents
and the continued inability of the Police Department to provide
investigative follow-up on illegal activity involving blasting agents.

Building Safety Department _

Proposal: The Building Safety Department proposes to conduct a c lege
analysis and review of the Building Safety Code and other referen

and ordinances to bring the Westville Building Safety Code into s it
the rest of the nation. ‘

Benefits of Funding: A major benefit of funding this proposaw with a

more current Building Safety Code, major developers woul atiracted to
build in Westville. The current Building Safety Code gpequi ery costly
construction features that are proven unnecessary ot Mfeasible with
modern construction techniques, Additionally, ma de ment projects

bring many more jobs to Westville as well as strengthening the tax base.

unding this proposal
g _Satety Code which makes
prohibitive. The effective
in current Building Safety

Consequences of Not Funding: Consequences
include the continued use of the current B
building major developments in Westvil
result in not funding this proposal is
Department practices. %

Due to the late hour, the Honorahle MaYor®encouraged a motion of hearing

continuance. It was moved and ed that the hearing be adjourned and
continued during the regular get ion scheduled next week.

The Honorable Mayor imparted g visions for the splendorous future of
Westville. The Honorabl or adjourned Council Budget Hearing 85-1 at

the scheduled time,

&

&



CITY OF WESTVILLE
UNITED STATES OF AMERICA
AGENDA

Continuance of Council Budget Hearing 85-1

Activity Actor V

Hearing called to order Honorable Ma%er
Pledge of Allegiance Appointed by WMayor
Invocation A y Mayor
Roll Call for Council ra Mayor
Members and Department Heads _

Welcome Guésts Honorable Mayor
Reading of Minutes from ‘City Manager
Previous Meeting

Current Business - _. Fire Chief
Presentations Con d . (20 minutes)
Discussion Any Concerned Party
Council Cau@ - Mayor, Council, City Manﬁger
Render ecision Honorable Mayor
ClgfingTheughts . Honorable Mayor

@ ment Honorable Mayor






SMALL GROUP ACTIVITY 2.1
WESTVILLE: PROBLEMS

1. In your small group, read and discuss the Westville informa :
{.e., maps, overlays, written data.

2. Brainstorm a list of problems for Westville. The list doe ot need
to be all inclusive. '

3. Select one group member to report, and another to record, the
group's work on a flip chart. .

4. You have sixty minutes,

5. Each group will have five“inutés to report.



SMALL GROUP ACTIVITY 2.2
WESTVILLE: IDENTIFYING SYSTEM PERFORMANCE

Using‘ the Westville scenario, cOmpleté the following:

Step 1: Write a "Mission Statement" for the Westville Fire Protection
System, taking into consideration their present programs a
situation. Try to define the purpose of the system in a simpl

statement without restricting performance levels, cost of op ion,
or other measurable factors. _ : :

Step 2: List all the system components that might be re t the
Westville situation. This should point out all the #rgan onal
resources influencing the Fire Protection System in Wesgville

Step 3: Define the "Desirable OQutcomes® for
terms. These are generally not measurable.
impact upon the Mission of the system. Th re
as the "System Goals." )

in general
r, they relate and
ually referred to -

Step 4: Define the "Degree complishment® (Performance
Objectives) for the System Goals. fThes the actual measurements
of life risk or loss, property rigsk or Jloss, community consequence,
and/or cost of operations that been decided upon by the
community. Just how speci ou will be depends upon how many

factors you wish to measu

When you have com
transparency or flip
. the class, Try to

the Presentation.&\

1 ur work, transfer the results onto a
: information can be presented to the rest of
many members of your group as practical in



WESTVILLE: IDENTIFYING SYSTEM PERFORMANCE

Write a "Mission Statement" for the fire protection system in Westville:




WESTVILLE: IDENTIFYING SYSTEM PERFORMANCE

List as many major components of the fire protection system for
Westville that you might easily identify (including the fi
department). List the primary roles of each component identified

SYSTEM COMPONENT PRIMARY ROLE

P

N
&



WESTVILLE: IDENTIFYING SYSTEM PERFORMANCE

Write desirable outcomes ({goal statements) for Westville's fire
protection system. The goal statements should relate to 1life,
property, community, or costs. They should be general statements,
perhaps philosophical in nature and not measurable:

Life:

Property:

Community:

Cost:

j system concern, it is often rather difficult
s em goal. Usually it is expressed as a reason-
it may be limited by a performance objective.

While cost i
to specify

able cost \




WESTVILLE: IDENTIFYING SYSTEM PERFORMANCE

Your instructor will have assigned your group one of the system
goal categories (life, property, community, cost). Develop a set
of performance objectives to clearly spell out the degree to which
the goals in your category will be accomplished. As an examp

if Life Goals is your assigned category, then you shoul i
performance objectives to clearly define how many lives

lost in the situation addressed by the goals:

'Assigned Goals:

Performance Objectives:




SMALL GROUP ACTIVITY 2.3
WESTVILLE: ORGANIZING THE FIRE DEPARTMENT

Using the material presented in this wunit, complete the fallowing
assignments referencing the Westville Fire Department. When develo
Program Goal Statements and Performance Objectives, write t
think they should be, not how they are now performing.

Step 1: ldentify all programs that should be in place in thg Westyille Fire
Department to accomplish the Mission of the city's fire profegti system.
Write a Goal Statement for each., The Goal Statement uld describe what
the program will do.

Step 2: Write a Program Narrative for the pro ou//were assigned by.
the instructor.

Step 3: Develop and list all the "Process" nce Objectives setting
forth the level of service to be provided.;

"Im act" Performance Objectives

Step 4: Develop and list all the expgct
ot complete the current -effort

expected as a result of the prog D
column at this time.

Step 5: List and rank in ord ' of Importance all the needed changes in the
Westville Fire Department. eSg statements should include the clarification

of time, quality, and quafitity.

This work should clearly rth’ what will be done in the department to
make it more effect meeting the System Performance Goals.

the exercise as a group to the extent practical,

When you have gto
resentation to the rest of the group.

be prepared made




WESTVILLE: ORGANIZING THE FIRE DEPARTMENT

Organizational Goal Statements
City of Westville

Program:

Goal Statement:

Program:

Goal Statement:

Program:

Goal Statement:

'Programz

Goal Statemen

tement:




WESTVILLE: ORGANIZING THE FIRE DEPARTMENT

Program Narrative [

Program: Date:

Program Goal:

Total Number of Personnel: Personnel t:

Total Pro Vt: S
LA 22222 E LR LS XYY YRR T Y R TR W % % L2 2222 2222 2 R A X X

Give a brief explanation as to how the prodram wi be. organized and
integrated into the total fire departmept\operations, how it will

function, and what it is intended to acc




WESTVILLE: ORGANIZING‘THE FIRE DEPARTMENT

Program Performance Objectives--Process

Program:  Date:

Program Goal:

NO. PROCESS PERFORMANCE OBJECTIVES EUFRFB&%T




WESTVILLE: ORGANIZING THE FIRE DEPARTMENT

Program Performance Objectives--Impact

Date:

Program:

Program Goal:

T
NO. IMPACT PERFORMANCE OBJECTIVES T




SMALL GROUP ACTIVITY 2.3

WESTVILLE: ORGANIZING THE FIRE DEPARTMENT

Step 5: Westville Fire Department
Enabling Objectives

NO. OBJECTIVES ' PRIORITY




SMALL GROUP ACTIVITY 3.1
WESTVILLE: ALTERNATIVE SERVICES

In your Westville group, brainstorm a list of alternatiye s@rvices

that your division might realistically prove. V

Select an alternative service,

Develop a program goal statement and na\ve scription.

. Write process and impact perfo jectives and enabling
objectives, '

You have 30 minutes for groupWorlg and five minutes to report.

O



SMALL GROUP ACTIVITY 3.2

WESTVILLE: RANKING OBJECTIVES AND DEVELOPING
WORK IMPACT MEASURES

Complete the following:

1. Identify what would appear to be the two most preductiye
Enabling Objectives from the list you developed for the W ifle
Fire Department.

2. Step 1, conduct a cost/benefit analysis usin rmg provided.
However, for the exercise, transpose the forftat to ip chart so
all participants can see, Use the brainst g m@thod.

3. Decide the order of rank for the two

4. Step 2, develop a set of proc act measurements for the
program that your group has nWsing.

9
&

&



WESTVILLE: ALTERNATIVE SERVICES

Program Narrative

Prpgram: ' Date:

Program Goal:

Total Number of Personnel: Personnel

Total Pro m Cost: $§
*********************************************** x %% * L2 422 12 2XX2AX R X%

Give a brief explanation as to how the profiram be organized and
integrated into the total fire departmﬁn opexations, how it will

function, and what it is intended to acco




WESTVILLE: ALTERNATIVE SERVICES

Program Performance Objectives-- Process

Program: ‘ Date:

Program Goal:

REN
NO. , PROCESS PERFORMANCE OBJECTIVES . FF&%&F




Programs

WESTVILLE: ALTERNATIVE SERVICES

Program Performance Objectives--Impact

Program Goal:

NO.

IMPACT PERFORMANCE OBJECTIVES

CURRENT
EFFORT




WESTVILLE: ORGANIZING THE FIRE DEPARTMENT

Westville Fire Department

Enabling Objectives

NO.

OBJECTIVES

PRIORI

FFORT

=
&




SMALL GROUP ACTIVITY 4.1

WESTVILLE: DEVELOPING A TASK ANALYSIS AND
LINE-ITEM PROGRAM BUDGET

On the following pages are two forms that should be completed for
exercise., Select the most important "Enabling Objective;" that is,

in Westville you would like to make, and complete a task analySy sing
the form provided. Complete the following steps:

1. Select the most important "Enabling Objective" from W.

2. Using the form provided, complete a task anglysis for that

objective,
3. Using the form provided, complete '&X ‘ tical 1ine-item
c

budget which will provide the resou completion of that
objective, As an alternative, yo ose to develop a

line~item budget for the major previously assigned to
your group by the instructor.
4. You have 60 minutes to w ive minutes for your group's

ork
report,

When you have completed the(two f@rms provided for this exercise, select a .
spokesperson(s) to be prepa present your work to the rest of the

participants. Q

&
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Role Profile
Sheets
Handouts

Flipcharts

SMALI, GROUP ACTIVITY 4.2
BUDGET PRIORITIES

Each group will demonstrate an understanding of int&rgal
budget priorities through the preparation of fipch
and oral presentations.

Divide the class into new groups as i Vbelow. All
students must have a defined is activity.

Distribute role profile sheets directions as
necessary to help create ive atmosphere
between groups and set for political
maneuvering.

dget priorlties as a group and
ralypresentation. Groups 2 and 3
remote from Group 1. The
ss individual roles as they relate
in Westville, An atmosphere of

Group 1 should prep
prepare flipcharts
should meet in

instructor should
to the budget protes

competitio d Je set and all traditional tactics of
jurisdictignal t competition should be encouraged.

A second ctor should meet with Group 4 in a remote.
locg and instill in them a sense of responsibility to

onstituency and the need - for ‘“eritical
tion of budget proposals in these times of
§ revenues." Allow 60 minutes for group work.

ssemble the class and have Group 1 extend an oral

presentation of the fire department's budget priorities

and explain how the priorities were set. Allow 20 minutes
for oral presentations,

Group 1 - Fire Chief, all Assistant Chiefs and Divisional
Staff, and all Shift Representatives,

Group 2 - Police Chief, Public Works Manager, Buildiﬁg
Safety Manager, Transportation Director, and their
related staff,

Group 3 -~ Union President, Chamber of Commerce
President, Media Representative, Women's Group, Citizens
at Large.

Group 4 - Mayor, Council Members, City Manager,
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SMALL GROUP ACTIVITY 5.1
KNOW YOUR AUDIENCE

‘Prepare a presentation to the special interest group in your
scenario description.

You will have 30 minutes to work as a group.

You will have five minutes for your presentation. . OV

si



SMALL GROUP ACTIVITY 5.1
KNOW YOUR AUDIENCE SCENARIO DESCRIPTIONS

Group 1l: Fire Operations Staff

During the public hearings being held on the city's proposed budget,\th
media accurately reported that the fire department is proposing "Fire
Suppression Cost Recovery" program. The program is aimed at g
property owners financially liable for all but "unavoidab ires, The
local apartment owners' association, who owns 21% of the rent rty in

e fi occurred
at/'their next

town and which, incidentally, was where 59 percent of
last year, has requested a fire department represen
meeting to explain the "newest form of double taxation



SMALL GROUP ACTIVITY 5.1
KNOW YOUR AUDIENCE SCENARIO DESCRIPTIONS

Group 2: Fire Prevention Staff

During public hearings being held on the city's proposed budget, ia
accurately reported that the fire department is going to begin_cha for
building plan reviews and inspections,

The local building developers group, which is quite agti in developing
the twelve square miles the city just annexed, has ed a fire
devartment representative at their next meeting toexplain’ the "double

i City Building

billing" being proposed. After all, don't our fees
Department satisfy your @#*@#*@#* greedy people



SMALL GROUP ACTIVITY 5.1
KNOW YOUR AUDIENCE SCENARIO DESCRIPTIONS

Group 3: Emergency Medical Staff

During the public hearings held on the city's proposed budget, thegmed
accurately reported that the fire department is proposing an "Ege
Medical Service Cost Recovery" program.

The 1local senior citizens' group, who represents 15 perce the

registered voters in town and 54 percent of the emergency dical “service
calls for assistance, has requested a fire department epfative at
eved

their next meeting to explain the "fees that are pot by my

Medic-Aid."



SMALL GROUP ACTIVITY S.1
KNOW YOUR AUDIENCE SCENARIO DESCRIPTIONS

Group 4: Executive

During the public hearing held on the city's proposed budget, a
accurately reported that the fire department is proposing to infiate @ "Fire
Inspection Cost Recovery" program. .

The 1local Chamber of Commerce has requested a epartment
representative to attend their next prayer breakfast plain the
"undesired fees for the undesired services."

N



SMALL GROUP ACTIVITY 5.2
WESTVILLE COUNCIL BUDGET HEARING

VParticipants will demonstrate an understanding of effective budget
presentations through oral presentation and the wuse of audio vis

materials.
A

g J'Safety
Related

The class should be divided into the following groups:

Group 1 - Fire Chief, Assistant Chiefs, Staff,
: Representatives,

Police Chief, Public Works Manager,
Manager, Transportation . Director,

Group 2

an thei
Staffs.

Group 3 - Union President, Chamber of Com \esident, Media
Representatives, Women's Group, Large.

Group 4 - Mayor, Council, City Manager

Group 1 (Fire Department) should prepare resentation of their budget
oroposal, Group 3 (Special Interests Grqup) d assemble in the citizen's
gallery position. Group 4 (Mayor's ) ould assemble in the front,
seated in a panel arrangement, Groiip 2 r Department Heads) should be
seated to the left and right of Greup 4)Jto act as advisors to the Council
(see attached layout). The meeting d be conducted as outlined in the

agenda.
L QUESTIONS

Brief the Council an ribpte the list of questiohs. Remind the Council
that they do not n ' raid to give money to other departments based
on lobbying. Info yor of the "New Business" to be announced.

N\
&



SMALL GROUP ACTIVITY 6.1
WESTVILLE ROLE PLAY: BUDGET ADJUSTMENTS

In your fire department group, brainstorm a strategy to present
the chief,

The strategy should include facts explaining the impact of g 10%0cut
in order to respond to the chief's request.
You may also decide whether to defend your prog ’ Nmte with

other groups, sacrifice your program, etc.

You will have 30 minutes to work. At the e at time, a staff
meeting will be held by the chief. Q~ _

_

%






DEPARTMENT EVALUATION

l. What type of budgeting does your department use? (Circle t most
appropriate)
A, Planning programming budgeting
B. Line item budgeting
C. MBO budgeting

D. Other (specify below) OV

E. Not sure

2. Describe or draw the structu r local government and how
the fire department fits in.

department has the authority and/or responsibility

3. Who in u
for t buldge




4. What do you feel is a major weakness in your department's budget
process {(other than the lack of funds)?

5. What do you feel is the best feature of youff department's budget
process?

6. Does your department hav@ a wSitten mission statement?

If YES, write it be

If . ite what it should be below:




7. How is your fire department organized? What are the major program
areas? Do they relate to the goals of the fire department?

8. Do you have written performance objectives’
If YES, list those most relevant to your

Q._

performance objectives be? List five that
o your job.

If NO, what shoul
would be most rel

<

9 write enabling objectives for the programs that you hope
complish?

Yes No




Explain why or why not:

10. What are some community trends/patterns to be ¢
department's long-range financial plan?

ider in your

11. What is the most productiv ity your department is involved

in? Why?

omMe alternative revenue sources available to your

No




13. What alternative services or methods would be politically and/or
econcomically viable for your department to consider?

14. In what ways could a long-range plan help yo%Wnt?

15. How does your department es h its budget priorities? How
do you think it could be e better? :

s ates?

Q.

l6. Do yofir rtment's station officers take part in the budget
pro 572 uld they accurately describe the process to their
or :

.

i



17.

- 18.

'19.

What new revenue sources could your department utilize?

“How could better communication between your fir and

other departments/agencies aid in developing

Who are the "pow e e" in your budget process (internal and
external)? Li t ¥ name and/or title.




20.

21.

22.

Identify the type of strategy you think would be most useful
in working with each of the above during budget justification.

Does your department have a formally desigpate am - to provide
public presentations?

If YES, how could they be used to justifyl youl budget?

If NO, what would be th
justification?

e Yof such.a group during budget




23. Are budget controls (such as audit trails and quarterly reports)
in place?

— [P

Yes No

[ ———————

If YES, are they effective?

24. How do you handle budget adjustm







System Design

|dentify what you are doing

and why

Design Organization

-9

Results

+

_ ugm  dentifyT
Evaluate : no of budgats

O

re actual with estimated
expense

port budget progress
Manage budget adjustments
Provide audit trail

Develop purchase plan

» Planning

Develop a long range plan
Identify community tre

Evaluate alternatiy
services and deflye
methods

Analtyze produc and
benefi FV

Ngt)?reparation

I

of budgets
| |
Interface with Establishinternal
her departments budget process
Develop & Eveluate ' Establish budget
NewRevenue priorities

Develop atask analysis
and budget

!

Justify Budget

Develop Strategy
Know financial system

- Compare experience with

other agencies
Know Objectives
Know audience
Develop sales techniques

“Develop Marketing Plan



FIRE SERVICE FINANCIAL MANAGEMENT .

CITY OF WESTVILLE

DETAIL OF EXPENDITURES

LINE ITEM BUDGET

FUND DEPARTMENT CCQUNT NO.
GENERAL FIRE DIVISION 1-151
86-87
Object 1984-85 1985-86 | Depart Manager Council
No. ACCOUNT TITLE Actual Budget Request Recommends Adopted
SALARIES & BENEFITS
101 Salaries, Full Time 4,287,597 4,449, 7615,100 |[4,615,100 .
102 Salaries, Part Time 8,000 27 10,000 8,000
103 Salaries, Overtime 412,662 0,000 525,000 512,500
201 Retirement 340, 55,960 372,000 372,000 ;
202 Workmen's Comp 7498 43,100 57,446 56,514 :
203 Medical/Life Ins. , 44 14,592 14,231 14,231
206 FICA EMP, 598,500 627,379 655,000 655,000
Subto 87,704 |5,921,067 | 6,248,777 [6,233,345
MAINTENANCE -
AND OPERAT
301 Uniform 35,682 36,000 37,700 37,700
302 Tral g.\ 1,731 1,800 1,855 1,855
303 EE& 2,000 22,000 23,000 23,000




Example Line Item computer worksheet

2 3 4 5 6 7
1 Westville | Fire Departmenl Budget -
2 .
3 1986 Change % Temp 1987 Fudge +/- [Final 1987 Final %
4 4.5
5
6 |Salaries $4 2] $200227. 50 $4649727. 50 $4649727.50 4. 50%)
7 |Emp FICA $28232.08 $655611.58 $655611, 58 4. 50%|
8 |Relirement $16018. 20 $371978. 20 $371978. 20 4, 50%
9 |Overtime $480 $21600. 00 $501600. 00 '$501600. 00 4. 50%]
10 |Part Time $8227 370. 24 $8597.74 $8597.74 4. 50%
11 L
12 {Total Prsnl $5921067. 00 $6187515. 02 $0.00 | $6187515. 02 4. 50%]
13 ‘ .
14
15 EXPENSES & OH
16 ]
17 |Utilities $16400 $17220 $17220 5. 00%
18 [Fuel $22000 0 $23100 5. 00%
19 {Travel $1800 $90 $1880 $1i1890 5. 00%
20 |Supplies $26000 $1300 $2 Y $27300 5. 00%
21 tUnifarms $36000 $1800 7800 $37800 5.00%
22
23 [Tot. Expen. $102200 §5110 $10731 $107310 5. 00%
24
25 :
26 |CAPITOL/FALILITIES 10
27 |
28 |Mobil Equip $325000 $32500 $357500 $6500 422500 30. 00%
29 [Buildings $0 $0 $0_| _$400000 $400000 | #N/A |
30 |Fixtures $55000 $5500 $60500 $20000 0500 N 46. 36%
31 |Other Item $22500 $2250 $24750 {$5000) 97 -12. 22%)]
32
33 |Tot. Capitol $402500 $40250 $442750 $480000 $9227 29 42 5%
34 i |
35 [Grand Tolal §6425767 $311808 $6737575 $£480000 $7217575 12. 32%



CITY OF WESTVILLE
PERFORMANCE BUDGET

1. Fund
General Purpose

2. Function ‘ 3. Account 4. Department

Goal: To maintain a physical environment within the city wherein the i

fires will be a minimum. When fires do occur, to detect them in their ipiency
and to then control them with a minimum loss of life and propert ovide
emergency medical service, to stabilize the condition of sick and4§i persons
in the field, and ensure their delivery to a medical facility with iMum trauma

effects.

Programs Performance Mrs

2.0 Fire Suppression and Rescue .

2.1 Alarm/Communications Number of cal for e gency service.

Ratio of defe
cation

found to alarm/communi-
s conducted,

Numbery
Tep .

1/communication problem

2.2 Dispatching type of calls dispatched.
céntage of phones answered by third ring,

Pergentage of calls dispatched in less than {
ignated target time.

2.3 Fire Fighting Number of fire alarms,
_ Percent of first-in response items less
than designated target time,
Q : Per capita loss of $/injury/death,
S ices Number of paramedic service responsés.

2.4 Emergency i
Percent of service responses in less than
: designated target time. '
. ) - Number of cardiac arrest victims sustained
by paramedics,

Percent of nonparamedic first aid responses
in less than designated target time.

@%al Services Support Total hours down time of emergency equip-

ment.

Major equipment repair costs.

Major equipment replacement costs.




PROGRAM BUDGET

PUBLIC SAFETY

FIRE DEPARTMENT

munity, and quality of life in Westville,

PROGRAM Fire Suppression
PROGRAM The readiness for, response to, and control of, hostile fires
DESCRIPTION consistent with the mission of preserving life, property, com-

occurred before arrival.

2, Restrict fire damage after arrival on average to 15% of that da

1. Respond to 90% of all calls for hostile fire within four minutes with
firefighting unit, and six minutes for the second unit after dispatc

e WINLC

3. Limit damage to an average of 2% of threatened property's VW
4, Limit damage annually to z of 1% of the assessed valuation offt community,
based on a five year average. )
Measurement 1985 1986 1987
bjective Actual Estimate Projected
Demand ‘
Number of calls for fire suppression. 1
Number of overlapping calls
Number of company responses needed
Number 1lst due company on other 11
Number of calls no company avai
Workload
Total company hours spent on c@lls
Average % of available hours on
Number of ladder/interig ues needed
Number of hose lines né
Productivity ]
Response times, all papies
Number of oper any/man
Average cost er cost model)
Effectivenes
Per capi es
Per c¢ losses
% dapfag ined after arrival
Ana .
T onships between station location, response times, unit manning, fire ground

d, company avallability, fire ground effectiveness, and civilian and fire per-
nel safety are complex, but real, The program attempts to maintain a balance be-
tw@en acceptable risk and costs of resources by periodic monitoring of the performance

indicators mentioned above and others. Effectiveness of other programs; i.e., preven-
tion, training, etc., have an effect also.
Category 85 Actual | 8% Budget | 86 Revised | 87 Budget
Personnel $5,687,704 { $5,921,067 | $5,914,000 | 6,248,777
_Operating/Maintenance Supplies 98,000 102,200 102,650 107,310
Professional Services 4,000 4,600 4,200 4,200
Capital! Outlay 325,000 402,500 407,000 922,750
TOTALS $6,114,704 | $6,430,367 $6,427,850 | $7,283,037




COSTS (%)

Factor Continuous One Time 5 In ct
Salary $22,000 §11
Fringe Benefits 5,000 o
Car 36,000 V
Operating Car 2,000 ‘ 10,000
Radio/equipment )
Maintenance of radio/ 500 2,500
equipment
Uniforms/equipment 500 \,000 2,500
Dispatching and Support 9,000 15,000
Totals 21,000 215,000

Cost distribution account

system for a pure progra
budget; cost of fire inspe
tor services.

V)
{3{0

PROGRAM BUDGET




CONTINUATION FUNDING LEVEL

EROGRAM [DEPT.| ACCOUNT NO.| RANK: MGR.| RANK: DEPT. HEAD | RANK: ADMIN.| RANK: COUNCIL
FIRE
PREVEN, |FIRE 301 2 OF 4 7T OF 22 59 OF 309 5% OF 308

PROGRAM GOAL:

To protect life and property by preventing unfriendly fires from s®ar ng and
to maintain a construction and fire loading system that will eep Jpotential
fire problems within the manageable limits of the fire contzol sy

 DESCRIPTICON OF PROGRAM ACTIVITIES IN FY 86/87:

* Perform fire investigations to determine causesffor fire prevention purposes

and to determine the malicious setting of firgs.

* Provide for elimination of future fire 8
firefighting capability through planning »la

* Eliminate fire hazards through code enfo

* Provide public information and educat
the need to:

A. Eliminate fire hazards.
B. Become fire safety conscious.

to insure access and
hecks.

inform and motivate the public of

ACCOUNT FOR COST INCREASE WI TION FUNDING OVER FY 86/87:

The personnel costs have been eased due to salary increases per association

agreements,

IT MEASURES FY B86-87 FY 87-88
Number of fizgesY gated with necessary follow-up. 150 150

; int plans checked for access, water,
on systems and State code compliance, 1,404 1,404
ode compliance. 3,070 3,070

dtion and education lectures and '

ons to inform community of fire and other
ifefsaving hazards. : 8290 820
COST SUMMARY FY 86/87 FY 87/88
ersonnel Costs 214,931 245,833
Cperating Expenses 8,923 8,613
Capital Qutlay 223,854 254, 445

Total

No. of Personnel Permanent /Ceta 7 0 7 0

Zero-based budgeting sample.




Department/Division No.
PLANNING .
PROGRAM BUDGET Fire Department 16.00
Actual Current Proposed Final
EY 1685  EY 1986 - EY 1987
Input
Staffing (Position-Years) 28.00 28.00 28.00
(PEP, CETA, etc.) {(4.00) (4.00) (=0-)
Personnel Expense $634,921  $582,169 $595,170
Non-Personnel Expense —28,460 __23,471
TOTAL $663,392 5605,640 $62
Output v
Number of annual
inspections required 6,917 a\ 2,980(1) 2,980(1)
Number of inspections .
performed (total) 2,300 p 2,400 2,800
Percent of required annual
inspections performed - % 35 81 81
Number of permit renewal
inspections required A 250 0 0
Number of fires requiring
investigation 1,400 1,500 1,600 1,600
Number of investiga o ormed 808 800 300 900
Position hours pe
investigation peffozfied 2.1 5.0 5.0 5.0
Number of ar, at arrests 53 55 60 60
Number offar@on lated convictions 43 45 50 50
Numbar of re hazard complaints
‘ 2,189 2,300 2,400 2,400
fire hazard complaints
1,813 1,900 2,000 2,000
er of plan checks 1,383 1,200 1,200 1,200
Position hours per plan check 1.61 5.0 5.0 5.0

{1} Based on anticipated revision to Uniform Code to limit required
inspections to schools, care facilities, public assembly areas.

A planning-programming-budgeting system adapted for a fire department.




LINE ITEM QUTPUT FROM INTEGRATIVE BUDGET

LINE ITEM BUDGET AND PROJECTIONS: ! CODE 04-40-30 ;-
Fund Department Division Section Unit
Publi¢ Safety 04 ] Fire Fire Suppression
Actual _|ExpendityregAppropriation Description Recommendedi{ + (-} |Approved ojec
FY 82-83] FY 83-84 FY 84-85| Personal Services FY 85-86 - [FY 85-86|FY 86- 88-89
95 97 9711000 Fuil Time Positions 97 ' 97
858 722 72211100 Regular Gvertime Hours 650 72- 635 0 650
858 122 7221 Total Hours Required 630 12- £50 650 650
Personnel Costs
1464667 1529103 1701871 | 10000 Salaries . 1731474 ; 29603 1818 1908950 2004398
‘ 39570 {10003 Supplemental Pay 43980 91 48488; 50912
95 946 10362 | 11000 Regular Cvertime 9329 9795 10285 10799
1218 306 3012]11001 Paramedic Overtime 3012 -3163] 3321 3487
4355 8321 15000 | 11010 Constant Manning 10000 10500§f 11025| 11576
1773 13000 Part Time
54216 61292 66675 | 14000 Special Pay 78750| 82688) 86822
+ 329701 345008 399346 | 15001 Retirement 426533| 4478601 470253
209 374115002 Supplemental Retirement 424 445 467
9320 2721416000 Injury Pay 21885 229797 24128
4069 45593 5208116001 Health Insurance 74113 77819| 81710
10887 10921 1147516002 Lifs Insurance 12863 13506| 14181
66366 42437 108855 | 16003 Workers' C 65228| 65654) 68937
7644 TS 10296 | 16004 Dental 10296 10811 11352] 11920
24187 26183 26435 252 27757 29145] 30602
13217 113212 138783, 145721 15301
2006307 | 2085355 2472314 2492596 | 20282 2617227{2748089 | 2885493
Mai o
13604 18821 21840 24000 { 2160 25200 26460) 27783
51736 31736 53518 9118 | 44500- 9574 10053} 10556
1338 1860 1930 92 20071 2128 2234
933 . 941 fice Equip, Expense 960 1008 1056 1111
12520 10895 13500f 550 14175] 14884 15628
74640 75334 ipment Expense 100065 | 12944 105068 110321 115837
59 438 mall Tools 373 | 100- 392 412 433
107 415 00 Travel & Subsistence 378 397 417 438
330 3436000 Training ‘ 420 441 463 486}
}|36001 Firemens' Olynpics 1000 1050 1103 1158
104 37000 Dues & Subscriptions 289 303 318 334
8583 40000 Special Expense 13650 143331 15050] 15803
40001 Paramedic Program 2000 21001 2205 2315
59990 Overhend 2952911 951. 1100561 3255591 341837
 Total Maintenance & Operation 462974 | 29805. 4861241 510431 | 535953
Capitol Outlay & Improvement
70000 Fire Hose 8000 | 8000
71000 Breathing Apparatus 16201 1620
76000 Fire Fighting Tools 7501 750
34 28589 15820199999 Prior Year [ Proisctions 15820-
436 28589 15820 Total Capito]l Outlay 10370 | 5450- 31033513258520 13421446









