Memo

To: City Council members
From: George D. Lapointe
cc: City Manager

Date: 9 January 2026

Re: Regionalization or consolidation of city services

Item 11

At the November meeting, Council discussed moving forward with discussion of regionalization
of some city services. For this discussion, the discussion should include regionalization,
consolidation, elimination, or contracting of city services. The discussion included how to move
past preliminary discussions to get a better picture of the potential gains and losses with
regionalization or consolidation of city services. The services generally discussed for this
analysis have been: police, fire, and public works.

In these discussions, we have referenced past discussions of regionalization and consolidation
that need to be found and written down if not documented. This includes the following (but
there may be other discussions / reports that | am not aware of or have omitted):

1. Discussion of Hallowell, Farmingdale, and Manchester about sharing services
2. Discussion of Hallowell providing plowing services for Farmingdale
3. Discussion of elimination of the Hallowell Fire Department (HFD), or combining with
other jurisdictions.
a. Having HFD become part of the Augusta Fire Department
b. Sharing a Fire Chief with another jurisdiction, Manchester has been discussed
4. Discussion of elimination of the Hallowell Police Department (HPD) and replacement by
coverage from Kennebec County Sheriff's Department.
5. Discussion of combining HPD with another jurisdiction, e.g. Gardiner PD or August PD

If these discussions move forward, Council and others should be aware of the potential impact
of the discussions on city staff who my feel threatened or marginalized by discussions of their
positions and functions.



GOAL OF THIS EXPLORATION PROCESS

Before exploring these issues in detail, Council should determine what the goal of the process
is, e.g

1) Provision of current services more efficiently
a. Costs
b. How services are provided
2) Reducing costs to the city, adapting to the constrained budget outlook, by adjusting
services

PUBLIC OUTREACH ABOUT THE EXPLORATION PROCESS

The discussion of changing or reducing services has been done with a relatively small number
of participants.. Before embarking on major changes, should Council enter into a public process
to determine community wide views of these issues. This could include:

1) Public meetings

2) Surveys

3) Mailings to all residents

4) Articles in The Hallowell Champion
5) Other means

WHO WOULD CONDUCT THE EXPLORATION PROCESS?

Council discussed the idea of a working group to advance the overall discussion and to evaluate
various options. To date, three names have been put forward for this working group: Mike
McPherson, John McNaughton, and Matt Simon. | believe that it is important to have a
spectrum of views on the overall discussion so that the outcome is balanced and represents a
variety of perspectives of if, how, and when to advance these ideas with the goal of providing
services to Hallowell residents in the most efficient way possible.

ISSUES RAISED DURING PAST DISCUSSIONS ABOUT HOW CITY DEPARTMENTS ARE
MANAGED WITH IDEAS ABOUT POTENTIAL CHANGES TO CURRENT PRACTICES

The following ideas and questions have been raised by Council members and others. They are
meant to show some of the ideas that have been raised in the past and are meant to be a
beginning point with other ideas being added, or ideas being taken off these lists after
consideration.

Fire Department

1) Combine fire services, in part or whole, with Farmingdale, Manchester, or both. This
would require reaching out to both towns to:
a. Judge interest in sharing or combining services
b. If interested, discuss what services to combine or share
i. Chief position



ii. Sharing stations
iii. Combining, i.e. a HallDale Volunteer Fire Department
iv. Sharing other services (need examples)
c. Evaluate the cost of sharing or combining fire services with Farmingdale and/or
Manchester
i. Potential for economies of scale: analyze possible savings from bulk
purchasing, shared administrative resources, consolidating services like
training
d. Consideration of other factors such as (this list could change)
i. Response times and service levels
ii. Coordination
iii. Decision making and governance
e. One Council member asked if we combined, could the discussion also include
sharing of police/sheriff services. E.g - If we went to 5 police officers but picked
up covering Farmingdale, could they cover the costs of two officers so Hallowell
gains revenue in the deal?

Police

1) Are there other models of providing policing services that would work for Hallowell’s
needs, e.g.
a. Relying on the Kennebec County Sheriff’'s Department for coverage
i. Kennebec County Sheriff's presentation to Council in early 2025 (need to
find, check with staff
b. Combining police services with other jurisdictions, e.g. Gardiner or Augusta to
provide coverage but gain advantages of being part of a larger police department
i. Judge interest in sharing or combining services
ii. If interested, discuss what services to combine or share
1. Chief position
2. Sharing stations
3. Combining, i.e. a HallDale Volunteer Fire Department
4. Sharing other services (need examples)
iii. Evaluate the cost of sharing or combining police services with Gardiner or
Augusta
iv. Potential for economies of scale: analyze possible savings from bulk
purchasing, shared administrative resources, consolidating services like
training
c. Consideration of other factors such as (this list could change)
i. Response times and service levels
ii. Coordination
iii. Decision making and governance
d. Evaluate whether businesses can make additional contributions for police
services because they need or cause the need for increased police presence
e. Other PD questions (this may change)
i. What is the schedule and can that be more efficient?
ii. Staff retention as an ongoing issue; there must be a reason for this, does
it make sense to continue having or trying for a fully staffed Department
with such high, continuous turnover?



Public Works

1) Evaluate sharing equipment, personnel, or even consolidate services with other
jurisdictions:
a. street sweeping
b. snow removal
c. sewage collection (what does this mean?)
2) Past discussions have included Hallowell providing snow plowing / removal services for
Farmingdale. If pursued, this should include
a. Services to be provided
b. Cost of services to be provided
c. Length of agreement to cover staff, equipment, and other costs
3) Consider selling some PW equipment that PW staff may not be well trained for and
evaluate the cost of contracting out. For example, sidewalk reconstruction — some
citizens were not impressed with the final product, i.e. how the sidewalks look.



