Joint Operational Governance (JOG)

A FireGov Consulting Framework

The Problem

Fire and EMS organizations across the country are facing a crisis that most boards and chiefs are
reluctant to talk about openly: unsustainable operations. Declining volunteerism, aging apparatus,
mounting call volumes, shrinking budgets, and increasing regulatory demands are quietly breaking
organizations that have served their communities for generations.

When organizations reach a breaking point, they're typically presented with two options:

« Do nothing — and hope things improve

» Merge — and lose their identity, history, and autonomy

Neither is a good answer. That's why FireGov developed a third path.

What is Joint Operational Governance?

Joint Operational Governance (JOG) is a structured cooperation model in which two or more fire or
EMS organizations formally unite under a single governance and operational structure — while each
organization retains its legal identity, property, and its own separate financial accounts.

JOG is not a merger. No organization is dissolved. No assets are transferred. No history is erased.

Instead, JOG designates the Governing Organization — the stronger of the two — as the authority
over all financial, administrative, and operational decisions for both organizations. The Participating
Organization contributes its members, apparatus, and resources, and receives meaningful
representation — without retaining decision-making authority.

The result: the strength of one, the resources of many.
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The Three Pillars of JOG

1. Autonomy Preserved

Every participating organization retains its nonprofit status, corporate structure, bylaws, property, and
— critically — its own financial accounts. JOG governs decisions, not ownership. The Governing
Organization directs how resources are deployed and how funds are managed; each organization's
money stays in its own accounts.

2. Full Governing Authority
This is what makes JOG work where other cooperation models fail. The Governing Organization holds
complete authority across three domains:

 Financial — Budgeting, purchasing, expenditures, grant management, and financial direction for
all joint activities

* Administrative — Policies, personnel decisions, SOGs, board governance, and organizational
administration

» Operational — Command, staffing, apparatus deployment, training standards, incident
management, and all emergency response decisions

Authority is not shared by committee vote or consensus. It is assigned — explicitly, by agreement — to
the Governing Organization. That clarity is the foundation of JOG's effectiveness.

3. Meaningful Representation
JOG is not a hostile takeover. The Participating Organization receives real, visible representation within
the unified structure:

» 2 appointed Board seats within the joint governance structure
« 1 Assistant Treasurer position
« 1 Captain appointment



« 2 Lieutenant appointments

These positions are held by qualified members of the Participating Organization. They wear their rank,
serve their community, and have a voice — within a structure that the Governing Organization leads.

Leadership Under JOG

The Governing Organization's Fire Chief is the Fire Chief of both organizations.

There is one chain of command. One chief. One standard.

The Governing Organization's President is the President of both organizations.

There is one board overseeing both organizations. Board governance flows from the Governing
Organization. The Participating Organization's appointed board members have a seat and a voice —
they do not hold controlling authority.

This structure eliminates the ambiguity that destroys most interagency agreements. When a decision
needs to be made — operational, financial, or administrative — everyone knows who makes it.

How JOG Works in Practice

Governance: The Governing Organization's leadership team — Chief and President — holds authority
over both organizations. Participating Organization members hold appointed positions, not elected
authority.

Officers: The Governing Organization's officer structure and chain of command applies to all joint
operations. Participating Organization members are appointed to captain and lieutenant roles based on
gualification — not political seniority.

Staffing: A single, unified roster of operationally qualified personnel — drawn from both organizations
— is maintained. One combined apparatus driver list. One unified response.

Finances: Each organization retains its own bank accounts. The Governing Organization directs
financial decisions — budgeting, purchasing, grant applications, and expenditures — for all joint
activities. Separate purchasing agreements handle specific financial collaboration.

Training: Joint monthly training ensures consistent skills, certifications, and SOG compliance across all
members regardless of home organization.

Term & Exit: JOG agreements run in 5-year terms with automatic renewal. Either party may exit with
365 days' written notice. Disputes go to mediation before litigation.



Why JOG Works Where Other Models Fail

Most cooperation agreements are built on goodwill — they work until they don't. The moment a financial
decision is contested, or a staffing call is second-guessed, the agreement collapses into politics.

JOG is different because authority is assigned, not assumed. The Governing Organization doesn't
lead by consensus — it leads because the agreement says so. That clarity prevents the ambiguity and
political gridlock that kill most interagency cooperation efforts.

At the same time, the Participating Organization isn't invisible. Its members hold rank, sit on the board,
and serve in visible leadership roles — now with stronger command, better training, and more
resources behind them. That's the sell. That's why struggling organizations say yes.

Who JOG Is For
JOG is the right model when:

» One organization is clearly stronger operationally, financially, or administratively

* Both organizations want to preserve their legal identity and financial independence
« A full merger is politically, legally, or culturally infeasible

» The community needs a sustainable service model — now, not in five years

« Leadership on both sides is willing to put the mission ahead of the politics

FireGov guides organizations through every step — from the first conversation to the signed agreement
and beyond.
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