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SPECIAL MEETING AGENDA
WYOMING CITY COUNCIL
CITY COUNCIL CHAMBERS
1155 28" Street SW, Wyoming, M1 49509
Thursday, July 18, 2013, 7:00 p.m.
Joint Meeting of the Council and Commissions of the
Cities of Grand Rapids, Kentwood and Wyoming
Call to Order - Mayor Jack Poll
Pledge of Allegiance
Roll Call
a) City of Wyoming — City Clerk Isakson
b) City of Kentwood — City Clerk Kasunic
c¢) City of Grand Rapids — City Clerk Parks
Presentation of Joint Police Report
Presentation of Joint Fire Report
Discussion Regarding Appointment of Study Groups for Each Service
Public Comments

Comments by Council Members and Commissioners

Adjournment
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RESOLUTION NO.

JOINT RESOLUTION OF THE CITY OF WYOMING,
CITY OF KENTWOOD AND CITY OF GRAND RAPIDS
TO CREATE EXPLORATION WORK GROUPS
AND A JOINT STEERING COMMITTEE

WHEREAS:

1.

The City of Wyoming, City of Kentwood and City of Grand Rapids (the Cities) retained
ICMA Consulting Services to conduct a study of each community’s individual police and
fire service operations and then a review of the potential of establishing joint police
services and joint fire services that could serve the three cities.

The Phase | studies of each community’s police and fire service operations have provided
actionable items that are being implemented.

ICMA Consulting Services presented its findings and recommendations regarding the
potential of establishing joint police services and joint fire services that could serve the
three cities on July 18, 2013.

NOW, THEREFORE, BE IT RESOLVED:

1.

2.

That the Cities establish an initial public comment period on the ICMA reports that opens
July 18, 2013 and shall remain open until November 30, 2013.

That the Cities establish a Police Exploration Work Group consisting of the Police Chief
of each community and one member appointed by the Police Chief, City
Manager/Deputy City Administrator of each community or their designee, supported by
staff of each community.

That the Cities establish a Fire Exploration Work Group consisting of the Fire Chief of
each community and one member appointed by the Fire Chief, City Manager/Deputy
City Administrator of each community or their designee, supported by staff of each
community.

That the Cities establish a Joint Steering Committee consisting of the City
Manager/Deputy City Administrator of Grand Rapids, Kentwood and Wyoming and a
member of the City Commission or Council of each community.

That the Police Exploration and Fire Exploration Work Groups and the Joint Steering
Committee provide a recommendation to the Cities assembled in joint session in January
of 2014,

That all resolutions or parts of resolutions in conflict herewith shall be and the same are
hereby rescinded.

Moved by Councilmember:
Seconded by Councilmember:
Motion Carried Yes

No

Resolution No.
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I hereby certify that the foregoing Resolution was adopted by the City Council for the City of
Wyoming, Michigan at a special session held on July 18, 2013.

Heidi A. Isakson, Wyoming City Clerk

Resolution No.
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Background

About ICMA

The International City/County Management Association (ICMA) is a 100-year-old, nonprofit
professional association of local government administrators and managers, with approximately
9,000 members located in 28 countries.

Since its inception in 1914, ICMA has been dedicated to assisting local governments in providing
services to its citizens in an efficient and effective manner. Our work spans all of the activities of
local government: parks, libraries, recreation, public works, economic development, code
enforcement, brownfields, public safety, and a host of other critical areas.

ICMA advances the knowledge of local government best practices across a wide range of platforms
including publications, research, training, and technical assistance. Our work includes both
domestic and international activities in partnership with local, state and federal governments as
well as private foundations. For example, we are involved in a major library research project
funded by the Bill and Linda Gates Foundation and we are providing community policing training in
El Salvador, Mexico and Panama with funding from the United States Agency for International
Development. We have personnel in Afghanistan assisting with building wastewater treatment
plants and have teams in Central America conducting assessments and developing training
programs for disaster preparedness working with SOUTHCOM.

ICMA Center for Public Safety Management

The ICMA Center for Public Safety Management (ICMA/CPSM) is one of four Centers within the
ICMA’s U.S. Programs Division, providing support to local governments in the areas of police, fire,
emergency medical services (EMS), emergency management, and homeland security. In addition to
providing technical assistance in these areas, we also represent local governments at the federal
level and are involved in numerous projects with the U.S. Department of Justice and the U.S.
Department of Homeland Security.

ICMA/CPSM is also involved in police and fire chief selection, assisting local governments in
identifying these critical managers through original research and the identification of core
competencies of police and fire managers and by providing assessment center resources.

Our local government technical assistance includes workload and deployment analysis, using
operations research techniques and credentialed experts to identify workload and staffing needs as
well as best practices. We have conducted approximately 140 such studies in 90 communities
ranging in size from 8,000 population Boone, lowa, to 800,000 population Indianapolis, Indiana.

Thomas Wieczorek is the Director of the Center for Public Safety Management. Leonard Matarese is
the Director of Research & Project Development for the Center.
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Executive Summary

ICMA was commissioned to review the operations of the Grand Rapids Police Department (GRPD),
the Kentwood Police Department (KWPD), and the Wyoming Police Department (WYPD). While the
analysis covered all aspects of these departments’ operations, a particular focus was on identifying
appropriate staffing given the agencies’ workloads, community demographics, and crime levels.

ICMA utilized operations research methodology to analyze the workload of each department and
compared workload to staffing and deployment levels. We reviewed each department’s
organizational design to determine whether the various functions of the police agency were staffed
appropriately.

The study incorporated several distinct phases: data collection, interviews with key police and
administration personnel, on-site observations of the job environment, data analysis, comparative
analyses, alternatives and recommendations, and submission of the written report and oral
briefings.

Based on the assessment of each police department and comparison of their operations, it is ICMA’s
conclusion that consolidation of the police functions and/or departments of Grand Rapids,
Kentwood, and Wyoming is possible. From a functional consolidation standpoint, the investigative
and support components of the three organizations can be collapsed into one. Functional
consolidation would result in one investigations division, one training division, one special
response team, one vice division, etc. that would be responsible for providing police services to the
three communities as a whole. Consolidation of the patrol function, however, should be
contemplated only based on a full merger of the three departments into one metropolitan police
agency.

After a thorough review of operations in each department, ICMA contends that a merged police
department is also possible. This report discusses the specific elements of a new consolidated
organization. For a merged department, ICMA recommends a staffing level of 1 chief, 3 deputy
chiefs, 6 captains, 16lieutenants, 48 sergeants, and 318 police officers. This level of staffing would
translate into personnel cost savings of approximately $10 million over the current staffing levels in
the three separate departments. Additional economies of scale can be achieved by consolidating
functions, streamlining operations, reducing redundancy, centralizing administrations, and
managing demand.

ICMA recommends that a deliberate and transparent process be used to evaluate this assessment
and to plot the course for next steps. ICMA strongly recommends a full, public examination of this
report; the creation of a police commission to oversee the consolidation; and the creation of a
merger task force to assume responsibility for overseeing the myriad details and processes
associated with police department consolidation. Lastly, it is strongly recommended that an
exhaustive search be undertaken to identify and appoint a police chief charged with making
consolidation happen.
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ICMA staff thanks the city and police administrations of Grand Rapids, Kentwood, and Wyoming for
their assistance in completing this project. In particular, ICMA commends City Managers Greg
Sundstrom and Curtis Holt, Deputy Administrator Rich Houtteman, and Police Chiefs Kevin Belk,
Richard Mattice, and James Carmody for their enthusiasm and cooperation with ICMA staff
regarding documentation requests and the overall project.
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Methodology

Data Analysis

This report utilizes numerous sources of data to support conclusions and recommendations for the
consolidation analysis. Information was obtained from the FBI Uniform Crime Reporting (UCR)
Program, Part I Index, crime and police officer head counts, and numerous sources of internal
information, including data mining from the computer-aided dispatch (CAD) system for information
on calls for service (CFS).

Interviews

The study relied extensively on intensive interviews with sworn and civilian personnel from all
three agencies. On-site and in-person interviews were conducted with all division commanders
regarding their operations. Similarly, the Police Benevolent Association representatives were also
interviewed to get an understanding of the labor-management.

Focus Groups

A focus group is an unstructured group interview in which the moderator actively encourages
discussion among participants. Focus groups generally consist of eight to ten participants and are
used to explore issues that are difficult to define. Group discussion permits greater exploration of
topics. For the purposes of this study, focus groups were held with representatives of the
departments.

Document Review

ICMA consultants were furnished with numerous reports and summary documents by the
departments. Information on strategic plans, personnel staffing and deployment, evaluations,
training records, and performance statistics were provided to ICMA.

Operational/Administrative Observations

Over the course of the evaluation period, the ICMA team conducted numerous observations of
general patrol, special enforcement, investigations, and administrative functions. ICMA
representatives engaged all facets of department operations from a “participant observation”
perspective.

Implementing the Report’s Recommendations

ICMA’s conclusions and recommendations provide a blueprint for both the city and police
administrations. The city administration should have periodic meetings with police department
personnel and other stakeholders to ensure that ICMA’s recommendations are implemented. It is
strongly recommended that the police chief identify and task one individual with responsibility for
implementing these recommendations. This person should establish a liaison with the chief of
police and should be given the authority and responsibility to effectuate the changes recommended.
This includes ensuring the recommendations are executed in a timely fashion and evaluating the
department’s progress every six months for efficiency, effectiveness, and performance.

Consolidation Assessment for Police Services page 7



All of ICMA’s recommendations are practical and sensible and should be implemented by the cities
within a reasonable period of time. If the cities desire, ICMA can provide a service to periodically
review, monitor, and reevaluate their progress and ensure that the recommendations are
implemented properly. If the police administration continues to have difficulty implementing the
recommendations, ICMA can assist with implementation.
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Overview

Consolidation of police services is a fairly common practice in U. S. police organizations. In 1845,
the New York Police Department (NYPD) was formed through the consolidation of several smaller
police departments, becoming the first major metropolitan police department in the United States.
Over the next fifty years , twenty-three town and village police services were consolidated into
what is now known as the NYPD. There are many more recent examples of local governments
utilizing consolidation to cope with population growth, revenue changes, or legislative and
regulatory acts.

During the 1960s and 1970s several major commissions—including the 1967 President’s
Commission on Law Enforcement and Administration of Justice, the Advisory Commission on
Intergovernmental Relations (1971), the Committee for Economic Development (1972), and the
National Advisory Commission on Criminal Justice Standards and Goals (1973)—shared views on
police consolidation. These reports summarized the importance of shared or pooled services to
accomplish some or all of the following goals: (1) reducing duplicate efforts, specifically in
neighboring communities with similar crime problems; (2) providing services that smaller
jurisdictions lack the resources to provide; (3) enabling specialized training, career development,
lower attrition rate, and improved morale for personnel; and (4) providing departments and the
communities they serve with enhanced technical capabilities based on shared equipment. These
same reports acknowledged the political challenges associated with shared services, particularly
the loss of autonomy at the local level.

Forms of Consolidation

During the economic recessions in the 1970s and 1980s, many local government considered
consolidation as a way to maintain optimum service levels for residents during periods in which
revenues were declining. In many states, most notably Michigan and Florida, some local
governments adopted a public safety model that combined police and fire personnel into one force
and cross-trained them to perform both fire and police jobs. The public safety model is just one of
many options for consolidation, In February 2012, the U. S. Department of Justice’s Office of
Community Oriented Policing Services issued a report reviewing some of the ways communities
across the United States have consolidated services." The study illustrates that many communities
across the United States have been able to adopt methods of consolidation that assist each
community’ specific budgetary needs and still deliver effective services to residents.

One option, as discussed above, is a functional consolidation, in which two or more agencies
combine specific units such as communications, crime labs, or special weapons and tactics teams.
This approach is utilized in Will County, Illinois, where thirty-seven municipalities have combined
services to form one major crime reduction force. Another approach is regionalization, in which a
number of agencies combine to police a wider geographic area. One example of this is the Northern

! Jeremy M. Wilson and Clifford Grammich, “Police Consolidation, Regionalization and Shared Services: Options,
Considerations, and Lessons Learned from Research and Practice,” BOLO (February 2012).
http://cops.usdoj.gov/Publications/e1211_bolo.pdf..
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York County (Pennsylvania) Regional Police Department, which has provided police services for
two boroughs and six townships for nearly forty years. Metropolitan departments, created when
two or more agencies serving overlapping jurisdictions join together, are quite common in the
United States, particularly with larger urban cores surrounded by neighboring, small municipalities.
In addition to the NYPD, Nashville, Tennessee; Las Vegas, Nevada; and Indianapolis, Indiana all have
metropolitan police departments. Other forms of consolidated and shared services include city-
county mergers, contracting by smaller jurisdictions with larger ones, and local mergers.

One form of consolidation is not better than another. The key question is to consider which option
is most appropriate for the communities concerned. During our study of the Grand Rapids,
Kentwood, and Wyoming police departments, the ICMA team assessed the opportunities and
feasibility of functional consolidation of various elements of the departments, as well as a full
merger of the agencies into a metropolitan department. Our conclusion is that either functional
consolidation or the merger into a metropolitan department offer the best opportunities to save
money, streamline operations, and improve efficiency without negatively impacting the level of
service delivery to any of the communities.

Community and Stakeholder Concerns

Any form of consolidation can be an unsettling process. Numerous stakeholders will have
important concerns about consolidating services with other communities. Where feasible and
appropriate, this report attempts to identify and address these concerns as part of the assessment
process. Research on consolidation of police services indicates that consolidation offers many
positive benefits, such as greater capacity and flexibility to respond to crime, traffic, and quality-of-
life issues. Consolidation also offers employees greater career opportunities and communities a
chance to save money without cutting services.

On the negative side, consolidation may mean a loss of control over department operations,
particularly for smaller communities. There may also be. confusion about how to contact the police
and a loss of identification with the local police.

Local government and police department leaders need to weigh carefully both the positive and
negative factors of consolidation and the implications for their communities.

The International Association of Chiefs of Police has published a report that highlights many of the
major concerns that communities have with respect to consolidation of police services.” In general,
citizens want to know how consolidation has fared in other locations. ICMA reviewed these
concerns to offer an assessment of the impact consolidation would have on these various elements
in Grand Rapids, Kentwood, and Wyoming. Following are ten major concerns associated with
consolidation and a brief response describing ICMA’s assessment of each issue. The report
contained herein explores many of these issues in depth and seeks to provide all three communities
with a workable assessment of the various options and recommendations about how these issues
might be handled.

2 Consolidating Police Services: An IACP Planning Approach (Alexandria, VA: 2003).
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1. Would the new agency move in a new direction philosophically? Should it?

In this case, the three departments are similar in policing style and approach, so moving in a
new direction philosophically is neither necessary nor desirable.

2. What would happen to the police department citizens now know?

The police department would not be radically different. It would have a different name, but
the officers would be the same and the department would be managed and equipped
similarly. Citizens would likely discern no major difference.

3. Who would manage the new department?

ICMA recommends that a new chief be selected to run the new department. Of course, the
current chiefs would be eligible for the position, but a thorough search would be conducted
to find the most qualified and experienced person possible to serve as the new chief.

4. Who will make the key decisions about the consolidation process, and how will the process
be designed to ensure that stakeholders have a role in decision making?

ICMA recommends that a police commission be established to handle these issues. At a
minimum, all stakeholders should be identified and invited to participate in the process,
which should be made as public and transparent as possible.

5. Would the quality of service provided residents rise or fall, and would consolidation lead to
duplication of services?

To the greatest extent possible, service levels would remain the same. Duplication of service
is unlikely; redundant systems and operations would be eliminated to achieve the same
service levels at reduced costs to citizens.

6. Would consolidation cause taxpayer costs to increase or decrease?

In the short term, there will likely be additional costs needed to support the merger.
Reconciling labor agreements, for example, may mean that some one-time or short-term
expenses will be incurred. However, in the long term, consolidation should result in
substantial cost savings for each community.

7. Is consolidation generally viewed as the best use of tax dollars?

Elected officials and city administrators have an obligation to provide the best possible
services at the lowest cost to the public. Consolidation is viewed as an excellent way of
achieving these competing goals. It is not a panacea for all issues with respect to policing,
but it is a viable alternative to make the delivery of police services more efficient. This
document and ongoing planning are important parts of achieving these benefits.

8. Would the seniority and job assignments of officers and civilian employees be protected?
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This is one of the items that need to be negotiated between the various employee
organizations involved in the consolidation process. In general, consolidation seeks to
recognize and protect the standing of all employees involved. However, the specific
dynamics of the process make it impossible to answer this question definitively.

9. Would promotional opportunities increase or decrease?

For the officers in the smaller agencies, career opportunities would increase. For employees
in the larger agency, there would be more competition for assignments and promotion.

10. What contractual issues might arise when two or more distinct agencies combine?

There are numerous labor agreements in place for various ranks and titles of employees.
Each agreement has different provisions, covers different aspects of work-life, and has
different time periods. This is one of the greatest challenges associated with consolidation.
Wages, benefits, and work schedules are just a few of the many issues that these contracts
cover, and each one, item by item, would need to be considered carefully. The leaders of the
agencies must work together and with the city administrations to resolve these important
issues successfully.

This report cannot answer every question in detail with regard to consolidation. The process will
likely uncover hundreds of administrative, legal, and operational issues that need to be explored
fully and resolved before a successful consolidation is achieved. This report raises these issues,
offers recommendations where possible on how to handle them, and most importantly, outlines the
feasibility of merger opportunities in the Grand Rapids, Kentwood, and Wyoming communities and
the major issues the communities will face with regard to these opportunities.
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Comparative Performance Benchmarks

When considering consolidation of police services, it is important to examine the performance of
the individual agencies. Whether full consolidation or functional consolidation is being considered,
understanding the relative performance of each organization is an important first step.

Organizational performance is a complex concept, with various dimensions. It is often
misinterpreted or narrowly construed as being comprised of one or two simple variables. In reality,
there is no single measure that properly describes the effectiveness of a police department. It is
more appropriate to consider a range of factors and a diversity of measures that reflect properly
the contribution that a department is making to the public safety of a community. Often these
efforts are reported in annual reports, as these documents seek to reconcile the stated mission of
the department with the various activities and accomplishments that happen throughout the year.

In a 2004 article “Police Performance Measures,” Mark Moore and Anthony Braga argue that six
general measures are appropriate to evaluate the performance of a police agency. According to
Moore and Braga, a police department should: (1) reduce crime; (2) hold offenders accountable; (3)
reduce the fear of crime and promote security; (4) encourage public-centered crime defense
programs; (5) improve traffic safety; and (6) provide essential emergency services.’ From a
strategic management perspective, each of these six broad areas of police responsibility should be
part of the police mandate and be measured so that plans and tactics can be created to achieve
success in each area.

Some of the six areas described by Moore and Braga are easier to measure than others. Crime rate
is reported periodically to the FBI through the Uniform Crime Reporting Program, but police
departments recognize that this is not a completely accurate measure of the rate of crime in a
community. Fear of crime, on the other hand, is almost never calculated, but rather is inferred by
the rate of crime. This is an error in reasoning, however, as the most victimized group of citizens
(young people) are often the least in fear of that victimization. Thus, even the most intuitive and
widely accepted performance indicators suffer challenges to their validity and measurement.

Instead of abandoning the pursuit of accurate and precise performance measures that create
categories of performance, it is essential that police organizations take the most commonly
available measures in their totality and used them to create an overall impression. This then leads
evaluators to conclusion (albeit imprecise) of whether an organization is high performing or low
performing.

Table 1 looks at the Grand Rapids, Kentwood, and Wyoming police departments across numerous
performance indicators. Where possible, a performance benchmark is provided to demonstrate the
relative success of the department compared to the benchmark. These benchmarks come from
various sources.

% Mark H. Moore and Anthony A. Braga, “Police Performance Measurement: A Normative Framework,” Criminal
Justice Ethics 23: 1 (Winter/Spring 2004): 3-19, available at
http://www.publicpolicy.umd.edu/uploads/cms/faculty/reuter/CCI$%20720/Moore.pdf.
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TABLE 1: Comparative Performance Benchmarks

Grand Rapids | Kentwood Wyoming Benchmark
Personnel
Population 188,040 48,707 72,125
Sworn Officers 298 66 87
Chief 1 1 1
Deputy Chief 0 1 0
Captain 6 0 2
Lieutenant 16 0 5
Sergeant 33 10 11
Police Officer 241 54 67
Officers per 100,000 159 142 121 190
Civilian Personnel (FT) 81 13 13
Ratio Sworn to Civilian 3.7:1 5.1:1 6.7:1 4.4:1
Crime and Traffic
Part 1 Offenses—Total 9,405 1,767 1,816
Violent Offenses 1,645 208 230
Property Offenses 7,760 1,559 1,586
Overall Crime Rate 5,002 3,628 2,519 3,203 (M)
Violent Crime Rate 859 438 320 490 (M)
Property Crime Rate 4,501 3,286 2,199 2,713 (Ml)
NIBRS Group A Clearance Rate 18.8% 30.8% 33.6% 22.7%
Traffic Accidents 6,787 1,069 1,674 282,075 (M)
Fatalities 12 2 6 868 (M)
Injuries 1,197 277 388 51,672 (M)
Traffic Injury Rate (per 100,000) 636 577 538 523 (Ml)
Budgeting
Operating Budget $45,849,941 $10,234,800 $14,978,490
Overtime Expense $1,869,277 $241,000 $611,314
OT % of Total 4.1% 2.4% 4.1% 5.0%
Police Spending per Capita $243 $210 $206 $216-$256
Spending per Part | Offense $4,875 $5,792 $8,248 $6,702
Spending per Officer $154,000 $155,000 $172,000 $135,000*
Deployment and Demand Management

Patrol Allocation (% of total sworn) 55.5% 63.6% 57.5% 60%
Saturation Index 60.0
February Weekdays 32.8 19.0 36.8
February Weekends 38.4 23.0 42.6
August Weekday 42.2 20.0 44.3
August Weekends 42.8 20.0 54.7
Ratio of Police Officers to Sergeants 7.8:1 54:1 6.1:1 8:1
CFS per 1000 residents 400 321 500 400-1,000
CFS Response Time (minutes) 15.5 16.5 15.8 15.0
Priority 1 Response Time 10.0 12.1 10.0 5.0
CFS Service Time (minutes) 42.0 36.3 42.9 30.0
CFS Units 1.8 1.8 1.7 1.6

* The $135,000 benchmark is derived from a report on Local Police Departments published by the Bureau of Justice
Statistics in 2007. The report separated agencies by population served and the amount shown in this table was
selected based upon the populations of the communities being studied. It was not indexed for inflation or labor

market.
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This “scorecard” provides a glimpse of the performance of the three agencies in the areas of
personnel staffing, crime, traffic, budgeting, deployment, and demand management. While there are
many possible performance data points to consider, it is ICMA’s contention that the areas shown in
the table offer a reasoned and practical overview of the relative performance of the three
organizations along key performance domains.

Personnel

As shown in Table 1, all three departments are staffed similarly, and each is staffed at levels below
the benchmark. The GRPD employs 298 sworn officers, which translates into 159 officers per
100,000 residents. The KWPD employs 66 sworn officers for a ratio of 142 officers per 100,000
citizens, and the WYPD employs 87 officers for a ratio of 121 officers per 100,000 citizens. The
benchmark in this category is 190 officers per 100,000, which is the national rate for communities
of similar size across the nation. It must be stressed at this point the ICMA does not recommend
officer-to-citizen ratios as useful measures for making staffing decisions. This issue is discussed at
length in the individual reports on police operations. However, this variable is a useful measure to
paint a picture of relative staffing levels across the three organizations.

The three agencies rely to a different extent on civilianization. Sworn officer to civilian staffing
ratios indicate that the WYPD has considerably fewer civilian employees compared to GRPD and
KWPD; the WYPD civilianization rate is also lower than the reported benchmark. Typically, many
civilian employees make their way into police department ranks via the communications function
in the department. With the recent transition of the communications function from WYPD to GRPD,
there is less need for civilians in this area. In addition, civilian employees are often the first to be
impacted by budget reductions. The combination of these two factors is likely to reduce the number
of civilians in each organization.

From a consolidation perspective, the use and deployment of civilian personnel provides a valuable
opportunity to save money and streamline service delivery. Careful consideration is given to the
deployment of these individuals later on in the document.

Crime and Traffic

Crime statistics show that the three communities face a disparity in levels of crime. The GRPD
serves a larger urban demographic, which is reflected in the higher crime rates for Grand Rapids.
The benchmarks provided are the average total crime rate, violent crime rate, and property crime
rate for the state of Michigan. GRPD has a higher crime rate than the state average, KWPD is on
equal footing with the state average, and the WYPD is lower than the state rates in both violent and
property crime.

The National Incident-Based Reporting System (NIBRS) clearance rates show a slightly different
picture across agencies. The NIBRS Group A clearance rate is calculated as the number of offenses
reported compared to the number of offenses cleared. “Cleared” is defined as when a person or
persons are arrested for an offense or it is closed by some exceptional means. There are numerous
factors that go into clearing crime, such as the number of reported crimes, the caseload of the
investigators responsible for follow-up, and the like. As can be seen in Table 1, the GRPD has an
18.8 percent clearance rate, the KWPD has a 30.8 percent clearance rate, and the WYPD has a 33.6
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percent clearance rate. The data here indicate that KWPD and WYPD are well above the benchmark
of 22.2 percent, while the GRPD is slightly below the benchmark.

From a traffic safety perspective, it appears that all three departments see higher rates of injury
than the statewide per capita traffic injury rate. With 626 traffic injuries per 100,000, the GRPD’s
traffic injury rate is about 21 percent higher than the state rate. KWPD and WYPD are also higher
than the state rate, but more on par with each other and very close to the average.

Budgeting

Analysis of the three agency budgets and financial benchmarks indicates excellent management in
these areas. All three departments are either on par or below the benchmark on spending on police
services per capita, and they are below the expected percentage of overtime expense as a portion of
the total budget. The combination of these two measures shows sound financial management on
the part of the cities and the police departments. Spending per Part I Crime is high in WYPD, but
this is a reflection of the low crime rate and not a reflection of excessive spending. All three
agencies spend slightly more than the benchmark of $135,000 per officer, but this is undoubtedly a
reflection of the cost of living in the three communities as compared with other communities in the
state and nation.

Deployment and Demand Management

In all three agencies the response to calls and high-priority calls takes longer than expected. Greater
examination of performance in this area is warranted. In particular, ICMA recommends scrutiny of
the communications process.

All three departments do an excellent job “triaging” calls for service to limit the number of
“nonpolice” calls to which police respond. The GRPD responds to 400 calls for service per 1,000
residents, the KWPD responds to 321, and the WYPD responds to 500. These figures show the
agencies have an aggressive call screening process and excellent management of public emergency
demand.

Alook at patrol allocation, however, points to differing conclusions. The GRPD and the WYPD are
almost mirror images of each other. Overall saturation index and patrol staffing in GRPD and WYPD
are almost identical, and this suggests that the deployment and utilization of officers in this function
are organizationally equivalent. The KWPD, on the other hand, shows an underutilized patrol
function, which would indicate conditions on patrol in KWPD are slightly less challenging than
GRPD and WYPD.

Conclusions Regarding the Comparative Benchmarks

Taken in totality, the comparative benchmarks presented above permit three important
conclusions.

e First, each organization is well managed. Staffing levels are lower than otherwise expected,
and financial expenditures are lower than average.

Consolidation Assessment for Police Services page 16



e On all measures of outcome performance (crime and traffic safety), all three departments
demonstrate excellent performance.

e The patrol deployment in each department is similar, with effective call management but
slightly long CFS processing times. There is somewhat uneven patrol allocation and
saturation between the three departments.

The challenges and obstacles presented by consolidation, either functional consolidation or a full
merger, are minimized when effective management structures are in place. It is difficult for a
smoothly running organization to subsume a poorly performing one. Worse still is when multiple,
poorly performing organizations are consolidated. The best possible climate for consolidation is
when the organizational conditions within each department to be merged are sound and
performance is high. ICMA contends that this is the situation in Grand Rapids, Kentwood, and
Wyoming. Overall, the performance data suggest that these are three high-performing and well-
managed organizations.

The GRPD, KWPD, and WYPD are in excellent condition from an organization-managerial
perspective.” Economic conditions have forced each organization to make some painful choices
over the past several years, but based upon the performance data examined, the most difficult
decisions have already been made. The organizations have adapted to conditions, and their
performance remains high. The same organizational proficiency that enabled each organization to
manage in a difficult climate and continue to perform efficiently and at a high level will permit
successful consolidation, whatever form it takes.

This important conclusion must be kept in mind when evaluating the various recommendations in
this report. ICMA contends that each organization gets high marks in management and
performance. Yes, there are improvement opportunities recommended, but overall the three
departments should be commended for their accomplishments in difficult times.

° For more information, see ICMA Police Operations Reports written for each agency in 2012.
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Department Values

Simply stated, all three of these departments are highly performing agencies. Each has experienced
significant cuts to their budgets and personnel in recent years, and each has adopted a fiscally
conservative operational mindset that will help them meet fiscal challenges in the future.

The mission statements of these agencies are consistent. The various goals of each agency, as
reflected in annual reports and various internal documents, vary from department to department,
but that is to be expected. What is of critical importance is the fact that all three departments
presently have the ability to maintain and effectively use a performance-based system of
management. If any one of these departments lacked the capability for this proactive form of
management, full or partial consolidation of services would be unduly complicated and perhaps not
even feasible.

From a management standpoint, each of these departments presently has a sense-and-respond
capability that enables them to detect subtle changes in the internal and external work
environments. Each can determine where and when police services should be delivered and
whether and to what extent their efforts are bearing fruit. The three departments all conform to
generally acceptable standards of performance for U. S. police agencies; therefore, any merger or
consolidation efforts will be facilitated by the overall quality of these departments. From an
interoperability standpoint, the three departments are functioning in a similar manner.

Since the departments share a performance-based culture, there are no obvious obstacles to
consolidation in terms of conflicting organizational cultures or philosophies of policing. Police
officers or managers from any one agency should be able to coordinate with those of the other
agencies with minimal adjustments or direction. Officers from all three agencies appear to perform
all essential duties described by the Statewide Job Analysis of the Patrol Officer Position developed
by the Michigan Commission on Law Enforcement Standards.® While internal policies and
procedures vary from department to department, the overall operational philosophies of GRPD,
WYPD, and KWPD are surprisingly consistent.

ICMA fully recognizes that each of these departments has spent many years forging strong bonds
with their respective communities. We therefore do not want to suggest that all police departments
are fungible or to minimize the adjustments that will necessarily need to be made in connection
with community relations. Indeed, if strong opposition arises to any merger or consolidation of
services, it is likely to come from the community. It is therefore critical to keep the public fully
informed whenever the issue of merger or consolidation is addressed.

In other parts of the country, when one or more police departments have merged a great deal of
emphasis has been placed on continuity and maintaining an identity for police personnel assigned
to distinct communities. Should a decision be made to merge, those implementing the process

® see MCLES, http://www.michigan.gov/mcoles/0,4607,7-229-41624---,00.html.

Consolidation Assessment for Police Services page 18



should make a significant effort to preserve and direct the important community service functions
currently performed.

Operations

ICMA contends that functional consolidation of services or a complete merger into a metropolitan
police department are both viable options for the GRPD, KWPD, and WYPD.

This section of the report discusses the various operational elements of police service delivery and,
where feasible and appropriate, offers recommendations for consolidation. It must be reiterated
that the three departments are performing well individually. The recommendations offered here
are based upon the assumption of “what’s possible” given the crime, traffic, and quality-of-life
issues in the three communities within the context of the organizational dynamic of each
department. The approach seeks to eliminate duplication of services and activities, make functions
less specialized, and streamline processes to the greatest extent possible.

Each major element of police operations is discussed: patrol, investigations, support, and
administration. In each section functional consolidation is explored. The culmination of the
assessment is the design of the a new Metropolitan Police Department, as illustrated in
Table 2 on the next page.
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TABLE 2: Metro Police Department-Table of Organization

Deputy Patrol
Chief Chief Captain Lieutenant Sergeant Officer Total

Administration:
Executive 1 1
Support Division 1 1 3
Public Information 1 1 1 3
Office of Professional
Standards 1 3 4
Information Technology 1 2 3
Special Services 2 8 10
Training 1 6 7
Communications
Special Events 1 1 4
Property 3
Subtotal Administration 1 1 1 5 8 22 38
Investigations Division:
Administration 1 1 2
Criminal Investigations 3 6 36 45
SRT 3 24 28
Vice 4 18 23
Special Investigations 1 10 11
Intelligence 1 2 3
Subtotal Investigations 1 1 5 15 90 112
Patrol Division:
Administration 1 1 2

rvice Area Alph
e e L s @
CPO Alpha 1 8 9

rvice Area Brav
e e L s @
CPO Bravo 1 8 9
Service Area Charlie
(KW/WY) 1 2 8 60 71
CPO Charlie 1 8 9
Subtotal patrol 1 4 6 27 216 242
Total 1 3 6 16 50 328 392

This organization is based on a policing philosophy that embraces a generalist approach and
collapses activities to the lowest possible point. It also stresses the importance of community
policing and seeks to provide the organizational capacity to respond to the organized community.

Consolidation Assessment for Police Services

page 20




The resulting organization is also a hybrid of the best practices of the GRPD, KWPD, and WYPD; a
concerted effort was made to retain these practices while maximizing efficiency.

Patrol

Consolidation of patrol operations in the three communities is viable, but it is not recommended
that patrol consolidate its functions without a full merger of the three departments.

Police Patrol operations are considered the backbone of any police department. Patrol is the most
visible part of the department to the community and the division that has the most contact with the
community. Having three separate departments but one consolidated patrol function would create
confusion for the public and the participating departments.

Any consolidation of patrol operations should be viewed as central to the merger of the three
departments. With this fundamental assumption in mind, patrol operations can be consolidated.
The approach takes the “best” of the three cities and consolidates them into one integrated patrol
model. This integrated patrol model is based on current demand for services and on the
recommendations made in the three separate operational studies of the individual departments.

At this point it is important to introduce the principle recommendations regarding patrol
operations presented in the three operational studies. Understanding these recommendations is
the first step in consolidation.

Grand Rapids:

e (Collapse geographic organization of patrol from four service areas to two. Each new service
area would be commanded by a captain.

e Staffing in the patrol division with 161 total sworn personnel, with 120 of those officers
assigned to patrol shifts.

Kentwood:

e Reduce the number of officers on patrol to twenty-eight.
e Add a supervisory position to one shift.

e Add a command level supervisor to patrol operations.

Wyoming:

e Reconfigure the inefficient patrol schedule.

Common:

e (Create a committee to examine call for service demand to determine how to decrease the
number of calls receiving a police response.
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The current patrol staffing in the three cities is illustrated in Table 3.

TABLE 3: Current Patrol Deployment®

GRPD KWPD WYPD
Deputy Chief 0 1 0
Captain 4 0 1b
Lieutenant 2 0 2
Sergeant 16 6 6
Officer 124 36 44
Officers per Shift—Day 7¢ 5d 7
Officers per Shift—Night 10 9 8

a Does not include community service officers or lieutenants assigned as Watch
Commanders.

b One captain oversees both patrol and investigations.

¢ Number of officers per service area.

d Deployment varies by time of day and day of week.

Shift Length

The three departments employ three different patrol staffing plans. In general, there are no
“superior” tour lengths or rotations, but there are advantages and disadvantages of various staffing
plans. The approach used here is to maximize the benefits and minimize the costs.

The GRPD utilizes 12-hour tours. Because this length of tour provides for the greatest number of
days off for officers, they generally prefer this option. Still, there are some downsides. The shifts
are long, and fatigue sometimes sets in at the end of a 12-hour shift or on the last work day in a
series of scheduled days. Scheduling is relatively easy with 12-hour tours. The day is evenly divided
into two 24-hour rotations; as one rotation works, the other is of