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ICMA, through the use of Tom Wieczorek and Leonard Matarese, will conduct a data
driven analysis from which they will base their study conclusions and recommendations.
The data will be “raw” or derived directly from the CPLIMS/Clemis system and not
previously generated reports. This process reduces the possibility that the data has been
skewed or manipulated. In our research of other firms, we have found this to be unique to
the way ICMA conducts its studies versus other firms.

Recommendations based upon data driven analysis will produce objective results by which
the current efficiency and effectiveness of our public safety services are evaluated. The
subsequent recommendations will be based in hard data and not subjective analysis. This
information will provide for an opportunity to expand the use of performance
measurements to gauge current and future performance, as well as staffing
needs/changes in the future.

The feedback from staff was overwhelmingly positive concerning how the sessions were
conducted with staff and others in September, the questions that were asked and the
openness of the consultants. This is an important component and the value of trust should
not be under estimated. Fire Fighters and, especially, Police Officers often find outsiders
untrustworthy and therefore they withhold valuable information. The value of this study is,
in part, going to be based upon the feedback provided by those groups.

For these reasons, staff recommended proceeding with the study utilizing the ICMA consulting
services. This item was discussed by the CRC at their October 30" meeting and the Committee
concurred with the staff recommendation and directed staff to place the item on the November 10"
agenda for approval. If approved, the consultants expect to complete the study within 90 to 120

days after award.

RECOMMENDED ACTION: Approval of staff and Consultant Review Committee recommendation to
award the Public Safety Services, Resources & Ultilization Study to the International City/County
Management Association (ICMA) Consulting Services in an amount not to exceed $64,000
($58,000 for study costs plus expenses).
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ICMA Background
International City/County Management Association (ICMA)

The International City/County Management Association (ICMA) is the premier local
government leadership and management organization. Since 1914, ICMA's mission has
been to create excellence in local governance by developing and fostering professional
local government management worldwide. Toward this end, ICMA provides an
information clearinghouse, technical assistance, and training and professional
development to more than 9,100 chief appointed administrators, assistant administrators,
and other individuals throughout the world. The organization's resources and services
reach thousands of local, state, and federal government personnel, academics, private
sector professionals, citizens, and other individuals with an interest in effective
management at the local government level.

ICMA's members represent the administrative center of professional municipal, county,
and regional services that affect millions of urban and rural citizens on a daily basis and
are responsible for the leadership that ensures strategic economic growth and
management of public services and infrastructure planning, investment, and
development. Every day, local government managers determine policy, programming,
funding, and strategic decisions that impact the ability of local resources to deal with
situations of all types, including the management and operations of public safety and
legal departments. Local government managers serve as the “hub of the wheel,"
coordinating efforts and implementing strategies for maximum effectiveness and
efficiency.

ICMA Consulting Services

The ICMA Consulting Services team helps communities solve critical problems by
providing management consulting support to local governments. One of ICMA
Consulting Services' expertise is public safety services, which encompasses the following
areas and beyond: organizational development, leadership and ethics, training,
assessments of calls for service workload, staffing requirements analysis, designing
standards and hiring guidelines for police and fire chief recruitment, police/fire
consolidation, community oriented policing, and city/county/regional mergers.

The ICMA Public Safety Services team is led by Leonard Matarese, director of public
safety services, ICMA Consulting Services. Leonard, along with a team of highly
experienced, hand selected consultants, support a number of public safety services
projects for jurisdictions nationwide.

Qualifications

Among ICMA's many activities, it assists local governments through a variety of programs
that focus on specific local government concerns including public safety and fire and
police protection. ICMA's focus is on the management perspective in organizing and
operating these areas. For this purpose, ICMA Consulting Services acts as an objective
and tfrusted broker tapping into the knowledge of the association's membership base
and combining expertise from other appropriate experts to offer innovative ideas, lessons
learned, and leading practices to communities facing similar challenges. The program
provides practical advice and resources that local government managers and staff
need to improve services and service delivery in their communities.



Project Staffing and Organization

The ICMA Consulfing Services team {the Team) includes local government practitioners
and subject matter authorities from across the country. The team will consist of a
program director, senior operations manager, and several senior public safety
consultants.

Program Director, ICMA Director of Public Safety Programs

Leonard Matarese, MPA, Director of Public Safety Programs, ICMA Consuiting Services

Duties
Mr. Matarese served as the team leader and on-site coordinator for the project. He is
the individual to contact concerning questions about this proposal.

Senior Public Safety Consultant

Thomas Wieczorek, ICMA Senior Manager, Public Safety Programs, ICMA Consulting
Services; former Executive Director of the Center for Public Safety Excellence, Inc.

(formerly the Commiission on Fire Accreditation International, Inc.)

Duties

Mr. Wieczorek acted as a subject matter expert regarding the analysis and use of fire,
police and EMS operations. Mr. Wieczorek provided recommendations for
objectives, as well as methods for meeting objectives and for insuring their accuracy.

Project Understanding Based Upon Site Visit

Based upon a site visit conducted by Leonard Matarese and Thomas Wieczorek, the
ICMA Consulting Services program was asked to assist the City of Novi, Michigan to
identify the expectations of City Administration, City Council, Police and Administrations
for the City's budgeted public safety (Police, Fire and EMS) services, resources and
utilization study to ultimately to maximize efficiency, effectiveness and safety.

Based upon a two-day site visit to Novi, the following findings were recorded that should
be incorporated into the City's study:

The safety component is to pertain to both emergency responders as well as citizen-
customers affected by service delivery. The resulting study will review existing resources
and deployments as well as make recommendations for changes to the deployment
methodology as well as administrative service improvements.

Considering Novi is in the midst of a dynamic change in the dispatch and operations
systems, we understand the need for guidance in a variety of areas and the need to use
any information learned to improve police, fire and EMS operations.



During our on-site assessment, we concluded that there are some gaps in the data
available which will affect estimates of workloads such as time stamps for all breaks and
other patrol times. Similar gaps will likely occur in determining response times on Fire and
EMS.

Our godl is to provide Novi with the guidance needed to develop a comprehensive
review process that will monitor the operations for continuous improvement and to
identify the key variables that should be tracked routinely and to assist them with the
information needed in order to make budgetary and policy decisions.  Therefore, it is
an ideal time to do an assessment of where the city is right now, of which that
information learned can be used in future decision making processes as well.

Patrol Force - Analysis of Data and Patrol Force Planning

The City of Novi has utilized a deployment method for its patrol forces since 1997. Since
that time, a number of changes have taken place within the city including the addition
of significant retail development as well as demographic changes. These changes
affect traffic patterns, calls for service, and crime patterns.

One issue that was identified through discussions with Police leadership and staff is that
Novi responds to all calls for service; calls are prioritized by Dispatch, but not prioritized by
the computer aided dispatch (CAD) system and all calls result in a personal contact with
the complainant. The calls for service often include medical calls such as need for drugs,
medical testing, persons that are sick, etc. Some Patrol officers suggested that such calls
often have little with which they can assist and such calls should be screened and more
appropriately distributed to Fire Department personnel. As calls for service increase and
funding remains constant (or decreases), this philosophy will need to be reviewed.

Further inquiry resulted in feedback that when officers did not have activity for periods of
time in their shiff, tapes were reviewed (cameras are found in all vehicles} and paper
reports generated that required extensive documentation. This accountability and
administration may be necessary to ensure maximized use of staff time. However, the
reports generated may not result in their intended purpose. The review of the
department will analyze whether the existing report generating systems are being utilized
by department members effectively or are simply keeping statistical data that is
consuming patrol time but not utilized for any business purpose.

Background - Police Patrol -

Police departments utilize their patrol forces in two modes: reactively to respond to calls
for service and proactively to address potential crime problems as well ongoing nuisance
issues. (See Figure 1.) Detectives provide another element of a primarily reactive force,
seeking to solve crimes that have already been committed.






Suggested Study Components -
1. Document current police patrol performance and workload levels
2. Establish a range of performance goals and objectives for the Police Department
3. Identify opportunities to improve on performance with existing resources
4, Estimate the manpower requirements and associated costs that would be
needed to achieve city and police management specified performance objectives
5. Provide guidance on routine standard reports that should be used to frack
performance

Current Performance -

The Study will analyze in-depth four weeks of summer data and four weeks of winter data
and assess variations by time of day, day of week, season and district. The analysis will
include all of the following:

a) Patrol deployment levels

b) Average response time fo different call priorities

c)} Proportion of calls in each category for which response times are
unacceptably long. For example, the proportion of high priority calls that
experience response times of longer than 10 minutes will be identified in the

study
d) Document time periods during the week in which response times seem
excessive

e) Average and median fime spent on calls with different priorities
f)  Proportion of calls with unusually long time spent on-scene

g) Proportion of calls requiring more than one patrol unit

h) Resources allocated to proactive patrol

i) Resources consumed on non-value added activities

The study will pay special attention to the following:

0 The impact of patrol force involvement in prisoner processing. Novi is looking
at utilizing a new cadet program to, in part, check on prisoners held in the
City holding area as well as feeding prisoners. We will analyze the short- and
long-term costs of implementing this new program and if it could it be
provided via alternate means.

Opportunities for Improvement -

To examine whether or not patrol resources are efficiently deployed over a 24-7 time
period, the study will graph deployment levels against workloads by time of day, day of
week, and by patrol areas. We will analyze and graph police response time by call
priority level and shift to identify significant patterns/differences in police response. These
response time analyses will also separate out and analyze the components of police
response -- call queue time, fravel time, and time on scene. Consequently, a series of
frend charts, maps and data tables will describe police response time in detail and
provide the variables needed for developing a plan based on Operations Research
methods rather than anecdotal examples.

We will observe and meet with dispatch operations manager and personnel to
determine the extent of best practices employed to efficiently dispatch patrol units. The
resulting study will discuss and document the extent that the police patrol management
is applying principles of performance based management and continuous improvement
to efficiently utilize police resources. The study will then employ Operations Research
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Response fime is an important statistic in emergency service systems. We will determine
not only average response time but also the distribution of response fimes for different
call categories. We will also identify and review calls that experienced unusually long
response times.

Other

The communication system for the City of Novi will be reviewed as a part of the study,
beginning with the original data information that will ultimately be used for analysis.
Recommendations will be made for improvement of the dispatch system wherever
deficiencies are discovered such as in radios, frequencies, data recording, etfc.

Timeline
Similar projects of this magnitude that ICMA has managed were completed from
between 90 to 120 days.

Reporting

A Team Leader has been identified in the proposal and will report project status to the
identified City contacts at specific identified intervals using an acceptable and agreed
upon reporting template. Beyond this however, communication will be maintained and
coordinated through the Team Leader with these contacts and other identified relevant
personnel on a regular basis.

Proposed Fees

The quotation of fees and compensation shall remain firm for a period of 90 days from
this proposal submission. Two payments shall be invoiced to client: one at the beginning
of the project period; the second after submission the last deliverable(s) is accepted by
client. If some other arangement is deemed more appropriate by the client, ICMA will
work cooperatively for an agreement on the payment terms.

ICMA agrees to conduct the project as described above for the sum of $58,000 (fifty
eight thousand dollars) exclusive of travel costs associated with the project. Each
installment shall be $29,000.00 (twenty nine thousand dollars) and made out to the
International City/County Management Association upon invoicing as according to the
aforementioned payment schedule. ICMA estimates that fravel charges will not exceed
$6.,000. The total project costs including travel is $64,000.00. ICMA agrees to work
cooperatively with the client in order to reduce such costs to the greatest extent possible
while still meeting the expectations of the City.

Contract Administrator

The individual who can make final decisions regarding the contract and has the
authority to contract for ICMA is:

Julie Pike

Director, Grants & Confract Administration

International City/County Management Association (ICMA)
777 North Capitol Street, Suite 500

Washington, DC 20002
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Background

Thomas Wieczorek is an expert in fire and emergency medical services
operations. Mr. Wieczorek has served as a fire chief, director of public safety
and city manager. He is the former Executive Director of the Center for Public
Safety Excellence (formerly the Commission on Fire Accreditation
International, Inc.) and oversaw the 7t Edition of the Self-Assessment Manual
as well as writing the 5™ Edition of the Standards of Response Coverage
Manual.

Mr. Wieczorek has taught a number of programs at Grand Valley State
University, the National Highway Traffic Safety Administration (NHTSA),
American Public Works Association, Michigan Rural Water Association, and
Grand Rapids Junior College. He has testified frequently for the Michigan
Municipal League before the legislature and in several courts as an expert in
the field of accident reconstruction. He is active in a number of associations
and is a speaker at numerous stafe and national events. He is the past-
president of the Michigan Local Government Manager's Association
(MLGMA); served as vice-chairman of the State of Michigan Department of
Transportation Asset Management Council; served as the vice-chairperson of
the Commission on Fire Officer Designation; served as president of the lonia
County Memorial Hospital Board of Directors; president of the lonia-Montcalm
Domestic Violence Program; and serves as a representative of ICMA on the
NFPA 1710 career committee.

He received the Mark E. Keane "Award for Excellence™ in 2000 from the
ICMA, the Association’s highest award. He has been honored with the
Governor John B. Swainson Award for Historic Preservation from the State of
Michigan Bureau of History (1997) and was honored as City Manager of the
Year (1999) and Person of the Year (2003) by the Rural Water Association of
Michigan, and distinguished service by the Michigan Municipal League in
2005.

Mr. Wieczorek has served as a peer assessor for CFAl and also a team

leader. Under his leadership The City of lonia Department of Public Safety
became an accredited agency, one of the smallest in the country. He works
closely with the ICMA Center for Performance Measurement (CPM) assisting in
the development of fire service productivity metrics.

Senior Public Safety Consultant

e Kenneth R. Chelst, Ph.D., ICMA Senior Public Safety Consultant, Chair of the
Department of Industrial and Manufacturing Engineering of Wayne State University

o Duties
Dr. Chelst will serve as chief researcher, responsible for supervision of all
data collection and analysis.

o Background
Dr. Chelst is an expert in the application of advanced mathematical
models for all emergency resources planning, especially police. He lead
a demonstration project for the City of Detroit Police Department which
cut response times by 40% using continuous improvement and data driven
decision making. Over the past two decades he has studied several
dozen emergency services operations using data driven techniques to
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