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DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

1. INTRODUCTION AND SUMMARY

The Matrix Consulting Group was retained by DeKalb County to conduct an
Organizational Efficiency Study. The report, which follows, presents the draft results of
“Phase 1” of the study. This study was designed to provide an assessment of the
County’s organizational structure and the efficiency and effectiveness of the operations,
staffing levels and management. The project team has assembled this draft final
report, which summarizes our findings, conclusions and recommendations.

1. INTRODUCTION AND STUDY SCOPE

DeKalb County sought assistance in evaluating its current organization,
operational efficiency and effectiveness. The County sought this review to complement
its continued efforts to streamline operations while maintaining appropriate service
levels in a challenging economic environment and with the potential for municipal
annexations and incorporations impacting revenue and service delivery capabilities.

As stated in the County’s Request for Proposals, the primary intent and goal of

the project is to conduct an Operational Efficiency study to consider the following:

. Identify the strengths and opportunities of the County organization;
. Assess the allocation of personnel, financial and equipment resources;
. Develop recommendations that will improve the effectiveness and efficiency of

County services;

. Review and examine the City’s organizational structure and operational practices
including:

- Services provided
- Staffing levels

- Workload

- Organization
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. Assess the potential service and organizational impacts that municipal
annexations and incorporations in the County.

The range of this study encompassed the functions that report directly to the
County’s Chief Executive Officer and Chief Operations Officer. Independently elected
officials and the County’s Courts were offered the opportunity to participate.

Due to the potential changing circumstances, the Matrix Consulting Group project
team has developed this report in two parts, which include:

. A Phase 1 Report, the current report, which summarizes management, staffing
and operational issues which need to be immediately addressed or addressed
within the next few years.

. A Phase 2 Report, which will be separately issued, which deals with the potential
impacts of municipal annexations and incorporations as well as strategies which
the County could utilize to mitigate the effects of transformation.

The relationship of these two study ‘phases’ is clear — DeKalb County has a

period of time to address the efficiency and effectiveness of its operations. This gives it

a critical opportunity to achieve many things, including:

Improve service efficiency and levels of service.
. Improve the responsiveness and transparency of government.

. Improve management’s ability to provide oversight and report to the community
on the quantity and quality of services provided.

. Reduce the costs of government.

In this unusual situation, then, DeKalb County can give itself some ‘breathing
space’ ahead of decisions to annex or incorporate, or not, and ‘get its house in order’
appealing to constituents that the County is a valuable partner. Moreover, this strategy

provides the County with the ability to be considered a viable service provider even in a
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government reorganization and able to compete with other public and private agencies
for the business of service delivery.

This report includes recommendations based on the project team’s review that
will enable the County to deliver services in a more efficient and effective manner.

These recommendations include issues such as the following:

. Changes in staffing configurations or staffing levels;

. Review of services provided and their appropriateness;

. Changes in methods of service delivery;

. Consolidation or relocation of operations;

. Review of facilities, equipment and vehicles as they relate to efficient and

effective service delivery;

. Use of technology and enhancements that would improve effectiveness and
efficiency.
. Other changes that will provide for more effective utilization of resources.

The report also provides estimates of the cost impacts associated with each
recommendation and identification of potential implementation issues and how to
overcome these issues. In general, this Phase 1 study for DeKalb County is intended to
provide a baseline assessment, analysis of efficiency and effectiveness issues and the
development of direction to resolution of identified issues.

2. PROJECT METHODOLOGIES

In this Organizational Efficiency Study, the Matrix Consulting Group’s project
team utilized a wide variety of data collection and analytical techniques. The project
team conducted the following data collection and analytical activities:

. Initiated the study by developing an initial understanding of the key issues
impacting the County. To evaluate the County’s organizational structure,
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staffing and operations, the Matrix Consulting Group at the outset of this study
conducted initial interviews with County management. Interviews focused on
goals and objectives of the study, the evolution of government reorganization in
DeKalb County, the levels of service provided, the resources available to provide
those services, and constraints.

. Developed a study baseline descriptive “profile’ of the County. The Matrix
Consulting Group conducted over 200 interviews with County staff in each
operating department in the scope of this study to document current organization
of services, the structure and functions of the various departments, budgets,
workload data, management systems, etc. This results of this informational
baseline was utilized as a starting point for further analysis leading to
recommended changes.

. Provided an opportunity for employee input. In addition to interviews, the
Matrix Consulting Group administered an on line anonymous employee survey.
This survey asked employees to evaluate a variety of statements regarding the
overall operations of the County as well as their departments, and to identify
constraints they faced as well as their perceptions on improvement opportunities.
Over 1,500 responses were received and evaluated by the project team. The
Employee Survey Results are included as an Appendix to this report.

. Conducted a comparative survey of other counties in Georgia and
elsewhere to understand how other jurisdictions handled similar issues.
Two related comparative surveys were conducted — the first one was of other
suburban Atlanta counties to understand how they dealt with some of the same
pressures as DeKalb County relating to municipal annexations and
incorporations; the second survey focused on “peer” counties elsewhere in the
Southeast and Mid-Atlantic regions to develop benchmark metrics of staffing and
performance. The results of the Comparative Surveys is also included as an
Appendix to this report.

. Identifies key strengths and opportunities for improvement in each
department. A ‘best management practices’ assessment was conducted to
compare DeKalb County to “standards” developed by our firm as well as to
“standards” developed by professional organizations, such as the American
Planning Association, American Public Works Association, etc.

. Conducted further analysis of issues identified and summarize analysis in
the project report. Based on initial findings developed, the project team
evaluated additional data, analyzed issues and alternatives, resulting in
recommendations to staffing levels and management that would streamline
operations, organizational structure and service delivery.
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Throughout this process the project team reviewed interim findings with County
leadership.

3. KEY THEMES IN THE DRAFT REPORT
A project of this scope for large and complex entity as DeKalb County’s

Organizational Effectiveness Study will identify many opportunities for improvement.

Potentially lost in the hundreds of pages of improvement opportunities in this draft

report may be the many positive things being achieved in the County today — areas in

which the County meets or exceeds standards of service efficiency or effectiveness.

The County has not been ‘standing still’ waiting for this study to occur — the leadership

of DeKalb County, including department managers, has taken many steps to improve

efficiency and effectiveness, to maximize customer service and responsiveness and
reduce costs. As noted earlier, the project team used a ‘best management practices’
comparative assessment process to clearly identify both positive aspects of government
operations in DeKalb County as well as improvement needs.

Just a few of the positive aspects of DeKalb County’s government operations
which were clear to the project team include the following:

. A commitment in public safety to provide the highest possible service to the
community and safety to residents and businesses though effective management
of police, fire, emergency medical and emergency communications services.
These efforts include intelligence led policing, an innovative concept that many
community talk about but few have implemented as DeKalb County has.

. An emerging commitment to effective infrastructure management and change in
the way important and costly assets are managed in the County. While not
uniform in infrastructure management in the County, and is subject to much

analysis in this report, this is aptly demonstrated in fleet management.

. Extremely high levels of customer service in ‘community services ‘ in DeKalb
County (i.e., library and parks and recreation services). The project team’s
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research has found that these services are structured and evaluated by staff
continually and this process often involves the community and patrons.

. Recent changes in several of the administrative service functions in DeKalb
County have recognized that change was necessary in order to effectively
support staff internally as well as the public externally. The changes in Finance,
Purchasing and Contracts as well as Information Technology is especially
noteworthy in new approaches to policy development, customer service and
human / systems management.

. Similarly, recent changes in development services has demonstrated a keen
appreciation that the value of facilitating and supporting permit applicants in
community and economic development is key to the long term financial health of
DeKalb County.

. This and other performance audits and studies have not only demonstrated the
goal and value of being a ‘high performance organization’ to County leadership,
staff, elected officials and the public, they have also resulted in positive change in
County operations and services (e.g., in permitting and in utility services).

In spite of the many positives within County operations, there are also many
improvement opportunities. These issues represented the principal focus of this study.
While there are hundreds of recommendations made in this report, there are several
recurring areas in which major change in needed. Many of these improvement needs
cross-cut the organization. The following points summarize the most significant areas
of improvement needed in DeKalb County:

. The lack of useful performance management data for County leadership and in
many departments hinders managers’ ability to monitor operations and services.
Many performance management systems needed to monitor service are lacking
(for example in infrastructure and administractive areas); County leadership lack
a ‘dashboard’ of key performance indicators.

. In many infrastructure and administrative areas the County has been inconsistent
and reactive rather than proactive. In infrastructure services, the lack of asset
condition and maintenance data has hampered its ability to have a more
proactive stance in the way it provides service to the community. In
adminstrative services, inconsistency in customer service and the efficiency of
business processes have similarly hampered management and customer
service.
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The critical functional areas of ‘community services’ and ‘admininstrative
services’ lack a high level manager in County leadership. Recreation and Parks
and the County Library are organized under the Infrastructure group; internal
administrative functions report indivisually to the Chief Executive Officer or Chief
Operating Officer. Organized in this way impacts the representation of these
services to the Board of Commissioners and to the public as well as the ability to
draw these services together in a common approach to effective management
and customer service.

There are other areas of the County that are ‘over managed’ in terms of the
number of layers and/or the number of managers refelcting outdated concepts of
organizational management when spans of control needed to be narrower.
There are instances of this in several areas of public safety.

A comprehensive and cross cuttting evaluation of ‘customer service’ needs to be
taken by DeKalb County. Currently, there is no single manager in the County
responsible for customer service commitments, policies, tracking, training and
monitoring. As a result, current approaches lead to this being inconsistent in
County services. Led by an enhanced County leadership team, improved and
consistent customer service is essential.

The Department needs to perform a comprehensive work force evaluation in
which the classifications of positions is justifed by the level of responsibility. For
example, the Police Department should civilianize selected positions within the
organziation where the use of sworn positions are not required to effectively
perform the duties.

Throughout the past few years the County has struggled to play ‘catch up’
because of the cumulative effects of positons lost since the onset of the Great
Recession in 2008 — 2009. *“Early outs” wiped out much of a generation of
institutional knowledge and budget cuts affected much of the County’s service
capacity.

These cross-cutting issues are described and analyzed in depth in this report.

However, at a macro-level they suggest a clear and immediate course of action for

County leadership to take in the next year to complete the transition to a ‘high

performance organization’. This strategy is summarized in the next section of this

summary.
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4, HIGH PRIORITY STEPS FOR THE COUNTY’S LEADERSHIP TO TAKE

As noted earlier, DeKalb County has potentially up to a year to give itself some
‘breathing space’ ahead of decisions to annex or incorporate and ‘get its house in order’
To demonstrate an ability to appeal to constituents that the County is a valuable partner
to maintain the status quo or to be considered as a viable service provider in a
government reorganization will take leadership and a commitment to change.

Key steps in this process are summarized in the following sections:

(1) Develop a Comprehensive Implementation Plan of Change Commitments in
This and Other Analytical Efforts.

The County has dedicated substantial resources to understanding and changing
its organizational structure, its management and service delivery. Each of these efforts
have resulted in many recommendations, some of which have been implemented and
others are being considered for implementation. Time is short and the County needs to
develop an implementation plan encompassing the intersection of all of these efforts.
There is much to build on in this effort because as noted throughout this report:

. Many departments and functional areas have already positioned themselves as
service leaders (e.g., in public safety, libraries and Watershed).

. Several other departments and functional areas recognize the need for change
and have a plan to transition to a ‘high performance organization (e.g.,
purchasing and permitting).

. Other departments and functional areas need guidance and assistance to make
this transition and these are the principal focuses of this report.

The development of a comprehensive and cross-cutting plan as well as
monitoring will take additional resources to accomplish. As a result, the County should
add a Senior Management Analyst who would report to the Chief Operations Officer of

the County to develop a comprehensive implementation and monitoring plan. This
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position would be skilled in such systems as Microsoft Project and in developing such

plans in the past. Without effective support and oversight, progress toward

implementation of change could flounder.

Recommendation:

Add a Senior Management Analyst position, reporting to the Chief Operating

Officer, to develop a comprehensive implementation plan and monitoring system.

The cost of such a position would be expected to cost an estimated $100,000 in

salary and benefits each year.

(2) Develop a Performance Management System and Charge the Office of
Management to Measure and Monitor County Operations Meeting
Established Service Objectives.

DeKalb County has extensive management systems in place to monitor service
delivery, staff utilization and costs (e.g., in permitting, public safety records
management, etc.). Many more have been recommended for implementation in this
report (e.g., maintenance and infrastructure management). In this ‘best in class’
approach to performance management, the County needs to examine what needs to be
done to cross through all of these systems to develop a ‘dashboard’ of indicators for
County leadership, the Board of Commissioners and even the public to use in
monitoring the conformance of service reality to service commitment.

The County’s Information Technology Department needs to be tasked with
evaluating how to develop a management dashboard which draws from disparate
systems and integrated. Such management reports need to be available in real time to
managers on a daily basis and some summary version available on the County’s web

site. Part of this evaluation would be the best means of integrating system-wide data —

either through a mining different systems or acquiring on off-the-shelf performance
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management system. Many such systems exist. Acquiring such a system would have
the benefits of standardization and would facilitate access to information.

Once implemented the County’s Office of Management and Budget, which has
been a unit within the Finance Department, should be reassigned to the Chief Operating
Officer and charged with maintaining the performance management system, developing
results on an ongoing basis and reporting on performance regularly to the Board of
Commissioners and the County Executive and Chief Operating Officer. This unit would
also be charged with performing internal operational assessments to improve
performance.

Recommendations:

The Information Technology Department needs to be tasked with the
development of an integrated management dashboard for use by County
leadership and the Board. A summary version could be made available on the
County’s website. The resources needed to implement a management dashboard
are not known because there are key systems needed to be implemented.

The County’s Office of Management and Budget should be rebranded as the
County’s Performance Management Unit responsible for performance
measurement and reporting as well as the development of operational

assessments directed by County leadership.

(3) Strengthen the County Leadership Team by Creating Deputy County
Operating Officers Dedicated to Administrative and Community Services.

Currently, the County leadership focuses overall executive and operational
control to the County Executive Officer (CEO) and County Operational Officer (COO).
Because of the size and diversity of the County organization Deputy COO positions
have been created as senior management specialists in major service areas — public
safety, infrastructure and development. This approach enables a single individual to

oversee similar functions, ensuring a consistent, coordinated and integrated approach
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to service delivery. Additionally, it ensures that there is a senior executive who is

looking strategically at issues within the general functional areas — something that

cannot be effectively done at simply the departmental level and something which the

COO cannot do for all departments. “Administrative Services” and “Community

Services” need to be viewed as ‘core services’ too, with significant human and physical

assets and customer focus. As a result, these groups of functions need to be accorded

senior management for oversight, coordination and strategic planning purposes.

However, there are two major areas which do not have dedicated senior-level
management — administrative services and community services. This has had the
following effects.

. In the case of administrative services, there is no one manager responsible for
the coordination and consistency of critical internal services. Currently, these
functions include Information Technology, Human Resources, Purchasing and
Contracts as well as Finance which all report separately to the Chief Operating
Officer.

. The fact that each of these administrative services has a separate direct report to
the County’'s COO increases his span of control to a very broad level potentially
impacting not only attention to detail but also strategic focus.

. In the case of ‘community services’, including libraries, recreation and parks as
well as other community oriented programs and services (such as Human
Services) these also either separately report (Human Services) or in the case of
libraries and recreation are functions combined with asset management services

(the Infrastructure group).

. Organizing these important internal and external services in this way has the
potential to de-emphasize the customer and public aspects of these services.

A broader more holistic view is needed in these areas as well to enable cross-
departmental efficiencies, service delivery strategies, and alternative approaches to be
most effectively considered and addressed. To address these will take additional

managers to provide that strategic focus and focus on customer service in a
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coordinated way. This will take two senior positions — another Deputy COO for
Administration and a Director for Community Services (reflecting a narrower scope of
responsibility).

Recommendations:

DeKalb County should add one additional Deputy Chief Operating Officer to
oversee administrative and internal service functions including Human
Resources, Budget, Financial functions, Procurement and Information
Technology. The cost of this recommendation is estimated at over $200,000 per
year in salary and fringe benefits.

DeKalb County should add one Community Services Director position to oversee
community services functions including Libraries, Recreation and Parks, Human
Services, and potentially Child Advocacy. The cost of this recommendation is
estimated at over $150,000 per year in salary and fringe benefits.

This change is not without a financial impact. However, given the potential to
provide a much stronger focus on operational improvement and coordinated service
delivery to the County organization focused on customer service — this is a minor
expense for the potential improvements to be gained. It is always difficult to add
management positions, but especially in the current government economic environment
of inelastic revenues. However, in this case the benefits are substantial in the County’s
efforts to function consistently and to allow the CEO and COO to focus on more
strategic issues such a customer service. These costs, though hidden, potentially

impact the County to an even greater extent.

(4) Once the County Has Addressed in Operational and Service Issues Embark
on a Series of “Managed Competitions” for Government Services.

Finally, as part of its transformation plan, the County’s leadership team needs to
be proactive in its approach to managing environmental changes. By demonstrating to

citizens and businesses in the County that significant changes have been made and will
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continue to be made in the efficiency and effectiveness of services the County can be
regional leader in the delivery or the brokering of these services. This can best be
assured if the County can demonstrate that it is providing the most service at the least
cost. As ‘managed competition’ can demonstrate that to the public and elected officials.

The concept of managed competition is simple — demonstrating that public sector
operations can compete with the private sector. To many this is a foregone conclusion
in favor of the private sector because public sector compensation (especially benefits)
are more costly than the private sector and productivity is often viewed to lag. Not
factored into such a conclusion is the offsetting profit motive that is lacking in a cost
analysis of the private sector. Given this, the determination of relative cost
effectiveness often rides on productivity.

Many services in local government lend themselves to managed competition — in
infrastructure maintenance and engineering managed competition is a well established
mechanism. In this report, there are several recommendations to utilize a managed
competition in these areas (e.g., facilities, fleet, etc.). However, given the growing
number of services provided by the private sector, this mechanism can be expanded to
many areas including the administrative services of information technology, human
resources, purchasing, as well as permitting and inspections). The Matrix Consulting
Group recommends that the County embark on managed competition of a broad group
of maintenance, administrative and development services. Because it would be difficult
to demonstrate cost effectiveness now, the following approach should be developed:

. Create a position of “Managed Competition Manager”, a two year contract

position, who would be responsible for creating a managed competition process,
developing service candidates for consideration and competitive process design
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and development. This contract position would report to the COO. This position
would cost an estimated $150,000 per year.

. Work with operating departments selected for a managed competition process to
improve their cost competitiveness in a period of up to one year. Additional
resources may have to be provided by the County to realize this in the form of
training, tools and equipment as well as management systems.

. Develop a managed competition process including service scopes, Request for
Proposals and evaluation process and measurement system at the end of a year.

. Work with County leadership and department managers on the process,
including evaluation, selection and implementation, including contract negotiation
and management as well as a performance measurement system. Contracts
would be developed for awarded public as well as private sector entities.

. Once implemented, the contract position has been sunsetted create a Contract
Manager position to manage resulting contracts. This position is also estimated
to cost $125,000, thought this would include fringe benefits as a staff position.
This process would be useful not only as a consequence of performance

improvements recommended in this report, it would also provide an opportunity to

position the County as potential service provider to any incorporating community. Such

a process, for example, is being implemented in Doraville and has been implemented in

the past by Charlotte-Mecklenburg County.

Recommendations:

Create a contract position to develop and manage a ‘managed competition’

process to test the cost effectiveness of selected County services (e.g.,

infrastructure maintenance, various administrative services, engineering, etc.).

The cost of this contract for a one year process is estimated at $150,000.

Work with County operating departments in anticipation of the managed

competition process, together with accepted results from this study and

comparable assessments, to improve the cost effectiveness of services so that
they can compete with other service providers.

Once any additional services are privatized convert the financial resources

utilized to create the management competition program to a strong contract
manager position to ensure that service and cost goals are met.
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5. EXECUTIVE SUMMARY

The table, which follows, presents a summary of the recommendations for
change contained in this report, together with cost impacts where these occur. There
are also many recommendations for maintenance of the ‘status quo’ made in the report
which are not recapitulated in this summary. The reader is urged to review the draft

report in detail to understand the full scope of the analytical assessment.
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Recommendations

Priority

Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

COUNTY MANAGE

MENT

Add a Senior Management Analyst position, reporting to the Chief Operating
Officer, to develop a comprehensive implementation plan and monitoring
system. The cost of such a position would be expected to cost an estimated
$100,000 in salary and benefits each year.

High

Year 1

$100,000

The Information Technology Department needs to be tasked with the
development of an integrated management dashboard for use by County
leadership and the Board. A summary version could be made available on
the County’s website. The resources needed to implement a management
dashboard are not known because there are key systems needed to be
implemented.

High

Year 1

Unknown

Unknown

The County’s Office of Management and Budget should be rebranded as the
County’s Performance Management Unit responsible for performance
measurement and reporting as well as the development of operational
assessments directed by County leadership.

High

Year 1

N/A

N/A

DeKalb County should add one additional Deputy Chief Operating Officer to
oversee administrative and internal service functions including Human
Resources, Budget, Financial functions, Procurement and Information
Technology. The cost of this recommendation is estimated at over $200,000
per year in salary and fringe benefits.

High

Year 2

$200,000

N/A

DeKalb County should add one Community Services Director position to
oversee community services functions including Libraries, Recreation and
Parks, Human Services, and potentially Child Advocacy. The cost of this
recommendation is estimated at over $150,000 per year in salary and fringe
benefits.

High

Year 2

$150,000

N/A
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
Create a contract position to develop and manage a ‘managed competition’ High Year 1 $150,000
process to test the cost effectiveness of selected County services (e.g.,
infrastructure maintenance, various administrative services, engineering,
etc.). The cost of this contract for a one year process is estimated at
$150,000.
Work with County operating departments in anticipation of the managed High Year 1 N/A N/A
competition process, together with accepted results from this study and
comparable assessments, to improve the cost effectiveness of services so
that they can compete with other service providers.
Once any additional services are privatized convert the financial resources High Year 2 $150,000 N/A
utilized to create the management competition program to a strong contract
manager position to ensure that service and cost goals are met.
1.1 PUBLIC SAFETY — POLICE
Annually review the number of community generated calls for service from High Starting N/A N/A
the CAD data to determine the trend in community generated workload and Immediately
the distribution of call for service workload in each Precinct.
Review and audit a sample of Priority 2 calls for service (50 — 100) to ensure High Starting N/A N/A
that calls are being correctly classified. Immediately
Review the call Priority list and use four Priority types for police related calls High Starting N/A N/A
to provide a reasonable range of incident classification from emergencies Immediately
requiring immediate response, urgent incidents, and cold, low priority
incidents where a delayed response is reasonable.
Review other CAD data samples of 50-100 calls for Priority 1, 2 and 3 Medium Starting N/A N/A
incidents to determine if the call processing and travel times are closer to the Immediately

range of call processing and travel times typically seen in other police
department studies.
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
Continue to annually review the distribution of calls for service related High Each Year N/A N/A
workload among the Precincts and deploy Officers to the Precincts based on
this workload.
After a second year of CFS workload analysis determine if Precinct High Each Year N/A N/A
boundaries should be adjusted to balance workload among the Precincts.
Continue to provide field supervisors and Officers crime analysis and wanted High Starting N/A N/A
persons information to facilitate proactive policing in areas of the Precinct Immediately
were incidents and/or crime has been trending upward. Supervisors should
continue to actively manage Patrol Officers’ proactive time with planned
activities to address crime, crime trends, quality of life issues and community
concerns.
Review the CAD workload data for a second year to determine the level of High Each Year N/A N/A
Patrol Officer committed time and proactive time; continue annual reviews of
Patrol workload.
Adopt a 40% average proactive time level goal for patrol operations. High Starting N/A N/A
Immediately
Overall, DeKalb County has sufficient patrol authorized and funded positions High Starting N/A N/A
for patrol. However, their distribution by shift and the filling of authorized and Immediately
funded positions impedes the effective delivery of service. The Police
Department needs to review patrol personnel allocation and the DKPD should
work with Human Resources to take the necessary steps to fill the vacant
positions to maintain the necessary level of Patrol Officer staffing in the
Precincts.
Eliminate one Captain’s position and the Administrative / Duty Lieutenant High On Position ($765,240) N/A
position in each Precinct (estimated salary and benefits cost savings of Vacancy
$98,893 for a Captain, total of $395,573 annually; and $92,417 for a
Lieutenant, a total of $369,667 annually).
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Recommendations

+/(-) Cost +/(-) Cost

Priority Timeframe Annual One Time
Eliminate the Officer Crime Analyst positions — 1 in each Precinct (estimated High Year 1 ($310,464) N/A
salary and benefits cost savings for 4 Officers is $77,616 each, a total of
310,464 annually).
Create new civilian Crime Analyst positions — 1 in each Precinct (estimated High Year 1 $260,635 N/A
salary and benefits cost for 4 Crime Analysts is $65,159 each, a total of
$260,635 annually).
Precinct Detectives from Central/North and Tucker Precincts should be Medium Year 1 N/A N/A
moved to East and South Precincts to balance the workload in all four
Precincts.
The Assistant Chief and Captains managing the individual work units are High On Position ($105,815) N/A
sufficient to manage the Criminal Investigations Division and the Major Vacancy
position should be eliminated (estimated salary and benefits cost savings of
$105,815 annually).
Eliminate one Lieutenant position in the Major Crimes Work Group (the High On Position ($92,417) N/A
Commercial Robbery Unit). The cost savings associated with this is $92,417 Vacancy
per year in salary and benefits.
Eliminate the Lieutenant position in the Special Investigations Unit. The cost High On Position ($92,417) N/A
savings associated with this is $92,417 per year in salary and benefits. Vacancy
Eliminate two Lieutenant’s positions in the Intelligence Led Policing Work High On Position ($184,834) N/A
Group (Intel Unit and Auto Theft Unit). The cost savings associated with this Vacancy
is $92,417 per year in salary and benefits and $184,834 annually for both
positions.
Maintain the existing Intelligence Led Policing efforts and Precinct based High Ongoing N/A N/A

efforts to use timely crime analysis information to provide proactive patrol.
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DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
Two upper management positions below the Assistant Chief are not High On Position ($105,815) N/A
necessary to run the Special Operations Division and recommends Vacancy
elimination of the Major position (estimated salary and benefits cost savings
of $105,815 annually).
Eliminate the Major position in the Support Services Division (estimated High On Position ($105,815) N/A
salary and benefits cost savings of $105,815 annually). Vacancy
Implement a streamlined and continuous hiring process to increase the High Year 1 N/A N/A
quality and quantity of the candidates such that the Basic Academy classes
can be full and the graduation rate can be increased.
Ensure that the procedures, policies, and methods for storing property and High Year 1 N/A N/A
evidence are fully documented. In addition, completely cross-train staff
assigned to the unit in all duties performed by the unit in order to ensure
stability when personnel transitions occur.
County Administration, Animal Services and County Human Resources High Year 1 N/A N/A
should meet and develop a plan to reduce the hiring process time for vacant
Enforcement Division positions.
Animal Services should meet with Fleet Services to address to ensure that a Medium Year 1 N/A N/A
sufficient number of vehicles are available for staff needs now and in the
future when full staffing is obtained.
1.2 PUBLIC SAFETY - FIRE RESCUE
Annually review the number of responses by emergency apparatus to High Year 1 N/A N/A
determine the trend in emergency response workload and when additional
response units are required.
Examine station response areas to determine if boundaries can be adjusted High Year 1 N/A N/A
to equalize responses and lower the number of responses from high call
apparatus.
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time

Purchase and staff two (2) EMS quick response units, one at station 13 and High Year 1 $1,098,090 $400,000
one at station 7 to reduce the workload on engines 3, 7, 11, 13, 14, and 26
and quint 24 related to EMS calls for service. Cost of approximately $200,000
for each unit. Annual cost of $1,098,090 in salaries and benefits for the
additional personnel to staff the units.

The Department should work with the Emergency 911 Center to improve call High Ongoing N/A N/A
processing times.

The Department should determine the call types, which pose an immediate Medium Ongoing N/A N/A
threat to life or property and measure performance at the 90"% for those
emergency calls for service and report their performance quarterly.

The Department should continue to regularly audit response time data High Ongoing N/A N/A
captured by the CAD and RMS system to ensure that critical response time
data — dispatch processing times, turnout times, travel times, and clear times
are being accurately captured and personnel are aware of their performance
compared to established standards.

Staff all Truck Companies and engines 4, 7, 11, 13 and 25 with four-person High Year 1 ($3,315,168) N/A
miminum staffing. Staff the remaining Engine Companies with 3-person
minimum staffing. As a result, the County should authorize a total of 555
positons for the staffing of the Operations Divison, resulting in a cost
avoidance of $3,315,168 per year in salary and benefits when compared to
the County-wide 4-person staffing plan.

Implement a company inspection program in DCFR to allow Operations Medium Year 2 N/A N/A
personnel to assist in the inspection of non-mandated commercial inspections
and allow the fire inspectors to focus on high hazard and mandated
occupancy inspections.

Eliminate the Supervisor position in the Payroll Unit and have Payroll Clerks High On Position ($82,270) N/A
report to the Fiscal Officer to improve the supervisory span of control. The Vacancy
cost of this change is estimated at $82,270 per year in salary and benefits.
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Recommendations

Priority

Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

Eliminate the Public Information Captain position and staff the function with a
civilian media relation’s employee that reports to the Public Education
Captain. The cost impacts of this change is estimated at $87,192 per year in
the reduced Captain’s salary and benefits and an increase of $77,616 in the
added civilian media relations position.

High

On Position
Vacancy

($9,576)

N/A

Continue to monitor the workload for the Arson unit to ensure detectives
maintain an average monthly caseload of 8- 10 cases per month.

Medium

Ongoing

N/A

N/A

Consider establishing a self-inspection program for small, B-type
occupancies.

Medium

Year 2

N/A

N/A

DeKalb County should adopt a formal facility maintenance program which
requires the period inspection of all fire facilities and procedures for the timely
repair of reported deficiencies.

Medium

Ongoing

N/A

N/A

1.3 PUBLIC SAFETY — EMERGENCY 911 CENT

Authorize an additional 14 Emergency Operator positions in the 911 Center to
serve as overstaff to ensure appropriate staffing levels are maintained during
periods of high turnover. Authorize a total of 173 Emergency
Communicator/Senior Emergency Communicator positions in the 911 Center.
This is an increase of seven (7) total positions. The cost of added staff total
$309,288 per year in salary and fringe benefits.

High

Year 1

$309,228

N/A

Continue with the process to acquire a new CAD system, which allows entry
and analysis of response by individual units as opposed to be the single call.

High

Year2 -3

N/A

Unknown

Change the reporting relationships of the IS System Managers to have one
oversees IS personnel and the other overseeing CAD and Telecom
personnel.

Medium

Year 1

N/A

N/A

1.4 PUBLIC SAFETY — MEDICAL EXAMINER
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time

The County Medical Examiner’s Office should establish performance Medium Year 1 N/A N/A
measures in accordance with industry best practices and report their
performance against these measures annually to the County.

2.1 INFRASTRUCTURE — FACILITIES MANAGEMENT

Facilities Management Division Technicians should greatly enhance their High Ongoing N/A N/A
productivity. This may be accomplished through enhanced planning and
management techniques such as providing time-of-repair estimates to
Technicians prior to their arrival on site. Once completed, the Division should
note the actual times of repair and compare these to the estimated times
provided by Foremen or Coordinators in the Division.

The Division’s Facilities Technicians should remain in the field until, at a High Ongoing N/A N/A
minimum, 15 minutes prior to the end of the day. These 15 minutes should
be used only to return paperwork to the administrative staff and to briefly
discuss any issues encountered during the performance of work that may
impact others in the Division.

The Facilities Management Division should develop an inventory of all major High Year 1 N/A N/A
maintenance equipment in the County’s buildings. This inventory should be
accompanied by a listing of preventive maintenance tasks as issued by the
manufacturers of the equipment, supplemented by any other tasks that are
determined to be necessary by the County’s Facilities Management Division.
These tasks should be performed in accordance with a pre-defined schedule.

The Facilities Management Division should implement a computerized High Year2 -3 N/A $50,000
maintenance management system to record, analyze and report the work
accomplished by its Technicians in the field. It should first investigate the
potential of utilizing one of the existing CMMS in use in the Department of
Public Works, however if these systems are found to be unsuitable, the
Division should procure an off-the-shelf solution and implement it
immediately. The cost for such as system is estimated to be no more than
$50,000.

Matrix Consulting Group Page 23



DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
The County should adjust or upgrade the capabilities of its Kronos Medium Year 2 N/A Unknown
timekeeping program to allow automatic adjustments to payroll based on
overtime and leave, which are tracked in the program.
Issue a request for proposals to determine the feasibility of contracting for all High Year 2 Unknown N/A
facilities maintenance and management services.
2.2 INFRASTRUCTURE — FLEET MANAGEMENT
Hire seven additional Fleet Service Technicians Ill for the Car and Pickup High Year 1 $361,267 N/A
Shop at an annual total compensation of $361,267.
The project team recommends that the County continue to invest in the timely High Year 1 N/A N/A
replacement of its vehicles and equipment. A depreciation fund should be
established to ‘smooth’ the annual outlay on vehicles and equipment.
The Fleet Management Division should work with major users of its service to High Ongoing N/A N/A
establish a Vehicle User Committee. This Committee should meet at least
monthly, and should be a way in which users and the Fleet Management
Division pass along issues related to customer service, vehicle specification
needs and utilization, as well as many other important facts of operations.
The Associate Director should evaluate the different outsourcing approaches High Year 1 N/A N/A
in use in the four shops and establish a uniform philosophy regarding
outsourcing repairs that minimizes overall cost and downtime.
The Fleet Management Division should approach cities within DeKalb County Medium Year 2 Unknown N/A
to investigate their interest in utilizing its fleet maintenance and management
services for all or part of their needs.
2.3 INFRASTRUCTURE — SANITATION
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Recommendations

Priority

Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

The County should transition from twice-weekly garbage collection to once
per week. The annual cost savings associated with personnel reductions is
approximately $4,883,000. The one-time revenue form the sale of 36
garbage trucks is estimated to be about $1,080,000. The County can
anticipate additional savings through the avoidance of costs for fuel and
vehicle maintenance as well. These avoided costs are expected to be
approximately $523,800.

High

Year 2

($5,406,800)

($1,080,000)

The County should make the transition to once-weekly residential garbage
collection using side-arm collection vehicles on at least 50% of its routes.
The personnel cost savings would be approximately $6,445,955. The one-
time revenue from the sale of 36 garbage trucks is estimated to be about
$1,620,000. The costs of the side-arm units is estimated to be $9,000,000,
and the costs of the carts is estimated to be about $1,300,000. In addition to
these costs, the County can expect to spend about $172,000 in maintenance
of damaged carts, and another $35,700 for replacement of carts that are
damaged to an extent that makes it infeasible to repair these carts. A
replacement fund should be established for the new equipment. Depending
on replacement cycles and utilization this could add $1.3 million per year.

High

Year 2

($5,145,955)

$8,472,300

The Sanitation Division should ensure that it coordinates with the appropriate
municipality or contractor whenever the responsibility for customers’ waste
collection changes to ensure that customers know which entity is responsible
for collecting trash and which entity they should call to resolve questions.

Medium

Ongoing

N/A

N/A

Transfer the 53 employees currently in the KDB section of the Division to the
Roads and Drainage Division of Public Works.

High

Year 2

N/A

N/A

2.4 INFRASTRUCTURE — ROADS AND DRAINAGE
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time

Roads and Drainage should better functionally align positions based on High Year 1 N/A N/A
funding source in several functional areas. There are many
recommendations made in the report to re-allocate positions more effectively
which have no budgetary impacts. This needs to be based on a detailed
assessment of the amount of infrastructure to be maintained, the condition of
roads, the level of service required, the time needed for preventive
maintenance and repairs and the staff needed to provide this. This will
require an overhaul of the maintenance management system in the Roads
and Drainage Department.

The Roads and Drainage Division should transfer one Operations Manager High Year 1 N/A N/A
R&D position from Fund 271, cost center 5705 to Fund 581, cost center 6701.
This would decrease Fund 271, cost center 5705 personnel services budget
by approximately $98,893 and Fund 271, cost center 5700 by one position.
This would increase Fund 581, cost center 6701 personnel services budget
by approximately $98,893 and one position.

The Roads and Drainage Division (Fund 271, 5700) should add four positions High Year 1 N/A N/A
from Fund 581 to account for staff being functionally aligned in road related
activities. The positions are one of each: Office Assistant Senior,
Construction Supervisor, General Foreman Public Works, and Roads &
Drainage Supt. The increase to Fund 271, cost center 5700 is four positions
and $258,737. Fund 581 will realize a decrease of one position and a
decrease in personal services cost of approximately $258,737.

The County should implement the FY15 CEO Recommended Budget and High Year 1 N/A N/A
unfund nine equipment operators, five assistant traffic signal installers, two
office assistants senior, one associate director, one deputy director, one
mason senior, one crew supervisor CDL, one traffic signal technician, and
one dispatcher. The cost savings should be used to fund contracted services
to resurface an estimated 4.02 center line miles.

The FY15 CEO Recommended Budget to unfund traffic engineering positions High Year 1 Already in the N/A
should be implemented by the County. budget
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Priority

Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

The appropriation for the Drainage Operations Manager position should be High
from Fund 581 rather than Fund 271. This would decrease Fund 271, cost
center 5705 personnel services budget by approximately $98,893 and one
position. This would increase Fund 581, cost center 6701 personnel services
budget by approximately $98,893 and one position.

Year 1

N/A

N/A

The County should research the feasibility of setting millage rates based on Medium
geographic service demand/service delivery and cost rather than a
standardized formula.

Year 2

Unknown

N/A

The Roads and Drainage Division should determine a fully burdened labor High
rate to charge for work to ensure full cost recovery if maintenance services
are provided to other entities.

Year 1

N/A

N/A

If full cost recovery is not being achieved, then where applicable, the roads High
millage should be increased or the County should not provide the services to
cities unless the municipality can pay the full cost.

As Needed in
the Future

Unknown

N/A

The County should research the impact of decreasing millage rate Medium
differentials and thus decreasing the equalization payments by modifying how
Fund 271 millage rates are determined by the County.

Year 1

Unknown

N/A

The Roads and Drainage Division Administrative Services section should High
develop a full life cycle asset management plan which incorporates a
comprehensive Capital Improvement Program and cost forecasting for
operating budget impacts, and funding strategies.

Year 1

N/A

N/A

The Roads and Drainage Division should hold internal staff and external High
entities accountable for maintaining accurate asset data based on the
lifecycle phase

Year 1

N/A

N/A

The Division’s Administrative Services section should create templates and High
provide guidance for the development and maintenance of asset specific
plans.

Year 1

N/A

N/A
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+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
The Administrative Services section should conduct compliance audits to High Year 2 N/A N/A
ensure data integrity and adherence to policy and procedures.
The Roads and Drainage Division should properly implement Oracle eAM High Year 1 N/A N/A
and it should be used as the sole database for storing asset related
information.
A consultant should be used to design Oracle eAM to perform satisfactorily Medium Year 1 N/A Unknown
against the requirements and specifications of a use case.
The Drainage section should be the initial case study. Following successful Medium Year 1 N/A N/A
implementation in Drainage, all other sections should be transitioned to
Oracle eAM.
The Roads and Drainage Division should use a steering committee to Medium Year 1 N/A N/A
develop the use case to be used for architecting Oracle eAM.
The consultant should review additional Oracle modules and make Medium Year 1 N/A N/A
recommendations where additional functionality could benefit the Roads ad
Drainage Division.
The Roads and Drainage Division should re-engineer the production High Year 1 N/A N/A
control/work order process to introduce expanded roles and responsibilities to
inspectors, general foreman, superintendents and operations managers.
The Roads and Drainage Division should identify where GIS can be used to Medium Year 2 N/A N/A
answer operational questions with a geospatial component and develop
methodologies to integrate GIS as a valuable tool for decision-making.
The Roads and Drainage Division should incorporate appropriate geospatial Medium Year 2 N/A N/A
collection protocols in all processes related to service demand, service
delivery and asset management.
Inspectors should use GPS receivers to geocode work orders and assets at Medium Year 2 N/A Unknown
time of inspection.
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+/(-) Cost
Annual

+/(-) Cost
One Time

The Roads and Drainage Division should develop a comprehensive monthly
report focusing on answering critical management questions rather than
reporting output metrics with limited context.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create a well-documented data
collection protocol that identifies metrics and provides detailed descriptions,
calculation explanations, sources and other information necessary to ensure
consistent collection.

High

Year 1

N/A

N/A

The Roads and Drainage Division should use the monthly report to help focus
and guide the implementation of technology tools so data collection, analysis
and reporting is efficient and supported by the software architecture.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create a technology plan supporting
centralized information management, data analysis and data-driven decision-
making.

High

Year 1

N/A

N/A

The Roads and Drainage Division should make staff accountable for properly
implementing technology plan strategies, such as data entry protocols, and
should make staff accountable for readily providing access to the data stored
on various systems to support integration.

High

Year 2

N/A

N/A

The Roads and Drainage Division should provide training to staff on proper
use of the software tools but also the tool's impact on the outcome of the
process of interest, such as data mining for a monthly report.

High

Year 2

N/A

N/A

Consolidate the currently-separate divisions of Transportation and Roads and
Drainage to reduce administrative overhead in areas such as procurement,
human resources, and support services and to coordinate the full lifecycle of
asset management by aligning functionally similar activities (e.g., engineering
and inspections).

High

Year 1

Cited Below

N/A
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Annual

+/(-) Cost
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The Roads and Drainage Division should create a Plan of Organization
targeting wider spans of control in areas of road maintenance and
construction, engineering and inspections, production control, database
management and warehouse operations.

High

Year 1

N/A

N/A

The Roads and Drainage Division should eliminate 10 administrative
positions once it merges with the Division of Transportation and realizes the
impacts of implementing Efficiency Study recommendations. These positions
include three (3) Administrative Assistants I, two (2) Office Assistants Senior,
and Operations Manager R&D, two (2) Roads and Drainage Superintendents,
a General Foreman, a Requisition Technician. These position eliminations will
result in a cost savings of $630,815.

High

On Position
Vacancy

(630,815)

N/A

The Roads and Drainage Division should reorganize the Road Maintenance
and Construction sections into a newly-created and consolidated Roads
section, with the two sub-sections of Construction and Asphalt.

High

Year 1

N/A

N/A

The Roads and Drainage Traffic Engineering section should focus on
improving productivity in Signing and Marking, and Signals and Operations.

High

Year 1

N/A

N/A

The Roads and Drainage Division should align the Traffic Control Center,
Traffic Engineering Field, and Signal Timing work units with the newly created
Asset Management section.

High

Year 1

N/A

N/A

The Roads and Drainage Division should align one Engineer, Principal; two
Engineer, Senior; and five Engineering Technician Senior positions from
Traffic Operations (5760) with Asset Management.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create an Asset Management
section to implement the functions related to managing the lifecycle of
infrastructure in the care of Roads and Drainage.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create a Technology work unit in
the Asset Management section to focus on strategic use of technology to
maintain the assets of Roads and Drainage.

High

Year 1

N/A

N/A
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Annual

+/(-) Cost
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The Roads and Drainage Division should assign the task of coordinating
Technology to the Stormwater Program Supervisor position.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create a Project Management work
unit in the Asset Management section to manage and coordinate any projects
or programs related to roads, drainage, traffic engineering, and
transportation.

High

Year 1

N/A

N/A

The Roads and Drainage Division should assign the Engineering Supervisor
from Transportation the task of overseeing the Project Management work
unit.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create a Design work unit in the
Asset Management section. The Roads and Drainage Division should assign
four engineering positions from Roads, three engineering positions from
Traffic Engineering, three engineering positions from Drainage, and five
engineering positions from Transportation to the Design work unit.

High

Year 1

N/A

N/A

The Roads and Drainage Division should assign the Engineering Supervisor
located in Roads and Drainage the task of overseeing the Design work unit.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create a New Construction
Inspections work unit in the Asset Management section.

High

Year 1

N/A

N/A

The Roads and Drainage Division should assign the Chief Construction
Inspector position the task of overseeing the New Construction Inspects work
unit.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create an Asset Maintenance
Inspections work unit in the Asset Management section to consolidate all call
taking, call routing, inspection, work order creation and work order closing
related to the assets of Roads and Drainage.

High

Year 1

N/A

N/A
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Annual
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The Roads and Drainage Division should assign the Production Control
Supervisor the task of overseeing the Asset Maintenance Inspections work
unit in the Asset Management section.

High

Year 1

N/A

N/A

The Roads and Drainage Division should create a section called Support
Services which would house Administrative Services and Warehouse
Operations work units.

High

Year 1

N/A

N/A

The Division should reorganize Warehouse Operations and Vehicles and
Equipment to create a sub-section in Support Services called Warehouse
Operations. Within the newly created sub-section Warehouse Operations,
focus areas would be Yard Support, Supply Support, and Vehicles and
Equipment.

High

Year 1

N/A

N/A

2.5 INFRASTRUCTURE — TRANSPORTATION

There are many recommendations made in the report for the Transportation
Division to transfer positions from one budget unit to another to better align
functionality and staff to workload. These are not recapitulated in this
summary.

High

Year 1

N/A

N/A

Where specialized skills are needed to implement recommendations, the
Transportation Division should first consider in-house central services or
contracted service before requesting new positions.

High

Year 1

N/A

N/A

To implement GIS related recommendations the Transportation Division
would need at least one equivalent position. This position could be located in
GIS or in Roads and Drainage GIS with charge backs to Transportation
based on use.

High

Year 1

N/A

N/A

To maintain Oracle applications, following a consultant lead implementation,
the Transportation Division would need at least a 0.5 equivalent position.

High

Year 1

N/A

N/A
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Annual
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The Transportation Division should partner with the Roads and Drainage
Division to acquire one equivalent position to maintain Oracle applications.
This position could be funded by IS with charge backs to Transportation and
Roads and Drainage.

High

Year 1

N/A

N/A

The Transportation Division should evaluate the Oracle Projects group of
applications for use as a formal project management tool.

High

Year 1

N/A

N/A

The Transportation Division should support lifecycle asset management by
engaging Oracle eAM to manage transportation projects during the design
and construction phases.

High

Year 1

N/A

N/A

The Transportation Division should implement GIS to support spatial analysis
of transportation related data to aid in decision-making. Initially the focus
should be on streetlights and crash data.

Medium

Year 2

N/A

N/A

The Transportation Division should conduct a streetlight ownership feasibility
study to identify the fully-burdened cost of owning and maintaining
streetlights. Impacts on quality of service delivery should also be evaluated
by the study.

Medium

Year 2

Unknown

Unknown

At the completion of the inventory by Georgia Power, the Transportation
Division should introduce streetlight asset management to ensure that
Georgia Power meets specific levels of service.

Medium

Year 2

Unknown

Unknown

The Transportation Division should use the Oracle eAM solution to monitor
and track Georgia Power's management of the streetlight inventory to ensure
proper maintenance of the streetlight infrastructure.

Medium

Year 2

Unknown

Unknown

The Transportation Division should request an updated Outdoor Lighting
Service Governmental Customers Schedule: “OLG-8" from Georgia Power,
along with an anticipated roll out schedule of LEDs to determine when
anticipated cost savings would be realized.

Medium

Year 2

Unknown

Unknown
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The Transportation Division should determine if unmetered, continuous
burning fixtures exist and if these unmetered fixtures can be transitioned to
photo controlled fixtures.

Medium

Year 2

Unknown

Unknown

The Transportation Division should consider expanding streetlight
assessments to commercial and multi-unit properties falling within residential
streetlight districts.

Medium

Year 2

Unknown

Unknown

3.1 COMMUNITY SERVICE

S — LIBRARY

Exempt all library positions authorized in the 2014 and 2015 budgets to
ensure that a minimal level of staffing is available to operate the current
‘reduced hour’'s model” in the Library system. Based on an authorized but
currently not funded level of 216 FTE, another four (4) FTE's are needed to
achieve the 220 FTE level, the number of staff required for current service
commitments to the community.

High

Year 1

$236,400

N/A

The Library Board of Trustees should develop a plan to return the Library
system position allocations to its 2010 operational level.

High

Year 1

N/A

N/A

The Library should continue to review the pending classification study and
work to incorporate appropriate salary range increases for Library personnel
in the DeKalb County salary range schedule.

High

Year 1

Unknown

N/A

The Library Department should establish a process to update the DeKalb
County Public Library 2014-2016 Strategic Plan to provide a guide to Library
programs and services in the next three years.

High

Year 2

N/A

N/A

Library management should work with the Board of Trustees and other
Library support groups to ensure that adequate materials acquisition funds
are available to provide up to date resources for the Library system.

High

Year 1

N/A

N/A

The Library should create a five-year Asset Repair and Replacement Plan
which includes the establishment of a Repair and Replacement Fund with an

High

annual budget allocation to fund future needs.

Year 2

N/A

N/A
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Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

The Library should continue and coordinate its library patron development
program to increases the number of library card holders.

High

Year 1

N/A

N/A

As part of the strategic planning process the Board of Trustees and Library
staff should discuss and create a policy and plan to address future direction
and action as a result of decreases in Library staffing, materials acquisition
and operating resources.

High

Year 2

N/A

N/A

3.2 COMMUNITY SERVICES — RECREATION, PARKS AND COMMUNITY AFFAI

RS

Restructure the public information program and add staff capability relating to
marketing and program promotion to develop increased public awareness
and create a ‘brand’ for the Recreation, Parks and Cultural Affairs
Department.

High

Year 1

$96,100

N/A

Create two (2) Senior Recreation Program Coordinator positions to improve
program oversight and supervision.

High

Year 1

$161,400

N/A

Outsource the Little Creek Horse Farm.

High

Year 2

($250,000)

N/A

The Department should implement a process involving advisory board
members, department staff and citizens to update the DeKalb County Parks
and Recreation Master Plan 2010-2020 to establish priorities to guide the
Department’s future financial and programmatic strategies.

High

Year 1

N/A

N/A

The Department should establish a policy that all prospective park and open
space additions or acquisitions to the system be evaluated to determine their
cost of operation and the availability of budgetary resources to support the
proposed addition.

High

Year 1

N/A

N/A

The Department should establish a Cost Recovery Plan and Policy which
establishes a cost recovery model for recreation programs and park
amenities while balancing the need to provide core services at minimal or no
cost.

Medium

Year 2

N/A

N/A
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Recommendations

Priority

Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

The Department should expand its collaborative relationships with other
county agencies, schools, community/nonprofit organizations and other
jurisdictions to increase programs and services, facilitate alternative program
delivery models and decrease the cost of service delivery.

High

Ongoing

N/A

N/A

The Department should develop and implement a Recreation and Park
Capital Improvement Plan that identifies future capital investments and
identifies a funding stream to implement the improvement.

High

Year 1

N/A

N/A

The Recreation Division should establish a Three-Year Comprehensive
Recreation Program Plan to establish priorities and guide the future direction
of program and services offered by the Department.

High

Year 2

N/A

N/A

Establish a program evaluation process to provide input to overall efficient
and effective Recreation Division operations including program planning,
evaluation, maintenance and facility improvement needs.

High

Year 1

N/A

N/A

The Parks Division should develop a Five-Year Comprehensive Maintenance
Management Plan to ensure that goals, objectives, priorities and performance
standards are established for park maintenance.

High

Year 1

N/A

N/A

The Parks Division should create a Five-Year Asset Repair and Replacement
Plan which includes the establishment of a Repair and Replacement Fund
with an annual budget allocation to fund future needs.

High

Year 1

N/A

N/A

The Department should acquire a computerized Park Maintenance
Management System that is compatible with other County infrastructure
related departments and increases operational efficiency.

Medium

Year 2

N/A

$50,000

The Department should work with the Facility Management and Fleet
Management Departments to determine a systems to repair and maintain
Recreation, Parks and Cultural Affairs assets in a timely and efficient manner.

High

Year 1

N/A

N/A
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time

The realignment of the Grant Administrator and Park Security position along High Year 1 N/A N/A
with the Office of Youth Services will increase the effectiveness of the
Department Director position.
The Department needs to add two (2) parks maintenance staff to improve the High Year 2 N/A N/A
maintenance capability of County parks.
The Department should explore the potential of outsourcing all or portions of High Year 1 Unknown N/A
the swimming pool operation.

3.3 COMMUNITY SERVICES — COOPERATIVE EXTENSION
Cooperative Extension should implement a process involving advisory board High Year 1 N/A N/A
members, department staff and citizens to create a three year Cooperative
Extension Strategic Plan.
Cooperative Extension should collaborate with the Recreation, Parks and High Year 1 N/A N/A
Cultural Affairs Department’s Public Information and Marketing Division to
develop increased public awareness and create a ‘brand’ for Cooperative
Extension.

3.4 COMMUNITY SERVICES — CHILD ADVOCACY OFFICE
The County should explore alternative business models for the child Medium Year 2 Unknown N/A
advocacy program.
The County should transfer the Child Advocacy Office to an expanded High Year 1 Unknown N/A
Human Services unit.
The County should work with appropriate entities to develop a joint State or High Year 1 Unknown N/A
regional child advocacy human resource management program.
As part of a collaborative statewide or regional human resource program, the High Year 2 Unknown N/A
County should develop a pool of specialized outside counsel and expand its
emeritus attorney program.
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
The Child Advocacy Office should implement a structured performance High Year 1 Unknown N/A
management process, including a full set of performance measures.
The Child Advocacy Office should fully leverage its case management system High Year 1 Unknown N/A
to improve its operational effectiveness and efficiency.
Pursue joint funding for upgrading the Child Advocacy Office’s technology High Year 2 Unknown N/A
platform and mobile technologies for attorneys.
3.4 COMMUNITY SERVICES — HUMAN SERVICES
The County should consolidate its human service functions under one High Year 2 N/A N/A
organization unit (HSD) and migrate away from direct service delivery.
HSD should revamp its current organizational structure by reducing High Year 1 N/A N/A
management layers and widening supervisory ratios.
HSD should spearhead an analysis of countywide health and human service Medium Year 1 N/A N/A
resources and service improvement opportunities.
HSD should develop a countywide volunteer management program for health High Year 1 N/A N/A
and human service providers.
The County should lead efforts to increase availability and coordination of High Year 1 N/A N/A
health and human services funding for its partners.
The County should lead a countywide initiative to develop a coherent High Year 2 N/A N/A
countywide performance management system for all providers.
Develop, adopt and fund a long-range plan for upgrading the HSD’s High Year 2 N/A N/A

technology, facilities and other office resources.

4.1 ADMINISTRATION — VOTER REGISTRATION AND ELECTIONS
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Recommendations

Priority

Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

The Department should continue and expand their analysis regarding
anticipated turnouts to base staffing for election workers upon a review of
historical voter turnout by using staggered staffing schedules for election
workers at election sites.

High

Ongoing

NA

NA

The Department should expand its workload metrics and establish a set of
performance measures by which to track its effectiveness in performing each
of its assigned roles.

Medium

Year 1

NA

NA

4.2 ADMINISTRATION — FINANCE

The Finance Department should implement monthly or quarterly financial
reporting to the Board of Commissioners on all financials to ensure the
organization has the most updated financial information. This will allow
elected officials to make effective informed decisions. Routine reporting will
also ensure better transparency in reporting financial information consistent
with best practices measures in other jurisdictions.

High

Year 1

NA

NA

The County should fully integrate electronic paperless transactions and
reduce manual processing to ensure accountability and a more transparent
approach to handling cash and check cutting. DeKalb should follow
recommendations from ongoing business charters on financial processing
and ensure all Departments are fully integrated and trained.

High

Ongoing

NA

NA

DeKalb County should establish a more proactive policy on collections of
outstanding debt. A stronger protocol on collections, bad debt and liens
should be integrated within each of the County’s Departments.

High

Year 1

Unknown

Unknown

DeKalb County should move towards more automation and full integration of
new technologies to reduce manual processing. Enhanced automation will
provide opportunities to realign workforce potentially saving money and allow
DeKalb to re focus on customer service functions. Departments should be
asked to identify functions within each Department that can be automated
and develop measurable benchmarks within Department budgets.

High

Ongoing

Unknown

Unknown
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time

DeKalb County should develop and implement an investment management Medium Year 2 NA NA
strategy to ensure full earning potential on investment interest in reserves.
Results should be routinely reported to Board of Commissioners and
incorporated within the budget process and financial projections.

The County should review the true cost of operating a parking deck and Medium Year 2 NA NA
viability of continuing to provide free parking for county employees. A proper
cost recovery analysis, and feasibility study of selling the facility or contract
out management should be considered by DeKalb County.

Finance should fully implement new policy and procedures, system Medium Ongoing NA NA
interrogation and efficiency initiatives once research and background work is
completed. Business consultants could also help to coordinate and evaluate
performance benchmarking measurements through the CFOs office for
Departments and budget process.

Performance benchmarking needs to be further developed within each of the High Ongoing NA NA
County’s Departments to track and monitor service delivery. A service based
budget would help to ensure taxpayers are getting good value for money and
enable the county to make improvements in services for residents on an
ongoing basis. Departments should be required to set operational goals and
productivity measurements with comparable data from other jurisdictions to
monitor progress.

DeKalb County's Finance Department should develop a comprehensive five- High Year 1 NA NA
year budget plan outlining and projecting major revenue and expenditures. A (initiation)
long term plan would also guide policy decisions regarding service levels,
staffing allocations, and major revenue and expenditure decisions.

Make the grants functions a permanent stand alone function with a stronger High Year 1 NA NA
centralized role of coordinating grants and increase the compliance
monitoring performed for grants managed by other departments to mitigate
risks and liability to the County.
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Recommendations

Priority

Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

The County should implement a grants tracking model for all county grants
based upon the model currently being utilized by Community Development.

High

Year 1

NA

NA

Budget and Finance Department should review best practices in cash flow
forecasting from other jurisdictions to develop a more comprehensive
forecasting model to use in budgeting process. This new approach should be
developed and incorporated in DeKalb budget process

Medium

Year 2

NA

NA

Internal Audit should be given greater authority to ensure audit
recommendations are implemented by Departments. Audit recommendation
implementation action plans should be reported quarterly through Board of
Commissioners and Departments should be required to respond to each of
the recommendations with comment

Medium

Year 1

NA

NA

The County Commission should adopt a policy requiring management
responses to all issued internal audits and hold departments accountable for
compliance.

High

Year 1

NA

NA

DeKalb County should investigate the use of external auditors to conduct
specialized or additional audits for the County. A business case should be
established to review if costs savings could be found with the use of some
external audits functions including compliance and enhanced turnaround
times with previous and future Department audits.

Medium

Year 2

NA

NA

Internal audit should invest in improved auditing software to become more
efficient and streamline audit function for the organization.

High

Year 2

Unknown

Unknown

The Finance Department and management team should develop an internal
action plan to implement report recommendations and provide a status report
to the CFO office.

High

Year 1

NA

NA

The Finance Department should continue to transition the Department’s
organizational structure with the implementation of a dedicated Management
and Budget Division which should be transferred to the Chief Operating
Officer’s Office and retitled Performance Management Unit

High

Year 1

NA

NA
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Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time

4.3 ADMINISTRATION — HUMAN RESOURCES

Create new performance metrics covering the entire hiring and on-boarding High Year 2 NA NA
process with defined performance outcomes to increase accountability,
transparency, and a focus on performance.

Streamline the entire hiring process by eliminating the need for Finance and High Year 1 NA NA
COO approval to fill budgeted positions (unless a hiring freeze is in place).
Hold Department Directors accountable for position management and
performance against budget.

Include the Human Resources function as one of the higher priority function High Year 2 NA NA
for inclusion in the managed competition process.

Review requirements, costs, and benefits for background checks and Medium Year 2 NA NA
physical examinations for those staff without significant contact with the public
and play no public safety role and consider elimination of these requirements

where no benefit is found. If needed, request legislative changes to eliminate
unnecessary requirements.

The County should modify the performance metrics utilized to measure Medium Year 2 NA NA
performance of the Human Resources function. These metrics will enable
the County to adequately measure actual performance and outcomes of the
HR Department and provide a base level of service expectation if this service
is included with the services evaluated through managed competition.

The HR department, working with IT, should aggressively pursue full High Year 1, Unknown Unknown
automation of all HR functions to free up staff from data entry and ongoing

management.

HR should escalate the process of transferring paper processes directly into High Year 1, NA NA
PeopleSoft. Instead of correcting or entering paper documents, HR should ongoing

delegate data entry directly to staff and to line departments, with HR providing
training and support to reduce error rates.
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Recommendations

improvements to major enterprise software systems. This should include

multi-year budgeting.

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
The County should accelerate the process of developing a County-wide High Year 1 NA Unknown
Document Management system, which would include workflow capabilities.
HR should identify high-priority processes for integration into this system.
The County should have a strategy in place to address the anticipated High Year 1 NA NA
findings of the Compensation and Classification study, which is expected to
show that many current classifications are not in line with the market.
The County should adopt a policy to systematically review compensation Medium Ongoing NA NA
levels on at least a bi-annual level to ensure that the paygrades remain
competitive over time
The County should enhance the performance review process and place Medium Year 2 NA NA
greater priority on ensuring all employees are fully, timely, and fairly
evaluated on their performance.
Each position should include a training matrix that identifies training Medium Year 2 NA NA
requirements for new employees as well as on-going training needs
All training received by employees should be entered and tracked in Low Year 2 NA NA
PeopleSoft.
4.4 ADMINISTRATION — INFORMATION TECHNOLOGY
As server support requirements decline, the IT department should reallocate High Year 1 Unknown NA
staff from Infrastructure to applications support, in particular to expand the
use and usefulness of enterprise-wide systems.
Develop and adopt a five-year technology plan, to be reviewed and updated High Ongoing NA NA
annually.
Develop a multi-year strategy to support and fund upgrades and High Ongoing Unknown NA
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+/(-) Cost +/(-) Cost

Priority Timeframe Annual One Time
Staff IT Project Management division with experienced and trained IT project High Ongoing NA NA
managers.
Create a Project Implementation Plan for every project that outlines budget, High Year 1 NA NA
time-lines, roles and responsibilities, and key milestones.
Use project management software to manage and track all IT implementation Medium Ongoing NA NA
and upgrade projects. Project leads should report on progress against the
Plan using this system.
Measure and assess staff in the Project Management division based on High Ongoing NA NA
effectiveness in meeting project goals and deadlines.
Identify training needs for all users of PeopleSoft, Oracle, Hansen, and other High Year 2 Dependent NA
enterprise systems based on their job responsibilities. Develop and on program
implement, in cooperation with Human Resources, a County-wide training developed.
plan and budget to ensure that employees have the required technical skills.
Work with Human Resources to integrate enterprise training into new Medium Year 1 NA NA
employee orientation so that new staff have required skills.
Implement Helpdesk software for all IT customer service functions, including High Year 1 NA NA
Software Solutions, and ensure that all IT issues are reported through this
software. Use the resulting data to set priorities for software enhancements,
report development, and other departmental needs.
IT and Purchasing should have in place a master equipment list providing Medium Year 2 NA NA
specifications for PCs, printers, and other IT equipment to be purchased by
County departments. P-card policy should specifically prohibit purchasing of
computers or software using P-cards.
The County should develop and implement a computer IT policy including a High Year 1 NA NA
defined replacement policy to upgrade hardware every 3-5 years County-
wide.

Matrix Consulting Group Page 44




DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Recommendations

+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
The Information Technology Office should continue with its current Medium Year 2 $65,000 NA
organizational and management structure but add a project coordinator
position to focus on Software Solutions training requirements and
Infrastructure IT training needs.
4.5 LAW DEPARTMENT

The Law Department should, with the Human Resource Office’s support, High Year 1 N/A N/A
upgrade its human resource management practices to optimize its ability to
recruit and retain the best attorneys for the work it performs.
As attorneys leave or workloads increase, the Law Department should exploit High Ongoing Unknown, N/A
reasonable opportunities to add paralegals. depends on

number
The Law Department should upgrade the systems and processes it uses to High Year 1 Depends on N/A
engage outside counsel and explore the feasibility of developing an emeritus degree of
attorney program. outsourcing
The Law Department should expand its performance measures and enhance High Year 1 N/A N/A
the processes it uses to gauge client satisfaction.
The Law Department should implement a comprehensive, automated case High Year 2 N/A Unknown
management system with fully integrated processes.
Develop, adopt and fund a long-range plan for upgrading the Law High Year 2 N/A Unknown
Department’s technology, facilities and other office resources.

4.6 ADMINISTRATION — PROPERTY APPRAISAL
No additional staff are recommended at this time given the recent approval by High Year 1 NA NA
the Board of Commissioners to support the Property Appraiser in contracting
with an external vendor for additional field support personnel. If these
services were not contracted, additional staff positions would be required.
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+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time

The Office should develop and implement a cross-training plan for staff that Low Year 2 NA NA
would enable staff to be assigned functions in other divisions based upon
seasonal workload variations and determinations of highest priority work
duties.

4.7 ADMINISTRATION — PURCHASING AND CONTRACTS

The Procurement Department should distribute a monthly report outlining key High Year 1 NA NA
performance indicators and showing departmental performance in
procurement activities.

Identify commodities and other items available for purchase through state or Medium Year 2 NA NA
other regional purchasing groups and use these opportunities to avoid
duplicating procurement processes.

If items are available for purchase through a regional authority but the County Medium Year 2 NA NA
conducts an in-house bid/RFP, review results to ensure that cost savings has
been achieved.

Survey all vendors at the completion of a contract to identify issues and Medium Year 2 NA NA
concerns and identify improvement areas.

Track and publish performance metrics related to managing contractors, Medium Year 2 NA NA
including time-frame from bid award to contract signing and time-frame from
invoice to payment.

Track and review all contract amendments and sole source justifications to High Year 1 NA NA
ensure that justifications are adequate and scope changes are appropriate.

Work with Finance to clearly audit and review P-card usage to increase Medium Year 2 NA NA
transparency and ensure compliance with requirements.

Any contract of over $5 million should include additional market analysis by High Year 1 NA NA
Purchasing staff, including a comparative analysis of costs for other counties
or agencies for similar services.
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+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time
5-1 DEVELOPMENT — AIRPORT
The County should explore the feasibility of outsourcing security functions at Medium Year 2 NA NA
the airport through a competitive RFP process.
When the County evaluates alternatives approaches to providing facility and Medium Year 2 NA NA
infrastructure management and maintenance, it should include in any RFP
issues an optional or alternative bid for services at the Airport so that
information and data is available for the Airport administration to evaluate
whether an alternative staffing approach for maintenance activities is
appropriate.
The County should develop and adopt a multi-year strategic development High Year 1 NA NA
plan for the Airport operation to set policy direction about future expansion,
facility improvements, and market focus.
5-2 DEVELOPMENT — COMMUNITY DEVELOPMENT
The County should consider implementing broader class specifications for Medium Year 2 NA NA
positions within this Department that will enable staff to perform a broader
range of duties that vary depending upon the specific grants and revenue
streams that are received by the County.
The Department should increase the use and reporting on key performance High Year 1 NA NA
outcome measures to demonstrate the impact being achieved from the
program administered.
The Community Development Department and Finance Department should Medium Year 2 NA NA

work cooperatively to ensure that all grants are managed in a consistent
manner, that duplication of work effort is not occurring, and that the grant
oversight and financial controls of each organizational unit is clearly outlined.

5-3 DEVELOPMENT — ECONOMIC DEVELOPMENT
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+/(-) Cost +/(-) Cost
Priority Timeframe Annual One Time

A position of Economic Development Coordinator should be authorized to High Year 1 $65,000 $65,000
oversee the Economic Development Contract and to coordinate County
resources to support economic development initiatives being undertaken by
the Authority. In conjunction with this position, responsibility for managing the
Economic Development Authority contract should be transferred to the
Development Group.

The County should review at least annually its economic development High Ongoing NA NA
priorities and goals and provide direction or modification of the contract with
the Development Authority as appropriate.

5-4 DEVELOPMENT - GIS

No specific changes to staffing allocations are recommended for GIS; High Year 1 NA NA
however, it is critical for the successful implementation of the GIS strategy
that the currently vacant positions be filled.

The County should develop a multi-year GIS development plan focused on High Year 1 NA NA
identifying and prioritizing departmental GIS needs for data and spatial
reporting, and integrating GIS use into decision-making and reporting on
service levels.

Consideration should be given of reallocating GIS to the Administrative High Year 1 NA NA
Cluster along with other internal support functions (i.e. — Purchasing, HR, IT,
etc.).

5-5 DEVELOPMENT — WORKFORCE DEVELOPMENT

Workforce Development and Human Resources should jointly develop a
strategy and program for further accessing and utilizing resources available High Year 1 NA NA
from Workforce Development to leverage applicants and training that can be
provided by Workforce Development to the County organization.

5-6 DEVELOPMENT — PLANNING & SUSTAINABILITY
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Priority

Timeframe

+/(-) Cost
Annual

+/(-) Cost
One Time

The Department should continue to track key workload measures and
implement specific performance metrics.

High

Year 1

NA

NA

The Division should publish a quarterly report on those metrics on their
webpage and to the Board of Commissioners.

Medium

Year 2

NA

NA

The Division should formalize a code enforcement sweep program by
establishing regular intervals for sweeps and increasing the utilization of
workload and performance metric data analysis to determine areas of highest
need.

Medium

Year 1

NA

NA

Implement a priority system based upon the seriousness of the alleged
condition. In no case, should the initial inspection time period be greater than
5 business days from date of receipt of the complaint.

Medium

Year 1

NA

NA

Develop monthly reports that indicate the average elapsed days from the date
of the initial filing of the complaint until the first site visit by a Code
Compliance Division by priority rating and by individual Code Compliance
Officer.

Medium

Year 1

NA

NA

A summary report should be developed that shows the Division’s overall
performance for the prior month in meeting the initial inspection targets for
each of the priority ratings.

Medium

Year 1

NA

NA

As part of the education effort, the Code Compliance Division should develop
and implement a community outreach program that provides information, in
easily understood language, regarding how to comply with the County’s
ordinances relative to property maintenance, and provide information
regarding community resources available to those in financial need.

Medium

Year 1

NA

NA

No change in the organizational structure is recommended for the Planning
and Sustainability Department other than the reorganization of Planning to
have a single Manager over both long-range planning and zoning.

High

Year 1

$10,000

$10,000

TOTAL

($13,339,181)

$8,117,300
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1-1. ANALYSIS OF THE POLICE DEPARTMENT

This chapter of the report provides the project team’s evaluation of the overall
staffing, management and organization of the Police Department. The Police
Department provides all policing services to all of the unincorporated areas of DeKalb
County, including response to community generated calls for service, investigations,
critical incident response, traffic services and accident investigation.

1. ANALYSIS OF STAFFING LEVELS.

The DeKalb County Police Department employs approximately 900 sworn
personnel and 230 civilian staff. There are four major Divisions within the Police
Department — Uniform Division, Criminal Investigation Division, Special Operations
Division and Support Services Division. Each Division will be evaluated separately in
the sections below.

(2) Uniform Division.

This section provides information about the Uniform Division which includes the
personnel assigned to the four Precincts. These work units represent the largest
percentage of personnel in the Police Department.

The first sections in this chapter review the staffing and deployment of personnel
in the Precincts. An analysis of the budgeted/authorized staffing level is compared with
the “actual” staffing level. Subsequent sections provide a detailed analysis of the
workload and the staffing that is needed to respond to community generated calls for

service and also provide “proactive” patrol services to the community.
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(1.1) Precinct Staffing and Work Unit Deployment.

Patrol operations for DeKalb PD is divided into four geographical areas — North /
Central, East, South and Tucker Precincts. There are a total of 532 staff positions
budgeted and assigned to the Precinct as listed below:

. North/Central Precinct (123 sworn positions): 1 Major, 2 Captains, 9
Lieutenants, 20 Sergeants and 91 Officers.

. East Precinct (136 sworn positions): 1 Major, 2 Captains, 9 Lieutenants, 22
Sergeants and 102 Officers.

. South Precinct (139 sworn positions): 1 Major, 2 Captains, 9 Lieutenants, 21
Sergeants and 106 Officers.

. Tucker Precinct (128 sworn positions): 1 Major, 2 Captains, 9 Lieutenants, 20
Sergeants and 96 Officers.

There were approximately 30 vacant positions as of November 2014 - 3
Lieutenants, 7 Sergeants and 20 Officers (18 assigned to Patrol). The number of
funded and the number of vacant positions varies from year to year.

The Major in each Precinct has discretion to allocate the personnel assigned to
his/her Precinct to regular field patrol duties or to designated specialty units within the
Precinct such as the Task Force/Neighborhood Enforcement Team or Criminal
Investigations (CID) that conduct follow-up of some crimes occurring in the Precinct. All
of the specialty units in the Precincts are staffed and operate all 12 months of the year.

The following tables show the number of budgeted sworn positions in each
Precinct.  Additionally, each Precinct is assigned one civilian support staff (an
“Administrative Clerk” position) and one Precinct (East) also has one Building Services
Worker assigned. The personnel number in the tables below include personnel off on

various types of long term leave and those working light duty.
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North / Central Precinct Budgeted Staffing

Work Details Major Capt. Lt. Sgt. Officer Total
Patrol - Morning Shift 2 6 22 30
Patrol - Day Shift 2 6 23 32
Patrol - Evening Shift 2 6 25 33
Patrol Sub-Total 6 18 70 95
Admin. Lieutenant 1 1
Crime Analyst & Motor Officer 2 2
Neighborhood Enf.Team 1 1 9 12
Criminal Investigations 1 1 10 12
Specialty Units Sub-Total 3 2 21 27
Precinct Total 9 20 91 122

Approximately 22% of the North/Central Precinct staff are assigned to special

work units in the Precinct. There are 70 fully trained Officers assigned to Patrol duties —

not including new Officers that may be in the Field Training Officer (FTO) program.

The following table shows the number of budgeted positions for East Precinct.

East Precinct Budgeted Staffing

Work Details Major Capt. Lt. Sgt. Officer Total
Patrol - Morning Shift 2 6 25 33
Patrol - Day Shift 2 6 26 35
Patrol - Evening Shift 2 6 30 38
Patrol Sub-Total 6 18 81 106
Admin. Lieutenant 1 1
Crime Analyst & Motor Officer 2 2
Task Force 1 2 9 13
Criminal Investigations 1 2 10 13
Specialty Units Sub-Total 3 4 21 29
Precinct Total 9 22 102 135

Approximately 22% of the East Precinct staff are assigned to special work units
in the Precinct. There are 81 fully trained Officers assigned to Patrol duties — not
including new Officers that may be in the Field Training Officer (FTO) program.

The following table shows the number of budgeted positions for South Precinct.
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South Precinct Budgeted Staffing

Work Details Major Capt. Lt. Sgt. Officer Total
Patrol - Morning Shift 2 6 27 35
Patrol - Day Shift 2 6 28 37
Patrol - Evening Shift 2 6 28 36
Patrol Sub-Total 6 18 83 108
Admin. Lieutenant 1 216
Crime Analyst & Motor Officer 2 2
Neighborhood Enf.Team 1 2 11 15
Criminal Investigations 1 1 10 12
Specialty Units Sub-Total 3 3 23 29
Precinct Total 9 21 106 138

Approximately 21% of the South Precinct staff are assigned to special work units

in the Precinct.

including new Officers that may be in the Field Training Officer (FTO) program.

There are 83 fully trained Officers assigned to Patrol duties — not

The following table shows the number of budgeted positions for Tucker Precinct.

Tucker Precinct Budgeted Staffing

Work Details Major Capt. Lt. Sgt. Officer Total
Patrol - Morning Shift 2 6 26 34
Patrol - Day Shift 2 6 27 36
Patrol - Evening Shift 2 6 27 35
Patrol Sub-Total 6 18 80 105
Admin. Lieutenant 1 1
Crime Analyst & Motor Officer 2 2
Task Force 1 1 4 7
Criminal Investigations 1 1 10 12
Specialty Units Sub-Total 3 2 16 22
Precinct Total 9 20 96 127

Approximately 17% of the Tucker Precinct staff are assigned to special work
units in the Precinct. There are 80 fully trained Officers assigned to Patrol duties — not
including new Officers that may be in the Field Training Officer (FTO) program.

The following table shows the staffing level and vacancies in all four Precincts.
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All Precincts — Budgeted and Actual Staffing

Work Units Major Capt. Lt. Sgt. Officer Total
Patrol - Field Units 4 4 24 72 314 414
Admin Lt. 4 4
Crime Analyst & Motor Officer 8 8
NET / Task Force 4 4 6 33 47
Criminal Investigations 4 5 40 5
Total Budgeted Positions 8 32 78 355 478
Officers in Patrol 314
Officers Not Working / on Light
Duty 18
% of Officers Not Working / on
Light duty 5.7%

There are 478 sworn staff positions that are authorized and budgeted for the
Precincts. Of this total 355 are Officers and 314 of the Officers (75.3%) are assigned to
regular field patrol duties. In November 2014 there were 18 Officers not working or
working a light duty assignment, leaving 296 fully trained working Patrol Officers.

The next section provides the current patrol unit deployment, showing by time of
day the number of patrol units scheduled.

(1.2) Patrol Staffing, Operations and Workload.

Patrol Officers and Sergeants assigned to Precinct patrol are assigned to work
10 hour shifts — four days on followed by three days off. Patrol Sergeants and Officers
work the following schedule:

. Morning Shift hours are 2200-0800
. Day Shift hours are 0600-1600
. Evening Shift hours are 1400-2400

Each shift overlaps two hours to allow “roll call” for the on-coming shift and for

Officers on the off going shift to typically be relieved of call for service handling during

their last work hour to give them time to complete their reports and other necessary

paperwork. The Department does not use a “team concept” where all Officers have the
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same work days as their Sergeant but instead assigns Officers and Sergeants
individually to work days and days off. In this deployment model an Officer will typically
be supervised by two Sergeants during his/her work week but one Sergeant is assigned
as the Officer’s primary supervisor.

As mentioned earlier, although there are 314 Officer positions budgeted for
Patrol the “actual” staffing will always be below the budgeted staffing level — this is due
to normal attrition, reassignment of Patrol Officers to specialty positions and the delays
in hiring and training new personnel. As shown above, in November 2014, 18 of the
Officers assigned to Patrol were not working — this is a fairly typical personnel shortage
for DKPD and the project team’s experience with other law enforcement agencies. This

adjusted “actual” Officer staffing level is shown in the table below.

Budgeted Patrol Officer Vacancies Adjusted Patrol
Precinct Staffing Staffing
North / Central 70 5 65
East 81 6 75
South 83 2 81
West 80 5 75
Total 314 18 296

The project team will use 296 Officers as the typical “full staffing” number of
Officers in the four Precincts as this is a realistic number of Officers that are assigned to
street Patrol duties in the Precincts.

The four tables on the following pages use 312 Officers to show the adjusted
“budgeted” staffing level for each of the four Precincts and the combined staffing level
for the County for each hour of the day. Patrol Sergeants are not included in these

calculations as their primary role is supervision rather than handling of calls for service.
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North / Central Precinct — Budgeted Patrol Staffing (Adjusted for Normal Vacancies)

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing

0000 12.0 12.0
0100 12.0 12.0
0200 12.0 12.0
0300 12.0 12.0
0400 12.0 12.0
0500 12.0 12.0
0600 12.0 12.0 24.0
0700 12.0 12.0 24.0
0800 12.0 12.0
0900 12.0 12.0
1000 12.0 12.0
1100 12.0 12.0
1200 12.0 12.0
1300 12.0 12.0
1400 12.0 13.1 25.1
1500 12.0 13.1 25.1
1600 13.1 13.1
1700 13.1 13.1
1800 13.1 13.1
1900 13.1 13.1
2000 13.1 13.1
2100 13.1 13.1
2200 12.0 13.1 25.1
2300 12.0 13.1 25.1
Average 12.0 12.0 13.1 15.5

This table depicts the hourly staffing level in North / Central Precinct when all 65
Patrol Officers work their assigned shift which totals approximately 371 work hours per
day. Additionally, most hours of the day there are two Patrol Sergeants (not included in
the above numbers) deployed in each Precinct for supervision but may handle calls for

service as the primary unit if needed.
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East Precinct — Budgeted Patrol Staffing (Adjusted for Normal Vacancies)

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing

0000 13.7 13.7
0100 13.7 13.7
0200 13.7 13.7
0300 13.7 13.7
0400 13.7 13.7
0500 13.7 13.7
0600 13.7 13.1 26.9
0700 13.7 13.1 26.9
0800 13.1 13.1
0900 13.1 13.1
1000 13.1 13.1
1100 13.1 13.1
1200 13.1 13.1
1300 13.1 13.1
1400 13.1 16.0 29.1
1500 13.1 16.0 29.1
1600 16.0 16.0
1700 16.0 16.0
1800 16.0 16.0
1900 16.0 16.0
2000 16.0 16.0
2100 16.0 16.0
2200 13.7 16.0 29.7
2300 13.7 16.0 29.7
Average 13.7 13.1 16.0 17.9

This table depicts the hourly staffing level in East Precinct when all 75 Patrol

Officers work their assigned shift. This totals approximately 429 work hours per day.
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South Precinct — Budgeted Patrol Staffing (Adjusted for Normal Vacancies)

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing
0000 14.9 14.9
0100 14.9 14.9
0200 14.9 14.9
0300 14.9 14.9
0400 14.9 14.9
0500 14.9 14.9
0600 14.9 16.0 30.9
0700 14.9 16.0 30.9
0800 16.0 16.0
0900 16.0 16.0
1000 16.0 16.0
1100 16.0 16.0
1200 16.0 16.0
1300 16.0 16.0
1400 16.0 154 314
1500 16.0 154 314
1600 154 154
1700 154 154
1800 154 154
1900 154 154
2000 154 154
2100 154 154
2200 14.9 154 30.3
2300 14.9 154 30.3
Average 14.9 16.0 15.4 19.3

This table depicts the hourly staffing level in South Precinct when all 81 Patrol

Officers work their assigned shift which totals approximately 463 work hours per day.
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Tucker Precinct — Budgeted Patrol Staffing (Adjusted for Normal Vacancies)

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing
0000 13.7 13.7
0100 13.7 13.7
0200 13.7 13.7
0300 13.7 13.7
0400 13.7 13.7
0500 13.7 13.7
0600 13.7 14.9 28.6
0700 13.7 14.9 28.6
0800 14.9 14.9
0900 14.9 14.9
1000 14.9 14.9
1100 14.9 14.9
1200 14.9 14.9
1300 14.9 14.9
1400 14.9 14.3 29.1
1500 14.9 14.3 29.1
1600 14.3 14.3
1700 14.3 14.3
1800 14.3 14.3
1900 14.3 14.3
2000 14.3 14.3
2100 14.3 14.3
2200 13.7 14.3 28.0
2300 13.7 14.3 28.0
Average 13.7 14.9 14.3 17.9

This table depicts the hourly staffing level in West Precinct when all 75 Patrol
Officers work their assigned shift which totals approximately 429 work hours per day.
Additionally, most hours of the day there are two Patrol Sergeants (not included in the
above numbers) deployed in each Precinct for supervision but may handle calls for

service as the primary unit if needed.
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All Precincts — Budgeted Patrol Staffing (Adjusted for Normal Vacancies)

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing
0000 54.3 54.3
0100 54.3 54.3
0200 54.3 54.3
0300 54.3 54.3
0400 54.3 54.3
0500 54.3 54.3
0600 54.3 56.0 110.3
0700 54.3 56.0 110.3
0800 56.0 56.0
0900 56.0 56.0
1000 56.0 56.0
1100 56.0 56.0
1200 56.0 56.0
1300 56.0 56.0
1400 56.0 58.9 114.9
1500 56.0 58.9 114.9
1600 58.9 58.9
1700 58.9 58.9
1800 58.9 58.9
1900 58.9 58.9
2000 58.9 58.9
2100 58.9 58.9
2200 54.3 58.9 113.1
2300 54.3 58.9 113.1
Average 54.3 56.0 58.9 70.5

This table combines the Officer staffing in all four Precincts to show the hourly
staffing level in DeKalb when all 296 Patrol Officers work their assigned shift. This
totals approximately 1,691 Patrol Officer work hours per day.

However, each day some Officers are off on various types of leave (e.g., sick,
vacation, military, workers compensation) or may be attending a training class which
results in fewer Officers to staff the streets. To ensure the PD is able to provide
effective patrol services to the community the Lieutenants and Sergeants review the

schedule to ensure that a “minimum” number of Sergeants and Officers are working — at
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least two Sergeants and 10-12 Officers is the typical minimum staffing level in each
Precinct.

The next section analyzes the leave hours used by Officers and the hours
Officers attend training classes as part of their normal straight time work hours.

(1.3) Leave and Training Hours for Patrol Staff.

An Officer’'s 10 hour work shift results in him/her being schedule to work 2,080
hours in a year. The total number of hours actually worked during the year is reduced
by the amount of leave hours used by employees, in-service training and other assigned
tasks. The project team was provided annual personnel leave data for employees to
calculate the average number of leave hours.

Officers also perform a variety of administrative tasks during their shifts, such as
roll call, vehicle maintenance, completing their activity sheet, meetings during the shift,
etc. The project team used an average of 90 minutes per shift for the actual number of
work shifts officers worked during the year. The table below shows the estimated
availability of a Patrol Officer after deducting these hours and also shows an estimate of

the hours spent on administrative tasks during the shift.

Leaves, Training and Staff Availability Work Hours Percent
Total Annual Work Hours 2,080
Average Leave Usage 289
Estimated Training Hours (on duty) 40
Total Unavailable Hours 329
Net Work Hours (Present at Work) 1,751 84.2%
Administrative Time (90 minutes x 175 shifts) 263
Average Field Work Hours 1,488 71.6%

The following points summarize the data above:
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. Officers averaged 289 hours annually of leave usage (November 2013 — October
2014). This includes time off for vacation, sick, holiday, comp time, training,
military leave, bereavement and other administrative leave.

The leave usage is slightly lower than the approximately 300 hour average

typically seen in other police agency studies conducted by the project team,

which is a positive factor for the Department.

. An estimated average of 40 training hours “on duty” as part of their regular paid
work hours. The exact number of on duty training hours is not specifically
tracked but the hours were estimated based on information from the Training Unit
and Precinct managers.

. During the work shift Officers attend briefing, take meal breaks, meet with their
supervisor or other employees, re-fuel and check their vehicle, and perform a
variety of other tasks. This is defined as “administrative time” and is estimated at
90 minutes per shift. Note that a Patrol Officer is almost always available to
respond to urgent or emergency calls when performing administrative tasks.

In 2014 a DeKalb Police Officer was on duty and available to work for
approximately 1,751 hours (net work hours) or 84.2% of their annual paid hours. The
actual time spent responding to calls for service and providing other patrol services after
deducting the time spent on administrative tasks was approximately 1,488 hours or
71.6% of their annual paid hours.

(1.4) Actual Staffing Level on Patrol.

The average leave hours and training hours shown above was used to calculate
the “actual” staffing level of patrol services in each Precinct. The actual staffing level is
always lower than the authorized/funded level due to the use of leaves and Officers
attending a training course as part of their normal work hours (or adjusted work hours).

The table on the next several pages show the “actual” number of personnel that

worked a patrol shift in 2014 based on the average of 1,751 work hours per year.
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North / Central Precinct — Actual Patrol Staffing in 2014

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing

0000 10.1 10.1
0100 10.1 10.1
0200 10.1 10.1
0300 10.1 10.1
0400 10.1 10.1
0500 10.1 10.1
0600 10.1 10.1 20.2
0700 10.1 10.1 20.2
0800 10.1 10.1
0900 10.1 10.1
1000 10.1 10.1
1100 10.1 10.1
1200 10.1 10.1
1300 10.1 10.1
1400 10.1 11.1 21.2
1500 10.1 11.1 21.2
1600 11.1 11.1
1700 11.1 11.1
1800 11.1 11.1
1900 11.1 11.1
2000 11.1 11.1
2100 11.1 11.1
2200 10.1 11.1 21.2
2300 10.1 11.1 21.2
Average 10.1 10.1 11.1 13.0

The table above depicts the average number of Patrol personnel who actually
worked an assigned shift in North / Central Precinct. This level equates to an average of
13.0 personnel on duty each hour and a total of approximately 313 hours per day of

patrol staffing.
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East Precinct — Actual Patrol Staffing in 2014

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing

0000 11.5 11.5
0100 11.5 11.5
0200 11.5 11.5
0300 11.5 11.5
0400 11.5 11.5
0500 11.5 11.5
0600 11.5 11.1 22.6
0700 11.5 11.1 22.6
0800 11.1 11.1
0900 11.1 11.1
1000 11.1 11.1
1100 11.1 11.1
1200 11.1 11.1
1300 11.1 11.1
1400 11.1 13.5 24.5
1500 11.1 13.5 24.5
1600 13.5 13.5
1700 13.5 13.5
1800 13.5 13.5
1900 13.5 13.5
2000 13.5 13.5
2100 13.5 13.5
2200 11.5 13.5 25.0
2300 11.5 13.5 25.0
Average 11.5 11.1 13.5 15.0

The table above depicts the average number of Patrol personnel who actually
worked an assigned shift in East Precinct. This level equates to an average of 15.0
personnel on duty each hour and a total of approximately 361 hours per day of patrol

staffing.
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South Precinct — Actual Patrol Staffing in 2014

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing

0000 12.5 12.5
0100 12.5 12.5
0200 12.5 12.5
0300 12.5 12.5
0400 12.5 12.5
0500 12.5 12.5
0600 12.5 13.5 26.0
0700 12.5 13.5 26.0
0800 13.5 13.5
0900 13.5 13.5
1000 13.5 13.5
1100 13.5 13.5
1200 13.5 13.5
1300 13.5 13.5
1400 13.5 13.0 26.5
1500 13.5 13.0 26.5
1600 13.0 13.0
1700 13.0 13.0
1800 13.0 13.0
1900 13.0 13.0
2000 13.0 13.0
2100 13.0 13.0
2200 12.5 13.0 25.5
2300 12.5 13.0 25.5
Average 12.5 13.5 13.0 16.2

The table above depicts the average number of Patrol personnel who actually
worked an assigned shift in South Precinct. This level equates to an average of 16.2
personnel on duty each hour and a total of approximately 390 hours per day of patrol

staffing.
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Tucker Precinct — Actual Patrol Staffing in 2014

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing

0000 11.5 11.5
0100 11.5 11.5
0200 11.5 11.5
0300 11.5 11.5
0400 11.5 11.5
0500 11.5 11.5
0600 11.5 12.5 24.1
0700 11.5 12.5 24.1
0800 12.5 12.5
0900 12.5 12.5
1000 12.5 12.5
1100 12.5 12.5
1200 12.5 12.5
1300 12.5 12.5
1400 12.5 12.0 24.5
1500 12.5 12.0 24.5
1600 12.0 12.0
1700 12.0 12.0
1800 12.0 12.0
1900 12.0 12.0
2000 12.0 12.0
2100 12.0 12.0
2200 11.5 12.0 23.6
2300 11.5 12.0 23.6
Average 11.5 12.5 12.0 15.0

The table above depicts the average number of Patrol personnel who actually
worked an assigned shift in Tucker Precinct. This level is the same as the East Precinct
as the same number of Officers (75) are assigned to Patrol — it equates to an average of
15.9 personnel on duty each hour and a total of approximately 381 hours per day of

patrol staffing.
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All Precincts — Actual Patrol Staffing in 2014

Hour Morning Day Evening Average Shift
2200-0800 0600-1600 1400-2400 Staffing
0000 45.7 45.7
0100 45.7 45.7
0200 45.7 45.7
0300 45.7 45.7
0400 45.7 45.7
0500 45.7 45.7
0600 45.7 47.2 92.9
0700 45.7 47.2 92.9
0800 47.2 47.2
0900 47.2 47.2
1000 47.2 47.2
1100 47.2 47.2
1200 47.2 47.2
1300 47.2 47.2
1400 47.2 49.6 96.7
1500 47.2 49.6 96.7
1600 49.6 49.6
1700 49.6 49.6
1800 49.6 49.6
1900 49.6 49.6
2000 49.6 49.6
2100 49.6 49.6
2200 45.7 49.6 95.3
2300 45.7 49.6 95.3
Average 45.7 47.2 49.6 59.3

The table above depicts the average number of Patrol personnel who actually
worked an assigned shift in DeKalb County. This level equates to an average of 59.3
Officers on duty each hour and a total of approximately 1,424 hours per day of Patrol
Officer staffing.

(1.5) Employee Attrition Rate.

A police organization’s attrition rate is the result of many factors, including the
average age of the workforce, availability of other jobs in the region to which an Officer
may transfer laterally, pay and benefits of the DKPD and other agencies in the region,

satisfaction with organization management and peers, and general employee
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satisfaction with their job. The number of employees who separate from the
organization are one of the metrics used to that reflects the health of an organization —
high separation rates (8% or above) as DeKalb County is experiencing could indicate
that a group of employees have attained retirement age, are dissatisfied with the pay
and benefits or management of the Department organization. DKPD’s attrition rate over
the last three years has averaged 119 separations of sworn personnel annually,
approximately 12.9% (based on 925 sworn employees). Attrition rates above 8%
annually represent a challenge for organizations to replace employees. At this rate it is
often difficult to maintain “minimum” staffing levels in the Department. It also requires a
higher training budget and puts a strain on existing training resources such as Field
Training Officers.

Correspondingly, a low attrition rate (under 6%) is a positive indicator of the
health of an organization and results in fewer organizational resources that must be
spent or dedicated to recruiting, hiring, training, and assimilating new personnel.

The table below shows the number of sworn employees who have separated

from the DKPD for any reason over the last 3 years (November 2011 — October 2014).

Police Department Attrition Rate

Reason for Separation 2012 2013 2014 Total 3 Year Average
Resignation 32 42 51 125 41.7
Resigned for Other Position 17 26 35 78 26.0
Retired 11 19 14 44 14.7
Working a Test Period 17 8 25 8.3
Violation of Rules 10 5 5 20 6.7
Personal Reasons 5 3 3 11 3.7
Relocation 4 6 10 3.3
Health Reasons 4 3 1 8 2.7
Dissatisfied with Pay 3 3 6 2.0
Other 12 13 6 31 10.3

Total 112 128 118 358 119.3
Annual Average 12.1% 13.8% 12.8% 12.9%
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A total of 358 sworn employees separated from the department over the last
three years, equating to an average of 12.9% annual attrition rate. The reasons for
separations are listed but the reason listed as “resignation” does not provide an actual
reason for the person leaving the County and could be any of the other reasons listed.

A significant number of employees are leaving DKPD and many of them for
employment at another police department — it indicates that many personnel have
decided not to make a career of their job at DKPD. This is a significant issue for DKPD
that will require evaluation and collaboration of other County Departments to develop a
plan to reduce attrition and keep more of the new Officers being trained by DKPD.

The next sections evaluate the CAD system calls for service data and field patrol
workload.

(2.6) Community Generated Call for Service Data.

The project team collected information regarding the DKPD workload activities
for Patrol Officers. The project team obtained the raw data from the Department’s
Computer Aided Dispatching (CAD) system that captures all community generated,
officer initiated and administrative incidents. CAD data typically includes all of the

following information:

. Call / Incident Number
. Date and Time the Call was Received
. Location of the Call (address and Precinct or Reporting Area)

. Type of Call
. Priority of Call

. Unit(s) Dispatch Time
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. Unit(s) “In-route” Time

. Unit(s) Arrival Time

. Unit(s) Clearance Time

. Unit Identifier of the responding unit (e.g. Patrol Officers’ radio call sign)*

The CAD data serves as the context for analyzing patrol's staffing needs and
estimating workload activity, including the identification of community-generated calls for
service, as well as Officer initiated activity. Later in this report the CAD data is used to
determine the workload level for beat Patrol Officers.

The tables and graphs on the following pages show a depiction of the total
number of community generated calls for service in DeKalb County by time of day and
day of week and also a breakdown for each Precinct.

(1.7) Calls for Service Workload and Distribution of Calls Among the Precincts.

DKPD Patrol Officers responded to a total of 229,325 unique community
generated calls for service (CFS) between December 1, 2013 and November 30, 2014
(this will be referred to as “2014”). The project team defined a community generated
call for service as a call where at least one sworn unit provided the primary response to
an incident. It does not include the incidents of Officer initiated activity (shown later in
this report). The overall call for service workload by Precinct is shown below.

. North / Central Precinct — 48,897 (21.3%)
. East Precinct — 58,500 (25.5%)
. South Precinct — 65,491 (28.6%)

. Tucker Precinct — 46,515 (20.3%)

! The cAD data provided did not include the radio call sign of the unit handling the incidents.

2 Using the US Census estimated 2013 population of 713,340 and subtracted the incorporated cities
(164,598 population): 548,742 county residents / 229,325 calls = .42 calls
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There were an additional 9,922 CFS (4.3%) where the location of the call is
unknown as it was not listed in the CAD data.
The tables and graphs on the following pages show a depiction of the total

number of community generated calls for service in DeKalb by time of day and day of

week.
Community Generated Calls for Service — All Precincts

Avg. /
Hour Sun Mon Tue Wed Thu Fri Sat Total Hour
0000 1,437 1,036 928 1,134 929 1,018 1,331 7,813 21
0100 1,236 796 711 807 762 786 1,085 6,183 17
0200 1,006 558 579 603 567 572 925 4,810 13
0300 862 526 451 488 438 529 793 4,087 11
0400 768 429 414 482 438 478 703 3,712 10
0500 561 513 521 533 480 527 540 3,675 10
0600 492 746 754 757 724 711 574 4,758 13
0700 652 1,187 1,123 1,132 1,076 1,102 806 7,078 19
0800 930 1,392 1,351 1,275 1,316 1,314 1,157 8,735 24
0900 1,270 1,345 1,438 1,338 1,307 1,448 1,424 9,570 26
1000 1,395 1,532 1,510 1,405 1,446 1,527 1,639 10,454 29
1100 1,576 1,635 1,640 1,552 1,554 1,603 1,801 11,361 31
1200 1,601 1,640 1,775 1,668 1,689 1,707 1,889 | 11,969 33
1300 1,806 1,696 1,784 1,688 1,681 1,741 1,838 | 12,234 34
1400 1,682 1,790 1,776 1,696 1,652 1,848 1,914 | 12,358 34
1500 1,741 1,934 1,989 1,950 1,918 2,121 1,886 | 13,539 37
1600 1,751 2,045 2,017 1,969 1,962 2,137 1,802 | 13,683 37
1700 1,744 1,938 1,939 1,995 2,031 2,065 1,822 | 13,534 37
1800 1,746 2,034 2,064 1,941 2,031 2,057 1,770 | 13,643 37
1900 1,732 1,821 1,899 1,839 1,829 1,936 1,778 | 12,834 35
2000 1,617 1,656 1,723 1,700 1,753 1,660 1,706 | 11,815 32
2100 1,574 1,638 1,640 1,601 1,593 1,799 1,807 | 11,652 32
2200 1,430 1,434 1,368 1,432 1,447 1,647 1,682 | 10,440 29
2300 1,291 1,248 1,198 1,207 1,231 1,580 1,633 9,388 26
Total 31,900 | 32,569 | 32,592 | 32,192 | 31,854 | 33,913 | 34,305 |229,325

Avel/day 613 626 627 619 613 652 660 628

The DKPD responded to 229,325 unique community generated calls for service,

approximately 628 per day, where one or more Patrol units provided the primary
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response. The total number of calls for service in DeKalb equals .42 calls per resident®
annually and is in the range of .4 to .6 calls per capita typically seen in other police
studies conducted by the project team in the United States and Canada.

The daily CFS workload did not vary significantly but there is a significant
variance by hour of day — ranging from a high of 37 calls in the 1500 - 1800 hour to 10
calls hourly between 0400 and 0600. Of the total number of calls responded to by
Patrol, 39.3% occurred during the day (0800-1600), 42.3% occurred during the
afternoon/evening hours (1600-midnight) and 18.4% occurred during the late night/early
morning hours (midnight — 0800).

The following graph shows the distribution of the number of community

generated calls for service by hour of the day (midnight — 0100 is “1").

Calls for Service by Hour
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The tables and graphs on the following pages show a depiction of the total

number of community generated calls for service for each Precinct.

2 Using the US Census estimated 2013 population of 713,340 and subtracted the incorporated cities
(164,598 population): 548,742 county residents / 229,325 calls = .42 calls
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Community Generated Calls for Service — North / Central Precinct

Avg./
Hour Sun Mon Tue Wed Thu Fri Sat Total Hogur
0000 311 195 152 217 173 185 283 1,516 4.2
0100 266 168 138 168 143 145 217 1,245 3.4
0200 201 108 102 127 91 115 195 939 2.6
0300 182 104 101 110 82 112 186 877 2.4
0400 195 85 89 117 89 118 171 864 2.4
0500 138 118 100 107 103 111 132 809 2.2
0600 113 160 153 185 163 175 126 1,075 2.9
0700 129 269 261 268 258 258 192 1,635 4.5
0800 186 326 339 309 335 282 237 2,014 5.5
0900 212 282 324 335 314 320 304 2,091 5.7
1000 259 347 347 293 331 347 346 2,270 6.2
1100 331 371 358 345 377 346 397 2,525 6.9
1200 334 346 409 366 368 370 395 2,588 7.1
1300 366 368 403 401 369 406 402 2,715 7.4
1400 348 443 444 380 395 410 413 2,833 7.8
1500 350 425 487 420 430 529 445 3,086 8.5
1600 365 459 466 419 415 495 375 2,994 8.2
1700 338 398 425 440 493 456 381 2,931 8.0
1800 358 451 440 438 461 416 363 2,927 8.0
1900 318 374 354 345 347 402 363 2,503 6.9
2000 330 318 325 315 341 327 298 2,254 6.2
2100 312 292 322 340 310 362 353 2,291 6.3
2200 256 256 275 261 292 351 345 2,036 5.6
2300 242 218 242 238 252 356 331 1,879 5.1
Total 6,440 6,881 7,056 6,944 6,932 7,394 7,250 | 48,897

Avel/day 124 132 136 134 133 142 139 134

Officers responded to 48,897 unique community generated calls for service,

approximately 134 per day, in the North / Central Precinct service.
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Community Generated Calls for Service — East Precinct

Avg. /
Hour Sun Mon Tue Wed Thu Fri Sat Total Hour
0000 360 240 262 288 232 273 346 2,001 5.5
0100 310 186 177 187 183 218 272 1,533 4.2
0200 247 130 117 149 141 155 222 1,161 3.2
0300 218 113 102 116 95 133 201 978 2.7
0400 190 109 92 118 114 106 147 876 2.4
0500 141 124 122 152 110 136 118 903 2.5
0600 122 193 189 189 165 173 129 1,160 3.2
0700 154 292 282 266 258 284 195 1,731 4.7
0800 232 347 312 295 290 332 303 2,111 5.8
0900 366 362 366 318 337 384 380 2,513 6.9
1000 376 405 373 376 379 390 438 2,737 7.5
1100 427 402 423 401 382 429 443 2,907 8.0
1200 431 429 441 427 461 449 507 3,145 8.6
1300 501 425 459 434 421 452 496 3,188 8.7
1400 393 454 440 457 441 477 488 3,150 8.6
1500 466 489 478 529 482 525 475 3,444 9.4
1600 459 509 498 501 504 532 448 3,451 9.5
1700 440 490 478 502 488 526 479 3,403 9.3
1800 468 554 515 498 512 549 468 3,564 9.8
1900 455 484 460 481 457 489 480 3,306 9.1
2000 400 458 414 457 422 436 468 3,055 8.4
2100 416 412 435 411 386 463 490 3,013 8.3
2200 354 375 369 368 370 441 425 2,702 7.4
2300 323 323 317 323 320 425 437 2,468 6.8
Total 8,249 8,305 8,121 8,243 7,950 8,777 8,855 | 58,500
Ave/day 159 160 156 159 153 169 170 160

Officers responded to 58,500 unique community generated calls for service,

approximately 160 per day, in the East Precinct service.
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Community Generated Calls for Service — South Precinct

Avg. /
Hour Sun Mon Tue Wed Thu Fri Sat Total Hour
0000 421 305 286 324 278 317 403 2,334 6.4
0100 350 229 227 244 235 228 339 1,852 5.1
0200 280 170 206 179 179 173 270 1,457 4.0
0300 267 159 118 144 137 165 210 1,200 3.3
0400 188 124 134 131 116 148 181 1,022 2.8
0500 150 142 158 141 140 158 148 1,037 2.8
0600 147 201 234 204 207 214 167 1,374 3.8
0700 216 328 336 327 284 303 240 2,034 5.6
0800 286 354 354 350 359 367 339 2,409 6.6
0900 371 387 413 363 365 399 415 2,713 7.4
1000 438 402 455 411 404 444 479 3,033 8.3
1100 451 456 467 443 400 451 515 3,183 8.7
1200 445 475 507 484 447 480 558 3,396 9.3
1300 482 479 475 495 496 491 525 3,443 9.4
1400 516 454 464 494 413 508 566 3,415 9.4
1500 507 525 532 555 523 571 541 3,754 10.3
1600 508 558 554 539 540 580 530 3,809 10.4
1700 526 535 557 550 531 569 511 3,779 10.4
1800 493 535 559 548 543 572 518 3,768 10.3
1900 522 465 569 546 539 557 493 3,691 10.1
2000 459 464 512 522 514 506 540 3,517 9.6
2100 468 506 481 451 464 518 516 3,404 9.3
2200 431 418 402 451 426 480 480 3,088 8.5
2300 398 390 333 360 355 470 473 2,779 7.6
Total 9,320 9,061 9,333 9,256 8,895 9,669 9,957 | 65,491
Ave/day 179 174 179 178 171 186 191 179

Officers responded to 65,491 unique community generated calls for service,

approximately 179 per day, in the South Precinct service area.

Matrix Consulting Group Page 75



DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Community Generated Calls for Service — Tucker Precinct

Avg. /
Hour Sun Mon Tue Wed Thu Fri Sat Total Hour
0000 290 242 192 249 195 190 243 1,601 4.4
0100 264 180 153 169 144 166 208 1,284 3.5
0200 228 133 129 127 113 113 208 1,051 2.9
0300 171 125 108 96 99 97 152 848 2.3
0400 171 86 82 93 93 91 172 788 2.2
0500 114 112 120 111 95 108 122 782 2.1
0600 93 166 151 149 141 126 136 962 2.6
0700 122 253 197 231 203 211 142 1,359 3.7
0800 194 306 272 271 251 273 233 1,800 4.9
0900 270 265 273 269 211 293 261 1,842 5.0
1000 277 299 269 269 257 280 311 1,962 5.4
1100 314 333 328 312 298 318 374 2,277 6.2
1200 325 328 350 316 317 347 342 2,325 6.4
1300 391 354 376 291 319 317 349 2,397 6.6
1400 358 377 369 305 307 376 367 2,459 6.7
1500 346 411 419 357 367 416 353 2,669 7.3
1600 355 436 409 422 380 447 384 2,833 7.8
1700 377 417 404 424 392 422 374 2,810 7.7
1800 347 406 457 389 397 435 365 2,796 7.7
1900 375 422 441 378 358 412 376 2,762 7.6
2000 349 345 387 338 356 331 347 2,453 6.7
2100 306 354 338 334 339 379 378 2,428 6.7
2200 331 316 252 290 274 317 347 2,127 5.8
2300 284 263 264 233 247 285 324 1,900 5.2
Total 6,652 6,929 6,740 6,423 6,153 6,750 6,868 | 46,515
Ave/day 128 133 130 124 118 130 132 127

Officers responded to 46,515 unique community generated calls for service,
approximately 127per day, in the Tucker Precinct service area.

The distribution of community generated calls for service and related workload
may change among the Precincts so it is important to annually review the workload
distribution to ensure that the distribution of field services personnel corresponds to the
workload in each Precinct. The following table shows the current distribution of CFS

workload.
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CFS Percent | Handling Time % of Handling
Precinct Total (Hours) Time

North / Central 48,897 21.3% 29,242 20.2%
East 58,500 25.5% 39,517 27.3%
South 65,491 28.6% 41,913 28.9%
Tucker 46,515 20.3% 27,795 19.2%
Unknown 9,922 4.3% 6,386 4.4%
Total 229,325 100.0% 144,852 100.0%

The calls for service workload ranges from 28.9% of total call handling hours in

the South Precinct to 19.2% in the Tucker Precinct.

Recommendation:

Annually review the number of community generated calls for service from the
CAD data to determine the trend in community generated workload and the

distribution of call for service workload in each Precinct.

(1.8) Calls for Service are Classified by Priority Types.

DKPD classifies calls for service by Priority types of 1 through 9 but Priority 4 — 9

are almost never used as 99% of the calls in 2014 were the first three Priorities. The

call types for the Priorities used for PD calls are listed below:

Priority 1 — emergency incidents such as a shooting, stabbing, robbery or
burglary in progress, officer needs help

Priority 2 — incidents such as an alarm, fight, vehicle accident, suspicious person
/ vehicle, loud party, murder, rape, robbery, burglary that just occurred, child
abuse, domestic violence, assault, fraud, indecent exposure, prowler, reckless
driving, trespassing, shoplifter in custody, injury accident and vandalism in
progress.

Priority 3 — incidents such as suicide attempt, burglary, harassing calls, threats,
theft, hit & run, vandalism, found property, major injury accident and a trapped
animal.

Priority 7 — incidents such as a “person down”, hit and run, firearms complaint,
animal complaint, vandalism, traffic accident, missing person and property
damage.

Priorities 4-6 and 8-9 are primarily fire / rescue related call types. The following

table shows the calls by Priority type.
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CFS Priority Total Percent
1 3,330 1.5%
2 190,336 83.0%
3 32,389 14.1%
4-6 6 0.0%
7 1,392 0.6%
8-9 10 0.0%
Unknown 1,862 0.8%
Total 229,325 100.0%

As shown above, approximately 3,300 incidents (1.5%) were Priority 1 calls — the
most serious calls the Department handles. Priority 2 calls accounted for 83% of the
total number of calls. This is a high percentage of a very serious type of call and
significantly higher than is normally seen by the project team in other police studies. It
may indicate that initially calls are being given a higher priority than warranted and
being used as a “default” call classification by Communications Center personnel. It is
also possible that the initial Priority type is not being appropriately changed to a “final”
call type after Officer arrives on the scene and provides an update to the
Communications Center of what actually occurred — which many times is different from
what was originally reported. Additionally, Police and Communications agencies do not
want to “under-classify” incidents being reported as it might unintentionally result in a
longer response time and possible injury to one of the persons involved in the incident.

No police agency can provide a timely response to a significant number of
“Priority 2" calls during the busiest times of the day so it is important to ensure that calls
are being correctly classified so that true Priority 2 calls do not receive a slower
response because Officers are responding to a call that should actually be a Priority 3
or lower call for service. The DKPD should review a sample of Priority 2 calls to ensure

that the classification of the calls is appropriate.
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The list of Priority call types should be reviewed as there are several call types
that are mis-classified — for example a major injury accident is listed as a Priority 3
incident and a minor injury accident is listed as a Priority 2. There are additional
changes and clarifications to improve clarity between a Priority 1, 2 and 3 incidents.
Revising the list to use four Priority types for police calls would serve to accomplish this
goal.
Recommendations:

Review and audit a sample of Priority 2 calls for service (50 — 100) to ensure that
calls are being correctly classified.

Review the call Priority list and use four Priority types for police related calls to
provide a reasonable range of incident classification from emergencies requiring

immediate response, urgent incidents, and cold, low priority incidents where a
delayed response is reasonable.

(1.9) Response Time and Handling Time of Calls for Service.

The response to and handling of community generated calls for service is one of
the primary tasks of any municipal police agency and one that frequently is the subject
of inquiry from County leaders and members of the community. The project team
calculated the average times using the CAD data from all of the calls for service in
2014.

The following definitions explain the individual time components that comprise
the overall response time to a community generated call for service:

. Call processing time — from the time the call was received in the Communications
Center until a DKPD unit is dispatched. This includes the “call taker” time and
the “dispatcher” time; it also includes time when a call may be ready for
dispatching but remains in the “queue” until a police unit is available.

. Travel time — from the time the call was dispatched to an officer until the arrival of

the first police unit (the difference between the “dispatch time” and the “on scene
time” for the first arriving unit).
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. Call “response” time — the call process time + travel time. This is the time
citizens are most often interested in — from the time they call 9-1-1 until an officer
arrives at the scene of the reported incident.

. On scene time — from the time the Officer arrived until he/she cleared the call.

. Call handling time — the total of the travel time and on scene time.

The following table shows the call processing time, travel time, on scene time
and overall call handling hours (from dispatch of call until call clearance) for the primary
police unit response to community generated calls for service. The 12 months of CAD

data provided to the project was used to calculate the times shown below but the times

are very high and indicate the *“time stamps” recorded in the CAD system are

inaccurate.
Response and Call Handling Times by Priority
Priority | Number Call Travel | Response | On Scene |Call Handling Call
Type of CFS Process Time |(Process + Time (Travel + On | Handling
and Queue Travel) Scene) Hours
1 3,330 4.9 10.2 15.0 34.9 45.1 2,501
2 190,336 10.6 14.0 24.7 21.8 35.9 113,753
3 32,389 20.1 19.0 39.1 32.8 51.8 27,950
Other 3,270 12.1 14.7 26.7 19.0 33.6 1,833
All 229,325 12.1 14.7 26.7 23.5 38.2 146,038

In any police agency the highest Priority calls receive the fastest call processing,
shortest queue? time (if any) and fastest Officer response or travel times. The
calculations shown above are extremely high call processing and Officer travel times for
Priority 1 and Priority 2 calls and it is very likely the times shown in the data are

significantly higher than actual call processing and travel times to calls. Typical call

processing and officer travel times seen by the project team are:

3 The “queue” time is when the call is ready to be dispatched but an Officer is not available so it must be
held in “queue” until one is available.
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‘Normative’ Call

Call Process and
Queue Time in

Travel Time in

Process and DeKalb County ‘Normative’ DeKalb County

Priority Type Queue CAD’s System Travel Time CAD’s System
1 1 — 2 minutes 4.9 2 — 4 minutes 10.2
2 4 — 6 minutes 10.6 5 — 10 minutes 14.0
3 6+ minutes 20.1 10+ minutes 19.0

The times calculated from this CAD data are the highest Priority 1 and Priority 2
call processing and travel times seen by the project team in the hundreds of studies
conducted throughout the United States. This indicates a problem with the data which
needs to be investigated further. The ‘on scene handling time’ is within the range
typically seen by the project team

The project team recommends that other samples of 50-100 calls for each of
these three Priorities be reviewed to determine if the CAD data shows call processing
and travel times closer to the “norms” given above. This review should include the
accuracy of the CAD time stamp data and determine if the calls were appropriately
classified as a Priority 1, 2 or 3 CFS.

Overall, the total “call handling time” for the primary DKPD unit* was 38.2
minutes is within the 30-40 minute range typically seen by the project time in other
police department studies indicating that start and end times are recorded effectively but
not the internal breakdown of those times.

Recommendation:
Review other CAD data samples of 50-100 calls for Priority 1, 2 and 3 incidents to

determine if the call processing and travel times are closer to the range of call
processing and travel times typically seen in other police department studies.

* The “primary unit” is defined and calculated by the project team to be the time from when the first DKPD
unit arrives at the scene and the last DKPD unit clears the scene (they often are two different Officers).
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(1.10) Officer “Back-Up” Time to Assist the Primary Unit.

Officers also respond as back-up units on many calls for service throughout the
year to assist the primary Officer — some calls required only one additional Officer and
others required two or more Officers. The project team was not able to calculate the
number of back-up responses to calls for service as it was not in the CAD data supplied
to the project team. As a result the project team will use normative values to calculate
the Officer back-up rate. The project team typically sees average back-up rates
between .4 and .6 additional Officers that assist the primary Officer at a call for service.
The project team used a rate of .55 additional Officers per call for service. Using this
rate back-up Officers made a total of 126,129 responses in a support role, this equaled
59,751 work hours assisting the primary Officer.

(1.11) Other Patrol Workload — Report Writing and Prisoner Bookings.

DeKalb County PD Officers write reports to document crimes, traffic accidents
and a variety of other incidents. Reports are written both electronically and by hand —
the exact total number of reports written by Patrol Officers was not available so the
project team used normative values to estimate the number of reports written and the
time required to write the reports. The project team typically sees approximately 30% of
the total number of calls for service will result in some type of written documentation.
This percentage was used to estimate the number of reports written by DKPD Patrol
Officers in 2014 at 68,798 reports (229,325 CFS x 30%). The project team uses an
average of 45 minutes for all types of reports written equaling a total of 51,598 Officer

hours that were required to complete necessary written documentation.
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The total number of people arrested only by Patrol Officers was not available but
the overall total number of arrests made by DKPD over the last several years was
available. The great majority of arrests are made by Patrol Officers and the project

team estimated the number at 90%, shown in the following table.

Year Total Arrests
2011 36,687
2012 25,415
2013 33,360
2014 (projected) 43,600
4 Year Average 34,766
Patrol Arrests (estimated @ 90%) 31,289

This table shows the estimated number of arrests made by Patrol Officers at
31,289. The project team typically sees arrest rates between 10% and 13% as a
percentage of calls call for service. Using an arrest factor of 13% to estimate the
number of arrests/bookings made by Officers equals 29,812 arrests/bookings (229,325
CFS x 13%). The higher number, 31,289 arrests (which is 23.6% of CFS), will be used
to estimate the number of hours required to handle this workload.

The great majority of the time when an Officer makes an arrest it will be tracked
in the CAD incident record as the Officer's CAD status will remain “at scene” until
he/she has completed booking the prisoner or has released the prisoner at the scene of
the incident. However, the project team included an average of 30 minutes processing
time (a total of 15,645 hours) to ensure that all time spent handling prisoners is included
in the workload estimates.

The total hours spent handling calls for service and the hours related to calls for
service (time spent on report writing and booking/transporting prisoners) will be used

later in this report to determine the total patrol officer workload hours.
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(1.12) Precinct Workload Varies Among the Precincts and Should Be Reviewed
Annually to Determine Appropriate Deployment of Officers.

The following table summarizes the workload levels in the four Precincts.

Precinct Central East South Tucker Other Totals

Calls for Service 48,897 58,500 65,491 46,515 9,922 229,325
% of Total 21.3% 25.5% 28.6% 20.3% 4.3% 100.0%
Primary Unit Handling Hours 29,242 39,517 41,913 27,795 6,386 144,852
% of Total Primary Unit Hours 20.2% 27.3% 28.9% 19.2% 4.4% 100.0%
Average Minutes / CFS 35.9 40.5 38.4 35.9 38.6 37.9
Number of Back-up Responses 26,893 32,175 36,020 25,583 5,457 126,129
Back-up Units Handling Hours 12,845 15,367 17,204 12,219 2,606 60,241
% of Total Back-up Unit Hours 21.3% 25.5% 28.6% 20.3% 4.3% 100.0%
Total Hours 42,087 54,884 59,117 40,014 8,992 205,093
% of Total Handling Hours 20.5% 26.8% 28.8% 19.5% 4.4% 100.0%

As shown above over 28% of all calls for service occurred in the South Precinct,

followed by 25.5% in East and 21.3% in Central / North. The South Precinct also had
the highest number of call for service handling hours and backup responses to calls®.
The call for service volume and the total workload hours are the best indicators of
service demand in a geographic area and this information should be used to allocate
the appropriate number of Officers to each Precinct. The following table shows the

current allocation of Patrol Officers among the Precincts and the corresponding

percentage of call for service workload demand (total call handling hours).

Precinct Central East South Tucker Total

Officers 70 81 83 80 314
% of Total Staff 22.3% 25.8% 26.4% 25.5% 100%
% of Total Handling Hours 21.6% 27.9% 29.9% 20.6% 100%
Over (Under) Staff 0.7% (2.1%) (3.5%) 4.9% NA

® The “other” calls are incidents that did not have an identifying location in any Precinct listed in the CAD

data.
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Tucker Precinct has proportionately more Officer positions authorized than is
warranted and both East and South Precincts should have more Officers assigned,
however the disparity is not significant. If future evaluation of the CFS workload shows
a similar disparity in workload among the Precincts then the authorized Officer staffing
levels should be appropriately adjusted.

Another option to balance the workload between the Precincts is to review the
current geographic boundaries of the Precincts to determine if the boundaries should be
realigned. The current Precinct boundaries should only be adjusted after reviewing
several years of CFS workload data.

Recommendations:

Continue to annually review the distribution of calls for service related workload
among the Precincts and deploy Officers to the Precincts based on this workload.

After a second year of CFS workload analysis determine if Precinct boundaries
should be adjusted to balance workload among the Precincts.

(1.13) Officer Initiated Activity.

When Patrol Officers are not responding to calls for service and have time during
their shift they also engage in a number of Officer initiated activities such as traffic
stops, pedestrian stops, investigations, reports, security checks, etc. The number of
Officer initiated activities was obtained from the CAD record and totaled 96,854
incidents during the year. This number includes incidents initiated by all members of
DKPD as the CAD data did not include “radio call sign” identifiers to determine if it was
a Patrol Unit, Traffic Unit or another DKPD unit that initiated the incident. The following

table shows a graphical depiction of activity by hour and day.
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Officer Initiated Activity — County-wide

Avg. /
Hour Sun Mon Tue Wed Thu Fri Sat Total Hogur
0000 704 511 624 635 853 869 771 4,967 13.6
0100 677 479 541 599 784 715 735 4,530 12.4
0200 575 510 494 569 696 695 719 4,258 11.7
0300 552 493 429 479 671 641 673 3,938 10.8
0400 371 372 342 385 493 500 532 2,995 8.2
0500 237 249 276 341 350 373 280 2,106 5.8
0600 218 253 254 321 389 298 283 2,016 5.5
0700 486 847 869 1,119 1,107 944 556 5,928 16.2
0800 593 1,048 1,119 1,233 1,150 1,198 609 6,950 19.0
0900 589 888 1,017 1,105 1,095 1,166 576 6,436 17.6
1000 570 883 1,096 1,059 1,099 1,055 521 6,283 17.2
1100 430 633 935 1,031 923 871 448 5,271 14.4
1200 366 534 806 986 860 713 348 4,613 12.6
1300 291 406 647 850 737 612 262 3,805 10.4
1400 297 431 559 763 731 598 319 3,698 10.1
1500 449 522 660 815 779 657 537 4,419 12.1
1600 469 410 553 774 603 566 511 3,886 10.6
1700 402 338 401 543 473 459 453 3,069 8.4
1800 364 268 330 465 404 371 430 2,632 7.2
1900 313 294 320 444 436 409 423 2,639 7.2
2000 286 271 277 459 430 438 325 2,486 6.8
2100 226 259 285 439 390 363 315 2,277 6.2
2200 313 369 400 558 469 379 354 2,842 7.8
2300 507 575 640 876 803 826 583 4,810 13.2
Total 10,285 | 11,843 | 13,874 | 16,848 | 16,725 | 15,716 | 11,563 | 96,854
Avg / day 198 228 267 324 322 302 222 265

As shown above, Patrol Officers initiated 96,854 on-view incidents, an average of

265 events per day. At about 42% of the number of community generated calls for

service, this level of officer initiated activity indicates that officers have proactive time

and are uting it effectively to address community problems.

The CAD data showed the County-wide average time the initiating Officer spent

at each incident averaged 20.0 minutes, a total of 28,803 hours.

The following chart shows the average number of incidents for each hour of the

day in 2014 (1 = midnight to 0100 hours).
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Officer Initiated Activity by Hour
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The following table shows the 10 most frequent Officer initiated incidents.

Most Frequent Incidents — County-wide

Type of Incident Number Percent
Traffic Stop 63,794 65.9%
Patrol Often As Possible 6,750 7.0%
Misc. Service Request 4,742 4.9%
Suspicious Person 4,543 4.7%
Subject Stop 2,769 2.9%
Traffic Hazard / Assist Motorist 2,647 2.7%
Suspicious Person/Vehicle 2,297 2.4%
Suspicious Vehicle 1,591 1.6%
Vehicle Accident 960 1.0%
Check Location 735 0.8%
All Other Types 6,026 6.2%
Total 96,854 100.0%

Traffic related incidents accounted for almost 64,000 events and is 66% the total

number of Officer initiated incidents.
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These incidents also include activity related to proactive, targeted or “hot spot”
policing efforts regularly conducted by Patrol Sergeants and Officers during their shift.
DeKalb Police Department is at the forefront of using technology to deliver crime
reporting, crime analysis and other relevant information to field supervisors to equip
them in identifying areas of the Precinct to provide extra proactive patrol. DKPD has
assigned personnel in Uniform Division to the Advanced Technology Unit (two Officers),
in CID to administrative support (one Detective) and also created a new Intelligence Led
Policing Unit to analyze crime, crime suspects and trends to provide useful and timely
information to field units. These units have developed the technology and the delivery
of information to provide to supervisors with up to date information to review on their
mobile data computer in their vehicle — this includes recent crime incidents, crime
mapping, areas where there are high incidents of crime and also areas where there are
a high number of incidents reported to DKPD requiring a police response. Field
supervisors review this information each shift and determine what area(s) of the
Precinct they will provide targeted patrol during the shift in an attempt to reduce crime in
that area. This type of a program improves the use of Patrol Officers available time —
focusing efforts to reduce crime by providing a police presence in identified areas of the
County needing extra and proactive police attention.

All Officers can benefit from this additional data and information but Patrol
Officers working the busiest hours of the day will have significantly less time to perform
preventive patrol activities. During these hours proactive tasks can only be
accomplished regularly by NET, the Task Force or Traffic units that are working during

these hours.
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Recommendation:

Continue to provide field supervisors and Officers crime analysis and wanted
persons information to facilitate proactive policing in areas of the Precinct were
incidents and/or crime has been trending upward. Supervisors should continue

to actively manage Patrol Officers’ proactive time with planned activities to
address crime, crime trends, quality of life issues and community concerns.

(1.14) Patrol Field Services Principles and Best Practices.

The orientation toward the provision of field patrol services in municipal law
enforcement agencies has changed and evolved over the last 60 years. The historic
law enforcement approach to field services involved a Police Officer who walked a
particular beat or neighborhood. A traditional beat officer knew people in the area and
was in a position to know potential problems before they occurred, or likely suspects for
crimes committed on the Officer’'s beat. As cities grew and metropolitan areas spread
the motorized officer became the normal transportation mode to respond to calls for
service. The Police Department’s focus changed to one of responding quickly (i.e., in a
patrol car) to all types of calls in a wider geographic area and overall, fewer officers
assigned to foot or vehicle patrol duties. At the same time, society at large and city
residents developed rising expectations of the services that would be provided by the
Police Department, such as increased focus on domestic violence crimes and youth
crimes. Over time these factors resulted in a beat officer having less local
neighborhood knowledge and less frequent contact with the residents in his/her service
area but with a higher expectations among the general public that the Police
Department could address and solve neighborhood crime and quality of life problems.

Initiatives over the last four decades have attempted to once again provide
policing services more tangible to the community. This law enforcement focus has been

under the general umbrella of “community policing” — a return to providing a wide range
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of services identified by citizens and more frequent contact with Officers and more

proactive law enforcement in neighborhoods and schools. The project team supports

local community policing efforts, especially ones that involve Patrol personnel when
they have uncommitted “pro-active” time during their shift. These efforts should also

involve the active participation of supervisors, managers and other specialty units (e.g.

the Neighborhood Enforcement Teams and School Resource Officers).

Over the course of several hundred Police Department studies the Matrix
Consulting Group has developed a list of key elements in the effective provision of field
patrol services in a community, including the responsibility of Officers to be proactive
during their shifts (to identify and resolve problems) and not just reactive in handling
calls for service. The following points summarize the key elements identified above in
the effective provision of field patrol services:

. Effective municipal law enforcement requires a field patrol force, which is
designed and managed to be flexible in providing both reactive and proactive
response to law enforcement issues in the community.

. This requires that the Department balance personnel, resources and time to
handle both reactive and proactive service elements. Between 50% and 70% of
an officer’s time should be spent handling all of the elements of reactive patrol.
The remaining 30% to 50% should be spent specific proactive patrol activities,
other self-initiated tasks and community policing activities. A lower percentage
of proactive time may be reasonable when the agency has other work units (e.g.
the Neighborhood Enforcement Teams) that also conduct targeted proactive
activities.

. When an Officer has a block time available (e.g. during a slow day) the activities
planned/conducted during this time should be part of a Patrol plan and not left
unstructured and random. Effectively addressing issues in the community
requires tasks be accomplished as part of a plan — addressing specific problems
in pre-determined ways. The plans should be overseen by management but
planned and accomplished at the Officer, Sergeant or watch commander level.

. Any effective proactive approach to patrol requires that information be managed
formally and that a formal effort be put into evaluating that information. This
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evaluation should lead to specific actions to address issues/problems in a
community. In addition, attempts to address problems should be evaluated
formally to determine if the efforts made have been effective.

These basic elements represent the essential ingredients of effective and
efficient municipal field law enforcement in United States in the 21° century.

Patrol “proactivity” is a very important part of field operations in communities
such as DeKalb, where the call for service volume can vary significantly during hours of
the day and between winter and summer seasons. During certain hours and months,
very little time may be available for proactive initiatives, while on other days significant
time may be spent on directed and officer-initiated activity. Planning and establishing
patrol goals and specific pro-activity targets are important for effective management of a
patrol operations force and to ensure that patrol officers are being used to accomplish
desired tasks in meeting established goals. In most communities, the expectations
placed on the police department to ensure a safe and orderly community are relatively
high. Effectively managing proactive tasks of all field personnel is one significant
method to demonstrate the department is taking the necessary steps toward the goal of

creating and/or maintaining a safe community.

(1.15) Factors That Should Be Considered When Determining an Appropriate
Patrol Staffing Level.

The project team uses an analytical approach to determine the staffing level
required in a community such as DeKalb. The approach is characterized by several key
factors that provide the basis for objective evaluation of a patrol force:

. Staffing should be examined based on the ability of current staff to handle the
calls for service generated by the community (and the related work such as
report writing and processing arrestees); as well as providing sufficient time for

proactive activities such as directed patrol, traffic enforcement and addressing
on-going issues/problems in a neighborhood.
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. Staffing is dependent on the time officers are actually available to perform the
work required of the patrol function. In this evaluation, leave hours usage and
time dedicated to administrative functions are examined.

. The number of patrol staff deployed should be the result of policymakers (County
leaders) selecting a level of policing that is desired by the community.
Establishing a targeted average level of proactive, or uncommitted, time is an
effective method to determine the policing level that will be provided and also
gives guidance to the police chief.

. The project team’s analysis does not include the utilization of ratios such as
officers per thousand residents because it does not account for the unique
characteristics of communities (e.g. demographics, workload, unique community
needs, deployment). Although these ratios are interesting, they do not provide a
comprehensive measure of staffing needs for a specific community, nor should
policymakers use them as a basis to make decisions regarding patrol staffing.
The project team’s approach is supported by the International Association of
Chiefs of Police (IACP) that views officer per thousand ratios as *“totally

inappropriate as a basis for staffing decisions™.

Other significant factors for policy makers to consider when determining staffing
levels include, but are not limited to, the following:

. The type, severity and volume of crime in a community.

The ability of the Police Department to meet response time goals to calls for
service and solve crime.

The desired level of Police Department involvement in providing non-traditional
police services such as neighborhood problem solving, graffiti removal,
community meetings and events and teaching/role modeling in the schools.

The desired level of proactive efforts such as traffic safety and parking
enforcement, narcotics enforcement, enforcement of vice crimes such as
prostitution and liquor laws.

Providing for basic officer safety and risk management of a patrol force. In some
police agencies, primarily smaller ones, the desired level of proactive time may
not be the primary measure to determine the minimum number of patrol officer
positions needed. It may be driven by officer safety concerns and the need to
provide reasonable community coverage 24 hours a day, seven days a week.
For example, a staffing level needed to meet basic officer safety concerns may

® |nternational Association of Chiefs of Police, Patrol Staffing and Deployment Study, 2004, document
7218.
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result in a proactive time that may be significantly above the 50% level for a
portion of the day (typically the early morning hours).

The following summary is provided in order to illustrate the implications of various
proactive time levels:

. A proactive time level of 25% or less reflects a patrol staff that is essentially fully
committed most of the time (except during the low CFS hours of the day).
Estimating this level as being fully committed is based on the fact that the CAD
system does not capture all work tasks, functions and administrative duties that
are performed by officers. At this high level of committed time (75%) the average
travel times to high priority community-generated calls for service may be above
8 or 9 minutes and on-scene times may be below 30 minutes due to calls
“stacking” and the need to respond to other incidents. This may not be enough
time to conduct a thorough investigation of the incident or provide a high quality
level of service.

At this level of proactive time during most hours of the shift Officers will be
responding to CFS and will not have time for any consistent proactive or project-
oriented activity. The blocks of time will be generally too short (less than 20
minutes) to allow meaningful targeted patrol, working on beat projects, or
neighborhood issues.

. A 40% proactive time level is generally sufficient to provide blocks of time during
most shifts when Officers can conduct targeted patrol and identified beat projects
to address community issues. Average travel times to high priority community-
generated calls for service should commonly be less than 6 minutes and on-
scene times should commonly be above 30 minutes, sufficient to allow thorough
investigations and sufficient time to provide a high quality level of service.

. A 50% proactive time level will allow a patrol force on most workdays to have
several hours during their shift to conduct targeted patrol, work on specific
projects to address community issues and perform other officer-initiated
activities. Average travel times to high priority community-generated calls for
service should commonly be less than 5 minutes and on-scene times should
commonly be above 30 minutes, sufficient to allow thorough investigations and
sufficient time to provide a high quality level of service.

. Proactive time levels above 50% may provide a challenge to supervisors to keep
officers busy with meaningful work and engaged in the job. For communities that
do have this high level of proactive time, it is important to plan for productive
work and measure the results.
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Each community can choose an appropriate target level of proactive time desired
for its patrol staff based on its unique needs, available funding, and policing model. An
overall average proactive time level of 40% to 50% is a reasonable target/goal for a
community that desires a patrol force which can provide a consistent level of proactive
services to the community. Policymakers should determine the policing level for their
community and understand the impacts of higher and lower proactive time levels.
Higher targeted proactive time levels will require more staff but also ensure that the
police force is able to provide a higher level of service to the community through
proactive policing and will also allow patrol officers to be more involved in
issues/problems in the neighborhoods in which they serve.

Policymakers should use the above factors to determine appropriate staffing
levels for all functions within the police department. The goal of a patrol staffing analysis
is to ensure sufficient patrol resources on duty 24 hours a day and available to providing
a high level of service to the community. The ability of a police department to achieve a
high level of service depends on knowing and evaluating the community demand
workload—the number of community-generated calls for service, reports, and bookings
of arrested persons. These are the factors used by the project team to evaluate the
number of Patrol Officers needed in a community to achieve a staffing level that will
provide the level of pro-activity desired by a community.

(1.16) Patrol Operations Committed and Proactive Time in 2014.

The workload required during various hours of the day (committed time) and the

resulting proactive time level of a patrol staff is the most significant factor in determining

the staffing needed to achieve the level of service desired by an agency. However,
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fielding a minimum number of Officers to provide for basic safety of Officers while on

patrol, and the ability of the Department to handle several critical incidents

simultaneously are also significant factors to consider in the staffing and deployment of
police resources.

It is important to have a clear understanding of what is included in the proactive
time calculations. Proactive time is the amount of an Officer's work hours remaining
(expressed as a percentage of work hours) after handling the community generated
workload demand - the time required to respond to and handle calls for service, make
arrests, book arrestees and write reports.

In the calculation and analysis of “proactive time” there are several analytical
assumptions that were utilized:

. Actual community generated calls for service obtained from CAD data totaled
229,325. This number excludes all Officer initiated activities (such as traffic
stops); multiple unit entries, administrative activities and calls cancelled prior to
an Officer being dispatched.

. Meals and other breaks are taken evenly across all hours of a shift.

. The volume of calls for service throughout the day (expressed as a percentage
for each 4 hour time period) was used to allocate the number of reports written.

. Personnel are available on an average hourly basis (i.e., in the model there are
no heavy or light shift days).

. Officers are available for an average of 1,751 shift hours per year to provide all
field services. This takes into account the average usage of leaves (e.g.
vacation, sick) and training hours.

The resulting calculation shows the average level of an Officer's “proactive”, or
discretionary, time during a shift, when they are available to handle general proactive

policing efforts in the field, targeted patrol to address a specific problem, traffic

enforcement, walking patrol, and other tasks initiated by the Officer or directed by the
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Officer's supervisor.

Administrative tasks such as attending roll call, meal breaks,

servicing the vehicle, meeting with one’s supervisor are tasks that also must be done

during these hours (estimated at 90 minutes per shift).

(1.17) The Percentage of Proactive Time Varies Throughout the Day.

This section shows the overall average percentage of committed time and

proactive time in 2014. The percentages vary significantly throughout the day so the

calculations are also shown in 4-hour time blocks.

The average number of Patrol Officers actually on duty during a 24 hour period

was taken from the “Actual Patrol Staffing” table presented earlier in this report.

Administrative time was estimated at 90 minutes per shift.

Committed and Proactive Time — Patrol Officers

Patrol Task 0000 - 0400 - 0800 - 1200 - 1600 - 2000 — Total
0400 0800 1200 1600 2000 2400

Patrol Staff Allocation 12.8% 19.5% 13.2% 20.2% 13.9% 20.3% | 100.0%
Hours Staffed (ST + OT) 66,746 | 101,158 68,825| 105,005 72,360| 105,733 | 519,827
Administrative Time 9,982 15,129 10,293 15,704 10,822 15,813 77,744
Available Work Hours 56,763 86,029 58,532 89,301 61,538 89,920 | 442,083
Calls for Service (CFS) 22,893 19,223 40,120 50,100 53,694 | 43,295| 229,325
% of Total CFS 10.0% 8.4% 17.5% 21.8% 23.4% 18.9% 100%
1st Officer Minutes / CFS 38.2 38.2 38.2 38.2 38.2 38.2 38.2
1st Unit Hours 14,579 12,242 25,549 31,905 34,193 27,571 | 146,038
Back-Up Unit Responses 12,591 10,573 22,066 27,555 29,532 23,812 | 126,129
Back Up Minutes / CFS 28.7 28.7 28.7 28.7 28.7 28.7 28.7
Back Up Officer(s) Hours 6,014 5,050 10,539 13,161 14,105 11,373 60,241
Reports Written 5,723 4,806 10,030 12,525 13,423 10,824 57,331
Report Writing Time 4,292 3,604 7,522 9,394 10,068 8,118 42,998
Arrests 3,124 2,623 5474 6,836 7,326 5,907 31,289
Prisoner Handling Time 1,562 1,311 2,737 3,418 3,663 2,954 15,645
Total Committed Hours 26,447 22,207 46,348 57,877 62,029 50,015 | 264,922
Total “Proactive” Hours 30,317 63,822 12,184 31,424 -491 39,904 | 177,161
Committed Time Percent 46.6% 25.8% 79.2% 64.8% | 100.8% 55.6% 59.9%
“Proactive Time” Percent 53.4% 74.2% 20.8% 35.2% -0.8% 44.4% 40.1%
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These calculations show that In 2014 Patrol staff spent approximately 60% of
their on duty hours handling community generated calls for service and the related
workload; leaving an overall average of 40% of “proactive time”.

In most police agencies the busiest hours of the day are from 0800 to 2000 and
this is true in DeKalb where 62.8% of the calls occur during these hours and the
committed time is 79.4%, significantly higher than during the nighttime hours. The
higher levels of “proactive time” from midnight to 0800 is common in police agencies — a
higher volume of daytime calls results in a higher level of committed time during the
day. Correspondingly, a lower volume of nighttime calls results in a lower level of
committed time and a higher level of proactive time.

In DeKalb County, then, most hours of the day and night proactive abilities are
present. However, during the high activity hours in the daytime, between 0800 — Noon
and again between 1600 — 2000, proactive abilities are lost. This is a significant
enforcement issue for the County. The project team will examine in later sections how
this can be addressed, through re-deployment of personnel between shifts or the
addition of personnel.

Conversely, officers’ available time during the shift should be managed,
especially during the highest proactive time levels between midnight and 0800, so that
Officers’ proactive time is used to conduct prescribed, productive tasks (as opposed to
taking on random tasks without a plan or anticipated results). These planned activities
should not be exclusively enforcement activities, but also qualitative tasks, such as

visiting businesses, patrolling on foot, addressing specific beat problems/issues, and
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other activities where Officers may reach out to and meet members of the community.
Obviously, some of these proactive activities are limited by the hour of the day.
The following tables show the committed time and proactive time for each of the

four Precincts.

Committed and Proactive Time — North/Central Precinct

Patrol Task 0000 - 0400 - 0800 - 1200 - 1600 - 2000 — Total
0400 0800 1200 1600 2000 2400
Patrol Staff Allocation 12.9% 19.4% 12.9% 20.0% 14.2% 20.6% | 100.0%
Hours Staffed (ST + OT) 14,748 | 22,122| 14,748| 22,830| 16,152| 23,538 | 114,151
Administrative Time 2,206 3,309 2,206 3,414 2,416 3,520 17,072
Available Work Hours 12,543 | 18,814 12,543| 19,416| 13,737| 20,018 97,079
Calls for Service (CFS) 4,831 4,586 9,333| 11,745| 11,947 8,935 51,378
% of Total CFS 9.4% 8.9% 18.2% 22.9% 23.3%| 17.4% | 100.0%
1st Officer Minutes / CFS 38.2 38.2 38.2 38.2 38.2 38.2 38.2
1st Unit Hours 3,076 2,920 5,944 7,480 7,608 5,690 32,718
Back-Up Unit Responses 2,657 2,522 5,133 6,460 6,571 4,914 28,258
Back Up Minutes / CFS 28.7 28.7 28.7 28.7 28.7 28.7 28.7
Back Up Officer(s) Hours 1,269 1,205 2,452 3,085 3,138 2,347 13,496
Reports Written 1,208 1,146 2,333 2,936 2,987 2,234 12,844
Report Writing Time 906 860 1,750 2,202 2,240 1,675 9,633
Arrests 659 626 1,273 1,603 1,630 1,219 7,010
Prisoner Handling Time 330 313 637 801 815 610 3,505
Total Committed Hours 5,581 5,298 | 10,782| 13,568| 13,801| 10,322 59,353
Total “Proactive” Hours 6,962 | 13,516 1,761 5,847 -64 9,695 37,726
Committed Time Percent 44 5% 28.2% 86.0% 69.9% | 100.5%| 51.6% 61.1%
“Proactive Time” Percent 55.5% 71.8% 14.0% 30.1% -0.5% | 48.4% 38.9%

In North / Central Precinct in 2014 Patrol staff spent approximately 61% of their
on duty hours handling community generated calls for service and the related workload;
leaving an overall average of 39% of “proactive time”. There was one 4 hour block,
from 1600-2000 hours where Patrol staff is overcommitted for the total work hours

available.
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Committed and Proactive Time — East Precinct

Patrol Task 0000 - 0400 - 0800 - 1200 - 1600 - 2000 — Total
0400 0800 1200 1600 2000 2400
Patrol Staff Allocation 12.8% 18.9% 12.3% 19.7% 14.9% 21.3% | 100.0%
Hours Staffed (ST + OT) 16,859 | 24,933| 16,161| 25,987| 19,665| 28,094 | 131,713
Administrative Time 2,521 3,729 2,417 3,887 2,941 4,202 19,699
Available Work Hours 14,338 | 21,204| 13,744| 22,100| 16,724| 23,893 | 112,014
Calls for Service (CFS) 5,927 4,873| 10,701| 13,450 14,316| 11,713 60,981
% of Total CFS 9.7% 8.0% 17.5% 22.1% 23.5% | 19.2% 100%
1st Officer Minutes / CFS 38.2 38.2 38.2 38.2 38.2 38.2 38.2
1st Unit Hours 3,774 3,103 6,815 8,565 9,117 7,459 38,833
Back-Up Unit Responses 3,260 2,680 5,886 7,398 7,874 6,442 33,539
Back Up Minutes / CFS 28.7 28.7 28.7 28.7 28.7 28.7 28.7
Back Up Officer(s) Hours 1,557 1,280 2,811 3,533 3,761 3,077 16,019
Reports Written 1,482 1,218 2,675 3,363 3,579 2,928 15,245
Report Writing Time 1,111 914 2,006 2,522 2,684 2,196 11,434
Arrests 809 665 1,460 1,835 1,953 1,598 8,320
Prisoner Handling Time 404 332 730 918 977 799 4,160
Total Committed Hours 6,847 5,629 12,362| 15,538| 16,538| 13,531 70,446
Total “Proactive” Hours 7,491| 15,575 1,382 6,562 186| 10,361 41,568
Committed Time Percent 47.8% 26.5% 89.9% 70.3% 98.9% | 56.6% 62.9%
“Proactive Time” Percent 52.2% 73.5% 10.1% 29.7% 1.1% 43.4% 37.1%

In East Precinct in 2014 Patrol staff spent approximately 63% of their on duty
hours handling community generated calls for service and the related workload; leaving
an overall average of 37% of “proactive time”. There was one 4 hour block, from 1600-
2000 hours where Patrol staff is almost 100% committed of the total work hours

available.
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Committed and Proactive Time — South Precinct

Patrol Task 0000 - 0400 - 0800 - 1200 - 1600 - 2000 — Total
0400 0800 1200 1600 2000 2400
Patrol Staff Allocation 12.8% 19.8% 13.8% 20.5% 13.3% 19.8% | 100.0%
Hours Staffed (ST + OT) 18,265| 28,094| 19,673| 29,147| 18,962| 28,094 | 142,250
Administrative Time 2,732 4,202 2,942 4,359 2,836 4,202 21,275
Available Work Hours 15,533| 23,893| 16,731| 24,788| 16,126| 23,893 | 120,975
Calls for Service (CFS) 7,097 5670| 11,771| 14,531| 15,639| 13,263 67,972
% of Total CFS 10.4% 8.3% 17.3% 21.4% 23.0%| 19.5% 100%
1st Officer Minutes / CFS 38.2 38.2 38.2 38.2 38.2 38.2 38.2
1st Unit Hours 4,519 3,611 7,496 9,254 9,959 8,446 43,285
Back-Up Unit Responses 3,903 3,118 6,474 7,992 8,601 7,295 37,384
Back Up Minutes / CFS 28.7 28.7 28.7 28.7 28.7 28.7 28.7
Back Up Officer(s) Hours 1,864 1,489 3,092 3,817 4,108 3,484 17,855
Reports Written 1,774 1,418 2,943 3,633 3,910 3,316 16,993
Report Writing Time 1,331 1,063 2,207 2,725 2,932 2,487 12,745
Arrests 968 774 1,606 1,983 2,134 1,810 9,274
Prisoner Handling Time 484 387 803 991 1,067 905 4,637
Total Committed Hours 8,199 6,550 13,598| 16,787| 18,066| 15,322 78,522
Total “Proactive” Hours 7,335 17,342 3,132 8,001 -1,940 8,571 42,453
Committed Time Percent 52.8% 27.4% 81.3% 67.7%| 112.0% 64.1% 64.9%
“Proactive Time” Percent 47.2% 72.6% 18.7% 32.3%| -12.0%| 35.9% 35.1%

In South Precinct in 2014 Patrol staff spent approximately 65% of their on duty
hours handling community generated calls for service and the related workload; leaving
an overall average of 35% of “proactive time”. There was one 4 hour block, from 1600-
2000 hours where Patrol staff is significantly overcommitted for the total work hours

available.
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Committed and Proactive Time — Tucker Precinct

Patrol Task 0000 - 0400 - 0800 - 1200 - 1600 - 2000 — Total
0400 0800 1200 1600 2000 2400
Patrol Staff Allocation 12.8% 19.7% 13.9% 20.5% 13.3% 19.7% | 100.0%
Hours Staffed (ST + OT) 16,859 | 25,987| 18,269| 27,041| 17,557| 25,987 | 131,713
Administrative Time 2,521 3,887 2,732 4,044 2,626 3,887 19,699
Available Work Hours 14,338| 22,100| 15,536| 22,996| 14,931| 22,100 | 112,014
Calls for Service (CFS) 5,038 4,094 8,314 | 10,373| 11,793 9,383 48,996
% of Total CFS 10.3% 8.4% 17.0% 21.2% 241% | 19.2% 100%
1st Officer Minutes / CFS 38.2 38.2 38.2 38.2 38.2 38.2 38.2
1st Unit Hours 3,208 2,607 5,295 6,606 7,510 5,975 31,201
Back-Up Unit Responses 2,771 2,252 4,573 5,705 6,486 5,161 26,948
Back Up Minutes / CFS 28.7 28.7 28.7 28.7 28.7 28.7 28.7
Back Up Officer(s) Hours 1,323 1,075 2,184 2,725 3,098 2,465 12,871
Reports Written 1,260 1,024 2,079 2,593 2,948 2,346 12,249
Report Writing Time 945 768 1,559 1,945 2,211 1,759 9,187
Arrests 687 559 1,134 1,415 1,609 1,280 6,685
Prisoner Handling Time 344 279 567 708 805 640 3,343
Total Committed Hours 5,820 4,730 9,605 11,984| 13,623| 10,840 56,601
Total “Proactive” Hours 8,518| 17,371 5,931| 11,013 1,308| 11,261 55,413
Committed Time Percent 40.6% 21.4% 61.8% 52.1% 91.2% | 49.0% 50.5%
“Proactive Time” Percent 59.4% 78.6% 38.2% 47.9% 8.8% | 51.0% 49.5%

In Tucker Precinct in 2014 Patrol staff spent approximately 51% of their on duty
hours handling community generated calls for service and the related workload; leaving
an overall average of 49% of “proactive time”. There was one 4 hour block, from 1600-
2000 hours where Patrol staff is over 90% committed for the total work hours available.

(1.18) Police Managers Have Limited Ability to Adjust Work Schedules to Balance
Officer’s Proactive Time.

Ideally, police managers would deploy staff to provide an even balance between
committed and proactive time for all hours of the day. However, Officers work a fixed
10 hour shift with regularly scheduled days off. Frequently, it is not possible to match
the staffing level to the workload, as workload can vary significantly throughout the day

and by day of week. The fixed schedules used by all police departments do not allow a
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police manager the ability to reduce the staffing level during a “slow” night or to routinely
call in additional Officers to work if a shift becomes busy.

One of the reasons for high proactive time levels during the nighttime hours is the
need for a minimum staffing level that reasonably meets officer safety requirements and
is adhered to notwithstanding the workload demands of calls for service. An example is
the establishment of a minimum staffing level for nighttime hours. Although the
workload level is generally low and the proactive time level is very high (68% - 79%
from midnight to 0800 hours) a minimum number of Patrol Officers are required to be
assigned to the night shift to provide adequate coverage for the County, meet officer
safety needs, handle the average call workload, and have the ability to handle several
critical incidents in the Precinct, each incident typically requiring four to six officers and
a sergeant. Patrol must maintain the ability to handle several critical incidents with on
duty staff as during the early morning hours no other police resources such as the
Neighborhood Enforcement Team, Traffic Units or Detectives are on duty to provide
additional assistance quickly. If additional Officers are allocated to Patrol in the future
they should primarily be deployed between 1200 and 2000 hours as these are the hours
of the day when Officer’s proactive time is the lowest.

These workload calculations provide managers with very important information
that is valuable when making staffing and deployment decisions. It is important to note
that this is the first evaluation of Patrol workload and the project team recommends a
second evaluation be conducted in 2015 which will establish a clear trend of the amount
of committed and proactive time. As DKPD employees become aware that the CAD

data is being used to evaluate their workload it is likely that both Officers and
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Dispatchers will improve the tracking of Officers’ time in CAD. This will increase the
accuracy of the data used to calculate field Officers workload calculations closely reflect
the actual patrol workload time commitment.

Recommendation:

Review the CAD workload data for a second year to determine the level of Patrol
Officer committed time and proactive time; continue annual reviews of Patrol
workload.

(1.19) Determining Personnel Staffing Requirements For Patrol.

The tables in the previous section described the current patrol staffing level and
the number of hours required to handle the community-generated work (calls for
service, reports, and bookings) in DeKalb County and the current level of proactive time
overall and at various hours of the day. This section utilizes the workload data to

calculate the minimum number of Patrol Officers required at the 45% and 40% targeted

proactive time levels. The results are shown on the following page.
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1. Community Generated Workload
Calls for Service (one year) 229,325
Handling Time — 1% Unit from Dispatch until Clear 146,038
Handling Time — Backup Officer(s) 60,241
Number of Reports Written 57,331
Total Time for Report Writing 42,998
Number of Bookings 31,289
Time to Process Bookings 15,645
Total Hours 264,922
2. Additional Hours for Preventive Patrol & Officer Initiated Activity
Proactive Time Target of 45% 216,754
Proactive Time Target of 40% 176,615
3. Total Hours Required for Reactive & Proactive Work
Proactive Time Target of 45% 481,676
Proactive Time Target of 40% 441,536
4. Availability of Staff
Annual Paid Work Hours 2,080
Leave Hours and On-Duty Training 329
Administrative Time (90 minutes / shift) 263
Net Available Hours 1,488
5. Officers Required to Handle Workload (10 Hour Shifts)
Proactive Time Target of 45% 372
Proactive Time Target of 40% 342
6. Officers Required to Handle Workload (8% Attrition Factor)
Proactive Time Target of 45% 398
Proactive Time Target of 40% 365

This table shows the minimum number of Officers required to handle the call for
service workload and administrative tasks at three “proactive time” levels. A targeted
overall average 40% “proactive time” will require a minimum of 342 Officers assigned to
Patrol duties and a targeted 45% “proactive time” level requires a minimum of 372
Patrol Officers. This is the number of fully trained Officers assigned to Patrol duties in

the Precincts.
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To provide this staffing level requires additional authorized/funded positions to
account for sworn personnel separating from the Department. The project team used
an annual 8% attrition factor which is higher separation rate than is commonly seen in
other police department studies but significantly lower than the current DKPD attrition
rate of 12.9%. It is critical that DeKalb County take the necessary steps to reduce the
attrition rate to a more reasonable and sustainable 8% rate or lower. An average
annual 8% attrition rate requires 365 authorized/funded Officer positions at the 40%
proactive time level and 398 authorized/funded Officer positions at the 45% proactive
time level. The effect of this deficit is significant — the difference between a more
‘normal’ position vacancy and that currently experienced in the Department is about 25
positions. If these difference positions are allocated to patrol (evening shift) they
eliminate the afternoon/evening proactivity issues identified earlier in this chapter of the

report as shown in the table below.

Time 0000 — 0400 - 0800 - 1200 - 1600 - 2000 - Total
Block 0400 0800 1200 1600 2000 0000
Current
Committed 46.6% 25.8% 79.2% 64.8% 100.8% 55.6% 59.9%
Proactive 53.4% 74.2% 20.8% 35.2% -0.8% 44.4% 40.1%

Impact of Reduced Position Vacancy in Patrol
Committed 46.6% 25.8% 79.2% 59.0% 78.5% 46.6% 54.5%
Proactive 53.4% 74.2% 20.8% 41.0% 21.5% 53.4% 45.5%

The alternative to achieve targeted service levels would be added staff. As a
result of this analysis the County needs to redouble its efforts to achieve expected
turnover and position vacancy levels.

The table above provides the overall average committed time and proactive time

levels for all four Precincts in DeKalb County — the project team also calculated these
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levels for each Precinct as each Precinct has a different staffing level and workload
level.

North / Central Precinct:

Time 0000 - 0400 — 0800 - 1200 - 1600 - 2000 - Total
Block 0400 0800 1200 1600 2000 0000
Current
Committed 44.5% 28.2% 86.0% 69.9% 100.5% 51.6% 61.1%
Proactive 55.5% 71.8% 14.0% 30.1% -0.5% 48.4% 38.9%
Impact of Reduced Position Vacancy in North/Central Precinct (5 Positions

Committed 44.5% 28.2% 86.0% 64.1% 80.1% 43.9% 56.1%
Proactive 55.5% 71.8% 14.0% 35.9% 19.9% 56.1% 43.9%

East Precinct:

Time 0000 - 0400 - 0800 - 1200 - 1600 - 2000 - Total
Block 0400 0800 1200 1600 2000 0000
Current
Committed 47.8% 26.5% 89.9% 70.3% 98.9% 56.6% 62.9%
Proactive 52.2% 73.5% 10.1% 29.7% 1.1% 43.4% 37.1%

Impact of Reduced Position Vacancy in East Precinct (5 Positions)
Committed 47.8% 26.5% 89.9% 65.1% 81.8% 49.4% 58.3%
Proactive 52.2% 73.5% 10.1% 34.9% 18.2% 50.6% 41.7%

South Precinct:

Time 0000 — 0400 - 0800 - 1200 - 1600 - 2000 - Total
Block 0400 0800 1200 1600 2000 0000
Current
Committed 52.8% 27.4% 81.3% 67.7% 112.0% 64.1% 64.9%
Proactive 47.2% 72.6% 18.7% 32.3% -12.0% 35.9% 35.1%
Impact of Reduced Position Vacancy in South Precinct (10 Positions)

Committed 52.8% 27.4% 81.3% 59.3% 78.1% 49.6% 56.7%
Proactive 47.2% 72.6% 18.7% 40.7% 21.9% 50.4% 43.3%
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Tucker Precinct:

Time 0000 - 0400 - 0800 - 1200 - 1600 - 2000 - Total
Block 0400 0800 1200 1600 2000 0000
Current
Committed 40.6% 21.4% 61.8% 52.1% 91.2% 49.0% 50.5%
Proactive 59.4% 78.6% 38.2% 47.9% 8.8% 51.0% 49.5%

Impact of Reduced Position Vacancy in Tucker Precinct (5 Positions)
Committed 40.6% 21.4% 61.8% 48.4% 73.9% 42.3% 46.9%
Proactive 59.4% 78.6% 38.2% 51.6% 26.1% 57.7% 53.1%

The project team believes that a targeted 40% proactive time level for Patrol
Officers is appropriate for the County of DeKalb and the Police Department. This will
provide a good amount of available time for Officers to address needs in their assigned
district and community needs. In each Precinct there are additional resources such as
the Task Forces and Neighborhood Enforcement Teams that are charged to reduce
crime and address high call for service locations/problems in the Precinct.

Currently there are 314 Officer positions that are assigned to street patrol duties
(not including Officers assigned to specialty units in the Precinct) and this number would
be closer to the 342 Officer positions needed in the Precincts if there were fewer vacant
positions — as of October 2014 there were 103 Officer and 12 Sergeant positions that
were vacant. It is very important to fill these positions to meet the needed staffing level
of 342 Officers.

This patrol workload analysis from the CAD data provides police managers with
valuable information regarding workload demand when making staffing and deployment
decisions (as mentioned earlier a second and third year of CAD data analysis will
provide valuable information and begin to reveal a historical trend and more reliable

analytical workload data results).
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Recommendations:

Adopt a 40% average proactive time level goal for patrol operations.

Overall, DeKalb County has sufficient patrol authorized and funded positions for
patrol. However, their distribution by shift and the filling of authorized and
funded positions impedes the effective delivery of service. The Police Department
needs to review patrol personnel allocation and the DKPD should work with
Human Resources to take the necessary steps to fill the vacant positions to
maintain the necessary level of Patrol Officer staffing in the Precincts.

(1.20) Evaluation of Management Positions in the Precincts.

Currently each Precinct is managed by a Major who oversees all operations of
the Precinct. He/she is assisted by two Captains who assist the Major in managing day
to day operations — the Captains are assigned to supervise all of the patrol shifts or a
combination of a patrol shift and the specialty units in the Precinct. An Administrative or
Duty Lieutenant is also assigned to each Precinct that performs a variety of
administrative and support duties in addition to a civilian Administrative Assistant.
There are also six Lieutenants assigned as watch commanders on each shift and a
Lieutenant assigned to the CID and to the Task Force / Neighborhood Enforcement
Team. The project team believes that one Captain is sufficient to assist the Major in
managing the Precinct and that the second Captain and Administrative Lieutenant
positions can reasonably be eliminated and still provide sufficient management
oversight of operations and necessary support functions.

DKPD also has one Officer in each Precinct assigned as a crime analyst. The
project team supports staff being assigned to crime analysis functions (both in the
Precincts and in CID) but believes it should be staffed with civilians rather than sworn

staff. The reasons for this include lower cost, typically longer tenure of staff and

providing additional career opportunities in the Department.
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Recommendations:

Eliminate one Captain’s position and the Administrative / Duty Lieutenant
position in each Precinct (estimated salary and benefits cost savings of $98,893
for a Captain, total of $395,573 annually; and $92,417 for a Lieutenant, a total of
$369,667 annually).

Eliminate the Officer Crime Analyst positions — 1 in each Precinct (estimated
salary and benefits cost savings for 4 Officers is $77,616 each, a total of 310,464
annually).

Create new civilian Crime Analyst positions — 1 in each Precinct (estimated salary
and benefits cost for 4 Crime Analysts is $65,159 each, a total of $260,635
annually).

(1.21) Evaluation of the Precinct Specialty Units.

Each Precinct is staffed with one or more specialty units that provide that
provides a variety of traditional and some non-traditional police services in support of
the Precinct’'s operations. The specialty units are assigned at the discretion of the
Precinct Commander and are assigned to address problems and issues in the Precinct.
The task of Precinct Commanders in DeKalb is to determine an appropriate balance
between the number of regular district Patrol Officers and the number of staff assigned
to specialty units. There must be a sufficient number of Patrol Officers on duty each
shift to handle the routine calls for service and also an appropriate number of Officers
assigned to specialty units to effectively address the crime trends, quality of life
issues/complaints and the longer term problems/issues that Patrol Officers are not
equipped to handle or do not have the time during their shift.

The specialty units include Criminal Investigations (CID) and the Neighborhood
Enforcement Teams (NET) or Task Forces. The current staffing and responsibilities of

the specialty units vary among the Precincts and are detailed in the following table.
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Precinct Lieutenant Sergeant Officer Total
Central / North CID 1 1 10 12
East CID 1 2 10 13
South CID 1 1 10 12
Tucker CID 1 1 10 12

Total 4 5 40 49
Central / North — NET 1 1 9 11
East — Task Force 1 2 9 12
South — NET 1 2 11 14
Tucker — Task Force 1 1 4 6
Total 4 6 33 43

The Precinct CID investigators are assigned to investigate property crimes (e.g.

burglaries) and person robberies (central CID is responsible for commercial robberies).

The cases handled in each of the Precincts are shown in the tables below.

Central Precinct Cases Actual Cases Cleared Arrests % Cleared
Robbery 164 64 46 39.0%
Assault 4 1 1 25.0%
Burglary 1263 190 86 15.0%
Larceny 1239 253 162 20.4%
Vehicle Theft 3 0.0%

Total — Part | 2673 508 295 19.0%

Assaults 2 1 1 50.0%
Theft 8 7 6 87.5%
Forgery 251 116 100 46.2%
Credit Card Theft 189 41 16 21.7%
ID Theft 304 47 38 15.5%
Criminal Trespass 224 40 27 17.9%
Misc. 484 73 64 15.1%
Entering Auto 697 34 42 4.9%
Total — Part Il 2159 359 294 16.6%

Total 4832 867 589 17.9%

Central / North Precinct Detectives handled an average of 267 Part | crime cases
and 215 Part Il crime cases per Detective.

The following table details the cases handled by East Precinct Detectives:
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East Precinct Cases Actual Cases Cleared Arrests % Cleared
Robbery 414 104 70 25.1%
Assault 6 4 1 66.7%
Burglary 2737 629 201 23.0%
Larceny 2565 603 328 23.5%
Vehicle Theft 4 3 4 75.0%

Total — Part | 5726 1343 604 23.5%

Assaults 2 0.0%
Theft 13 9 17 69.2%
Forgery 319 106 62 33.2%
Credit Card Theft 159 19 11 11.9%
ID Theft 925 42 19 4.5%
Criminal Trespass 1524 255 48 16.7%
Misc. 404 148 38 36.6%
Entering Auto 1220 30 23 2.5%

Total — Part Il 4566 609 218 13.3%
Total 10,292 1952 822 19.0%

East Detectives handled on average 572 Part | cases and 456 Part Il cases.

The following table details the cases handled by South Precinct Detectives.

South Precinct Cases Actual Cases Cleared Arrests % Cleared
Robbery 320 95 44 29.7%
Assault 4 3 3 75.0%
Burglary 2425 423 188 17.4%
Larceny 2043 195 72 9.5%
Vehicle Theft 0 NA

Total — Part | 4792 716 307 14.9%
Kidnapping 1 1 1 100.0%

Assaults 4 1 2 25.0%
Indecent Exposure 2 0.0%
Vehicle Recovery 3 0.0%
Theft 370 12 12 3.2%
Forgery 218 47 22 21.6%
Credit Card Theft 342 37 9 10.8%
ID Theft 745 160 10 21.5%
Harassing Calls 14 1 1 7.1%
Trespass 598 69 20 11.5%
Misc. 595 42 19 7.1%
Entering Auto 880 64 13 7.3%

Total — Part Il 3772 434 109 11.5%
Total 8564 1150 416 13.4%

South Detectives handled on average 479 Part | crimes and 377 Part Il crimes.

The next table details the cases handled by Tucker Precinct Detectives.

Matrix Consulting Group

Page 111



DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Tucker Precinct Cases Actual Cases Cleared Arrests % Cleared
Robbery 359 125 75 34.8%
Assault 5 4 3 80.0%
Burglary 1,591 328 173 20.6%
Larceny 1,496 161 105 10.8%
Vehicle Theft 6 4 3 66.7%

Total — Part | 3,457 622 359 18.0%

Assault 3 2 0.0%
Theft 13 13 21 100.0%
Forgery 189 75 81 39.7%
Credit Card Theft 275 26 16 9.5%
ID Theft 396 72 47 18.2%
Harassing Calls 1 0.0%
Criminal Trespass 964 48 14 5.0%
Misc. 242 20 28 8.3%
Entering Auto 755 17 17 2.3%
Total — Part Il 2,838 271 226 9.5%

Total 6,295 893 585 14.2%

Tucker Precinct Detectives handled an average of 346 Part | Crimes and 283
Part Il crime investigations per Detective during the year.
The number of cases varies significantly between the Precincts as shown in the

following table.

Balanced
Part | Part Il Per % of Detective

Precinct Cases Cases Total Detective | Workload | Staffing
Central / North CID 2,673 2,159 4,832 483 16.1% 6.4
East CID 5,726 4,566 10,292 1,029 34.3% 13.7
South CID 4,792 3,772 8,564 856 28.6% 11.4
Tucker CID 3,457 2,838 6,295 630 21.0% 8.4
Total 16,648 13,335 29,983 2,998 100.0% 40.0

Cases per Detective 416 333 750

The number of cases per Precinct Detective among all four Precincts averages
750 crime cases assigned in 2014’. However, the number of cases in the East and

South Precincts is significantly higher than in Central / North and Tucker Precincts.

" This is assuming that the tracking of crime cases assigned in all four Precincts is done the same.
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Based on the case assignment workload Detectives from Central/North Precinct and
Tucker Precinct should be redeployed to East and South Precincts.

The Neighborhood Enforcement Team (NET) and Task Forces in the Precinct
are two different names but their mission is the same — they are tasked with handling
the incidents, crime problems and community problems that require a longer time than
Patrol Officers have to handle and resolve. Patrol Officers often refer persons, locations
and problems to NET for follow up and resolution. The overall mission of this unit is to
reduce crime and improve neighborhood livability. Routine NET tasks include:

. Conducting proactive targeted enforcement at the locations and looking for
wanted suspects.

. Prioritizing the locations and crime suspects in their Precinct, coordinate with
Patrol on problem locations/areas.

. Review the locations receiving multiple calls for service responses by Patrol and
determine strategies to address the problem/issue and reduce the number of
calls.

. Handling neighborhood issues and problems such as neighbor conflicts and

disputes, traffic complaints and issues, graffiti tagging and panhandlers
harassing people.

. Coordinate with Patrol on problem locations/areas.

One of the tasks of the NET/Task Force is to research and evaluate new
problems and issues of any nature. The Neighborhood Enforcement Team and Task
Forces are valuable resources for DKPD in addressing core issues in DeKalb that can
drain Patrol resources. They are also intended to impact other crime related and quality
of life issues in DeKalb. At the heart of these efforts is the goal of prevention and
reduction of crime. The project team believes the Neighborhood Enforcement Team is

a key work group that can provide the link between crime analysis/planning to
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implementation (such as the work being done by the Intelligence Led Policing Unit in
CID) and success of crime prevention efforts. The Neighborhood Enforcement Team
mission and tasks should be clearly identified to coordinate these efforts and
performance should be measured to determine the success of the efforts and modified
as necessary to adapt to changing circumstances.

A well designed and organized effort must provide sufficient resources to conduct
crime analysis, as it is critical to the overall success of this effort. A good crime analysis
program relies on input from crime reports, case management, field interrogations,
officer and detective intelligence, and community members. This information must be
routinely collected, analyzed, interpreted and distributed to be effective. DKPD needs
additional analysts to be able to provide this analysis. The interaction between the
analyst and the beat officer is of paramount importance to problem-solving efforts and
the Neighborhood Enforcement Team can provide the coordination of these efforts.
The need for a planned an organized program that provides a planned response to
address crime and community issues.

The project team believes that the staffing level of these specialty units is
appropriate and is properly at the discretion of the Precinct Commander.
Recommendation:

Precinct Detectives from Central/North and Tucker Precincts should be moved to
East and South Precincts to balance the workload in all four Precincts.

(2)  Analysis of Staffing Levels in the Criminal Investigation Division.
This section is focused on the various investigative functions of the DeKalb
Police Department. These major work groups in this Division are Major Crimes, Special

Victims, Special Investigations and the Intelligence Led Policing Unit.
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CID has 6 organizational layers in the Division — Officer (and civilians), Sergeants
and civilian supervisors, Lieutenant, Captain, Major and Assistant Chief. The three
layers of management is excessive and unnecessary. Additionally, CID is fairly top
heavy with 17 management positions (1 Assistant Chief, 1 Major, 4 Captains and 11
Lieutenants), the Lieutenants oversee 24 Sergeants and in most cases only supervise
one Sergeant. The project team recommends the elimination of one layer in the
Division — the Major positions. This would result in the Assistant Chief having 5 direct
reports — an Administrative Aide (Sergeant) and the 4 Captains in charge of the major
work units.

The project team is also recommending the elimination of 4 Lieutenant positions
— addressed individually in the individual work unit sections below.

Recommendation:
The Assistant Chief and Captains managing the individual work units are
sufficient to manage the Criminal Investigations Division and the Major position

should be eliminated (estimated salary and benefits cost savings of $105,815
annually).

(2.1) CID Staffing and Cases Investigated in 2014.
The following table shows the sworn staffing level (updated March 2015) — the
Captain is listed with the first work unit in the group but he/she manages all of the work

units.
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Criminal Investigation Division Staffing

A.C./

Precinct Major Capt. Lt. Sgt. Detective| Total
Administration 2 1 1 4
Homicide / Assault 1 2 4 20 27
Crime Scene 1 1 2
Commercial Robbery 1 1 6 8
ATF - Violent Crime TF 1 1
Total 1 4 6 27 38
Spec. Victims - Youth & Sex 1 1 4 12 18
Spec. Victims - Dom. Viol. 1 1 4 6
Spec. Victims — ICAC 1 2 3
Spec. Victims - Missing
Persons 1 2 3
Total 1 2 7 20 30
Spec. Inv. — Narcotics 1 1 2 8 12
Spec. Inv. — Vice 1 4 5
Spec. Inv. - HIDTA/K9 1 1 6 8
Spec. Inv. - Federal TF 1 4 5
Total 1 2 5 22 30
ILP — Intel 1 1 1 5 8
ILP — Fusion 1 3 4
ILP — Gangs 1 1 8 10
Auto Theft 1 2 8 11
Total 1 3 5 24 33
CID Total 2 4 11 24 94 135

There are also 19 civilians assigned in CID — nine of the positions are Crime

Scene Investigators (three are Latent Print Examiners) and 10 are administrative

support staff.

The next table shows the total number of case assignments for Detectives in

calendar year 2014 — some of these cases (e.g. no leads to follow-up) may have been

closed without being actually assigned to a Detective.
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CID Case Investigations in 2014

Case Type Actual Cases Cleared Arrests % Cleared
Homicide 80 62 94 77.5%
Rape 136 90 29 66.2%
Robbery 343 132 81 38.5%
Aggravated Assault 630 401 279 63.7%
Larceny 7 6 5 85.7%
Vehicle Theft 3,858 853 368 22.1%

Total — Part | 5,054 1,544 856 30.6%
Death Investigations 24 19 79.2%
Kidnapping 45 24 10 53.3%
Missing Persons 2,061 1,706 7 82.8%

Assaults 7,682 7,196 81 93.7%
Molestation 270 192 103 71.1%
Indecent Exposure 24 16 5 66.7%
Theft 622 287 208 46.1%
Stolen Recovery 2,393 665 28 27.8%
Forgery 2 2 3 100.0%
Harassing Calls 684 637 4 93.1%
Trespass 349 348 5 99.7%
Misc. 7,675 7,412 148 96.6%
Entering Auto 251 10 1 4.0%

Total — Part Il 22,082 18,514 603 83.8%
Total 27,136 20,058 1,459 73.9%

The Criminal Investigations Division reviewed a total of 27,136 cases for the
year. Some of the cases were only reviewed and closed as there were no leads to
follow-up.

To determine the appropriate level of staffing the project team typically uses the
number of assigned Part | crimes that a Detective is actively working (has done some
type of follow-up task on the case within the last 30 days). The standard is 5-10 active
cases for a person’s crime investigator (3-5 for a homicide investigator) and 10-15
active cases for a property crimes investigator. The DKPD has used a different
methodology referred to as the “Prummell Method” to determine an appropriate staffing

level in CID. This methodology, developed by Florida law enforcement professionals,
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assigns an average number of hours to complete an investigation®. The case

investigative hours developed from this study are given for the following types of cases:

. Homicide 146.7 hours
. Death Investigation 13.8 hours
. Sexual Battery 15.6 hours
. Child Sexual Assault 6.8 hours
. Child Abuse 3.8 hours
. Robbery 29.7 hours
. Aggravated Assault 25.1 hours
. Missing Person 16.2 hours
. Missing Person (runaway) 2.4 hours
. Burglary 12.2 hours
. Forgery 6.8 hours
. Grand Theft 6.7 hours
. Credit Card Fraud 17.6 hours
. ID Theft 1.8 hours
. Counterfeiting 14.4 hours

It is simple to determine the number of homicide, robbery and aggravated
investigative hours needed but difficult to determine the investigative hours listed above
the types of crimes reported by DKPD in the previous table. For example it is unknown
how many of the 2,061 Missing Person cases in 2014 were runaways at 2.4
investigative hours each or a “regular” Missing Person case at 16.2 investigative hours
each. There are examples where the types of cases reported above by DKPD can
clearly be attributed to one of the hourly estimates shown above — this will be done in
some of the individual work unit sections below.

(2.2) Major Crimes Work Group.

This work group is comprised of the Homicide/Assault Unit, Crime Scene Unit,

Commercial Robbery Unit (as of March 2015) and ATF/VCTF Task Force Unit (one

Detective). The Homicide/Assault Unit investigates crimes of murder (including cold

8 A study was conducted in 1985 by the Pompano Beach Police Department and the Florida Chapter of
the Association of Police Planning and Research Officers and updated in 2007 in a small study by William
Prummell of the Charlotte County, Florida Sheriff's Office.
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cases), manslaughter, death cases and most of the aggravated assault cases in the
County. The Crime Scene Unit is supervised by a Lieutenant and Sergeant but mostly
staffed with civilian investigators and Latent Print Examiners who process the crime
scenes for physical evidence. One other Detective is assigned to the regional Violent
Crime Task Force.

The 20 Homicide/Assault Detectives (some Detectives also work cold case
homicides) were assigned the follow-up investigations for all of the homicide and
aggravated assault cases shown in the table above — the 87 homicide cases (7 were
justifiable homicides) and 630 aggravated assault cases. Additionally, they were
assigned some of the Part Il crimes listed above — all of the death investigations and
kidnapping investigations, approximately 3,000 simple assault/battery cases and
approximately 300 of the miscellaneous case investigations.

Hourly calculations can be done for this unit as all three of the types of cases
investigated have hourly estimates.

. Homicides: 87 cases x 146.7 hours = 12,763 investigative hours; divided by
1,488 net work hours® per Detective = 8.6 Detectives needed.

. Death Investigations: 24 cases x 13.8 hours = 331 investigative hours; divided
by 1,488 net work hours per Detective = 0.2 Detectives needed.

. Aggravated Assault: 652 cases x 25.1 hours = 16,365 investigative hours;
divided by 1,488 net work hours per Detective = 11.0 Detectives needed.

Homicide / Assault Unit — calculations show that 20 Detectives are needed.
Every homicide that occurs requires a significant number of Detective hours to
conduct extensive follow-up on all of the case details and 146 hours seems a low

number for these most serious cases investigated by the Department. The CID should

® calculated earlier in this report: 2,080 annual paid hours — 289 hours (leave usage and training) — 263
hours of administrative time (90 minutes per shift) = 1,488 net work hours.
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track the number of homicide investigative hours over the next year to determine their
actual average number of investigative hours. The current staffing level is sufficient
unless an increase in the number of homicides occurs which would indicate a need for
additional Detectives.

The Commercial Robbery Unit was added to this work group in early 2015.
Hourly calculations can also be done for this unit as the cases investigated have hourly
estimates.

Commercial Robbery Unit: 348 cases x 29.7 hours = 10,336 investigative hours;
divided by 1,488 net work hours per Detective = 6.9 Detectives needed.

The Robbery statistics indicate a need for 7 Detectives and currently the unit has
6 Detectives assigned to robbery investigations. The project team supports this staffing
level of the Commercial Robbery Unit as each Detective averages approximately 50
cases annually.

The project team believes that the Captain and 3 Lieutenants are sufficient to
manage this unit and supervise the 6 Sergeants and recommends the reduction of 1
Lieutenant position in the Commercial Robbery Unit.

Recommendation:

Eliminate the Lieutenant position in the Commercial Robbery Unit (estimated
salary and benefits cost savings of $92,417 annually).

(2.3) Special Victims Work Group.

This work group consists of the Youth and Sex Unit, Domestic Violence Unit,
Missing Persons Unit and the Internet Crimes Against Children (ICAC) Unit. The Youth
and Sex Unit staff are assigned to investigate sex crimes and crimes committed against

juveniles. The Domestic Violence Unit staff are assigned to investigate domestic
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violence crimes; additional staff are assigned to investigate missing persons. The ICAC
Unit primarily works proactively to enforce child sex crime statutes.

The work of these unit is highly specialized and the assigned investigators must
receive specialized training. Individual cases may take significant hours of follow-up
investigative time and working with the victims of these crimes in an attempt to
successfully prosecute the perpetrators. The number of investigators assigned to this
area can be evaluated based on traditional caseload but personnel assigned to
proactive investigative work are also necessary to locate and arrest sexual predators.

There are 12 Detectives assigned to Sexual Assault and Youth crimes and in
2014 there were 137 cases of rape reported to DKPD — a caseload of only 11.4 rape
cases per Detective for the year, less than one per month. Additional follow-up
investigations assigned to Detectives in this unit include molestations (276 cases in
2014) and indecent exposure (24 cases) — which adds 23 additional cases per
Detective annually. This equals a total of 34 cases annually per Detective, less than 3
per month. Each Detective can reasonably handle 6 or more cases per month which
indicates that if these were the only cases assigned to Detectives this unit would only
require a staffing level of six Detectives — 50% less than currently assigned. However,
there are additional cases that they are assigned or assist other Detectives that include
investigations of missing persons (2,061 cases in 2014), domestic violence,
harassment, other assaults and threats. Depending on the number of assignments for
these cases the additional workload could be minor or very significant. DKPD

managers report that the Detectives have a significant consistent caseload with these
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additional cases and because of this additional workload no staff reductions are being
recommended.

The project team believes that the Captain and 1 Lieutenant are sufficient to
manage this unit and supervise the 7 Sergeants and therefore recommends the
reduction of one Lieutenant position.

(2.4) Special Investigations Work Group.

This work group includes the Narcotics Unit, Vice Unit, the High Intensity Drug
Trafficking Area (HIDTA) Unit and an Atlanta area federal Task Force. One Lieutenant,
2 Sergeants and 8 Detectives are assigned to the investigation of narcotics crimes.
One Sergeant and 4 Detectives are assigned to investigate vice related crimes. DKPD
participates in the Atlanta area HIDTA unit — a federal anti-drug task force; there is 1
Lieutenant, 1 Sergeant and 6 Detectives assigned to this unit. Two of the Detectives
are K9 officers. Four Detectives participate with other local and federal agencies such
as the U.S. Marshals and the Drug Enforcement Administration (DEA) in another
Atlanta area Task Force involved in the investigation of financial and other crimes.

The work of the Special Investigations Unit does not lend itself to routine
comparisons of case investigations per Investigator as most of their work is proactive
and targeting both street drug dealers and upper level drug traffickers. The project
team support the current level of personnel assigned to these areas but also believes
that a Captain and a Lieutenant are sufficient to manage this unit to supervise the 4
Sergeants. The Sergeant in the HIDTA/K9 unit is sufficient to manage the 6 Detectives
and report directly to the Captain and therefor recommends the reduction of the

HIDTA/K9 Lieutenant position.
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Recommendation:

Eliminate the HIDTA Lieutenant position in the Special Investigations Unit —°
estimated at $92,417 per year in salary and fringe benefits.

(2.5) Intelligence Led Policing Work Group.

DKPD has initiate a new unit in CID called the Intelligence Led Policing Unit with
the mission to provide effective intelligence and crime information to the rest of the PD.
This effort is staffed with 1 Captain, 2 Lieutenants, 3 Sergeants, 16 Detectives and 1
civilian. The Captain, Lieutenant, 2 Sergeants, 9 Detectives and 1 civilian are assigned
to the “Intel” and “Fusion” units. The other Sergeant and 9 Detectives are assigned to
the Gang Unit. In early 2015 the Auto Theft Unit became part of this work group.

Police agencies have struggled for years to provide effective crime analysis and
intelligence information to other Department members, primarily field units that can
benefit from using this information to guide their proactive work in the field. This unit
was established to accomplish the goal of providing timely and accurate information to
Patrol personnel and other units working in the field to help them be more effective in
the reduction of crime. In addition to conducting the analysis of crimes that have
occurred, this unit also obtain the names of persons being released on parole from state
prison and also from the local jail.

Hot spot policing programs maintain and review the key metrics that provide
some detail into activity patterns of a certain area. This information must be made
available to field personnel — particularly first-line supervisors, who are responsible for
managing Officers’ usage of proactive time. Involvement of field supervisors is essential
to integrating more detailed information into the process of selecting assignments and

assist patrol units to be able to approach the area with a strategy that best addresses
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the issue(s) present in the selected area — this is a significant gap in most police
agencies that DKPD has bridged. The information researched and developed must also
be disseminated to field units to use in the daily patrol activites — DKPD has
successfully accomplished this task, setting themselves apart from most other police
agencies.

The Department has implemented a computer based system that provides field
supervisors with timely (occurrences in the last 24 hours) crime analysis information to
use on a daily basis when proactive time is available. Supervisors have been trained
and are held accountable to review this crime analysis information and coordinate with
their Officers to decide what areas of the Precinct to provide proactive patrol during the
shift.

It is impressive to see a Patrol Sergeant log into the system in their patrol car and
review the crimes that have occurred since going off duty from their previous shift.

The Patrol Precincts are also free to conduct additional analysis for use in their
community area. In the Tucker Precinct additional analysis is done to select small
areas of the Precinct that are designated as “micro hot spots” policing areas. These
areas receive 15 minutes of visible Officer presence during the shift and an additional
15 minutes of visible Officer presence later during the shift. Other Precincts review the
crime analysis data and each shift the field supervisor puts together an “Impact Team”
of several Officers to provide proactive patrol in a selected area that has had an uptick
in crime or police related incidents. These Impact Teams spend 30 to 60 minutes in the

selected area providing a visible presence talking to people and taking appropriate
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action to incidents they observe. There are a number of actions Officers may choose
from during their proactive time, they include:

. Non-investigative citizen contacts

. Business contacts

. High visibility patrol

. Investigative traffic stops
. Investigative pedestrian contacts
. Crime prevention/problem solving

For a number of reasons, the development of an effective hot spot policing
program is an important step forward for the Department, representing a progressive
shift toward intelligence-led policing and a community-based approach to the reduction
of crime and disorder within the County.

The Auto Theft Unit was added to this work group in early 2015. It is staffed with
1 Lieutenant, 2 Sergeants and 8 Detectives are assigned to auto theft. Hourly
calculations can also be done for this unit as the cases investigated have hourly
estimates.

Grand Theft (e.g. auto theft): 4,175 cases x 6.7 hours = 27,973 investigative
hours; divided by 1,488 net work hours per Detective = 18.8 Detectives needed.

The Auto Theft statistics indicate a need for 19 Detectives and currently the unit
has 8 Detectives assigned to these investigations. The project team supports this
staffing level in Auto Theft as the number of Detective hours spent on individual cases
can vary widely as many cases will not receive any follow-up as they commonly do not
have leads on the case. The Auto Theft Unit ends up working suspects involved in

criminal auto theft rings which is an appropriate use of these resources.
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The project team supports the current level of personnel assigned to these work
units but also believes that a Captain and a Lieutenant are sufficient to manage this unit
to supervise the 5 Sergeants. The Sergeant in the Fusion Unit is sufficient to supervise
the 5 Detectives and the 2 Sergeants in the Auto Theft Unit are sufficient to supervise
the 8 Detectives and report directly to the Captain and therefor recommends the
reduction of the two Lieutenants in these units.

Recommendations:

Maintain the existing Intelligence Led Policing efforts and Precinct based efforts
to use timely crime analysis information to provide proactive patrol.

Eliminate two Lieutenant’s positions in the Intelligence Unit and the Auto Theft
Unit (estimated salary and benefits cost savings of $92,417 each annually, total
savings of $184,834 annually).

(3) Analysis of Staffing Levels in the Special Operations Division.

This Division is staffed with an Assistant Chief, a Major, 1 Captain (a vacant
position), 4 Lieutenants, 16 Sergeants, 70 Officers and 2 civilian personnel. The Major
has an Administrative Assistant and four Lieutenants that are direct reports. The project
team does not believe that two upper management positions below the Assistant Chief
are necessary to run the Division. The Major position can be eliminated and still have
sufficient management personnel in the Division — this is the only position the project
team is recommending for elimination in this Division.

The Special Operations Division tasks are to provide various specialized
functions for DKPD and is organized under the Traffic Section and the Tactical Section.

There are 2 Lieutenants in the Traffic Section and 2 Lieutenants in the Tactical Section.

Sixteen Sergeants supervise the daily operational and training aspects of each Unit or
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Team in the Sections. There are a total of 70 authorized Officers in both Sections and
11 positions are vacant — all of which are in the Traffic Section.

The Traffic Section deploys Motors (motorcycle officers), S.T.E.P. Unit (Strategic
Traffic Enforcement), T.S.U. (Traffic Safety Specialist Unit), S.T.A.R. Team (Strategic
Traffic Accident Reduction/D.U.l. Task Force), and Security and Warrants.

The Tactical Section deploys the K9 Unit (Canine), Bomb Unit, S W.A.T. Team,
and the Aerial Support Unit (A.S.U.).

Recommendation:
The project team does not believe that two upper management positions below
the Assistant Chief are necessary to run the Special Operations Division and

recommends elimination of the Major position (estimated salary and benefits cost
savings of $105,815 annually).

(3.1) Traffic Section
The Motors and S.T.E.P. Units are housed at the Burgess Building, 3630 Camp

Circle. TSU is housed at the Fire Headquarters Building, 1950 W. Exchange Place, and

the S.T.A.R. Team is housed at the Flakes Mill Substation, 4540 Flakes Mill Road.
The Units include the following:

. S.T.E.P. — 1 Sergeant, 13 Officers with 2 vacancies; traffic safety and
enforcement, special events; in vehicles not motorcycles, work Monday -
Thursday and Tuesday — Friday 0700-1700 hours and 1400-2200.

. T.S.U. — 1 Sergeant, 7 Officers; traffic accident investigation of fatal/major injury
accidents, follow-up on hit and run accidents; work Monday — Friday 0700-1700

and 0800 — 1800 hours with 1 Officer assigned on Saturday.

. S.T.A.R. — 1 Sergeant, 4 Officers with 1 vacancy; D.U.l. task force; work 1800-
0400.

. Motors — 2 Sergeants, 10 Officers with 8 vacancies; traffic safety and
enforcement; work Monday — Thursday and Tuesday — Friday 0700-1700 hours.

. Security and Warrants — 1 Sergeant, 6 Officers; process and serve traffic
warrants and coordinate security details.
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A total of 40 Officers have the primary duty to provide traffic safety and
enforcement services throughout the City and respond to traffic complaints made by
members of the public. This includes public events such parades, special security
details, safety fairs and educational events. The seven Officers in the Traffic Safety
Specialist Unit (TSU) have advanced accident investigation training.

The Traffic Section personnel in the Motor Unit deployed 1,568 times to
supplement patrol officers on details, or relieve patrol officers at a detail to free up the
patrol officer for a new detail. DKPD should reduce the amount of time that Traffic
Officers relieve patrol officers at routine calls for service as this impacts the ability of the
Traffic Section to fully utilize staff on their mission of traffic safety and enforcement.

(3.2) Traffic Section Statistics — Citations Written and Traffic Accidents.
The Traffic Section provided the following statistics of the number of citations and

warnings written as well as the number of accidents occurring in DeKalb.

Enforcement Activities — all DKPD

Action Taken 2013 2014
Warning'® 20,944 19,817
Moving Violation 75,143 73,445

For 2012 and 2013, the Traffic Section wrote a portion of the warnings (568 /
285) and citations (56,695 / 48,023) listed in the chart above. The number of traffic

accidents reported in DeKalb over the last two years is shown in the following table.

10 70 calculate the Traffic Enforcement Index the project team estimated that 50% of the warnings were
issued for hazardous / moving violations.

Matrix Consulting Group Page 128



DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Traffic Accidents

2013
Fatal 59
Injury 6,163
Property Damage Only 16,122
Private Property Reports 6,793

One of the main goals of a Traffic Safety Unit is to reduce collisions and injuries.
One measure used to evaluate traffic safety is the Northwestern Traffic Enforcement
Index (T.E.l.). The Index uses the combined total of citations for hazardous violations
and DUI arrests, which is then divided by the number of fatal and injury accidents in the
City. An agency that has an enforcement index in the 1:25 to 1:35 range is an
indicator that the agency has an effective traffic safety program which results in a
reduction in the number of accidents. The following table shows the calculations for

DeKalb using 2013 data.

2013 Traffic Enforcement Index

Item Number
Citations Written + DUI Arrests 86,046
divided by
Fatal and Injury Accidents 6,222
Equals
Traffic Enforcement Index 13.8

DeKalb’s Traffic Enforcement Index is 13.8 for calendar year 2013 as shown
above. To achieve a 1:25 ratio DKPD would need to increase the number of citations

by 69,504 (or reduce the number of traffic accidents) as shown in the following table.

Targeted Traffic Enforcement Index

Fatal and Injury Target # of Actual Cites +
Targeted Ratio Accidents Citations DUI Arrests Variance
1 (accident): 25 (citations) 6,222 155,550 86,046 (69,504)
1 (accident): 35 (citations) 6,222 217,770 86,046 (131,724)
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One method to increase the number of citations and reduce the number of
accidents is to fill the current eleven vacancies in the Traffic Section. Another method is
to evaluate the citation and traffic safety productivity of the patrol officers and increase
their performance objectives related to issuing citations and performing traffic safety
duties.

Evaluate the need to use Traffic Section personnel to perform patrol duties such
as back-up and relief so that they may focus on traffic safety duties more effectively to
increase the amount of citations they have an opportunity to issue and perform
proactive traffic safety enforcement.

Recommendation:

Fill the vacant Officer positions in the Traffic Section to improve operational
effectiveness and meet the goals of reducing the number of injury and fatal
accidents based upon the Traffic Enforcement Index (T.E.L.).

(3.3) Tactical Section.

The K9 Unit, Bomb Unit, SW.A.T. Team and Aerial Support Unit are housed at
the Burgess Building, 3630 Camp Circle.

. K9 Unit - 2 Sergeants, 7 Officers; narcotic detection and
apprehension/enforcement, work a floating schedule based upon call

volume/incidents and provide 24 hours/7 days per week service.

. Bomb Unit — 1 Sergeant that is a certified bomb technician, 5 Officers; 4 dog
handlers and 1 certified bomb technician; work Tuesday — Friday, 0700 — 1700.

. S.W.A.T. Team — 4 Sergeants, 15 Officers; structured as 2 Teams of 9 personnel
each, high-risk/hostage, special weapons and tactics, full-time deployment; work
Monday — Friday, 0800 — 1600 and 1400 — 2200.

. Aerial Support Unit — 2 Sergeants, 4 Officers; flight support field operations as
required; training work Monday — Thursday 0700-1700 hours.
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A total of 30 Officers have the primary duty to provide tactical operations and
enforcement services throughout the City and to neighboring jurisdictions upon request.
This includes collaboration with Patrol and Investigation personnel on high-risk details,
execution of high-risk search warrants, security details for dignitary visits, aerial support
for vehicle and foot pursuits and other violent incidents involving weapons, explosives,
and drugs.

The Tactical Section spends a significant amount of time each day in training,
preparing or maintaining specialized equipment, and preparing or reviewing tactical
operations plans. Dignitary protection in 2013 included the U.S. President and Vice
President, U.S. Attorney General, U.S. Secretary of State, the Dalai Lama and the
President of Guyana.

Special events included an Active Shooter exercise attended by 33 local, state,
and federal agencies, Bomb Unit sweeps for dignitary visits, the Final Four college
basketball tournament and the Peachtree Road race. The Bomb Unit also provided
educational engagement with the community at schools, churches and local malls. The
Bomb Unit participates in the annual UASI Training evaluation/exercise.

(3.4) Tactical Section Statistics — Arrests, Seizures, Call-Outs, Flight Hours, and
Devices Found.

The following table presents a selection of Tactical Section statistics.

Item 2012 2013
Misdemeanor Arrests S.W.A.T. 116 229
Misdemeanor Arrests K9 229 128
Felony Arrests S\W.A.T. 285 468
Felony Arrests K9 295 277
K9 Currency Seizures $1,077,889 $2,989,654
K9 Drug Seizures $6,070,056 $31,292,735
Bomb Unit Call-outs 44 40
Bomb Unit Devices Found 40 26
Aerial Unit Flight Hours 372.7
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An Assistant Chief and a Major manage the Division; the Captain position has
been vacated. The Major has an Administrative Assistant and four Lieutenants and
that are direct reports. The project team does not believe that two upper management
positions below the Assistant Chief are necessary to run the Division. The Captain
position can be eliminated and still have sufficient management personnel in the
Division.

Recommendation:

The Tactical Section has an acceptable level of management and supervision to
meet its current performance objectives. Unit staffing, span of control, training,
and personal equipment meet acceptable best practices and required
certifications.

(4) Analysis of Staffing Levels in the Support Services Division.

This section is focused on the Support Services functions of the DeKalb Police
Department that comprise the following Sections: Training Academy, Recruiting and
Background Investigations, Personnel, Outreach Services, Auxiliary Services, Central
Records, and Operational Services.

An Assistant Chief, a Major and two Captains and a Records Manager manage
the Division; one of the Captain positions is currently vacant. The Major has six direct
reports and reports directly to the Assistant Chief. The Training Academy is managed
by a Captain, Personnel by a civilian professional Supervisor, Outreach Services by a
Lieutenant, Auxiliary Services by a Lieutenant, Central records by a civilian professional

Manager, and Operational Services by a Lieutenant. Other staff in the Division includes

six Sergeants, twenty-five Officers, and thirty-four civilian professionals.
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The project team believes the Major position can be eliminated and the duties
can reasonably managed by a Captain. This will result in the Training Captain, the
three Lieutenants (Auxiliary Services, Operational Services and Out Reach Services)
and the Records Manager reporting directly to the Assistant Chief, in addition to his/her
Administrative Aide Sergeant. The reduction of the Major position will still leave
sufficient management personnel in the Division.

Recommendations:

Eliminate the Major position in the Support Services Division (estimated salary
and benefits cost savings of $105,815 annually).

(4.1) Training Academy Section.

The Training Academy Section manages the Basic Academy for the new entry-
level police officers and In-Service training for currently employed officers. This includes
Firearms/Range, Emergency Vehicle Operations, Defensive Tactics and all classroom
instruction. A Captain, two Lieutenants and three Sergeants manage this section. There
are 12 officers assigned as Instructors, and one officer assigned as the Project Officer.
There is one vacancy for Sergeant and four at the Officer position. The Units include the
following:

. Range — 1 Lieutenant, 1 Sergeant, 4 Officers, duty weapon qualifications, work
Monday — Thursday or Tuesday-Friday 0700-1700 hours.

. In-Service Training — 1 Sergeant, 2 Officers with two vacancies; course
curriculum, defensive tactics, State mandated certifications and qualifications
Monday — Thursday or Tuesday - Friday 0700-1700.

. Academy Training — 2 Sergeants with one vacancy, 6 Officers with 2 vacancies;
basic training certification for entry-level officers; Monday — Thursday or Tuesday
- Friday 0700-1700.
The following subsections evaluate the Police Department training program.
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(4.2) Training Section Statistics — Academy
The Training Academy Section provided the following statistics of the number of

new officers starting the Police Academy and the number that graduated.

Training 2012 2013 2014
96" Academy Start 39 Graduate 26
97" Academy Start 27 Graduate 19
98" Academy Start 29 Graduate 23
99" Academy Start 28 Graduate 23

In 2013, Academy staff provided ten courses for In-Service Training that
averaged 2.2 hours in length and were attended by an average of 700 officers each. All
officers received the State-mandated twenty hours of In-Service Training. Staff also
instructed sixty-five Miscellaneous Courses that averaged 18.3 hours length and were
attended by an average of 46 officers each. The total number of Range shooters was
3,233 with 802 hours of instruction provided by staff. The Range was open 215 days. All
officers completed Firearms Qualifications twice each year per policy.

In 2013/2014, the Academy conducted four 40-person Basic Police Officer
Academies for a total of 160 candidates. Staff anticipates successfully screening and
hiring approximately 130 and of those approximately 90 will graduate. The successful
graduation rate will fall below the current attrition rate of 10-15 sworn staff per month.
Recommendations:

The Training Academy Section has an acceptable level of management,
supervision and staff to meet its current performance objectives. The project
team does not believe that two upper management positions below the Assistant
Chief are necessary to run the Division.

Implement a streamlined and continuous hiring process to increase the quality

and quantity of the candidates such that the Basic Academy classes can be full
and the graduation rate can be increased.
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(4.3) Auxiliary Services, Operational Services and Outreach Services Sections.
The table below outlines the staffing levels of the remaining three Sections within

the Support Services Division.

Work Details Major | Capt. Lt. Sgt. Det. Ofc. Civ. Total
Admin. Sergeant 1 1 1 3
ATU 2 2
Supply Unit and Facilities 2 2
Auxiliary Services 1 1 2
Reserve Officers 0
VIPS 0
Explorers 0
Operational Services 1 1
Special Projects 0
Permits, Taxi/Wrecker 1 6 3 10
Property Room 1 3 4
Honor Guard 0
Outreach Services 1 1
Open Records 2 2
PAL Plus 4 4
Chaplain Program 0
Total 0 0 4 4 4 11 8 31

It should be noted that bolded units signify the units or individuals that supervise
and manage units/work groups listed below them. Additionally, the Tactical Response
Team, while managed by the Lieutenant in charge of the Operational Services work
group within the Support Services Division is not included in the table above, but is
discussed in the analysis of management processes. Units that don’'t show any staff
allocations are either volunteer-based or are staffed as an ancillary duty of sworn staff in
other Divisions.

While current staffing levels are adequate and appropriate for the workload and
services provided by each of the functions included in the table, there are opportunities

for improvements in how work is shared among staff.
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The Operational Services Section, headed by a Lieutenant position, is
responsible for a wide range of functions that includes permitting services, the property
and evidence room, as well as the ancillary duties of the Tactical Response Team,
Honor Guard and Special Projects. While the three ancillary duties provided by the unit
do not impact staffing in the same manner as services with staff assigned on a full-time
bases, they do require the full-time management resources provided by Lieutenant in
charge of the unit, as well as the cost impact of additional training time — among other
resources. Given the larger number of areas managed by the Lieutenant, there is no
capacity for additional functions to be placed within the unit.

While the Property Room has been able to operate effectively and reliably, and at
staffing levels comparable to other similarly sized jurisdictions, the degree to which staff
are cross-trained remains an area with high potential for improvement. Given that the
Property Room is staffed exclusively by sworn positions the potential for staff to either
be transferred or promoted into another unit necessitates that all staff assigned to the
operation must be able to perform and understand all of its services. This includes a
complete knowledge of all policies and procedures, as well as fully documented
methods for storing sorting property and evidence. It is important to ensure that all staff
are cross trained.

Staff assigned to Permits, for example, are cross-trained to perform each of the
services provided by the unit. The same individual that is assigned to work at the front
window is also trained to complete taxi and wrecker inspections. This is an effective
practice that increases the utilization of staff, as well as the flexibility of the unit in

accommodating leave and other staff absences.
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Recommendations:

Maintain existing staffing levels in Training.

Ensure that the procedures, policies, and methods for storing property and
evidence are fully documented. In addition, completely cross-train staff assigned
to the unit in all duties performed by the unit in order to ensure stability when
personnel transitions occur.

(5) DeKalb County Animal Services and Enforcement.

The DeKalb County Animal Services and Enforcement is a separate entity from
the Police Department but some staff from DKPD are assigned to Animal Services to
investigate animal cruelty cases. This unit has two Divisions — Animal Services and
Enforcement. Animal Services Division provides sheltering, pet adoption, spay/neuter
services and public education. These services are managed by DeKalb County but
provided by contract with LifeLine Animal Project, a non-profit organization.

The Enforcement Division provides field services for DeKalb County and the

cities of Brookhaven and Dunwoody. This Division is staffed with 26 civilian personnel

and two DKPD sworn personnel:

Position Funded Vacant

Director

Police Sergeant

Police Officer

Administrative Assistant
Animal Control Supervisor
Animal Control Master Officer
Animal Control Senior Officer
Animal Control Officer 11 5
Senior Office Assistant / Dispatchers 5
Total 28 6

N (W Wk [Pk |k
'—\

This Division has the following primary responsibilities:

. Respond to all animal related calls for service (e.g. including stray, injured and
vicious animals; animal bites, cruelty/neglect cases, wildlife and livestock calls).
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. Investigate complaints and reports of bites, animal cruelty, nuisance animals and

animal abandonment.

. Provide field patrol to enforce leash laws and other animal control ordinances;

issuing warnings or citations for violations.

. Assist police agencies when requested to take custody of animals related to
police criminal investigations.

. Impounding animals in violation of county ordinances

Animal Control Officers (ACOs) work two shifts — Shift 1 is from 0700-1700 and is

typically staffed with five Officers; Shift 2 is from 1200-2200 and is typically staffed with

two Officers. Between 2200 and 0700 an Officer is on call to respond to emergencies

as necessary. Animal Services provided statistical information (for the two year period

November 2012 — October 2014) and call for service (for July 2013 — June 2014) which

was used to show the annual workload in the following tables.

Tasks and Calls (Annual Average)

Task / Call Incident # % Investigation # %
Administrative 5 0.03% -
Animal Owner Call 470 3.6% -
Bite / Scratch Cases - 633 64.8%
Cruelty / Neglect Cases - 343 35.2%
Calls for Service & Enforcement 484 3.8% -
Livestock Calls 42 0.3% -
Animal Seizure Calls 34 0.3% -
Stray Animal Calls 11,036 85.7% -
Transport 406 3.1% -
Wildlife Calls 409 3.2% -
Total 12,883 100.0% 976 100.0%

The Enforcement Division field services units handled a total of 12,883 calls

during this 12 month period, an average of almost 1,100 calls per month. Over 85% of

the call for service workload was related to stray animals. The number of investigations

averaged 81 cases monthly and over 35% of the investigations were for animal cruelty

or neglect.
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The next table shows the field services calls (July 2013 — June 2014).

Field Calls for Service

Call Type Incident # %
Calls Resolved 4,372 46.4%
Self Initiated 52 0.6%
Assists 427 4.5%
Warnings 697 7.4%
Captured Animals 3,872 41.1%
Total 9,420 100.0%

The Enforcement Division field services units handled a total of 9,420 calls during
this 12 month period, an average of 785 per month. There is no specific information on
the nature of individual incidents for the “calls resolved” call type.

Staff reported the most significant issue for their work group was the long time it
takes to hire a new employee — after submitting the hiring form to the County Human
Resources Department it takes between four and nine months to fill the vacancy. To
date there has not been a resolution to this concern. This is a long hiring process and is
similar to the slow time it takes to fill vacancies in the Police Department — County
Administration, Animal Services and County Human Resources should meet to resolve
this issue.

Another area of concern is the number of vehicles assigned to the Enforcement
Division. Currently there are 11 trucks assigned that are used by field staff on their
shifts and when both shifts are on duty from 1200-1700 there is a need for at least nine
vehicles (the seven Animal Control Officers and the two Supervisors) to be in service.
This should be a sufficient number for the current staff if all of the vehicles are
operational but when the vacant positions are filled additional vehicles will be needed.

Animal Services should meet with Fleet Services to address to ensure that a sufficient
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number of vehicles are available for staff needs now and in the future when full staffing
is obtained.

Recommendations:

County Administration, Animal Services and County Human Resources should
meet and develop a plan to reduce the hiring process time for vacant
Enforcement Division positions.

Animal Services should meet with Fleet Services to address to ensure that the

sufficient number of vehicles are available for staff needs now and in the future
when full staffing is obtained.

* * *

The following table summarizes the recommended changes in staffing made in

this chapter of the report.

Unit / Function Positions Positions Position
Additions Reductions
Uniform Division / Patrol Captain 4 at $98,893 each
= $395,573
Uniform Division / Patrol Admin. Lieutenant 4 at $92,417 each
= $369,667
Uniform Division / Patrol Officer (Crime Analyst) 4 at $77,616 each
= $310,464
Uniform Division / Patrol Civilian Crime Analyst 4 at $65,159 each
= $260,635
CID Major 1 at $105,815
CID / Major Crimes Work Lieutenant 1 at $92,417
Group
CID / Special Investigations Lieutenant 1 at $92,417
Work Group
CID / Intelligence Led Policing Lieutenant 2 at $92,417 each
Work Group = $184,834
Special Operations Major 1 at $105,815
Support Services Major 1 at $105,815

2. ANALYSIS OF MANAGEMENT.
This section provides an assessment of the overall management of the DeKalb
County Police Department and will highlight several items. There are two items that are

significant issues and challenges for the Department — stability in management
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assignments in the police department and the high attrition rate. Additionally, the
Department needs to work with the Emergency 9-1-1 unit to obtain reliable Patrol
workload data from the CAD system. Several excellent management efforts include the
annual planning/goal setting process and the use of crime analysis to provide direction
for Patrol Officers proactive time.

(1) High Turnover Rates in Managers and the High Overall Attrition Rate of
Sworn Employees Significantly Impacts Department Operations.

Over approximately the last 10 years the DKPD has had 8 Police Chiefs. This is
a very high number of people leading the Department — an average tenure of just over
one year. The frequent change of top leadership results in instability in the organization
and multiple changes in priorities and direction. Each Chief comes with some desire to
put his/her “stamp” on the organization and has particular programs, ideas or direction
to take the Department. If there are too many changes in top leadership and changes in
the direction of the organization it often results in many employees “waiting it out” until
the next Chief arrives in a year or too. This can also result in some work units
intentionally or unintentionally ignoring changes in direction or waiting a longer period of
time to implement the changes, just in case priorities change again a few months later.
New Chiefs also commonly make changes in the assignments of executive staff
(Assistant Chiefs, Majors and Captains) which in many cases causes additional
instability. A normal tenure in a management assignment should be 3-4 years and
assignments lasting less than 3 years should be the exception as it does not contribute
to organizational stability.

The PD also has a significant number of executive staff that are nearing

retirement age or have already achieved it. There have been 44 sworn employees that
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have retired in the last three years which is approximately 5% of the sworn workforce.
This includes eight executive staff (of the 29 positions) and eight Lieutenants. A
succession plan should be developed to evaluate the number of executive staff retiring
in the next few years and begin to plan for their departure by having a robust and
comprehensive career development program for Captains, Lieutenants and Sergeants.
The number of retirements is related to another significant issue — the overall
high attrition rate of the Department and the number of vacant Officer level positions.
There are over 100 Officer positions (all classifications) and over 80 Emergency 911
Operator positions. The number of vacant positions as of October 2014 are listed in the

following table.

Position Title Vacant
Administrative Assistant | 1
Central Records Assistant Manager 1
Central Records Clerk, Sr. 1
Crime Scene Investigator 2
Emergency 911 Deputy Director 1
Emergency 911 Operator 83
Emergency 911 Operator Senior 6
Emergency 911 Shift Supervisor 11
Investigative Aide, Senior 1
IS Field Service Specialist 1
IS Systems Administrator 1
IS Systems Support Manager 1
Office Assistant Senior 1
Payroll Personnel Tech Sr. 2
Police Lieutenant 4
Police Major 2
Police Officer 24
Police Officer, Master 61
Police Officer, Senior 18
Police Sergeant 12
Public Education Specialist 1
Requisition Technician 1

Total 236
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One of the reasons for the high number of vacancies is the very high attrition rate
DKPD has experienced over the last several years. As discussed earlier in this report
since 2012 an average of 119 sworn employees have separated from DKPD annually
which is an annual attrition rate of 12.9% (based on 925 sworn employees). At this high
attrition rate an organization is operating in crisis mode to hire and train new employees.
It takes over a year to complete the basic training program and become a functioning
Officer that can replace a tenured employee who has separated from the Department.
The process of training a new employee takes significant organizational resources to
recruit, hire and train the new employees as well as assimilating them into the
Department operational philosophy. Once an Officer is trained they can begin to share
the daily workload in the Precincts but it normally takes several years of experience
before an Officer can begin to consistently add value to the organization in all of his/her
endeavors.

The main contributor to the high attrition rate over the last three years is the 125
Officers who have left “for another position” and 78 Officers whose reason for leaving is
only listed as “resignation”.'* This equals 203 employees of the 358 sworn employees
separating from the PD. One of the main reasons that Officers are leaving is the pay
and benefits package at DeKalb County is less than an Officer can make going to work
for another regional police department and often the workload will be less as well.
Police Department managers should work with County and the Human Resources
Department to develop a pay and benefits package that is at least the average of

regional agencies.

L All of the attrition details are shown in the Patrol section earlier in this report.
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An additional aspect of a large number of new employees is that it becomes
increasingly difficult to provide a high level of consistent quality service with large
numbers of new Officers as they are always assigned to field patrol duties. New
employees require regular supervision of the field supervisor and other veteran Officers
to develop skills and maturity. A high number of new Officers as DKPD has seen make
it difficult to successfully assimilate them into the organizational culture and still maintain
a consistent quality of service delivery to the community.

(2) DKPD Should Work with Emergency 9-1-1 to Obtain Reliable Patrol
Workload Data From the CAD System.

The CAD data used in this study was discussed earlier in this report in the
Uniform Division section (Patrol Officer call for service workload) but deserves
mentioning here to highlight the need to improve the data for review Patrol Officer
workload in the future. The data provided to the project team did not include Officer
designators (radio call signs appropriate for their work assignment) for all incidents so
the project team was not able to determine whether a Patrol, Traffic or Detective unit
was the initiator of an incident. Additionally, the call processing times and the Officer
travel times are very high and for emergency and urgent incidents and the project team
doubts their accuracy. DKPD managers should work with the Emergency 9-1-1 group
to be able to obtain call for service CAD data for the purpose of evaluating the
performance of the Department in responding to calls for service. This includes how
long it takes from the receipt of the call in the Communications Center until the Officer is
dispatched to the call and how long it takes for the Officer to arrive at the scene. These
calculations and review should be competed at least annually and reported to County

Officials and the public.
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There are many positive efforts and programs that have been undertaken by
DKPD that show the Department is a progressive law enforcement organization and are
working hard to serve the community. The next sections will highlight several of these
efforts.

(3) DKPD Has an Organizational Goal Setting Process Tied to Executive
Managers Performance Plan.

Each year the Chief of the Department establishes goals and objectives for the
year. This plan is provided to the Assistant Chiefs and Majors for them to review and
create their own performance plans for the year. The focus for the year is developed
from these plans and results in specific tasks to be accomplished. Examples of tasks
include annual or semi-annual Operation Plans (coordinated efforts in a Precinct to
serve outstanding arrest warrants, conduct traffic enforcement campaigns and targeted
enforcement in high crime areas), community festivals (e.g. Heart of South DeKalb and
a Halloween alternative event), Coffee with a Cop events and crime reduction efforts in
the Precinct such as hot spot policing and impact team policing. It has also led to
managers spending regular time out in the field on patrol to meet residents, hearing
their concerns as a way to stay connected with the community and providing services
they need.

These plans are formal written plans and they are evaluated on their
performance at the end of the year. Development of formal plans and specific tasks are

effective measures to accomplish organizational objectives.
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4) Managers have Developed an Effective Crime Analysis and Intelligence
Gathering Process that is useful to Officers in the Field.

The effort to provide crime analysis and intelligence information useful to Officers
in the field is a goal of many police departments but one that is not often accomplished
or is only partially accomplished. The DeKalb County Police Department has made
significant efforts in this area over the last several years in the successful development
and implementation of their program — it is the best example of an effective crime
analysis and intelligence led policing process seen by the project team in law
enforcement studies throughout the United States. DKPD conducts analysis of crime
incidents, gathers criminal suspect information, uses the knowledge of investigators and
provides comprehensive information to Detectives and Patrol units to use in solving
crimes and preventing crimes from occurring.

The DKPD program has many components and many people involved in its
successful implementation. This effort recently has been led by a relatively new unit in
CID - the Intelligence Led Policing (ILP) Unit which is coordinating the crime analysis,
intelligence efforts and “fusion” of information that is disseminated throughout the PD
(see the ILP Unit analysis discussed previously). There are many others involved in this
successful effort, including those involved in developing and implementing the
technology (hardware and software) that is used to transmit the information to
employees, Support Services and CID staff, the crime analysts in CID and the Precincts
and also many individual efforts in various work units and Precincts. Some of these
efforts exist in many police organizations but a successful program is only partially

accomplished.
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In an agency as large as DKPD a comprehensive, coordinated and sustained
crime analysis/intelligence led policing effort can only be accomplished through a
sustained effort by top management. This is a significant and noteworthy
accomplishment for an organization as it is very difficult to achieve. The challenge for
DKPD to maintain the infrastructure and continue to improve the process as crime
analysis is not a static but dynamic and changing as the community changes.

3. ANALYSIS OF THE ORGANIZATIONAL STRUCTURE.

This section provides revised organizational charts for each of the four Divisions
based on the staffing recommendations made earlier in this report. There are always
several staffing and reporting options that are viable and these charts provide the
project teams suggestions.

(2) Uniform Division.

The revised organization chart reflect the reduction of 4 Captain positions (one in

each Precinct) and the elimination of 4 Administrative (or Duty) Lieutenant positions.

The following chart shows the re-organization of the Precincts.
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Major
Administrative : .
Assistant — Public Education
Crime Analyst
] | 1
Captain NE'II;(;)rrC'(Ia'ask CID
|
] | | I I
Day Watch Evening Watch Morning Watch Lieutenant Lieutenant
Lieutenants Lieutenants Lieutenants Sergeant Sergeant(s)
Sergeants Sergeants Sergeants Officers Detectives
l— Officers l— Officers l— Officers
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(2)

Criminal Investigation Division.

The revised organization chart reflects the reduction of the 2 Major positions in

CID and the elimination of 4 Lieutenant positions (Homicide/Assault, Internet Crimes

Against Children, Auto Theft and HIDTA / K9 units), as shown below:

(3)

Assistant
Chief
Adminstrative Admin.
Assistant Sergeant
CID Analyst J— 900 Desk
Admin.
Assistant [
I I AU0 ITnert I
Special - e
o Homicide/ Special Victims Comm. :
IanSt'?m'on Assault Captain Captain Robbery ILP Captain
Gl Captain |
. Homicide Youth and Sex Commercial .
— Narcotics — Assault Crimes — Robbery Intelligence
— Vice — Cold Case | ?/(i)orPeenség — Auto Theft Fusion
— HIDTA/K-9 | Crime Scene | I.C.A.C. Gangs
Federal Task ||_| ATF Vio. Crime||_| Missing
Force Task Force Persons

Special Operations Division.

The next revised organization chart reflects the elimination of the Major position.
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Administrative | |

Administrative

Aide Assistant
Captain
1
1 1
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Section Section
1 I 1 1 : 1
Lieutenant Lieutenant Lieutenant Lieutenant
I 1 1 I ' 1 I i 1 |
STAR STEP Toourty & Motors TSU ASU Bomb Unit K9 Unit SWAT
| | I_ | | | | | |
Sergeant Sergeant (2) Officer (6) Sergeant (2) Sergeant Sergeant Sergeant Sergeant (2)] [Sergeant (4)
v | ' o aoL
Officer (4) Officer (13) Officer (10) Officer (7) — Officer (4) Officer Officer (10) Officer (15)
—Admin. Asst.| Pilot
— TFO (4)
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(4)  Support Services Division.
The revised organization chart reflect the elimination of the Major position and

the addition of a new civilian Records Manage position.

Assistant Chief

Administrative .
Assistant |1 H Admin. Sergeant
Advanced
Tech. Unit
Supply Unit &
Facilities
[ 1 1 | ] ]
Lieutenant Central Auxiliary Operational Out Reach Training
Records Services Services Services Services
]
|_Backgro_u_nd& L ' ' ! .
Recruiting Personnel| | Lieutenant Lieutenant Lieutenant Captain
. Lt. H Lt
| | Reserve | | | Special | [ | PALS
Officers Projects
Training
Permits: Academy
Volunteers| | | _?_;r;l/s. | | Open I
(VIPS) Wrecker Records Firing
Range
]
| | Property | [ | ; Citizens
Explorers Room Chaplain Acadenmy
I_ Honor
Guard
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1-2 ANALYSIS OF THE FIRE RESCUE DEPARTMENT

This chapter of the report provides the project team’s evaluation of the overall
staffing, management and organization of the Fire Rescue Department. The Fire
Rescue Department provides fire suppression, emergency medical first response, fire
prevention, public education and specialty response services to all of DeKalb County,
with the exception of the City of Decatur.

1. ANALYSIS OF STAFFING LEVELS.

The DeKalb County Fire Rescue Department employs approximately 605 sworn
and 25 civilian personnel. There are three major Divisions within the Fire Rescue
Department — Administration, Operations Division, Support Services Division and
Support Services Division. Each Division will be evaluated separately in the sections
below.

(1) Operations Division.

This section provides information about the Operations Division which includes
the personnel assigned to the 26 fire stations operated by DeKalb County Fire Rescue
(DCFR). This Divison represents the area with the largest staffing in the Department.

The first sections in this chapter review the staffing and deployment of personnel
in the fire stations and response apparatus. An analysis of the budgeted/authorized
staffing level is compared with the “actual”’ staffing level. Subsequent sections provide a
detailed analysis of the workload and the staffing that is needed to respond to
emergency calls for service to ensure an “effective response force” can be deployed to

mitigate emergency scenes.
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(1.1) Station and Apparatus Deployment.
Shift Operations for DCFR is divided among the 26 fire stations. When fully
staffed, there are a total of 212 staff assigned to each of the three (3) 24 hour fire shifts

for, a total of 636 shift personnel, with the following breakdown:

. Assistant Chief: 1
. Battalion Chief: 5
. Captain: 36
. Firefighter: 170

These personnel staff the following apparatus and vehicles on a daily basis:

. Command Vehicle 6
. Engines 15
. Quints 8
. Tillers 3
. Crash Truck 1
. Hazardous Materials 1
. Medical Officer 1
. Ambulance 1
. Air Unit 2

There were approximately 94 vacant positions as of November 2014. The
number of funded and the number of vacant positions varies from year to year.
The map on the following page illustrates the current station locations of the

DeKalb Fire Rescue Department.
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The Assistant Chief of Operations is responsible to ensure daily minimum staffing
levels are achieved. Each Battalion Chief first utilizes personnel in their assigned
Battalion to staff apparatus by allocating personnel to apparatus and specialty
equipment and moving personnel to other stations if needed. From there any over
staffing is used to ensure minimum staffing in each of the other Battalions prior to
overtime be called in to staff apparatus.

The following tables show the number of budgeted positions assigned to each

station and apparatus in DeKalb Fire Rescue. The personnel numbers in the tables
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below include personnel off on various types of long-term leave and those currently

assigned to light duty.

Station and Apparatus Budgeted Staffing

Assistant | Battalion

Station/Apparatus Chief Chief Captain | Firefighter Total
Station 1
Engine 1 1 3 4
Truck 1 1 3 4
Station 2
Engine 2 1 3 4
Tiller 2 1 3 4
Station 3 (Under Construction)
Station 4
Engine 4 | | | 1] 4 | 5
Station 5
Engine 5 | | | 1 | 3 | 4
Station 6
Engine 6 1 3 4
Air 6 2 2
Station 7
Engine 7 1 3 4
Station 8
Engine 8 1 3 4
Squad 8 1 1
Foam 8 0
Station 9
Engine 9 | | | 1 | 3 | 4
Station 10
Engine 10 | | | 1 | 3 | 4
Station 11
Engine 11 1 3 4
Reserve Engine 0
Station 12
Engine 12 | | | 1 | 3 | 4
Station 13
Engine 13 | | | 1 | 3 | 4
Station 14
Engine 14 | | | 1] 3| 4
Station 15
Engine 15 1 3 4
Crash 15 2 2
Battalion 1 1 1
Reserve Crash 0
Station 16
Engine 16 1 3 4
Truck 16 1 3 4
Station 17
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Quint 17 1 3 4
Battalion 4 1 1
Forestry 17 0
Manpower 17 0
Mountain 17 0
Station 18

Engine 18 1 3 4
Truck 18 1 3 4
Hazmat 18 1 4 5
Station 19

Quint 19 1 3 4
Hazmat 19 1 4 5
Station 20

Engine 20 1 3 4
Truck 20 1 3 4
Battalion 3 1 1
Station 21

Quint 21 1 3 4
Reserve Engine 0
K9 Van 0
SWAT Truck 0
Station 22

Engine 22 1 3 4
Air 22 2 2
Rescue 22 2 2
Battalion 2 1 1
Station 23

Engine 23 1 3 4
Truck 23 1 3 4
Assistant Chief 1 1
Battalion 5 1 1
Car7 0
Station 24

Quint 24 1 3 4
Heavy Rescue 24 1 4 5
Engine 3 1 4 5
Station 25

Engine 25 1 3 4
Truck 25 1 3 4
Station 26

Engine 26 1 4 5
Squad 26 1 1
TOTAL 1 5 36 124 166

As shown above, current staffing allocates 166 personnel daily to staff

emergency response apparatus.
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The next section provides information related to leave hours for personnel
assigned to staff the emergency apparatus.

(1.2) Leave and Training Hours for Operations Staff.

Personnel assigened to the 24-hour shift schedule are scheduled to work 2,912
hours in a year. The total number of hours actually worked during the year is reduced
by the amount of leave hours used by employees, in-service training and other assigned
tasks. The project team was provided annual personnel leave data for employees to
calculate the average number of leave hours.

The table below shows the estimated availability of shift personnel after

deducting these hours.

Leaves, Training and Staff Availability Work Hours Percent
Total Annual Work Hours 2,912
Average Annual Leave Usage 362
Average Annual Sick Leave 79
Estimated Training Hours (on duty) 40
Total Unavailable Hours 481
Net Work Hours (Present on Apparatus) 2,431 83.5%

The following points summarize the data above:

. Shift personnel averaged 401 hours annually of leave usage (November 2013 —
October 2014). This includes time off for vacation, sick, holiday, comp time,
training, military leave, bereavement and other leave.

The leave usage is slightly lower than the approximately 450 hour average
typically seen in other fire agency studies conducted by the project team, which
is a positive factor for the Department.

. An estimated average of 40 training hours “on duty” as part of their regular paid
work hours where personnel are removed from staffing apparatus for mandatory
training such as EMS. The exact number of on duty training hours is not
specifically tracked but the hours were estimated based on information provided
by Training personnel.
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In 2014 a DeKalb shift personnel were on duty and available for emergency
response approximatley 2,431 hours per year or 83.5% of their annual paid hours.
(1.3) Actual Staffing Level in Operations.

The average leave hours and training hours shown above were used to calculate
the “actual” available staffing level for the Operations Divison. The actual staffing level
is always lower than the authorized/funded level due to the use of leaves and personnel
being sent to training as part of their regular duty schedule.

Based on the availabilty rate of 83.5% they typical actual daily staffing for the
DeKalb Fire Rescue Department will be approximately 139 personnel. It is important to
note that when poitions such as the Assistant Chief, Battalion Chief and Captain are off
duty, personnel qualified to serve in those postions step up to fill the vacancies. The use
of step-up staffing is a positive approach for staffing used by DCFR as it ensures
overtime staffing is typically limited to firefighter personnel, which have a lower overall
cost that supervisory and command staff.

(1.4) Employee Attrition Rate.

An organization’s attrition rate is the result of many factors, including the average
age of the workforce, availability of other jobs in the region to which an employee may
transfer laterally, pay and benefits of the DCFR and other agencies in the region,
satisfaction with organization management and peers, and general employee
satisfaction with their job. The number of employees who separate from the
organization are one of the metrics used to that reflects the health of an organization —
high separation rates (8% or above) as DeKalb County is experiencing could indicate

that a group of employees have attained retirement age, are dissatisfied with the pay
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and benefits or management of the Department organization. DCFR’s attrition rate over
the last three years has averaged 47 separations of sworn personnel annually,
approximately 9.3% (based on 510 sworn employees). Attrition rates above 8%
annually represent a challenge for organizations to replace employees. At this rate it is
often difficult to maintain “minimum” staffing levels in the Department. It also requires a
higher training budget and puts a strain on existing training resources such as Field
Training Officers.

Correspondingly, a low attrition rate (under 6%) is a positive indicator of the
health of an organization and results in fewer organizational resources that must be
spent or dedicated to recruiting, hiring, training, and assimilating new personnel.

The table below shows the number of sworn employees who have separated

from the DCFR for any reason over the last 3 years (November 2011 — October 2014).
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Fire Department Attrition Rate

Reason for Separation 2012 2013 2014 Total Ae\’/;(reazre
Resignation 19 18 45 15.0
Resigned for Other Position 14 9 4 27 9.0
Retirement 2 7 14 23 7.7
Violation of Rules 0 1 6 7 2.3
Personal/Family Reasons 6 3 2 11 3.7
Relocation 0 1 2 3 1.0
Health Reasons 0 1 2 1.0
Dissatisfied with Pay 0 0 0 0.0
Death 1 0 2 3 1.0
Other 2 9 9 20 6.7

Total 44 49 49 142 47.3
Annual Average 8.63% 9.61% 9.61% --- 9.3%

A total of 142 sworn employees separated from the department over the last
three years, equating to an average of 9.3% annual attrition rate. The reasons for
separations are listed but the reason listed as “resignation” does not provide an actual
reason for the person leaving the County and could be any of the other reasons listed.

The next sections evaluate the CAD system calls for service data and fire
operations workload
(2.5) Community Generated Call for Service Data.

The project team collected information regarding the DCFR workload activities
for operations personnel. The project team obtained the raw data from the
Department’'s Computer Aided Dispatching (CAD) system that captures all community
calls for service the agency responded to as well as DCFR annual reports. The
following table illustrates the call volume for the DeKalb County Fire Rescue

Department over the past three (3) years.
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DeKalb County Fire Rescue Calls for Service

Year/Call Type | 2011 2012 2013 | Change | Average
Fire 4,495 4,730 | 4,083 -8.2% 4,436
Medical 66,813 | 78,759 | 72,864 9.1% 72,812
Other 13,830 | 72,864 | 15,589 12.7% 34,094
Total 85,138 | 249,341 | 49,427 8.7% 92,016

The following highlights the information presented above:

. Overall calls for service for the Fire Rescue Department have increased 8.7%
since 2011.
. Fire Calls have decreased 8.2% over the three-year period, while EMS calls have

increased 9.1% and Other call types have increased 12.7%.

. EMS calls represent approximately 78.7% of the call volume, while Fire calls
represent 4.4%.

The following graphs illustrate the call demand by hour and day and day of week for the

12-month period from October 2013 — September 2014.

Fire Calls by Hour of Day FY 2013
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Fire Service Calls by Day FY 2013
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As shown above, the call volume for DeKalb County Fire Rescue is lowest in the
overnight hours and begins to increase around 8:00 a.m. before peaking in the late
afternoon and remaining busy through the evening hours. The days of the week have
fairly steady call volume with Sunday being the slowest day for emergency calls and
Wednesday being the busiest.

(1.6) Workload Levels by Station and Apparatus

Response capabilities for fire and rescue apparatus are different from actual
response times. When stations reach capacity in terms of emergency calls for service, it
becomes common for apparatus from adjoining stations to cover a high percentage of
emergency calls for the busy apparatus.

The following table illustrates the call load by unit for the DeKalb County Fire

Rescue in 2014:
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Station Apparatus Responses Station Total

Station 1 Engine 1 2,471

Truck 1 1,341 3,812
Station 2 Engine 2 2,793

Truck 2 1,085 3,878
Station 3 Engine 3 3,682 3,682
Station 4 Engine 4 1,775 1,775
Station 5 Engine 5 2,665 2,665
Station 6 Engine 6 2,843

Air 6 274 3,117
Station 7 Engine 7 5,417 5,417
Station 8 Engine 8 2,408 2,408
Station 9 Engine 9 2,786 2,786
Station 10 Engine 10 2,677 2,677
Station 11 Engine 11 4,028 4,028
Station 12 Engine 12 809 809
Station 13 Engine 13 4,376 4,376
Station 14 Engine 14 4,670 4,670
Station 15 Engine 15 2,666

C15 54 2,720
Station 16 Engine 16 4,242

Truck 16 2,092 6,334
Station 17 Quint 17 1,819 1,819
Station 18 Engine 18 2,126

Truck 18 854 2,980
Station 19 Quint 19 3,235

HM 19 1,533 4,768
Station 20 Engine 20/20A 4,652

Truck 20 1,955 6,607
Station 21 Quint 21 1,562

Air 22 170

Rescue 22 1,102 2,834
Station 23 Engine 23 4,409

Truck 23 1,685 6,094
Station 24 Quint 24 4,812 4,812
Station 25 Engine 25 2,119

Truck 25 920 3,039
Station 26 Engine 26 3,910 3,910

DeKalb Fire Rescue should continue monitoring the number of responses by
agency apparatus each year to determine if additional apparatus are required to handle
the emergency call workload.

According to industry best practices, the following unit/station call loading can
determine if increased capacity is needed in the system.

. Single-Unit Station: 3,500 calls per year
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. Two-Unit Station: 8,760 calls per year
. Three-Unit Station: 14,000 calls per year

According to the response table shown above, the following apparatus and/or
stations are above best practices in terms of the number of responses they are
conducting. The table, below illustrates the apparatus/stations outside of best practices

based on the above information and the number of apparatus assigned to the station:

Station / Apparatus Number of Responses % Over Best Practice
Station 3 / Engine 3 3,682 5.2%
Station 7 / Engine 7 5,417 54.8%
Station 11 / Engine 11 4,028 15.1%
Station 13 / Engine 13 4,376 25.0%
Station 14 / Engine 14 4,670 33.4%
Station 24 / Quint 24 4,812 37.5%
Station 26 / Engine 26 3,910 11.7%

As shown above, there were no stations staffed with two units that exceeded the
best practice of 8,760 calls per year for the station, but several single unit stations
exceeded the recommended call volume of 3,500 calls for a station staffed with a single
unit by a considerable margin.

As a majority of the calls for service responded to by these units are EMS calls,
the County should staff EMS quick response vehicles to reduce the number of calls
responded to by the units listed above. These units are more practical that purchasing
and staffing additional engines as they only require 2 staff and cost less than half of an
engine. These two units would be expected to handle approximately 7,000 calls per
year, which will bring each of the above units in line with the best practices of 3,500

responses per year.
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Recommendations:

Annually review the number of responses by emergency apparatus to determine
the trend in emergency response workload and when additional response units
are required.

Examine station response areas to determine if boundaries can be adjusted to
equalize responses and lower the number of responses from high call apparatus.

Purchase and staff two (2) EMS quick response units, one at station 13 and one at
station 7 to reduce the workload on engines 3, 7, 11, 13, 14, and 26 and quint 24
related to EMS calls for service.

(1.7) The DCFR Should Develop Service Level Performance Standards.

The adoption of performance standards for fire and EMS response is a critical
first step in the evaluation of service levels and staffing alternatives. While there are
national standards that can be employed to evaluate fire and EMS service delivery,
each community must identify the key risks and necessary level of protection it needs
based on its own unique circumstances. Once these performance standards are
established, a community can assess its performance and determine if current

resources support the desired level of service.

(1.8) Efforts to “Standardize” Service Level Objectives Are Based on Fire
Growth Behavior and Research on Cardiac Arrest.

Nationwide, a great deal of effort and research have been put into developing
performance objectives for the delivery of fire and EMS services. This effort is critical for
agencies making decisions about deployment and location of emergency resources.
The objectives promoted for fire/rescue and EMS have their basis in research

conducted on two critical issues:

. What is the critical point in a fire’s “life” for gaining control of the blaze while
minimizing the impact on the structure of origin and on those structures around
it?
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. What is the impact of the passage of time on survivability for victims of cardiac
arrest?

The following chart shows a typical “flashover” curve for interior structure fires.
The point in time represented by the occurrence of “flashover” is critical because it
defines when all of the contents of a room become involved in the fire. This is also the
point at which a fire typically shifts from a “room and contents” fire to a “structure” fire —
involving a wider area of the building and posing a potential risk to the structures

surrounding the original location of the fire.

Generalized Flashover Curve
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Note that this graphic depicts a fire from the moment of inception — not from the
moment that a fire is detected or reported. This demonstrates the critical importance of
early detection and fast reporting, as well as the significance of rapid dispatch of
responding units. This also shows the critical need for a rapid (and sufficiently staffed)

initial response — by quickly initiating the attack on a fire, “flashover” can be averted.
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The points below describe the major changes that occur at a fire when “flashover”

occurs:

. It is the end of time for effective search and rescue in a room involved in the fire.
It means likely death of any person trapped in the room — either civilian or
firefighter.

. After this point in a fire is reached, portable extinguishers can no longer have a

successful impact on controlling the blaze. Only larger hand-lines will have
enough water supply to affect a fire after this point.

. The fire has reached the end of the “growth” phase and has entered the fully
developed phase. During this phase, every combustible object is subject to the
full impact of the fire.

. This also signals the changeover from “contents” to “structure” fire. This is also
the beginning of collapse danger for the structure. Structural collapse begins to
become a major risk at this point, mounting to highest risk during the decay stage
of the fire (after the fire has been extinguished).

It should be noted that not every fire will reach flashover — and that not every fire
will “wait” for the eight-minute mark to reach flashover. A quickly responding fire crew
can do things to prevent or delay the occurrence of flashover. These options include:

. Applying a portable extinguisher or other “fast attack” methodology.

. Venting the room to allow hot gases to escape before they can cause the ignition
of other materials in the room.

. Not venting a room — under some circumstances this will actually stifle a fire and
prevent flashover from occurring.

Each of these techniques requires the rapid response of appropriately trained fire
suppression individuals that can safely initiate these actions. In the absence of
automatic fire suppression systems, access to interior fires can again be limited by a
safety requirement related to staffing levels. Industry standards and OSHA regulations
require the presence of at least two (2) firefighters on the exterior of a building before

entry can be made to a structure in which the environment has been contaminated by a
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fire. In the absence of a threat to life demanding immediate rescue, interior fire
suppression operations are limited to the extent a fire service delivery system can staff
to assure a minimum of four people actively involved in firefighting operations.

The second issue to consider is the delivery of emergency medical services. One
of the primary factors in the design of emergency medical systems is the ability to
deliver basic CPR and defibrillation to the victims of cardiac arrest. The graphic on the
following page demonstrates the survivability of cardiac patients as related to time from

onset:
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This graph illustrates that the chances of survival of cardiac arrest diminish
approximately 10% for each minute that passes before the initiation of CPR and/or
defibrillation. These dynamics are the result of extensive studies of the survivability of
patients suffering from cardiac arrest. While the demand for services in EMS is wide
ranging, the survival rates for full arrests are often used as benchmarks for response
time standards, as they are more readily evaluated because of the ease in defining

patient outcomes (a patient either survives or does not).
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This research results in the recommended objective of provision of basic life
support (BLS) within four minutes of notification, and the provision of advanced life
support (ALS) within eight minutes of notification. The goal is to provide BLS within six
minutes of the onset of the incident (including detection, dispatch and travel time) and
ALS within ten minutes. This is often used as the foundation for a two-tier system where
fire resources function as first responders with additional (ALS) assistance provided by
responding ambulance units and personnel, as is the system utilized in DeKalb County.

Additional recent research is beginning to demonstrate the impact and efficacy of
rapid deployment of automated external defibrillators (AED) to cardiac arrests. This
research — conducted in King County (WA), Houston (TX), and as part of the OPALS
(Ontario Pre-Hospital ALS) study in Ontario, Canada — shows that the AED can be the
largest single contributor to the successful outcome of a cardiac arrest — particularly
when accompanied by early delivery of CPR. It is also important to note that these
medical research efforts have been focused on a small fraction of the emergency
responses handled by typical EMS systems — non-cardiac events make up the large
majority of EMS and total system responses, and this research does not attempt to
address the need for such rapid (and expensive) intervention on these events.

Communities and first responders have used the results of these research
efforts, often on their own to develop local response time and other performance
objectives. However, there are now three major sources of information to which
responders and local policy makers can refer when determining the most appropriate
response objectives for their community:

. The Insurance Services Office (ISO) provides basic information regarding
distances between fire stations. However, this “objective” does little to recognize
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the unique nature of every community’s road network, population, calls for
service, call density, etc.

. The National Fire Protection Association (NFPA) promulgated a documented
entitled: “NFPA 1710: Objective for the Organization and Deployment of Fire
Suppression Operations, Emergency Medical Operations, and Special
Operations to the Public by Career Fire Departments.” This document (NFPA
1710) was published in 2001 and generated a great deal of dialogue and debate
— which is still on-going.

. The Commission on Fire Accreditation International (CFAI), in its “Standards of
Cover” manual, places the responsibility for identifying “appropriate” response
objectives on the locality. These objectives should be developed following a
comprehensive exercise in which the risks and hazards in the community are
compared to the likelihood of their occurrence.

While each of these efforts provides a reference point for communities to follow,
only NFPA 1710 and CFAIl offers any specificity. It is important to note that the
performance objectives (in terms of response times) provided in the NFPA 1710
document are derived from the basic research previously described above, while the
CFAI standards allow the agency to establish performance objectives based on local
population and risk factors. CFAI also allows for a range from baseline (acceptable) to
benchmark (best practice) in their performance objectives, which provides flexibility to

communities as they strive to achieve performance objectives. A comparison of these

performance objectives is described in the following table:

Comparison of Performance Objectives

Performance Objective NFPA 1710 (90%) CFAI (90%)
Call processing (dispatch) time/ |+ 60 seconds * 60 seconds (Benchmark)
call answered to units *» 90 seconds (Baseline)
dispatched
Turnout Time (units en-route)/ e 60 seconds * 80 seconds (Benchmark) Fire
unit dispatched to time en-route * 60 seconds (Benchmark) EMS
to the emergency. * 90 seconds (Baseline) Fire &

EMS
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Performance Objective

NFPA 1710 (90%)

CFAI (90%)

Travel time/time en-route until
arrival at emergency scene.

» Four (4) minutes for first unit/
Fire

* Eight (8) minutes for first
alarm/fire assignment.

* Four (4) minutes first
responder/EMS

* Eight (8) minutes ALS
UnittEMS

Urban (2,000+ per square
mile)

* Four (4) minutes for first unit
(Benchmark)

* Eight (8) minutes for second
unit/first alarm assignment

 5:12 for first unit (Baseline)

* 10:24 for second unit/first
alarm assignment (Baseline)

Suburban (1,000 — 2,000 per
square mile)

* Five (5) minutes for first unit
(Benchmark)

* Eight (8) minutes second unit
(Benchmark)

 Ten (10) minutes first alarm
assignment (Benchmark)

* 6:30 first unit (Baseline)

* 10:24 second unit (Baseline)

* 13 minutes first alarm
assignment (Baseline)

Rural (Less than 1,000 per
square mile)

* Ten (10) minutes for first unit
(Benchmark)

* 14 minutes for second unit/first
alarm assignment
(Benchmark)

* 13 minutes for first unit
(Baseline

« 18:12 for second unit/first
alarm assignment (Baseline)

Wilderness (no public/private
road access

No performance standards
established
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It is important to note the “and/or” found in the initial response objective
statement for NFPA 1710. This indicates that a system would meet the intent of the
standard if it can reasonably plan to deliver either the single unit, four minute travel time
standard, the first alarm, eight minute travel time standard, or both. It should also be
noted that it is implied that the total time allotted is additive with each successive event
in NFPA 1710, but each event is evaluated individually in the CFAI model. For example,
in NFPA 1710 a system that arrived on-scene in six minutes or less, 90% of the time
(from time of call) would be in compliance — even if the dispatch or turnout time was
longer than a minute (though that should clearly be improved).

It is also critical to note that these time objectives apply to emergency calls for
service — there is nothing in NFPA 1710 or CFAI that suggests that communities cannot
establish a differential response to calls for service determined to be non-emergency in
nature. A second element of the NFPA 1710 performance objectives addresses unit and
total response staffing. These objectives are described in NFPA 1710 as follows:

* Engine and truck companies should be staffed with a minimum of four personnel
(sections 5.2.2.1.1 and 5.2.2.2).

* Section A.3.3.8 defines a company as either a single unit or multiple units, which
operate together once they arrive on the fire ground.

* A total initial response is defined (in section 5.2.3.2.2) as having a total of 15
people (if an aerial is utilized) for 90% of calls. This is broken down as follows:

- One (1) incident commander.

- One (1) on the primary supply line and hydrant.

- Four (4) to handle the primary and backup attack lines.

- Two (2) operating in support of the attack lines, performing forcible entry.

- Two (2) assigned to victim search and rescue.
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- Two (2) assigned to ventilation.
- One (1) assigned to operate the aerial device.
- Two (2) to establish an initial rapid intervention team.

* If an incident is determined to require additional resources, the fire department
should have as an objective the ability to respond with:

- Additional units as needed (through its own resources or via automatic
and mutual aid).

- Assignment of two (2) additional personnel to the rapid intervention team.

- Assignment of one (1) as an incident safety officer.

It is interesting to note that the four person companies discussed in some areas
of NFPA 1710 are not maintained in the description of primary tasks to be accomplished
on the fire ground — recognition that the requirements of the response in the field are
dynamic and do not fit neatly into size and shape of any particular response
configuration. These objectives apply to the initial and follow-up response for reported
structure fires. The document does not suggest that this response be mounted for all
incidents.

CFAI also recognizes the importance of deploying an effective response force,
but does not require the four-person staffing of engine and truck companies; rather they
base staffing on the number of personnel needed to be effective on the fire ground.
They base this on the types of risk to which the agency is responding and the number of
personnel required to perform the critical fire ground tasks. The following table shows

the effective response force by risk type.
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Effective Response Force by Risk Category

Maximum Moderate
Critical Task Risk High Risk Risk Low Risk
Attack Line 4 4 4 2
Search and Rescue 4 2 2 0
Ventilation 4 2 2 0
Backup Line 2 2 2 2
Rapid Intervention 2 2 0 0
Pump Operator 1 1 1 1
Water Supply 1* 1* 1* 1*
Support (Utilities) 1* 1* 1* 1*
Command 1 1 1 1
Safety Officer 1 1 1 1
Salvage/Overhaul 2 0 0** 0
Command Aid 1 1 0 0
Operations Chief 1 1 0 0
Logistics 1 0 0 0
Planning 1 0 0 0
Staging Officer 1 1 0 0
Rehabilitation 1 1 0 0
Division Supervisors 2 1 0 0
High-rise Evacuation 10 0 0 0
Stairwell Support 10 0 0 0
Total Personnel 50-51 21-22 14-15 8-9

It is essential for a response plan to be in place in order to be able to deliver a
sufficient number of personnel to the scene to accomplish the critical tasks. Structure
fires are the most labor-intensive incidents and, depending on weather conditions, can
require additional personnel to maintain an effective operation. The majority of risks for
the City will fall into the high and moderate categories, as these risk categories describe
risks from a typical single family home to unprotected multi-family housing and high
concentration areas as in the downtown and developing midtown areas. It is important
to note that DeKalb County also has a considerable number of occupancies that fall into
the special risk category, such as those storing large quantities of hazardous materials,
hospitals, and government buildings. The following table provides a brief description of

risk categories by occupancy type:
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Risk Categories by Occupancy Type

Moderate High

» Detached single family dwellings » Concentrations of older multi-family

»  Older multi-family dwellings easily reached dwellings
with pre-connected attack lines »  Multi-family dwellings that are more than

* Railroad facilities two stories tall and require major hose

* Mobile homes deployment

* Industrial or commercial occupancies * Buildings with low occupant load, but with
under 10,000 sg. ft. without high fire load high concentrations of fuel load or

+  Aircraft on airport property hazardous materials

«  Loss of life or property limited to occupancy *  Aircraft off airport property

*  Mercantile facilities

*  Built-up areas with high concentrations of
property with substantial risk of life loss,
severe financial impact upon the
community or the potential for unusual
damage to the property or the environment

Low Special Risk

» Automobile fires » Apartment complexes over 25,000 sq. ft.

e Carbon monoxide calls » Government or infrastructure risks

» Grass and low fuel type fires * Hospitals

» Single patient EMS calls *  Nursing Homes

» Automobile accidents or industrial » Industrial complexes with fire flows of more
accidents than 3,500 GPM

e Tractor trailer fires * Refineries and warehouses

» Storage sheds * Vacant/abandoned structures

e Out buildings » All building where available water supply is

» Detached garages less than projected fire flow

As the size of structure, complexity of the incident, or life safety risks increases,
so does the risk category. For this reason, high occupancy and unprotected structures
fall into the high-risk category. This will include assemblies, schools, and high-rise and
mid-rise occupancies.

As shown earlier, DCFR has a total authorized strength of 177 emergency
response personnel assigned each day to handle emergency responses, with current
staffing being 166 personnel. This number is effective to handle a large number of
incidents occurring in the County simultaneously. The depth of resources and

capabilities of the organization to handle emergency incidents is excellent. With an

Matrix Consulting Group Page 175




DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

availability of 83.5% and annually turnover of 9% as shown eatrlier, typical daily staffing
for DCFR should be approximately 126 - 134 personnel.
(1.9) Response Time and Handling Time of Calls for Service.

The response to and handling of emergency calls for service is one of the
primary tasks of any fire rescue agency and one that frequently is the subject of inquiry
from County leaders and members of the community. The project team calculated the
performance of the DCFR from the CAD data provided from all of the calls for service in
2014.

The following definitions explain the individual time components that comprise
the overall response time to a community generated call for service:

. Call processing time — from the time the call was received in the Communications

Center until a DCFR unit is dispatched. This includes the “call taker” time and

the “dispatcher” time; it also includes time when a call may be ready for
dispatching but remains in the “queue” until a police unit is available.

. Turnout time — from the time the call is dispatched until the first unit goes enroute
to the call.
. Travel time — from the time the call was dispatched to an officer until the arrival of

the first police unit (the difference between the “dispatch time” and the “on scene
time” for the first arriving unit).

The following table shows the call processing time, turnout time and travel time
for the primary fire rescue unit response to emergency calls for service. The 12 months

of CAD data provided to the project was used to calculate the times shown below.

Response Time Performance at 90th%

Call Turnout [Travel Time
Process Time
2:24 1:37 4:57

As shown in the table above, the DCFR is currently not meeting industry best

practice performance standards at 90% when overall emergency call response is
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evaluated. The DCFR should develop standards for types of emergency calls they
consider high priority and begin measuring system performance against those
standards as many calls received by the DCFR do not pose an immediate threat to life
or property and should not be factored into overall system performance.

Call processing times exceed the goal of processing emergency calls in 60 — 90
seconds 90% of the time by approximately one minute. Turnout times exceed the 90™
percentile goal of 1 minute 30 seconds by seven (7) seconds.

Travel times are excellent and meet baseline performance objectives for urban
fire rescue agencies. This is a clear indication that the overall current response network
is well designed to provide consistent response coverage to the County and ensure a
timely response of emergency apparatus.

The maps on the following pages project the predicted response times for engine
and truck companies in DeKalb County based on the current station locations and road
network. The first map illustrates predicted engine travel times, showing areas that can
be reached in 4 minutes or less and 5 minutes 30 seconds or less. The second map
illustrates predicted truck company response times, showing areas that can be reached

in 8 minutes or less and 10 minutes 30 seconds or less.
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As shown in the maps above, the current station network provides acceptable

travel times for DeKalb County Fire Rescue throughout the majority of the areas they
are expected to provide fire protection for. This was confirmed through the CAD
analysis that showed overall response times in line with best practice recommendations.
Recommendations:

The Department should work with the Emergency 911 Center to improve call
processing times.

The Department should determine the call types, which pose an immediate threat
to life or property and measure performance at the 90"% for those emergency
calls for service and report their performance quarterly.
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The Department should continue to regularly audit response time data captured
by the CAD and RMS system to ensure that critical response time data — dispatch
processing times, turnout times, travel times, and clear times are being
accurately captured and personnel are aware of their performance compared to
established standards.

(1.10) Factors That Should Be Considered When Determining an Appropriate Fire
Rescue Operations Staffing Level.

As discussed throughout this report, there are varying thoughts and best
practices regarding the appropriate staffing of emergency apparatus for a fire rescue
agency. The most critical factor is the ability of the agency to deploy an effective
response force in a timely fashion to mitigate the emergency situation. The project team
used this approach to determine the staffing level required in a community such as
DeKalb County. There needs to be a balance between cost effectiveness and required
response. Due to the depth of the current system and the varied number and types of
apparatus available, the project team does not support the current plan to staff all
engine and truck companies with a minimum staffing level of four personnel. The
agency and the DCFR should conduct a risk assessment of the response areas for
apparatus and staff according to risk and call demand. The following is the
recommended approach for staffing DeKalb County Fire Rescue emergency apparatus.
. Staff all truck and tiller companies with four person minimum staffing.

. Staff engines 4, 7, 11, 13 and 25 with four-person miminum staffing. Staff the
remaining Engine Companies with 3-person minimum staffing. Staff the
remaining engine companies with three person minimum staffing.

. Staff two (2) EMS quick response units on a daily basis.

. Continue the staffing plan for specialty units such as Hazardous Materials, Heavy
Rescue and Crash.

. Continue to cross staff lower demand units such as USAR and Forestry.
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Based on this staffing approach and using an 83.5% availability rate and 9%
annual turnover rate, the following daily staffing levels are recommended for the

Operations Division.

Position Recommended | Change
Assistant Chief 3 0
Battalion chief 15 0
Captain 36 0
Firefighter 131 7
Total per Shift 185 7
Total (per shift x 3) 555 21

As shown above, the project team is recommending a total staffing for the
Operations Division of 555 personnel or 21 more than the current staffing level. This is a
much lower increase in staffing than the current plan to bring all engine and truck
companies to a four-person minimum staffing level and includes the addition of two
additional apparatus to handle EMS responses more efficiently. The project team
estimates this staffing approach will result in a cost avoidance to the County of
$3,315,168 in annual salary and benefit costs by not staffing all engine and truck
companies with four-person minimum staffing.

Recommendations:
Staff all Truck Companies and engines 4, 7, 11, 13 and 25 with four-person
Srn;rzll?]gm staffing. Staff the remaining Engine Companies with 3-person minimum

Authorize a total of 555 positons for the staffing of the Operations Divison.

Continue to staff the Harzardous Materials Unit, Heavy Rescue, Air Units and
Crash Units according to the current staffing plan.
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(2)  Analysis of Staffing Levels in the Support Services Division.

This section is focused on the various support functions of the DeKalb Fire
Rescue Department. These functions include the Fire Marshal's Office, Fire Rescue
Training, Public Safety Education, Fleet Maintenance and Logistics.

Support Services is lead by a Deputy Chief. There is one Fire Marshal, one
Battalion Chief, four Captains, one civilian supervisor, one civilian fleet coordinator, nine
inspectors, five plan reviewers, 15 instructors, six civilian public education specialists, 2
fire equipment repair techs, and five admin support positions.

(2.1) Fire Marshal’s Office Staffing

The Fire Marshal's Office is responsible for enforcing the adopted Fire Code in
the County. This includes both existing commercial structures and new construction.
Inspections on new commercial construction projects occur at 50% and 80% completion
as well as final inspection prior to authorizing the Certificate of Occupancy to be issued.
The inspectors conduct routine and State mandated (schools, daycares, hospitals,
assemblies, etc.) inspections. Plan review personnel review new construction plans for

fire and life safety issues. There is currently no company inspection program in place in

DCFR.
Fire Marshal’'s Office Staffing
Fire |Supervisor|Inspector| Plan Admin Total
Precinct Marshal Review
Administration 1 1 2
Plan Review 5 1 6
Inspections 1 9 1 11
Total 1 1 9 5 3 19

As shown above, there are a total of 19 personnel assigned to the Fire Marshal's

Office.
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As the workload, processes and staffing were recently evaluated as part of a
separate study conducted by the Matrix Consulting Group. The Fire Marshal’'s Office
staffing and operations will not be evaluated as part of this project. The agency would
however benefit from implementing a company inspection program to allow operations
personnel to conduct routine fire inspections of commercial occupancies in their
response area. The Fire Marshal's Office should develop a list of non-mandated
occupancies and an inspection schedule and work with the Deputy Chief of Operations
to implement the inspection schedule as part of the scheduled work of Operations
personnel.

Recommendation:
Implement a company inspection program in DCFR to allow Operations personnel

to assist in the inspection of non-mandated commercial inspections and allow the
fire inspectors to focus on high hazard and mandated occupancy inspections.

(2.2) Fire Rescue Training

Fire Rescue Training is led by a Battalion Chief. One Captain oversees the Fire
Training with a second Captain overseeing EMS training. There are also nine Fire
instructors and six EMS instructors assigned to the Unit. Two personnel provide
administrative support to the Training Unit. The following table illustrates personnel

assigned to Fire Rescue Training.

Fire Rescue Training Staffing

Battalion
Precinct Chief Captain |Instructor| Admin Total
Administration 1 1 2
Fire Training 1 11 1 13
EMS Training 1 6 7
Total 1 2 15 2 22
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As shown above, there are a total of 22 personnel assigned to Fire Rescue
Training. The Training Unit is responsible for providing new recruit training, which last
approximately 10 months and ensures personnel are certified to the MPQII firefighter
certification level. EMS training also works with new recruits to train them to the EMT
Advanced Certification level. EMS ongoing training is focused on providing a minimum
of 40 hours of training to personnel during their certification year. EMS certifications are
valid for a two-year period so approximately half the Department is due for EMS
recertification each year.

In terms of continuing in-service training. Fire training conducts company
standard drills, Firefighter Il and 1l courses, driver operator training, Acting Officer
training and Company Officer training for personnel promoted to the rank of Captain.
The Fire Training personnel ensure personnel receive the minimum of 24 hours of State
mandated training each year and strive to ensure all personnel receive 192 hours of
training annually to receive full Insurance Services Office (ISO) credit.
Recommendation:

Continue with the current staffing of Fire Rescue Training.
(2.3) Public Education.

This work group includes one Captain and six Public education Specialists.
Public Education is responsible for training all personnel on infection control procedures
and HIPPA compliance, coordination of all public education classes in the County,
scheduling of the fire safety house, car seat installations, fire extinguisher training,

public education social media production, teaching fire safety at businesses and hosting
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the annual Fire Safety Festival. The following are the types of programs and

demonstrations conducted by the personnel in Public Education.

. Fire Safety House Demonstration

. Fire Safety Assemblies in Schools

. Fire Safety Extinguisher Demonstrations
. Save Our Seniors

. 15 Minute Merchant Fire Safety Training
. Car Seat Safety Installations

. Juvenile Fire Setters

. Special Events

. Fire Drills

. Refugee Fire and Life Safety

. CPR Training

. Fire Engine/Truck Demonstrations

. Community Outreach

The following table shows the total number of demonstrations and classes for

2013 and 2014 by month taught by Public Education personnel.
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Public Education Activity by Month 2013 and 2014

Change in
Demos Demos Demos Change in
Month Classes Participants Classes Participants Classes Participants
2013 2014

Jan 94 2,091 80 3,264 -14.9% 56.1%
Feb 43 2,952 136 4,058 216.3% 37.5%
Mar 144 7,036 140 6,701 -2.8% -4.8%
Apr 128 10,063 114 10,518 -10.1% 4.5%
May 144 7,036 209 7,339 45.1% 4.3%
Jun 151 6,094 111 3,976 -26.5% -34.8%
July 135 5,702 110 8,385 -18.6% 47.1%
Aug 139 10,960 236 10,364 69.8% -5.5%
Sept 111 11,708 255 12,842 129.7% 9.7%
Oct 172 14,119 150 12,900 -12.8% -8.6%
Nov 133 7,331 137 7,551 3.0% 3.0%
Dec 83 3,063 88 3,155 6.0% 3.3%
Total 1,477 88,155 1,766 91,053 19.6% 3.3%

As shown above the Public Education personnel conducted 1,766 classes and
demonstrations in 2014 to approximately 91,053 participants. This was an increase in
classes and demonstrations of 19.6% and an increase in participants of 3.3%. Overall
the productivity of the Public Education personnel is excellent and shows a strong fire
prevention effort in DeKalb County.

Recommendation:
Maintain the current staffing levels in Public Education.
3) Analysis of Staffing Levels in the Administrative Division.

The Chief of Staff leads this Division. The Administrative functions include human
resources, fiscal, public information, payroll, internal affairs and Arson. The following

table illustrates the staffing of the Administrative Division.
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Administrative Staffing

Unit Chief of Captain Supervisor Detective Clerk Total
Staff
Admin 1 1
Fiscal 1 2 3
Public
Information 1 1
Payroll 1 3 4
Internal
Affairs 1 1
Arson 1 4 5
Total 1 2 2 5 5 15

As shown above, there are 15 personnel assigned to staff the Administrative
function of the DCFD.
(3.1) Fiscal

The Fiscal unit is lead by the Fiscal Officer. This unit ensures the fiscal integrity

of the DeKalb County Fire Rescue Department and provides reports to ensure fiscal

transparency

. Budget Preparation

. Grant Preparation and Management
. Procurement Services

. P-Card Issuance

. Travel and travel re-imbursement

Based on the roles and responsibilities of the unit the staffing appears to be
appropriate, but the span of control is light at 1:2.
Recommendation:

Maintain the current staffing levels in the Fiscal Unit.
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(3.2) Payroll

Payroll is led by a supervisor and has three (3) payroll clerks, each responsible
for one of the three fire shifts and a percentage of 40-hour personnel. The unit is
responsible for ensuring the accuracy of payroll records, processing and ensuring
compliance with Workman’s compensation, FMLA and FLSA overtime regulations.
Personnel also enter all status changes for personnel and payroll purposes as well as
open enrollment and benefit administration for DCFR.

Best practices indicate that a payroll clerk can effectively process 250 employee
payroll records in a pay period. The current staffing levels for payroll allow for
appropriate work levels and ensure there is room to expand personnel numbers without
the need for additional payroll personnel.

Similar to Fiscal, the Payroll span of control is light at 1:3 for the supervisor. To
improve the span of control and ensure appropriate supervisory responsibility, the
project team recommends the elimination of the supervisor position in payroll and
having the payroll clerks report to the Fiscal Officer as part of the Fiscal chain of
command. This will bring the span of control for the Fiscal Officer to 1:5, which is a
more appropriate supervisory span of control.

Recommendation:

Eliminate the Supervisor position in the Payroll Unit and have Payroll Clerks
report to the Fiscal Officer to improve the supervisory span of control.

(3.3) Public Information and Relations
The Public Information and Relations function is staffed with a single Captain.

This office handles media relations at emergency scenes, prepares press releases,
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develops marketing material for Departmental events and develops proactive public
service announcements and messaging.

As this is a single function position which does require the skills associated with
having a sworn member at the Captain level staff the assignment, the project team is
recommending staffing the public information function with a civilian media relations
officer and assigning the position under the supervision of the Public Education Captain.
There are many overlaps in the information and scope of services between public
education and public relations and having a single supervisory oversight of these areas
will improve the coordination and dissemination of proactive messages from DCFR to
the public.

Recommendation:

Eliminate the Public Information Captain position and staff the function with a
civilian media relation’s employee that reports to the Public Education Captain.

(3.4) Internal Affairs and Arson.

The Internal Affairs and Arson Unit is led by a Captain and staffed with five (5)
Detectives. The personnel in the unit are cross-trained sworn peace officers with four
(4) detectives being assigned to fire investigations and one (1) detective assigned to
handle the investigation of internal affairs complaints. The unit responded to 380 call
outs in 2013 to investigate a fire, which was considered suspicious, which resulted in
140 arson cases being worked. This equates to an average annual investigative
caseload of 95 cases as lead investigator or a caseload of approximately 8 cases per

month as the lead investigator for a suspicious fire, which is appropriate.
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Recommendation:

Continue to monitor the workload for the Arson unit to ensure detectives

maintain an average monthly caseload of 8- 10 cases per month.

*

*

*

The following table summarizes the recommended changes in staffing made

this chapter of the report.

Unit / Function Positions Positions Position
Additions Reductions

Operations Division Firefighter 6 at $69,066 each
= $414,396

Operations Cost Avoidance 48 at $69,066

Firefighter each =

$3,315,168

Administration Captain 1 at $87,192

Administration Supervisor 1 at $82,270
Administration Media Relations 1 at $77,616

n

2. ANALYSIS OF MANAGEMENT.

This section provides an assessment of the overall management of the DeKalb
County Fire Rescue Department and will highlight several items. The most critical area
facing management in the Department is the high attrition rate and ability to bring
staffing levels of Operations personnel to authorized levels. In order to achieve this, the
Department is embarking on hiring 100 firefighters each year over the next three years.
Fortunately the staffing levels recommended by the report will allow this number to be
reduced while still achieving staffing levels, but with an attrition rate of nearly 50 sworn
personnel annually effective recruiting and hiring will continue to be a major focus for
DCFR.

(2) The Overall Attrition Rate of Sworn Employees Significantly Impacts
Department Operations.

As shown earlier in the report, the annual attrition rate of just over 9% is higher

than what is considered appropriate for an organization. The DeKalb Fire Rescue
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Department should work to maintain attrition rates at 6% or lower annually. The number

of vacant positions as of October 2014 are listed in the following table.

Position General Fund Fire Fund
Fire & Rescue Battalion Chief (28 D/Cyl)
Fire & Rescue Assistant Chief (28 D/Cyl) 1
Fire Apparatus Operator
Fire Apparatus Operator (28 D/Cyl) 27
Fire Captain (28 D/Cyl) 2 2
Fire Medic |
Fire Medic | (28 D/Cyl) 15 1
Fire Medic Il

Fire Medic Il (28 D/CylI)
Firefighter Il (28 D/Cyl) 7

Firefighter | /| EMT-I (28 D/Cyl)
Firefighter Il / EMT-I (28 D/Cyl) 3 1
Firefighter Ill / EMT-I (28 D/Cyl)
Firemedic Apparatus Operator

Firemedic Apparatus Operator (28 D/Cyl) 4 2
Paramedic Senior

Rescue Captain
Rescue Captain (28 D/Cyl)
Administrative Assistant |

Fire Equipment Repair Technician

Fire Inspector |

Fire Investigator Supervisor

Fire Investigator |

Fire Investigator IlI

Fire Inspections Supervisor

S RGN

Fire & Rescue Captain
Total 43

a
w

One of the reasons for the high number of vacancies is the current attrition rate
DCFD has experienced over the last several years. As discussed earlier in this report
since 2012 an average of approximately 49 sworn employees have separated from

DCFR annually, which is an annual attrition rate of 9.1%. At this attrition, DCFR has had
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to embark on an annually hiring goal of 100 firefighters to ensure they can train enough
personnel to fill vacancies occurring through attrition and return the staffing levels to
authorized budget levels. It takes over a year to complete the basic training program
and become a functioning Firefighter on emergency apparatus. The process of training
a new employee takes significant organizational resources to recruit, hire and train the
new employees as well as assimilating them into the Department operational
philosophy.

An additional aspect of a large number of new employees is that it becomes
increasingly difficult to provide a high level of consistent quality service with large
numbers of new Firefighters as they must assimilate and become part of the firefighting
and emergency medical response team, fully learning and functioning as a integral part
of the emergency response system. These firefighters require a greater amount of
supervision by Captains and senior fire personnel to ensure they operate safely at
emergency scenes and do not engage in activities that put themselves, the public or
fellow responders in a dangerous situation.

(2) DCFR Should Develop a Company Inspection Program.

During interviews with Fire Prevention personnel it became clear that DCFR
understands the importance of a well-developed fire inspection program. Currently the
number of fire inspectors is adequate to ensure that State mandated inspections and
inspections of high risk occupancies is occurring on an annual basis, but it is not
possible for these personnel to conduct routine and ongoing inspections of other

commercial occupancies in the County.
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The current occupancy inspection program does not have a schedule for
businesses outside those special risk occupancies identified above. According to the
Fire Marshal, the majority of low and moderate risk businesses are not inspected
according to the currently adopted inspection schedule, which is based on occupancy
type or risk. The backlog in inspections is largely due to the fact that while companies
are checking Knox Boxes, they are not conducting company inspections while onsite.

Shift personnel are currently not utilized to inspect moderate risk occupancies,
which is a common method for inspecting businesses by most fire departments. These
inspections serve several purposes including: building familiarization, pre-fire planning,
training, identification of fire code violations, and public relations. If serious fire code
violations are discovered those are sent to the Fire Prevention Inspector for follow-up.
These company inspections should occur in the first due response area to ensure
personnel remain available for immediate response and are most familiar with
occupancies in their immediate response district.

These company inspections will also provide DeKalb County Fire Rescue
personnel the opportunity to perform pre-fire planning activites on commercial
occupancies in the County and use those plans as learning tools during training
sessions to ensure all personnel understand the risks present and the plan for
addressing emergencies at these locations.

A self-inspection program for small, lower risk occupancies is another program
that can be developed to reduce the workload on prevention and line staff. When
administered properly, these programs are an effective way to address inspecting small

businesses.
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Recommendations:

Formalize and schedule company inspections on a regular basis.
Consider establishing a self-inspection program for small, B-type occupancies.
3) DCFR Should Develop a Formalized Facility Maintenance Plan.

During interviews with personnel the subject of inadequate facility maintenance
was often raised as a high concern for the Fire Rescue Department. In order to examine
the validity of these concerns the project team conducted a site visit of each fire station
to evaluate the overall station condition and note any improvement opportunities
required. Overall the inspections revealed that most stations have issues that need to
be addressed.

The following table is intended to provide an brief overview of the issues found at

each of the fire stations currently in service in DeKalb County.

Matrix Consulting Group Page 194



DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Facility Station Condition Accessibility Performance Safety Apparatus
The apparatus
area is adequate.

There are no The station has Additional storage

issues identified established The ventilation system | space is need for
The station is in overall | concerning the turnout times at | in the apparatus bay protective gear.
good condition. The accessibility of 60 seconds is in need of repairs The station does
building has some the station. The medical / 90 and the neederman not have an
cracks in the walls and | station has seconds fire and | does not work extractor for
deteriorating tiles. The adequate the company properly. The station washing protective
air condition and heat emergency officer monitors | does not have carbon | gear. The gear is
units are functional, but | information for the performance | monoxide detectors or | washed as needed

Station | need constant the public to against the a decontamination and inspected once

1 maintenance. utilize. standards. room. a month.

The station exhibits There are no The apparatus
visible water damage issues identified The ventilation system | storage and area is
throughout building. concerning the The station has | in the apparatus bay adequate. The
Ceiling tiles are accessibility of established is in need of repairs station does not
cracking and falling. the station. The turnout times and only one of the have an extractor
Additionally the ceiling station has and the ventilations is for washing
pieces are falling over adequate company officer | operating. The station | protective gear.
the stove in the kitchen | emergency monitors the does not have carbon | The gear is
area. The roofing information for performance monoxide detectors or | washed as needed
Station | shingles are in need of | the public to against the a decontamination and inspected
2 repairs. utilize. standards. room. regularly.
The station has
established

There are no turnout times The ventilation system

issues identified and the in the apparatus bay The apparatus

concerning the company officer | is need of repairs to storage and area is

accessibility of monitors the the tubing. The bay adequate. The

the station. The performance heaters do not work station has an

station has against the properly. The station extractor for
The station is in overall | adequate standards has carbon monoxide | washing protective
fair condition. The emergency utilizing the detectors and does gear. The gear is
building is in need of information for apparatus not have a washed as needed

Station | maintenance for mold the public to monitoring decontamination and inspected once

4 and severe leaks. utilize. system. room. a month.

Additional Notes

The station wants
additional
protective/turnout
gear on site.
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Facility Station Condition Accessibility Performance Safety Apparatus
The station overall
condition is fair and
needs remodeling. There are no The ventilation system | The apparatus
There are major cracks | issues identified in the apparatus bay storage and area is
and erosion occurring in | concerning the The station has | is in need of repairs. adequate. The
floors of the bay area. accessibility of established The station does not station does not
Throughout the building | the station. The turnout times have carbon have an extractor
there are cracks, leaks | station has and the monoxide detectors or | for washing
and mold. The windows | adequate company officer | a decontamination protective gear.
are not properly sealed. | emergency monitors the room. The building The gear is
There is not an information for performance has pest infestations washed as needed
Station | adequate space for the public to times with the of rodents and and inspected once
5 female personnel. utilize. MDT system. spiders. a month.
The driveway of
the station
exhibits a large The apparatus
sinkhole and The station has | The ventilation system | storage and area is
cracks in established in the apparatus bay adequate. The
The station overall pavement. The turnout times is in need of repairs. station has an
condition is fair. There station has and the The neederman is not | extractor for
are major cracks in the | adequate company officer | functional. The station | washing protective
walls of the bay area. emergency monitors the does not have carbon | gear. The gear is
Throughout the building | information for performance monoxide detectors or | washed as needed
Station | there are leaks that the public to against the a decontamination and inspected once
6 need to be repaired. utilize. standards. room. a month.

Additional Notes
The station is very
old (1954). Speed
bumps added to
entrance of bay area,
allow for water to flow
under bumps and
erode the foundation.
Facilities came and
painted over black
mold. Carpet is very
old and dirty. The
communication
speakers don't work
in the dorm.
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Facility Station Condition Accessibility Performance Safety Apparatus
The ventilation system
The station has | in the apparatus bay
The station is in overall established is in need of repairs. The apparatus
poor condition. The The pavement of | turnout times The neederman is not | storage and area is
building is in need of the station and the functional and there is | adequate. The
maintenance for exhibits hole and | company officer | not an air purifier. The | station does not
foundation issues, cracks in monitors the station does not have | have an extractor
cracks, leaks and mold. | pavement. The performance carbon monoxide for washing
The male and female station has against the detectors or a protective gear.
personnel share all adequate standards decontamination The gear is
living quarters. The light | emergency utilizing the room. The building washed every 6
fixtures need proper information for apparatus has pest infestations months as needed
Station | securing and the public to monitoring of rodents and and inspected once
7 maintenance. utilize. system. spiders. a month.
The driveway of
the station needs
to be repaved.
The driveway The apparatus
and signs need storage and area is
to be more visible adequate. The
inform drivers to | The station has station has an
not block the established The ventilation system | extractor for
driveway. The turnout times in the apparatus bay washing protective
The station is in overall | station has and the is in need of repairs. gear. The gear is
good condition. The adequate company officer | The station does not washed at least
bathroom has one emergency monitors the have carbon every 6 months or
urinal that overflows information for performance monoxide detectors or | as needed and
Station | and needs the public to against the a decontamination inspected on a
8 maintenance. utilize. standards. room. regular basis.

Additional Notes
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Facility Station Condition Accessibility Performance Safety Apparatus
The ventilation system
in the apparatus bay
The rear is in need of repairs.
entrance of the The station does not
The station is in overall | station exhibits have decontamination
poor condition. The hole and cracks room or carbon
building has missing in pavement. The monoxide detectors. The apparatus
and loose exterior parking lot floods The station has storage and area is
bricks. The building has | during a rainy smoke detectors, adequate. The
severe leaks and mold. | day due to the however some areas station does not
Additionally the gutters | drainage system of the station are have an extractor
are in need of repairs. not properly The station has | missing smoke for washing
The air conditioner and | working. The established detectors. The protective gear.
heating units are in station has turnout times building had recent The gear is
need of maintenance. adequate and the pest infestations of washed at least
The kitchen area is in emergency Battalion Chief rodents and scabies. every 6 months or
need of repairs. The information for monitors the Need to new as needed and
Station | bathroom locks are in the public to performance mattresses after inspected once a
9 need of replacing. utilize. times. scabies infestation. month.
The apparatus
storage and area is
There are no adequate. The
issues identified station has an
concerning the The station has extractor for
The station is in overall | accessibility of established The station does not washing protective
good condition. The the station. The turnout times have a neederman or | gear. The gear is
water pressure in station has and the an air purifier. The not washed as
women's bathroom is adequate company officer | station does not have | needed and not
very low and the emergency monitors the carbon monoxide every 6 months.
plumbing system has information for performance detectors or a The gear is
Station | hot water flowing the public to against the decontamination inspected once a
10 through the toilets. utilize. standards. room. month.

Additional Notes

Air tank is down.

Matrix Consulting Group

Page 198



DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Facility Station Condition Accessibility Performance Safety Apparatus
The apparatus
storage and area is
inadequate, the
reserve engine

The ventilation system | does. The main
There are no The station has | in the apparatus bay drain in the bay
issues identified established is in need of repairs. areas consistently
concerning the turnout time at The air purifier works | gets clogged. The
accessibility of 60 seconds and | part of the time. The station does not
Throughout the building | the station. The the company station does not have | have an extractor
there are leaks and station has officer monitors | decontamination room | for washing
mold. There is not a adequate the performance | or carbon monoxide protective gear.
separate female shower | emergency times by utilizing | detectors. The The gear is
area. The air condition information for the computer building has a season | washed as needed
Station | units and ventilation are | the public to recording pest infestations of and inspected once
11 in some repairs. utilize. function. centipedes. a month.
The driveway The apparatus
pavement storage and area is
exhibits The station has a adequate. The
The living quarters sinkholes. The ventilation system in station does not
needs additional emergency public the apparatus bay that | have an extractor
insulation. There is not | information sign The station has | is not being utilized. for washing
a separate female needs to be established The station does not protective gear.
locker room. The air updated and the | turnout times have carbon The gear is
condition units and telephone is and conducts monoxide detectors or | washed as needed
Station | ventilation are in some damaged, but performance a decontamination and inspected
12 repairs. damaged. reviews. room. regularly.

Additional Notes

Computer systems
are old and slow.
"Actual turnout times
are skewed, the new
MBT system is not
accurate".
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Facility Station Condition Accessibility Performance Safety Apparatus
The station is in overall
fair condition. The
building is in need of
maintenance for leaks
and mold. There is a The ventilation system
significant leak over the in the apparatus bay The apparatus
electrical boxes and The driveway The station has | is in need of repairs storage and area is
loose wires in the office | pavement established due to the neederman | adequate. The
ceiling. The station has | exhibits many turnout times, is not functioning station does not
a back-up generator cracks. The but does not properly. The station | have an extractor
that is not operational. station has monitor the does not have for washing
The male and female adequate performance decontamination room | protective gear.
personnel share all emergency against the or carbon monoxide The gear is
living quarters. The information for standards by detectors. The washed as needed
Station | mattresses are in need | the public to utilizing a call dormitory exhibits a and inspected
13 of replacing. utilize. response timer. | pest infestation. regularly.
The station is in overall
fairly poor condition. The apparatus
The station is in need of | The pavement is storage and area is
major repairs to the in need of The ventilation system | adequate. The
leaking ceiling in a repairs. There in the apparatus bay frame around the
majority of the building are major uneven is in need of repairs. apparatus door is
and areas that exhibit bumps in the Exhaust fumes vent in | rotting. The station
water damage or mold. | pavement that The station has | to the dorm and day does not have an
The lights fixtures in the | cause the vehicle | established room. The water extractor for
kitchen are not are to hit the ceiling turnout times, system is washing protective
falling. Foundation is when moving. but does not contaminated. The gear. The gear is
moving and sinking in The second monitor the station does not have | washed as needed
some areas. There is bathroom is small | performance decontamination room | or after a fire call
Station | not a separate female and almost against the or carbon monoxide and inspected once
14 shower area. inaccessible. standards. detectors. a month.

Additional Notes

security concerns,
fence not tall enough.

The mattresses are
old
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Facility

Station Condition

Accessibility

Performance

Safety

Apparatus

Station
15

The station is in overall
fair condition. The
building is in need of
maintenance for leaks
and mold. There is not
a separate bathroom for
female personnel due to
the size of the station.
The bathrooms sinks
and urinals need
repairs. Additionally the
station has a large
drainage issue.

The pavement
exhibits a
sinkhole in the
station apron.
The station has
adequate
emergency
information for
the public to
utilize.

The station has
established
turnout times
and the
company officer
uses the
monitoring
system that
tracks the
engines that are
in route.

The ventilation system
in the apparatus bay
is in need of repairs,
the neederman and
air purifier are not
functional. The
station does not have
decontamination room
or carbon monoxide
detectors.

The apparatus
storage and area is
adequate. The
station does not
have an extractor
for washing
protective gear.
The gear is
washed at least
every 6 months
and inspected on a
regular basis.

Station
16

The station is in overall
fair condition. The
building is in need of
maintenance for cracks,
leaks and mold. The
showers need large
repairs. There are not
separate areas for
female personnel. The
kitchen area is need of
repairs. Need additional
lockers for the
personnel. Furniture
and mattresses need to
be replaced. Phone
lines for the station are
not operational.

There are no
issues identified
concerning the
accessibility of
the station. The
station has
adequate
emergency
information for
the public to
utilize.

The station has
established
turnout time at
60 seconds and
the company
officer monitors
the performance
against the
standards.

The ventilation system
in the apparatus bay
is in need of repairs,
the neederman
functions properly for
truck, but not fro the
engine. The station
does not have
decontamination room
or carbon monoxide
detectors. The station
exhibits a pest
infestation of snakes,
roaches, rodents and
bees, due to the lot
next to the building
was not maintained

properly.

The apparatus
storage and area is
adequate. The
station does not
have an extractor
for washing
protective gear.
The dryer in not
connected
properly. The gear
is washed at least
every 6 months or
as needed and
inspected once a
month.

Additional Notes

Computers and
phone need to be
updated.

Requested security
fence, parking lot
break ins.
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Facility

Station Condition

Accessibility

Performance

Safety

Apparatus

Station
17

Generally the station is
in good condition. The
dormitory needs to be
repaired for leaks in the
ceiling. Some repairs
are needed to showers
and kitchen stove.

There are no
issues identified
concerning the
accessibility of
the station. The
station has
adequate
emergency
information for
the public to
utilize.

The station has
established
turnout times,
but the
company officer
monitors the
performance
times from the
truck monitors.

The station does not
have decontamination
room or carbon
monoxide detectors.
The station bell does
not work properly and
does not always alert
personnel.

The apparatus
storage and area is
adequate. The
station does not
have an extractor
for washing
protective gear.
The gear is
washed as needed
and inspected once
a month.

Station
18

The station is in overall
fair condition. The
building displays cracks
along the floors. All but
one showers unit is
broken and the shower
area exhibits signs of
rotting. The kitchen is in
need of repairs.

The station rear
parking lot
exhibits uneven
pavement and
sinkholes. There
is no safe zone
information
available outside
for the public.

The station has
established
turnout times
and conducts
performance
reviews.

The ventilation system
in the apparatus bay
is in need of repairs.
Engine exhaust fumes
are able get in to the
building ventilation.
The station does not
have carbon
monoxide detectors or
a decontamination
room.

The apparatus
storage and area is
adequate. The
station does not
have an extractor
for washing
protective gear.
The linens of the
gear are washed at
least every 6
months and the
gear is inspected
once a month.

Additional Notes

The process for a
work order is long
and do not always
get accepted. The
firemen must still
maintain the station
without the necessary
repairs.
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Facility Station Condition Accessibility Performance Safety Apparatus
The ventilation system
in the apparatus bay
is in need of repairs.
Exhaust fumes are
able get in to the The apparatus
dormitory room and storage and area is
community room. The | adequate.
The pavement station does not have | Additional space is
exhibits sinkholes decontamination room | need for equipment
The station is in overall | and repairs are The station has | or carbon monoxide storage. The
fair condition. The schedule to fix established detectors. The station does not
building displays cracks | this issue. The turnout times building exhibits a have an extractor
along the floors. station has and the pest infestation of for washing
Currently there is mold | adequate company officer | millipedes in the protective gear.
and one leak in the emergency monitors the spring and summer. The gear is
building. There is not an | information for performance Need to new washed as needed
Station | adequate space for the public to times via the mattresses after and inspected once
19 female personnel. utilize. CAD system. infestation. a month.
The apparatus
storage and area is
adequate. The bay
doors are in need
of maintenance.
The ventilation system | The bay exhibits
in the apparatus bay sewage back up.
The station has | is in need of repairs, The station does
The station is in overall established the neederman and not have an
fair condition. The The sidewalk turnout times air purifier are not extractor for
building is in need of exhibits a large and the functional. The washing protective
maintenance for cracks, | cracks. The company officer | station does not have | gear. The washer
foundation issues, station has uses the decontamination room | is in need of
leaks, mold. There is adequate monitoring or carbon monoxide repairs. The gear is
not a separate emergency system that detectors. The washed at least
dormitory for female information for tracks the bathroom exhibits a every 6 months
Station | personnel. The kitchen | the public to engines that are | pest infestation of and inspected once
20 area is need of repairs. | utilize. in route. bugs. a month.

Additional Notes

Air tank is down
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Facility Station Condition Accessibility Performance Safety Apparatus
The apparatus
storage and area is

There are no adequate. Two
issues identified addition swat
concerning the The station has vehicles are stored
accessibility of established at the station.
The station is in overall | the station. The turnout times The ventilation system | There is no
good condition. The station has and the in the apparatus bay extractor for
building displays some | adequate company officer | is in need of repairs. washing protective
cracks along the floors. | emergency monitors the The station does not gear. The gear is
The roof of the building | information for performance have decontamination | washed as needed
Station | leaks during incidents of | the public to against the room or carbon and inspected once
21 heavy rain. utilize. standards. monoxide detectors. a month.
Throughout the building The apparatus
there are leaks and There are no The station has storage and area is
mold. There is not a issues identified established adequate. The
separate female shower | concerning the turnout times station does not
area. The air condition accessibility of and the The ventilation system | have an extractor
and heater units are in the station. The company officer | in the apparatus bay for washing
need of replacing. The station has ensures fire is in need of repairs. protective gear.
station needs new adequate fighters are The station does not The gear is
furniture and emergency properly have carbon washed as needed
mattresses. The information for protected at the | monoxide detectors or | and inspected once
Station | speakers and radio the public to arrival at an a decontamination a month or after
22 require maintenance. utilize. incident. room. major fires calls.

Additional Notes
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Facility

Station Condition

Accessibility

Performance

Safety

Apparatus

Station
23

The station is in overall
poor condition. The
station is in need of
major repairs to the
leaking ceiling in a
majority of the building
and areas that exhibit
water damage. The
ceiling in the dormitory
was removed due to
water damage. The
dormitory and the
shower area exhibit
mold. The windows
need proper sealing
and the showers floors
have cracks and holes.
A large portion of
furniture is old and in
need of replacement.

The pavement
exhibits
expanding
sinkholes. The
parking lot floods
during a rainy
day due to the
drainage system
not properly
working. The
station has
adequate
emergency
information for
the public to
utilize.

The station has
established
turnout times
and the
company officer
monitors the
performance
against the
standards.

The ventilation system
in the apparatus bay
is in need of repairs
and only one of the
ventilations is
operating. The station
does not have carbon
monoxide detectors or
a decontamination
room. In the dorm
there are exposed
electrical receptacles.

The apparatus

storage and area is

adequate. The
station does not
have an extractor
for washing
protective gear.
The gear is

washed as needed
and inspected once

a month or after
major fires calls.

Additional Notes

The apparatus doors
are old and slow. The
alarm at the station is
a old large bell, a
new tone alarm
would be less
stressful for handling
emergency
situations.

Matrix Consulting Group

Page 205



DEKALB COUNTY, GEORGIA
DRAFT Organizational Effectiveness Study

Facility

Station Condition

Accessibility

Performance

Safety

Apparatus

Station
24

The station is in overall
fair condition. The
building has severe
mold. There is only one
functional shower. The
air condition system
malfunctions on a
regular basis.

The pavement
exhibits a
sinkhole. The
station has
adequate
emergency
information for
the public to
utilize.

The station has
established
turnout time at
60 seconds and
the company
officer monitors
the performance
against the
standards.

The ventilation system
in the apparatus bay
is in need of repairs.
The neederman is not
functional and air
purifier is not
consistently
functional. The station
does not have carbon
monoxide detectors or
a decontamination
room. In the dormitory
there are exposed
electrical receptacles.
The building exhibits a
pest infestation of flies
nested in the shower
area.

The apparatus
storage and area is
adequate. The bay
doors are causing
the springs to
break from
constant use. The
station does not
have an extractor
for washing
protective gear.
The washer is in
need of repairs,
currently personnel
take washable
clothing to a public
Laundromat. The
gear is washed not
able to be washed
every 6 month,
though is inspected
once a month.

Station
25

The station is in overall
poor condition. The
building has severe
leaks and mold. The air
conditioner and heating
units are in need of
maintenance.
Additionally the air
filters are old and in
need of replacing. The
kitchen area is in need
of repairs.

There are no
issues identified
concerning the
accessibility of
the station. The
station has
adequate
emergency
information for
the public to
utilize.

The station has
established
turnout times
and the
company officer
monitors the
performance
against the
standards.

The ventilation system
in the apparatus bay
is in need of repairs.
Exhaust fumes are
able get in to the
dormitory room and
community room. The
station does not have
decontamination room
or carbon monoxide
detectors. The
building exhibits a
pest infestation of
spiders.

The apparatus
storage and area is
adequate. The
station does not
have an extractor
for washing
protective gear.
The gear is
washed as needed
and inspected once
a month.

Additional Notes

Burglary issues,
partial fence was
installed recently.

The stations radio
and speaker are in
need of repairs.
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Facility Station Condition Accessibility Performance Safety Apparatus
The apparatus
storage and area is

The station has adequate. The bay
established doors do not close
There are no turnout time at The ventilation system | properly and are
issues identified 60 seconds and | in the apparatus bay. left slightly open.
concerning the the company The station has The station does
The station is in overall | accessibility of officer monitors | carbon monoxide not have an
good condition. The the station. The the performance | detectors and does extractor for
community room needs | station has against the not have a washing protective
replacement furniture. adequate standards decontamination gear. The gear is
There are leaks in the emergency utilizing the room. The station washed every 2
building from the information for apparatus personnel do not have | months and
Station | clogged gutter that the public to monitoring the entry code to the inspected once a
26 need cleaning. utilize. system. electrical room. month.

Additional Notes

facilities has the door
code to the electrical
room, it was recently
changed by facilities.
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Facility Station Condition Accessibility Performance Safety Apparatus
Majority of the stations
have major issues with
leaks, molding and
cracks. A lot of stations A majority of the
have ceilings falling out. stations apparatus
Most stations needed storage and area
the kitchen area, stove are adequate.
and counters repaired. Some stations
A majority of stations need repairs to
need A/C and heating their bay doors. A
units repaired/replaced. few stations had an
Some stations don't Most ventilation extractor and a few
have separate living Some stations systems are in need stations has
quarters for female have no issues, of repairs. A few washers that need
personnel while some while some stations have carbon to be repaired.
stations have only 1 stations have monoxide detectors. Most stations
shared areas sinkholes and None of the stations washed their
(dormitory, showers or cracks. Only a Not a main have a protective gear at
bathroom). Some few need the concern and a decontamination least every 6
stations need new public emergency | majority of room. Less than half months as needed
mattress and/or information stations are of the stations have or | and inspected once

Overall | furniture. updated. compliant. had a pest infestation. | a month.

Recommendation:

Additional Notes

DeKalb County should adopt a formal facility maintenance program which requires the period inspection of all
fire facilities and procedures for the timely repair of reported deficiencies.
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3. ANALYSIS OF THE ORGANIZATIONAL STRUCTURE.

This section provides revised organizational charts for each of the three Divisions
based on the staffing recommendations made earlier in this report. There are always
several staffing and reporting options that are viable and these charts provide the
recommendations of the project team.

(1) Operations Division.

There are no recommended changes to the organization of the Operations
Division.

(2)  Support Services Division.

The recommended revised organizational structure for the Support Services and
Community Risk Reduction is shown on the following page and includes the
recommendation to add a civilian public information (media relations) position, which is

relocated from the Administrative Division.
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3) Administration Division.
The revised organization chart for Administration is shown below and reflects the of one supervisor position in

payroll and moving the payroll clerks under the direction of the Fiscal Manager.

Chief of Staff
Administration

(€

Public Information

Human Resources Internal Affairs ) . ) g Recruitment Compliance &
Detective el Sd)perwsor Flsca(ll?fflcer . g:le:gic;]ns Standards Captain
(0) Newly Created 2) (pl) (0) Newly Created (1) Newly Created
: Administrative
Arson Detective | Staff

(5) 2

| Administrative
Payroll Clerks (3)
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1-3 ANALYSIS OF THE EMERGENCY 911 CENTER

This chapter of the report provides the project team’s evaluation of the overall
staffing, management and organization of the Emergency 911 Center, which is
responsible for providing telephone and dispatch services to the County of DeKalb. The
department provides services that include: receive emergency and non-emergency 911
calls and provide dispatch for EMS, fire, police, animal control and school resource.

1. ANALYSIS OF STAFFING LEVELS

The DeKalb County Emergency 911 Center has a total authorized staffing

allocation of 213 full-time and 4 Part-time employees. The following table illustrates the

authorized staffing by position in the Center:

Position FTE
E911 Director 1
E911 Deputy Director 1
Watch Commander 4
Supervisors 24
Training Specialists 2
Senior Operators 28
Operators 138
IS System Support Manager 2
IS System Support Administrator 2
IS Field Specialist (Senior) 1
IS Field Specialist 2
CAD Analyst 3
Telecom Analyst 3
Administrative Coordinator 1
Administrative Assistant 1
Total 213

2. STAFFING MODELS USE NUMEROUS VARIABLES TO DRIVE OVERALL
CALL TAKER AND DISPATCHER STAFFING REQUIREMENTS.

Developing an appropriate staffing model for an emergency dispatch operation is

not only critical to ensuring effective service to the end user (i.e. emergency caller), but
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to operate in the most efficient manner possible, by right-sizing both the staff and the
necessary infrastructure to support these staff. The Matrix Consulting Group has
reviewed and used a variety of dispatcher staffing models over the last several years.
Indeed, as new information becomes available, these models are selectively modified to
enhance their ability to assess necessary staffing in a dispatch environment. Because of
the importance in accurately predicting staffing requirements, the Matrix Consulting
Group used a variety of models to evaluate the Calltaker and Dispatch staffing
requirements for the Emergency 911 Center. These will be described subsequently. The
sub-section below deals with staff availability — a variable important in all staffing
models.

(2) Net Dispatcher Availability Is Calculated at 1,744 Hours Per Year.

Whereas the table on the prior page demonstrated the number of personnel
authorized to staff Emergency 911 Center staff, it does not necessarily reflect actual
number of staff on-duty given both scheduled and unscheduled absenteeism. A critical
workload element to determine staffing requirements is the amount of annual time
available for Center personnel to perform their work. A typical employee is paid for
2,080 regular hours per year; however, these employees perform core business duties
well below this figure due to scheduled and unscheduled leave, administrative
requirements, etc. The following table provides the calculation of the “net availability” of
dispatchers and calltakers in the DeKalb Emergency 911 Center based on data
abstracted from source documents provided. The project team defines net availability as

the number of hours that an emergency operator is available to perform their key roles
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and responsibilities after the impact of leaves and administrative responsibilities have

been subtracted from their gross 2,080 scheduled hours of work.

Leave Type and Hours Per Year

Leave Type Ave Hrs. Per
Per Year

Baseline Annual Hours Available 2,080.0
Average Vacation -120
Average Holiday Leave -80
Average Sick Leave -104
Average training Leave -16
Average Leave Admin/Other -16
Average Annual Assighment

Hours Available 1,744.00

The table above shows the “average” Telecommunicator assignment hours
available for personnel in the Emergency 911 Center. The points below expand on key
issues identified in the table:

. Data show that net annual assignment hours available are 1,744 hours after all
leave categories have been accounted for. It is assumed the average Emergency
Operator position would be available 1,744 hours per annum. This is equivalent
to 83.8% of the available annual time. Net availability includes the impact of all
absenteeism factors.

. Based on the project team’s experience, the current available hours fall within an
appropriate range of hours typically found within most public safety agencies to
include dispatch operations.

Although dispatchers are assigned over 1,700 hours per annum after leave, they
are not available to perform core business work until various kinds of administrative
time, per policy or otherwise, are abstracted from their assignment. Although, given
staffing resources in the Emergency 911 Center actual meal and break time away from
the dispatch consoles may differ from what is stated in policy, it is the project team’s

opinion that such meal and break time should be offered as often as possible and thus

any staffing model should subtract such time from staff availability. As a result, the
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project team subtracts 172 hours from assignment availability*? resulting in 1,570 hours
net availability for each Emergency Operator position. It is important to note that using
this net availability factor is an attempt to ensure all staff receives on-duty breaks and
meals. This is not common practice for many dispatch agencies; however, when the
project team develops any staffing model, this philosophical approach is included within
all staffing numbers generated. It should also be noted that subtracting these
administrative requirements results in a net availability factor within ranges typically
seen by the project team. Net annual available hours from 1,500-1,700 hours per
annum fall in a range considered the norm.

This net availability is a critical variable to be used throughout various staffing
models.

(2) How Long an Emergency Operator Should Be Occupied with Workload Is a
Function of Several Factors.

The calculation for net availability note previously essentially results in the
amount of time each Emergency Operator is available to perform work. In any
profession, however, no position is occupied 100% of the time. By example, most “blue-
collar” professions, such as fleet mechanics, are ideally occupied 80% of the time
performing direct work on vehicles. This helps ensure productivity and, in the private
sector, profitability. More relevant to the public safety field, law enforcement agencies
would typically strive for patrol staff to have from 45 — 50% unobligated patrol time
thereby allowing them to selectively work, in this “free time,” particular community-

oriented problems. This proportion of unobligated time also allows for patrol units to

2 Two 30-minute breaks for a total of one hour per shift. Estimated 172 shifts deployed.
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generally be available for relatively rapid response to community generated calls for
service.

The amount of time dedicated to actual work in the public safety
telecommunications field is a function of several inter-related variables. An allowance
needs to be made regarding the proportion of time desirable to have a Emergency
Operator actually involved in call handling, radio transmissions, keyboard entry, records
research, etc. There are several reasons why direct task allocation should not be nearly
100%, including the following:

. Dispatch centers which have excessively high utilization levels tend to "burn-out"
staff and consequently have high levels of employee turnover.

. Professions that require extreme concentration during work activities, such as
dispatch, air traffic control, or other professions in which failure brings
unacceptable risk, should have lower work utilization rates.

. Dispatch centers that have high utilization levels experience "queuing" problems
in which responses to incoming telephone calls and radio transmissions are
delayed because the Telecommunicator is pre-occupied with other concurrent
workload.

. In dispatch centers with high utilization quality begins to suffer because
Telecommunicators must cut calls and radio exchanges short, thereby impacting
effectiveness, perceived customer service, and potentially safety in the field for
law enforcement, fire, and emergency medical response professionals.

Based on these variables, the project team typically uses a utilization rate of 50%
for Emergency Operators. This implies that Emergency 911 Center personnel will be
busy performing work an average of 30 minutes per hour, or one second every two
seconds of net available time. It should be noted that this utilization or “occupancy rate”
is one of the primary drivers in staffing requirements, particularly for larger dispatch

centers. Modifying this variable by relatively small increments can have an important

impact on staffing requirements. This will be noted throughout this chapter.
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The following section discusses the importance in including turnover information
in s