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Present:

Councilman Steve Lee, Chair




Councilman Dwight Clark



Councilwoman Karen Lieske
Also Present:
Police Chief Spaetzel, President of Council Koomar, Councilman           Henderson, Councilman Vincent, Law Director Ebert, Service/Safety Director Thomas, Finance Director Mahoney, Operations Manager Landers
Audience:

Barb Galbincea, Dick Majewski, Conda Boyd, Richard Fink, Marty Mace,
                                    Lydia DeGeorge, Pam Cottam

Mr. Lee called this fourth meeting of the Environment, Safety and Community Services Committee of 2014 to order at 6:30 p.m. Mr. Lee thanked everyone for their attendance this evening.
Proposal from Police Chief Spaetzel to Transition the Police Dispatch Function to Civilian Dispatch

Mr. Lee expressed appreciation to Chief Spaetzel for his leadership in bringing this proposal forward.  A 2014 Re-organization of the Bay Village Police Department: Analysis and Rationale was submitted to the committee (Exhibit A attached).

Chief Spaetzel advised that he has attended several advanced leadership schools in his tenure and learned from fellow administrators that that it is unusual to use police officers as dispatchers.  In late 2012, Chief Spaetzel prepared a plan and proposal for reorganization of the Bay Village Police Department which will include civilian dispatchers.  

The plan is to take the current four Lieutenants down to two Lieutenants who would assume the functions of patrol Lieutenant and administrative Lieutenant.  The position of Detective Lieutenant will become a Sergeant position.  Cutting costs of the Police Division is also necessary.  The year 2012 was the last year the department was fully staffed with 24 officers.  In looking at civilian dispatchers, that number can be reduced by one, to 23 officers.  Civilian dispatchers would reduce the overtime budget for shift coverage, and reduce the reliance on part time officers to cover shifts.  The goal of the proposal is to increase the efficiency and effectiveness of the Police Department to the citizens and to do a better job of policing the community.  

Chief Spaetzel reviewed the report and the addendums further.  He noted that the plan has buy-in from the Chief’s staff, and buy-in from all the officers.  He commented that it is a rare thing that you would have a department that would be willing to accept eliminating two Lieutenant positions, but they buy-in to the civilian dispatchers and the ability to make the department more flexible.
Addendum B of the attached report covering the dispatching options was reviewed by Chief Spaetzel.  Options reviewed:

· Private dispatching

· Regional dispatching

· Assuming dispatching from another agency
· Sworn Officers dispatching (current system)

· Civilian dispatching

Mr. Lee asked if any of the communities that are part of WestComm, the central dispatch agency that handles dispatching services for area Fire Departments, have police dispatch through WestComm. Chief Spaetzel stated that WestComm is used for fire dispatching. Westlake, Fairview Park and Rocky River, and Lakewood have their own police dispatchers.  Rocky River, Fairview Park, and Bay Village are the three communities that use police officers for dispatching.
Chief Spaetzel stated that of the above stated options, the department feels that the best option is to have civilian dispatchers added to their current complement.  The plan is to have two full time dispatchers, Monday through Friday, working one day shift and one afternoon shift.  The balance of the time would be served by 7 to 9 part time dispatchers with each one working no more than three shifts per week, or 25 hours per week.

The officer restructuring of the department was outlined by Chief Spaetzel as follows:
· Council action has reduced the number of Lieutenants from four to three. As of June 1, 2015 that will drop to two Lieutenants. (Lieutenant Bly will retire in the first half of 2015, reducing to the allotment of two Lieutenants.)

· A Sergeant position has been added to take the Chief’s former position in the Detective Bureau. Sergeant Leasure will assume that position when new officers who are currently in the academy are trained and on patrol.

· Sixteen patrol officers are allotted, effectively reducing the total complement to 23 from 24 by Council action.

Chief Spaetzel reviewed in depth the Staffing Methodology (Addendum H) attached to these minutes.  He commented that since 1999 the Bay Village Police Department has had 24 full time police officers.  The last time that complement existed was in 2011.  Even with that full complement, they were still spending in excess of $200,000 with overtime and part time wages.  A bulk of that money was spent to cover short shifts. (Anything less than two officers on the road for the day and midnight shifts; afternoon shift – anything less than three officers.)   After reorganization, staffing level would be 1.49 officers per 1,000 population.  The national average for cities with similar population and similar income levels is 2.0 officers per 1,000 population.

Rocky River is adding new officers bringing their total officer complement to 10 more officers than Bay Village, and Fairview Park will add six more officers than Bay Village.  The City of Aurora, with a similar demographic to Bay Village, has 26 full time officers plus dispatchers and clerks.  Brecksville has a lower population and a higher median income.  They have 29 full time officers plus dispatchers and clerks.  Of all comparable municipalities, Bay Village would have the lowest total number of full time officers at 23.

Addendum G is a Shift Analysis conducted by Chief Spaetzel for a 62 day period of time, from September 15 to November 15, with a complement of 20 sworn officers.  A comparison is shown with 23 officers with civilian dispatchers.  A majority of the time, the coverage is at minimum or above, allowing coverage of days off.  The organizational charts included in the report indicate how those shifts are broken down both before and after the reorganization.  The reorganization provides the opportunity to not have to fill the shifts with part time officers 4,000 plus hours per year, and provides the opportunity for the department personnel to perform their duties more efficiently.

Mrs. Lieske asked the minimum number of hours a part time police officer must work.  Chief Spaetzel stated that the policy of the department mandates that the part time officer work at least one shift every month, or two months.  The maximum is no more than 25 hours per week over the span of one year.  

Mr. Henderson asked how many hours of sick, vacation, and holiday time a full time sworn officer receives.  Non-available time includes regular days off, holiday time off, vacation days, sick days, court appearances, training, personal days, light duty, and all those days when an officer is unavailable for patrol.  The total average hours of availability, per full time officer is just under 1,700 hours per year.

Mr. Lee requested further clarification of the computations included in the shift analysis.  Chief Spaetzel explained that they work a rotating schedule.  Most officers work six days on and two days off for four weeks straight, and the off days rotate to different days of the week.  In a six week block, they also have three days where they are off on the weekends.  Every officer gets one Saturday, one Sunday off, two times in a six-week period.  Their other days rotate.  This is done so there is constant shift coverage.  A rotating schedule is worked so that the number of people off is consistent over that time period.  There is always at least one officer off; but other times there are two scheduled off.  Then you must add in vacation time, sick time, bereavement time, training days, etc.  When you add these to the schedule, it will come up short.  Replacing a sworn officer as a dispatcher with a civilian dispatcher is almost adding one full officer for every shift throughout the year.

Under the reorganization plan, Patrol Sergeants are out on the road 100% of the time because administrative duties are assigned to the two Lieutenants.

Mr. Clark asked if hiring full time civilian dispatch would require the dispatchers to go into a bargaining unit.  Chief Spaetzel stated that they are not required to, but he would anticipate at some point the full time dispatchers would do that.  This is what happened in other departments.
A financial analysis is included in the report prepared by Chief Spaetzel.  The assumption would be that the two full time civilian dispatchers would be paid $20.00 per hour, plus benefits.  The 7 to 9 part time dispatchers would be paid $16.00 per hour, plus benefits. This is comparable to what other departments are paying their dispatchers.  There would be a range of pay rates to begin.  Based on 2017 dollars, when the plan would be fully implemented, the cost of 23 full time police officers and one full time civilian dispatcher group would be $2,990,000.  Twenty-three full time officers with two full time dispatcher group would be $3,020,000.  Twenty-four full time officers without civilian dispatchers, with 2015 dollars, would be $3,018,000.  The cost of two full time and 7 to 9 part time civilian dispatchers would be $229,557.

Savings as a result of the plan are included in a spreadsheet attached to the report (Addendum J).  The total savings amounts to $217,000, an effective net increase over the traditional organization structure of approximately $12,500.  Utilizing a position that Mr. Thomas has available, and sliding that money over, there would be a savings of $39,000 to fully implement the plan.

Mrs. Lieske asked if there have been any inquiries from Bay Village residents about the possibility of the civilian dispatch program going forward, and expressing interest in the position.  Chief Spaetzel stated that he has received about 18 unsolicited inquiries for dispatching.  Mrs. Lieske noted the importance of having a pool of people to be able to take someone’s place when they call off.  Chief Spaetzel stated that in an emergency a Lieutenant would be available to dispatch.

The number one priority is hiring dispatchers who can handle the calls and be very approachable in a customer-service, polite and professional manner.  If approved, it is hoped to have the first two full time dispatchers on or about June 1, 2015.

Mr. Lee called for questions from the committee and the audience.

Conda Boyd, West Oakland Road, asked if by hiring part time people there is some point where we become the “Walmart” of employers.  Should we talk about hiring four full time people rather than this cadre of part time people who have to work other jobs as well in order to make a living wage?  

Chief Spaetzel stated that there are many people who can only work part time because of family obligations.  There are also dispatchers who work part time in one city, and want to work in another city.  They want flexibility in the choice of hours.  Some very quality people are available part time.

Mr. Henderson noted that it makes sense to make sure we provide the quality service to the people, but we also owe it to the taxpayers of Bay Village to do it in the most fiscally responsible manner as well.
Chief Spaetzel stated that the sole consideration is not financial.  We are looking for the best people we can get and there are a lot of quality people that want to work part time.  Bay Village is a very attractive people to work.

Mrs. Lieske added that they have a mix of part time and full time in their office at Cleveland State University and all require professional status, and degreed individuals.  There are people that do request the part time and they tend to do so for either a health issue, or family obligations.  The jobs are posted as part time and a different pool of candidates are received for the part time.

Marty Mace, Elmwood Drive, asked how many of the 23 officers are assigned to the Detective Bureau.  Chief Spaetzel stated that 3 are assigned to the Detective Bureau: a supervisor and two detectives.  This has been in place since 1995.  The Lieutenant in charge will be replaced by a Sergeant in charge, resulting in a cost savings.

Mr. Mace stated that a cost of $131,000 was quoted for an employee for other functions.  Mr. Mace understands that a dispatcher now does other functions.  Do some of those functions necessitate an officer?

Chief Spaetzel stated that they do not necessitate an officer.  Some of the duties are inquiries taken at the front desk, jail functions, and public records requests.  The cost of $131,000 represents a minimum of $16.00 per hour to cover the time period when those other people are now scheduled. 

Mr. Lee thanked Chief Spaetzel for the detail he provided in his report.  The meeting adjourned at 7:38 p.m.

________________________



________________________

Steve Lee, Chair





Joan Kemper, Secretary
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