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Background
In May, the Common Council adopted a resolution approving a professional services agreement
with Matrix Consulting Group (Matrix) of Mountain View, California, to conduct staffing and
operational analyses within the City’s Police and Fire Departments. Matrix was selected to
perform these two analyses from a group of ten (10) firms that originally submitted proposals to
the City, at a not-to-exceed cost of $56,500.
Since award of the contract in May, Matrix has been working with members of the City’s project
team (Mayor, City Administrator, Police Chief, Fire Chief, and Assistant City
Administrator/Human Resources Director) as well as various members of each Department to
complete the two analyses. The City’s primary contacts during these two reviews have included
Greg Mathews, a Senior Manager for Matrix who previously served as Deputy Director of
Auditing for the City of Los Angeles’ Controller’s Office and Senior Consultant Terry Lewis,
formerly the Fire Chief of Henderson, Kentucky who also has experience as a Peer
Assessor/Team Leader for the Center for Public Safety Excellence.
Analysis
Originally, and in accordance with the timeline included in the approved agreement, the two
analyses were to be completed and presented to the Common Council in September. As
previously reported, requested data initially received from the Ozaukee County Sheriff’s
Department was determined to be incomplete, thus delaying completion of the study. Recently,
draft analyses have been completed and were reviewed by the project team last week.
Subsequently, final drafts of each report are now submitted herein for review and consideration
by the Common Council.
As previously indicated, a Special Committee of the Whole Workshop Meeting has been
scheduled for 6:00 p.m. on Tuesday, October 10 to provide the Common Council with an
opportunity to review each report’s findings and to ask questions of the consultants. Both Mr.
Mathews and Mr. Lewis will both be in attendance at the workshop meeting next Tuesday, with
the following format proposed to guide the Council’s review and discussion:
6:00 - 6:15 p.m.

Presentation of Police Department Analysis

6:15 - 6:45 p.m.

Questions/Discussion

6:45 - 7:00 p.m.

Presentation of Fire Department Analysis

7:00 - 7:30 p.m.

Questions/Discussion
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Recommendation
The entirety of the Special Committee of the Whole Workshop Meeting on October 10 will be
devoted to presenting the results of the Police and Fire Department staffing analyses that were
recently completed by the Matrix Consulting Group. Time has also been allotted during the
meeting to allow for questions from members of the Committee. Thereafter, and granting an
allowance of additional time for members of the Common Council to review and analyze the two
reports and their associated findings, any comments or request for additional information
received by City staff will be forwarded to Matrix, and incorporated into a final version of the
reports that are to be prepared and delivered to the City.
Subsequently, the Common Council, in its role as the City’s Appropriations Committee, may
decide to continue discussion of the two reports’ findings at its meeting scheduled for October
17, or alternatively, the Committee may wish to refer one or both of the reports to the Public
Safety Committee for additional review, evaluation and report back to the Common Council.
Attachments:
MPD FINAL DRAFT - 10 2 17

(PDF)

MFD FINAL DRAFT - 10 2 17

(PDF)

Packet Pg. 3

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

2.a

Police Department Staffing Analysis
MEQUON, WISCONSIN

FINAL DRAFT

matrix
consulting group
October 2, 2017

Packet Pg. 4

2.a

1.

Introduction and Executive Summary

1

2.

Overview of the Current Service Environment

5

3.

Analysis of Operations Division - Patrol

11

4.

Analysis of Operations Division – Supporting Services

35

5.

Analysis of Administrative-Related Operations

46

Appendix – MPD Profile

57

Appendix – MPD Anonymous Employee Survey

72

Packet Pg. 5

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

Table of Contents

2.a
FINAL DRAFT Police Department Staffing Analysis

Mequon, Wisconsin

1 Introduction and Executive Summary

Police and Fire Department Staffing Study. The following report presents the results of
the Mequon Police Department (MPD) study. This section of the report provides
background to the study and how it was conducted.

1.

Introduction and Study Background.
This study had several goals with the predominant focus revolving around the

staffing needs for the Mequon Police Department. There are no simple benchmarks for
law enforcement staffing. While it may be simple to suggest that law enforcement
resource needs can be based on the number of sworn staff per thousand population, the
Matrix Consulting Group does not use a “per 1,000” ratio as an analytical tool in assessing
law enforcement staffing needs, as such an approach is not consistent with best practice.
Instead of sworn per capita ratios, then, our project team evaluates staffing requirements
based on unique metrics and approaches associated with individual work units within a
law enforcement agency. As a result, empirical methods reflecting the unique needs and
service environment in Mequon need to be utilized to build the staffing analysis for the
MPD.

2.

Approaches Utilized in the Study.
To understand and evaluate staffing needs of the Mequon Police Department, the

Matrix Consulting Group accomplished the following tasks in this study:
•

Developed data for use in the analysis of responsibilities, deployments, workloads
and service levels for each function in the Mequon Police Department.

Matrix Consulting Group
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•

The project team conducted extensive interviews of staff throughout the
Department. We also solicited employee feedback on current staffing levels,
deployments and approaches to operations management through this interview
process and an employee survey.

•

The project team collected data to evaluate staffing levels, current deployments,
workloads, service levels, crime data, etc. to understand the current crime and law
enforcement service environment in Mequon.

•

Based on the information collected and incorporating planning assumptions that
were developed and reviewed with the Police Department, the project team
completed its analysis and developed staffing models for MPD.

•

Throughout this process, the project team met with staff in the Police Department
to review facts, findings and issues, as well as assumptions and recommendations.
This report provides the results of this analysis of current and projected staffing in

Mequon, as well as commentary on the Department’s existing equipment and facilities.

3.

Executive Summary.
Throughout this report the project team provides evaluation and analysis of the

staffing and other key operational areas provided by the MPD, and makes
recommendations surrounding identified issue areas. While most recommendations are
designed to facilitate “improvements,” it is important to recognize several strengths of the
Mequon Police Department. These include, but are not limited to:
•

MPD provides high levels of customer service as reflected by patrol efforts,
investigative efforts, and other community-oriented efforts. This was corroborated
by employee survey opinions whereby staff believe they provide a high level of
service.

•

MPD has very reasonable levels of proactive time thereby allowing for effective
community policing efforts. The proactive, self-initiated efforts performed by MPD
staff reflect a patrol staffing contingent that is well-utilized at present patrol staffing
levels.

•

Executive staff provide effective leadership and management of the organization.

Matrix Consulting Group
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•

Current staffing levels are generally adequate, reflecting a progressive yet fiscally
conservative approach to law enforcement operations. There are only a few
opportunities for staffing changes.

•

Equipment provided to MPD is generally up-to-date and appropriate. Technology
is sufficient. The MPD facility is useable with sufficient space.

The table which follows provides a summary list of all the recommendations, appearing
in sequential order, that are contained in this report.
Recommendations
OPERATIONS DIVISION – PATROL
MPD should maintain an authorized patrol officer staffing level of 22 officers into the foreseeable future
to accommodate high community service levels and potential staff turnover. Given proactive time and
other performance targets, actual staffing levels should never drop below 20 patrol officers.
Maintain existing authorized patrol staffing of six (6) sergeants.

Continue deployment of one (1) K9 Officer as part of the patrol officer staffing contingent.

Maintain the existing patrol shift schedules.

OPERATIONS DIVISION – SUPPORTING SERVICES
MPD should maintain authorized detective staffing of four (4) positions now and in the foreseeable future.
This includes three core detectives and one rotational position.
Maintain two (2) specialized (drug) officer positions at MPD. Continue to assess their assignments and
regional/local value.
Implement specialized investigative unit performance management approaches as discussed in this
report.
Create one (1) additional supervisor position to oversee MPD Investigative Services. MPD should work
in concert with City HR, under advisement by the Public Safety Committee, to determine if this supervisor
should be a sergeant, lieutenant or captain rank.
Maintain existing staffing level of one (1) School Resource Officer (SRO) now and in the foreseeable
future. Other cost-sharing models discussed in the report may warrant a second SRO.
ADMINISTRATIVE-RELATED OPERATIONS

Matrix Consulting Group
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Maintain one (1) Dispatch/Records Supervisor position and seven (7) full-time dispatcher positions now
and in the foreseeable future.
Develop a qualified pool of part-time dispatch staff in-lieu of the existing three (3) part-time dispatcher
positions. Add the current part-time staff to the pool. This pool can be of any manageable size and
allows for operational and scheduling flexibility. For budgetary control purposes, staff allocated to this
pool should not exceed 4,500 hours per annum in work performance.
In the future, and in cooperation with other area public safety agencies, perform an independent and
formal regionalized 911 dispatch feasibility study.
Increase Records Clerk authorized staffing levels from one (1) to two (2) positions.

Maintain one (1) Administrative Sergeant now and in the foreseeable future.

The City should explore additional opportunities to enhance Information Technology support to its
public safety departments as part of a broader IT assessment.
Revise the MPD organizational structure, balancing direct reports between the two (2) Captains, as
described in this report.
Allocate an additional $35,000 to the MPD training budget and facilities budget to facilitate improvements
as described in this report. The proportional allocation of this amount should be determined by City staff
based on Council input.
Internally examine and execute improvement opportunities for other identified MPD operational protocols
as discussed in this report.
There are presently no serious flaws with MPD facilities or equipment. Longer term planning to replace
facility assets should be memorialized in a capital improvement program document to also include
expensive technology and equipment assets that will require future purchase or replacement. These
CIP planning documents should be based on a thorough internal review of required assets for effective
law enforcement service delivery.

A more detailed description for each recommendation can be found in the body of
the report.

Matrix Consulting Group
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2 Overview of the Current Service Environment

service delivery provided by the Mequon Police Department (MPD). A more detailed
descriptive profile of the Department, with specifics related to job positions and unit
functions, is provided as an Appendix at the end of this report. This overview is intended
to provide a baseline description of the MPD that provides a framework for findings,
conclusions and recommendations in subsequent chapters.
The organizational structure of the MPD is shown in the following diagram. The
structure shows important reporting relationships and the functional areas under review
in this study.
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In summary, the City of Mequon provides a full-service Police Department to

proactive enforcement capabilities.

1.

Police Service Environment.
The project team examined a variety of law enforcement workloads handled by

MPD. Selected data are shown in this introductory chapter to help set the context for the
service environment in the City. These data are explored in greater detail later in the
report.
(1)

Population and Growth Trends.
The following table displays population trends in Mequon from 2011 to 2015, using

estimates from the US Census Bureau:
Mequon Population Growth (2011 – 2015)

Population has changed marginally over the last five-years and as such, future
projections with respect to staffing needs suggest that short and mid-term maintenance
of recommended staffing levels in MPD is arguably the most reasonable planning
approach until such time as community characteristics warrant revisiting staffing levels.
Matrix Consulting Group
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In the context of various planning-related desires, according to the City of Mequon Vision

25,000 was ideal while less than one-quarter (22%) believed 30,000 was ideal. As such,
a significant staffing change at MPD in the foreseeable future is unlikely, particularly when
this is juxtaposed against how well the MPD and its services are regarded. In the same
survey, 87% of respondents were satisfied or very satisfied with police services, ranking
the Department only below the “snow removal” rating (88%).
(2)

Crime Rates.
The following graph displays overall Part I crime figures for Mequon over the last

five years. Further details are provided later in the report; however, the data in the bar
chart, which shows major person and property crimes, reveals that less than one serious
crime occurs in Mequon per day.

Mequon Five-Year Part I Crime Incidents
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Mequon, Wisconsin

Community Requests for Service.

(CFS). These reflect unique incidents whether one reporting party or multiple reporting
parties (e.g., a traffic accident). This CFS workload is a key (though not only) driver of
defining staff resource needs in a police department. In 2016, the MPD responded to
10,849 community generated calls for service. In addition to these calls, assigned officers
generated many self-initiated activities.
The project team examined the most recent one-year period for CFS workload
available from 2016 based on Computer-aided Dispatch (CAD) records. The following
tables and graphs denote various facts surrounding these CFS for the MPD.
The following table provides the ten most common incident categories of
community generated calls for service handled by patrol units in 2016, as well as the
average call handling time (HT)1 for each. Darker shaded areas show the call type’s
frequency during different times of the day.

1

Handling time (HT) is defined as the total time in which a patrol unit was assigned to an incident, as identified by its
dispatch and clear time stamps recorded in the CAD data.

Matrix Consulting Group
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Incident Type

# CFS

HT

Assist a Citizen

1,334

46.0

Rescue Call

894

21.6

Welfare Check

692

8.1

Suspicious-Vehicle, Person

640

33.6

Miscellaneous Service

613

7.5

Assist Another Agency

579

42.1

Alarm

559

19.0

911 Cell Hang Up/Open Line

500

20.6

Disabled Vehicle

459

34.6

Parking Violation

387

15.5

4,192

54.1

10,849

37.5

All Other Types
Total

12a

4a

8a

12p

4p

8p

A review of the call types – which represent 61% of all calls for service that
occurred— indicate a number of incidents related to vehicular-related services, citizen
assists, and other non-criminal events.
Importantly, the average handling time for calls reflects an effort with victims,
witnesses, etc., consistent with most other law enforcement agencies. The average
handling time for the ten call-types of 37.5 minutes is equivalent to that of most other
agencies which spend 30-40 minutes per call.
As indicated, calls are infrequent in the early morning hours with far less than one
call per hour occurring during the 0500 hour on average. Calls increase rapidly during
the early morning (welfare checks and miscellaneous service calls) and generally remain
Matrix Consulting Group
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steady, peaking around 1700 hours (5:00 PM). The daily fluctuation of calls is shown in

MPD - Calls for Service by Hour

12a

(4)

3a

6a

9a

12p

3p

6p

9p

Summary Observations.
The data indicates that, overall, Mequon is a very safe community with limited

serious crime problems, especially violent crimes. Moreover, while the MPD responds to
a wide variety of calls for service in the community, the vast majority are calls of a less
serious nature, with the most common calls being ‘quality of life’ not crime related. This
backdrop lays the foundation for further information surrounding operational and staffing
analyses of the Patrol Division and other services provided by the Department.

Matrix Consulting Group
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3 Analysis of Operations Division - Patrol

Patrol Operations within MPD. The workload information utilized in this section was
obtained through interviews with MPD management and supervisory personnel, City staff
discussions, data provided by MPD, and a review of documents and information from the
Department’s varied information systems (e.g., Computer-aided Dispatch).

1.

Patrol Staffing Analytical Approach.
While it would be useful to identify a ‘golden rule’ of law enforcement staffing

needs, there is no single right answer. The utilization of various comparative measures
does not adequately provide for a comprehensive evaluation of field staffing needs, nor
should it be used as the primary basis for a local government to measure the effectiveness
of law enforcement services. While is it somewhat common practice to suggest law
enforcement resource needs based upon the number of sworn staff per thousand
population, the Matrix Consulting Group does not use a “per capita” or “per 1,000” ratio
as an analytical tool in assessing field staffing needs as these ratios have several
shortcomings, not the least of which is: 1) ratios do not consider the seriousness of the
workload levels of the jurisdictions being compared; 2) ratios do not consider a
jurisdictions’ use of civilians in alternative service delivery approaches; and 3) ratios do
not consider the unique characteristics of a community (e.g. geographic size, weather,
college community, etc.).
For these numerous reasons, the project team does not use “per capita” or “per
1,000 residents” ratios as a way for client communities to measure effectiveness in
Matrix Consulting Group
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providing law enforcement services, or as a determinant in developing staffing needs.

can also become misleading over mid and longer-term timeframes. As the complexion of
a community shifts and the delivery of patrol and police services change, per capita data
become erroneous.
The project team’s analysis of MPD patrol staffing considers the need for a balance
of community-generated workloads and the availability of proactive time to perform
proactive policing. The project team’s approach is supported by the International
Association of Chiefs of Police (IACP) and other research organizations2. The following
subsections describe this analytical process.
(1)

The Analysis of Patrol Resource Requirements Should Be Based on Actual
Workloads Handled and Appropriate Targets of Proactive Patrol, as Well as
Other Factors.
The Matrix Consulting Group utilizes methods in which the number of police field

personnel required is based on an analysis of the unique workloads and service level
requirements of a community. In order to evaluate these resources and staffing issues,
the project team conducted a data collection and analytical effort focusing on the
following:
•

Determining community generated calls for service workloads to the level of detail
necessary to understand the work volume and the time required to handle such
work.

•

The field resources used to handle calls for service and proactive workloads based
on officer availability levels.

•

Deployment and scheduling patterns utilized by the MPD.

2

International Association of Chiefs of Police, Patrol Staffing and Deployment Study, 2004, document 7218.

Matrix Consulting Group
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While per capita staffing has some comparative value year-to-year over the short-term, it
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•

Consideration for self-initiated police activities and targeting a sufficient amount of
time beyond community generated calls for service, otherwise known as “reactive”
workload. This time can then be utilized to perform proactive or communityoriented policing services (e.g., special enforcement of community-based
problems, building checks, neighborhood patrol, etc.).

•

Maintaining a deployment that would help reduce risk and maintain officer safety
levels.
Field law enforcement services represent one of the areas of law enforcement

operations in which staffing can be substantively quantified based on service levels
desired. Several factors determine the level of patrol staffing required in a community,
including:
•

The community generated call for service demand by time of day, and day of week.

•

How officers are utilized in the field, how they are scheduled, and in what manner
they are deployed (e.g., one-person versus two-person patrol cruisers).

•

How calls for service are managed by a law enforcement agency. Many policing
agencies throughout the United States “manage” lower priority calls for service in
a number of ways. What these methods of handling calls for service have in
common is that they free up the time of trained, professional sworn staff from
handling lower priority routine calls so that more of their available time can be spent
on calls requiring a higher level of expertise and training.

•

The level of service desired by the community. This reflects the amount of
“proactive” time, or “unobligated” time a community desires and how they wish it
to be spent. This is a significant factor and primary driver impacting required patrol
staffing levels. Unobligated time involves time not spent handling community
generated calls for service and reflects proactive time for which an officer is
available for community policing, directed or preventive patrol, self-initiated activity
(i.e., observations, including suspicious pedestrians or vehicles, etc.), and other
approaches for addressing crime problems, quality of life issues, etc.
The project team has employed a model based on these decision points in

evaluating officer field staffing for the MPD in terms of workload, service levels, and
overall operations.
Matrix Consulting Group
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characteristics and elements of the field staffing model, and how reactive and proactive

(2)

Key Workload and Data Elements Utilized in the Patrol Staffing Model.
One of the primary responsibilities of a patrol officer is the responding to and

handling community generated calls for service (CFS). Further, workload related to these
calls for service, including reports, arrests/bookings, back-up assistance to another patrol
unit on a call, etc., as well as the associated times for these activities, are primary
responsibilities of the officer. These elements are foundational in developing the total
field staffing levels required based on desired services levels.
(2.1) Patrol Workloads – Calls for Service.
As alluded to above, the first critical data element required to analyze field
resources is to document the primary workloads handled by patrol officers – one of the
primary responsibilities of an officer is to respond to community generated calls for service
(CFS).

Calls certainly do not represent all workload; officer-initiated events, officer

observations in the field, administrative time or other activities are also considered. CFS,
as typically defined, represent contacts from the community, generally via E 9-1-1
telephone and 7-digit telephone calls ultimately resulting in one dispatched incident,
regardless of the number of patrol units sent.
Community generated calls for service are not intended to reflect all workload that
patrol officers perform. In fact, many law enforcement agencies define “calls for service”
as any relevant law enforcement incident, whether initiated by the community or an
officer. Irrespective of how any law enforcement agency defines their CFS, the model
Matrix Consulting Group
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(unobligated) time is calculated.
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discussed hereafter relies exclusively on the definition provided and accepted by the

primary drivers for patrol staff evaluation. While self-initiated activities and similar work
performed by officers as a consequence of community contact are all vitally important,
responding to community generated calls for service is the primary core business of a law
enforcement agency and should serve as the basis for staffing levels of sworn officer
positions.
(2.2) Calls for Service Profile.
Our project team has calculated the community-generated workload of the
Department by analyzing incidents records in the computer aided dispatch (CAD)
database as described above. In 2016, officers assigned to Mequon responded to 10,849
unique community generated incidents—approximately 30 calls per day.
The following table displays the total number of calls for service handled by patrol
units by hour of day and day of week. Note again that this does not include thousands of
CAD incidents which reflect officer-initiated activities (e.g., traffic stop).

These are

exclusively community-generated calls for service as defined herein. Green-shaded
areas are lower CFS volumes while yellow (progressing to red), show higher levels of call
volume.

Matrix Consulting Group
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IACP. In sum, it must be understood that CFS responses, as defined, are one of the
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Hour

Sun

Mon

Tue

Wed

Thu

Fri

Sat

Total

12am

50

27

32

34

36

32

45

256

1am

38

18

29

24

29

41

44

223

2am

49

51

63

51

55

68

60

397

3am

29

17

23

27

20

25

30

171

4am

36

42

53

42

38

38

28

277

5am

15

24

27

19

26

29

20

160

6am

70

92

77

90

79

78

72

558

7am

58

83

100

124

88

94

67

614

8am

58

65

81

77

93

94

99

567

9am

51

68

80

92

82

84

78

535

10am

55

77

89

71

59

83

59

493

11am

61

78

78

66

91

74

71

519

12pm

71

87

91

75

76

72

58

530

1pm

77

72

80

91

74

84

73

551

2pm

71

66

87

84

85

81

75

549

3pm

58

88

71

80

87

95

61

540

4pm

73

94

112

82

108

91

81

641

5pm

71

94

102

89

108

108

78

650

6pm

64

82

87

90

100

91

88

602

7pm

52

73

82

64

62

91

65

489

8pm

52

67

63

53

65

93

59

452

9pm

42

51

63

54

61

81

73

425

10pm

41

55

60

42

46

68

58

370

11pm

28

36

39

33

32

51

61

280

Total

1,270

1,507

1,669

1,554

1,600

1,746

1,503

10,849

Calls for service vary significantly throughout the day, with the most active hour
from 4:00 PM to 6:00 PM (commuter time). As with most law enforcement agencies,
Friday is the busiest time of the week.
Proportionally, there is a reasonably sized variance in calls for service by season
in Mequon. Calls for service in the winter are below that of summer and fall. Numerically,
Matrix Consulting Group
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Calls for Service by Hour and Weekday
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however, such variance does not make significant difference over the course of a full day.

between the seasons, this difference averages only 3-4 calls per day.

Calls for Service by Month
Month

# of CFS

Jan

799

Feb

808

Mar

837

Apr

848

May

884

Jun

902

Jul

Seasonal +/-

-9.9%

-2.9%

1,038

Aug

875

Sep

964

Oct

977

Nov

863

Dec

1,054

Total

10,849

+6.1%

+6.7%

(2.3) Calls for Service Time Commitments.
Each call for service represents a certain amount of workload, much of which is
not captured within just the CFS handling time of the primary unit. The following pages
summarize the various factors which also must be considered when determining the
workload time investment associated with each CFS.

Matrix Consulting Group

Page 17

Packet Pg. 22

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

Despite Mequon seeing an approximate 16% change in calls for service workload

2.a
FINAL DRAFT Police Department Staffing Analysis

Mequon, Wisconsin

Community-Generated Calls for Service
Data obtained from an export of CAD data covering a period of an entire year that has
been analyzed and filtered in order to determine the number and characteristics of all
community-generated activity handled by patrol officers.
Calculated from MPD data: 10,849 community-generated call for service
…………………………………………………………………………………………………..
Primary Unit Handling Time
The time used by the primary unit to handle a community-generated calls for service,
including time spent traveling to the scene of the incident and the duration of on-scene
time. For each incident, this number is typically calculated as the difference between a
‘unit dispatched’ time stamp and the ‘call cleared’ time stamp.
In the experience of the project team, the average handling time is typically between
30 and 40 minutes in agencies where time spent writing reports is not included within
the recorded CAD data time stamps. At 37.5 minutes of handling time overall, MPD is
within the average range.
Calculated from MPD data: 37.5 minutes of handling time per call for service

Number of Backup Unit Responses
The total number and rate of backup units responding to community-generated calls
for service. This number often varies based on the severity of the call, as well as the
geographical density of the area being served.
The resulting rate of backup responses can also be expressed as a ratio of the total
number of backup unit responses to the number of calls. As such, the rate includes any
additional backup units beyond the first. Average rates are typically 0.4 to 0.6 and
largely dependent upon the CFS risks in the community. Communities with typically
lower risk call profiles often have lower backup rates while communities with more CFS
risk have higher backup rates.
Calculated from MPD data: 0.43 patrol backup units per call for service
Backup Unit Handling Time

Matrix Consulting Group
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The handling time for backup units responding to calls for service is typically calculated
using the same process that was used for primary units, the difference between a ‘unit
dispatched’ time stamp and the ‘call cleared’ time stamp. The results of these
calculations are then developed into averages for each hour and day of the week.
However, MPD CAD data does not provide time stamps for back-up units.
Consequently, employee survey data was evaluated with respect to this metric and
qualitative responses were converted into the noted time estimate. This estimate is
within reasonable ranges of expected back-up on-scene time for patrol units.
Estimated from MPD survey data: 28.5 minutes of handling time per backup unit

Number of Reports Written
The total number of reports and other assignments relating to calls for service that have
been completed by patrol units. In this case, the number has been calculated from
data, where it was possible to determine a total number of reports written. This data
equated to a rate of 0.25 reports per call for service, which is similar to our benchmark
number of 0.33 reports in the absence of such data.
Calculated from MPD data: 0.25 reports written per call for service
Time Per Written Report
Based on the number of community-generated calls for service, this number constitutes
an important factor of the total workload handled by patrol units in responding to calls
for service. It is often the case that units are cleared from a call in the CAD system
before they complete any assignments, such as report writing, or other tasks relating
to a call.
Respondents to the employee survey estimated that it took them an average of 52
minutes to write the average report. This information was then normalized across all
calls based on the average reports written per CFS (noted above). This time estimate
is similar to our benchmark number of 45 minutes per report in the absence of such
data.
Estimated from MPD survey data: 52 minutes per written report

Number of Jail Transports/Bookings and Time per Booking.
The number of arrests made that involve transport to and booking at a facility, as well
as the time that officers spend in the process of completing a jail transport and booking
before they become available and in-service again. At MPD, this time is usually already
embedded in the CAD data as part of the primary CFS and is not separated out with
an independent time stamp.
Matrix Consulting Group

Page 19

Packet Pg. 24

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

FINAL DRAFT Police Department Staffing Analysis

2.a
Mequon, Wisconsin

FINAL DRAFT Police Department Staffing Analysis

By combining the factors that have been calculated for primary and backup unit
handling time, and report writing time, the resulting number represents the average
number of minutes of workload each call for service generates. These data are
summarized in the following table:
Summary of CFS Patrol Workload Factors
Category
Total Number of Calls for Service

Value
10,849

Avg. Primary Unit Handling Time (min.)

37.5

Backup Units Per CFS

0.43

Avg. Backup Unit Handling Time (min.)

28.5

Reports Written Per CFS

0.25

Time Per Report (min.)

52.0

Avg. Workload Per CFS (min.)

63.4

Total Workload Hours

11,464

In sum, calculated from previously listed factors: 63.4 total minutes of workload are
needed, on average, per each call for service.
The table above shows the various time commitments associated with the
“average” call for service. The call for service data described are used in patrol staff
modeling based on proactive time availability as discussed below.
(3)

Proactive Time Calculations Provide Reasonable Guidance as to Patrol
Staffing Requirements.
Proactive time is calculated through an analytical approach that examines the

community-generated workload handled by patrol units, as well as the staffing levels of
patrol in order to produce a realistic estimation of the Department’s staffing needs at
Matrix Consulting Group
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targeted service levels. Proactive enforcement addresses all other workloads that are not

services as officer self-initiated activity, proactive or preventive patrol, being engaged with
the community, investigative follow-up, traffic enforcement, pedestrian stops, foot patrols,
etc. All police departments should have clearly defined uses for uncommitted time.
Officers should know what they are expected to do with time between calls for service.
According to the International Association of Chiefs of Police (IACP):
Police agencies should consciously choose a policing style, recognizing
that modifications have direct effect on staffing requirements. Agencies
coping with budget constraints can choose to reduce uncommitted,
prevention-focused time, thus expanding the time committed to response
to calls. This strategy reduces patrol staffing requirements, which may risk
public safety. Alternatively, agencies can choose to be more proactive,
allocating, for example, 40%, 45%, or 50% of each officer's time to crime
prevention, problem solving, community relations, and other proactive
activities. This strategy intensifies (increases) manpower requirements.
The IACP management survey staff prefers this more proactive approach
to policing.3
In general, law enforcement agencies target between 35% – 45% of their time to
be proactive – unless they serve smaller communities. Typically, smaller law enforcement
agencies have at least 50% of their time available to be proactive. This is because of the
needs for minimal staffing for concurrent calls and officer safety considerations. As our
analysis shows, this is true in Mequon.
(3.1) Proactive Time is Impacted by Officer Net Annual Availability. This is an
Important Factor in Staffing Analysis.
A critical workload element to determine staffing requirements is the amount of

3

IACP Patrol Staffing and Deployment Study.
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annual time available for field personnel to perform their work. A typical patrol officer is

business duties well below this figure due to scheduled and unscheduled leave,
administrative requirements, etc. The table, which follows, provides the calculation of the
“net availability” of police officers in patrol based on data abstracted from source
documents provided to the project team. Where data was not available, such as with
administrative time, estimates are provided based on other national law enforcement
agency averages or available benchmarks. The project team defines net availability as
the number of hours that an officer (or any other employee) is available to perform their
key roles and responsibilities after the impact of leaves and administrative responsibilities
have been subtracted from their gross 2,080 scheduled hours of work.
Breakdown of Net Availability
Calculation Factor

Value

Base Annual Work Hours

2,080

Total Leave Hours

–

356

On-Duty Training Hours

–

49

On-Duty Court Time Hours

–

16

–

258

Net Available Hours Per Officer

=

1,401

Number of Officer Positions

x

20

Total Net Available Hours

=

28,020

Administrative Hours

4

4

While most data points in this table are self-explanatory, administrative hours deserves further explanation.
Administrative hours are the time taken during a shift for such things as meals, breaks, daily briefing, vehicle fueling,
meetings, and other daily efforts that take time from core law enforcement activities. It is typically estimated based on
survey response, interviews, and experience with other law enforcement agencies as such data is rarely captured. The
remaining data in this table is based on information provided by MPD, and reflects analyses based on actual datasets.
The numbers presented reflect averages.
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This net availability figure will be used for the productivity and staffing analysis. It

availability of 1,500 hours. This is predominantly due to the total leave hours noted which,
at an average of nine (9) weeks per officer per annum, is somewhat higher than typically
seen. Annual leave for police officer ranged from 192 – 542 hours.5
(3.2) Proactivity for 2016 MPD Patrol Contingent.
Based on the data provided previously with regard to calls for service workloads,
time required on calls, officer net availability and shift schedules provided to the project
team, the following tables show proactive time availability based on the modeling
exercise. This proactivity is based on the typical deployment of 20 MPD patrol officers
being fielded on scheduled shifts.
Overall Patrol Proactivity

Total Patrol Net Available Hours

28,020

Total Patrol Workload Hours

–

11,464

Resulting # of Uncommitted Hours

=

16,556

(Divided by total net available hours)

/

28,020

Overall Proactivity Level

=

59.0%

5

Details beyond this hour range would be exceedingly difficult, as each officer had an individual worksheet for daily
leave by type, making further detailed analysis prohibitive.
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As shown in the table above, Mequon’s patrol force consistently meet or exceed
levels of proactive time considered needed to be effective. Based on the proactive time
modeling for a 20-officer staffed patrol force, the average proactive time is 59%, ranging
from an average of 48% to 81% dependent upon the time-blocks noted in the table above.
Consequently, MPD current patrol staffing levels are certainly adequate overall to address
service levels needs in Mequon.
Despite proactive time averages of 59%, no patrol staffing change is
recommended – staffing and deployment is more a function of the need to adequately
cover shifts, including back up for officer safety. As a result, the use of proactive time, as
opposed to the actual proportion, is of much greater importance in determining staffing
levels. This, as well as other related factors, are discussed in the section below.
(4)

Other Key Influences on MPD Patrol Staffing Levels.
Proactive time findings have important implications for the City, yet this is not the
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only dataset of importance, particularly for a smaller community. Other key factors must

(4.1) Response Times to Calls for Service Demonstrate Appropriate Staffing
Levels.
Response time characteristics are an important metric to determine the adequacy
of service delivery. Response time is composed of two components: 1) the time a 911
call is received by dispatch to the actual broadcast of the call to a patrol unit, and 2) the
travel time to the call for service scene once an officer has received the call. Dependent
upon the agency, “response time” is either defined as the sum of these two, or periodically
just travel time. We consistently define response time from the perception of the caller—
that is, from call receipt to scene arrival.
The following bar chart reflects these two components for MPD calls for service in
2016:

Average Patrol Response Time Metrics - Minutes
6.68

CFS to Dispatch

6.08

Travel Time

12.76

Response Time

13.93

Response Time 2PM-6PM
0

2

4

6

8

10

12

14

16

Compared to various response time benchmarks, the overall response time
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performance of MPD is exceptional, with an average response time of 12.76 minutes.

lowest priority calls, and 15-minute range for mid-level urgency calls. MPD’s overall
response time average is below the 15-minute range for all call types. Indeed, during the
busiest time block for calls for service (2:00 PM to 6:00 PM), response time is only
marginally longer.
These response time characteristics do not reflect any patrol-related staffing
issues.

Importantly, however, response times do decline as fewer resources are

available. As such, any reduction in existing MPD patrol staffing levels will have a direct
impact on response time performance, thereby reducing perceived service levels to the
City.
(4.2) The Geographic Size of Mequon Contributes to Patrol Resource Needs.
The population of Mequon is approximately 24,000, residing in a community of
46.9 square miles. Population density is classified as “low.”6 A map of the patrol sectors
deployed by Mequon Police Department is shown in the graphic which follows.

6

City-data.com
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Generally, 3 or 4 officers are assigned to these patrol sectors dependent upon shift
staffing levels. Minimum staffing levels for MPD are defined as follows:
•

Day Shift: 7:45 a.m.- 4:15 p.m.; Minimum officer staffing: 3 officers, 1 supervisor

•

Early Shift: 3:45 p.m.- 12:15 a.m.; Minimum officer staffing: 3 officers, 1
supervisor

•

Midnight Shift: 11:45 p.m.- 8:15 a.m.; Minimum officer staffing: 2 officers, 1
supervisor.
The relatively large geographic size for a smaller population that is served by a

smaller police department brings unique challenges. As noted, dependent upon the time
of day, there are typically 2-4 patrol officers covering a relatively large service area. In
order to ensure adequate response times, as well as facilitate patrol back-up and officer
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safety, a certain level of staffing should be maintained irrespective of CFS workloads and

certain concessions with respect to patrol staffing characteristics.
(4.3) MPD Is Well-Utilizing Available Proactive Time.
While MPD’s proactive time is high at 59%, patrol officers are utilizing the available
proactive time to service the community well. In fact, the number of self-initiated patrol
activities exceeds calls for service by a notable margin as reflected in the following pie
chart.

Proportion of Patrol Workload by Type

61%

CFS Workload

39%

Self Initiated Workload

In 2016, MPD patrol officers conducted nearly 16,900 self-initiated activities—over
50% more than the number of calls for service responses. The following bar chart shows
such activity, by type.
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Top-5 Self Initiated Activities
4000
3500
3000
2500
2000
1500
1000
500
0
Welfare Check

Business Check

Vehicle Traffic Stop Secure/Check Parks

Administrative

The top-5 self-initiated activities reflect the significant majority of proactive efforts
undertaken by MPD patrol officers as shown by the following pie chart.
Proportion of Top-5 Self Initiated Activities to All S.I

24%
76%

Top-5 Self Initiated
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The data indicate that the MPD focuses on various community-oriented efforts to

other efforts that occupy the bulk of available proactive time. As such, despite higher
proactive time availability, this time is used by patrol officers to perform important services
for the community.
In conclusion, the self-initiated efforts reflect a patrol staffing contingent that is wellutilized at existing staffing levels.
(5)

There are No Real Opportunities to Respond Differently That Could Impact
Patrol Service Delivery.
“Differential police response” generally focuses on civilian staff taking the place of

sworn personnel and responding to lower priority incidents in a variety of fashions (i.e., in
the field or a telephone reporting unit). This frees officers up to perform additional duties
and responsibilities that require sworn presence and capabilities. The use of civilian field
positions allows sworn staff to focus on calls and problems where full law enforcement
powers are needed, thus reducing their overall workload. While differential police
response is progressive, taking full advantage is typically limited to moderate-sized to
larger police departments where sworn staff positions can be effectively replaced by nonsworn personnel.
Given Mequon’s community and crime profile, the MPD does not have the
opportunity to replace sworn staff with civilians. Given higher levels of proactive time,
combined with an insufficient number of calls for service that are practical for civilian
response, there is no real need for civilianization in MPD’s patrol services.
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Mequon, Wisconsin

There is no Real Benefit to Adjusting Patrol Shifts and Start Times.

from 6-9 officers and two (2) sergeants per shift. Shifts are 8.5 hours in length, four-days
on, two-days off. The shift schedule allows for appropriate overlap to conduct shift
briefings and “hand-off” between shifts.
Changes in shift schedules as well as start times can prove beneficial in deploying
staff resources in some law enforcement agencies. Conversion to 10-hour or 12-hour
works in some public safety arenas. Furthermore, changing the start and end-times for
shifts can have practical benefits. In MPD, however, the existing shift structure is more
than adequate to address current call for service workloads by time of day and day of
week. The 8.5-hour shift schedule provides some of the same overlap benefit as the
more common 4-day/10-hour shift schedule. Additionally, the rotating days-off schedule
is not problematic as there is not a significant difference in workload by day of week.
In summary, there are no real benefits to be gained by adjusting MPD patrol shifts
and start times.
(7)

MPD’s K9 Program Offers Various Benefits and Should Continue.
MPD has one K9 (dog) Officer deployed in support of patrol operations. The

position serves as primary call for service responder on 2nd Shift, but has a variety of
deployment duties graphically displayed in the following pie chart.
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K9 Deployment Efforts
6%

4%

15%

68%

Spec. Assignment

Call Out

Shift Work

K9 Maint.

Training

With respect to K9s, the deployment of such a unit for a city the size and profile of
Mequon could be considered a robust service; however, this assignment gives personnel
an opportunity for career expansion at relatively minimal investment in K9 maintenance
and training. As such, a one-officer K9 Unit should continue at MPD to provide local
specialized support, officer specialization opportunities, and extend the overall
capabilities of patrol in various CFS and self-initiated situations.
(8)

Maintain Existing Patrol Sergeant Staffing Levels.
MPD Patrol Sergeants function as first-line field supervisors, and are responsible

for providing direction and priorities for the use of proactive time in the field. They perform
a variety of administrative office duties to include: maintaining minimum staffing levels;
report review and approval; citation and warning review; database updates; schedule
management/coverage; open records processing; and various ancillary duties dependent

Matrix Consulting Group

Page 32

Packet Pg. 37

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

7%

2.a
FINAL DRAFT Police Department Staffing Analysis

Mequon, Wisconsin

upon one’s sergeant position. Two (2) supervisors are scheduled per shift on non-

The Patrol Sergeant positon is a critical element of MPD service delivery. Given
shift scheduling patterns, it is important to consistently have at least one sergeant
available for supervision. As such, the deployment of six (6) total Patrol Sergeants is
appropriate. At issue, is the amount of administrative work these positions accomplish
as opposed to field supervision. Some of this administrative work needs to be off-loaded
to other staff positions. This will be discussed further in a later section of this report.

2.

Patrol Staffing Conclusions.
The goal of patrol modeling and analysis is to accurately develop patrol staffing

needs based on proactive time targets and additional important data. The following points
summarize key conclusions based on the analysis.
•

At 59% proactive time, patrol staffing levels at MPD are satisfactory now and in the
foreseeable future.

•

Metrics related to proactive time are all within reasonable standards (e.g. officer
net availability).

•

For larger geographic communities of modest population, other important factors
must be incorporated into a patrol staffing analysis. This includes response times,
patrol back-up rates, officer safety issues based on staff feedback and other
metrics, and patrol officers’ use of proactive time through self-initiated activities.

•

The totality of data suggests that patrol-based staffing levels are overall adequate.
Our findings and the foregoing conclusions translate into the following:
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MPD should maintain an authorized patrol officer staffing level of 22 officers into
the foreseeable future to accommodate high community service levels and
potential staff turnover. Given proactive time and other performance targets,
actual staffing levels should never drop below 20 patrol officers.
Maintain existing authorized patrol staffing of six (6) sergeants.
Continue deployment of one (1) K9 Officer as part of the patrol officer staffing
contingent.
Maintain the existing patrol shift schedules.
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4 Analysis of Operations Division – Supporting Services

beyond Patrol. This includes Detectives, Drug Enforcement Officers, and a School
Resource Officer. The following sections discuss services provided by these groups.

1.

Analysis of Investigative Services.
The evaluation of staffing levels for detectives and specialized enforcement is

more difficult than evaluating patrol staffing levels because, unlike these field services,
subjective and qualitative determinants of workload and work practices are more
important. Factors making analyses more challenging include:
•

Approaches used to screen, assign, and monitor cases vary among law
enforcement agencies.

•

What is actually investigated varies by agency. The extent to which agencies
assign misdemeanor level property crime cases to detectives and other staff
varies. Also, the extent to which patrol performs preliminary investigation varies
widely and impacts detective caseloads.

•

Work practices vary tremendously among agencies, relating to interviewing
techniques, mix of telephone and in-person interviews, use of computer
technologies, and the time devoted to clerical tasks.

•

Finally, the nature of the community itself is a factor in evaluating investigative
workload and staffing needs. Citizen expectations translate into service levels
impacting detectives in terms of what is investigated and how investigations are
conducted.
Unlike patrol, investigative workload cannot be easily and convincingly converted

into quantitative methodologies to arrive at required staffing levels. Investigative staffing
requirements need to be examined from a variety of perspectives in order to obtain an
overall portrait of staffing issues, case handling issues, and philosophies that have an
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impact on staffing needs.

are drawn in the context of how investigative resources are used in a law enforcement
agency.

Comparative measures are used to help determine detective staffing levels

based on the efficient and effective use of investigative resources as summarized in the
following table:
Comparative Measures for Detective Resources
Comparative Measures

Comparative Industry Patterns

Active cases assigned to “Generalist”
Crimes Detectives.

12 to 15 active cases per month based on the Matrix
survey. Because of the sophisticated evidence-related
processing noted previously, a lower range can result in
9-12 cases per month.

Average hours dedicated to crime
investigations by type of crime.

Different studies over the past 30 years (Prummell;
Gribble and the Police Executive Research ForumPERF) have attempted to estimate an average number
of hours worked for each investigation per crime type.
These include:
•
Burglary: 6-12 hours. (PERF 0.5-40)
•
Robbery: 9-30 hours. (PERF: 1-60)
•
Aggravated Assault/Battery: 4-25 hours (no PERF)
•
Homicide: 147 hours (PERF: 2-220)

(1)

Detective Staffing Needs are Based on Investigative and Other Important
Workloads.
The Detective Bureau includes (3) full-time Detectives and (1) Acting Detective on

a two-to-three year rotational training assignment.

As defined in the table above,

detective staff are generalists but often emphasize the solving of significant crimes in the
community, such as “Part I crimes” – eight uniformly defined major crimes by the FBI.
The Part I five-year crime history for Mequon is shown as follows.
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The Matrix Consulting Group has devised an approach where staffing conclusions

2.a

2012

2013

2014

2015

2016

16

4

8

18

6

Criminal Homicide

0

0

0

0

0

Rape

0

0

2

2

0

Robbery

3

2

0

4

2

13

2

6

12

4

198

147

145

140

197

66

22

32

35

35

129

119

108

97

149

Motor Vehicle Theft

3

5

5

8

13

Arson

0

1

0

0

0

Violent Crime

Aggravated Assault
Property crime
Burglary
Larceny-Theft

The data reveal Mequon is a very safe city, with very few serious Part I crime
problems. MPD detectives are typically assigned these types of crimes that are solvable,
as well as less serious Part 2 crimes.
Beyond investigative services, staff perform numerous ancillary duties estimated
to take up to two-thirds of their total time to include work efforts related to: property and
evidence room management; Live Scan maintenance; document scanning and disk
burning; District Attorney support and case preparation & management; licensed premise
inspections; impounded vehicle processing; search warrants and subpoenas; pawnshop
information management; and several other duties, as directed.
MPD does not have an automated case management system (CMS), but total
caseload does not warrant such sophistication. The Captain provides case screening
and case management services to the detective bureau, acting in the capacity of a firstline supervisor.

Detectives are assigned various caseloads and work cases until

conclusion. In the absence of a CMS, our project team requested MPD detectives
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undertake a two-month self-reporting exercise on their caseloads. The outcome of this

Average New Cases Assigned / Month to Detectives
9.5

10
9
8
7

6.5

6.6

Detective #4

Average

6.5

6
5

4

4
3
2
1
0
Detective #1

Detective #2

Detective #3

The following summarizes the information in the chart:
•

Based on the four detectives at MPD, 6.6 cases are assigned to each detective on
a monthly basis.

•

Average caseload per detective differs somewhat significantly, ranging from a low
of four cases assigned per month to 9.5 cases assigned per month.
Given the assignment philosophy at MPD, it can be assumed that all of the cases

assigned to detectives (noted in the bar chart above) are also active cases as described
in the previous table. Consequently, for purposes of this report, assigned and active
cases should be considered synonymous.
Data suggest that caseload data, by detective, is modestly lower than various
benchmark standards for generalist detectives. By example, according to the benchmark
information in the previous table, generalist detectives should be able to carry
Matrix Consulting Group

Page 38

Packet Pg. 43

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

exercise is portrayed as follows.
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approximately 9-15 new cases per month. The MPD detective staffing contingent carries

caseload information that must be considered.
•

Beyond the new monthly caseload of 6.6 cases, detectives roll-over an average of
two (2) cases each to the next month, thus modestly impacting overall case work
requirements. In effect, based on the self-reporting exercise, detectives are
working an average of 8.6 cases every month.

•

Importantly, the additional duties and responsibilities noted previously take up a
significant amount of time for detective staff. Expanding on the previous, the
following lists most duties of detectives beyond caseloads.
-

Document scanning
CD disk preparation (burning)
Liquor license document preparation
Live Scan fingerprint management
Background investigations for new hires
Ordering forensic supplies
District Attorney support
Property and Evidence room management
Crime lab shuttling
Medication drop-off box management
Respond to inter-agency inquiries
Car impound/release processing
Search warrants and subpoenas
Crime-scene processing on higher profile cases
Pawn shop records reviews
Citizens’ Police Academy instruction
Community presentations
CVSA “voice stress” testing
Cellebrite (cell phone) and video evidence processing

Based on our analysis, it is reasonable to assume, that MPD detectives can only
work half-time on their caseloads. Consequently, their current workload of 6.6 new
cases per month plus two “roll-over” cases per month is reasonable in the context
of the previously noted benchmark of 9-15 cases for “full-time” detectives in other
law enforcement agencies.
The secondary duties performed by detective staff, and noted above, are so
diverse that they could not easily be transferred to additional civilian staff dedicated to all
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approximately one-half this caseload on average, yet there are important caveats to this
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these efforts as too many specializations would be required for a single staff person. As

now and the foreseeable future given Mequon’s probable crime rates.
(2)

Maintain Existing Staffing Levels in the Specialized Drug Enforcement Unit.
Two (2) Officers provide regionalized drug enforcement support in cooperation with

other agencies. One (1) officer’s assignment is with the Ozaukee County Anti-Drug Task
Force, conducting regional drug enforcement operations in concert with other local and
federal law enforcement agencies. An additional officer is assigned with the Federal Drug
Enforcement Agency (DEA) Task Force, conducting mid and high-level narcotics
distribution investigations. Both positions report to the Operations Captain.
Proactive investigative functions are more difficult to evaluate than are ‘reactive’
case handling investigations described previously.

In brief, the allocation of staff

resources to these types of functions is generally a policy decision driven by law
enforcement executives based on perceived community need. As such, the staffing level
within specialized units is framed by the police chief’s executive team judgment that
should be guided by certain principles and data elements to help determine adequate unit
size and staffing.

There is no precise formula to evaluate the level of staff resources a

community should allocate to these enforcement efforts because proactive investigations
are, by their very nature, discretionary. These investigations relate to a community’s
values to address a wide variety of problems.
Importantly, staffing decisions for specialty units should be driven by information
that demonstrates outcomes associated with unit performance and the overall cost. There
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such, the existing staffing levels for detectives of four (4) personnel are appropriate for
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are no substantive MPD performance reports on these staff readily available, making

become an outcome of performance, the effectiveness of proactive investigative units
needs to focus more on the process of targeting problems in the community and making
assigned staff accountable for results. In brief, proactive investigative units require close
scrutiny given their unique roles, and they must have established performance
expectations. To that end, the Specialized Drug Enforcement Unit should report upon the
following performance factors:
Best Management Practices Performance Review for Specialized Investigations
Performance Target

Reporting Criteria

Are decisions made at the
appropriate level?

Major initiatives are documented and approved by the
supervisors in a Tactical Action Plan format. These
should be approved by upper management.

Clearly defined mission that
focuses on both street level as well
as large-scale interdiction.

Mission influences work direction. Guiding principles are
noted in the respective Tactical Action Plans.

Internal systems and performance
measures have been designed to
provide for internal accountability.

The Unit provides quarterly performance reports relative
to output metrics that foster accountability.

Internal systems provide for clear
accountability and tracking of
property/evidence.

In association with Property and Evidence, clear protocols
are in place and reported upon.

Interaction with local, state, federal
and international agencies is
performed.

The Unit is involved in several cooperative efforts and task
forces and output and outcome measures are reported
upon.

The unit is located off-site from the
main department. Secured and
trackable/auditable storage on-site
for narcotics, money, weapons,
other contraband, is available for
use in undercover work

Secured facilities are in place and periodically audited for
security.

Asset seizure funds are regularly
audited by an external entity.

Audit trails are in place to ensure the appropriate use of
asset seizure funds.
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staffing decisions for this operation more discretionary. Because staffing levels often
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There are opportunities for further improvement related to tracking and reporting

should help drive specialty unit staffing decisions. In the absence of such data, however,
the dedication of two (2) officers by MPD to such efforts is not uncommon for a
Department of this size, particular one that wishes to provide career development
opportunities for staff and facilitate job retention. As such, two dedicated positions to the
Specialized Drug Enforcement Unit should continue in the foreseeable future.
(3)

Add a Supervisor Position to Support the Investigative Services.
As noted, the Captain provides direct supervision of detectives and officers

assigned to the drug unit. In addition to other direct reports (i.e. patrol sergeants), this
span of control is untenable given the variety of other duties and responsibilities of the
Captain. Spans of control should not exceed a 1:9 ratio, particularly for staff that have
several administrative responsibilities.

Furthermore, dedicated supervision for

investigative units is quite common and could help facilitate resolution of various issues
such as the observation by staff through the employee survey that that better case
prioritization and case management may be needed.
Given the above, it is recommended that one (1) dedicated supervisor position be
created to oversee MPD investigative services including detectives and the specialized
drug unit officers. These six personnel can benefit from the direct supervision and
oversight of such a position, to include assisting in the various administrative support
services provided by detectives as well as the further implementation of performance
reporting for the drug unit. This additional supervision should prove very valuable to the
effectiveness of MPD investigative units while also relieving the Captain from direct
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upon the Specialized Drug Enforcement Unit’s outputs and outcomes. This information
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involvement in such duties and responsibilities. At issue is the “rank” under which such

•

Sergeant Rank - The sergeant rank is frequently utilized to oversee detective
units of similar composition to MPD’s Detective Bureau. However, at MPD the
“rank” of sergeant and detective is considered similar, and they are also paid the
same salary. Detectives do receive work direction from sergeants, but at a crime
scene detectives supersede sergeant authority. This “equivalency of rank” can
create possible oversight problems.

•

Lieutenant Rank - Lieutenant ranks are also frequently used to manage and
supervise Investigative Services. Currently, however, MPD no longer uses this
rank and as such it would have to be formally reinstated with its own unique
salary/benefit structure.

•

Captain Rank - The highest rank typically overseeing an investigative unit, it is
uncommon for a rank of this level to only manage six (6) personnel. While MPD
used to have three Captains, this is not an organizational structure often seen in a
small Police Department. Nevertheless, a Captain rank is currently used at MPD
(unlike a Lieutenant), does not suffer from some of the “equivalency” issues
associated with a sergeant rank, and the position only earns approximately
$18,000 per annum more in salary than a sergeant at the top salary step.
Irrespective of the rank selected, data indicate that direct supervision of

Investigative Services is warranted.
Recommendations:
MPD should maintain authorized detective staffing of four (4) positions now and in
the foreseeable future. This includes three core detectives and one rotational
position.
Maintain two (2) specialized (drug) officer positions at MPD. Continue to assess
their assignments and regional/local value.
Implement specialized investigative unit performance management approaches as
discussed in this report.
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supervision should provided. There are three relevant options, briefly discussed below.
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2.

School Resource Officer Program.
The School Resource Officer (SRO) program is a cooperative effort between MPD

and the School District. The SRO performs various enforcement and outreach functions
at the High School, Middle School and periodically elementary/private and pre-schools
with emphasis on high-school operations (approximately 80% of time). The position works
closely with the school district to include weekly meetings, home visits, on-campus
security reviews, child protective service report reviews, etc. Other key duties include
response to school-based calls for service, oversight of K9 searches, monitoring of
evacuations drills, and performing various presentations. In the summer, the SRO will
generally assist patrol.
The National Crime Prevention Council is clear with respect to the crime prevention
benefits of an SRO position:
“Security or police presence at schools helps to reduce (prevent)
opportunities for unwitnessed crimes. The presence of school resource
police or security officers reduces fear of crime and violence among
students, faculty, and staff.”7
Despite these publicized benefits, according the National Association of School
Resource Officers (NASRO) survey, 81% of the officers surveyed indicated that there is
no ratio or formula used by their agency for assigning a specific number of SROs to a

7

http://www.ncpc.org/topics/school-safety/strategies/strategy-school-resource-officers
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Create one (1) additional supervisor position to oversee the MPD Investigative
Services. MPD should work in concert with City HR, under advisement by the
Public Safety Committee, to determine if this supervisor should be a sergeant,
lieutenant or captain rank.
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school based upon the number of students in the school district. In effect, deployment of

perceived need and the ability to fund such positions.
SRO positions are most commonly assigned to the high school with supporting
services provided by such staff to middle and elementary schools, as necessary.
Periodically wealthier communities or those with serious juvenile crime problems will
assign multiple officers to an SRO program to provide appropriate coverage. Our project
team believes the SRO program at MPD is adequate given the profile of the community.
Staffing levels should only change, in the distant future, in the event another local high
school is constructed. Given salary/benefit donations from school districts for SRO
programs range widely from 0% to 100% contributions, MPD can consider another SRO
if the school district is willing to pay 100% for an officer on a long-term agreement.
Optionally, if Thiensville is willing to contribute to such a program then the inclusion of
another SRO position may be warranted.
Recommendation:
Maintain existing staffing level of one (1) School Resource Officer (SRO) now and
in the foreseeable future. Other cost-sharing models discussed in the report may
warrant a second SRO.
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SRO staff is largely a policy and fiscal decision and is largely based on the community’s

2.a
FINAL DRAFT Police Department Staffing Analysis

Mequon, Wisconsin

5 Analysis of Administrative-Related Operations

composed of dispatch, records and other personnel, as well as administrative-related
issue areas of importance.

1.

Dispatch and Records Operations Review.
The MPD dispatch staff and a single records clerk position perform a variety of

tasks critical to MPD operations. The review of these functions is described as follows.
(1)

Dispatcher Staffing is Adequate, but There are Operational Challenges
Associated with a Small Dispatch Contingent.
Police, Fire and EMS dispatch for the City of Mequon includes two work-stations.

One work-station serves as Call-taker and Police Dispatcher and the other work-station
serves as Fire/EMS dispatcher and clerical support to include front counter assistance,
police report dictation, permits, and other records-related supporting efforts.

The third

patrol shift typically operates solo with officers providing coverage during 2:00 AM., 4:00
AM and 6:00 AM breaks. Key workload indicators for dispatchers include the processing
of Computer-Aided Dispatch (CAD) incidents. This type of workload is summarized in the
following graph.
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This chapter focuses on the operational review of the Administrative Division
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The total number of CAD incidents processed in 2016 was 30,398, distributed by
type/public safety department as shown in the prior bar chart. This reflects less than 3.5
incidents per hour over the course of the year. This level of dispatch-related workload is
marginal, even for one fixed-post position. According to the Association of Public
Communications Officials (APCO), dispatchers should be capable of handling workloads
that reflect 50% of their time available.
Small dispatch agencies face a particular dilemma when various dispatch models
show core dispatch workload is insufficient to support multiple fixed-posts. Irrespective
of dispatch workload, best practice suggests that two-fixed post positions for dispatchers
should typically be fielded in order to provide coverage in the event of multiple concurrent
in-coming calls, allow for relief breaks, etc. One dispatcher is adequate only in the slowest
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times, when call volume, CAD incident workload, and administrative support (e.g. Front

Importantly, in those instances where dispatchers perform duties above and
beyond core dispatch workloads, such as the dispatch staff in MPD, these work efforts
can fill otherwise unoccupied time. Conversely, however, these efforts also potentially
interrupt the core business of emergency dispatch service delivery. As a result, balancing
dispatch and administrative workload is a challenge for smaller dispatch operations.
MPD has done an appropriate job of managing their authorized dispatch staffing
contingent of seven (7) full-time staff and three (3) part-time personnel. At issue is the
frequency in which part-time positions remain unfilled. In a small dispatch operation, this
can become particularly problematic as any vacancy exacerbates staffing problems for
dispatch. Consequently, MPD should establish a pool of part-time dispatchers that can
be identified as the equivalent of three (3) part-time staff positions. These part-time
positions, used in a variety of dispatch agencies throughout the U.S., are most often other
regional dispatch staff that wish additional work hours with the associated compensation.
The existing MPD part-time dispatch personnel would become part of this pool, and this
part-time pool would have a maximum budgetary allocation of total hours per year—
perhaps 4,500 per annum— that would allow for deployment flexibility as well as fiscal
control.
With the continuing national interest in the regionalization of dispatch operations,
MPD should in the future fully explore, in cooperation with other area public safety
agencies, the regionalization of public safety dispatch service delivery through an
independent third-party consultant. While an inter-agency committee of interested public
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Counter) are minimized, such as a ‘Graveyard Shift.’
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safety officials was established in the past few years to explore this, the research effort
Indeed,

regionalized dispatch studies are often precursors to other regionalized efforts, laying the
groundwork for enhanced inter-agency cooperation.
(2)

Records Staffing should be Increased.
Currently MPD has one (1) Records Clerk responsible for processing all MPD

reports including necessary data entry and filing. The position helps manage the front
counter, processes various permits and licenses, processes open records requests, and
performs related duties, as assigned.
While this position is augmented by dispatcher staff providing assistance, one (1)
Records Clerk dedicated to the entire MPD operation is not satisfactory given the total
administrative workload efforts being performed by patrol sergeants, the administrative
sergeant, detectives, and the aforementioned dispatchers. In absences, there is no
coverage other than the Dispatch/Records Supervisor which should be predominantly
focused on dispatch operations and supervisory responsibilities such as quality
assurance and quality control efforts. Sufficient workload is available at MPD to justify a
second Records Clerk now and in the foreseeable future.
Recommendations:
Maintain one (1) Dispatch/Records Supervisor position and seven (7) full-time
dispatcher positions now and in the foreseeable future.
Develop a qualified pool of part-time dispatch staff in-lieu of the existing three (3)
part-time dispatcher positions. Add the current part-time staff to the pool. This
pool can be of any manageable size and allows for operational and scheduling
flexibility. For budgetary control purposes, staff allocated to this pool should not
exceed 4,500 hours per annum in work performance.
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did not result in a comprehensive review or published report of results.
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In the nearer term, and in cooperation with other area public safety agencies,
perform a formal regionalized 911 dispatch feasibility study.

2.

Administrative Sergeant Review.
MPD has deployed one (1) administrative sergeant who oversees general

administrative functions. The position provides a variety of services that include but are
not limited to: fleet management; equipment management; dispatch schedule
management; facility liaison; administrative employee complaint resolution; Badger Tracs
database management; grants management; IT liaison and IT support; and policies and
procedures maintenance. Ancillary duty includes serving as an accident reconstruction
specialist and completing special projects as assigned by MPD Executive Management.
The duties and responsibilities performed by the Administrative Sergeant are
common, and such a position is relatively typical in small and medium-sized law
enforcement agencies. To that end, the position should continue into the foreseeable
future.
One key issue, however, that somewhat extends beyond the scope of this public
safety study, is the impact of part-time City assistance in Information Technology support.
This part-time service has created a need for sworn staff to become adept at IT-related
operational support, and while this has sufficed with existing staff, such expectation that
future staff will have these skill sets is not reasonable. As such, the City should explore
how the provision of overall IT services can be better facilitated.
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Increase Records Clerk authorized staffing levels from one (1) to two (2) positions.
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Recommendations:

The City should explore additional opportunities to enhance Information
Technology support to its public safety departments as part of a broader IT
assessment.

3.

Organizational Structure and Reporting Relationships.
The MPD organizational structure is appropriate at the executive levels, with one

(1) Chief, two (2) Captains and one (1) supporting Executive Assistant. Yet despite the
appropriate position types, the allocation of duties and responsibilities should be
reconsidered.
A review of the organizational chart at the beginning of the report, in conjunction
with the supporting narrative throughout, indicates that the Operations Captain has far
more direct reports than the Administrative Captain. Both Captains have important
secondary responsibilities that must be performed beyond personnel management;
nevertheless, the span of control of each Captain should be better balanced. With the
inclusion of the recommended staff in this report, the following organizational structure
and reporting relationship should be strongly considered.
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Maintain one (1) Administrative Sergeant now and in the foreseeable future.
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Chief of Police

Administrative
Division Captain
(1)

Administrative
Sergeant (1)

Executive
Assistant

Operations
Division Captain
(1)

Dispatch/Reords
Supervisor (1)

Investigative
Sergeant (1)

1st Shift
8 Patrol 2 Sgt

School Resource
Officer (1)

Dispatchers (7 FT)
Part-time Pool

Detectiives (4)
Drug Enf. Ofcr.
(2)

2nd Shift
8 Patrol 2 Sgt

3rd Shift
6 Patrol 2 Sgt

Records Clerk (2)

Police Reserves
(~22)

Recommendation:
Revise the MPD organizational structure, balancing direct reports between the two
(2) Captains, as described in this report.

4.

Other Operational Topics Review.
During the course of the engagement, other areas were examined consistent with

our scope of work; this included examination of key policies and procedures, critical work
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Revised MPD Organizational Structure
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processes such as case management, overtime use8, etc. MPD and City staff requested

and the issues list development. The following highlights particular areas of interest as a
result of our review.
(1)

Certain Areas of the MPD Budget Should be Increased.
Our review of the MPD budget, duplicated from the appendices’ profile section

below, indicates some opportunities for enhancement.
MEQUON POLICE DEPARTMENT BUDGET
FY15 Actuals

FY16 Actuals

FY17 Adopted

Wages
Salary
Benefits
Other Staff Costs

$3,112,039
$1,324,779
$30,282

$3,412,054
$1,421,398
$31,598

$3,367,239
$1,449,762
$34,000

SUB-TOTAL

$4,467,100

$4,865,050

$4,851,001

$55,479
$53,036

$50,455
$50,074

$60,000
$58,525

$108,515

$100,529

$118,525

Contracted Services
Training
Other Purchased

$43,969
$18,023
$36,901

$56,850
$23,195
$19,228

$56,760
$22,000
$59,834

SUB-TOTAL

$98,893

$99,273

$138,594

Facility Maintenance & Repair

$20,483

$22,777

$22,000

SUB-TOTAL

$20,483

$22,777

$22,000

Equipment

$5,586

$5,798

$5,360

SUB-TOTAL

$5,586

$5,798

$5,360

$4,700,577

$5,093,427

$5,135,480

Materials and Supplies
Motor Fuel and Lubricants
Other M&S
SUB-TOTAL
Purchased Services

Facility and Plant

Equipment Leases

Fiscal Year Budget

8

By example, officer overtime usage was minimal, and the equivalent of 1.25 shifts per month per officer.
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comment on various areas as a consequence of our analyses, employee survey results,
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•

Training - Best-practices in law enforcement suggest a training budget should
reflect from one to two-percent of the total personnel costs of the agency.
Currently, the MPD training budget is less than one-half of one percent of these
costs, allocated for $22,000 in the adopted FY 2017 budget. Moreover, according
to the employee survey, while 74% of staff agreed that training was adequate, this
majority
agreement
was
only
true
for
Sworn
Officers
and
Management/Supervisory Staff. Among Civilian Line staff, over 70% disagreed
that training was adequate.

•

MPD Facilities - As discussed in further detail in a following section, preventive
and corrective maintenance can be improved. The three-year budget for MPD has
remained relatively the same. Based on the state of the facility, additional monies
for preventive maintenance such as painting, cosmetic repairs, etc., can prove
beneficial.
In sum, the City should consider a modest increase in the MPD training and

facilities budget.
Recommendation:
Allocate an additional $35,000 to the MPD training budget and facilities budget to
facilitate improvements as described in this report. The proportional allocation of
this amount should be determined by City staff based on Council input.
(2)

Explore Internally Various Issues Perceived Important by Staff.
The employee survey, as well as interviews, highlighted certain operational

characteristics of MPD that might benefit from enhancement or modification. Some areas
particularly highlighted include the following:
•

Internal Communication - While narrative responses in the employee survey
discussed the positive relationship between staff and management, that included
comments of an open and encouraging environment between coworkers, multiplechoice questioning revealed additional opinions. Employees were asked if internal
communication is effective. While responses were split between agree (47%) and
disagree (50%), there was a distinct difference between how different ranks and
roles felt about this statement. Among Sworn Officers, 47% agreed while 53%
disagreed. Among Civilian Line Employees, 33% agreed while 67% disagreed. In
contrast to these responses, 78% of Managers or Supervisors agreed, while 22%
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•

Operational Protocols - Observations were made regarding various operational
protocols, to include:
-

Investigative case management and case prioritization was questioned. While
MPD does not need an advanced CMS, the addition of a direct supervisor, as
previously discussed, should facilitate improvements in this area.

-

Accreditation through state or CALEA can be pursued in the future by MPD if
deemed beneficial; however, ongoing accreditation efforts are a significant
resource investment for what is perceived by many law enforcement
professionals as “desired but not required.”

-

Further collaborating efforts can be explored with MPD and other public safety
entities to include such options as regional K9 services, consolidation of
rivercraft services, and the aforementioned dispatch efforts.

In sum, based on feedback, the aforementioned operational methods of
conducting business should be explored further to enhance MPD operations.
Recommendation:
Internally examine and execute improvement opportunities for other identified MPD
operational protocols as discussed in this report.

5.

Facilities and Equipment Review.
As part of the study we were asked to perform a cursory review of facilities and

equipment. Our findings are based on a tour of the MPD facility, discussion with the City’s
facility manager, review of the equipment, and the opinions of the employee survey.
Employee views in equipment are summarized below.
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#

Statement

19

Generally, we have the equipment we need to be effective.

30

We have the automated systems in place to make us more efficient.

SA

A

D

SD

0%

85%

15%

0%

0%

32%

47%

9%

MPD does have some very good equipment (e.g., personal, vehicular, etc.);
however, some automated systems are not in place. However, the use of an expensive
case management system for detectives is unnecessary and unreasonable given the size
of the unit and their workloads. Nevertheless, restricted access to run CAD information
is problematic.
There are issues with the police facility. Principal issues identified are that it is aged
and lacks sufficient interior preventive and corrective maintenance. However, the facility
does provide adequate space for staff.
In summary, the rehabilitation or eventual replacement of the MPD facility
should be considered as part of a long-term capital improvement program. Similarly,
expensive automated assets should also be capitalized and planned for in the long term.
Presently, there are no serious flaws with respect to MPD facilities or equipment.
Recommendation:
There are presently no serious flaws with MPD facilities or equipment. Longer term
planning to replace facility assets should be memorialized in a capital improvement
program document to also include expensive technology and equipment assets
that will require future purchase or replacement. These CIP planning documents
should be based on a thorough internal review of required assets for effective law
enforcement service delivery.
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Appendix – MPD Profile

(MPD). The purpose of this profile is to document the project team’s understanding of the
current organization, staffing, levels of service, operations, and costs for the Police
Department. As part of this review, the project team spoke directly with various members
of the Department’s staff, and collected and reviewed various data describing the
organization and work processes.
This data will influence key issues impacting and shaping staffing, service
requirements and overall operations. The data contained in the profile was developed
based on the work conducted by the project team, including:
•

Interviews conducted with staff;

•

Initial collection of various data followed by more comprehensive data collection
efforts;

•

Review of various operational information, budget data, organizational structure,
and key practices.
The descriptive profile is not intended to include every organizational and
operational facet of the organization. Rather, it is to provide an overview and to serve as
the “base line” or “status quo” against which any recommendations made at the
conclusion of the study can be compared to demonstrate the change in roles,
organizational structure, or operational practice.
Information contained in this descriptive profile will be employed in the analysis of
issues during subsequent stages of the project. Data herein is not intended to be
comprehensive; for example, descriptions of staff duties and responsibilities only reflect
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key functions performed and do not imply job description narratives. The intention of the

1.

INTRODUCTION
The City of Mequon Police Department provides law enforcement services to

approximately 24,000 full time residents within an area covering 46.9 square miles. Fifty
percent of the land within the City is undeveloped and still mostly farmed. Mequon is the
fifth-largest city in terms of land area in the state of Wisconsin. Within the last year, MSN
Money ranked Mequon 23rd on a list of the top 50 suburbs in America. Movoto Real
Estate ranked Mequon the best place to live in Wisconsin and Mequon was ranked the
6th best place to raise a family in Wisconsin according to Local.Niche.com.
The following sections of this profile explore the Police Department budget, staffing
and organizational structure, and staff roles and responsibilities.
2.

BUDGET
The following table shows the Police Department’s budget for the last three fiscal

years as provided to the project team. Actual budget numbers are used for FY 2015 and
FY 2016 and the Department’s adopted budget is used for FY 2017.

Matrix Consulting Group

Page 58

Packet Pg. 63

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)
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MEQUON POLICE DEPARTMENT BUDGET
FY15 Actuals

FY16 Actuals

FY17 Adopted

Salary
Benefits
Other Staff Costs

$3,112,039
$1,324,779
$30,282

$3,412,054
$1,421,398
$31,598

$3,367,239
$1,449,762
$34,000

SUB-TOTAL

$4,467,100

$4,865,050

$4,851,001

$55,479
$53,036

$50,455
$50,074

$60,000
$58,525

$108,515

$100,529

$118,525

Contracted Services
Training
Other Purchased

$43,969
$18,023
$36,901

$56,850
$23,195
$19,228

$56,760
$22,000
$59,834

SUB-TOTAL

$98,893

$99,273

$138,594

Facility Maintenance & Repair

$20,483

$22,777

$22,000

SUB-TOTAL

$20,483

$22,777

$22,000

Equipment

$5,586

$5,798

$5,360

SUB-TOTAL

$5,586

$5,798

$5,360

$4,700,577

$5,093,427

$5,135,480

Materials and Supplies
Motor Fuel and Lubricants
Other M&S
SUB-TOTAL
Purchased Services

Facility and Plant

Equipment Leases

Fiscal Year Budget

3.

ORGANIZATIONAL STRUCTURE
The following is an organizational chart of the Mequon Police Department by major

function that includes authorized staffing levels.
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MEQUON POLICE DEPARTMENT

Executive
Assistant
Administrative
Division Captain
(1)

Administrative
Sergeant (1)

Dispatch/Reords
Supervisor (1)

Records Clerk
(1)

Dispatchers (10)

Operations
Division Captain
(1)

Detectives (4)

1st Shift
7 Patrol 2 Sgt

School
Resource Officer
(1)

2nd Shift
6 Patrol 2 Sgt

Drug
Enforcement (2)

3rd Shift
5 Patrol 2 Sgt

Police Reserves
(25)

4.

OFFICE OF THE CHIEF OF POLICE
The Chief of Police has responsibility for every area of the Department and

ensures that all employees perform their jobs in accordance with the overall mission and
values of the organization, and in accordance with State and Federal laws.
(1)

Organization
The following chart outlines the organization of function within the Office of the

Chief of Police.
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Cheif Of Police
(1)

Executive
Asst. to Chief
(1)

(2)

Operations
Division
Captain (1)

Administrative
Division
Captain (1)

Staffing and Unit Descriptions
The following table provides the personnel and major tasks of staff for functions

reporting to the Chief of Police.

Position Title

KEY ROLES AND RESPONSIBILITIES
Authorized
Filled
Positions
Positions
Key Roles and Responsibilities

Office of the Chief
Chief of Police

Matrix Consulting Group

1.0

1.0

• Provides executive level leadership,
management, and administration for the Police
Department.
• Coordinates law enforcement services in the
City.
• Responsible for Department budgetary
oversight.
• Develops and maintains good working
relationships with peers in the regional and
state law enforcement community and with
local business and community leaders.
• Provides direct supervisorial oversight over
two (2) Captains and Executive Assistant to
Chief.
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OFFICE OF THE CHIEF OF POLICE
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KEY ROLES AND RESPONSIBILITIES
Authorized
Filled
Positions
Positions
Key Roles and Responsibilities

Executive Assistant to
Chief

1.0

1.0

• Reports to the Chief of Police and performs
numerous duties for Office and Department.
• Manages various finance-related functions:
Accounts Payable and Receivable; Payroll;
false alarm billings; petty cash reconciliation;
etc.
• Manages various HR-related paperwork.
• Does agenda package preparations and
Chief’s Committees minutes. Prepares various
correspondence.
• Maintains files, forms and various folders.
• Performs special projects, as assigned.

Captain
(Administrative)

1.0

1.0

• Provides day-to-day administrative and
operational oversight of the Department to
include personnel supervision and various
other duties and responsibilities.
• Administrative Division Captain oversees
Records, 911 Communications, and key
administrative efforts.
• Acts as Department Training Coordinator;
Policies and Procedures Administrator;
Department hiring manager; employee
complaint resolution; IT troubleshooting and
management of various databases (Plan-It
scheduling; Pro Phoenix RMS); contract
manager (e.g. cell phones); and other similar
administrative duties.
• Performs special projects, as assigned.

Captain (Operations)

1.0

1.0

• Provides day-to-day administrative and
operational oversight of the Department to
include personnel supervision and various
other duties and responsibilities.
• Operations Division Captain oversees Patrol
and Detectives and specialized units such as
School Resource Officer, drug enforcement
and police reserve program.
• Acts as Department patrol services manager;
investigative case screen and detective
supervisor; final report approver; public
information officer; internal affairs investigator;
liaison with DA’s office and other law
enforcement agencies; and open records
request overseer.
• Performs special projects, as assigned.
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OPERATIONS DIVISION

within the City including patrol, initial investigations, traffic enforcement, the school
resource officer program, core and specialized investigative services (detectives) and
volunteer programs.
Field patrol personnel are organized amongst three shifts, ranging from 6-9 officers
and two (2) sergeants per shift. Shifts are 8.5 hours in length, four-days on, two-days off,
and deployed as follows:
•

Day Shift: 7:45 a.m.-4:15 p.m.; Minimum officer staffing: 3 officers, 1 supervisor

•

Early Shift: 3:45 p.m.-12:15 a.m.; Minimum officer staffing: 3 officers, 1
supervisor

•

Midnight Shift: 11:45 p.m.-8:15 a.m.; Minimum officer staffing: 2 officers, 1
supervisor

(1)

Organization
The following table outlines the organization of the Operations Division at

authorized staffing levels:
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The Operations Division is responsible for providing law enforcement services
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Operations
Division Captain
(1)
Police Reserves
(25)
Detectives
(3)

1st Shift
9 Patrol 2 Sgt

Acting Detective
(1)

School Resource
Officer
(1)

2nd Shift
7 Patrol 2 Sgt
3rd Shift
6 Patrol 2 Sgt

(2)

Drug Enforcement
(2)

Staffing and Unit Descriptions
The following table provides current filled and authorized staffing positions within

the Operations Division:
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KEY ROLES AND RESPONSIBILITIES
Authorized
Filled
Positions
Positions
Key Roles and Responsibilities

Patrol Sergeant

6.0

6.0

• Reports to Operations Captain.
• Sergeants function as first-line field
supervisors, and are responsible for
providing direction and priorities for the use
of proactive time in the field.
• Performs a variety of administrative office
duties to include report review and approval;
citation and warning review; database
updates; schedule management/coverage;
open records processing; and various
ancillary duties dependent upon sergeant
position.
• Responsible for maintaining minimum
staffing for their assigned shift.
• Ancillary duties include such activities as
FTO program management, open records
redaction, subpoena management, intern
program oversight, holding cell inspections.
• Two (2) supervisors are scheduled per shift
on non-overlapping days off.

Patrol Officer

22.0

21.0

• Reports to Patrol Sergeant.
• Responds to emergency and other calls for
service, conducting traffic and person stops.
Completes arrests, citations, and/or reports
as needed.
• Conducts primary and supporting field
investigations. Primary investigations
typically include domestic violence, petty and
major thefts, auto theft, and vandalisms.
Supports detectives on major Part I crimes.
• As applicable, performs crime scene
evidence collection.
• May also work other duty assignments
assigned by Department (e.g. open records
redacting, training, etc.).
• Patrol Officers work an 8.5-hour work day,
and are scheduled, 4 days on/2 days off.
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School Resource
Officer

Drug Enforcement
Officers

Matrix Consulting Group

KEY ROLES AND RESPONSIBILITIES
Authorized
Filled
Positions
Positions
Key Roles and Responsibilities

1.0

1.0

2.0

2.0

• Reports to Operations Division Captain.
• Performs various enforcement and outreach
functions at High School, Middle School and
periodically elementary/private and preschools with emphasis on H/S operations
(approximately 80% of time).
• Responds to school-based calls for service;
oversees K9 searches; monitors evacuation
drills; performs various presentations.
• Works closely with the school district to include
weekly meetings; home visits; on-campus
security reviews; child protective service report
reviews; etc.
• Assists patrol in summer. During school year
operates Monday-Friday 6:45 a.m. to 3 p.m.
• Reports to Operations Division Captain.
• Two (2) Officers provide regionalized drug
enforcement support in cooperation with other
agencies.
• One assignment is with the Ozaukee County
Anti-Drug Task Force, conducting regional drug
enforcement operations in concert with other
local and federal law enforcement agencies.
• One assignment is with the Federal Drug
Enforcement Agency (DEA) Task Force,
conducting mid and high-level narcotics
distribution investigations.
• Staff work flexible hours dependent upon need
but typically Monday-Friday on a 5 days on/2days off schedule, 7:45 a.m. – 4:00 p.m.
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KEY ROLES AND RESPONSIBILITIES
Authorized
Filled
Positions
Positions
Key Roles and Responsibilities

Detective
Acting Detective

3.0
1.0

3.0
1.0

• The Detective Bureau includes (3) full-time
Detectives and (1) Acting Detective who is an
officer on a 2-3 year rotational training
assignment. Report to Operations Division
Captain.
• Staff are generalists but emphasize typically
Part I offenses.
• Detectives typically work, as needed:
homicides, robberies, aggravated assaults,
burglaries, felonious thefts and auto thefts.
• Support patrol services in interviews, evidence
collection, etc., as needed.
• Perform numerous ancillary duties estimated to
take two-thirds of time of detective contingent
to include: property and evidence room
management; Live Scan maintenance;
document scanning and disk burning; District
Attorney support and case preparation &
management; licensed premise inspections;
impounded vehicle processing; search
warrants and subpoenas; pawnshop
information management; ancillary duties
assigned each detective (e.g. CVSA); and
several other duties, as directed.
• Staff typically work Monday-Friday on a 5 days
on/2 days off schedule from 7:45 a.m. – 4:00
p.m., but are on-call based on need.

Police Reserves

~25

~25

• Part-time volunteer positions supporting the
Police Department.
• The Reserve Unit is a civilian, non-sworn group
of highly-dedicated people. Reservists are
unarmed, uniformed men and women who
handle a variety of service support functions for
the community, including traffic control and
direction, grounds security during sporting and
ceremonial events, festivals, parades and
emergency situations.

(3)

Patrol Geographic Deployment
The City of Mequon is broken into four sectors as shown in the following graphic.

If staffing exceeds the shift minimum, and the four sectors are covered, additional patrol
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6.

ADMINISTRATIVE DIVISION
The Administrative Division is responsible for providing important administrative

and supporting functions to the Mequon Police Department. Key organizational units and
activities include dispatch, records, and other administrative functions in support of
Operations and the Office of the Chief.
(1)

Organization
The following table outlines the organization of the Administrative Division at

authorized staffing levels.
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units will be deployed to sectors with a focus on traffic enforcement.
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Administrative Division
Captain
(1)
Administrative
Sergeant
(1)

Communications Center
Dispatch/Records
Supervisor (1)
Dispatcher F/T (7)
Dispatcher P/T (3)

(2)

Records Clerk
(1)

Staffing and Unit Descriptions
The following table provides an overview of current filled and authorized staffing

positions within the Administrative Division:
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KEY ROLES AND RESPONSIBILITIES
Authorized
Filled
Positions
Positions
Key Roles and Responsibilities

Administrative
Sergeant

1.0

1.0

• One (1) sergeant oversees general
administrative functions, reporting directly to
the Administrative Captain.
• Provides a variety of services that include but
are not limited to: fleet management;
equipment management; dispatch schedule
management; facility liaison; administrative
employee complaint resolution; Badger Tracs
database management; grants management;
IT liaison; IT support, policies and procedures
maintenance.
• Ancillary duty includes serving as an accident
reconstruction specialist (one of two).
• At the direction of management, performs
special projects, as assigned.

Dispatch/Records
Supervisor

1.0

1.0

• One (1) Supervisor oversees Dispatch Center
operations and jointly supervises the Records
Administrative Assistant.
• Oversees staff and operations of Center.
• Conducts Quality Assurance/Quality Control
and operational audits consistent with ProQA
software and other requirements of Emergency
Medical Dispatch.
• Maintains staff certifications; 911 data and
geofiles; and conducts Uniform Crime
Reporting management.
• Assists with open records and other
miscellaneous reporting.
• Provides dispatch floor back-up, as needed,
and records back-up, as needed. Provides
dispatcher training as the Communications
Training Officer.
• Performs special projects, as assigned.
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Dispatcher full-time
Dispatcher part-time

7.0
3.0

7.0
2.0

•
•

•
•

•

•

Records Clerk

Matrix Consulting Group

1.0

1.0

Reports directly to Dispatch Supervisor and
secondarily to Administrative Sergeant.
Police, Fire and EMS dispatch for the City of
Mequon to include two (2) stations:
– Dispatches all police, fire and EMS related
calls requiring a response from law
enforcement.
– Enters all officer initiated incidents into
CAD to include pedestrian and traffic
stops.
– Conducts wanted persons, warrants,
license, and other checks on persons of
interest and vehicles.
– Maintains radio contact with field staff.
Workstation 1 serves as Call-taker and Police
Dispatcher.
Workstation 2 services as Fire/EMS dispatcher
and clerical support to include front counter
assistance, police report dictation, permits, and
other records-related supporting efforts.
Third shift typically operates solo with officers
providing coverage during 2:00 a.m., 4:00 a.m.
and 6:00 a.m. Breaks.
Dispatch schedule is similar to patrol schedule
with a 4 days on/2 days off shift plan.

• Reports to Administrative Division Captain.
• Responsible for processing all MPD reports
including necessary data entry and filing.
• Manages front counter.
• Processes various permits and licenses.
• Processes open records requests.
• Works 7:30 a.m. – 4:00 p.m. Monday-Friday
with supplemental coverage provided by
dispatchers.
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KEY ROLES AND RESPONSIBILITIES
Authorized
Filled
Positions
Positions
Key Roles and Responsibilities
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As part of the Matrix Consulting Group’s staffing assessment for the City of
Mequon Police Department, the project team distributed an anonymous survey to the
employees of the Department to gauge their opinion on a number of topics related to the
operations of the Department and potential improvement opportunities. This report
summarizes the results of the survey. The survey asked three types of questions:
•

General Questions: At the beginning of the survey, respondents were asked to
provide some information about their assignment with the Department. These
responses are used in this analysis to explore differences in responses between
groups of respondents.

•

Multiple Choice Questions: Respondents were presented with a number of
multiple choice statements, where they indicated their level of agreement or
disagreement with statements on a variety of topics related to the Department.

•

Open-Ended Response Questions: After each section, respondents were given
the opportunity to provide additional comments or provide time estimates for
various activities. At the end of the survey, staff were given space to provide
opinions about the Department’s strengths and weaknesses in their own words.

The link to the online survey was distributed in June via email to 52 Department
staff. A total of 34 employees responded to the survey (a response rate of 65%). The
following section presents a summary of key findings from the survey.
1.

SUMMARY OF KEY FINDINGS

While a complete analysis can be found in the sections below, the following points
summarize the key findings from the responses received to this survey:
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•

Staff felt that they provide a high level of service to the community and have
positive relationships with the community.

•

Staff felt that the Department does a good job of recruiting staff that fit into the
service model, and an especially good job of retaining its staff.

•

Patrol Officers felt well trained, and generally felt that staff is highly professional
and dedicated to good police work.

•

Investigative staff felt that they had a highly collaborative approach to solving
cases and that they worked very well with neighboring law enforcement agencies.

Findings of Potential Improvement Opportunities
•

Statements regarding staffing got some of the lowest rates of agreement on the
survey. Employees indicated that they are very concerned about understaffing and
the inability to provide proactive services and maintain officer safety.

•

Different levels of staff had contrasting opinions on internal communication, with
supervisory or management positions tending to think that it was effective while
Sworn Officers and Civilian staff did not.

•

Both Patrol and Investigations indicated that coordination with one another is not
particularly effective. Investigations staff indicated that better case prioritization
and case management may be needed.

•

Patrol and Investigations staff indicated highly variable estimates for the time it
takes to perform various tasks, including the average daily time dedicated to
administrative tasks.

•

While Officers generally felt positive regarding training, Civilian staff indicated a
need for increased or improved training in their positions.
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ROLE, DEPARTMENT, AND TENURE INFORMATION

While responses to the survey were confidential, the project team asked
respondents to indicate some information about their position for comparison purposes.
Specifically, they were asked to provide their rank / classification within the Department,
their Divisional assignment, and their tenure with the Department. The following tables
summarize responses to each
RANK / CLASSIFICATION OF RESPONDENTS
Response

Count

Civilian Line Employee

6

Manager or Supervisor

10

Sworn Officer

18

TOTAL

34
DIVISIONAL ASSIGNMENT OF RESPONDENTS

Response

Count

Office of the Chief or Administrative Division

9

Operations Division (investigations-related)

6

Operations Division (patrol-related)

19

TOTAL

34
TENURE OF RESPONDENTS

Response

Count

0 to 5 years

9

6 to 10 years

3

11 to 15 years

8

16 to 20 years

7

More than 20 years

7

TOTAL

34

The differences in these responses from these groups are used in the analysis
below to draw comparisons in the differences between groups, where they are notable.
3.

MULTIPLE CHOICE QUESTIONS

The multiple-choice section of the survey asked respondents to indicate their level
of agreement or disagreement with 35 statements about the Department. The response
options were “strongly agree” (SA), “agree” (A), “disagree” (D), and “strongly disagree”
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2.

2.a

(SD). Respondents could also choose “no opinion” to indicate neutral feelings, which are
not shown in the following tables. For this reason, not all tables will total to 100%.
Respondents could also opt out of responding to the statement at all, in which case they
were not counted among the respondents for that statement.
The following sections show the responses to statements by topic. Some sections
were presented to all respondents, while others were presented only to specific Divisions,
as will be specified in each section.
(1)

Respondents Felt That the Department Provides a High Level of Service, but
is Constrained by Inadequate Staffing.

The table below shows responses to statements about the Department’s level of
service to the community and general operational characteristics. All 34 respondents
answered this question.
GENERAL OPERATIONS
#

Statement

SA

A

D

SD

1

Our Department provides a high level of service to the community.

68%

32%

0%

0%

2

Residents view our Department as a high priority.

18%

47%

24%

3%

3

Our Department has positive relationships with City residents.

18%

74%

9%

0%

4

Our approach to public safety improves the quality of life in
Mequon.

44%

50%

3%

0%

5

In general, staffing levels have kept up with the needs of the City.

0%

0%

12%

88%

6

We are effective at recruiting staff who fit into our service model.

6%

56%

26%

0%

7

We are effective at training new employees to fit into our service
model.

15%

71%

12%

0%

8

The MPD does a good job of retaining its employees.

26%

53%

15%

0%

9

My supervisor sets clear expectations for my work.

21%

56%

12%

6%

10

Patrol is adequately staffed.

0%

0%

24%

76%

11

Dispatch is adequately staffed.

3%

18%

29%

50%

12

Investigation services are adequately staffed.

6%

24%

29%

35%

13

Communication within the Department effective.

0%

47%

29%

21%
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•

Statements #1 to #4, which are about levels of service and positive presence in
the community, got majority “agree” responses. Statement #1 received unanimous
agreement.

•

Statement #5, regarding “staffing levels” keeping up with the needs of the City,
received 100% disagreement, with 88% strongly disagreeing. Staffing is clearly
one of the top concerns among employees.

•

Statements #6 to #9 concern various aspects of staffing, such as recruiting,
training, retaining staff, and setting clear expectations. These statements all got
strong majority of agreement except for Statement #6 regarding effective
recruiting, which got 62% agreement.

•

Statement #10 to #12 concerned staffing in various Divisions, including Patrol,
Dispatch, and Investigation. Each of these statements received majority
disagreement. Statement #10 regarding Patrol staffing got 100% disagreement,
the highest in this set.

•

Statement #13 asked employees if communication is effective. While responses
were split between agree (47%) and disagree (50%, including “strongly”), there
was a distinct difference between how different ranks and roles felt about this
statement, as shown below:

(2)

-

Among Sworn Officers, 47% agreed while 53% disagreed.

-

Among Civilian Line Employees, 33% agreed while 67% disagreed. A
majority of disagree responses were “strongly disagree.”

-

In contrast to the other groups, 78% of Managers or Supervisors agreed,
while 22% disagreed. There is a clear disconnect between levels of staff
and the interpretation of effective communication.

Patrol Staff Indicated That They Have Limited Time to Do Proactive Policing
and Are Often Unable to Provide Timely Backup.
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The responses to statements in this section show that the Department’s staff
believe they provide a positive presence in the community, but that staffing is a primary
concern.
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PATROL OPERATIONS
#

Statement

SA

A

D

SD

14

We have adequate proactive time to solve problems in the
community.

5%

10%

65%

10%

15

The scheduling of staff between shifts is appropriate to balance
workloads.

5%

35%

45%

15%

16

Back up units are available to respond in a timely manner when
needed.

5%

30%

60%

0%

17

Response times to high priority calls meet the community’s
expectations.

5%

65%

25%

0%

18

Response times to lower priority calls meet the community’s
expectations.

5%

55%

30%

5%

19

Generally, we have the equipment we need to be effective.

0%

85%

15%

0%

20

Patrol’s coordination with detectives is effective.

5%

32%

37%

26%

21

The MPD does a good job of providing officers with appropriate skills
and training.

20%

60%

20%

0%

Statements in this section concern aspects of patrol, such as proactive policing,
scheduling, response times, and training. This section had particularly mixed opinions,
with relatively few responses in the “strongly” sections of agree and disagree. Statements
in this section that received strong majority agreement were having sufficient equipment
(Statement #19) and being provided skills and training (Statement #21).
•

Statement #14 concerned proactive time. 75% of staff felt that they did not have
adequate proactive time to solve problems in the community.

•

Statements #16 to #18 were about response times. A majority of staff (60%) felt
that backup units were unavailable to respond in a timely manner. Most staff felt,
however, that they were able to respond to both high- and low-priority calls at the
level the community expected.

•

Statement #20, regarding effective coordination between patrol and detectives,
had 37% disagreement and 26% strong disagreement. The project team analyzed
any patterns in tenure or role that might be correlated with responses, but found
no significant pattern.
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The following table shows employees’ responses to statements regarding aspects
of patrol operations. These questions were intended for patrol staff only, and there were
20 respondents that answered questions in this section.

2.a

The survey also asked respondents to estimate the average amount of time they
spend performing a variety of tasks. Many respondents noted that many of these tasks
can vary in length significantly depending on the complexity of each case. For example,
the difference processing misdemeanor or felony arrestees in the jail. For purposes of
analysis the project team took the midpoint of ranges and also only included responses
from staff who indicated they were Sworn Officers. The following table presents summary
statistics for responses.
PATROL TIME ESTIMATES (MINUTES)
Statement
The avg. amount of time taken to write an arrest
report.

Min

Median

Mean

Mode

Max

40.0

90.0

96.7

90.0

300.0

The avg. amount of time taken to write a nonarrest report.

15.0

60.0

51.9

60.0

120.0

The avg. amount of time taken to complete a
Field Interview card.

5.0

15.0

17.5

15.0

37.5

Avg. amount of time to transport and process an
arrestee in the Jail.

30.0

75.0

91.7

120.0

240.0

Avg. amount of daily time performing admin.
duties including activities such as briefing,
vehicle check / fueling and on-shift court time.

20.0

45.0

50.2

60.0

120.0

One immediately salient feature of the estimates is the large difference between
the minimum and maximum estimates. Some of this difference may be accounted for by
the varying complexity of each task depending on the situation, and some respondents
utilizing the easy-case scenario while others use the complex-case scenario.
Nevertheless, there seems to be significant variation in the performance of fairly regular
tasks, best exemplified in the case of non-arrest reports. The minimum is 15 minutes,
while the median and mode are 60 minutes, and the maximum is two hours. Daily time
spent performing administrative tasks also showed a large range between 20 minutes
and two hours.
These estimates could be reflective of multiple potential issues. Some officers may
not be completing reports adequately, in which case increased procedural guidance may
be needed. Alternately, some officers could be spending an inordinate amount of time on
reports due to equipment or technology issues. The range in administrative tasks daily
may be the result of different roles within the Department, or it could be reflective of
scheduling that does not balance workloads properly (which would be supported by
Statement #15, above).
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The final patrol-focused question asked employees to estimate how long they
spend on scene when providing back-up to a call for service. Respondents chose
between four answers ranging from “Only a portion of the call length” to “Nearly the entire
call length.” Responses are summarized in the following table.
When I provide back-up to a call for service, I typically am on scene before
clearing:
Statement

Percentage

Nearly the entire call length (90% to 100% of total time)

50%

Most of the call length (75% of total time)

35%

Some of the call length (50% of total time)

5%

Only a portion of the call length (25% of total time)

10%

Half of Patrol staff estimated that they are on scene for nearly the entire duration
of the call, with an additional 35% estimating they are there for most of the call.
Interestingly, while 85% of Patrol staff estimate they are there for most or all of the call,
60% of Patrol staff felt that backup units are not able to respond in a timely manner
(Statement #16).
(3)

Investigations Staff Feel That They Do Not Have the Resources to Deal with
Important Solvable Crimes and Are Not Prioritizing Solvable Cases.

The survey also asked questions specifically to Investigations staff about various
aspects of operations. There were six respondents to this section, all of whom were Sworn
Officers.
INVESTIGATION OPERATIONS
#

Statement

SA

A

D

SD

0%

33%

67%

0%

22

We spend most of our time on cases which are solvable.

23

We have a collaborative approach to working cases.

17%

67%

17%

0%

24

Our proactive investigative capabilities (e.g. vice or narcotics) meet
the needs of the community.

0%

17%

67%

0%

25

Investigative coordination with patrol is effective.

0%

50%

50%

0%

26

Investigative coordination with neighboring jurisdictions law
enforcement officials is effective.

0%

83%

17%

0%

27

We have the necessary resources in Investigations to deal with
important solvable crimes.

0%

33%

33%

33%
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28

Our current case management approach is effective in tracking the
progress of investigations.

0%

17%

33%

33%

Staff responded positively when asked about utilizing a collaborative approach to
cases (84% agreement) and coordination with neighboring jurisdictions’ law enforcement
officials (83% agreement). These two statements, however, were the only statements in
this section to get majority agreement.
•

Statement #22 asked investigations staff if they spend most of their time on cases
that are solvable. 67% of staff indicated that they did not think they spend a majority
of time on solvable cases.

•

Statement #24, asked about proactive capabilities. Similar to Patrol, Investigations
staff felt that proactive duties were not sufficient, with 67% stating that it did not
meet the needs of the community.

•

Statement #25, regarding coordination with patrol, got 50-50 agreement and
disagreement. This is slightly better than Patrol’s response regarding coordination,
but both groups appear to think that coordination could improve.

•

Statement #27 and #28 were related to resources necessary to solve crimes and
the current case management approach. Both statements got majority (66%)
disagreement.

The survey asked Investigation staff about the amount of time they spend, on
average, performing a variety of tasks. The following table provides summary statistics
for each of these tasks. As there were a limited number of respondents to this section,
some statistics could not be calculated.
INVESTIGATION TIME ESTIMATES (MINUTES)
Statement
Avg. amount of time taken to write an
investigative report.

Min

Median

Mean

Mode

Max

30

120

168

-

360

Avg. amount of time taken to review a report to
identify "solvability factors."

20

60

70

120

120

Avg. amount of time to write a warrant, including
search and arrest warrants.

90

120

138

120

240

Avg. amount of daily time performing
ancillary duties not directly related to
investigative efforts (e.g. property room
management, pharmaceutical bin, etc.)

30

240

240

-

480

Matrix Consulting Group

Page 80

Packet Pg. 85

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

FINAL DRAFT Police Department Staffing Analysis

2.a

As can be seen in the table, writing a warrant had a relatively tight range of
between 1.5 to 4 hours. A number of other tasks, however, varied in the average
estimates significantly. Some staff indicated that the average investigative report takes
30 minutes, while others indicated it took 6 hours. Even more dramatic was the range of
time devoted to “ancillary duties”: anywhere from 30 minutes to 8 hours. If the 8-hour
estimate is accurate, management may want to consider the efficiency of using Sworn
Officer time for these tasks.
(4)

Staff Felt That There Are Opportunities to Increase Effectiveness Through
Improved Business Practices, Automation, and Adequate Resources.

The final multiple-choice questions in the survey asked about miscellaneous topics
of importance to all staff. The table below shows responses received to statements about
operations and management, such as automation, efficiency, and training. These
questions were directed to all staff, and all 34 respondents answered the statements in
this section.
MISCELLANEOUS OPERATIONS AND MANAGEMENT
#

Statement

SA

A

D

SD

29

Our business practices are efficient.

3%

26%

50%

9%

30

We have the automated systems in place to make us more efficient.

0%

32%

47%

9%

31

We provide the support needed by field and investigative units for
them to be more effective.

3%

35%

47%

3%

32

We have opportunities to civilianize further than we have.

12%

35%

24%

6%

33

We have adequate resources to complete tasks in a timely manner.

0%

35%

44%

21%

34

I receive adequate training to perform my duties.

9%

65%

21%

6%

35

Our staffing levels are adequate to effectively complete assigned
tasks.

0%

3%

38%

59%

•

Statements #29 and #30 were about efficient business practices and automated
systems. Both of these statements got majority disagreement, which was
consistent across all roles, Divisions, and tenures.

•

Statement #32 asked if there are opportunities to civilianize further. This question
got mixed responses among different groups of staff. Among Civilian Line staff
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•

Statement #34, regarding the Department’s training, was the only feature that
received majority agreement in this section, with 74% of staff agreeing that it was
adequate. However, this majority agreement was only true for Sworn Officers and
Management/Supervisory Staff. Among Civilian Line staff, over 70% disagreed
that training was adequate.

•

Statement #35 asked about staffing levels. In line with staffing-related questions
that appeared in other parts of the survey, this statement got overwhelming
disagreement, with only 3% of staff feeling staffing is adequate.
4.

OPEN-ENDED RESPONSES

The final section of the survey asked respondents to provide input in their own
words regarding the Department’s strengths and opportunities for improvement. The
following headers show their opinions on the Department’s strengths and improvement
opportunities.
(1)

Respondents Believe That They Are Extremely Dedicated and Professional
Staff Who Do the Best They Can Within Limited Resources.

This open-ended question asked respondents what they felt to be the
Department’s greatest strengths. Shown on the following page, is a word cloud of
responses, with the most common words appearing largest and least common words
appearing smallest. Narrative descriptions of the common themes are presented after the
word cloud.
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there was slight disagreement but majority of staff did not indicate an opinion.
Among Sworn Officers there was 60% agreement, and among Management/
Supervisory positions there was 78% agreement.
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•

Respondents cited a very dedicated and professional force of Officers. A number
of respondents cited dedication to the profession and quality police work. The word
“work” was used often in the context of “work ethic” and “good work.”

•

A number of respondents stated that the Department has a good relationship with
the community and provides a high level of service. Many caveated this statement
along the line of “the best we can within staffing/resources.”

•

Training was cited as a particular strength. As noted in the previous section
(Statement 34), this response may be weighted towards Sworn Officers and not
as applicable to Civilian staff.

•

Respondents discussed the positive relationship between staff and management.
Many cited an open and encouraging environment between coworkers.

The responses given to this question show that the Department’s has a number of
strengths it should leverage as it continues to improve. Primary among these are
dedicated and professional employees who feel that they positively engage with the
community.
Matrix Consulting Group

Page 83

Packet Pg. 88

Attachment: MPD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

FINAL DRAFT Police Department Staffing Analysis

2.a
FINAL DRAFT Police Department Staffing Analysis

According to Survey Respondents, Overall Staffing is the Primary
Opportunity for Improvement.

The next open-ended question asked respondents what they believe to be the
Department’s greatest opportunities for improvement. These responses are provided in
the following word cloud, again with the most common words appearing larger than the
less common words. Narrative conclusions are presented in the points that follow the
word cloud.

•

Staffing levels were the most common and repeated opportunity for improvement,
which is in line with the results of the multiple-choice section. Responses about
staffing account for more words in the cloud than may be immediately apparent,
including the obvious “staffing” but also stated in forms such as “need [more]
people”, “staff increases”, “patrol levels”, etc.

•

Interestingly, the word “community” appears in both strengths and opportunities
for improvement. Responses in this section tended to focus on potentially
increased community abilities with more staff, such as the ability to proactively act
in the community and prevent crime, rather than responding reactively.
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•

Many respondents talked about budget in the context of increasing staffing and
resources. A number of these responses discussed improving the Department’s
communication with the community, in order to engender greater commitment to
the Department and accordingly increase budget levels.

•

Respondents also discussed the need for increased budget for equipment, and
often mentioned facilities in this category as well.

The responses to this survey allowed the project team to outline the primary
concerns among staff. While staffing is clearly a top concern for staff at all levels, there
are also important differences in opinion – such as regarding communication and training.
The opinions and issues found in this survey will be utilized by the project team in future
analysis.
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1 Introduction and Executive Summary

Operations Study for the Mequon Fire Department (MFD). This document is the report of
the project teams’ work that includes an analysis of department staffing, organizational
management, equipment and facilities.

1.

Study Scope of Work.
Government organizations should periodically review the services that they deliver

to identify resource requirements, operational efficiencies, management and that
customer services goals are met. Public safety operations are not exempt from this need.
The focus of this study is a review of the operations and a needs assessment of the Fire
Department. As a result, the scope of this project was comprehensive and included:
•

Staffing allocation and deployment of Fire Department resources;

•

The training and education division;

•

The fire prevention division, physical resources and the management of these
resources.

2.

Methodology Used in the Study.
To understand and evaluate staffing within the Department, the project team

undertook an assessment of MFD operations. The principal approaches utilized by the
project team in this study included, but were not limited to, the following:
•

Internal Interviews – members of the project team individually interviewed
numerous executive, management, and supervisory staff as part of this study.

•

External Stakeholder Interviews – members of the project team also met with
selected external stakeholders such as the City Administrator.
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•

Anonymous Employee Survey – interview information was supplemented by an
anonymous online survey to further elicit views within the scope of this study. 30
employees in the Department took the opportunity to participate through this input
device. This is provided in Appendix B in this report.

•

Data Collection – the project team collected a wide variety of external and internal
data documenting the structure, operations and organization, including:
–
–
–
–

Department staffing and scheduling
Documentation reflecting operations management
Numerous output data reflecting services provided
Various other performance information

This data was summarized in a ‘descriptive profile’ of the Department, which was
reviewed by City staff. This approach ensured that the project team had an
appropriate understanding of the Department.
Data was collected over several months and presented in interim deliverables.
Throughout this process, the project team reviewed facts, findings, and conclusions
through these interim deliverables with City Staff.

3.

Strengths of the Mequon Fire Department.
Throughout the process of conducting this study the project team identified many

positive characteristics in the Mequon Fire Department. As an operational study
predominantly focusses on opportunities for improvement, it is important to first highlight
some of the positive attributes within the Fire Department. A few specific strengths of the
Department’s management and operations are summarized in the following table.
Additionally, many other positive attributes can also be found in the body of this report.
OVERALL
Over 96% of staff believe that the MFD provides a high level of service to the community.
The Fire Department recognizes the role it has within the community in terms of the delivery of
emergency medical services.
Over 93% of the staff believe the department is innovative and progressive.
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Working with Milwaukee Area Technical College and their internship program provides the department
with a recruitment opportunity.

The first responder program provides a quick response to medical calls improving overall response times
to calls for service.
The Medical Director has approved more advanced procedures for Mequon than those being used
County-wide, improving the level of care in the City.
TRAINING AND EDUCATION
Training is a very robust program that presents a variety of topics.
The mentoring program provides strong support to the new recruits and interns, especially in emergency
medical services.
PHYSICAL RESOURCES
The fire apparatus is in good condition and is a testament to the care and maintenance they receive.

In short, the Mequon Fire Department has many strengths upon which to build.

4.

Summary of Recommendations.
Throughout this report the project team provides evaluation and analysis of the

staffing, organization, and services provided by the MFD and, where appropriate, makes
suggestions for improvements. The table below provides a summary list of all of the
recommendations, appearing in sequential order, in this report.
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Recommendations

MFD should monitor new development within the City, and utilize calls for service, population density,
and service delivery metrics to identify areas to locate new Stations, or Sub-Stations, that are most likely
to meet the MFD’s service delivery goals.
The Fire Department should work with the Dispatch Center to improve processing times for calls for
service.
Continue use of the First Responder program.
Establish travel time benchmark performance objectives for the first arriving unit of 5:00 minutes for
suburban areas, and 10:00 minutes for rural areas.
Once performance objectives are established, develop a mechanism to monitor and report performance
against the established benchmarks, at least annually.
Work with the Dispatch Center to improve and ensure that time stamps for Fire and EMS units are being
captured properly.
Implement a leave scheduling calendar to help identify any upcoming staffing shortages in the
emergency medical services delivery system.
Continue to develop the Milwaukee Area Technical College intern program and recruit those individuals
into to the Fire Department.
Consider the implementation of incentive programs to encourage the retention of Fire Department
personnel.
Increase full-time staffing to three officers working twenty-four hour shifts to provide command, control
and supervision for operations and support to the major functions of the Department.
Change the current administrative assistant from a part-time position to a full-time position to provide
increased administrative support to the Fire Department.
The City and the Fire Department should continue to discuss the potential regionalization or sharing of
services with other departments in the area.
TRAINING AND EDUCATION DIVISION
The training division should be commanded by at least a Captain, matching the rank of the Fire
Prevention Division head.
FIRE PREVENTION BUREAU
The MFD and the City of Mequon should consider the implementation of fees for the provision of fire
inspections and special use permits.
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Add an inspector, on a part-time basis, to the weekly schedule to assist with inspections and public
education activities.
Train and encourage staff from all levels to participate in public education events.
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PHYSICAL RESOURCES
Continue with the current renovation plans of the existing Fire Stations.
Continue the current vehicle replacement program.
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2 Analysis of Fire Department Operations

Department (MFD). For a fire protection system to be effective and to successfully
mitigate emergency situations, it must maintain an adequate, well-trained staff of
emergency service personnel to utilize equipment and apparatus. The following sections
detail the various aspects of Fire Department workloads and operations management.

1.

Service Perspective.
The Fire Department responds to all types of calls in the community providing fire

suppression and emergency medical transport services. Historically, fire departments
have viewed themselves as a fire suppression unit that also responds to medical calls.
However, during the past few decades as fire suppression issues have declined, many
fire departments are finding themselves becoming more of a medical response agency
than one of fire suppression. The MFD recognizes and openly supports this change in
culture, as is illustrated by the breakdown of 2016 call for service data by response type
(EMS or Fire) in the following table.
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2016 Calls for Service by Response Type

Type of Call

2016 EMS Incidents
Number

Disposition

Number

Auto Accident

87

Cancelled

30

Cancelled Call

34

Not Transported

30

Cover Assignment

15

Patient Refused Care

157

Fire Alarm - False

140

Treated and Released

183

Fire Alarm - Malfunction

28

Treated, Transferred Care

Hazardous Condition

45

Treated, Transp. by EMS (ALS)

821

8

Treated, Transp. by EMS (BLS)

311

Medical Calls
Other Fire

11

Rescue Calls

3

Rubbish / Vegetation Fire

6

Service Calls

27

Smoke Scare

2

Structure Fire

2

Vehicle Fire

11

Total Calls

419

Total Calls

4

1,536

As the table above shows the number of EMS responses is over three times that of
Fire responses which highlights the shift in service culture from fire suppression to
medical assistance. Note that Fire calls for service are broken down by incident type,
while EMS calls are shown as a function of patient disposition.
Matrix Consulting Group
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CAD Analysis Methodology.

Department by analyzing incident records in the computer aided dispatch (CAD)
database, covering the entirety of calendar year 2016.
For incidents to be identified as community-generated calls for service and
included in our analysis, each of the following conditions needed to be met:
•

The incident must have been unique.

•

The incident must have first been created in calendar year 2016.

•

The incident must have involved at least one Fire or EMS unit, as identified by the
individual unit codes of each response to the call.

•

The incident must have had a time stamp for the point at which the unit was
dispatched, as well as when they became available.
After filtering through the data using the methodology outlined above, the

remaining incidents represent the community-generated calls for service handled by the
Fire Department.

3.

Calls for Service by Hour and Weekday.
The following table illustrates the total number of calls for service handled by the

Fire Department by each hour and day of the week:

Matrix Consulting Group
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Calls for Service by Hour and Weekday
Sun

Mon

Tue

Wed

Thu

Fri

Sat

Total

12am
1am
2am
3am
4am
5am
6am
7am
8am
9am
10am
11am
12pm
1pm
2pm
3pm
4pm
5pm
6pm
7pm
8pm
9pm
10pm
11pm

11
12
8
4
2
7
10
8
15
16
13
11
15
14
11
15
11
12
14
7
13
12
11
6

8
9
5
3
4
5
12
13
8
21
17
14
14
17
20
22
23
21
7
17
14
11
10
6

4
6
8
7
3
4
5
11
16
15
17
18
12
12
16
15
23
12
16
11
13
14
13
11

7
5
6
3
8
1
14
9
14
16
10
12
17
15
16
15
13
17
16
11
15
9
12
4

1
8
7
6
4
6
5
17
12
10
15
19
25
22
13
13
22
17
17
11
9
13
13
5

7
3
5
4
4
6
3
12
6
13
8
18
23
11
10
14
18
18
16
14
12
13
9
17

7
11
3
6
6
7
3
7
10
13
8
13
10
14
14
14
20
17
11
18
14
11
5
8

45
54
42
33
31
36
52
77
81
104
88
105
116
105
100
108
130
114
97
89
90
83
73
57

Total

258

301

282

265

290

264

250

1,910

After the CAD data was filtered as previously described, 1,910 calls for service
were analyzed. Workloads varied significantly by time of day and day of week. Most
notably, the call volume is heaviest during the afternoons, and predominately during the
workweek, with calls peaking during the 4 pm hour.
The following chart provides a different perspective of the call volume by hour of the
day.

Matrix Consulting Group
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12a

3a

6a

9a

12p

3p

6p

9p

As the chart above shows, call volumes overall build steadily through the morning
hours, experiencing a short peak at around 9:00 am. Call volumes then plateau until
about the 4:00 pm hour, during which there is a significant spike in calls for service before
the volume begins to decrease through the evening hours, reaching their lowest point
around 4:00 am.

4.

Geographic Concentrations of Calls for Service.
The following maps provide an illustration of call for service hotspots

geographically, with more significant concentrations shaded in dark red.

Given the

disparity between the number of fire and medical related calls, the recent emphasis in the
fire service industry placed on medical calls, and the differing types of response
equipment utilized, Fire and EMS calls are displayed separately.

Matrix Consulting Group
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As the maps demonstrate, fire related calls are predominately concentrated in two

Two. Emergency medical calls are more dispersed than fire calls, however they are still
concentrated into four localized areas.

Two of these areas show moderate call

concentrations located just north and south of Station One, while the two more densely
concentrated areas are located north and south of Station Two (roughly coinciding with
the locations of the Newcastle Place and Meadowmere Northshore assisted living
facilities).

5.

Other Factors Impacting Resource Availability.
There are two additional factors that can play a role in the availability of Fire

Department resources, these are:
•

Concurrent calls for service - Times when multiple calls are occurring at the
same time, straining available resources.

•

Resource utilization - The percentage of time a unit is committed to a call
compared to the amount of time the unit is available.
To identify the level of impact concurrent calls for service had on MFD, the project

team analyzed call for service data to determine the number of instances where more
than one call for service was received at a time, as well as the total number of concurrent
calls that occurred. The following tables provide the results of this analysis, with Fire and
EMS calls displayed separately:

Matrix Consulting Group
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Number of Calls
1
2
3
4
Total

Number of Instances
283
14
0
0
297

2016 Concurrent EMS Calls
Number of Calls
1
2
3
4
Total

Number of Instances
1,330
211
12
2
1,555

As the tables show, concurrent calls for service occurred more often with the
emergency medical services, with more than one call occurring about 14.5% of the time
as opposed to 4.7% for Fire.
The second factor, resource utilization, is another measure for unit availability. It is
calculated from the time the unit is dispatched until the unit is available for another call.
The percentage of time is a function of the total time committed against the amount of
available time, in this instance a full year, calculated as 365 days for 24 hours a day or
8,760 hours. The table below shows the utilization of EMS units.

Matrix Consulting Group
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Unit

Avg.

Total

Pct.

Engine 1

0:27:44

87:23:00

0.9%

Engine 2

0:21:25

48:55:00

0.6%

Ambulance 1

0:49:07

457:36:06

5.2%

Ambulance 2

0:49:58

734:24:21

8.4%

Ambulance 11

1:08:05

37:26:31

0.4%

Rescue 1

0:24:14

18:25:17

0.5%

Rescue 2

0:21:54

14:19:45

0.4%

Using a percentile-based performance standard, it becomes important to monitor
this metric to ensure appropriate unit availability. For example, if a unit is expected to
meet a 90% performance benchmark and has a unit hour utilization greater than 10%,
the probability of the unit able to meet the performance metric is diminished. As the table
above shows, the unit with the highest utilization rate is Ambulance 2, which is committed
about 8.4% of the time. Other units are much less committed suggesting that unit
utilization is likely not a factor for MFD.
It should be noted that recently, the Fire Department began a program to provide
inter-facility transfers. In 2016, this service was used 57 times, equivalent to about 3% of
the call volume. While this level of usage is not enough to significantly impact the delivery
of emergency services, as services are utilized more significantly time commitment will
need to be closely monitored to ensure the availability of units for emergency calls for
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service.
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Service Level Definition within the Fire Service.

about the level of service provided by the fire service. Community expectations, reduced
funding, changes in service requests and availability of resources have all played a part
in a community’s level of service. The objectives promoted for fire/rescue and EMS have
their basis in research that has been conducted into two critical issues:
•

What is the key 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?

•

What is the impact of the passage of time on survivability for victims of cardiac
arrest?
Data associated with these two areas—to which the response of fire and

emergency medical is a critical core business— helps frame important benchmarks for
service delivery.
(1)

Structure Fire Response.
The dynamics of fire growth is directly related to various configurations of fire

station locations, built-in fire protection, and company staffing patterns. The fire
suppression tasks required at a typical fire scene vary widely depending upon risk level.
To save lives and limit property damage, fire companies must arrive at the right time with
adequate resources to perform necessary tasks. One of the greatest challenges facing
fire service managers is to match the arrival of resources with a specific point of fire
growth.
The answer for controlling variations in fire dynamics lies in finding a common
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the contents of the structure, or the time the fire has burned. This reference point is called

All fires go through the same stages of growth regardless of speed or length of
burn time. Flashover is very significant, because it marks a critical change in conditions
as there is a sudden transition from a growth stage to a fully developed fire. It is desirable
to have fire companies on scene with hose-lines deployed before flashover occurs.
When flashover occurs, everything in the room instantaneously erupts into flame.
This eruption generates a tremendous amount of heat, smoke, and pressure resulting in
enough force to extend the fire beyond the room of origin through doors and windows or
breaches in walls. The combustion process then speeds up because it has an even
greater amount of heat to transfer to unburned objects through convection, radiation, and
conduction.
Flashover is a critical point in fire growth for two reasons. First, the chance of
saving lives drops dramatically because no living thing in the room of origin will survive.
Second, flashover creates a quantum jump in the rate of combustion, and a significantly
greater amount of water and resources are needed to reduce the burning material to
below its ignition temperature. Once a fire has reached flashover, it is too late to save
anyone in the room of origin, and a greater amount of resources (equipment and
personnel) are required to handle the larger hose streams needed to extinguish the fire.
A post-flashover fire will burn hotter and move significantly faster. This compounds
search and rescue problems in the remainder of the structure and at the same time
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requires more firefighters for fire attack and extinguishment.
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Flashover normally occurs from four to ten minutes after free burning begins. The

doubling itself every minute of free burning that is allowed. Consequently, given the
progression of a structure fire to the point of flashover, two of the most important elements
in limiting fire spread are the quick arrival of sufficient numbers of personnel and
equipment to attack and extinguish the fire as close to the point of origin as possible.

The point noted in the chart above illustrates the generalized time that flashover
occurs. The differences or critical factors between pre-flashover and post flashover
events are as follows:
Critical Factors for Flashover
Pre-Flashover
Fire limited to room of origin.
Fire requires less and smaller attack lines
(usually one hand line) to control.
Search and Rescue unhampered.

Matrix Consulting Group

Post-Flashover
Fire rapidly spreads beyond the room of origin.
Fire requires more multiple and larger attack
lines to control.
Search and Rescue becomes greatly
hampered.
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Requires less overall resources.
Initial response can handle.

Mequon, Wisconsin

Requires additional resources.
Additional units needed (recall of off-duty
personnel).

will “wait” for the 8-minute mark to reach flashover. A quickly responding fire crew can
do things to prevent or delay the occurrence of flashover. These options include:
•

Application of portable extinguishers or other “fast attack” methodologies.

•

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 resources that can safely initiate these actions. Thus, this response time
demonstrates two important areas where risk can be mitigated, one for which the fire
department has no control and the other to which the fire department, often as a partner,
has some control:
•

The criticality of early detection and fast call-in from a reporting party on a fire event
impacts the flashover curve. An urban fire department has no control over the
expeditiousness under which a fire is reported.

•

The rapidity in which responding units are dispatched is in the control of both the
dispatching agency and fire department working in partnership.
In effect, the overall response time to a fire is a key component in its control.

Secondly, the level of resources dedicated to firefighting is the other component. Staffing
levels can be driven by numerous factors unique to the community. In the absence of
automatic fire suppression systems, access to interior fires can again be limited by a
safety requirement related to staffing levels.

Matrix Consulting Group
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require the presence of at least 2-firefighters on the exterior of a building before entry can

a minimum staffing level is set by federal law. In the absence of a threat to life that
demands immediate rescue, interior fire suppression operations are limited to the extent
a fire service delivery system can deploy to assure a minimum of 4-people are actively
involved in firefighting operations.
(2)

Emergency Medical Response.
The second performance issue for a fire and emergency medical operation 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 victims of cardiac arrest. The following graphic demonstrates the survivability of
cardiac patients as related to time from the onset of such an event:
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This graph illustrates that the chances of survival for cardiac arrest diminish
approximately 10% for each minute that passes before the initiation of CPR and/or
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be made to a structure in which the environment has been contaminated by a fire. Thus,

defibrillation. These dynamics are the result of extensive studies on the survivability of
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patients suffering from cardiac arrest. While the demand for services in EMS is wide

time standards, as they are more readily evaluated because of the ease in defining patient
outcomes (a patient either survives or does not).
This research results in the recommended objective of providing basic life support
(BLS) within four minutes of notification, and the provision of advanced life support (ALS)
within eight minutes of notification. Considering the response time continuum, the
response time goal for emergency services 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.
Additionally, recent research has begun 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
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ranging, the survival rates for full arrests are often utilized as benchmarks for response

such rapid (and expensive) intervention on these events.

Matrix Consulting Group

Page 20

Packet Pg. 112

2.b
FINAL DRAFT Fire Department Staffing Analysis

Mequon, Wisconsin

The science of fire and medical situations has led to more definitive roles and

the next sections, the discussion will turn to the analysis of time, tasks, area
demographics and other factors relating to the deployment of resources within the
emergency response system.

7.

Critical Tasks Required at Emergency Scenes.
There are several tasks, which must occur simultaneously to adequately combat

different types of fires. The absence of adequate personnel to perform these tasks
requires each task to be prioritized and completed in chronological order. These fire
ground tasks include command, scene safety, search and rescue, water supply, fire
attack, pump operations, ventilation, back up, and rapid intervention.
An initial full alarm assignment should be able to provide personnel to accomplish
the following tasks:
•

Establish incident command outside of the hazard area. This will allow coordination
and direction of the incoming emergency response personnel and apparatus. A
minimum of one person should be dedicated to this task.

•

Establish an uninterrupted water supply of at least 400 gallons per minute for 30
minutes. Once established, the supply line can be maintained by the pump
operator to ensure uninterrupted water supply. A minimum of one person is
assigned to this task, and can then assume a support role.

•

Establish an effective water flow rate of 300 gallons per minute. This will be
supplied to a minimum of two hand lines each operating at a minimum flow of 100
gallons per minute. Each hand line must have two individuals assigned with one
hand line serving as the attack line and the other hand line as a back-up line for a
total of four individuals.

•

Provision of one support person to handle hydrant hookup, utility control, forcible
entry, and to assist in deploying fire hose lines.

Matrix Consulting Group
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•

Establish a search and rescue team. Each team will consist of a minimum of two
personnel.

•

Establish a ventilation team. Each team will consist of a minimum of two personnel.

•

Establish an initial Rapid Intervention Team (RIT). Each RIT team shall consist of
a minimum of two properly trained and equipped personnel. The sole mission of
the RIT team is to provide rescue to other personnel that are in a situation that is
Immediately Dangerous to Life and Health (IDLH); it ensures compliance with the
OSHA 1910.134 two-in-two out rule.
Critical tasking will vary depending on the size and nature of the incident. The

Center for Public Safety Excellence (CPSE) provides a suggestive list of tasks that need
to be completed at a fire situation based on the level of risk. A similar list is provided within
the NFPA 1710 document. The CPSE analysis, from the 8th edition, is summarized in the
table below showing the minimum required personnel to mitigate the initial emergency
response requirements by occupancy risk:

Matrix Consulting Group
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Critical Tasks for the Effective and Efficient Control of Structural Fires

Attack Line
Search and Rescue
Ventilation
Backup Line
Rapid Intervention
Pump Operator
Water Supply
Support (Utilities)
Command
Safety Officer
Salvage/Overhaul
Command Aid
Operations Chief
Logistics
Planning
Staging Officer
Rehabilitation
Division Supervisors
High-rise Evacuation
Stairwell Support
Total Personnel

*Tasks can be performed by the same individual

High Risk
4
2
2
2
2
1
1*
1*
1
1
0
1
1
0
0
1
1
1
0
0
21-22

Moderate
Risk
4
2
2
2
0
1
1*
1*
1
1
0**
0
0
0
0
0
0
0
0
0
14-15

Low Risk
2
0
0
2
0
1
1*
1*
1
1
0
0
0
0
0
0
0
0
0
0
8-9

**Task can be performed by the attack crew

Conversely, a task analysis for emergency medical calls analyzes three different
types of calls or patient conditions; Cardiac Arrest, Stroke, and Multi-System Trauma.
These three types of calls usually require the most effort on the part of a response team,
while other calls or patient types can generally be handled with two or three personnel.
Many times, especially in trauma calls, there are multiple patients further complicating
patient care for responders. The table below outlines the tasks for handling these critical
patients and the number of responders it may require for a successful outcome.
Critical Tasks for Effective Patient Care
Critical Task
Patient Assessment
Airway Management/Intubation
Cardiac Defibrillation
CPR

Matrix Consulting Group

Cardiac
Arrest
2 per patient
2 per patient
1
1

Stroke
2 per patient
2 per patient
N/A
N/A

Multi-System
Trauma
2 per patient
2 per patient
N/A
N/A
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Maximum
Risk
4
4
4
2
2
1
1*
1*
1
1
2
1
1
1
1
1
1
2
10
10
50-51

Critical Task
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Patient Lifting/Packaging
Medical Information Collection
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1
1
N/A
2–4
1

1
1
N/A
2–4
1

1
1
1
2–4
1

As both of these tables show, it is incumbent upon the Fire Department to have a
response plan in place to ensure a sufficient number of personnel are on scene to
accomplish these exhibited critical tasks in a timely fashion.
Structure fires are very labor-intensive incidents with any number of factors, such
as weather, making suppression that much more difficult. The MFD response plan for a
structure fire includes three engine companies, two truck companies, a squad and two
water tenders. By policy, the engine and truck companies are staffed with four firefighters
each allowing for 20 personnel to respond on a first alarm assignment.
Adding to the critical tasks and staffing issues is the OSHA requirement of “two in
– two out” in 1910.134(g)(4). This regulation states that if entry into an Immediately
Dangerous to Life and Health (IDLH) atmosphere is necessary, two firefighters must enter
together and remain in contact with each other. In addition, there must be two firefighters
located outside an IDLH atmosphere for potential rescue if needed. This is a mandatory
requirement. The availability of personnel will dictate the need for additional outside
resources to meet this regulation.

8.

Area Demographics.
Area demographics play a role in the delivery of fire protection services along with

the risk factors involved. Population density is a more critical factor, as the more densely
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an area is populated; there is typically a corresponding increase in the use of emergency
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services. The table below outlines how each of these factors are defined by the National

Demographic Risk Categories
Risk Category
Urban
Suburban Area
Rural Area

Definition
An area with a population density greater than
1,000 people per square mile
An area with a population density of 500 1,000 people per square mile
An area with a population density of less than
500 people per square mile

Utilizing the Risk Categories as defined above, the map below visually depicts the
population densities within Mequon with heavier populated areas shown in dark green.

As shown, the City of Mequon is a mix of urban, suburban and rural population
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Fire Protection Association (NFPA).

densities. The urban and suburban areas are in the southeast sections of the City while

Matrix Consulting Group

Page 25

Packet Pg. 117

2.b
FINAL DRAFT Fire Department Staffing Analysis

Mequon, Wisconsin

the rural areas lay predominantly to the west and north. Any new development will likely

occurs, and population density increases, it is likely to negatively impact the Fire
Departments ability to provide services from the existing Stations.
The City of Mequon 2035 Master Plan indicates that the City will continue to
encourage growth in rural areas, will maintain existing higher density residential zoning
in suburban areas, and will likely allow up to 30% of its housing to be something other
than single-family dwellings. Based on call for service data, population density, and
planned community development, it is unlikely that simply moving one of the existing Fire
Stations will meet the City’s future needs.
To address future service needs new Stations, or Sub-Stations, may need to be
constructed or acquired. Indeed, the addition of new facilities is a costly endeavor, and
as such, the location of such infrastructure expenditures must be chosen carefully and in
manner that best serves the community for the longest period of time. To help identify
possible future Station locations a combination of call for service and population density
mapping should be utilized, in conjunction with City planning documents and existing
service delivery metrics, to identify areas of the City where new facilities would best meet
MFD service delivery goals.
Recommendation:
MFD should monitor new development within the City, and utilize calls for service,
population density, and service delivery metrics to identify areas to locate new
Stations, or Sub-Stations, that are most likely to meet the MFD’s service delivery
goals.
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Response Time Goals and Objectives.

components that make up this aspect of emergency response. The Center for Public
Safety Excellence (CPSE) and the National Fire Protection Association (NFPA) have
defined the components for response time. Call processing, turnout time and travel time
make up the three primary components of the continuum.
•

Call Processing is defined as beginning when the call taker answers the call and
ends with the dispatching of appropriate emergency services.

•

Turnout Time is defined as beginning when the emergency service receives the
call and is on the apparatus responding (wheels rolling) to the call.

•

Travel Time is defined as beginning when the apparatus and personnel begin the
response (wheels rolling) and ends once on location of the emergency (wheels
stopped).

With these definitions, the use of average response times to determine Fire and EMS
performance, has evolved to use a fractal approach to response times, by breaking the
response down to each component. This approach allows for analysis of each
component, making it easier to identify potential improvement opportunities in the system
as a whole. This is largely dependent, however, on accurate reporting by dispatch and
field personnel of when each time component is completed. In the Fire and Emergency
Service Self-Assessment Manual 9th edition, the CPSE has moved away from defining
benchmark and baseline standards, instead leaving such determinations to the local
community and NFPA. Accordingly, the NFPA has chosen to identify such benchmarks
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The performance baseline is defined as the measurement of actual performance that is

(1)

Call Processing Time.
NFPA 1221 Standard for the Installation, Maintenance and Use of Emergency

Services Communications Systems establishes call processing benchmarks for
emergency communications centers as outlined in the chart below.
NFPA 1221 Time Requirements
Component
Calls Answered
Call Processing
Call Processing for:
* Emergency Medical
Dispatch
* Language Translation
* Teletypewriter
/Telecommunications
Device for the Deaf
Services
* Hazardous Materials
* Technical Rescue
* Text Message
* Unable to Determine
Location

Target

Performance

Within 15 seconds

95%

Within 40 seconds

99%

Within 64 seconds

90%

Within 106 seconds

95%

Within 90 seconds

90%

Within 120 seconds

99%

As the table above shows, the NFPA benchmark time for the processing of a fire
call is 64 seconds (1:04), or 106 seconds (1:46) to achieve either the 90th or 95th percentile
respectively, meaning 90% or 95% of all calls received are processed within the
benchmark times indicated. Call processing performance for the MFD is shown in the
following table:

Matrix Consulting Group
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Gap
2:35
2:29

As the table illustrates and according to MFD data for all Fire and EMS calls in
2016, call processing times did not meet NFPA benchmarks at either the 90th or 95th
percentile. The “Gap” time shown indicates the amount of time over the NFPA benchmark
relative to the performance data for 2016. The community baseline, based on this data,
is 3:39 (90% of the time), and 4:15 (95% of the time).
Based on the project team’s analysis of CAD data, it does not appear the
communication center utilizes a structured call processing system to help facilitate
efficient and expedient dispatch of Fire and EMS calls. The implementation of such a
system would not only facilitate expeditious processing of calls, it would also allow for
more detailed tracking of Fire data and individual call taker performance. Furthermore,
the Insurance Services Office (ISO) has recently implemented requirements that all
communication centers providing processing of Fire incidents have in place a protocolbased call-intake system, utilized by trained and certified call taking staff. Such systems
are readily available from companies such as the Association of Public Safety
Communications Officials (APCO), or the International Academies of Emergency
Dispatch (IAED).
Recommendations:
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Call
Processing
90th Percentile
95th Percentile
Average

Mequon Fire Department
System Performance
NFPA
2016
Benchmark
Performance
1:04
3:39
1:46
4:15
2:02

Mequon, Wisconsin

The Fire Department should work with the Dispatch Center to improve the call
processing times for calls for service.
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(2)

Mequon, Wisconsin

Turnout and Travel Time.

standards and benchmarks for these components. As noted previously, the CPSE has
moved away from establishing benchmarks and baselines, leaving those decisions to
other organizations. CPSE has identified an appropriate baseline as those times and data
that include most current three years of data.
The NFPA has two standards that establish benchmarks for emergency response:
NFPA 1710 Standard for the Organization and Deployment of Fire Suppression
Operations, Emergency Medical Operations, and Special Operations to the Public by
Career Fire Departments and NFPA 1720 Standard for the Organization and Deployment
of Fire Suppression Operations, Emergency Medical Operations, and Special Operations
to the Public by Volunteer Fire Departments. The Mequon Fire Department is considered
a combination department, as most of the personnel are volunteer and paid-on-call;
therefore, NFPA 1720 is the applicable standard.
The ISO has a single standard established through the Public Protection
Classification (PPC). In this standard, they use coverage of the area by engine companies
and ladder companies to determine travel time.
The following table outlines the benchmarks established by each of these
organizations and their respective standards. Also included is the CPSE benchmark from
the 8th edition Fire and Emergency Service Self-Assessment Manual (FESSAM).

Matrix Consulting Group

Attachment: MFD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

For turnout and travel time there are two national organizations that provide

Page 30

Packet Pg. 122

2.b
FINAL DRAFT Fire Department Staffing Analysis

Component

Mequon, Wisconsin

NFPA 1720

CPSE**

ISO PPC

Benchmark

Performance

Benchmark

Performance

Benchmark

EMS Call

0:60*

90%

1:00

90%

None

Fire Calls

1:30*

90%

1:20

90%

None

Travel Time for initial
company

1.5 miles for
Engine Co.
2.5 miles for
Ladder Co.

Urban Area

No Standard

4:00

90%

Suburban Area

No Standard

5:00

90%

Rural Area

No Standard

10:00

90%

Remote Area

No Standard

Travel Time for Full First
Alarm

No Standard

Urban Area

8:00

90%

8:00

90%

Suburban Area

9:00

90%

10:00

90%

Rural Area

13:00

80%

14:00

90%

Dependent
on Travel
Distance

90%

Remote Area

*NFPA 1720 Turnout Time is for staffed stations.
**CPSE 8th Edition Criteria

The Mequon Fire Department staffs one station with an individual who must wait
on another member to respond from home. As such, the turnout time component does
not apply to the Department, nor is it necessary for the Department to meet any standard.
Despite this, the project team has chosen to illustrate this component within the response
time continuum purely for information purposes. The following table illustrates the turnout
time for Fire and EMS calls.

Matrix Consulting Group

Attachment: MFD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

Turnout Time

Page 31

Packet Pg. 123

2.b
FINAL DRAFT Fire Department Staffing Analysis

Mequon, Wisconsin

Turnout Time
EMS Calls
Fire Related
Calls

System Performance
2016 Performance
90th Percentile
7:09
Avg.:
3:04
90th Percentile
7:00
Avg.:
2:49

As the table illustrates, though MFD is not required to meet any benchmarks with
regard to turnout time, they are above the benchmark time.
The third performance component, travel time, is applicable to MFD and comprised
of two segments, distribution and concentration. Distribution is the measure of getting
initial resources to an emergency to begin mitigation efforts. Concentration is the measure
of getting an effective response force to the location in a timely manner to effectively
mitigate the emergency.
NFPA 1720 does not identify a travel time for the first arriving unit but does for an
effective response force at 9 minutes for a suburban area. ISO uses a slightly different
methodology with a 1.5 and 2.5-mile radius in the built-upon areas which somewhat
considers population density. The calculation used for the 1.5-mile radius translates to 4
minutes for the first arriving unit.
As with call processing time, CPSE has recently removed travel time
benchmarking criteria citing that it is not a standard setting organization, again relying on
the NFPA, ISO and others to establish such benchmarks. However, in past editions
CPSE has identified benchmarks for travel time that have also been a part of the national
discussion and adopted by hundreds of jurisdictions across the country. While these
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benchmarks are no longer a part of the CPSE documentation, it is still a viable and

Based on the 2016 U.S. Census Bureau Data, Mequon has an overall estimated
population of 24,000 and density of approximately 501 residents per square mile. Overall,
the City classifies in the rural demographic. However, based on census tract populations
as previously shown most, of the City’s population resides in the southeast section of the
City, making it closer to a suburban setting. For purposes of this study and subsequent
measurement and evaluation of response time, the suburban demographic will be used.
The travel time benchmark for the suburban demographic is 5:00 minutes for the
initial arriving unit for both fire and ambulance. The recommended baseline travel time for
the suburban demographic is 6:30 based on previous CPSE guidelines. The table below
illustrates the benchmark and recommended baseline travel time for the initial arriving
unit during the past calendar year, and is shown with both Fire and EMS calls combined,
and then with each shown separately.
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Attachment: MFD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

useable set of benchmarks and baselines for the fire service.

Page 33

Packet Pg. 125

2.b
FINAL DRAFT Fire Department Staffing Analysis

Mequon, Wisconsin

Mequon Fire Department
Travel Time Performance – Combined

Benchmark
Baseline
Average
Travel Time
Benchmark
Baseline
Average
Travel Time
Benchmark
Baseline
Average

Suburban Area

2016 Performance

5:00
6:30

9:00
9:00
4:50
Travel Time Performance – EMS Only
Suburban Area

2016 Performance

5:00
6:30

9:07
9:07
4:56
Travel Time Performance – Fire Only

Gap
4:00
2:30

Gap
4:07
2:37

Suburban Area

2016 Performance

Gap

5:00
6:30

9:00
9:00
4:42

4:00
2:30

As these tables show, the travel time for each of the disciplines is relatively the
same, however both are over the benchmark and recommended baseline times. Analysis
of the data suggests the community baseline for travel time is 9:00 minutes 90% of the
time.
(3)

Use of the First Responder Closes Travel Time Gap.
Another component used by the MFD in the response to medical calls is the use

of the First Responder. The First Responder is a unit that is not located at the station but
rather at the home of the individual, or wherever they may be at the time of the call. There
are two of these units, one on the east side and the other on the west side of the City. As
these two units are not stationed at a fire station response time is examined as a total
instead of a specific segment like travel time. The following table illustrates the First
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Responders’ response times, calculated from the time the call is dispatched to the time
the first responder arrives on the scene.
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Mequon Fire Department

Travel Time
Benchmark
Baseline
Average

Suburban Area

2016 Performance

Gap

6:00
7:30

8:00
8:00
4:32

2:00
0:30

As the table shows, the benchmark and baseline times were increased by one
minute to allow for turnout time. As shown, units assigned to the First Responder program
are arriving on scene within 8:00 minutes 90% of the time following the dispatch of the
call, reducing the gap in performance to only 2:00 minutes over benchmark and only 30
seconds over baseline.
NFPA 1720 does not have a component for turnout time for volunteer and
combination fire departments. It is not a time component that can be measured effectively
with personnel responding from home or other places in the community. However,
through this measurement there is a perspective that is gained within the total response
time continuum and the point where response time is extended. To put everything into
perspective the table below illustrates the total response time for the Department, fire
related calls, ambulance responses and the first responder program.

Mequon Fire Department
Travel Time Performance – Combined
Travel Time
Benchmark
Baseline
Average
Travel Time
Benchmark
Baseline
Matrix Consulting Group

Suburban Area

2016 Performance

6:00
7:30

12:48
12:48
6:24
Travel Time Performance EMS Only

Gap
6:48
5:18

Suburban Area

2016 Performance

Gap

6:00
7:30

13:37
13:37

7:37
6:07
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8:00
Travel Time Performance – First Responder

Travel Time
Benchmark
Baseline
Average
Travel Time
Benchmark
Baseline
Average

Suburban Area

2016 Performance

6:00
7:30

8:00
8:00
4:32
Travel Time Performance – Fire Only

Gap
2:00
0:30

Suburban Area

2016 Performance

Gap

6:00
7:50

13:00
13:00
7:31

7:00
5:10

As these tables shows, there is a significant difference between the first responder
response time and the EMS response time provided by an ambulance from a Station.
This illustrates the turnout time saved from the use of a staffed unit versus an unstaffed
unit.
Recommendations:
Continue use of the First Responder program.
Establish travel time benchmark performance objectives for the first arriving unit
of 5:00 minutes for suburban areas and 10:00 minutes for rural areas.
Once the performance objectives are established, develop a mechanism to monitor
and report performance against established benchmarks at least once annually.
(4)

Travel Time and First Alarm Assignments.
The next segment of travel time involves the full first alarm assignment, or what is

also referred to as concentration. Concentration is a function of both travel time and the
number of personnel. Based on the critical tasks identified previously in this chapter, a
moderate risk structure fire (residential building) requires fourteen personnel to effectively
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mitigate the emergency. In Mequon there were two structure fires in 2016, both of which
meet the staffing criteria for fourteen personnel. The following table illustrates the travel
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time for each of the incidents, in both distribution and concentration, for responses to a

Structure Fire Responses
Distribution
Benchmark Actual
Structure Fire #1
Structure Fire #2

5:00
5:00

3:00
3:00

Concentration
Benchmark Actual
10:00
10:00

13:00
9:00

Both incidents had the initial arriving unit below the benchmark travel time of 5:00
minutes, however only one of the incidents had the effective response force arriving below
the benchmark travel time of 10:00 minutes.
In addition to the temporal analysis of response time, it is useful to examine the
spatial distribution and concentration of resources. The following two maps illustrate the
benchmark travel times for both suburban and rural demographic first for the distribution
of resources, and then for the concentration.

The southeast section of the City is

predominately a suburban demographic, as such the first map utilizes the benchmark
travel times of five minutes and ten minutes.

Matrix Consulting Group

Attachment: MFD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

structure fire.

Page 37

Packet Pg. 129

2.b
Mequon, Wisconsin

As the map illustrates, the rural sections of the City located to the far northwest are
just outside the suburban and rural benchmark travel times for the distribution of
resources.
The second map on the following page, geographically illustrates the benchmark
travel time for a suburban rural demographic for the concentration of resources.
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As this map shows, the City is almost entirely covered by both the benchmark and
baseline travel times for the concentration of resources.
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3 Analysis of Resource Deployments
resources, based on the background information provided in the previous chapter. As
outlined in the previous chapter, the deployment of resources for a fire department has
two key components to consider; distribution and concentration.

1.

Distribution.
Distribution is the placement of resources in a community to respond within an

established time frame to begin mitigation of the emergency. This is typically measured
using travel time. The benchmark of 4 minutes has been used for many years by the ISO,
NFPA and the CPSE. Some of these organizations realize that travel time also needs to
be tied to population density and the road network within a community.
Within the City of Mequon, suburban and rural population densities are the
predominate demographics. The suburban area is in the southeast corner of the City with
the rural being to the north and west. Using the CPSE standard, the travel time for the
suburban area is 5:00 minutes, and the rural area is 10:00 minutes. A spatial analysis
indicates the stations are in relatively good locations. Station Two is located in between
two hot spots for emergency medical calls supporting the Paramedic-on-Premise (POP)
in that station. Station One is along the western edge of the suburban area, also near a
hot spot area for fire calls. The temporal analysis identifies a travel time of 9:00 minutes
90% of the time, which is significantly different than the spatial analysis. This disparity
may be attributed to the roadway network in some areas consisting of narrow single lane
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in conducting our review of the CAD data provided by the Dispatch Center, another

Recommendation:
Work with the Dispatch Center to improve and ensure the time stamps for Fire and
EMS units are being captured properly.

2.

Concentration.
Concentration is the spacing of multiple resources so that an effective response

force (ERF) can arrive on scene within response time expectations. This component is
measured using travel time and the required number of personnel to create an Effective
Response Force (ERF). For Mequon, this translates to a benchmark travel time of 10
minutes in the suburban areas with an effective response force of 14 personnel. During
2016, there were two structure fires that were reviewed. In both instances, the ERF
arrived in 9:00 and 13:00 minutes, or 50% of the time.
Staffing of the Fire Department is done primarily through a paid-on-call system,
whereby firefighters typically respond from home. With the potential lack of personnel
responding to a call inherent in this deployment model, the response of mutual aid
partners becomes a more important consideration. Currently mutual aid response for the
City of Mequon is provided by the following agencies: Cedarburg, Grafton, Germantown,
Thiensville and the North Shore Fire Department. To illustrates the mutual aid response
coverage for each of these agencies their ten-minute travel time was mapped, similar to
the coverage maps shown previously.

The following map shows these response
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As the map shows, the City of Mequon has considerable coverage from their
mutual aid partners, particularly in the suburban area of the City where most of the calls
are occurring.

3.

Unit Staffing.
The Fire Department utilizes a hybrid paid-call system for the staffing of both Fire

and EMS units, however the emergency medical system utilizes a scheduling component
while the Fire suppression system does not. MFD staff are paid on an hourly basis, with
time being calculated from the time the call is received until its conclusion. EMS staff are
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also paid a small hourly rate to remain on available standby, and then switch to their
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normal hourly rate once a call is received.

These hourly rates are also utilized to

The emergency medical units are staffed with paid-call personnel, a paramedic on
premise (POP) and two first responders as illustrated in the table below:
EMS Staffing

Station One
Station Two

POP

Paid-Call

1

2
1

First Responder
1
1

The staffing of EMS units is accomplished using a “sign-up” program, whereby
personnel sign-up for the hours they are available during the week, ranging from two
hours to twenty-four hours. This system currently works well for the Department, with
staff sign-ups providing the appropriate shift coverage; however, there is no provision for
staff taking time off. As shift coverage is provided via a sign-up process, staff wanting to
take time off simply do not sign-up for a shift, providing little or no prior notification to the
Department. This lack of notification presents a real potential to cause gaps in shift
staffing coverage, as MFD Supervisors cannot easily facilitate backfill for staff taking time
off.
Similarly, Paramedic-on-Premise (POP) coverage is also accomplished using the
sign-up program, and in addition to potential issues identified above regarding leave
scheduling, these positions also incur an additional potential coverage issue due to staff
participation. In 2016, there were a total of twelve personnel that filled the POP position.
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compensate MFD staff for training hours during the year.

Of those twelve, three staff members accounted for 72% of the total shift coverage time.
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The table below illustrates the shift coverage time accrued by each staff member

anonymity, numbers are used instead of actual names.
Emergency Medical Staffing
Staff
Member

First
Responder

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23

116.5
890.5
1,169.00
986.5
1,015.00
158
2,627.00
69
1,308.50
793.5
714.25
132.5
42
69
699.5
171
2,365.00
0
387
935.5
964
33
797.5

Total

16,443.75

Pct.

POP

Pct.

Total

Pct.

0.7%
5.4%
7.1%
6.0%
6.2%
1.0%
16.0%
0.4%
8.0%
4.8%
4.3%
0.8%
0.3%
0.4%
4.3%
1.0%
14.4%
0.0%
2.4%
5.7%
5.9%
0.2%
4.8%

0
288
0
0
1,536.00
0
0
215.5
595.5
579.5
0
2,143.00
57.5
2,263.00
346.5
139.5
0
17
45.5
0
0
0
0

0.0%
3.5%
0.0%
0.0%
18.7%
0.0%
0.0%
2.6%
7.2%
7.0%
0.0%
26.0%
0.7%
27.5%
4.2%
1.7%
0.0%
0.2%
0.6%
0.0%
0.0%
0.0%
0.0%

116.51
1,178.55
1,169.07
986.56
2,551.06
158.01
2,627.16
284.5
1,904.08
1,373.05
714.29
2,275.51
99.5
2,332.00
1,046.04
310.51
2,365.14
17
432.52
935.56
964.06
33
797.55

0.5%
4.8%
4.7%
4.0%
10.3%
0.6%
10.6%
1.2%
7.7%
5.6%
2.9%
9.2%
0.4%
9.5%
4.2%
1.3%
9.6%
0.1%
1.8%
3.8%
3.9%
0.1%
3.2%

8,226.50

24,671.25

As the table above shows, three individuals comprised over 72% of all POP shift
hours. Additionally, just five of the twenty-three staff members comprised the majority of
all First Responder and POP shift coverage hours in 2016. This equates to 22% of the
MFD staff providing almost 50% of all First Responder and POP coverage.
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This shift coverage inequality, in conjunction with the leave scheduling issue
mentioned earlier, could pose a significant staffing issue for the MFD. The addition of a
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vacation, or leave calendar to the sign-up process would allow for staff to show planned

members themselves, and provide MFD Supervisors more time to arrange backfill
personnel when needed.
Recommendation:
Implement a leave scheduling calendar to help identify any upcoming scheduling
shortages in the emergency medical services delivery system.

4.

Recruitment and Retention.
Another issue integral to staffing is the recruitment and retention of personnel.

The ability for an agency to attract new recruits, and retain them once they are trained, is
a key factor in their ability to deploy the appropriate number of resources to the field.
Further, the investment in training time and money spent on new employees is significant,
making the recruitment and retention of quality staff crucial.
In recent years, public safety as a whole has seen a decline in qualified applicants,
coinciding with high levels of retirements from the “baby boom” generation. To combat
this, many departments have implemented other incentives to assist in maintaining an
effective workforce. Incentives such as: length of service awards, paid trips to
conferences in recognition of certain achievements, or providing supplemental cancer,
critical care, or group life insurance.
One issue commonly identified as a hindrance to the recruitment of new
employees is the amount of initial training to become a Firefighter or Emergency Medical
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Technician (EMT). The training to become a Firefighter entails approximately 112 hours
of coursework, with EMT certification requiring an additional 180 hours. This level of time
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commitment is often difficult for many individuals, especially those with families, work, or

is a commitment to continued training, and response to calls for service.
One final contributing issue is the aging population in Mequon. According to U.S.
census data, the number of residents over the age of 55 rose 8% over the ten-year period
from 2000 to 2010. This is illustrated in the table below.
Age Demographics
Year

Population

55+ Population

Pct.

2000
2010

21,823
23,132

5,572
7,759

25.5%
33.5%

This rise in population age may in part explain the number of MFD staff that do not
reside within the City of Mequon.
Based on the project team’s analysis, just over 43% of current personnel have five
years or less with the Fire Department, and considering the challenges discussed
previously, the MFD appears modestly positioned to address future staffing needs. To
enhance the recruitment of new staff, the MFD should continue to develop the recently
established Milwaukee Area Technical College intern program to entice new recruits, as
well as consider the implementation of various other incentives as discussed earlier.
Recommendations:
Continue to develop the Milwaukee Area Technical College intern program and
recruit those individuals into to the Fire Department.
Consider the implementation of incentive programs to encourage the retention of
Fire Department personnel.
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Command and Control.

accomplished using a sign-up program, with the fire suppression system relying on
whomever is available to respond at the time of a call. This deployment model currently
has no provision for an Officer to be assigned to any one crew.
This results in command decisions for emergency medical services being made by
whomever is assigned to the apparatus, with patient care decisions being made by the
highest certified individual. Fire suppression command decisions are made by the most
senior Firefighter when an Officer is not available, which can be relatively frequent as
there is no requirement that the staffing of an apparatus contain an Officer.
The design of an organizational structure to best meet the needs of an agency is
not only predicated on the traditional command and control within the Fire Department,
but also to help define job duties and responsibilities, ensure efficient and effective
workflow, establish a reporting hierarchy, and ultimately determine appropriate lines of
authority and accountability. To accomplish this, the design of an organizational structure
and placement of employees within the organization should be established on key
principles that provide the organizational cohesion necessary to accomplish the primary
mission of the Department. These principles include:
•

Accountability and responsibility are clearly identified: The organizational
structure must be consistent with the concept that clear lines of authority and
decision making are essential for any organization to achieve excellence. Areas
of responsibility are clearly delineated and points of accountability are readily
identifiable.

•

Span of control or communication is optimal: Effective organizations are
structured so that lines of communication are identifiable and where there are

Matrix Consulting Group
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•

Coordination of Work Efforts: The organizational structure should facilitate
communication and working relationships among staff and work units. Many
functions need close or indirect alignment to maximize efficiency and
effectiveness. The structure should also provide easy identification of job function
to people outside the Department, including other Departments in the City and
other fire service agencies.

•

Degree of Organizational Risk: This relates to how much risk a function incurs
if an activity is not performed or is performed poorly. Risk might involve tactical,
financial or political concerns. Generally, higher risk functions have closer
management oversight.

•

Supervisor and Management Span of Control: This relates to whether
supervisors are fully devoted to overseeing a select few primary activities or a
broader set of duties and responsibilities. Appropriate spans of control are related
to both the number of staff directly supervised as well as the complexity of activities
overseen.
Nationally recognized best practice for span of control in highly technical and

professional positions is to limit direct reports typically to five or six positions, with nine
direct reports considered the maximum to mitigate organizational risk. The span of control
is being stretched to the limit within the Mequon Fire Department. Officers within the Fire
Department are assigned to specific tasks, but due to the nature of the staffing, those
individuals may not always be available; therefore, the Fire Chief must regularly address
organizational issues often reserved for supporting command/supervisory staff. This
expands the span of control for the Fire Chief well beyond best practices in a fire service
organization.
Training and Fire Prevention are two major functions within the Fire Department
that support the mission and overall emergency response. Both functions are managed

Attachment: MFD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

multiple reporting relationships, responsibility for communication and control are
clearly identified and understood.

by officers that are not full-time employees, and periodically must be supported. There
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are Wisconsin State requirements for each of these functions that must be met for the

support when necessary, in addition to the other functions within the Fire Department.
Operationally, support for the emergency response occurs long before the call is
received. These functions include small equipment maintenance and testing; supplies
and supplies inventory; apparatus maintenance and testing; self-contained breathing
apparatus maintenance and testing and the maintenance and testing of ladders; these
efforts all require regular attention.
Organizationally there is a potential for risk based on the performance of the Fire
Department and related activities. The primary mission of the Fire Department is to
provide emergency medical care and fire suppression responses when needed. Lack of
consistent supervision can create a situation of an activity being performed poorly or not
at all.
Many respondents in the employee survey mentioned staffing. Leadership from
the top was cited as a particular strength, with numerous respondents mentioning that
leadership was “strong” and that they appreciated the vision from the top. Nevertheless,
many commented that there could generally be more staffing, while also indicating that
more full-time roles (especially in management) would be helpful to MFD. Respondents
also commented on the need for increased administrative staffing and generally the
desire to retain more staff.
There are various other administrative support duties that need to be properly

Attachment: MFD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)
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addressed for the Fire Department to function efficiently. The current Administrative
Assistant supports the payroll function that requires extensive time to complete with the
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various pay scales and the complexities associated with time between standby and call

thereby limiting community accessibility. Recordkeeping is an essential function for the
Fire Department and employees. Training records provide the source of data necessary
for certifications of firefighters, emergency medical technicians and paramedics.
The continuing education requirements, and associated need for records
management, are extensive depending on the certification. Further administrative support
for the Fire Prevention Division would allow the inspector to be more productive. Many of
the records that are kept could be recorded, handled and stored by a civilian assistant or
administrative assistant.
In sum, based on the totality of information, best-practices in organizational
structure are: 1) designed to facilitate consistent management and supervision; 2)
enhance communication; 3) improve coordination of work efforts; and 4) consistently
identify who is accountable/responsible in the chain-of-command.

Appropriate

organizational structuring encourages a suitable number of supervisory full-time staff to
provide effective organizational oversight, perform key managerial and critical
administrative functions, and help mitigate overall risk to the community. As such, the
project team recommends the inclusion of three (3) full-time officer positions to help
support the MFD Chief. Furthermore, as stipulated previously, additional administrative
support assistance will augment services internally as well as to the community (e.g.
increased hours for burn permit acquisition).

Matrix Consulting Group
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Increase the full-time staffing to three officers working twenty-four hour shifts to
provide the command, control and supervision for operations and to support the
major functions of the Department.
Change the current administrative assistant from a part-time position to a full-time
position to provide increased administrative support to the Fire Department.

6.

Regionalization.
Regionalization, or the sharing of services, is increasing within the public safety

arena. With the cost of equipment and providing services ever increasing, the sharing of
services and disbursement of costs is a mechanism that has worked for other
communities and regions. The project team is aware that there have been conversations
between various officials discussing a shared services concept within Ozaukee County.
While the details of regionalization are beyond the scope of this study, the potential
benefits to the City and the County are worthy of additional study and consideration. By
example, the Miami Valley Fire/EMS Alliance in the Dayton Ohio area has been in
existence since 1995. This organization provides a variety of services to its fire
department members including physical agility testing for potential candidates; some
training opportunities; coordination of the regional hazardous materials team; managing
and administering the FEMA Ohio Task Force One team and providing a mechanism for
purchasing using its large numbers to reduce cost. This agency is reflective of best-inclass sharing of services.
Recommendation:
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Recommendations:

The City and the Fire Department should continue to discuss the potential
regionalization or sharing of services with other departments in the area.
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4 Analysis of the Training and Education Division
associated programs. The Training Division in any fire department is typically considered
a major function or unit, and is generally responsible for the basic training received by
new recruits, as well as the continuing education of the existing workforce. Training
programs include fire suppression, emergency medical treatment, hazardous materials,
technical rescue and officer development.

1.

Training Program.
Basic training for Mequon is predominately handled by the Milwaukee Area

Technical College. To become a certified Firefighter in the State of Wisconsin, a recruit
must complete a total of 112 hours of coursework consisting of 96 hours of initial training,
and an additional 16 hours of hazardous materials coursework. Upon successful
completion of this coursework, a recruit must then pass a written and practical skills
examination prior to receiving certification.
The initial training and continuing education requirements for an individual entering
emergency medical services are shown in the table below.
Emergency Medical Training Requirements
Certification
EMT
Advanced EMT
EMT Intermediate
Paramedic

Initial Hours
180
170
496
1,000

Continuing Education
Hours
30
42
48
48

ACLS
ACLS
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As outlined in the table above, the emergency medical technician is required to
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additional 1,000 hours of coursework, for a total of 1,180 hours that are needed to obtain

Continuing education is the other focus of the Training Division within the Fire
Department.

The Fire Department places a considerable emphasis on its training

program, offering training opportunities on a weekly basis and requiring staff to attend a
minimum of 75% of those weekly trainings. The training sessions are typically scheduled
for Monday nights and Tuesday mornings so as to provide ample opportunities for
personnel to attend a session. Makeup sessions are available quarterly on Saturdays
should an individual miss any of the weekly sessions. Any specialized training is held four
times a year, and does not have a required attendance component. These trainings
handle topics such as ice rescue, confined space or other targeted disciplines.
In 2016, there were approximately 6,075-man hours of training provided by the
Department. The state requires continuing education for medical certifications as
previously outlined, but there is no requirement for fire-related training at this point. The
table below provides a breakdown of the areas where training was provided during the
past year.
2016 Training
Area

Hours

EMS
Dive Team
Technical Rescue
Weekly Training

1,918.5
356.3
328.5
3,472.0

The Fire Department also has a mentoring program in place for new recruits and
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interns. The purpose of this program is to provide new members with an individual to help
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guide them, and provide support as they become acclimated to the Department. This

and working with the interns in the Paramedic program.
The employee survey provided additional insight to the Training Division. The term
‘training” appeared in both the strengths and opportunities for improvement. Some staff
recognized that they receive a good amount of training, but would still like more. Others
mentioned the need for a full-time training person.

2.

Training Division Staffing.
As stated earlier, the Training Division in a Fire Department is generally regarded

as a major function or unit, with the responsibilities of this function having enormous
impacts on staff ranging from new recruits through veteran personnel.
Currently all training related duties are managed by a Lieutenant. These duties
include the creation of an annual training schedule, the coordination of instructors, and
ensuring the delivery of the various programs and courses. Due to the importance of
these responsibilities, and the liability associated with each, it would be more appropriate
for this position to be held by an individual with the rank of Captain, and so as to match a
corresponding position within the Fire Prevention Division.
Recommendation:
The Training Division should be commanded by at least a Captain, matching the
rank of the Fire Prevention Division head.
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5 Analysis of the Fire Prevention Division
programs it is responsible for administering. The Fire Prevention Division in any Fire
Department is typically considered a major function or division. The Division is generally
responsible for conducting fire safety inspections, fire plan reviews, as well as providing
public education and conducting arson investigations.

1.

Fire Prevention.
Fire safety inspections are currently being handled by two individuals. The first

individual works 20 to 30 hours a week conducting the inspections. A second individual
is a paramedic and will work on inspections while on-duty as a Paramedic-on-Premise.
The State of Wisconsin requires inspections to be conducted twice a year in all
commercial properties. The City of Mequon has approximately 800 occupancies to be
inspected, which equates to approximately 1,600 inspections per year. On average, an
inspection takes between 45 minutes to an hour to complete. Based on the required
number of inspections (1,600) and the 30 hours per week provided by the primary
inspector, the total number of inspections completed per year falls just short of State
requirements. Additionally, this does not include any follow-up inspections that may need
to occur based on code violations that are found during the initial inspection.
(1)

Fire Inspection Permits.
The State fire safety code allows for the issuance of permits for various operations

and building types. Permits are typically used to gather information for pre-incident
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charge a fee for these permits as some of the processes and buildings require extensive

For example, some of the City of Milwaukee’s permit fees are based on the number of
people allowed in a place of assembly, or in connection with the storage of hazardous
chemicals.
There is no standard fee to be assessed for permits as it a local decision. West
Allis and Waukesha have plan review fees that vary based on the type of occupancy and
the permit being sought. These fees range from $25.00 to $175.00. The following table
provides an example of permit fees used in other communities in the area.
Fire Safety Code Permit Fees
Permit

Milwaukee, WI

General Permit Fees
Places of Assembly (50 - 100)
Places of Assembly (> 100)
Hazardous Chemical Storage
Pyrotechnic Special Effects
Re-Inspection Fee (in excess of 2)

$
$
$
$
$
$

50.80
101.60
203.20
203.20
-

Madison, WI
$
$
$
$
$
$

100.00
100.00
100.00
100.00
250.00
-

Oshkosh, WI
$
$
$
$
$
$

59.00
59.00
59.00
59.00
33.00
33.00

With approximately 800 occupancies in the City, if each inspection permit was
processed at $50.00, the annual revenue would be approximately $40,000. The City
currently charges $20.00 for a burn permit.
To recoup some of the costs associate with the provision of these inspections, the
MFD and City should consider the implementation of fire inspection and permit fees.
Recommendation:
The MFD and City of Mequon should consider the implementation of fees for the
provision of fire inspections and special use permits.
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Public Education.

spent conducting public education events with departmental personnel making direct
contact with about 950 people. This equates to less than 4% of the City’s population.
Public Education provides more than just education about Fire Prevention and safety, it
is an opportunity to build trust and support between the Fire Department and the
community it serves. It also provides an opportunity to engage and encourage possible
new recruits and identify community expectations and needs.
To enhance the Fire Department’s Public Education program, an additional parttime Inspector should be authorized to assist with Public Education outreach and with
Fire Inspections.

Additionally, staff from all levels within the Department should be

trained and encouraged to participate in public education events.
Recommendations:
Add an Inspector, on a part-time basis, to the weekly schedule to assist with
inspections and public education activities.
Train and encourage staff from all levels to participate in public education events.
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6 Analysis of Physical Resources

conducted an analysis of the City’s two fire stations. The analysis focused on the stations
themselves, assessing the current facility conditions and future needs of the Fire
Department.

1.

Physical Facilities.
Station One is located along the western edge of the suburban area of the City.

The station is a part of the public safety complex that also houses the Police Department
and Communications Center. There is a common public entrance that allows access to
either Department. Overall the station is in generally good condition. According to the
employee survey, 53% of the respondents felt the stations were safe and comfortable
while 37% felt they were well maintained. The apparatus bays have sufficient space for
access to the apparatus, as well as work space around them. The training area is in the
basement, along with offices and a conference room, and provides adequate space for
classroom and training activities. The second floor contains space for living quarters.
Renovation plans for this space include creating individual sleeping areas and updated
living quarters as there is sufficient space to accomplish this renovation.
Station Two is in the eastern section of the suburban area of the City. This station
houses the Paramedic-on-Premise, and typically a Paramedic intern. Overall the station
is in fair condition. The apparatus bays have space for various pieces of equipment and
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apparatus. Non-bay space is comprised of a two-story section to one side of the building,

with work office space, and is relatively small for the housing of two individuals. There is
room on the lot for expansion if that becomes necessary.
The lower level is relatively open and renovation plans include creating individual
sleeping areas and updated living quarters. Using the basement area for sleeping
quarters is of some concern for safety and security. Moreover, basement areas typically
have moisture issues causing concern for mildew, mold or other water related problems.

2.

Apparatus.
The project team found the apparatus in relatively good condition in terms of

maintenance and repair. The engine companies range in age from 2 to 12 years while the
truck companies range in age from 11 to 21 years. The two newest ambulances are less
than 10 years old while the reserve unit is 16 years old.
Fire Department Apparatus and Equipment
Unit Number

Description
Emergency Medical Vehicles

Year

950

Ford F-350 Ambulance

2001

951

Ford F-350 Ambulance

2009

951

Ford F-450 Ambulance

2014

952

Jeep Grand Cherokee First Responder

2012

954

Jeep Grand Cherokee First Responder

2012

Engine Companies
962

Pierce Pumper w/1,500 gpm Pump

2008

963

Pierce Pumper w/1,500 gpm Pump

2005

Matrix Consulting Group
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2015

960

Pierce 100’ Platform w/1,500 gpm Pump

2006

961

Pierce 85’ Aerial w/1,500 gpm Pump

1996

Utility and Water Tenders
953

Ford F-350 Rescue / Brush Truck

1998

955

Ford F-59 Van Special Operations

2016

966

Pierce International Tender 3,500 gallon

2011

967

Ford Tender 3,500 gallon

1996

Administration and Staff Vehicles
956

Chevrolet Tahoe Staff Vehicle

2009

957

GMC Pick-Up Truck

1986

970

Chevrolet Tahoe Staff Vehicle

2016

The City has a mechanism in place whereby funds are set aside for large
expenditures such as those often seen in capital improvement projects. Replacing
apparatus in a timely manner reduces the down time and overall maintenance costs of
the apparatus. It also allows for the City to take advantage of advances made in the
design of apparatus and the newer technologies available.
Recommendations:
Continue with the current renovation plans of the existing Fire Stations.
Continue the current vehicle replacement program.

Matrix Consulting Group
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Appendix A – MFD Profile

Mequon’s Fire Department (MFD) and the major tasks and responsibilities of the various
workgroups within the Department. This profile is descriptive only; it does not contain
analysis of operations or recommendations (this will be provided in the ‘final report’). This
profile document is the basis of the Matrix projects team’s understanding of the
organizational structure and current and authorized staffing levels for the MFD.
Data contained in the profile were developed based on the work conducted by the
project team to date, including:
•

Interviews with management and supervisory staff in the Fire Department.

•

Collection of various data describing organization and staffing patterns, workloads
and service levels, etc.

•

A review of strategic documents and reports, budget data, organizational structure
and key practices
This descriptive is not intended to include every organizational and operational

facet of the Department. The profile reflects a summary of our understanding of the
organization, functional areas and responsibilities, which is foundational for subsequent
issues identification and analysis in connection with this study. The structure of this
descriptive profile is as follows:
The information contained in this descriptive profile will be employed in the analysis
of issues during subsequent stages of the project. Data herein is not intended to be
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comprehensive; for example, descriptions of staff duties and responsibilities only reflect
key functions performed and do not imply job description narratives. The intention of the
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profile is to demonstrate an overall understanding of the MFD organization.

The City of Mequon Fire Department delivers fire suppression and emergency
medical services from two stations to approximately 24,000 full time residents in an area
covering about 46.9 square miles. Located just north of Milwaukee and along the western
shores of Lake Michigan, in 2005 Mequon was the third largest City in terms of land size
in the State of Wisconsin.
Just over 50% of the land is undeveloped while the rest of the City is developed
with a mix of residential and business areas. There are two industrial areas in the City as
well as two colleges. Access to I-43 connects the City to Milwaukee and other interstate
highways.
The following sections of this profile explore the Fire Department’s budget, staffing
and organizational structure, and staff roles and responsibilities.

2 Budget
The following table shows the Fire Department’s budget for the last three fiscal
years as provided to the project team. Actual expenditures are used for FY15 and FY16,
while the Department’s adopted budget is used for FY17.
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MEQUON FIRE DEPARTMENT BUDGET HISTORY
FY15 Actual

FY16 Actual

FY17 Budget

Salaries and Wages

$932,569

$934,459

$1,000,410

Benefits

$192,068

$202,154

$247,708

$9,026

$8,722

$10,000

$95,852

$92,417

$89,850

$115,511

$99,153

$111,223

Facility and Plant

$65,692

$66,096

$46,338

Equipment / Leases

$25,912

$17,135

$23,130

$1,436,629

$1,420,135

$1,528,659

$590,632

$240,643

$143,000

$2,027,261

$1,660,778

$1,654,659

Other Staff Costs
Materials and Supplies
Purchased Services

OPERATIONS SUB-TOTAL
Capital Outlay
Total

3 Organizational Structure
The following is an organizational chart of the Mequon Fire Department by major
function. There is a full-time Fire Chief and a part-time Administrative Assistant in the
Department. All other positions are paid-on-call positions. More detailed organizational
charts are provided in subsequent individual sections.
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MEQUON FIRE DEPARTMENT

Mayor
Police and Fire
Commission
Fire Chief
Administrative
Assistant
Deputy
Chief

Deputy
Chief

Station One

Station Two
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4 Administrative Division

and control of the Department. The Fire Chief is accountable for all facets of the
Department, its operations and the overall management. This is provided through the
assigned administrative staff within the Department.
(1)

Organization.
The following chart illustrates the organization of these functions in the

Administration Division.

Fire Chief

Administrative Assistant

Deputy Chief

Matrix Consulting Group
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Staffing and Unit Descriptions.

the Fire Chief.
KEY ROLES AND RESPONSIBILITIES
Unit/Division

Filled

1

Auth

1

Position

Unit Description

Fire Chief

• Provides overall leadership, management
and administration of the Department.
• Performs routine administrative functions in
the day-to-day management of the
Department.
• Prepares and manages the Department
budget.
• Provides strategic direction for the
Department.
• Liaison between the FD and multiple
community organizations. Attends
community meetings.
• Performs fire inspections.
• Covers Fire and EMS calls at the command
and task level.
• Member of the City’s leadership team.

Administration

• Prepares payroll documents.
• Manages accounts payable.
• Handles public requests including burn
permits.
• Provides clerical support to the Fire Chief.

1

1

Administrative
Assistant

Operations

1

1

Deputy Chief

• Detailed description of Job Duties in Section
3 – Operations Division.

Prevention

1

1

Captain

• Detailed description of Job Duties in Section
4 – Fire Prevention Division.
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5 Operations Division

Department. The Department is focused on the delivery of emergency medical services
(EMS) and utilizes scheduled paid-on-call staffing to provide service. Fire suppression
responses are not scheduled but do utilize the same paid-on-call system. Personnel are
paid an hourly rate once a call is received.
(1)

Organization.
The following chart outlines the organization of the two stations within the

Operations Division.
OPERATIONS DIVISION
Operations

Matrix Consulting Group

Deputy Chief

Deputy Chief

Captain

Captain

Lieutenant (4)

Lieutenant (3)

Firefighter(5)

Firefighter (5)

Firefighter/EMT (6)

Firefighter/EMT (6)

Firefighter/Paramedic (4)

Firefighter/Paramedic (3)

Paramedic (2)

Paramedic (2)

EMT (8)

EMT (8)
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Staffing and Unit Descriptions.

fill roles in a non-traditional sense. A Lieutenant manages the training program while
supplies and inventory are managed by an EMT. The following table provides the
personnel and the major tasks of staff reporting to the Deputy Chief of Operations across
the two stations that comprise the Operations Division.

Unit/Division

Filled

Operations
Administration

1

Operations
Command

2

7

Operations

10
12

KEY ROLES AND RESPONSIBILITIES
Auth
Position
Unit Description
• Provides oversight of reports and data to
ensure accuracy.
• Performs routine administrative functions
in the day-to-day management of the
Department.
• Oversees apparatus and building
2
Deputy Chief
maintenance.
• Provides oversight to the training and
safety program.
• Supervises station Captains
• Covers Fire and EMS calls at the
command and task level.
• Provides direct supervision at
emergency scenes until relieved by a
higher-ranking officer.
3
Captain
• Responsible for the operations of their
assigned station.
• Covers Fire and EMS calls at the
command and task level.
• Lieutenants provide supervision to their
apparatus and act as initial incident
Lieutenant
commanders at emergency scenes until
relieved by higher ranking officer.
• Firefighters/EMTs/Paramedics perform
Firefighter
daily duties and respond to calls for
service.
Firefighter/EMT

7

Firefighter/Paramedic

4

Paramedic

16

EMT

Matrix Consulting Group
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Overview of Operations Schedules.

and do not work a standard type schedule. The Department has focused on emergency
medical services at the paramedic level and established a schedule to that end. A signup program is used to ensure both transport units are staffed, in addition to two first
responder ‘take home’ units. Scheduling does not necessarily follow a twenty-four-hour
format, the employee can sign-up for any time frame they are be available, which could
be from a half hour to 24 hours. Scheduled personnel are paid a stipend for being on-call
that changes to an hourly rate once a call is received. The lone exception is the paid-onpremises (POP) paramedic. This position is a single paramedic that staffs Station Two
twenty-four-hours a day, seven days a week. This position is scheduled similar to paidon-call staff using the sign-up program. The Department does have an intern program in
conjunction with Milwaukee Area Technical College. These interns work a twenty-hour
shift with POP personnel who act as mentors to these individuals. There is no scheduling
for the fire suppression units. The chart below illustrates the scheduling for EMS units on
a twenty-four-hour basis.
EMS Staffing
POP
Station One
Station Two

(4)

1

Paid
Call
2

First
Responder
1

1

1

Fire Station Locations and Response Area.
As described earlier in this section, the Mequon Fire Department responds from
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Personnel in the operations section of the Department are paid-on-call employees

two fire stations located in the City. The following map outlines the City with both fire
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stations located in the southeast quadrant of the City which is also where most

6 Fire Prevention Division
This office is overseen by a Captain that serves as the Fire Prevention Officer for
the Department and reports to the Fire Chief. There is another Captain that assists with
completing required fire safety inspections. The state requires all buildings to be
inspected twice a year, of which there are approximately 800 occupancies in the City.

Matrix Consulting Group
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Staffing and Unit Descriptions.

Fire Prevention Division.
KEY ROLES AND RESPONSIBILITIES
Unit/Division

Fire
Prevention
Division

Position

Captain

Filled

1

Auth

1

Unit Description
• Provides day-to-day oversight of the fire
prevention programs.
• Manages the pre-incident analysis
program.
• Manages the fire investigation program.
• Supervises the public education and fire
extinguisher programs.

7 Training Division
The training function is managed by a Lieutenant and provides continued
education programming to members of the Department using various instructors from
within the Department. This position reports to the Fire Chief. Basic training is provided
by instructors from Milwaukee Area Technical College. The Members of the Department
are required to attend 75% of the weekly two-hour sessions that are held either on
Monday night or Tuesday morning. Additional trainings are held quarterly as make-up
sessions, and another four sessions are conducted throughout the year to address
special items. The Department does have an orientation program to familiarize new hires
with the Department, its equipment and method of operation.
(1)

Staffing and Unit Description.
The following table provides the personnel and the major tasks contained within

the Department’s Training Division.

Matrix Consulting Group
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Unit/Division

Position

Filled

Auth

Training
Division

Training
Officer

Unit Description
• Manages the training program for the
Department.
• Prepares the annual training schedule.

1

1

• Coordinates the newsletter and special
events.
• Maintains training records for the
Department.

Matrix Consulting Group
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As part of the Matrix Consulting Group’s staffing assessment for the City of
Mequon Fire Department, the project team distributed an anonymous survey to the
employees of the Department to gauge their opinion on a number of topics related to the
operations of the Department and potential improvement opportunities. This report
summarizes the results of the survey. The survey asked 3 types of questions:
•

General Questions: At the beginning of the survey, respondents were asked to
provide some information about their role within the Department and tenure with
the City. These responses are used in this analysis to explore differences in
responses between groups of respondents.

•

Multiple Choice Questions: Respondents were presented with a number of
multiple choice statements, where they indicated their level of agreement or
disagreement with statements on a variety of topics related to the Department.

•

Open-Ended Response Questions: At the end of the survey, respondents were
given the opportunity to provide additional comments in an open-ended format that
allowed for unguided input, and were asked for opinions about the Department’s
strengths and opportunities for improvement.

The link to the online survey was distributed in June via email to 63 Department
staff. A total of 30 employees responded to the survey (a response rate of 48%). The
following sections provide an analysis of key findings, details of each question, and
narrative summaries of open-ended responses.
1.

SUMMARY OF KEY FINDINGS

A complete analysis of each question is presented in the following sections, but
the major takeaway points from this survey are presented below in terms of strengths and
opportunities for improvement.

Matrix Consulting Group
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•

Fire Department staff felt strongly that they provide a high level of service to the
community and that their approach to public safety improves the quality of life in
Mequon.

•

Respondents felt that the Department was innovative and progressive. This may
be related to respondent’s opinions that the Department provides proper training
for field personnel and that the Department makes effective use of technology.

•

Staff felt that policies and procedures were a strength, indicating that they are
regularly updated and well followed.

•

Respondents also indicated that equipment and apparatus was well maintained
and, to a lesser extent, the Department has the appropriate equipment to provide
quality service.

Findings of Potential Improvement Opportunities
•

Staff expressed concern that elected officials in the City do not view the Fire
Department as a high priority.

•

Respondents had middling responses regarding staffing. They felt that staffing was
sufficient for non-emergency calls, but were less convinced that staffing was
sufficient for emergency calls.

•

Dispatch was mentioned as an opportunity for improvement, with staff indicating
that both the accuracy and timeliness of information regarding incidents could be
improved.

•

Staff also indicated that stations were not particularly well maintained.
2.

ROLE, DEPARTMENT, AND TENURE INFORMATION

While responses to the survey were confidential, the project team asked
respondents to indicate some information about their position for comparison purposes.
Each respondent was asked their specific role and their tenure with the Department. The
following tables summarize responses to each prompt:

Matrix Consulting Group

Attachment: MFD FINAL DRAFT - 10 2 17 (2708 : Presentation of Police & Fire Department Staffing Analyses)

Findings of Strengths

Page 74

Packet Pg. 166

2.b
FINAL DRAFT Fire Department Staffing Analysis

Mequon, Wisconsin

RANK / CLASSIFICATION OF RESPONDENTS
Count

Deputy Chief/Captain/Administration

3

Lieutenant

3

Firefighter/Paramedic

6

Firefighter/EMT

8

Paramedic

1

EMT

6

Firefighter

3

TOTAL

30
TENURE OF RESPONDENTS

Response

Count

0 to 5 years

14

6 to 10 years

9

11 to 15 years

4

16 to 20 years

0

More than 20 years

3

TOTAL

30

The differences in these responses from these groups are used in the analysis
below to draw comparisons in the differences between groups, where they are notable.
3.

MULTIPLE CHOICE QUESTIONS

The multiple-choice section of the survey asked respondents to indicate their level
of agreement or disagreement with 32 statements about the Department. The response
options were “strongly agree” (SA), “agree” (A), “disagree” (D), and “strongly disagree”
(SD). Respondents could also choose “no opinion” to indicate neutral feelings, which are
not shown in the following tables. For this reason, not all tables will total to 100%.
Respondents could also opt out of responding to the statement at all, in which case they
were not counted among the respondents for that statement.
The following sections show the responses to statements by topic. All sections
were presented to all respondents, though they could opt out of responding if they chose,
as noted above.

Matrix Consulting Group
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Employees Indicated That They Are a Positive Force in the Community, but
Are Concerned About the Department’s Importance to Elected Officials.

The table below shows responses to statements about the Department’s level of
service to the community, resources available, and staffing.
SERVICE TO THE COMMUNITY
#

Statement

SA

A

D

SD

1

Our Department provides a high level of service to our community.

73%

23%

0%

3%

2

Residents view our Department as a high priority.

27%

30%

27%

13%

3

Our Department has a high amount of resources available for
providing Fire and EMS services.

10%

57%

10%

23%

4

Our Department has positive relationships with City residents.

37%

43%

13%

3%

5

The elected officials in the City view the Fire Department as a high
priority.

7%

20%

30%

33%

6

Our approach to public safety improves the quality of life in
Mequon.

77%

17%

0%

3%

7

Our volunteer and paid call staffing levels have kept up with the
needs of our City.

13%

37%

23%

20%

Responses in this section indicated that staff believe they provide a high level of
service and that they improve the quality of life in the City. Only one statement, Statement
#5, received majority disagreement.
•

Statement #1 got 96% agreement that the Department provides a “high level of
service to our community.” Similarly, in Statement #6, 94% of staff agreed that the
Department’s “approach to public safety improves the quality of life in Mequon.”

•

Statement #3 asked respondents if the Department has a “high amount” of
resources available for Fire and EMS services. This statement received 67%
agreement and 33% disagreement.

•

Statement #5 reflects majority disagreement (63%) that elected officials view the
Fire Department as a high priority. This is in contrast to Statement #2, in which
57% of respondents felt that the residents do view the Department as a high
priority.

Matrix Consulting Group
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•

Statement #7 asked respondents about staffing levels. 50% of staff felt that staffing
levels have kept up with the needs of the City, while 43% disagreed. There were
no trends associated with respondent’s role or tenure for this statement.

(2)

Employees Have Positive Opinions
Communication and Policies / Procedures.

About

Strategic

Direction,

The following table shows employees’ responses to statements regarding aspects
of management and administration.
MANAGEMENT AND ADMINISTRATION
#

Statement

SA

A

D

SD

8

Our Department has a clear vision / direction for the future.

30%

43%

20%

3%

9

I am kept informed of important Departmental information.

43%

40%

10%

7%

10

As a member of the Department, I understand the long-term goals of
the Department.

27%

37%

17%

10%

11

Our policies and procedures are up to date and are consistently
followed.

33%

53%

7%

3%

12

Our Department seems to be innovative and progressive.

30%

63%

3%

0%

13

The Fire Department Management and Administration operates
efficiently.

37%

47%

10%

7%

Statements in this section received generally positive (agree) responses, including
some of the highest rates of agreement on the survey. This section reflected positive
opinions regarding communication, policies and procedures, vision and direction, and
general efficiency. Employees agreed particularly strongly that policies and procedures
are up to date and followed (87% agreement), and that the Department is innovative and
progressive (93% agreement).
•

Statement #8 concerned whether the Department has a clear vision or direction
for the future. This statement received 73% agreement and 23% disagreement.
Interestingly, Statement #10 asked if employees “understand the long-term goals
of the Department” and got 64% agreement with 27% disagreement, indicating that
while vision for the future may be clear, it is slightly less understood.

•

Statement #12, which asked if the Department is innovative and progressive, got
93% agreement with only 3% disagreement. This is a very positive result.

Matrix Consulting Group
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Staff Felt Positively About Training and Generally Thought the Department
Was Efficient, but Have Concerns Regarding Dispatch Information and
Timeliness.

The survey asked questions specifically about various aspects of operations and
staffing.
ORGANIZATION, STAFFING, AND OPERATIONS
#

Statement

SA

A

D

SD

14

The number of volunteer and paid-call personnel is sufficient to meet
the current emergency call needs of the community we serve.

7%

40%

23%

20%

15

The number of volunteer and paid-call personnel is sufficient to meet
demands for non-emergency services.

10%

43%

23%

17%

16

We have enough volunteer and paid-call personnel on the apparatus
allowing us to effectively and safely perform our duties on emergency
scenes.

7%

47%

33%

10%

7%

30%

40%

20%

17

Dispatch information provided to us on incidents is accurate.

18

Dispatch information provided to us on incidents is received in a timely
fashion.

7%

40%

30%

20%

19

We receive the practical training we need to keep all of our skills high.

33%

53%

3%

7%

20

Our Department places a high value on ensuring proper training for
field personnel.

43%

43%

7%

3%

21

Our Department makes effective use of technology.

40%

47%

7%

3%

22

Our current approach to pre-fire planning is effective.

17%

23%

27%

17%

23

Fire Prevention and Public Education information is adequately
disseminated to the community.

10%

47%

20%

17%

24

There are ways I could be used more effectively.

33%

33%

20%

3%

25

The Fire Department operates efficiently.

23%

50%

10%

10%

26

We are effective at training new members to fit into our system.

40%

33%

17%

7%

27

We are effective at recruiting new members who fit our Department.

10%

40%

23%

17%

Staff responded positively about many aspects of operations, especially training,
but registered concerns about dispatch.
•
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Statements #14 and #15 asked if personnel levels are sufficient to meet
emergency and non-emergency call demands. Regarding emergency calls, staff

Matrix Consulting Group

Page 78

Packet Pg. 170

2.b
FINAL DRAFT Fire Department Staffing Analysis

Mequon, Wisconsin

•

Statement #17, which queried if dispatch information provided is accurate, got 60%
disagreement, one of the lowest scores on the survey. While staff as a whole
tended to disagree with this question, staff who indicated they were Firefighters
tended to agree with this statement. Respondents were closely split regarding
Statement #18, which asked respondents whether dispatch information is received
in a timely fashion, with 47% in agreement and 50% in disagreement.

•

Statements #19, #20, and #21 received very high rates of agreement, with each
receiving 87% agree responses. This indicates staff feel positively regarding
training and the use of technology. Statement #26 also related to training, and
asked if the Department is effective at training new members; 73% of respondents
agreed with this statement.

•

Statement #24 asked employees if there are more effective ways they could be
utilized. A majority of staff, 66%, agreed that there are more effective ways to use
them.

•

Statement #27 asked staff if they felt that the Department was effective at recruiting
new members. Respondents were split on their responses, with 50% in agreement
and 40% in disagreement.

(4)

Staff Felt Positively Regarding Equipment, but Felt That Stations Could Be
Better Maintained.

The table below shows responses received to statements about physical facilities
and equipment.

Matrix Consulting Group
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#

Statement

SA

A

D

SD

28

We have the appropriate apparatus and equipment to provide high
levels of service.

20%

60%

10%

7%

29

Our apparatus and equipment is well maintained.

47%

37%

13%

0%

30

The location of our stations is effective in meeting community needs.

23%

43%

30%

0%

31

Our stations provide a safe and comfortable place to work.

20%

33%

30%

13%

32

Our stations are well maintained.

13%

23%

43%

17%

•

Statements #28 and #29 asked about apparatus and equipment and got positive
responses. 80% of staff agreed that they have the equipment and apparatus to
provide high levels of service. 84% of staff felt that equipment was well maintained.

•

Statements #30, #31, and #32 were about various aspects of the Department’s
stations. A majority of staff – 67% – felt that station locations are effective at
meeting the community’s needs, while 53% of staff felt that stations are safe and
comfortable. In contrast, only 37% of respondents felt that stations are well
maintained, which is one of the lowest-scoring statements on the survey.
4.

OPEN-ENDED RESPONSES

The final section of the survey was open ended, allowing respondents to provide
their own words regarding the Department’s strengths and opportunities for improvement.
The following headers show their opinions on the Department’s strengths and
improvement opportunities.
(1)

Respondents See Training as the Department’s Greatest Strength.

This open-ended question asked respondents what they felt to be the
Department’s greatest strengths. Shown below is a word cloud of responses, with the
most common words appearing largest and least common words appearing smallest.
Narrative descriptions of the common themes are presented after the word cloud.

Matrix Consulting Group
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•

As shown in the word cloud, many respondents cited training as a particular
strength. Numerous respondents pointed out that weekly training is a particular
benefit.

•

A number of respondents highlighted the Department’s members, specifically the
dedication and support of members.

•

Leadership from the top was cited as a particular strength, with numerous
respondents mentioning that leadership was “strong” and that they appreciated the
vision from the top.

•

Respondents discussed the positive relationship with the community, including
community involvement, community-based services, and general community
support.

The responses given to this question show that the Department has a number of
strengths it should leverage as it continues to improve. Primary among these are
dedicated and professional employees who feel that they positively engage with the
community.

Matrix Consulting Group
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Staff Expressed Concern Regarding a Growing Community and Insufficient
Staffing for the Future.

The next open-ended question asked respondents what they believe to be the
Department’s greatest opportunities for improvement. These responses are provided in
the following word cloud, again with the most common words appearing larger than the
less common words. Narrative conclusions are presented in the points that follow the
word cloud.

•

Interestingly, “training” appeared in both the strengths and opportunities for
improvement. Some staff recognized that they receive a good amount of training,
but would still like more. Others mentioned the need for a full-time training position
within the Department.

•

Community was also mentioned in both strengths and opportunities for
improvement. In the case of opportunities for improvement, some respondents
said that more communication could be done with the community to improve
relations. Some staff also discussed preparing for a growing community.

Matrix Consulting Group
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•

A number of respondents mentioned staffing. Many commented that there could
generally be more staffing, while others mentioned that more full-time roles
(especially in management) would be helpful. Respondents also commented on
increased administrative staffing and generally retaining more staff.

•

The word “premise” came up multiple times with respect to having more paid onpremises paramedics and distinguishing between what it meant to be on-call
versus on-premises.

The responses to this survey were important for outlining major issues and
concerns among Fire Department staff. Staff feel positively about many aspects of
Department operation, but have a number of concerns including adequate support from
elected officials, accuracy of dispatch information, and station maintenance. The opinions
and issues found in this survey will be utilized by the project team in future analysis.
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