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DRAFT Staffing Analysis SCHERTZ, TEXAS

1 INTRODUCTION AND EXECUTIVE SUMMARY

This document provides an overview of the key operational, technological and staffing
modifications necessary to enhance service delivery, improve operational practices,
and/or address staffing limitations. The following report presents the results and findings
of the study.

2. Key Themes

Several key themes arose from the assessment thatare worth noting to put the following
recommendations into context. Overall, the City of Schertz is providing high levels of
customer service to the public and generally providing services at a level higher than
might be expected with current resource allocations. The notable themes that emerged
included:

e Strong focus on customer service and responsiveness to the public.

e Some services are provided at levels matching or exceeding relevant industry
standards. Where services are not in alignment with these standards specific
staffing recommendations have been  proposed to address the staffing
requirements.

e Strong inter-departmental cooperation and coordination in provision of services.

e Generally staffing levels ‘throughout the organizational structure have lagged
behind the workload increases that would warrant adding additional staff.

e Inconsistent use of existing data within the organization and software systems to
document and. project workloads across all departments. This limits, to some
extent, the ability of the organization to effectively plan, manage, and understand
emerging service trends.

e Historical difficulties in recruiting and retaining individuals for some positions
(including key department leadership positions) has resulted in the organization
facing operational impacts and limited implementation of programs or approaches
that would be expected to be in place.

e Higher growth rates in recent years has impacted the organization, across multiple
departments, has resulted in service constraints and staffing limitations in
providing services to the community.

e Some organizational structure changes have been implemented to address
specific operational issues, or to take advantage of specific skills of individuals,
that are not in alignment with typical organizational structures seen in other local
governments. While these have been effective, they have resulted, in some
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cases, in a unique structure within the City of Schertz.

Many of the limitations noted above have been recognized by staff prior to or during the
conduct of this evaluation and efforts are underway to mitigate or eliminate these potential
impediments for greater efficiency and effectiveness in the organization.

3. Listing of Recommendations.

The following table summarizes the key recommendations contained in the report —
grouped by department. For each recommendation,there is a priority and timeframe
listed to provide guidance during implementation. .The estimated costs of each position
is provided in the following section.

RECOMMENDATION PRIORITY TIMEFRAME
CITY MANAGEMENT
1 Annual workplans for each department should be adopted as Medium 2022

guiding documents that are considered a part of performance
evaluations and developed in alignment with overall City
priorities and budget.

2 A ManagementAnalyst position should be added to the City Medium 2021
Manager’s Office and tasked with overseeing the development
and implementation of an enhanced. City’s performance
management program, oversight of the annual work plan
program, and providing analytical support to the entire
organization.on special projects.

3 The City should expand on their existing performance Medium 2022
measures by identifying and adopting additional performance
and workload measures to regarding the organization’s
performance and accomplishments.

CITY SECRETARY’S OFFICE

4 No change in staffing allocations or operational practices. n/a n/a

ECONOMIC DEVELOPMENT

5 Establish written outcome-based performance measures to Medium 2021
better gauge the success of Economic Development efforts.

6 Consider the use of Customer Relationship Management Medium 2021
(CRM) software to increase staff efficiency and effectiveness.

Matrix Consulting Group Page 2



DRAFT Report on the Staffing Study

SCHERTZ, TEXAS

RECOMMENDATION PRIORITY TIMEFRAME
EMERGENCY MEDICAL SERVICES

7 Add a full-time Instructor to assist the Training Coordinator in Medium 2021
the delivery of courses.

8 Continue to measure travel time performance and add units High Ongoing
as needed to ensure travel time performance meets the
performance expectations of the community.

9 Examine the shift schedule and consider staffing shorter shifts High Ongoing
for highly utilized ambulances.

10  Hire an Assistant EMS Director. Medium 2025

11 Hire a Logistics Officer. Medium 2025

12 Hire an Administrative Assistant. Medium 2022

13  Add a part-time Billing Clerk. Medium 2021

ENGINEERING

14  Create the position of Administrative Assistant to support the Medium 2021
City Engineer and the Engineering Department.

15  Project Managers should manage both vertical and horizontal High 2021
capital construction projects.

16  Increase authorized Engineering Inspector positions from 2 to High 2021
3.

17  Increase authorized Engineering positions from 3 to 5. Medium 2021

18  Increase authorized Project Management positions from 1 to 2 High 2021

19 Increase authorized Engineering Inspector positions from 3 to Medium 2023
4.

20 Increase authorized Engineering positions from 5 to 6 Medium 2024

21 Increase authorized Engineering positions from 6 to 7. Medium 2029

FINANCE

22  Reduce the number of Utility Billing read and cycle dates to 2. Medium ASAP

23  Automate electronic utility billing payment receipting and the Medium ASAP
online new account setup processes.
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RECOMMENDATION PRIORITY TIMEFRAME

24  Provide online public access to frequently used court High ASAP
documents.

25 Increase authorized Utility Billing Clerk positions from 4 to 5. Medium 2022

26 Increase authorized Municipal Court Deputy Clerk positions Medium 2021
from 3 1o 4.

27  Increase authorized Municipal Court Deputy Clerk positions Medium 2024
from 4 to0 5.

28  Increase authorized Utility Billing Clerk positions from 5 to 6. Medium 2029

29 Increase authorized Municipal Court Deputy Clerk positions Medium 2030
from 5 to 6.

FIRE

30 Add an additional Deputy Fire Marshal position in 2021. High Ongoing
Continue to monitor the growth in the City and.add an
additional Deputy Fire Marshal (Inspector) as workload
demands indicate a need for an additional positions.

31 Establish and monitor turnout time performance on a monthly High Ongoing
basis and report.the performance to each station.

32  Continue to measure travel time performance and construct High Ongoing
new stations to ensure travel time performance meets the
performance expectations of the community.

33 _Staff the ladder. company at Station 2 with three (3) additional Medium 2021
personnel daily for a total of 3 Captains, 3 Driver/Operators, and
3 Firefighters.

34 Hire a dedicated Emergency Management Coordinator. High 2022

35 Increase staffing by 3 Lieutenants, 3 Driver/Operators and 4 High 2024
Firefighters to staff Station 4.

36 Increase staffing by 3 Lieutenants, 3 Driver/Operators and 4 High 2029
Firefighters to staff Station 5.

FLEET

37  The City should convert the ownership of all departmental Medium 2021
vehicles and equipment to the Fleet Division.

38 The Fleet Division should enhance controls over its parts High 2021
inventory.
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RECOMMENDATION PRIORITY TIMEFRAME

39  The Fleet Division should hire a Parts Clerk to administer the High 2021
parts inventory.

40  The Fleet Division should hire two Fleet Mechanics in 2021 High 2021
and increase in future years as fleet expands.

41 The Facility Services Division should develop and install a High ASAP
preventive maintenance program for all City facilities.

42  Add an additional mechanic. High 2025

43  Add an additional mechanic. Medium 2030

GIS

44  Create a mapping layer for City street signs and their Medium 2021
locations.

45  One GIS employee should spend at least 10% of their time Medium 2021
working to implement GIS technology into every department in
the City.

46  In 2022, increase authorized staffing by one position with the High 2022
addition of a Database/Business Analyst position.

HUMAN RESOURCES AND PURCHASING

47  The Department should develop a methodology for predicting High 2021
upcoming retirements based on age and years of service of
employees and update it at least annually to anticipate which
employees and skills will need to be replaced.

48  The Department should prioritize efforts to expand the Medium 2021
diversity of applicant pools to enable it to work toward a City
workforce that is reflective of the community and to ensure
that the best available recruitment avenues and methods are
being utilized to attract qualified candidates to the City.

49  Adopt a comprehensive worker’s compensation investigation Medium 2021
policy.

50 Ensure a complete inventory of capital assets occurs at least High 2021
annually.

51 Audit a sampling of inventory at least three times annually Medium 2021

52  Create and fill a position of Purchasing Specialist Medium 2021

INFORMATION TECHNOLOGY
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RECOMMENDATION PRIORITY TIMEFRAME
53  Provide at least one hour of cybersecurity training/education High ASAP
annually to all City employees.
54  Continue to ensure at least one IT employee is a Subject High Ongoing
Matter Expert (SME) for each software and hardware system
in use by City Departments. 8
55  In 2021, create and fill the position of Information Technology Medium 2021
Supervisor.
56  Fill one additional Client Services Technician position. Medium 2021
57  Assign the newly created IT Supervisor position oversight High 2021
responsibility for the Senior Computer Support Systems
Engineer, Client Services Technicians, and the Help Desk
Coordinator.
58 If additional positions in the City are implemented  as Medium 2030
recommended, an additional Client Services Tech/Help Desk
Tech will be required in 2022. In 2030, increase authorized
Client Services Tech/Help Desk Tech positions. from 5 to 6
based upon projected workload.
LIBRARY
59  Consider obtaining a bookmobile to further enhance the High 2021
Library’s outreach efforts.
60 Increase per capita spendingto meet minimum State High Dependent on
accreditation requirements: funding
61 « Create the position of Administrative Assistant to support the Medium 2021
Library Director and Librarians.
62 Hire an additional Children’s Library Clerk. Medium 2021
63 Hire an additional Library Assistant. Medium 2021
64  Hire an additional Library Clerk Medium 2021
65 Increase authorized Library Clerk positions from 13 to 14. Medium 2025
66 Increase authorized Library Clerk positions from 14 to 15. Medium 2030
PARKS, RECREATION AND COMMUNITY SERVICES DEPARTMENT
Matrix Consulting Group Page 6



DRAFT Report on the Staffing Study

SCHERTZ, TEXAS

RECOMMENDATION PRIORITY TIMEFRAME
67  The Parks, Recreation and Community Services Department High 2021
should purchase and install a more robust computerized
maintenance management system that facilitates the
recording and analysis of work accomplished.
68  The Department should first investigate the feasibility of High 2021
utilizing the same computerized maintenance management
system as that used in the Department of Public Works or if a
new system is chosen to jointly select a new platform for city-
wide use.
69  The Parks Maintenance Division should hire three (3)Parks High 2021
Maintenance Workers | positions with additional staff added in
out years based on park acquisition / development.
70  The City should transfer the Parks Maintenance Division staff Medium ASAP
and equipment to the Public Works Department.
71 One new Maintenance Worker position should be added in Medium 2025
2025.
72  One new Maintenance Worker position should be added in Medium 2030
2030.
PLANNING AND COMMUNITY DEVELOPMENT
73  Implement a'Master Building Plan Approval Process to High 2022
improve customer satisfaction and reduce plan review
workload demands.
74  Increase Planners from 3 to 4 with the addition of.a Senior High 2021
Planner position to handle current planning activities.
75 Increase authorized Plans Examiner positions from 1 to 2. High 2021
76  Longer-term, once staffing limitations in the plans examiner Medium 2022-2025
and building inspections functions are addressed, the City
may consider the elimination of the Development Specialist
position or one of the Permit Technician positions.
77 Increase authorized Permit Technician positions from 2 to 3. Medium 2023
78 Increase authorized Planner positions from 4 to 5. Medium 2026
79 Increase authorized Building Inspector positions from 5 to 6. Medium 2027
POLICE DEPARTMENT
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RECOMMENDATION PRIORITY TIMEFRAME

80 Patrol is appropriately staffed and is effective at utilizing time n/a Na
available to address problems in the community.

81  Two detective positions should be added to address existing Medium 2021
workload.

82  Add an additional Crime Scene / Evidence Technician in the Medium 2021
next 1 to 3 years.

83  One additional dispatch position and console will be required High 2029
by 2029.

84  One additional records clerk should be authorized for a total of High 2021
three.

85  Warrants should be assigned to patrol as a proactive work Low ASAP
assignment to address backlog.

86  One additional property/evidence clerk should be authorized. Medium 2021

87  Four additional kennel technicians should be added to the Medium 2021
workforce.

88  If no other organizational changes are implemented, a second Medium Dependent on
Assistant Chief / Captain position should be added to address other
span of control‘and operational oversight issues. organizational

changes.
PUBLIC AFFAIRS

89  Annually the fees associated with Civic Center rentals should High Ongoing
be reviewed and adjusted as needed. Additionally, a cost
recovery target should be established annually.

90 Longer-term, the City should consider the relocation of the Medium 2025-2030
Civic Center operations into the Parks and Recreation
Department.

PUBLIC WORKS

91  The Public Works Department should define appropriate High 2021
service levels for the maintenance of the City’s infrastructure.

92  The Public Works Department should enhance the utility of its Medium 2021 and
computerized maintenance management system as a tool to ongoing
report on work performed, as well as to plan, manage and
schedule work that needs to be performed.
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RECOMMENDATION

PRIORITY TIMEFRAME

93

The Public Works Department should critically analyze each
of its services on a routine basis to determine the feasibility of
insourcing and outsourcing.

High Ongoing

94

Based on existing workloads, it is estimated that 1 Street
Worker Il and 2 Street Worker | positions should be
authorized.

High 2021

95

Additional staff modifications in 2021 include the additional of
an Administrative Assistant.

Medium 2021

96

Staffing adjustments based on growth in workload include:
Street Worker 1l (2025), Street Worker | (2025), Drainage
worker | (2025),Serviceman Il (2025), Serviceman | (2025),
Street Worker 1l (2030), Street Worker | (2030), Drainage
Worker 1l (2030), Drainage Worker | (2030, and 2 Serviceman
Is (2030).

Medium 2025-2030

ORGANIZATIONAL STRUCTURE CHANGES

97

No change is recommended at the present time to realign the
Human Resources and Procurement Department. However, if
other organizational changes are made in the future that
impact either the Human Resources or Finance Departments,
consideration should be given at that time to realigning the
procurement operations under the Finance Department.

n/a n/a

98

Animal Control should be established as a stand-alone
Department with a Director overseeing operations.

Medium 2021

99

The functions related to property maintenance code
compliance and enforcement should be moved from the
Police Department to the Planning and Community
Development Department.

Medium 2021

100

The GIS function should be moved from an independent
department to a unit of the Information Technology Department.

High 2021

Greater detail on each recommendation is provided in the individual
chapters.

departmental
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4, Year by Year Listing of Recommended Positions.

The following table summarizes the changes by position and by year to show the annual change in positions recommended.

Positions 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030

City Manager's Office
Management Analyst 1

EMS

Instructor 1

Assistant EMS Director 1
Logistics Officer 1
Administrative Assistant 1 1
Billing Specialist (PT) 1

Engineering
Administrative Assistant
Engineering Inspector
Engineer

_ N = -
—
—

Project Manager

Finance
Utility Billing Clerk 1 1
Municipal Court Deputy Clerk 1 1 1

Fire
Captain
Deputy Fire Marshall

Driver/Operator 3 3 3
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Positions

2021

2022

2023

2024 2025 2026 2027 2028 2029

2030

Firefighters
Emergency Management Coordinator
Lieutenants

Fleet
Parts Clerk
Mechanic

GIS
Database/Business Analyst

Human Resources & Purchasing
HR Generalist
Purchasing Specialist

Information Technology
Information Technology Supervisor
Client Services Technician

Library

Administrative Assistant
Library Clerk

Children's Program Clerk
Library Assistant

Parks, Recreation & Community Services

Maintenance Worker |

Matrix Consulting Group
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Positions

2021

2022

2023 2024 2025 2026 2027 2028 2029

2030

Planning & Community Development

Senior Planner
Planner

Plans Examiner
Permit Technician
Building Inspector

Police

Detectives

Dispatch
Property/Evidence Clerk
Kennel Technician
Assistant Chief

Public Works

Streets Worker |
Streets Worker |l
Administrative Assistant
Serviceman Il
Serviceman |

Drainage Worker |l
Drainage Worker |

TOTAL (net change in positions)

Matrix Consulting Group
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5. Cost of Recommended Positions.

The following table summarizes the base salary costs for the recommended positions by year.

These costs reflect only

the base salary cost for the position with a 3% annual increase included to reflect potential salary adjustments. The total
impact of costs to the organizations will also include benefit increases that should be factored into the total costs.

Position
City Manager's Office
Management Analyst

EMS

Instructor

Assistant EMS Director
Logistics Officer
Administrative Assistant
Billing Specialist (PT)

Engineering
Administrative Assistant
Engineering Inspector
Engineer

Project Manager

Finance
Utility Billing Clerk
Municipal Deputy Court Clerk

Fire

Captain

Deputy Fire Marshall
Driver/Operator
Firefighters

Emergency Management
Coordinator

Lieutenants

Fleet
Parts Clerk
Mechanic

Matrix Consulting Group

Grade

28

34
45
36
20
23

20
26
32
30

17
17

38-39
33
28

37
37

17
20

2021

$40,471

$55,557

$17,971

$ 31,907
$40,477
$102,628
$47,424

$28,330

$173,409

$62,566
$262,830
$131,415

$28,330
$63,814

2022 2023
$31,907

$40,477
$28,330
$70,450

2024 2025
$85,883
$60,133
$31,907

$51,314

$28,330

$262,830
$175,220
$187,698
$31,907

2026 2027 2028 2029 2030

$51,314

$28,330
$28,330

$262,830
$175,220

$187,698

$31,907
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Position Grade 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030

GIS

Database/Business Analyst 29 $45,573

Human Resources & Purchasing

HR Generalist 25 $22,546 $26,136

Purchasing Specialist 21 $33,197

Information Technology

Information Technology Supervisor 35 $57,803

Client Services Technician 21 $66,394 $33,197

Library

Administrative Assistant 20 $31,907

Library Clerk 17 $28,330 $28,330 $28,330

Children's Program Clerk 13 $24,190

Library Assistant 18 $29,474

Parks, Recreation & Community

Services

Maintenance Worker | 14 75,504 $25,168 $25,168

Planning & Community

Development

Senior Planner 32

Planner 27 $51,317 $42,099

Plans Examiner 30 $47,424

Permit Technician 17 $28,330

Building Inspector 25 $38,896

Police

Detectives 30 $94,848

Communications Officer 22 $34,528

Property/Evidence Technician 24 $37,378

Kennel Technician 13 $24,190

Assistant Chief 45

Public Works

Streets Worker | 18 $58,948 $29,474 $29,474

Streets Worker Il 15 $26,187 $26,187 $26,187
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Position Grade
Administrative Assistant 20
Serviceman I 20
Serviceman | 17
Drainage Worker I 18
Drainage Worker | 15

$56,660
$29,474
$26,187

TOTAL (Base salary costs of
positions)

$178,630 $361,860
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I 2 City Manager’s Office

The City Manager’s Office consists of five positions and is responsible for overall City
management and operations. The Office is responsible for advising Council on policy
and operational planning issues and ensuring that the policies adopted by the City Council
are appropriately implemented. It oversees and manages the daily affairs of the City,
determines capital and service delivery needs of the City, and oversees preparation of
the annual budget (operating and capital).

The following organizational chart shows the organization and reporting structure of the
City Manager’s Office.

City Manager
]
| |
Assistant City Assistant to the Cit
Ma?za)ger Manager (1) !

L Executivze1 ;-\ssistant

1 | Operational and Technological Changes Needed

There are several opportunities for the City to develop a more defined framework for
managing operations that will enhance the ability of the organization to improve service
delivery, ensure appropriate resources are identified for service levels, and to define the
services that will be provided by the organization while clearly communicating
organizational efforts to the City Council and the public.

(1) Departmental Annual Workplans Should be Developed.

The effectiveness of the City’s service delivery can be enhanced by ensuring that the key
efforts of each department are well delineated and that these are used as the basis for
on-going policy and management decisions. In particular, the City should adopt annual
departmental workplans that are in alignment with the budget and the highest priorities
identified for the coming year and that appropriate performance metrics are utilized to
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track and manage operations. Annually, departments should develop their annual
workplan and notate the key efforts that will further or support the achievement of the
strategic goals — or position the City operations to move closer to the achievement of the
goals so that there is alignment between these annual workplans and the budget process.

Annual workplans should be a guiding effort for each department’s focus during the year,
and a portion of the performance evaluation for staff in that department should be linked
to accomplishing the workplan. Progress on the workplans should be reviewed at least
quarterly between the City Manager, Assistant City Managers and the respective
department head. A semi-annual update on progress_should be provided to the City
Council.

Recommendation: Annual workplans for each department should be adopted as
guiding documents that are considered a part of performance evaluations and
developed in alignment with overall City priorities and budget.

(2) A Management Analyst Positions should beAuthorized and Tasked with
leading the City’s performance management effort and other special projects
for the City Manager’s Office.

The City Manager’s Office has limited staffing. The Assistant,City Manager positions
provide support to the CitysManager by taking direct oversight of most of the operating
departments and provide additional support by handling special projects and initiatives.
The Assistant to the City Manager has direct oversight of the Public Affairs functions of
City. There is little capacity with the existing positions to easily expand the efforts needed
to enhance strategic efforts on planning services and implementing a revised and
enhanced performance management program ‘or, adoption of annual work plans for
operating depariments.

It is recommended that.a Management Analyst position be added to the City Manager’s
Office 'to staff these ‘important initiatives. Given the position’s location in the City
Manager’s Office and the high priority that should be placed on data analysis, data-
informed decision-making ‘and the need to fully implement a performance measurement
program, it'is recommended that the principal duty of this position be allocated to
development, “implementation and coordination of the performance measurement
program, oversight of the annual work plan development and monitoring, and other
special projects as assigned by the City Manager. This will take close cooperation and
interaction with all departments. This position will also provide analytical support as
departments work to enhance their internal data analytical abilities.

In addition, this position should be tasked with conducting special studies, analysis, and

analytical activities to support projects and duties performed by the City Manager and
Assistant City Managers.
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Recommendation: A Management Analyst position should be added to the City
Manager’s Office and tasked with overseeing the development and implementation
of an enhanced City’s performance management program, oversight of the annual
work plan program, and providing analytical support to the entire organization on
special projects.

(8) The City Should Implement an Enhanced Performance Measurement
Program.

The City of Schertz should implement a more data-informed decision-making framework
to more effectively document existing performance and provide data for future decision-
making regarding service levels and, in some cases, staffing levels needed to maintain
or change service levels. By collecting, analyzing and utilizing data regarding service
provision, the City can improve decision-making and education of the public regarding
City overall performance and ensure transparency for the organization regarding service
levels.

Ideally, the City will identify a small number of critical performance metrics for each
department with the City’s performance in meeting these measures widely reported —
both to the City Council and the public —and published in a dashboard approach on the
City’s website. The City should attempt to identify performance metrics that report on
outcomes achieved from the services provided and which are linked to the overall
adopted strategic goals of the City.

An effective and robust performance measurement program is designed to meet many
organizational needs. Some common aspects include:

. Serving as a tool to assist in the evaluation of the quality and effectiveness of
operations. Itis accomplished by collecting, analyzing, and reporting performance-
related data.

. Measures can be based on inputs (resources used), outputs (activities performed),
efficiency measures (ratio between inputs and outputs), or outcomes (results
achieved). Efficiency and outcome measures are often the most difficult to
effectively measure or quantify but provide more useful data than simple input/
output counts.

. Government accountability is often a driving factor in local government use of

performance measurement. Effective use of performance measures can enhance
transparency and public trust.
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. Measures should ideally be aligned with adopted strategic goals. Is progress being
made toward the highest-level goals? What has the greatest effect on the people
served?

. The performance measure should be easily understood by the general public.

Overly complicated or obscure measures, even if providing great data on
performance, will not be effective if the public cannot understand what it is
showing. Some measures are more important for use by managers to make
decisions but aren’t appropriate for public reporting.

. A department may monitor more performance measures than those reported as
part of the City’s dashboard. Public facing measures should be ones that inform
on overall service outcomes, when possible, and that provide insight to the public
and policy makers regarding City performance. Additional measures may be
utilized internally, only by the City Manager and Department Heads, as indicators
of staff or process efficiency and/or effectiveness.

Ideally, the performance measures would be provided on the City’s website with frequent
updating (to maintain relevancy) at least quarterly or monthly.  Sample performance
metrics are presented in Appendix A.

Recommendation: The City should expand on efforts by identifying and adopting
additional performance and workload measures to regarding the organization’s
performance and accomplishments.

2| Staffing Projections

The following table summarizes the proposed staffing allocations for the City Manager’s
Office. Other than the new position of Management Analyst to support new initiatives
identified, no change is projected in the staffing of this office.

Employee Projection Factor 2020 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Classification Auth.
City Manager  Executive positions, does not 1 1 1 1 1 1 1 1 1 1 1

scale.

Assistant City ~ Scales based upon number of 2 2 2 2 2 2 2 2 2 2 2
Manager assigned departments.
Assistant to Unique position, does not 1 1 1 1 1 1 1 1 1 1 1
the City scale.
Manager
Management  Unique position, does not 0 1 1 1 1 1 1 1 1 1 1
Analyst scale.
Executive Unique position, does not 1 1 1 1 1 1 1 1 1 1 1
Assistant scale.
TOTAL 4 5 5 5 5 5 5 5 5 5 5
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3 City Secretary

The City Secretary is a statutory position required by State law and the City Charter. The
City Secretary’s Office functions as the primary contact for citizens seeking information,
supports the City Council in the fulfillment of their duties and responsibilities, and provides
daily assistance to other city departments. The City Secretary serves as a member of the
City Management Team and oversees the functions of the City Secretary’s Office
including election administration, records management and preservation and Council
services. The Office is responsible for recording all. laws, resolutions, and ordinances
approved by the City Council, preparing City Council agendas and providing notice of all
Council meetings, countersigning and/or notarizing all contracts, commissions and
licenses, coordinating public information .requests with other City departments in
accordance with state legislation and guidelines, and serving as historian of the City.

The following organizational chart shows the organization and reporting structure of the
City Secretary’s Office.

Mayor & City Council

City Secretary

Deputy City
Secretary

1 Operational and Technological Changes Needed

Based upon a review of current operational practices and discussion with staff, there are
no specific operational or technological improvements recommended for the City
Secretary’s Office. The majority of the work performed is statutory and service levels or
response timeframes are dictated by statutory or ordinance and the Office is currently
meeting these standards. The existing technology utilized, AgendaQuick, for handling
agenda development appears to be appropriately and sufficiently meeting the needs of
the Office and the organization.
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2| Staffing Projections

No staffing changes were identified as needing to be addressed immediately. While the
Office has only two staff members, they are able to handle all existing duties at an
appropriate level — albeit with some challenges due to the number of evening meetings
that must be staffed.

Further, discussions with staff and a review of the limited data available regarding work
activities, indicate no pressing need for additional resources at the present time in the
future years. The primary future driver for additional staff would be a change in the
number, type or service levels for the services currently provided. There are no known
changes at the present time that need to be addressed. It is worth noting that the City
has recently had a change in Mayor and if this results in requests for additional support
or services from the City Secretary’s Office, or the City Council changes the service
portfolio to be handed by this Office, then staffing for this office should be reconsidered
at that point in time.

In reviewing organizational structures for other communities, when workload expands
beyond the capacity of two positions to handle, the next position added is typically an
administrative secretary type position or additional Deputy City Secretary to handle the
increase in administrative functions. It would be important that the position be trained in
the regulatory requirements of the City Secretary position.

Employee Projection Factor 2020 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Classification Auth.
City Secretary  Statutory position, 1 1 1 1 1 1 1 1 1 1 1
does not scale.
Deputy City Unique position, does 1 1 1 1 1 1 1 1 1 1 1
Secretary not directly scale

based upon workload
but additional
positions at this or
another classification
would be based upon
specific mix of
services to be
provided.
TOTAL 2 2 2 2 2 2 2 2 2 2 2
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4 Economic Development

Economic Development is a function of the City Manager’s Office and consists of four (4)
FTE employees who are responsible for growing the Schertz economy through projects
that focus on the creation and retention of primary jobs and infrastructure improvements
that drive commercial development. Staff implements an industry recruitment program
and business retention/expansion program focused on increasing industry investment in
Schertz. Industry recruitment includes functions such as specialized research and
targeted marketing, prospect development, prospect’ management, and economic
development and infrastructure incentive administration. Retention and Expansion
functions include managing service provider relationships and securing engagement from
local primary employers to secure new expansions and supplier recruitment targets. Staff
also oversees the administration of SEDC Board of Directors which is granted oversight
and incentive approval authority by City Council.. For purposes of this report, Economic
Development is considered a “Department”.

The following organizational chart shows the organization and reporting structure of the
Economic Development Department.

1 Operational and Technological Changes Needed

Overall the City does an impressive job with its economic development efforts. The
Department has appropriate policies and provides regular reports on the status of various
activities and economic indicators. While the City does a good job overall, there are two
recommended areas for improvement.

Matrix Consulting Group Page 22



DRAFT Report on the Staffing Study SCHERTZ, TEXAS

(1) Establish Written Outcome-Based Performance Measures to Better Gauge
the Success of Economic Development Efforts

The City of Schertz Economic Development Department has an established mission
statement and existing performance measures; however, those measures are not always
outcome based. Adopting outcome-based performance measures will allow for better
analysis of whether employee efforts are successful in achieving specific economic
development goals.

The City currently collects numerous economic development-related data points. These
include primary jobs; primary job employers; rental prices for industrial, commercial, and
office inventory; new residential building permits; new development and expansion
projects; industrial site availability, recruitment events attended; number of EDC website
visitors; number of company inquiries; number of prospects; number of Twitter
impressions; number of blog posts; number of business roundtables, number of business
visits; number of retention events/hiring fairs attended; and others.

Those are all excellent metrics to track and the analysis of those metrics year-over-year
can help the organization determine areas in which it.is successful and areas in which it
should modify its economic development approach. The following exhibit is a snapshot
of the City’s annual economic development report from FY17/18.

Snapshot of Recruitment Efforts from the City of Schertz FY17/18
Economic Development Annual Report

ANNUAL REPORT | FY 2017-18

RECRUITMENT

The SEDC uses the following ‘pipeline’ to monitor companies as they move through the site selection process. This process
allows the SEDC to effectively follow up on each project and help where appropriate.

LEAD INQUIRY PROSPECT LOCATES
Company considering Company seeking Company that has Company that has
expansion/relocation Schertz information shortlisted Schertz located in Schertz

Recruitment Events Inquiries Prospects
Goal 15 115 50
Quarter 1 (Oct-Dec) 2 26 8
Quarter 2 (Jan-Mar) 7 18 9
Quarter 3 (Apr-Jun) 3 32 10
Quarter 4 (Jul-Sept) 3 46 11
Total 15 122 38
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The data show the number of prospects generated; however, there are no data showing
whether those prospects were the result of a specific recruitment event or efforts of the
City. The City spends considerable time attending recruitment events and so tracked data
should include whether prospects are from those events. The City might learn that its
approach at the recruitment events is yielding excellent results, or very poor results;
however, without data to track it is not possible to determine whether the City is spending
its time and financial resources wisely on these events.

A noted absence from tracked data is how many of the new businesses that locate in
Schertz were in direct contact with the City’s Economic Development Department prior to
locating in the City. An example is from the exhibit: “Snapshot of Recruitment Efforts
from the City of Schertz FY17/18 Economic Development Annual Report”, which shows
in FY17/18 there were 38 businesses that the City considered “prospects”, or that the
organization has short-listed the City in which to move. Knowing how many of those 38
businesses actually started operations in the City could help determine whether specific
Economic Development Department employee efforts were successful and enable the
department to place greater priority on efforts that directly led to relocation or expansion
in the City.

Economic development efforts can be a vital piece in helping a city grow (job base,
number of businesses, increased assessed valuation, etc.). The City of Schertz should
establish written"economic goals with specific objectives to ensure it tracks its economic
development success to the efforts of its economic development employees. Currently,
there are no.measures in place to track whether the number of new businesses coming
to Schertz were as the result of any specific economic development effort.

A consistent theme among high performing economic development departments is that
there are established written goals and specific objectives/performance measures that
are subsequently analyzed to determine whether employee efforts are correlated to the
achievement of those goals and objectives.

The following is an overview of local government performance measures:

. A tool to assist in the evaluation of the quality and effectiveness of operations. It is
accomplished by collecting, analyzing, and reporting performance-related data.

. Measures can be based on inputs (resources used), outputs (activities performed),

efficiency measures (ratio between inputs and outputs), or outcomes (results
achieved).
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. Government accountability is often a driving factor in local government use of
performance measurement.

. Align measurements with your strategic goals. What has the greatest effect on the
people served? Tie to outcomes when possible.

. What is the measure? Why is it important? How are we doing?

According to the International City and County Management Association, “These are
outcome measures that convert raw improvement into percentage improvement or, better
yet, into measures that reflect conditions of economic development vitality that can serve
as inspiration to other communities”. Example goals are:

1. Growth in assessed/appraised value of properties in-a target area.

2. Percentage of new businesses coming to Schertz outhumber businesses leaving
the City.

3. Number of jobs created or retained due to Economic Development Department
work.

Suggested performance measures associated with those goals are:

1. Assessed/appraised value of properties in the City’s industrial park will increase
3% year-over-year from 2020 through 2025.

2. The City maintains a _positive annual new business growth of at least 5% (if 20
businesses leave, at least 21 start up in the City).

3. The number of students graduating local workforce development training programs
increases by at least 10% in 2021.

4. At least 150 jobs are created or retained in FY21.

Using those examples and if the City were to have adopted them, there would then be a
better ability to measure whether the City’s economic development efforts were
successful. There should be written goals and outcome-based performance measures
established from which the City’s Economic Development employees can use to
determine their work efforts.

1 https://icma.org/articles/article/state-art-measures-economic-development-0
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By measuring “results” and tracking those results to the efforts of economic development
staff, the City will be in a position to better evaluate how it organizes economic
development workload activities.

Recommendation: Establish written outcome-based performance measures to
better gauge the success of Economic Development efforts.

(2) Utilization of Customer Relationship Management (CRM) Software to
Increase Staff Efficiency and Effectiveness

The City does not currently use Customer Relationship. Management (CRM) software. In
its simplest form, CRM is a technology used to manage an organization’s interactions and
relationships with customers and future customers. Numerous economic development
organizations across the country utilize CRM software for business retention and
expansion (BR&E), investment attraction, entrepreneurial development, workforce
development, and a variety of other.economic development efforts. Examples of some
common modules within CRM solutions for economic development agencies include:

. Business retention,

. Business recruitment and expansion,
. Event management,

. Entrepreneurial development,

. Project management,

. Sites and buildings management,

. Workforce development,

. Inquiry and interaction management,
. Surveys,

. Automation and analytics,

. Regional-based initiatives.

The use of CRM software for economic development functions allows for even better
management of data collection, data analysis, process improvements, and marketing
efforts. Data can be entered, collated, categorized, and related to other data in an easily
searchable format. A CRM’s public facing portal can provide a one-stop-shop for
companies looking to easily gather important economic development information about
the City of Schertz.

Recommendation: Consider the use of Customer Relationship Management (CRM)
software to increase staff efficiency and effectiveness.
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2| Staffing Projections

There are currently four authorized positions within Economic Development: An Executive
Director, an Executive Assistant, a Business Retention Manager, and a Marketing &
Recruitment Manager.

(1)  Current Staffing Analysis

Major drivers of workload for Economic Development employees are the number of
recruitment events attended, the number of business retention visits completed, the
number of business retention roundtables completed, and the number of active projects.

To assess appropriate staffing numbers, the following table shows workload metrics from
FY17/18.

FY17/FY18 Economic Development Workload Metrics

Metric FY 17/18
Workload Metrics

Recruitment events attended 15
Prospect inquiries 122
Prospects 38
Retention roundtables 9
Retention visits 36

Retention events
New projects
Active projects 13

The workload data show there were an average of 1.25 recruitment events attended per
month, one retention roundtable attended every 5.7 weeks, three retention visits each
month, one retention event attended each quarter, and a total of 13 active projects (of
which four were new projects throughout the year).

The Economic Development Workload/Time Ultilization Table identifies approximate
workload functions and associated times for essential economic development functions.
The time inputs are estimates and averages, with the knowledge that certain jobs within
the same function will take varying amounts of time (i.e. one new retention visit might take
two hours while another will take six hours).
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The following parameters were used in the staffing model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity.

. An average of 30 minutes per day of “other” time, per employee, is projected.
. The Executive Director’s time is included in the calculations.
. Time estimates are for cumulative employee time (while only one employee might

attend a recruitment event, several employees will be involved with planning for
the event and preparing marketing materials).

. Staff are available to work 225 days annually-when accounting for holidays,
vacation, sick leave, training, etc. (252 working days in 2020 minus an average 27
days for vacations, sick leave, and holidays).

Economic Development Workload/Time Utilization

Annual Time in

Workload Type Workload Hours

Recruitment Events Attended 15 100 1500 187.5
Prospect Inquiries 122 3 366 45.75
Prospects 38 8 304 38
Retention Roundtables 9 24 216 27
Retention Visits 36 4 144 18
Retention Events 4 45 180 22.5
New Projects 4 120 480 60
Active Projects 13 120 1,560 195
Job Fairs/Misc. Events 4 40 160 40
Preparing Reports 4 120 480 60
Administrative/Other 225 4 900 112.5
Total 6,290 806.25

Required Staff 3.6

Data show that using existing workload demands, Economic Development functions can
be handled with 3.6 employees or almost 4 full time employees. Economic development
staffing levels can be challenging to project since each community has different goals and
objectives for economic development. This is one of the main drivers for recommending
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the City adopt outcome-based performance measures in order to help determine if
existing staff output numbers are making a difference and if employees are accomplishing
established goals and objectives. The current recommendation is based on existing
workload data and time utilization for completion of existing workload activities.

In anticipation of the City setting outcome-based goals for Economic Development, the
City should keep four economic development positions. Having recently reclassified an
Economic Development Analyst position to that of Marketing & Recruitment manager,
Economic Development Department employee responsibilities are now better aligned to
meet existing and future workload demands.

(2) Projected Economic Development Staffing Requirements

The City’s existing Comprehensive Plan estimates the City will see population growth of
28.8% between 2020 and 2030 along with housing growth of 30.82%, approximately 2.9%
per year, during that same time. Economic development efforts help drive that growth and
as each City has their own unique goals related to economic development, if current goals
change and the result is a need for additional time spent on various economic
development activities, that could alter these recommendations.

As economic development activities scale with projected business and population growth,
there will be an increase in workload hours; however, these are not estimated to increase
at a 1:1 ratio with the increase growth (recruitment events, retention events, retention
roundtables, and administrative time will likely not change much). If no recommendations
are implemented and if the EDC does not further specialize its services or focus on any
program enhancements, then the current staffing is sufficient. All positions scale based
on workload, including prospect inquiries, number of prospects, retention visits, new
projects, and active projects. Based on existing workload demands and projected
increases in population, no new positions are recommended in the next 10 years.

3| Staffing Projections.

The following table illustrates the staffing recommendations for the Economic
Development Department over the next 10 years:

Employee Projection 2020
Classification Factor Auth 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Executive Director  Executive 1 1 1 1 1 1 1 1 1 1 1
positions, does
not scale.
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Executive
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Business
Retention
Manager
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Manager

Support 1
position, scales

at 1 per

department.

Scales to the 1
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demands of
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Scales to the 1
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unit.

1 1 1
1 1 1
1 1 1
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N
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I 5 Emergency Medical Services (EMS) Department

The Emergency Medical Services (EMS) Department consists of four divisions:
Administration, Billing, Operations and Clinical. The Department is responsible for
responding to emergency incidents in a 220 square mile service. area that includes the
municipalities of Schertz, Cibolo, Live Oak, Marion, Santa Clara, Selma, Universal City,
western Guadalupe County, Comal County ESD #6 and a small area of unincorporated
Bexar County. The population of the service area is approximately 127,024. The EMS
Department also works with at-risk patients to insure they have the appropriate access to
primary healthcare. The Department also provides EMS initial and continuing education
to their employees and first responders in the service area as well as conducting
community education programs. The EMS Department operates as an enterprise fund of
the City.

The current organizational structure of the Emergency Medical Services Department is
shown in the following organizational chart.
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1 Operational and Technological Changes Needed

There are no major technology needs within the EMS. The Department has technology
available to meet their service delivery needs. The Department should continue with their
plan to barcode EMS supplies to improve inventory control and tracking of supplies. The
transition to the ADP program for scheduling did initially create additional workload in the
Department related to scheduling, but the EMS Department believes there will be long-
term benefits to using the program in terms of efficiencies gained.

2 Staffing Projections.
The following sections outline, by functional areas, staffing projections.
(1) CLINICAL DIVISION

The Clinical Division is responsible for training for the EMS system, which also includes
training for eight (8) fire departments/cities. This Division also conducts community
education events and immunizations and works to reduce the impact of frequent users
on the EMS System. The Office is staffed with .one (1) Clinical Manager, one (1) Training
Coordinator, one (1) Community Health Coordinator and.one (1) MIH Paramedic.

The next table illustrates the time required for various activities in the Clinical Division:

2019

Class Type 2017 2018 Jan - July

ASHI (minutes) 405 440 275
Stop the Bleed (minutes) 25 60 200
Car Seats (minutes) 1,800 2,550 2,640
School CPR Demo Students (hours) 95 98 100
Immunizations (hours) 70 68 5
MIH CE (hours) 0 333 0

The training of the EMS and Fire Department personnel accounts for a large portion of
the workload, particularly for the Clinical Manager and Training Coordinator. The Training
section is responsible for training a total of 277 personnel with EMS certifications. The
Following table illustrates the continuing education hours for the past three (3) years:

2019
Year 2017 2018 Jan - July
Total Classes 128 107 86
Total Participants 1,214 1,005 655
Total Hours 6,078 5,687 3,027

The next table illustrates the hours associated with teaching the three (3) annual
Emergency Medical Technician (EMT) courses each year:

Matrix Consulting Group Page 32



DRAFT Report on the Staffing Study SCHERTZ, TEXAS

Year 2017 2018 2019

Total Class Days 117 116 116
Training Coordinator Hours 92 88 86
Part-Time Instructor Hours 314 286 268

As illustrated above, the Training section is providing approximately 6,000 hours of
training per year utilizing one full-time position and a variety of part-time instructors. A full-
time instructor should be added to this unit to improve the consistency in delivering the
training programs and reduce the reliance on part-time instructors.

Recommendation: Add a full-time Instructor to assist the Training Coordinator in
the delivery of courses.

The following table illustrates the workload for MIH for the past three (3) years based on
patient care reports documented by the MIH Paramedic:

2019

Complaint 2017 2018 Jan - July

MIH Contact 226 173 186
Breathing Problem 0 3 2
Sick Person 0 1 2
Stroke/TIA 0 1 0
Inhalation Hazard 1 0 0
Fall 0 0 1
Medical Alarm 0 0 1
Psychiatric 0 0 1
Public Assist 0 0 1
Total 227 178 194

As illustrated the patient care reports documented for MIH have declined since 2017. Part
of this decline is due to the reporting requirements related to the asthma patients that
were part of the grant funding that has ended. The following table illustrates the actual
patient contacts for the MIH Paramedic since 2017:

Year 2017 2018 2019
Patient Contacts 292 173 186

As illustrated above, there were 292 designated patient contacts for asthma patients
related to the grant in 2017. When this ended there was a decline in patient contacts in
2018 and slight increase in 2019.

The MIH Paramedic also conducts a number of public outreach programs. The following
table illustrates the workload related to public outreach for the previous three (3) years.
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2017 2018 2019
Class Type Conducted Conducted Conducted
ASHI 81 88 89
Stop the Bleed 50 120 560
Car Seats 60 85 113
School CPR Demo Students 6,059 7,348 7,874
Immunizations 442 594 664
MIH CE 0 13 13

The only class listed above that is a mandated course by the State of Texas is the Stop
the Bleed course, which is mandated for the school districts to conduct. The remaining
courses and services are provided as a benefit to the community and provide revenue for
the EMS Department.

There will also be the need for additional clerical assistance to support the Clinical
Division. This position would assist in handling paperwork related to the internal and
external classes conducted by the EMS Department as well as other administrative
duties.

Recommendation: Hire an Administrative Assistant for the Clinical Division in FY
2022.

2| Operations
The Operations Division is responsible for responding to emergency incidents in the City

of Schertz and the communities served by the EMS Department. Services are provided
using a mix of part-time and full-time EMTs and paramedics.

The Operations Division is led by an Operations Manager. Each shift also has a
supervisor and Field Training Officer assigned to the Shift. There are 25 full-time and 15
part-time paramedics and 3 full-time and 5 part-time EMTs in the Division.

(1) Call Demand

The following table illustrates the workload for the Operations Division the past three (3)
calendar years.
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2019
2017 2018 (Jan — Total
July)
Incidents 10,026 10,099 6,361 26,486
Unit Responses 10,026 10,099 6,361 26,486
Patients Transported 6,191 6,179 3,986 16,356

As shown above, the EMS Department responds to over 10,000 calls and transports over
6,100 patients annually.

The next table illustrates the calls by level of care provided:

2019
2017 2018 (Jan — Total
July)
Advanced Life Support 6,706 6,445 4,250 17,041
Intermediate Life Support 26 25 26 77
Basic Life Support 1,885 2,052 1,108 5,045
Specialty Care 2 3 0 5

As illustrated above, the majority of patients treated by the EMS Department required
advanced life support care.

The following table illustrates the calls for service by hour and weekday for January — July
2019:
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Calls for Service by Hour and Weekday

Hour Sun Mon Tue Wed Thu Fri Sat Total

12:00 AM 29 14 25 24 22 19 34 167
1:00 AM 29 21 21 22 26 16 26 161
2:00 AM 23 28 21 20 24 21 21 158
3:00 AM 17 21 12 17 14 18 12 111
4:00 AM 19 16 19 15 8 18 14 109
5:00 AM 6 22 17 9 25 13 16 108
6:00 AM 20 33 28 33 21 36 15 186
7:00 AM 18 28 54 28 38 26 21 213
8:00 AM 25 39 42 45 39 31 31 252
9:00 AM 36 50 35 45 47 48 43 304
10:00 AM 35 53 34 42 51 42 48 305
11:00 AM 28 52 54 43 50 47 53 327
12:00 PM 40 53 37 49 44 65 38 326
1:00 PM 39 51 42 46 44 46 48 316
2:00 PM 48 44 61 50 49 55 48 355
3:00 PM 50 42 47 49 48 57 56 349
4:00 PM 46 69 62 45 52 56 45 375
5:00 PM 45 67 57 58 58 59 38 382
6:00 PM 51 48 38 49 40 55 60 341
7:00 PM 33 47 50 45 47 32 42 296
8:00 PM 43 47 46 53 41 46 34 310
9:00 PM 42 39 44 42 37 46 40 290
10:00 PM 39 32 37 26 23 38 40 235
11:00 PM 30 22 26 23 23 35 37 196
Total 791 938 909 878 871 925 860 6,172

As illustrated above, the busiest hour is the 5:00 pm hour and slowest hour is 5:00 am
hour in terms of call demand. Monday is the busiest day of the week with Sunday having
the lowest call demand.

(2) Emergency System Dynamics

In making decisions about the emergency services system, it is important for the
leadership of Schertz to understand the science behind the location of resources, the
deployment strategies of those resources, and other parts necessary to form an effective
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emergency services system.

Delivery of emergency medical services is another function of the emergency services
system to be considered. Emergency medical calls are rising, and the types of calls are
wide ranging. However, as a part of a community’s healthcare system, one of the primary
factors in the design of the emergency medical response is the ability to deliver basic
CPR and defibrillation to victims of cardiac arrest. The graph below, demonstrates the
survivability of cardiac patients as related to time from onset:

Response Time / Intervention vs. Survival
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This graph illustrates that the chances of survival of sudden cardiac arrest diminish
approximately 10% for each minute that passes before the initiation of CPR and/or
defibrillation. These dynamics are the result of extensive studies of the survivability of
patients suffering from cardiac arrest. While the demand for services in EMS is wide
ranging, the survival rates for full arrests are often utilized as benchmarks for response
time standards as they are more readily evaluated because of the ease in defining patient
outcomes (a patient either survives or does not). This research results in the
recommended objective of provision of basic life support within 4-minutes of notification
and the provision of advanced life support within 8 minutes of notification.

Considering the response time continuum, the response time goal for emergency services
is to provide BLS within 6 minutes of the onset of the incident (including detection,
dispatch and travel time) and ALS within 10 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.
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Additionally, recent research is beginning to show the impact and efficacy of rapid
deployment of automatic defibrillators to cardiac arrests. This research, conducted in
King County (WA), Houston (TX) and as part of the OPALS 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 systemresponses and this research
does not attempt to address the need for such rapid and expensive intervention on these
events.

(3) Response Time

Response time to an emergency or call for assistance has been broken down into
measurable and non-measurable segments. The response time continuum begins when
the state of normalcy changes to a‘recognizable emergency. The following chart outlines
the cascade of events that occurs once an emergency starts or is recognized. Those
highlighted points represent hard data or that which is quantitative versus soft data or that

which is subjective and unknown.
Response Time Continuum

| State of Normalcy |

| Discovery of Emergency |

| Reaction to Emergency |

| Call Received by PSAP |

Call Processing

| Response Units Notified |

| Units Responding |

| Units Arriving |

| Mitigation Begins |

| Mitigation Completed |

| State of Normalcy Returns |

The highlighted points in the chart above represent three segments that can be used for
evaluation; call processing, turnout time, and travel time. Each of these components
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represent a different point in the response time continuum and through their measurement
and evaluation areas for improvement can be identified. Below are the definitions for the
three components:

. Call Processing is the 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).

In an EMS system the units are staffed so travel time is the-most common used indicator
of system performance. The goal is typically to get basic life support on scene within six
(6) minutes of notification and advanced life support in 10 minutes.

The expression of response time has changed. In years past the measurement was
expressed as an average of time. This essentially represents how the system or
department is performing 50% of the time and is not a true reflection of how a department
is performing. With the research that has been performed in developing performance
standards and practices the use of fractal time has become the best practice in the
measurement and presentation  of response time components. Fractal response time
measures_how often (as a percent of calls) a department can perform within each
response time component.

Schertz EMS has been using a performance target of 14 minutes or less 90% of the time
to report their travel time performance. The following table illustrates this travel time
performance over the past three years:

Schertz EMS Department Travel Time
System Performance

2017 2018 2019
Performance Variance Performance Variance Performance Variance
Goal 14:00 15:12 1:12 14:48 0:48 14:12 0:12
Avg.: 9:06 8:42 8:30

As illustrated above, travel times have improved in the past three year, but the EMS
Department is performing below their established travel time performance standard of 14
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minutes by a few seconds. They are also well below the industry standard of having an
ALS unit arrive within 10 minutes of the call. Many EMS jurisdictions have found that
developing a varied performance target allows them to better monitor system
performance. In these instances, urban and suburban areas would have the 10 minute
travel time target while rural areas (areas below 1,000 residents per square mile) would
have a longer response time. We typically see 20 minutes as the.target for these areas.
The City and EMS Department should continue to measure this performance factor as
when performance falls below 20% of established guidelines the need for additional units
will be required to improve overall system performance.

Recommendation: Continue to measure travel time performance and add units as
needed to ensure travel time performance meets the performance expectations of
the community.

4, Unit Hour Utilization Rates are high for Several Ambulances

Unit hour utilization is an important factor in EMS systems as it determines how much of
the time a unit is committed to mitigating emergencies. Ulilization rates vary between
EMS systems, but when they exceed 30% there is the risk of fatigue to the responders,

especially when working 24 hour shifts as there is limited down time to get appropriate
rest.

The following tables illustrate the Unit hour utilization rates for the past three (3) years:

2017 Unit Hour Utilization

Hours Calls Ur_ni_t H(_)ur

Staffed Utilization
Medic 1 8,760 2,537 28.96%
Medic 2 8,760 2,566 29.29%
Medic 3 8,760 2,458 28.06%
Medic 4 8,760 911 10.40%
Medic 5 (Peak Hour) 3,732 1,347 36.09%

2018 Unit Hour Utilization

Hours Calls Unit Hour
Staffed Utilization
Medic 1 8,760 2,473 28.33%
Medic 2 8,760 2,570 29.34%
Medic 3 8,760 2,351 26.84%
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Medic 4 8,760 942 10.75%
Medic 5 (Peak Hour) 4,260 1,572 36.90%

2019 Unit Hour Utilization Jan - July

Hours Calls Ur_ni_t H(_)ur

Staffed Utilization
Medic 1 5,088 1,541 30.29%
Medic 2 5,088 1,501 29.50%
Medic 3 5,088 1,458 28.66%
Medic 4 5,088 614 12.07%
Medic 5 (Peak Hour) 2,544 1,036 40.72%
Medic 6 (Peak Hour) 408 165 40.44%

As illustrated above, the unit hour utilization rates have risen in the past three (3) years
with units exceeding 30 and 40% utilization. It is also.important to note the utilization rates
of the peak hour units, currently over 40%. This is a strong indicator of the improvement
in workload demands on the 24-hour units when peak hour units are deployed. The
Department should continue to analyze the need for peak hour units and deploy them to
effectively manage the utilization rates of the 24-hour units.

The EMS Department currently has a shift schedule that has personnel working 24 hours
on and 24 hours off on several occasions before getting 96 hours off. With high utilization
rates this may not allow adequate rest and recovery for these emergency workers
between shifts. The EMS Department should examine if alternative shift schedules should
be adopted for 24-hour units to ensure personnel are able to get appropriate rest and
provide high level patient care. A common shift for EMS services is the 24 hour on 72
hour off shift pattern. This results in a 42 hour average work week using a 28 day pay
cycle.

Recommendation: Examine the shift schedule and consider staffing shorter shifts
for highly utilized ambulances.

3 Administration

The EMS Director provides overall direction, guidance and leadership for the EMS
Department. The Director has responsibility for every area of the Department and
ensures that all employees perform their jobs in accordance with the overall mission of
the Department and in accordance with the established values. Reporting directly to the

Matrix Consulting Group Page 41



DRAFT Report on the Staffing Study SCHERTZ, TEXAS

Director are the Senior Administrative Assistant, Clinical Manager, Operations Manager
and Office Manager.

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

. 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 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.
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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. The spans of control in
the EMS Director align with these best practices.

There is the issue of the Department not having a clear second in command. As growth
continues and the EMS Department grows, there will be the need to add an Assistant
EMS Director to provide additional managerial support and leadership in the Department.

A part-time supply coordinator was added to the Department in recent months. This
position will assist with several key logistics duties related to the management of the
inventory of equipment and supplies and ensure there is proper oversight and control of
these assets. As this role expands there will likely be the need to upgrade the position in
fiscal year 2025.

The Department currently contracts for the position of‘Medical Director. This is a very
common practice for EMS agencies the size of Schertz. The Department should continue
the practice of contracting with the Medical Director.

Recommendation: Hire an Administrative Assistant.in FY 2025

Recommendation: Upgrade the part-time supply coordinator to a full time Logistics
Officer in FY 2025.

Recommendation: Hire an Assistant EMS Director in FY 2025.
4 Billing

The EMS. Department has a four (4) personnel assigned to the billing process. The
Division is led by the Office Manager, who also serves as the HIPPA compliance officer
for the Department. Staffing also consists of three (3) Billing Specialists.

The Specialists code up to 40 patient care reports per day and when complete will work
to collect bills that are past due by making collection calls. Current workloads are high
and any time a billing clerk takes leave, the workload is higher than can be accomplished.
This causes the work on collections to stop. Also, the specialized nature of the work does
not allow a temporary employee to be used as they are unable to process ambulance
bills. The increasing call volume and subsequent increases in patient reports and
collections will require the need for an additional part-time Billing Specialist. This clerk

Matrix Consulting Group Page 43



DRAFT Report on the Staffing Study

SCHERTZ, TEXAS

could be focused on the collection of past due bills to allow the billing specialists to ensure
timely billing of current patients.

Recommendation: Add a part-time Billing Specialist in FY 2021.

5| Staffing Summary for the EMS Department

The following table illustrates the staffing recommendations for the EMS Department over

the next 10 years:

B Employee Projection 2020 2021
Unit Classification Factors Authorized (Rec) 2022 2023 2024 2025 2026 2027 2028 2029 2030
EMS Department
Administration  EMS Director Executive officer 1 1 1 1 1 1 1 1 1 1 1
position; scales at
1 per department
Administration ~ ASSIStantEMS - Executive officer 0 0 0 0 0 1 1 1 1 1 1
Director position; scales at
1 per department
- . Senior Admin
Administration Assistant Support position: 1 1 1 1 1 1 1 1 1 1 1
scales at 1 per unit
Support position;
Administration ~ Administrative £ scales to workload 0 0 1 1 1 2 2 2 2 2 2
Assistant demands of
department
PT Supply. Support position;
. Coordinator scales to workload
Operations becomes FT demands of i5) 5 .5 5 5 1 1 1 1 1 1
Logistics Officer department
Billing LSOl MagoCme 1 1 1 1 1 1 1 1 1 1 1
Manager position; scales at
1 per team
y - - Scales to the
Billing Billing Specialist B o demans 2 3.5 3.5 3.5 3.5 3.5 4 4 4 4 4
of the unit
- - Scales to the
Bill Bill lerk 1
illing illing Cler| workload demands 0 0 0 0 0 0 0 0 0 0
of the unit
Training Clinical Manager ~ '@nagement 1 1 1 1 1 1 1 1 1 1 1
position; scales at
1 per team.
. Training Scales to the
Training Coordinator workload demands 1 1 1 1 1 1 1 1 1 1 1
of the unit
- Scales to the
Training Instructor workload demands 0 1 1 1 1 1 1 1 2 2 2
of the unit
. Operations Management
Operations Manager position; scales at 1 1 1 1 1 1 1 1 1 1 1
1 per team
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Employee Projection 2020 2021

Classification Factors Authorized (Rec) 2022 2023 2024 2025 2026 2027 2028 2029 2030

Unit

Scales to
supervisory spans
Operations EMS Supervisor  ©f control. Spans 3 3 3 3 3 4 4 4 4 4 4
of control range
between 6 and 9
subordinates.
Scales to
supervisory spans
Field Training of control. Spans
Officer of control range
between 6 and 9
subordinates.

Operations

Scales to the
workload demands
of the unit

Operations Paramedic 25 25 26 27 28 28 28 30 31 32 33

Part Time Scales to the
Paramedic workload demands
of the unit

Operations 15 18 18 18 18 18 21 21 21 21 21

Operations EMT Scales to the 3 3 6 6 6 7 7 7 8 8 9
workload demands

of the unit

Scales to the
workload demands
of the unit

Operations Part Time EMT

. Community
Community Health Scales to the 1 1 1 1 1 1 1 1 1 1 1

Health workload demands

Coordinator of the unit

Community . Scales to the
Health MIH Paramedic | ikioad demands
of the Division

EMS TOTAL 65.5 70 75 76 78 83.5 88 90 93 94 96

There are four newly created positions recommended for the EMS Department over the
next 10 years. These include an Assistant Director to serve as a clear second in command
and improve managerial oversight, an administrative assistant to support clinical services,
a logistics officer for improved inventory supply control and an instructor to support the
Training Coordinator in the delivery of continuing education efforts. There are also staffing
additions in billing and operations over the years to support increased service demands.
The Department will also need to add additional paramedics and EMT’s as additional
peak and 24-hour units are needed to meet performance objectives. To ensure proper
spans of control are maintained there will be the need for an additional FTO and
Supervisor in FY 2025. The use of part-time positions should continue as it improves the
staffing flexibility. One consideration that should be given is the ratio of Paramedics to
EMT’s. Currently the Department is nearly 90% paramedics. While the system will need
a higher percentage of paramedics working toward a ratio of 65% paramedics to 35%
EMTSs will still ensure there are enough paramedics to properly staff units, while lowering
staffing costs. The chart above illustrates the total positions in operations and does not
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account for this transition in paramedic and EMT staffing levels as the change should be
gradual and occur through attrition.

N
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6 Engineering

The Engineering Department provides engineering and technical advisory services to City
departments. The Department collaborates with multiple other departments including
Public Works, Planning and Community Development, Parks and. Recreation, Economic
Development, citizens, developers, and other stakeholders to ensure compliance with
adopted engineering standards, policies, codes, and City infrastructure master plans.

The Department works to design and implement infrastructure improvement plans and
implement the City’s Capital Improvement Plan. The Department is responsible for
completing plan reviews and inspection services for horizontal capital projects whether
privately or publicly constructed.

The Department staffs the Transportation Safety Advisory Commission (TSAC), which is
tasked with receiving citizen input. on transportation issues and then making
recommendations to the City Council on traffic / transportation related matters throughout
the City of Schertz.

The following organizational chart shows the organization and reporting structure of the
Engineering Department.

1 Operational and Technological Changes Needed

The Engineering Department has appropriate long-term planning in place including:
Master Thoroughfare Plan, Pavement Condition Index Report, and 5-year Roadway
Capital Improvement Plan. However, there is a need to establish both water and sewer
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master plans. While this list is not inclusive, additional best practices being met by the
Engineering Department are:

. The City’s cumulative PCI exceeds 70.0.

. Standard design criteria for the City (such as minimum grades for pipelines,
maximum manhole spacing, etc.) have been established in writing.

. 30%/60%/90% reviews of the design of capital improvement projects are
conducted by Construction Management.

. A pre-construction conference is conducted at the beginning of each capital project

construction contract. The prime contractor, pertinent subcontractors, the project
manager, and inspector attend this conference.

The following section identifies needed changes to operations or technology.

(1) An Administrative Assistant Position is. Needed to Support the City
Engineering and Engineering Department

Currently, there is no Administrative Assistant or dedicated administrative support for the
City Engineer or any Engineering staff. The Engineering Department has the workload to
justify an executive assistant position (detailed below) and the current approach of having
the City Engineer handle all routine daily tasks does not allow for maximum use of the
employee’s talents. Additionally, employees can be pulled away from their primary duties
to support the City Engineer, which negatively impacts their effectiveness.

While there is no definitive best practice or ratio to necessitate the need for an assistant,
the lack of an Administrative Assistant assigned to assist the City Engineer in coordinating
meetings, scheduling, reviewing and approving specific tasks, and serving as a general
gatekeeper, results in the increased administrative workload on the City Engineer and
other Engineering employees. A dedicated Administrative Assistant will increase
efficiencies for both the City Engineer and other staff in the Engineering Department.

Recommendation: Create the position of Administrative Assistant to support the
City Engineer and the Engineering Department.

(2) Project Managers Should Manage Both Vertical and Horizontal Projects

The City’s current project manager oversees only horizontal capital construction projects.
This particular project manager has the skillset and experience to manage vertical
projects as well. At present, the City spends money contracting out management of
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vertical capital construction projects; however, transitioning that function to an in-house
one would likely save considerable money.

Necessary skillsets for project management of vertical construction projects is similar to
those found in managing horizontal construction projects (negotiation, scheduling, cost
control, risk management, multi-tasking, contract management, critical thinking,
communication, and leadership.

As discussed later in this Chapter, there is already goingto be a recommendation to hire
an additional project manager but there will also be-available time utilization so that at
least one of them will have the ability to manage atleast three vertical capital construction
projects. For every in-house vertical project managed internally, the City will not be
spending money on third party project manager services.

Recommendation: Project Managers should manage both vertical and horizontal
capital construction projects.

2| Staffing Projections

There are currently eight authorized positions within the Engineering Department: A City
Engineer, two (2) Engineers, a Graduate Engineer, a Senior Graduate Engineer, a Project
Manager, and two Engineering (PW) Inspectors.

(1)  Current Staffing Analysis

The Department’s major drivers of workload include the number of active capital
improvement projects, number of active sub-division projects, number of commercial
projects. under construction, number of residential subdivision projects, number of
projects in the planning phase, number of projects in the warranty phase, number of
grading and clearing permits issued, and the number of non-construction plan reviews.
Each project under management will often have numerous time commitments associated
with it, including multiple plan reviews and inspections. Additionally, with the need to
create both water and sewer master plans, those functions will require considerable work
effort for a period of time.

The following parameters were used in the Engineering Inspector staffing model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity.
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. An average of 30 minutes per day of “admin/other” time, per employee, is
projected.
. For clearing and grading permits, 51 active permits at any given time are assumed,

with the need to spend approximately one hour per week on each site visit.

. Staff are available to work 225 days annually when accounting for holidays,
vacation, sick leave, training, etc. (252 working days.in 2020 minus an average 27
days for vacations, sick leave, and holidays).

Annual Time in Total Total
Workload Type Workload Hours Hours Days
Clearing/Grading Insp. 51 52 2,652 331.5
Pre-con/Prep/Plan Reviews 50 4 200 25
Subdivision Insp. 10 338 3380 422.5
Administrative/Other 225 1 225 28.13
Total 6,457 807.13

Required Engineering Inspectors 3.58

The number of Engineering. Inspectors should be increased from two to three and
continue to increase.as workload demands dictate.

Recommendation: Increase authorized Engineering Inspector positions from 2 to
3.

The following parameters were used in the Engineering staffing model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity.

. An average of 30 minutes per day of “admin/other” time, per employee, is
projected.

. The City Engineer’s time is excluded and while the City Engineer works on
engineering tasks, the primary responsibility should be to lead and manage the
Department.
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. Staff are available to work 225 days annually when accounting for holidays,
vacation, sick leave, training, etc. (252 working days in 2020 minus an average 27
days for vacations, sick leave, and holidays).

Projects in Plan Phase 39 80 3,120 390
Non-Con Plan Review 75 4 300 37.5
Subdivision Projects 10 160 1,600 200
Commercial Projects 41 80 3,280 410
Capital Projects 13 40 520 65
Administrative/Other 225 1 225 28.1
Total 9,045 1,130.6

There are currently three employees in engineering positions, excluding the City
Engineer. This includes the Graduate Engineer and Senior Graduate Engineer
classifications. Regardless of classification, the total number of authorized engineering
positions should increase from 3 to 5 based on workload demand. The City engineer
should determine work assignments based on employee skillset and abilities.

Recommendation: Increase authorized Engineering positions from 3 to 5.

Workload data for the City’s only Project Manager shows 13 capital projects under
management.. Construction project management is a combination of multiple important
roles in the life of a capital project. From planning, budgeting, and supervising projects
from start to finish, project managers are responsible for the entire project. A partial list of
responsibilities includes developing a budget, creating work timetables, determining the
best overall strategy for construction, coordinating with City leaders and contractors to
ensure timetables are met, understanding technical and contractual details to ensure they
are met, ensuring a safe construction site, making sure the project is completed on-time
and on-budget, and meeting all of the necessary reporting requirements for each project.

A 2014 study? examined project management companies and determined whether they
were high performing or low performing companies. They determined that high performing
companies had their project management staff handling an average of 8.4 projects while

2 https://www.pmsolutions.com/reports/State_of the_PMO_2014_Research_Report_FINAL.pdf
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low performing companies had their project managers handling an average of 11.3
projects.

While the City of Schertz’s project manager currently manages 13 projects, which is
higher than the recommended number of 8 projects per project manager, the total dollar
value of those projects is low: only $1.3M. Prevailing practice in many locations is to have
project managers handling about 8 projects with a total value of $20 - $25 million. The
dollar value is often associated with complexities of the project and thus the projects
themselves take more time to manage effectively. With the City’s total project count, total
dollar value of projects, and a recommendation to begin managing some vertical capital
construction projects, the City should hire one additional Project Manager.

Recommendation: Increase authorized Project Management positions from 1 to 2.

The following chart shows the proposed Engineering Department Organizational Chart.

Proposed Engineering Department Organizational Structure

Implementation of the proposed organizational chart will allow the Engineering
Department to align staffing levels with existing workload demands.

(2) Projected Engineering Department Staffing Requirements

The City is estimated to grow in population and housing by approximately 2.9% per year
from 2020 through 2030. The Engineering workgroup functions are expected to grow at
a similar rate due to workload scaling. The City Engineer position and Administrative
Assistant position do not scale. The other positions in the Department scale based on
workload, including the number of active projects, number of plan reviews to complete,
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number of clearing and grading permits outstanding, number of subdivision projects,
number of commercial projects, and number of capital improvement projects under
management.

The following table illustrates the staffing recommendations for the Engineering
Department over the next 10 years:

Employee Projection 2020
Unit Classification Factors Authorized 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Executive
Engineering City Engineer position; does not 1 1 1 1 1 1 1 1 1 1 1

scale

Support position;

Administrative o206 at 1 per 0 1 1 1 1 1 1 1 1 1 1

Assistant

Department

Engineers Scales to the

(includes workload

graduate and demands of the s 5 S s 6 6 6 6 \ 4 7

senior) unit
Scales to the

Engineering workload

Inspector demands of the 2 s 3 & 4 4 4 4 4 4 4
unit
Scales to the

Project workload

Manager demands of the 1 < 2 2 > 2 2 2 2 2 2
unit

Engineering TOTAL 8 12 12 13 14 14 14 14 14 15 15

Using two Project-Management employees as a base for that function, if capital
construction workload increases by 30% over the next ten years, that will most likely not
result in the need for any additional employees in this classification. However, the City
should monitor both the number of projects and dollar value of those projects per Project
Manager. If the numbers reach more than 8 projects with at least $20M of project value
per Project Manager, the City should consider hiring an additional Project Manager.

Recommendation: In 2023 increase authorized Engineering Inspector positions
from 3 to 4.

Recommendation: In 2024 increase authorized Engineering positions from 5 to 6.

Recommendation: In 2029 increase authorized Engineering positions from 6 to 7.
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7 Finance Department

The Department consists of three divisions: finance, utility billing, and municipal court.
This structure is common for local government operations although some organizations
will have the Municipal Court organizationally located elsewhere in the organization.
Many Finance Departments are also responsible for purchasing operations which in
Schertz has been combined with Human Resources. Finance prepares monthly financial
statements, processes accounts payable and accounts receivable transactions, process
payroll, completes journal and ledger entries, prepares 10-99s, manages investments,
and reconciles monthly bank statements. Finance is responsible for managing unclaimed
property, managing debt service and fixed assets, completing the annual budget and
Comprehensive Annual Financial Report (CAFR). The City uses ADP for payroll
processing.

The Utility Billing division is split between utility billing and meter technicians. The Division
is responsible for meter reading and calculating usage, preparing all utility bills for
distribution, collecting utility payments and posting to a customer’s account, setting up
new accounts, conducting sewer usage averaging, resolving customer complaints,
maintaining meter boxes, and collecting debt or payments for other departments.

The Municipal Court has jurisdiction over all Class C misdemeanors and City ordinances
within the corporate limits of the City of Schertz. Court staff conduct legal proceedings,
process payments for fines or other court matters requiring payment, issues warrants,
processes subpoenas and summons, processes citations, manages the court docket, and
manages jurors (summons, payment to jurors, etc.). Staff make required reports on
convictions, Driver’'s Safety Course and alcohol violations to the Texas Department of
Public Safety, and they complete all required accounting reports.

The following organizational chart shows the organization and reporting structure of the
Finance Department.
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Director of Finance
(1)

Administrative
Assistant

Assistant Director of Utility Billing
Finance Ma?1a)ger

(1)

Court Ad(r?)inistrator

Assistant Utility

Senior Accountant == Sh
) Bllllng(¥)anager

Utility Billing

Accoar;tant | Clar)k I Deputy Cgurt Clerk

Water Meter
Technician Il

Financial Analyst
(1) ™)

Accounts Payable Water Meter
Coorgi)nator Techr;:ician |

functions; the Municipal Court, Utility Billing, and Finance
d workflow mapping to assist staff in completing their

most recent Comp e Annual Financial Report (CAFR) received the Government
Finance Officers Association (GFOA) Distinguished Financial Reporting Presentation
Award; and the City’s purchasing card program offers financial incentives.

The following recommendations will further improve Department efficiency and
effectiveness:
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(1)  Reducing Utility Billing “Read and Cycle” Dates Will Improve Staff Efficiency

At present the Utility Billing Division reads utility meters five times each month and there
are seven billing cycles. The City has a full AMI system in place, meaning that almost all
utility meters are read remotely through “Advanced Metering Infrastructure”. With an AMI
system, it enables a two-way communication over a fixed network in which the City
‘reads” meters. Once meters are read, the data are provided electronically to the Utility
Billing office.

While there are additional benefits to AMI systems, the point here is that with the ability
to read meters without leaving the office, the City should establish fewer meter reading
dates. There are some meters that cannot be read with the AMI system due to low energy
radio frequency wave interference (often caused by metal lids covering the meter). If the
Division’s Water Meter Technicians can handle all manual meter reading while they are
already in the field, that should create efficiencies by them not having to travel all over the
City to different locations severaltimes each month. The fewer times the City reads
meters, the more efficient manual meter reading will become.

The City currently has seven billing cycles, done to stagger the times when customer
payments come into the office in theory to make it easier on Utility Billing staff by having
work come in throughout the month rather than all at once. To use an extreme example,
if a City had one billing day for every workday of the month, equally splitting the City into
21 zones and billing each one of them on a different workday, then staff will be spending
all of their time managing the billing process, handling customer concerns regarding their
bill, etc. Even though the “mailing of bills” function is outsourced, the process to get the
data to the vendor takes time as does accepting customer payments. There are
efficiencies to be gained by handling that process “all at once” rather than numerous times
each month. Conversely, there are reasons to have more than one billing cycle in a
month, including the need to not have all bills come in at the same time (which could
create workload issues).

While it makes sense to have more than one billing cycle each month, seven of them can
create a loss of efficiency for office staff. Many utility companies have multiple billing
cycles; however, two or three of them would make more sense for the size operation as
exists in the City of Schertz. With fewer utility billing cycles, Utility Billing employees will
be able to manage the billing process more effectively and use the rest of the month to
focus on handling customer inquiries, setting up new accounts, etc. There is an estimated
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10% cumulative employee efficiency to be gained by reducing read and cycle dates down
to two each month. Two read dates and two cycle dates are recommended.

Recommendation: Reduce the number of Utility Billing read and cycle dates to 2.

(2) Automating Certain Utility Billing Functions Will Increase Staff Efficiency
and Reduce the Risk of Errors.

Utility payments are received in several ways, including electronically. When received
electronically, Utility Billing staff are required to manually enter all data received into the
Utility Billing software system. This manual entry process adds time and increases the
possibility of unintentional errors.

The City also does not allow customers to set up accounts electronically as they must
complete a manual form which employees then manually enter into the utility billing
software system. This manual process adds time for customers and Utility Billing
employees.

Many utility companies have software that allows customers to set up their own account
online, upload documents through a secure website (proof of residency, a copy of their
driver’s license, etc.). The City does not currently offer this service and requests that
customers either come into the office to provide documentation or send it by email (which
iS unsecure).

The City of Schertz should contact its utility billing software vendor to inquire about a
module that will allow customers to set up a new account electronically (with employees
verifying the data prior to starting service), allow customers to access to a secure portal
to make changes to their own utility account and to upload forms/data, and when
payments are made electronically, they are automatically uploaded to the customer’s
account to reduce the risk of data entry errors.

Recommendation: Automate electronic utility billing payment receipting and the
online new account setup processes.

(3) Providing Public Access to Court-Related Paperwork Will Reduce Staff
Workload
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Public access to court-related paperwork is not readily available on the City’s website.
Every time someone comes in or calls because they do not have access to a form, this
takes time away from staff handling other responsibilities. Some municipal courts offer
numerous forms online, in order to make it more convenient for citizens and to lessen
employee workload. An example of forms that are online from another City’s website
include:

- Court Records Request

- Time Payment Contract Application

- Traffic Hearing Request

- Restitution Information

— Protective Order Petition

— Motion to Continue

- Notice of Appearance

- Notice of Appeal

- Fillable Forms (to help someone prepare exhibits for trial)

The following exhibit shows a screen shot from the website for the Municipal Court from
Mesa, AZ3.

Example of Online Court Form Availability
Court Forms

Court Records Request [PDF]

Civil Traffic set Aside [PDF]

Criminal set Aside [PDF]

Time Payment Contract Application [PDF]
Civil Traffic Hearing Request [PDF]
Community Restitution Information [PDF]

Protective Order Petition [PDF]. If you need assistance with this petition, you may contact the Prosecutors office located on the
second floor of the court building.

Protective Order Hearing Request/Dismissal [PDF]
Motion to Continue [PDF]

Notice of Appearance [PDF]

Notice of Appeal Civil Case [PDF]

Notice of Appeal Civil Traffic Case [PDF]

Notice of Appeal Misdemeanor Case [PDF]
Exhibit 2 Lane Straight Away [PDF]

Exhibit 3 Lane Straight Away [PDF]

Exhibit 4 Lane Intersection [PDF]

Exhibit 5 Lane Straight Away [PDF]

Exhibit 5 Lane Intersection [PDF]

The more forms the Court can provide online, the fewer people will call or come into the
Court. Providing online public access to frequently used court documents is beneficial for

3 https://www.mesaaz.gov/city-hall/court/court-forms
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the citizen and for employees. The Court should work with the City’s IT staff to determine
how best to implement this recommendation.

Recommendation: Provide online public access to frequently used court
documents.

2| Staffing Projections

There are currently 20 authorized positions within the Finance Department. These include
the Department Director and an Administrative Assistant, five additional positions in the
Finance Division, nine positions in the Utility Billing Division, and four positions in the
Municipal Court Division.

(1)  Current Staffing Analysis

The Department’s major drivers of Finance workload include the size of the City’s budget,
the number of payroll cycles, the number of invoices and purchase orders, and the
number of checks/ACH payments made.

Major drivers for Utility Billing. Division workload include the number of utility billing
accounts, which correlates to new account set up, the number of utility bills issued each
month, the number of customer phone calls and inquiries, account collections and
payment plans, etc.

Major drivers for Municipal Court workload include the number of new court cases (which
correlates to data entry, payment collection, court scheduling, the number of trials, etc.).

Finance staffing levels are often determined on the size and complexity of the City’s
operations, including the need to appropriately segregate duties to reduce internal control
risks. Based on existing job classifications and staffing allocations, interviews with
employees, the size of the City’s budget, and the workload data from above, the Finance
Department is appropriately staffed.

The following parameters were used in the Utility Billing Division staffing model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity.
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. There are approximately 14,000 customer accounts with monthly billing.

. Most account management (billing, receipting payment, etc.) is done in a couple
of minutes, while only a few customer accounts take more time to complete.

. An average of 30 minutes per day of “admin/other” time, per employee, is
projected.
. The Assistant Utility Billing Manager’s time is calculated in the formula but the

Utility Billing Manager’s time is excluded.

. Staff are available to work 225 days annually when accounting for holidays,
vacation, sick leave, training, etc. (252 working days in.2020 minus an average 27
days for vacations, sick leave, and holidays).

Utility Billing Staffing Model

Account/payment management 167,310 :05 8,365.5 1,045.7
New account set up 112 5 56 7
Phone calls 52 10 520 65
Admin/other 225 2.5 562.5 70.3
Total 9,503.5 1,188

Based on current workload, Utility Billing Clerk staffing should remain the same.

The Division’s Water Meter Technician classification is adequately staffed for handling
water shut offturn-ons, miscellaneous repairs and installations, and a limited number of
meter reading each month for the City’s approximate 14,000 meters. With three
employees in that classification, approximately 14,000 meters, an estimated one hour per
meter installed, repaired, or read (averaged), and a combined 675 working days between
the three employees, that represents 5,400 meters that would need work each year to
justify existing staffing levels. This represents 38.5% of the City’s total meters, which is a
high percentage of meters that will need something done to them on an annual basis.
There is however a need to have an adequate number of employees available for
immediate problem solving, repairs, meter shut offs, etc. and so the City’s current staffing
levels are appropriate.
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The following parameters were used in the Municipal Court Division staffing model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity.

. Citation processing is from
acceptance/processing.

inception to completion, including payment

. Data for the number of citations and warrants are the average from FY17 and
FY18.

. Admin/other includes other payment acceptance (non-citation related).

. Court “room” time includes cumulative employee time spent in the courtroom on
days court is in session, estimating 30 court days per year (averaging 2.5 each
month).

. A projected average of 30 minutes per day of “admin/other” time per employee.

. Phone calls are estimated at 10 hours weekly.

. Staff are available to work 225 days annually when accounting for holidays,

vacation, sick leave, training, etc. (252 working days in 2020 minus an average 27
days. for vacations, sick leave, and holidays).

Municipal Court Staffing Model

Annual Time in

Workload Type

Workload

Hours

Citation Processing 7152 75 5,364 670.5
Court “room” time 30 8 240 30
Phone calls 1 520 520 65
Warrant Processing 2,313 75 1,734.75 216.84
Admin/Other 225 2 450 56.25
Total 8,308.75 1,038.6
Required Municipal Court Employees 4.6

Based on current workload, Municipal Court staffing should increase by one Municipal
Deputy Court Clerk in 2021.
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(2) Projected Finance Department Staffing Requirements

The City is estimated to grow in population and housing by approximately 2.9% per year
from 2020 through 2030. Based on that projected growth, Utility Billing and Municipal
Court workload is expected to increase 15% by 2025 and 30% by 2030. Finance workload
is estimated to increase by 7.5% by 2025 and 15% by 2030.

(3) Projected Staffing Summary

The following table illustrates the staffing recommendations for the Finance Department
over the next 10 years:

Employee Projection 2020
Unit Classification Factors Authorized 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
. Executive
Finance Director of position; does not 1 1 1 1 1 1 1 1 1 1 1
Finance scale

Administrative Support position;

Assistant scales at 1 per 1 1 1 1 1 1 1 1 1 1 1
Department
Supervisory
Assistant position, scales
Director of with workload 1 1 1 1 1 1 1 1 1 1 1
Finance demands and
span of control
Scales to the
Accountant workload
(Senior or Y TR 2 2 2 2 2 2 2 2 2 2 2
Accountant ) o
unit
Scales to the
Financial workload
Analyst demands of the [ 1 i ! ! ! ! ! ! ! !
unit
Scales to the
AP workload
Coordinator demands of the 1 L 1 1 ! ! ! ! ! ! !
unit
A Division manager
Utility Billing Uity Billing position; does not 1 1 1 1 1 1 1 1 1 1 1
Manager
scale.
Scales based on
. workload, number
Asst. Utility of employees, 1 1 1 1 1 1 1 1 1 1 1
Biling MGR
and span of
control
Scales based on
workload
Utility Billing demands
Clerk (I or ) including number 4 4 5 5 s s s s ° 6 6
of customer
accounts
Scales based on
workload
demands
Water Meter 1 ding the 3 3 3 3 3 3 3 3 3 3 3
Tech (I or Il
number of
customer
accounts/meters
. Division manager
Municipal Court .
Court Administrator positions, does 1 1 1 1 1 1 1 1 1 1 1

not scale
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Employee

Unit Classification

2020
Authorized

Projection

Factors 2021 2022 2023

2024 2025 2026 2027 2028 2029 2030

Deputy Court
Clerk (incl.
Senior
designation)

Scales based on
workload
including number
of violations filed,
number of
warrants issued,
fines/fees
collected, etc.

Finance Department TOTAL

20 21 22 22

23 23 23 23 23 24 25

Recommendation: Increase authorized Municipal Court Deputy Clerk positions

from 3 to 4 in 2021.

Recommendation: Increase authorized Utility Billing Clerk positions from 4 to 5 in

2022.

Recommendation: Increase authorized Municipal Court Deputy Clerk positions

from 4 to 5 in 2024.

Recommendation: Increase authorized Utility Billing Clerk positions from 5 to 6 in

2029.

Recommendation: Increase authorized Municipal Court Deputy Clerk positions

from 5 to 6 in 2030.
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I 8 Fire Rescue Department

The Fire Department is primarily responsible for responding to emergency incidents in
the City of Schertz, providing training to personnel to ensure maintenance of licenses and
certifications, conducting plan review for fire and life safety components, conducting
public education efforts in the community, developing pre-fire plans for commercial
occupancies and inspecting commercial occupancies - according to established
schedules.

The current organizational structure of the Fire Rescue Department is shown in the
following organizational chart.

Fire Chief

Senior Admin
Assistant

Training and

Assistant Fire
Chi

Fire Marshal ief

Safety Officer

L DepLty Fire Battalion Chief (3)

== Lieutenant (9)

Fire Apparatus
Operator (9)

= Fire Fighter (18)
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1 Operational and Technological Changes Needed

There are no major technology needs within the Fire Rescue Department. The
Department has technology available to meet their service delivery needs.

2 Staffing Projections.

The following sections outlined the staffing projections for each of the functional areas
within the Fire Department.

(1)  Office of the Fire Marshal.

The Office of the Fire Marshal is responsible for reviewing building plans submitted for
new construction projects to ensure compliance with established codes. The office also
conducts recurring and initial inspections of commercial occupancies and oversees
commercial building prevention activities. In addition to prevention activities the Office of
the Fire Marshal is also responsible for the investigation of suspicious fires.

The Office is staffed with one (1) Fire Marshal and one (1) Deputy Fire Marshal.

To assess the adequacy of staffing levels in the Office of the Fire Marshal, the project
team utilized a number of quantitative and qualitative indicators, which were used to
determine the appropriate staffing levels for providing fire prevention services in the City
of Schertz.

. All commercial occupancies are pre-fire planned annually.

. High hazard commercial occupancies are pre-fire planned twice annually.

. There are approximately 530 fire inspections conducted annually.

. There are approximately 250 plan reviews conducted annually.

. There are no personnel permanently assigned to conduct life safety and public

education efforts.

The number of inspections conducted as a workload indicator varies as the complexity
and size of the occupancy varies depending on the type of occupancy being inspected.
The project team evaluated the mandated inspections conducted by SFD prevention
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personnel in FY 2017, 2018 and 2019 and used the three-year average to determine
appropriate staffing levels.

The following table illustrates the workload in the Office of the Fire Marshal for the
previous three (3) years and the correlation to staffing requirements.

FY 2017 FY 2018 FY 2019 Target per Current Staff

Inspection/Permit Type Conducted  Conducted Conducted Staff Staff Needed

Fire Inspections 519 520 530 750 1 71
Plan Reviews 209 395 305 500 1 .61
Fire Investigations 10 11 12 80 hours ea. 0 .46
Public Education 200 200 200 2 hours ea. 0 .20
Fire Code Enforcement 255 260 270 750 0 .36
Meeting / Other 504 504 504 1 hour ea. 0 .24
Total Workload 728 905 835 1,250 2 2.58

As illustrated above, there is currently the need for 2.6 personnel in the Fire Marshal
Office to be able to effectively handle average the current workload and required
attendance at City and regional meeting. It is important to note that this is a total building
envelope target, regardless of the number of occupancies in the building.

Recommendation: Add one additional Deputy Fire Marshal position in FY 2021.
Continue to monitor the growth in the City and add an additional Deputy Fire
Marshal (Inspector) positions as workload demands indicate the need.

(2) Operations.

The Operations Division is responsible for responding to emergency incidents in the City
of Schertz. The Division also conducts pre-fire planning on all commercial occupancies
in‘the City annually. The Assistant Chief is responsible for the oversight of the Division
and handles hiring, promotional process and professional standards for the Department.
This position also develops specifications for new apparatus and equipment and conducts
quality assurance checks on incident reports.

The Operations Division has 40 full time personnel. The Division is led by an Assistant
Chief the supervises three (3) Battalion Chiefs, who serve as the head of each shift. A
Lieutenant is assigned to supervise shift personnel assigned to each station. There are
nine (9) Lieutenants. The staffing also includes nine (9) apparatus operators and 18
Firefighters.
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(@) Call Demand

The following table illustrates the workload for the Operations Division the past three (3)

calendar years.

Calls for Service by Type

2017
False Alarm & False Call 158
Good Intent Calls 544
Hazardous Condition 123
Fire 131
Overpressure Rupture 41
Rescue and Emergency Medical 1,418
Severe Weather/Natural Disaster 3
Service Calls 258
Special Incident Type 131
Total Calls for Service 2,807

2018

187
551
90
156
78
1,500
1

230
200

2,993

2019
(Jan -
Aug)

141
411
67
105
46
1,152
3

238
198

2,361

Total

486
1,506
280
392
165
4,070
7

726
529

8,161

Pct.

6.0%
18.5%
3.4%
4.8%
2.0%
49.9%
0.1%
8.9%
6.5%

As shown above, Rescue and EMS calls account for the majority of calls for service at
50% of the call volume, while fires account for 5% of the calls.
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The following table illustrates the calls for service by hour and weekday for January —

August 2019:

Hour

12:00 AM
1:00 AM
2:00 AM
3:00 AM
4:00 AM
5:00 AM
6:00 AM
7:00 AM
8:00 AM
9:00 AM

10:00 AM

11:00 AM

12:00 PM
1:00 PM
2:00 PM
3:00 PM
4:00 PM
5:00 PM
6:00 PM
7:00 PM
8:00 PM
9:00 PM

10:00 PM

11:00 PM

Total

Calls for Service by Hour and Weekday
Sun Mon Tue Wed Thu

7 6 22
11 11 2
9 12 5
8 5 4
S 6 11
S 6 11
11 7 10
8 9 23
12 17 19
9 15 M1
16 16 11
13 14 23
20 25 17
14 16 12
18 17 25
11 19 19
20 21 27
21 33 30
18 16 18
8 11 18
16 20 19
12 6 18
17 12 11
5 7 14

13

9
12

3

3

2
13
12
15
19
12
21
14
26
24
19
19
23
18
14
25
17

7

7

14

Fri

NW N oo,

10
11

8
16
13
12
24
15
23
24
23
18
16
10
18
14
17
14

Sat

294 327 380 347 412 320 281

100

97
114
136
127
150
122
142
170
120

94
140
111
110

69

2,361

As illustrated above, the busiest hour is the 5:00 pm hour and slowest hour is 4:00 am
hour in terms of call demand. Thursday is the busiest day of the week with Sunday having

the lowest call demand.

The following map illustrates the call demand for fire services in the City in 2018:
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2018 Calls For Service
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(b) Emergency System Dynamics

In making decisions about the emergency services system, it is important for the
leadership of Schertz to understand the science behind the location of resources, the
deployment strategies of those resources, and other parts necessary to form an effective
emergency services system. For many years the Insurance Services Office (ISO) had set
the standard for deployment through their Public Protection Classification system. This
system was designed to provide insurers a basis for setting insurance rates and to limit
their exposure to large losses and catastrophic events: While these efforts provided a
good starting point, there is much more for the leadership to know while making decisions
about the fire rescue services in Schertz.

Nationally, a great deal of effort and research has been put into developing performance
objectives for the delivery of fire and rescue services. This effort is critical for local
governments making decisions about deployment and location of emergency resources.
The objectives promoted for Fire/Rescue have their basis derived from research that has
been conducted regarding the key point in a fire’s “life” for gaining control of the blaze
without the impact on the structure of origin and those structures around it:

The chart that follows; shows a typical “flashover” curve for.interior structure fires. The
point in time represented by the occurrence of “flashover” is critical because it defines
when all the contents of a room become involved in the fire. This is also the point at which
a fire typically shifts from “room and contents” to a “structure” fire — involving a wider area
of the building and posing.a potential risk to the structures surrounding the original
location of the fire.

All times are based on national averages

|¢—— FLASHOVER-too late

| Fire Growth Unrestricted I

p Firefighlers open hose nozzles now
1= o

4——— Smoke detector sounds alarm
<4— Residential sprinier activates

Products of Combustion

Fire Growth Restricted
§ |
+
1 2 3 4 5 6 { £ 8 9 10 Time in Minutes
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| | 1
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Note that this illustration depicts a fire from the moment of inception — not from the
moment that a fire is detected or reported. This demonstrates the importance of early
detection and fast reporting as well as rapid dispatch of responding units. This also shows
the critical need for a rapid (and sufficiently staffed) initial response — by quickly initiating
the attack on a fire, “flashover” can be averted. The points below describe the major
changes that occur at a fire when “flashover” occurs:

. It is the end of time for effective search and rescue in a room involved in the fire.
It means the likely death of any person trapped.in the room — either civilian or
firefighter.

. After this point in a fire is reached, portable extinguishers can no longer have a

successful impact on controlling the blaze. Only larger diameter fire hoses will
have enough water supply to affect a fire after this point.

. The fire has reached the end of the “growth” phase and has entered the fully
developed phase. During this phase, every combustible object is subject to the
full impact of the fire.

. This also signals the changeover from “contents” to “structure” fire. This is also
the beginning of collapse danger for the structure. Structural collapse begins to
become a major risk at this point and reaches the highest point during the decay
stage of the fire (after the fire has been extinguished).

It should be noted that not every fire will reach flashover — and that not every fire will “wait”
for the 8-minute mark to reach flashover. A quickly responding fire crew can do things to
preventor delay the occurrence of flashover. These options include:

. Use of a master stream device, using a handline through a window, or other “fast
attack” methodology.

. Ventilating the room to allow hot gases to escape before they can cause the
ignition of other materials in the room.

. Not ventilating a room — under some circumstances this will 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. In the absence of automatic
fire suppression systems, access to interior fires can again be limited by a safety
requirement related to staffing levels. OSHA and related industry standards require the
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presence of at least 2-firefighters on the exterior of a building before entry can be made
to a structure in which the environment has been contaminated by a fire. In the absence
of a threat to life demanding immediate rescue, interior fire suppression operations are
limited to the extent a fire service delivery system can staff, to assuring a minimum of 4-
people actively involved in firefighting operations. Staffing levels also impact property
damage, loss of business, and other economic impacts such as utilities, sales and income
tax, and property taxes.

The results of these research efforts have been utilized by communities and first
responders, often on their own with no single reference, to develop local response time
and other performance objectives. However, there are four major sources of information
to which responders and local policymakers: can refer when determining the most
appropriate response objectives for their community:

. The Insurance Services Office (ISO) provides basic information regarding
distances between fire stations. However, this “objective” does little to recognize
the unique nature of every community’s road netwark; population, calls for service,
call density, etc.

. The National Fire Protection Association(NFPA) promulgated a document entitled:
“NFPA 1710: Objective for the Organization and Deployment of Fire Suppression
Operations, Emergency Medical Operations, and Special Operations to the Public
by Career Fire Departments.” This document (NFPA 1710) was published in 2001
and generated a great deal of dialogue and debate — which is still ongoing.

. The Commission on Fire Accreditation International (CFAI) in its “Objectives of
Coverage” manual places the responsibility for identifying “appropriate” response
objectives on the locality. These objectives should be developed following a
comprehensive exercise in which the risks and hazards in the community are
compared to the likelihood of their occurrence.

(c) Response Time

Response time to an emergency or call for assistance has been broken down into
measurable and non-measurable segments. The response time continuum begins when
the state of normalcy changes to a recognizable emergency. The following chart outlines
the cascade of events that occurs once an emergency starts or is recognized. Those
highlighted points represent hard data or that which is quantitative versus soft data or that
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which is subjective and unknown.

Response Time Continuum

| State of Normalcy |

| Discovery of Emergency |

| Reaction to Emergency |

| Call Received by PSAP |

Call Processing

| Response Units Notified |

| Units Responding |

| Units Arriving |

| Mitigation Begins |

| Mitigation Completed |

| State of Normalcy Returns |

The highlighted points in the chart above represent three segments that can be used for
evaluation; call processing, turnout time, and travel time. Each of these components
represent a different point in the response time continuum and through their measurement
and evaluation areas for improvement can be identified. Below are the definitions for the
three.components:

. Call Processing is the 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).

The National Fire Protections Association (NFPA), Center for Publics Safety Excellence
(CPSE), and the Insurance Services Office (ISO) offered reference points for
communities to follow relative to fire service responses, however, only NFPA 1710 offers
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any specificity. It is important to note that the performance objectives (in terms of
response times) provided in the NFPA 1710 document are derived from the basic
research previously described. These include the following (all are taken from section
4.1.2.1 of NFPA 1710):

. One minute four seconds (64 seconds) for the processing of an incoming
emergency phone call, including the completion of the dispatching of fire response
units.

. “One minute twenty seconds (80 seconds) for turnout time for fire related

incidents.” This is also called reflex time, reaction time, “out-the-chute” time, etc.
This is the time that elapses between dispaich and when the units are actively
responding.

. “One minute (60 seconds) for turnout time for emergency medical incidents.” This
is also called reflex time, reaction time, “out-the-chute” time, etc. This is the time
that elapses between dispatch and when the units are actively responding.

. “Four minutes (240 seconds) or less for the arrival of the first arriving engine
company at a fire suppression incident and / or 8 minutes (480 seconds) or less
for the deployment of a full first-alarm assignment at a fire suppression incident.”

. “Four minutes (240 seconds) or less for the arrival of a unit with first responder or
higher-level capability at an emergency medical incident.”

. In section 4.1.2.4, NFPA 1710 goes on to state: “The fire department shall
establish a performance objective of not less than 90 percent for the achievement
of each response time objective specified in 4.1.2.1”

. The AHA does not promulgate or identify performance objectives it does however
provide the background information and motivation for the responses to cardiac
arrest and other health related issues.

It is also critical to note that these time objectives apply to emergency calls for service —
there is nothing in the NFPA documents (nor in any other objective) that suggests that
communities cannot establish a differential response to calls for service determined to be
non-emergency in nature. In the response timetables included below, non-emergency
responses were removed; only emergency responses are included.
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The expression of response time has changed. In years past the measurement was
expressed as an average of time. This essentially represents how the system or
department is performing 50% of the time and is not a true reflection of how a department
is performing. With the research that has been performed in developing performance
standards and practices the use of fractal time has become the best practice in the
measurement and presentation of response time components. Fractal response time
measures how often (as a percent of calls) a department_can perform within each
response time component. The NFPA and CPSE use the 90" percentile as the standard
to meet for benchmark and baseline criteria.

Previously the Center for Public Safety Excellence had defined benchmark and baseline
response times for each of the three components. They have since determined they are
not a standard making organization and decided to leave the establishment of response
time standards to others. However, their body of work is significant and has been used
by numerous communities across the country to assist with determining what baseline
services should be for a community.

The definitions for the criteria of each service area are defined in the table below. CPSE
also gives a community a range of acceptable performance standards from “Baseline”,
minimally accepted performance or to “Benchmark”, fully compliant with best practices.
CPSE had previously set the following performance standards for urban, suburban and
rural areas:

Service Area/ Population Density Response Travel Time Standards
Urban: Population density of over 1,000 per square mile

1st Unit 2nd Unit 1=t Alarm Performance
Balance
Benchmark 4 minutes 8 minutes 8 minutes 90%
Baseline 5 minutes/12 10 minutes 24 10 minutes/24 90%
seconds seconds seconds
Suburban: Population density between 500 and 1,000 per square mile
Benchmark 5 minutes 8 minutes 10 minutes 90%
. 6 minutes/30 10 minutes/24 .
Baseline seconds seconds 13 minutes 90%
Rural: Population density of less than 500 per square mile
Benchmark 10 minutes 14 minutes 14 minutes 90%
. . 18 minutes/12 18 minutes/12
Baseline 13 minutes seconds seconds 90%
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Schertz Fire Rescue has been using a performance target of 5 minutes to report their
travel time performance. The following table illustrates this travel time performance over
the past three years:

Travel Time 5 Minutes or Less

2019
2017 2018 (Jan — Aug)
Station 1 44% 35% 36%
Station 2 59% 56% 59%
Station 3 N/A 72% 70%
Overall 50% 48% 50%

As illustrated, the Department is meeting the established performance standard only 50%
of the time. Station 1 is performing the lowest at 36% and Station 3 the highest at 70%.
When performance is examined using the 90" percentile, the following results are realized
for the Department for turnout and travel times over the past three (3) years.

The national standard for turnout time performance is one minute 20 seconds 90% of the
time. The following table illustrates how well Schertz is performing against that standard
on emergency calls only, non-emergency calls are not used to measure this performance:

Scheriz Fire Rescue Department Turnout Time

System Performance

2017 | 2018 2019
Fire Calls
Benchmark 1:20 3:08 1:48 2:47 1:27 2:40 0:35
Avg.: 1:49 1:41 1:30

The national benchmark standard for travel time is four minutes. Schertz has established
a performance objective of 5 minutes for travel time to emergency incidents. The following
table illustrates how well Schertz is performing against their travel time objective of 5
minutes:

Schertz Fire Rescue Department Travel Time
System Performance

2017 2018 2019
Performance Variance Performance Variance Performance Variance
Goal 5:00 9:53 4:53 8:13 3:13 9:43 4:43
Avg.: 6:39 5:01 6:33
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As illustrated above, the Fire Rescue Department is performing below industry standards
in terms of turnout time performance and below their established travel time performance
standard of five (5) minutes. Turnout time is a factor that can be improved by setting and
measuring the target of turnout in 80 seconds or less 90% of the time.

Recommendation: Establish and monitor turnout time performance on a monthly
basis and report the performance to each station.

Recommendation: Continue to measure travel time performance and construct
new stations to ensure travel time performance meets the performance
expectations of the community.

4, The Fire Department Should Staff The Ladder Truck at Station 2

The City of Schertz has realized strong growth along the Interstate 35 corridor. Along with
this commercial growth has been an increase in multi-story, high occupancy properties,
including several hotels. It is important to have the ability to place an aerial apparatus
early in a working fire in these locations to effect rescue operations and ventilate the
structure. Ladder companies also serve critical rolls on residential fires including
ventilation, salvage and overhaul to protect property from the water used to extinguish
the fire. The staffing of the ladder company at Station 2 should be a high priority for the
City.

The following. map illustrates ‘how well the stations work together to provide an effective

response force for emergency incidents utilizing an 8 minute standard for developing an
effective response force.
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8 Minute Travel Time
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The staffing should include a Captain, Driver Operator and two (2) Firefighters on each
shift. The Captain will serve as the overall station commander as there would now be two
(2) companies operating from this station. This ensures the Captain is the overall station
commander and supervisor of the ladder company, while the Lieutenant remains
responsible for supervision of the personnel assigned to the engine company. This will
require an additional three (3) Captains, three (3) Driver/Operators and six (6) firefighter
positions to cover the three platoons.

Recommendation: Staff the ladder company at Station 2 with four (4) additional
personnel daily.

(83) Office of the Chief.

The Chief provides overall direction, guidance and leadership for the Fire Department.
The Chief has responsibility for every area of the organization and ensures that all
employees perform their jobs in accordance with the overall mission of the Department
and in accordance with the established values. Reporting directly to the Chief are the
Senior Administrative Assistant, Fire Marshal, Assistant Chief and Training and Safety
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
multiple reporting relationships, responsibility for communication and control are
clearly identified and understood.
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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. The spans of control in
the Chief’s Office align with these best practices.

The Fire Chief is also designated as the Emergency Manager for the City. This is a critical
function and requires constant attention and planning to ensure the City is operationally
ready to mitigate natural and manmade disasters. As the City continues to grow the need
for a dedicated emergency management. coordinator will be critical to ensure this
operational readiness occurs. This position would be responsible for ensuring the
emergency management plan is continually updated and practiced ensuring all personnel
with responsibilities according to the plan are appropriately trained and ready in the event
of a large-scale emergency.

Recommendation: Hire a dedicated Emergency Management Coordinator in FY
2022.

(4) Training and Safety
The Fire Rescue Department has a single person assigned to oversee the training of the
Department. This position is also the Safety Officer for the Department. The Training and

Safety Officer ensures all certifications and licenses are maintained and up to date for
personnel. This position also conducts safety inspections of stations and protective gear
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to ensure personnel are working in a safe environment and their protective gear meets
standards.

The following table illustrates the training hours for fire personnel in the past three fiscal
years

Training Hours by Year

Inspection/Permit Type FY 2017 FY 2018 FY 2019
Training Hours 9,449 8,000 8,500

The Training Officer maintains detailed training records for each employee of the Fire
Rescue Department. The data is available by employee and details the type of training
attended and the total hours by subject matter.

There are no recommended staffing changes to the Training and Safety Division.

3| Staffing Summary for the Fire Rescue Department

The following table illustrates the staffing recommendations for the Fire Rescue
Department over the next 10 years:

2020 2021
Authorized (Rec)

Employee

Unit Classification

Projection Factors 2022 2023 2024 2025 2026 2027 2028 2029 2030

Fire Rescue Department

Executive officer

Admin Fire Chief o 1 1 1 1 1 1 1 1 1 1 1
position; scales at 1
per division.
Admin Sen_lor Admin Support positions; 9 1 1 1 1 1 1 1 1 1 1
Assistant scales based on
workload
Emergency . Y
Admin Management ~ CXocutive g;fl'ce' . 0 0 1 1 1 1 1 1 1 1 1
Coordinator position, scales at
one per organization
Eir Executive officer
© Fire Marshal position, scales at 1 1 1 1 1 1 1 1 1 1 1
Marshal o
one per unit
Fire Deputy Fire
Marshal Marshal Scales to the ! 2 2 2 2 2 2 2 2 2 2
workload of the unit
- Training and Executive officer
Training Safety Officer position, scales at 1 1 1 1 1 1 1 1 1 1 1
one per unit
. ) Executive officer
Operations ~ ASSistantFire 0 iion, scales at 1 1 1 1 1 1 1 1 1 1 1

Chief !
one per unit
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. Employee - 2020 2021
Unit Classification Projection Factors Authorized  (Rec) 2022 2023 2024 2025 2026 2027 2028 2029 2030
Scales to
supervisory spans of
Operations ~ Battalion Chief ~ control- Spans of 3 3 3 3 3 3 3 3 3 3 3

control range
between 6 and 9
subordinates.

Supervisor; scales at
Operations ~ Captain one per two 0 3 3 3 3 3 3 3 3 3 3
company station

Supervisor Scales at

Operations  Lieutenant X 9 9 9 9 12 12 12 12 12 15 15
one per assigned
apparatus

Operations Ve’ Scales at one per 9 12 12 12 . 15 15 15 15 15 18 18

Operator assigned apparatus

Elective priority;
scales based on

Operations  Firefighter level of coverage 18 24 24 24 30 30 30 30 30 36 36
desired at the
District station.

FIRE RESCUE TOTAL 45 58 59 59 71 71 71 71 71 83 83

There are two (2) newly created positions recommended for the Fire Rescue Department
over the next 10 years. These include a dedicated position for the oversight of Emergency
Management and a Captain position to serve as the supervisor of the ladder company
and overall station commander at Station 2. There is also the need for an additional
Deputy Fire Marshal position.

Other additional positions are aligned with the staffing of the ladder company and planned
construction of a 4™ Station in 2023 and 5™ station in 2028 and the workload demands in
fire prevention. Staffing increases by 3 Lieutenants, 3 Driver/Operators, and 6
Firefighters per new station. As shown, these are estimated to occur in 2024 and 2029.

Recommendation: Increase staffing by 3 Lieutenants, 3 Driver/Operators and 6
Firefighters to staff Station 4 in 2024.

Recommendation: Increase staffing by 3 Lieutenants, 3 Driver/Operators and 6
Firefighters to staff Station 5 in 2029.

Matrix Consulting Group Page 82



DRAFT Report on the Staffing Study SCHERTZ, TEXAS

I 9 FLEET AND FACILITY SERVICES DEPARTMENT

The Fleet and Facility Services Department consists of the Fleet Maintenance and
Facilities Maintenance divisions. The Department repairs and maintains all City vehicles
and equipment, as well as its facilities. The Fleet Division provides maintenance, repair,
upgrade and outfitting services for all City owned vehicles and equipment. This includes
preventive and corrective maintenance, state inspections, tire services, troubleshooting,
and others. The Division also orders, stocks, distributes and manages automotive parts.
The Division also develops specifications for the fleet and makes recommendations for
replacements. Fleet Services also provides motor pool services.

The Facilities Services Division maintains and repairs all City facilities, consisting of
floors, carpet, offices, storage areas, restrooms, cells, conference rooms, and others.
The Division also sets up for functions, events, departmental meetings, etc. The Division
also oversees the cleaning contract and contracted repairs to City facilities.

The current organizational structure of the Department is shown in the following
organizational chart.

Director of Fleet
and Facility
Services

Administrative
Assistant

Fleet Manager Facilities Manager

Fleet Foreman HVAC Technician Facilities Foreman Facility Services

Supervisor

Facilities Services
Technician

3)

Fleet Mechanic

4)
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1 Operational and Technological Changes Needed

This chapter provides an analysis of the major operational and technological changes
required in the Fleet and Facility Services Department.

(1)  The City Should Centralize the Ownership and Management of the Fleet
under the Fleet Division of the Department.

Currently, the Fleet Maintenance Division of the Fleet and Facility Services Department
is responsible for the maintenance and repair of 336 vehicles and pieces of equipment.
This listing is summarized below.

Sedans 6 9.7
Pickups, Large Vans 98 6.5
Patrol Units 62 4.9
Heavy Equipment 57 7.2
Non-Motorized Units (e.g., trailers) 33 9.0
Small Engines (e.g., pumps, generators) 39 8.3
Mowers 16 13.1
Fire Apparatus 5 14.5
Ambulances 10 4.4
Motorcycles, Boats 10 7.5
Total 336 7.2

As the table shows, there are 336 distinct units maintained by the Fleet Division. The
current practice of the City is that each City department that operates a vehicle or piece
of equipment “owns” this unit, and as such, directs its maintenance, repair and
replacement. The Fleet Manager may be involved in these decisions, however it is
ultimately the responsibility, and authority, of each department to make these decisions.

The fragmentation of ownership of the City’s fleet results in disparate bases for decisions
regarding maintenance, repair and replacement, and even what constitutes acceptable
utilization levels of each of these units. This can result in sub-optimal expenditures over
the courses of the useful lives of each piece of equipment. In any case, it is clear that
there is a non-standard approach to the management of the fleet.

There are many advantages to centralizing the ownership and management of the fleet
under a single City department. These include the following:

. A single department can develop and implement a standardized preventive
maintenance (PM) program and enforce compliance with the program. Currently,
the Fleet Division cannot enforce compliance with the PM program, and in fact,
reports that it does not know with any certainty which vehicles will appear in the
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shop on a daily basis requiring PM. This has obvious impacts on the ability of
Mechanics to plan their work.

. A single department can make better decisions on vehicle and equipment
allocation. A key factor in the ability to determine the overall utilization of the fleet
is access to fueling events, and by extension, the overall utilization of the fleet, as
well as of individual units. Currently, all units are fueled at Valero stations, and the
Fleet Division does not receive reports on the amounts of fuel or the miles (or
hours) driven by specific units during particular time periods. A central department
that is monitoring fleet utilization is best-positioned to make decisions regarding
whether specific units may be candidates for eliminating from the fleet, or which of
these may be candidates for sharing between departments.

. A single department can make better decisions relating to optimal replacement
periods. When the replacement decision is left to individual departments, not only
are these decisions made on differing bases, but they are typically made based on
the availability of replacement funds in a current year, as opposed to being made
in accordance with pre-determined economic life cycles that minimize the total
operating cost to the City.

The project team recommends that the ownership. of all vehicles and equipment be
transferred to the Fleet Division of the Fleet and Facility Services Department. The Fleet
Manager should be‘ vested with the authority to make. decisions regarding the
maintenance, repair and replacement of each unit in the City’s fleet. Further, this authority
should extend to directing the sharing of equipment when appropriate, and the ability to
remove vehicles from individual department fleets when chronic under-utilization is
apparent.

The centralization of the fleet can also take the form of converting the Fleet Division to an
internal service fund, which would require that the division be self-sustaining from a
financial standpoint. This would require that the division establish charge-back rates for
maintenance and repair that are designed to ensure that the division break-even on a
financial basis at the end of each year. This form of organization ensures the highest
degree of accountability for providing efficient and cost-effective services which can be
easily compared to private maintenance providers in the area.

The project team recommends that the City convert the ownership of all units to the Fleet
Division, however it should delay the conversion of the Fleet Division to a self-sustaining
enterprise fund for at least 12 months, as both departments and the Fleet Division become
acclimated to the change in ownership.

Recommendation: The City should convert the ownership of all departmental
vehicles and equipment to the Fleet Division.
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Recommendation: The City should establish the Fleet operation as an internal
service fund.

(2) The Fleet Division Should Ensure Greater Accountability for Parts in
Inventory.

The Fleet Division maintains a moderate amount of inventory inits parts room that is used
by Mechanics when parts are needed for repair. The Mechanics themselves are
responsible for procuring their own parts from the parts room, installing the parts on
vehicles and equipment, entering the used part within the “Manager Plus” fleet
management information system (FMIS), and identifying parts that have reached
minimum threshold levels that require re-ordering. The project team’s observation of this
process indicates that Mechanics make their best efforts to ensure that all parts that are
used are also entered in the FMIS, however as their primary jobs are to repair and
maintain vehicles and equipment, they may, at times, fall short of this objective.

To determine the degree to which the current Mechanic-driven parts inventory process is
functioning well from a financial accountability perspective, the project team selected ten
random parts number from the FMIS and enlisted the assistance of the Fleet and Facilities
Director in comparing the numbers of parts actually on the parts room shelves to the
numbers indicated in the FMIS.

(Not recorded) Ball Kit 2.5 3 3 0
23-5094 Air Drier Accumulator 3 1 (2)
24068 Cabin Air Filter 3 2 (1)
H1BP Sylvania H1 Headlight Bulb 6 6 0
51060 Wix Oil Filter 7 7 0
38623 Orifice Tube 6 1 (5)
EMD750 Halogen Bulb 7 0 (7)
1683 24 Volt Light Bulb 8 8 0
58847 Wix Transmission Kit 10 0 (10)
27060 Fuel Hose 10 feet 10.5 feet 0.5

As can be seen in the table, there were six instances out of ten that indicated a
discrepancy between the inventory figures shown in the FMIS and the actual numbers of
parts on the shelf, however only three of these differences were of sufficient size to be
considered material.

The project team recommends that the Fleet Division tighten both the security of the parts
room, as well as the procedures in place for recording parts usage. Again, Mechanics
are generally not focused on the administrative procedures related to parts usage, but
rather on repair and maintenance, and the quick turnaround times associated with quality,
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safe repairs. These administrative procedures are most effectively administered by
professional parts personnel who are responsible for ordering, receiving, stocking,
disseminating, and accounting for all parts in the parts room.

The project team recommends that the Fleet Division hire a Parts Room Clerk to
administer the activities of the parts room. This will alleviate Mechanics of the
responsibility of ensuring the accountability of parts, which interviews indicate is
consuming a very large percentage of their collective time. Although the Human
Resources Department should evaluate the content of the position of Parks Clerk for its
appropriate placement in the City’s Classification and Compensation Plan, the project
team estimates that this position may be placed at a Pay Grade 18 for cost-estimation
purposes. The Step 1 salary for this pay grade is'$29,473.60. Adding 40% for fringe
benefits results in an estimated total annual compensation for this position of $41,263.04.

Recommendation: The Fleet Division should enhance controls over its parts
inventory.

Recommendation: The Fleet Division should hire a Parts Clerk to administer the
parts inventory.

(83) The Fleet Division Should Add Two Mechanics.

To determine mechanic staffing requirements, we use vehicle equivalent unit (VEU)
analysis. In the fleet industry organizations such as NAFA (the National Association of
Fleet Administrators) and the American Public Works Association (APWA) have
developed and published a standard approach for comparing fleets of differing
composition and calculating mechanic staffing requirements. This approach is known as
vehicle equivalency analysis (or sometimes maintenance repair unit analysis).

A vehicle equivalency represents a relative repair factor that enables comparisons
between different types of vehicles and different fleets. The baseline that is used is the
general passenger sedan, having a VEU of 1. All other types of vehicles and equipment
are given a VEU based on the relative level of effort to maintain them in comparison to a
sedan. For instance, a law enforcement patrol vehicle is generally given a VEU of 2.5,
indicating this type of vehicle required 2.5 times the level of effort to maintain than does
a sedan. A trailer might be given a VEU of .5, while a fire truck, on the other end of the
spectrum, has a VEU of 10.0.

For this project, we assigned a VEU for each make and model of vehicle. The 336 active
vehicles in the fleet total 723 VEUs. Therefore, the Fleet Maintenance Division is
responsible for maintaining a fleet that is the equivalent of 723 sedans. The following
table summarizes VEU calculations.
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Sedans 6 6.0
Pickups, Large Vans 98 147.0
Patrol Units 62 155.0
Heavy Equipment 57 199.0
Non-Motorized Units (e.g., trailers) 33 16.5
Small Engines (e.g., pumps, generators) 39 20.5
Mowers 16 16.0
Fire Apparatus 5 50.0
Ambulances 10 100.0
Motorcycles, Boats 10 13.0
Total 336 723

Given normal conditions relating to fleet age, terrain driven, normal accident rates, and
other factors, vehicle mechanics can each effectively maintain between 90 and 110
VEUs. Given that there are 4.75 mechanic positions at full staffing levels (the 0.75 FTE
accounts for the Foreman, who estimates that three-quarters of available time is spent in
“wrench-turning” activities), the 723 VEUs indicates that each FTE Mechanic position is
responsible for approximately 152.2 VEU, which is well above the top of the range of 90
to 110 VEU. In order to reach the top limit of 110 VEU per Mechanic, the Division requires
an additional two (2) Mechanic positions.

Recommendation: The Fleet Division should hire two Fleet Mechanics.

(4) The Facility Services Division Should Develop and Implement a Preventive
Maintenance Program for City Facilities.

Many building industry and facilities management groups, including the American Public
Works _Association, the Building Owners. and Managers Association (BOMA)
International, the Association of Physical Plant Administrators (now named the
Association of Higher Education Facilities Officers), and the Association of School
Business Officers agree on the benefits of well-planned preventive maintenance.

These professional associations cite preventive maintenance for its effects on improving
equipment’s operating efficiency, preventing premature replacement of components, and
avoiding interruptions for building occupants. Effective preventive maintenance has been
widely proven to reduce long-term costs by maximizing the operating capacities of
equipment, minimizing downtime, and avoiding breakdowns that would otherwise lead to
higher repair costs later. Studies within individual companies show savings in energy
costs and repair costs, as well as reductions in equipment breakdowns, due to preventive
maintenance. Some studies have shown that the investment of time and financial
resources into preventive maintenance returns $2 in savings for every $1 invested.*

4 “From Preventive to Proactive”, Public Works Magazine, November 2007.
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The Division should enhance its preventive maintenance program for the heating,
ventilating, and air conditioning, electrical and plumbing components for all of the City’s
buildings. The Division has not yet entered all of the major maintenance equipment into
the Manager Plus management information system, which is a critical step in developing
maintenance schedules, and reporting on results. The Division should enhance and
implement a comprehensive preventive maintenance program and enter these elements
into Manager Plus along with the elements of maintenance, and the frequencies with
which the maintenance should occur. The elements of this® preventive maintenance
program are presented below.

. Establish levels of service necessary to preventively maintain the facilities.
In establishing levels of service, the Division'should document what maintenance
activities are needed to ensure that a particular system or component meets or
exceeds its life expectancy. Manufacturer’s literature and the experience of Facility
Division staff are some ways to determine both acceptable life-cycles and what
preventive maintenance work would result in achieving those life expectancies in
the most efficient manner.

. Prepare an annual work program for preventive maintenance of buildings
and building components. Once the levels of service have been established,
setting the tasks into a work plan is the next step. The list of tasks to be performed
should be described in detail, and the frequency and nature of the work should be
clearly stated. The supplies and materials to be used are specified in considerable
depth and _the manner in which the work is to be accomplished should be
expressed in simple language.

. Develop a formal work planning and scheduling system for preventive
maintenance of buildings and building components. The core of any
preventive maintenance program is in the scheduling and assignment of specific
preventive maintenance tasks. This is almost always done using a work order
system. This element of the preventive maintenance program takes the work items
developed for each facility component, such as the quarterly inspection of a
rooftop HVAC unit, and assigns them to Division staff according to the established
structure and schedule.

. Report actual versus planned results of preventive maintenance. Effective
preventive maintenance programs depend on feedback from Facility Services
Division staff using the work orders and a reporting/tracking system of costs
associated with the work order. This information is used to maintain the proper
balance between preventive maintenance and renewal and replacement efforts.

. Establish a reporting system. Through a combination of informal evaluations
and formal audits, a reporting system could be established to analyze the
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Division’s maintenance system to ensure cost-effective maintenance.

Although there will be some initial costs and time consumed in setting up the preventive
maintenance program, the benefits are typically apparent within 18 to 24 months,
although the full benefits may not be realized for some number of additional years. As
was noted above, for every dollar expended in preventive maintenance, the City may
eventually see two dollars of costs saved in maintenance costs.

Recommendation: The Facility Services Division should develop and implement a
preventive maintenance program for all City facilities.

(5) Consideration should be given to moving the functions of Fleet & Facility
Services (currently a stand-alone department) to the Public Works Department.

The duties of these operations are closely aligned with duties and services provided by
the Public Works Department, including equipment and infrastructure maintenance.
Organizationally, it is not uncommon to have Fleet & Facility Services within the Public
Works Department. This change would not directly change staffing requirements, existing
positions would simply be relocated. It would, however, impact the span of control and
oversight responsibilities of the Public Works. Department. The City has discussed
authorizing a Deputy or Assistant Director of Public Works, and if authorized, these
changes made in tandem would add benefit to-the City by streamlining maintenance
functions.

Recommendation: The functions related to Fleet & Facility Services should be
moved to the Public Works Department.

2 Staffing Projections.

The primary driver for staff in the Fleet and Facilities Services Department are the
numbers of vehicles and number of buildings in the system. Given that there are no
precise figures for these estimates over the planning period, the project team utilizes
population growth as a proxy for these estimates. However, the City should develop data
on future facility needs and equipment estimates as a better measure for projecting future
staffing needs.

The position of Director does not scale and is assumed to remain constant at one
employee in this position.

The position of Facilities Technician is assumed to vary with building space maintained
and it is anticipated that this position will not increase from the current five employees by
2030. Likewise, the positions of Electrician and HVAC Technician are assumed to vary
with population. These positions are expected to remain constant at one employee. Each
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of these staffing projections is predicated upon the Department continuing to expend
current percentages of contracted repairs and maintenance over the planning period.

The positions of Facilities Maintenance Foreman is expected to vary with the number of
staff supervised. Given that there are no increases in staff anticipated over the planning
horizon, it is expected that a single incumbents will be sufficient over the planning period.

The project team has made the recommendation to increase the number of Fleet
Mechanics from four to six in 2021. Based upon estimated increases in workload, the
number of Fleet Mechanics is expected to grow from six to eight by 2030. The project
team has also made the recommendation to add the position of Parts Clerk in the Fleet
Division, and this position is expected to vary with the number of Mechanics. However,
it is anticipated that a single Parts Clerk is able to accommodate the demands of eight
Mechanics, and therefore no increase in this position is anticipated.

Employee Projection 2020
Unit Classification  Factors Authorized _ 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Administration Director Executive 1 1 1 1 1 1 1 1 1 1 1
position;
does not
scale.
Administrative Varies 1 1 1 1 1 1 1 1 1 1 1
Assistant with staff
supported
Fleet Services  Fleet Manager ~ Position 1 1 1 1 1 1 1 1 1 1 1
does not
scale
Fleet Foreman Position 1 1 1 1 1 1 1 1 1 1 1
does not
scale
Fleet Varies with 4 6 6 6 6 7 7 7 7 7 8
Mechanic fleet size
Parts Clerk Varies with 0 1 1 1 1 1 1 1 1 1 1
Mechanics
supported
Facilities Facilities Position 1 1 1 1 1 1 1 1 1 1 1
Services Manager does not
scale
Facilities Varies with 1 1 1 1 1 1 1 1 1 1 1
Foreman staff under
supervision
Facilities Scales with 5 5 5 5 5 5 5 5 5 5 5
Technician building
space
HVAC Scales with 1 1 1 1 1 1 1 1 1 1 1
Technician building
space
Electrician Scales with 1 1 1 1 1 1 1 1 1 1 1
building
space
TOTAL 17 20 20 20 20 21 21 21 21 21 22

Recommendation: Add an additional mechanic in 2025.

Recommendation: Add an additional mechanic in 2030.
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10 Geographic Information Systems (GIS)

The GIS Department uses Geographic Information Systems to create maps, analyze
information, and visually examine the geographic features of mapping layers. Services
provided by the Department are designed to improve effectiveness and increase
efficiency with a department’s decision-making processes through spatial analysis of GIS
data.

The following organizational chart shows the organization and reporting structure of the
GIS Department.

1 Operational and Technological Changes Needed

The GIS Department utilizes appropriate technology and equipment to effectively manage
GIS operations throughout the City including regularly updating some GIS mapping
layers. There are however two areas in which operational changes would be beneficial.

(1)  Complete the Mapping Layer for City Signs and Their Locations

In a modern, technologically integrated public works operation, the City’s Public Works
Department assets are entered and tracked in GIS layers. By maintaining an inventory of
not just the number and specifications of infrastructure components, but also their
physical locations, the City can improve its efficiency and level of service in a number of
ways:

. Pinpointing the physical locations of assets such as signs, catch basins, and

culverts allows workers to locate them in the field more quickly when they need
maintenance or repair.
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. Tracking the locations of service requests allows management to visualize patterns
in damage or wear and tear to City assets.

. Maintaining an accurate database of the locations of existing infrastructure makes
it easier for engineering work to be planned and executed when it involves moving,
reconfiguring, or working around those assets.

Currently, the City GIS Department has not completed the mapping layer for City street
signs (their location, condition and reflectivity, location, age, size, etc.). Efforts have
begun but have been limited due to the Public Works Department has not historically
allocated the resources necessary to document the existing infrastructure. With other
staffing changes made in the report, the Public Works Department should have more
sufficient staffing levels and should appropriately prioritize the collection of infrastructure
data to support the completion of the data layer so that it can be used for future work
planning. There are also other crucial public works infrastructure data layers that should
be developed in the future, but since this effort has already begun it should be completed
before starting on other efforts.

Recommendation: Create a mapping layer for City street signs and their locations.

(2) Efforts to Reach Out to Departments to Demonstrate the Value of Spatial
Analysis of Their Data Should be Enhanced

There are only two GIS employees in the City. With existing workload (discussed later in
this Chapter) and the need to maintain 81 existing mapping layers, there is little time
availability to proactively reach out to individual departments to demonstrate the value of
GIS services. Public Safety and Public Works often use GIS services to spatially view
their existing data in order to make more informed decisions; however, not all City
departments use GIS technology to their full advantage. For this reason, there is
considerable value for GIS employees to proactively reach out to individual department
directors to demonstrate how GIS services can help them better manage their individual
department.

GIS staff allocate at least 10% of their annual available time to making presentations and

working on new projects for departments that do not extensively use GIS services, should
prove beneficial.
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Recommendation: One GIS employee should spend at least 10% of their time
working to implement GIS technology into every department in the City.

2| Staffing Projections

There are currently two authorized positions within the GIS Department: A GIS
Coordinator and a GIS Specialist.

(1)  Current Staffing Analysis

The Department’'s major drivers of workload the number of active GIS projects in
development, the number of mapping layers to be maintained, and time spent introducing
GIS technology to other Departments.

The following parameters were used in the GIS staffing model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity.

. An average of 30-minutes per day of “admin/other” time per employee is projected.

. Training/Education time reflects 10% of one employee’s time being spent
introducing GIS technologies to all City departments.

. Staff are available to work 225 days annually when accounting for holidays,
vacation, sick leave, training, etc. (252 working days in 2020 minus an average 27
days for vacations, sick leave, and holidays).

Project Mgt/New Data 12 32 384 48
Updating Prior Data 81 32 2592 324
Management/Supervisory 225 1 225 28.13
Admin/Other 225 1 225 28.13
Training/Education 1 180 180 22.5
Total 3606 450.76

The City’s current number of GIS is adequate to handle existing workload demand.
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(2) Projected GIS Staffing Requirements

The City is estimated to grow in population by 2.9% per year from 2020 through 2030. As
an internal service department workload demand will generally grow at a parallel rate as
City population and housing growth. As other Departments increase staff and have a need
for additional GIS services, the GIS department will want to ensure staffing levels remain
adequate to provide those services. Positions will scale based on the workload, including
employees of the GIS Department providing additional training, education, and project
development to other City Departments

Based on projected increases in City population and housing growth over the next 10
years, workload demands for GIS employees are estimated to increase by 15% by 2025
and 30% by 2030.

The following table illustrates the staffing recommendations for the GIS Department over
the next 10 years:

Employee Projection 2020
Unit Classification Factors Authorized = 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Executive
GIS GIS Coordinator position; does 1 1 1 1 1 1 1 1 1 1 1
not scale
. Scales based
GIS Specialist on workload 1 1 1 1 1 1 1 1 1 1 1
Database/Business  Scales based 0 0 1 1 1 1 1 1 1 1 1
Analyst on workload
GIS Department TOTAL 2 2 3 3 3 3 3 3 3 3 3

The increase in authorized positions in 2022 is due to an expected increase in workload
from the Department’s outreach efforts in 2021 as employees work with other
Departments to increase the use of GIS technologies throughout the City and an identified
need for a database/business analyst to support the City’s data and business process
needs. In conjunction with the recommendation later in the report to merge GIS into the
IT Department, it is anticipated that this position would be a shared position focusing on
both typical GIS duties and business analyst duties that would support IT operations.
There might be a need to increase GIS staffing in future years and the City should monitor
workload demands to determine if by 2030 there is justification for an additional GIS staff
member.

Recommendation: In 2022, increase authorized staffing by one position with the
addition of a Database/Business Analyst position.
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11 Human Resources & Purchasing and Asset
Management

The Human Resources Department is responsible for the providing services and support
in the areas of recruitment, selection, staffing, benefits administration, labor law
compliance, performance management, employee development and relations, health and
wellness and policy administration.

Purchasing and Asset Management is a division within the Human Resources &
Purchasing Department. The Purchasing and Asset Management division consists of
three (3) FTEs who perform purchasing, risk; and safety management services for the
City. The Division is responsible for managing purchasing, inventory, property disposal,
contracts, grants, risk management, and safety functions. Staff manage bids, quotes,
contracts and agreements, warehouse inventory, purchases, and the disposal of City
assets. The Division maintains the City Capital and Fixed Assets inventory, property and
liability insurance schedules, processes insurance claims, coordinates insurance
litigation, manages the worker’s compensation program, schedules safety training, and
evaluates loss runs to identify trends and mitigate future risks.

The following organizational chart shows the organization and reporting structure of the
Human Resources Department.

Human
Resources

Director

|
[
Purchasing &
Asset Mangger HR Manager
Risk & Safety |} Senior
Specialist Generalist

Senior
Purchasing [
Specialist

Ml Administrative
Assistant

Matrix Consulting Group Page 96



DRAFT Analysis of Current Resource Needs Schertz, Texas

1 Operational and Technological Changes Needed

The following section identifies needed changes to operations or technology utilization to
enhance service delivery. While this list is not exclusive, it highlights the Department is
meeting best practices in several areas:

. Purchasing thresholds and policies are established.
. The organizational proactively researches and seeks out buying discounts.
. The City tracks its worker’s compensation losses and has safety committee that

reviews all accident and incident reports.
(1)  Additional Workforce Planning Should be Undertaken.

Information about upcoming retirements can be used in an organization to determine
when vacancies are likely to open up in various departments, which allows HR staff to get
a head start on developing a qualified pool of applicants. Anticipating openings due to
retirement can help the department begin to make decisions about succession planning
tactics sooner rather than later. However, the department does not currently have a formal
methodology for projecting the likely retirement of employees over time. While staff within
a customer department may know when retirements are upcoming, the HR Department
is not always informed about these transitions. In.order to optimize the effectiveness of
the recruitment staff in this effort, the Department should adopt a more formal workforce
and retirement planning model.

One model for projecting employee retirement involves totaling employees’ ages and their
years of service, and indexing those totals at the current time, as well as for future dates,
to determine likely retirements..Both of those figures could easily be obtained from data
readily available. An example of this method is depicted in the table below, showing
retirement risk at the current time, as well as in 2 years and 5 years:

Employee Age Years Current Total 2 Year Total 5 Year Total

Employee 1 23 1 24 28 34
Employee 2 48 15 63 67 73
Employee 3 45 19 64 68 74
Employee 4 50 19 69 73 79
Employee 5 48 23 71 75 81

Employee 6 48 24 72 76 82
Employee 7 49 27 76 80 86
Employee 8 52 25 77 81 87
Employee 9 54 32 86 90 96
Employee 10 57 35 92 96 102
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While a model like this one can be constructed manually, this represents an area where
technology can be used to improve the Department’s operations. Existing data should be
sufficient to generate reports such as the one above (or at least data that can be
presented as a report). These projections should be updated on at least an annual basis
in order to account for employee turnover and refresh the Department’s strategy for
replacing lost employees and skills.

Employee skills and certifications could also be included in these projections. This would
help the HR department anticipate when skills will be lost and begin strategizing to replace
them, either by hiring new employees with the desired skillsor by incentivizing existing
employees to acquire those skills and certifications.

Recommendation: The Department should develop a methodology for predicting
upcoming retirements based on age and years of service of employees and update
it at least annually to anticipate which employees and skills will need to be
replaced.

(2) Continued and Enhanced Recruitment Efforts Should be Undertaken to
Ensure the Workforce Reflects the Community Demographics and that
Positions are filled timely:

The Department’s recruitment staff currently use multiple avenues for recruiting
candidates for open positions. While staff in the Department learn on an informal basis
which recruitment sources are the most effective, the Department should focus analytical
efforts at determining which recruitment sources have proven reliable in the past in
providing both qualified and diverse candidates for consideration.

The Department should work toward a long-term goal of achieving a workforce that is
reflective_of the Schertz community and the market demographics from their typical
recruitment area. Doing this would allow the Department to make an assessment about
which recruitment sources produce the greatest numbers and/or diversity of interview-
worthy candidates.

Additionally, the Department should utilize the available data regarding recruitment efforts
to evaluate the effectiveness of each. From discussions with staff throughout the
organization, the City has faced some difficult recruitments in the last several years on
select positions. There have been several notable positions that have been difficult to fill
including key leadership positions and high-turnover positions (such as part-time and
some front-line field positions). While there is some internal belief that a major factor in
the recruitment difficulties may be pay and compensation (which is being studies under a
separate study), it would be beneficial to evaluating recruitment avenues on an on-going
basis to identify which ones have the greatest impact in bringing quality candidates to the
City for consideration.
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Recommendation: The Department should prioritize efforts to expand the diversity
of applicant pools to enable it to work toward a City workforce that is reflective of
the community and to ensure that the best available recruitment avenues and
methods are being utilized to attract qualified candidates to the City.

(3) The Implementation of a Worker’'s Compensation Policy Would Ensure
Comprehensive Procedures are Followed to Reduce the City’s Risk
Exposure.

The City’s number of worker’s compensation claims are higher than the national average
for a City the size of Schertz. Per the United Stated Department of Labor, in 2015 there
were an average 5.1 work comp incidents per 100 employees in state and local
government. Using this as a benchmark, anything above that number could be reason to
reevaluate operational procedures, training, discipline, or other aspects of operations to
promote a safe workplace.

The following table shows the number of worker’s compensation claims for each of the
past three fiscal years along with the dollar loss for those claims.

Worker’s Compensation Claims and Loss Data

Category FY16/17 FY17/18 FY18/19*
# of City Employees 350 376 380
# of Work Comp Claims 49 32 33
Claims per 100 Employees 14 8.51 8.68
Total Dollar Loss from Claims $86,051 $31,924 $104,989
Average Loss per.Claim $1,756 $998 $3,181
Average Loss per City Employee $246 $85 $276.29

* FY18/19 available data is through 75% of the fiscal year

The following chart provides a visual representation of worker’s compensation claims
trends for the past three years. FY18/19 data is through nine months of the fiscal year.
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Worker’s Compensation Claims Trends

WORKER'S COMPENSATION DATA

= # Claims Average $ Per Claim % of Workforce Linear (Average $ Per Claim)
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Table and chart worker’s compensation loss data show that in FY16/17 the City of Schertz
worker’s compensation.claims per 100 employees was 14, or 174.5% higher than the
average injury rate per 100 employees for state and local governments. In FY17/18 that
number was 8.51; or 68.8% higher than the average injury rate per 100 employees for
state and local governments. Through.the first three quarters of FY18/19, the injury rate
was 8.68, 70.2% higher than the average injury rate per 100 employees for state and
local governments.

The City currently investigates worker’s compensation claims and analyzes the results of
those investigations to determine appropriate action (employee discipline, training, etc.).
Since the City does not have a written policy that clearly identifies individual employee
responsibilities during a worker’s compensation investigation, the City should create such
a policy.

A worker’s compensation investigation policy clearly identifies responsibilities for various
employees (the injured employee, the supervisor, the witnesses, risk and safety, human
resources, etc.) whenever a workplace injury or illness occurs. These responsibilities
include a supervisor making sure to obtain photographs of the injury and of the scene
where the injury took place, obtaining written statements from possible witnesses, etc.
These clear policy directives not only hold everyone accountable to ensure a thorough
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investigation takes place, but the comprehensiveness of the investigation should reveal
whether any safety-policy modifications are necessary to prevent future incidents.

An additional benefit to a policy that clearly identifies employee responsibilities during a
worker’s compensation incident is that it serves as a deterrent for anyone who might seek
to commit worker’s compensation fraud or otherwise abuse the system.

The following exhibit is a sample policy that can be used as guidance to create a policy
applicable for the City of Schertz. There will be sections within the sample policy that are
not necessarily applicable to the City (Company Nurse, light duty/return to duty, etc.);
however, the intent is to provide the City with general guidance to assist with the creation
of a worker’s compensation policy.

Sample Worker’s Compensation Policy and Procedures

Scope: All employees

Purpose: The City of Schertz desires to maintain a safe workplace; however, there might be a time
when an employee is injured while performing his or her job. Itis important to have clearly
identified directions for employees so everyone knows what is expected of them regarding
how we document, investigate, and take corrective action.for an employee injury incident.

Policy

Section 1: General Protocol

If an_employee injury or illness occurs at work, nothing is more important than getting that
employee immediate medical attention if necessary. All of the “requirements” listed below
should occur only after immediate medical attention has been provided.

Section 2: Employee’s Responsibility:

A. Employees shall immediately (or as soon as reasonably possible) report any work-related
illness or injury to their immediate supervisor.

B. Prior to seeking any off-site medical treatment, the injured employee shall call the phone
triage service center (Company Nurse) unless it is unreasonable for the employee to do so
due to the need for urgently required medical treatment.

C. If treated by a physician, the employee shall notify the treating physician that the injury
occurred at work.

D. Every time an employee sees a doctor for treatment of the reported injury, the employee shall
submit to the employee’s direct supervisor (or designee) written notification from the doctor
of the employee’s work status and/or work restrictions. If a physician creates or changes any
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return-to-work restrictions, the employee must notify the his or her direct supervisor (or
designee) of those conditions prior to returning to work.

E. Cooperate with any internal administrative investigation into the incident and answer honestly
and completely all questions asked by the employee’s supervisor.

F. If the employee is off work due to a worker’s compensation related injury, the employee is
responsible for calling or otherwise contacting his/her supervisor after the employee’s next
scheduled follow up visit or one (1) time per normal workweek to update the supervisor on
the status of your injury.

G. The employee must observe the noted restrictions during all times during the work comp
related period, including inside and outside the employee’s home during both the Total
Temporary Disability (TTD) period and/or treatment period after returning to active work duty.

H. Unless permission is granted by the City, the employee may not work in any capacity (either
as an independent contractor or for another employer) during both the Total Temporary
Disability (TTD) period and/or treatment period after returning to active work duty. Violation
of this restriction may subject the employee to disciplinary action, up to and including
immediate termination of employment, and/or loss of workers’ compensation benefits.

I. The employee shall notify the appropriate supervisor as soon as possible, but not later than
the next business.day, of the employee’s release to return to work, and discuss scheduling
of the resumption of regular work duties (either on an unrestricted or restricted basis).

Section 3: Immediate Supervisor’s Responsibility:

A. Ensure that the scene is‘safe and secure — to prevent further injury and to prevent any
potential evidence from being disturbed.

B. In the event of serious injury or death of an employee, ensure that all appropriate authorities
are immediately contacted, including but not limited to 911, the Human Resources Director,
and the City Manager.

C. The supervisor should ensure that appropriate care is immediately obtained, and then the
supervisor should call the phone triage service center (Company Nurse) and make the report
of the injury (unless the employee has already done so).

D. Coordinate with the Human Resources Department to complete an investigation into the
cause of any reported injury. The supervisor understands the job better than anyone and is
in the best position to assess all conditions that led up to the injury.

1. Theinvestigation of the incident shall include at a minimum the following information:

a. Names of all involved personnel.
b. Names of all potential witnesses.
c. Statements from all involved personnel and potential witnesses.
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d. Photographs of the area where the reported injury took place (for everything
except minor injuries). If possible and appropriate under the circumstances,
obtain photos of the injury.

e. A narrative report of what the investigation revealed (to include information on
whether or not safety procedures or applicable City policies were followed).

f. A recommendation for corrective action if appropriate (this includes a change to
current safety procedures and/or specific disciplinary action for any employees
who violated policy or safety procedures).

E. Upon learning of any new or change to a return-to-work condition, notify the Human
Resources Department as soon as practical during normal business hours.

F. If the injury did not require off-site medical care, and the employee did not call phone triage
service, the supervisor must ensure completion of the “Employee Injury or Near Miss” form
and submit it to the Human Resources Department within eight (8) hours of being notified of
the incident.

G. Complete the “Supervisor’s Incident Investigation Form” form and submit it to the Human
Resources Department within eight (8) hours of being notified of the incident.

H. If an employee is off work or in'limited status due to a worker’'s compensation related injury,
the supervisor should have, wherever reasonable feasible, contact with the employee at
least one (1) time per normal workweek to obtain an update of the employee’s status of the
injury.

I.  The supervisor shall be responsible to notify the Human Resources Department of any
reported change in the employee’s restricted status.

J._The supervisor who has a limited or light duty employee working for them is responsible to
ensure that all restrictions are followed.

K. The supervisor for the affected employee — upon that employee’s return to full work status —
shall review appropriate safety procedures with the employee at some point during the first
day the employee returns to work.

Section 4: Purchasing and Asset Management Division Responsibility:

A. Upon learning of a possible worker’s compensation claim, notify the work comp third party
administrator (hereafter known as the “TPA”) by the end of the next business day.

B. If an employee injury is serious or if death occurs, notify the City Manager and TPA as soon
as possible.

C. For cases of serious injury or death, respond to the scene and oversee the investigation.

D. If directed, investigate the incident and provide a detailed report as to the situation that led
up to the injury, witness statements, photographs of the scene, photographs of the injury (if
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possible and appropriate under the circumstances), and what, if any, policies were violated.
Provide a recommendation for policy or process improvement, if any.

E. Complete all work comp TPA required forms, whether in print or on-line format, in a timely
manner.

F. Notify the work comp TPA and the appropriate department head of any change in the
employee’s restricted status.

G. Notify the work comp TPA of the current status of the employee upon that employee being
assigned light duty work or with any change to the employee’s job assignment (such as his
or her return to full duty).

H. After initial return to work, should the employee again take time off related to the original
injury, within twenty-four (24) hours, notify the work comp TPA to determine the appropriate
course of action.

Section 5: Follow Up Office Visits and Treatment:

A. Medical office visits or treatment for all employees during non-work hours will be unpaid.
Employees who schedule work-related injury medical appointments may attend those
appointments during work hours with their supervisor’s approval.

1. If the office visit plus travel time away from work exceeds two hours, additional time may
be granted by a supervisor if the employee provides a written statement signed by the
health care provider explaining the reason for the extended office visit.

2. If suchtime is payable, the time off during scheduled work hours shall be reported to the
Human Resources Department, who shall report the time to the work comp TPA for
office visit or treatment payment.

3. Employees must provide supervisor notification of any work-related office visit or
treatment as soon as possible, but no later than 24 hours after the office visit or treatment
session.

Section 6: Non-Work-Related Injury Restrictions:

A. Employees with medical restrictions due to non-work-related injuries shall not be allowed to work
in any capacity for.the City without review of the restrictions and permission from the Human
Resources Department.

Section 7: Light Duty Work

A. A goal of the City is to return the employee back to work as soon as possible. In some
circumstances, it may be appropriate to create a limited or “light” duty position for the employee
for a limited period, consistent with the work restrictions listed by the employee’s physician.
Nothing contained herein shall be construed to create a guarantee that the City will offer light
duty work to an employee. Any offer of light duty work is at the City’s discretion.
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B. The appropriate supervisor shall work with the Human Resources Department to revise the
employee’s current job description to be reflective of each unique light-duty position created and
ensure that essential job functions are listed. Physician restrictions shall be incorporated into the
job description.

C. The “Total Temporary Disability” (TTD) portion of a worker’s compensation claim may be denied
if an employee is offered light-duty work and that employee refuses the assignment. If offered
light-duty work, the employee is expected to accept it. If an employee fails to accept the light-
duty job assignment that employee shall not be paid by the City except if they choose to use
their own accumulated leave balance.

Section 8: Payments:

A. All employee medical bills resulting from a work-related injury shall be submitted directly to the
work comp TPA for processing and payment.

B. Worker’s compensation payments for Temporary Total Disability (TTD) are processed and paid
by the work comp TPA directly to the employee.

C. If an employee is totally restricted from work by a physician, unless it is known that the time off
will be fourteen (14) or more days, the employee must use sick, vacation, or compensatory time
for any time missed the day of the injury and for three days after the injury. If the time off from
work extends past three days after the date of injury, worker’s compensation (if approved) would
take effect and the employee will be compensated at the Worker’'s Compensation approved rate
of pay beginning the fourth day after the injury.

a. If TTD payments are approved by the work comp TPA, and if the first three (3) days are
deemed payable, the work comp TPA will make retroactive payment to the employee for
the three lost workdays, and the City will go back and replenish the employee’s sick,
vacation, or compensatory leave balance at 100% for the three days after the date of
injury for which the employee took leave.

b. Upon payment by the work comp TPA for the three lost workdays, the employee shall
be responsible to repay any benefit time paid out by the City covering the same three
lost workdays.

D. Until a claim is approved by the work comp TPA, an employee will only be paid by using his or
her own accumulated leave balances. If TTD payments are approved by the work comp TPA,
the City will go back and replenish the employee’s sick, vacation, or compensatory leave balance
at 100% for all applicable time after the date of injury for which the employee took leave.

E. In the event a claim is denied by the work comp TPA, any bills for medical claims paid by the
City, or temporary total disability (TTD) benefits paid to the employee by must be reimbursed to
the City.

F. The supervisor of an employee who is off work, due to total restrictions imposed from his or her
physician, shall complete the employee’s time sheet and submit it at the same time and in the
same manner as regular time sheets.
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Adoption of a comprehensive worker’s compensation policy will enhance the City’s ability
to better manage its worker’s compensation investigations with the goal of reducing its
dollar losses and its rate of claims per 100 employees so that those claims are at or lower
than the national average for state and local governments.

Recommendation: Adopt a comprehensive worker’s compensation investigation
policy.

(4) Improve Inventory Management of City Assets

Staff were unable to say when the last inventory of assets was completed but they were
able to say that it was not within the past year..The City’s annual audit is not responsible
for ensuring a complete accounting of City assets and a complete inventory of assets
under management should be completed at least once annually by someone not
responsible for the inventory. The Purchasing and Asset Management Division is an
appropriate group to complete the City’s.inventory process.

To reduce the inherent risk of inventory theft or misuse, inventory audits are beneficial.
At least three times during.random intervals throughout the year, employees from the
Purchasing and Asset Management Division should sample at least five inventory items
per department to.ensure items are present.

Estimated staff time to complete quarterly inventory audits is 10 hours per audit, or 30
hours annually. The estimated time to complete the annual inventory of City assets is 80
hours:

Recommendation: Ensure a complete inventory of capital assets occurs at least
annually.

Recommendation: Audit a sampling of inventory at least three times annually.

2| Staffing Projections

The Human Resources Division has four positions: HR Manager, Senior Generalist,
Generalist, and Administrative Assistant. The Purchasing and Asset Management
Division has three positions: Purchasing and Asset Manager, Risk and Safety Specialist,
and Senior Purchasing Specialist.
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(1)  Current Staffing Analysis

During discussions with staff and an evaluation of the positions, it was noted that the
existing staff feel there is additional capacity to handle any potential growth in workload
in the foreseeable future. The more pressing concern for the Division appears to be the
classifications utilized — where the differentiation in duties between the Senior HR
Generalist and HR Generalist are not well defined and the differentiation is potentially not
necessary for the successful operation of this division. If these positions are addressed
during the classification and compensation study, immediate needs related to staffing
within the division should be addressed.

Staffing metrics from SHRM and IPMA indicate a wide-range of staffing allocations for
human resources staff ranging from 1 HR staff per 100 to 1 HR staff per 250 employees.
Currently, Schertz is close to the 1 per 100 staff ratio and appears appropriately staffed.
If staff increases across the entire organization increase beyond those recommended in
this study (or at a faster pace), the staffing for HR functions (specifically related to
recruitment and selection activities) should be reviewed to ensure appropriate resources
are allocated to this critical functions. With a ten-year projection of the potential for an
additional 93 positions, it is estimated that 1 additional position would be needed at some
point near the end of the projection. For planning purposes, we have proposed .5 in 2025
and converting to a full-time position in 2030. As an internal service functions, every other
department in the City is dependent upon the Human Resources Department providing
timely and accurate service to them and one of the most critical of these is the recruitment
and selection of new employees.

The Procurement Division provides internal services to City departments with major
drivers of workload related to the number of formal and informal bids processed, the
number of contracts reviewed and processed, the number of items auctioned, safety
training and worker’s compensation management, completion regular inventory counts,
and the number of purchase orders processed throughout the year.

The following parameters were used in the Purchasing and Asset Management Division
staffing model:

Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity
(auction items are always posted but not always sold, which more time is
consumed when an item is sold; one RFP might take 8 hours to complete while
another more complex one might take in excess of 80 hours; etc.).
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. An average of 30 minutes per day of “admin/other” time, per employee, is
projected.

. The Division Manager’s time is excluded from the calculations.

. Staff are available to work 225 days annually when accounting for holidays,

vacation, sick leave, training, etc. (252 working days in’ 2020 minus an average 27
days for vacations, sick leave, and holidays).

Time in
Workload Type Hours
Processing PO’s 0.2 2,162 270.25
Buying 3 144 18
RFP/Q Prep/lssuance 40 1,040 130
Fixed Asset Modification 0.5 235 2.94
Contract Administration 2.5 225 28.13
Auction ltem Mgt. 0.5 156 19.5
Inventory Mgt. 12.5 150 18.75
Safety Training 4 48 6
Work Comp Mgt. 16 720 90
Administrative/Other 1.5 337.5 42.18
Total 5,006 625.75

Required Staff

2.78

As the Division Manager’s time is excluded from the above workload calculations, the
Purchasing and Asset Management Division requires an additional employee to meet
current workload demands. An appropriate classification to meet current and future needs

is that of Purchasing Specialist.

Recommendation: Create and fill a position of Purchasing Specialist

The following provides the proposed organizational chart for Purchasing and Asset

Management:
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Proposed Purchasing and Asset Management Organizational Structure
Human Resources

Manager
(1)

Purchasing & Asset
Ma?{a)ger

Senior Purchasing Purchasinq Specialist
Speai;alist (1)

Risk & Saft(e% Specialist

Implementation of the proposed organizational chart will allow the Purchasing and Asset
Management Division to align staffing levels with existing workload demands.

(2) Projected Human Resources and Purchasing and Asset Management
Department Staffing Requirements

The City is estimated to grow in population by 2.9% per year from 2020 through 2030. As
an internal services function, workload is anticipated to increase as other departments in
the City grow. The size of the City’s budget, the number of capital items under
management, the need to issue additional purchase orders and create new RFP/Q’s, and
the necessity of maintain excellent safety programs for City employees will all play a factor
for the Division’s future staffing needs.

The Division Manager position does not scale. The other positions in the Division scale
based on workload, including the number and value of purchase orders issued, the
number of informal and formal bids issued, and the number of contracts
reviewed/processed.

Based on projected increases in City population and housing growth over the next 10
years, workload demands for Human Resources and Purchasing and Asset Management
are estimated to increase by 15% by 2025 and 30% by 2030.

The following table illustrates the staffing recommendations for Human Resources &

Purchasing and Asset Management over the next 10 years:
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Employee Projection 2020
Unit Classification Factors Authorized 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030

Director Management
position;
does not
scale.

HR Manager Management
position;
does not
scale.

Sr. HR Scales

Generalist based upon
number of
employees,
workload
and
assigned
duties.

HR Generalist Scales
based upon
number of
employees,
workload
and
assigned
duties.

Administrative Scales

Assistant based on
size of
organization

HR

Purchasing Purchasing & Executive

& Asset Asset Manager position; does 1 1 1 1 1 1 1 1 1 1 1
Mgmt © ge not scale
Support
Risk & Safety position; scales 1 1 1 1 1 1 1 1 1 1 1
Specialist at 1 per
Department
Senio_r Eurchasing Scales based 1 1 1 1 1 1 1 1 1 1 1
Specialist on workload.
Purchaglng Scales based 0 1 1 1 1 1 1 1 1 1 1
Specialist on workload.
Purchasing & Asset Management Division TOTAL 3 4 4 4 4 4 4 4 4 4 4

Based on the creation of the Purchasing Specialist position recommended above, no
additional positions are anticipated in the Purchasing and Asset Management Division in
the next 10 years. Purchasing & Asset Management Division workload is estimated to
reach 3.7 FTE’s in 2030 and as such the Division should evaluate workload at that time
to determine if an additional employee is needed.

With a ten-year projection of the potential for an additional 93 positions, it is estimated
that 1 additional position would be needed in Human Resources at some point near the
end of the projection. For planning purposes, we have proposed .5 in 2025 and converting
to a full-time position in 2030
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12 Information Technology

The Information Technology Department consists of eight (8) FTE employees. Staff are
responsible for maintaining, operating, and ensuring the security of the City’s information
technology needs. Staff maintain both system hardware and software and perform daily
customer service functions for staff in all departments related to technology utilization,
troubleshooting, and repair.

The following organizational chart shows the organization and reporting structure of the
Information Technology Department.

1 Operational and Technological Changes Needed

The Information Technology Department does an excellent job overall in numerous
aspects of its operations. While this list is not comprehensive, it highlights that the
Information Technology Department is meeting best practices in several areas:

. The Department has an established disaster recovery plan in place.

. There is an active anti-phishing campaign.

. It makes effective use of firewall and antivirus technologies.

. There are numerous security protections in place

. Workorders are tracked and monitored.

. The Department enforces computer password security requirements.

. Email attachments are automatically scanned for potential threats.

. A helpdesk is in use and requests for service are tracked with a workorder system.

The following section identifies needed changes to operations or technology.
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(1) Providing Additional Cybersecurity Training for City Employees Will Reduce
the City’s Risk of Harm from a Cybersecurity Incident

There are numerous and ever-changing cybersecurity threats toward local governments.
These range from phishing schemes, spear phishing schemes, ransomware attacks, DNS
(DDoS) amplification attacks, Telephony Denial of Service (TDoS) attacks, malware
intrusion, and others. Numerous local governments have recently been victimized by
fraud incidents in which someone claiming to be a vendor was able to convince the City
to update the “vendor’s” bank account information. Through a variety of cybersecurity-
related methods, these people defrauded those governments out of millions of dollars
when the government paid its “vendor” amounts due from invoices, only to learn that the
new account they sent the money to be fraudulent.

Numerous other cities have fallen victim to ransomware attacks, often introduced into the
City’s server through am employee clicking on a link within‘an email. These ransomware
attacks can cause significant disruption to operations if a third party is successful at
locking the City out of its servers.

To help mitigate the risk of a ransomware attack or malware being introduced into the
City’s servers, the City conducts phishing security tests. These tests include sending
employees an email (seemingly from an outside source) and seeing how many
employees click on a link within that email. If the link had been from someone trying to
gain access into a City computer system or otherwise introduce malware into a server,
clicking on the link could unintentionally facilitate the attack.

In June 2019 the City’s Phishing Security Test shows a clickthrough rate of 7.21%. The
July 2019 clickthrough rate was 6.56%. For the June test, it means that of the 291 emails
sent out in the test to 291 different City email addresses, 21 separate employees clicked
on the link. Recommended practice is to always have the clickthrough rate from an anti-
phishing campaign be 5% or less; however, ideally a City wants that number as close to
zero as possible to best mitigate risk. The more employees are aware of cybersecurity
risks and how those incidents occur, the more likely they will be to take appropriate
precautions to protect the City.

The City does not currently spend much formal time educating employees on the multiple
types of cybersecurity risks that exist or on how they can help prevent a cybersecurity-
related incident from happening at the City of Schertz. The Information Technology
Department should ensure that all City employees receive at least one hour of training
each year related to cybersecurity training and education.
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Recommendation: Provide at least one hour of cybersecurity training/education
annually to all City employees.

(2) Technology Expertise Should be Maintained

Information Technology employees work with approximately 70 different software
systems across all City Departments. The IT employees are responsible for either being
Subject Matter Experts (SMEs) for those systems or knowledgeable enough to work with
the software vendor SMEs to ensure all systems are working as designed. Additionally,
IT employees may need to troubleshoot issues with each of those software systems as
well as train City employees on software utilization.

With technology frequently changing and the need for IT employees to be able to quickly
address software-related issues for every City Department, the IT Department should
ensure that its employees receive adequate time each year to train and educate
themselves on every system in which they work.

Recommendation: Continue to ensure at least one IT employee is a Subject Matter
Expert (SME) for each software and hardware system in use by City Departments.

(3) The Creation of an Information Technology Supervisor Position Will Provide
for Effective Supervision and Succession Planning

The Information Technology Department is currently organized to where all employees
are direct reports to the Director, causing the organization to be very flat. The IT Director’s
span of control of 1:7. The lower the Director’s span of control, the better an ability there
is to'spend time on important senior management tasks such as planning, organizing,
staffing, directing, coordinating, reporting, and budgeting.

A narrow span of control provides a better ability for effective communication between
manager and employees, it allows for improved feedback, it provides better control over
subordinates, and it provides senior management with a better ability to focus on the core
responsibilities of the position, rather than day-to-day supervision of all staff. Wide spans
of control have advantages in certain situations as well, such as they cost less to
implement, and in situations where all employees are doing the exact same function (i.e.
working on an assembly line), it is more reasonable to have a flatter organizational
structure.

With IT employees working across all City departments, with a current flat organizational
structure, to be even more effective at the core responsibilities of leading a Department,
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and to improve supervisory spans of control, there should be a new Information
Technology Supervisor position created. As discussed later in this Chapter, this will
reduce the Director’s span of control to 1:4 and create a span of control for the IT
Supervisor of 1:5. Longer-term this position should be considered for reclassification to
an Assistant Director position to provide greater managerial support and succession
planning. While this could be done immediately, we recommend a phased approach by
first implementing an IT Supervisor position before moving to an Assistant Director
position.

Recommendation: In 2021, create and fill the position of Information Technology
Supervisor.

2| Staffing Projections

There are currently eight authorized positions  within<the Information Technology
Department: An IT Director, Administrative Assistant/Help Desk Coordinator, Senior
Systems Administrator, Senior Computer Support Systems Engineer, two Client Services
Technicians, a Public Safety Systems Administrator, and a Help Desk Technician.

(1)  Current Staffing Analysis

The Department’s:major drivers of workload include the number and complexity of
Citywide hardware and software systems, workorder quantity, the number of new and
ongoing projects, employee cybersecurity training/education, and dedicated time
commitments to further mitigate cybersecurity risks.

The position of Public Safety System’s Administrator is dedicated to handling public safety
IT-related functions. Department time estimates are that public safety work accounts for
39% of time utilization for IT staff. Because other classifications assist with public safety
responsibilities and with the creation of a new IT Supervisor position, current staffing
levels for the Public Safety System’s Administrator classification are appropriate. As
public safety IT-related complexities continue to grow, the Department should monitor
workload for this unique position to determine if additional staffing levels are appropriate
in the future.

Time utilization for IT-related functions vary drastically from project-to-project and

therefore it is not appropriate to determine staffing levels based on the time it takes to
complete a certain function (i.e. a workorder or managing a new project).
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To assess appropriate staffing numbers, the following table shows workload metrics from
FY18/19.

FY18/FY19 Information Technology Department Workload Metrics

Metric FY 18-19
Performance Metrics

Anti-phishing campaign clickthrough rate 6.56%
Workorders processed 3,000
Average days to complete a workorder 4
Desktops 400+
Switches 75
Servers 66
Data closets 7
Wiring closets 10
Firewalls 27
Firewall rules 450+
Time utilization utility services 13%
Time utilization support services 15%
Time utilization public safety 39%
Time utilization administration 9%
Time utilization citizen services 21%
Time utilization general government 3%

The workload data show there are three (3) FTEs currently working within the
classifications of Client Services Technician or Help Desk Technician; each handling
requests/workorders from City staff who need technology or computer assistance. In
FY18/19 there were 3,000 work orders processed and while some of these were handled
by other employees, it averages to approximately 58 work orders per week, or 19.23 work
orders per employee per week.

Staff are available to work 225 days annually when accounting for holidays, vacation, sick
leave, training, etc. (252 working days in 2020 minus an average 27 days for vacations,
sick leave, and holidays). Using 3,000 workorders and 225 working days per employee
as an average, this comes to 4.4 workorders per day, per employee. Some workorders
are able to be handled over the phone while others require multiple employees working
on an issue. Without adequate staffing and depending on the complexity of issues, this
could cause delays in getting employees the results they need in a timely manner. To
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meet current workload demands the City should hire one additional Client Services
Technician.

Implementing the staffing recommendation made earlier in this Chapter of creating a new
position of Information Technology Supervisor will allow for adequate supervisory
coverage and spans of control for IT operations. Additionally, this will be a working
supervisor position to help manage information technology needs as the City continues
to grow. The new supervisory position should be responsible for a core group of functions
within the Department. Recommended functions are those related to computer support
(Senior Computer Support Systems Engineer, Client Services Technicians, and the Help
Desk Coordinator). This will reduce the Director’s span of control to 1:4 and will create a
span of control for the IT Supervisor of 1:5.

As part of implementing this new structure, the City should consider the implementation
of two shifts for the IT function to expand the hours that services can be provided and to
better support the organization’s operational needs. Moving to a two-shift operation will
not necessitate new positions but only reallocation of positions to a new shift. However,
it will need to be planned in a manner that ensures that the positions are allocated to the
new shift schedule in a manner that will enable the operational needs of the departments
served to be best met.

Recommendation: Fill one additional Client Services Technician position.
Recommendation: Assign the newly created IT Supervisor position oversight
responsibility for the Senior Computer Support Systems Engineer, Client Services

Technicians, and the Help Desk Coordinator.

The following chart shows the proposed Information Technology Department
Organizational Chart.

Matrix Consulting Group Page 116



DRAFT Analysis of Current Resource Needs Schertz, Texas

Proposed Information Technology Department Organizational Structure

Implementation of the proposed organizational chart will allow the Information Technology
Department to align staffing levels with existing workload demands, it provides for a
reduced span of control for-the Director, and it allows for more supervision throughout the
Department.

(2) Projected Information Technology Staffing Requirements

The City is estimated to grow.in population by 2.9% per year from 2020 through 2030. As
an internal services department, the Information Technology Department is expected to
grow at an equal pace as other departments add more employees and implement new
technologies. The recommended staffing adjustments contained in this report show a
total of approximately 100 new positions over the 10-year planning horizon with almost
half of these projected as necessary in the next several years. If these positions are
implemented, the number of IT support positions should be increased to support these
additional needs with an additional Help Desk position in 2022 beyond the one
recommended based upon existing workload. Additional higher level support staff will be
needed over the planning horizon if other departments significantly increase the number
of systems they are implementing to further automate operations.

This means there will be an estimated 3,450 workorders by 2025 and 3,900 workorders
by 2030. The additional 900 annual workorders over 2019 numbers will create four more
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workorders per workday for a single employee. This will necessitate hiring one additional
Client Services Technician by 2030.

The following table illustrates the staffing recommendations for the Information
Technology Department over the next 10 years:

Employee Projection 2020
Unit Classification Factors Authorized 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Executive
IT IT Director position; does not 1 1 1 1 1 1 1 1 1 1 1
scale
Supervisory
position, scales
. based on
IT Supervisor workload and 0 1 1 1 1 1 1 1 1 1 1
Department
staffing levels
Senior
Systems Scales based on 1 1 1 1 1 1 1 1 1 1 1
. workload.
Administrator
Sr. Support Scales based on

Systems Eng. workload.

Client

Services Scales based on

Tech/Help workload. X R 5 5 2 5 5 5 5 5 6

Desk Tech

Admin Unique position

Asst/Help that does not 1 1 1 1 1 1 1 1 1 1 1

Desk Coord. scale

Public Safety Scales based on

System Admin.< workload. 1 1 i 1 1 1 1 1 1 1 1
Information Technology Department TOTAL 8 10 10 10 10 10 10 10 10 10 11

As discussed earlier, the City will want to monitor workload demand for the Public Safety
Systems Administrator to determine if Public Safety’s IT-related needs require additional
dedicated employees to public safety IT functions. Other Department employees will
continue to assist the Public Safety Systems Administrator as necessary.

Recommendation: If additional positions in the City are implemented as
recommended, an additional Client Services Tech/Help Desk Tech will be required
in 2022. In 2030, increase authorized Client Services Tech/Help Desk Tech
positions from 5 to 6 based upon projected workload.
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I 13 Library

The Schertz Library supports literacy, recreation, and life-long learning by developing and
maintaining a variety of materials and programs for users of all ages. Library services
include public access to technology including computers, the Internet, wi-fi, printing
services, completion of online employment applications, and other business or
educational resources. The library provides meeting and study spaces for individuals and
groups and there is an active effort for community outreach to serve underserved
residents. The library cooperates and interacts with other libraries including using the
integrated Connecting Texas Libraries Statewide system.

The library’s primary service area includes the City of Schertz, the City of Selma, the City
of Cibolo, and Guadalupe County.

The following organizational chart shows the organization and reporting structure of the
Library:

Library Director

(1)

Youth Services Adult Services Virtual Services
Libr?rian Librarian Libr?rian
(1)

Library Assistant
2

PT Children's
Programming Clerk Library Clerk |
(20 r(11o)urs) é)

Library Clerk Il Library Page Library Clerk |
¥1) (Z) 3)

Librare(z)CIerk |

Processing Clerk
(1)
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1 Operational and Technological Changes Needed

The following section provides data and analysis related to operational or technical
changes for the Library.

The Schertz Library does an excellent job overall. Community programming, outreach
efforts, effectively utilizing technology, participating in an integrated library system, and
offering numerous programs and services to all age groups are just some of the Library’s
areas in which Library services and staff excel. Additional best practices being met
include, but are not limited to the following:

. Annual circulation per cardholder exceeds 12.

. Workflow mapping and procedures are written for important functions.

. The library makes effective use of services from book vendors (binder
replacements, repairs, etc.).

. The library is open to the public during evening and weekend hours.

. The library’s digital resources are publicized, advertised, and available to online
users.

. Patron workstations exist for word processing, internet access, and printing.

. The library conducts regular user satisfaction surveys.

. On-going staff training and continuing education to stay abreast of emerging trends
and practices in the library profession.

. The library has a long-term technology plan.

. Internal and public facing computers/software are replaced at regular and

reasonable intervals.

There are limited areas however in which the Library could further improve its
performance.

(1) Enhance the Library’s Outreach Efforts

The Library places a high degree of importance on customer service and providing
excellent services/service levels. With only one main library branch, the City should
enhance its existing outreach efforts that currently include visits to area schools, senior
living communities, senior centers, and other locations/events.

Numerous other libraries across the country have obtained a mobile vehicle, or

“bookmobile”, in order to enhance their customer outreach efforts. Communities in Texas
that have employed this model include, but are not limited to, Austin, Denton ISD,
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Georgetown, Houston, Lake Travis, and Midland County. These mobile vehicles allow
library staff to visit parks, shopping centers, and other community gatherings in order to
bring the library services to citizens. These efforts are seen as enriching lives and
strengthening community by providing the opportunity to use library services to those in
the community who might otherwise not be able to visit the main library branch due to
economic, transportation, or geographic barriers.

A photograph of the New York Public Library’s “Book Mobile” is shown belows®:

To further enhance the Library’s community outreach efforts, the City should consider
obtaining a bookmobile. Either by direct purchase or through a combination of grants (if
available), the City would be able to provide library services to a greater number of people
while at the same time help reduce the risk that the library could lose State accreditation
(discussed later in this section).

Recommendation: Consider obtaining a bookmobile to further enhance the
Library’s outreach efforts in the three to five years.

(2)  Increase Per Capita Spending

The Library is currently at risk of losing State accreditation due to not having spent enough
money per capita in prior years. Using a service population (per capita) number of
105,629 (the most recent number used by the Texas State Library and Archives
Commission) the City needs to spend a minimum of approximately $71,000 more than
the prior year in the current fiscal year. The Library’s most recent per capita expenditure
was $9.12 per capita. The minimum per capita spend required for the Schertz library is
$9.79; however, the per capital amount is increasing to $9.98 in 2020 and 2021 and again
to $10.18 in 2022.

3 https://www.6sqft.com/the-nypl-is-rolling-out-the-bookmobile-this-summer/

Matrix Consulting Group Page 121



DRAFT Analysis of Current Resource Needs Schertz, Texas

In order for the Library to remain accredited, the City needs to spend another estimated
$91,000 in the upcoming fiscal year and an additional $21,000 on top of that in 2022.
These numbers do not assume per capita growth. Assuming an average 3% population
growth (2.9% is the estimate from the City’s Comprehensive Plan), then by 2021 the
service population is estimated at 115,424 and 118,887 in 2022. Taking into account the
estimated increase in service population and in order to achieve the required per capita
spending of $9.98 in 2021 and $10.18 in 2022, the Library will need estimated additional
expenditures of $99,000 in 2021 and another $24,000 in 2022, all over 2018 levels.

The following exhibit shows a screenshot of the Library’s online annual report regarding
minimum per capita expenditures:

Screenshot from Annual Report Showing Minimum Per Capita Expenditures

ITEM #17: Minimum Per Capita Expenditures
2018 Per Capita Expenditures

2018.4.2/2018PopSrvd $9.12013746 AMOUNT NEEDED $70,756.91
Amount needed to meet minimum per capita $9.79
Difference $ (0.669862540)
Next Year's MOE Estimate
2019 Estimated Maintenance of Effort $917,681.33

Calculation: [(2016 4.2)+(2017 4.2)+(2018 4.2)]/3

Previous years' data used to derive averages for minimum expenditure requirements.
.Within the last three years, the number of years the library has been accredited ~ Member Year 3

2017 Population Served 102,379 2017(4.2) Local Operating Expenditures $920,103
2016 Population Served 98,625  2016(4.2) Local Operating Expenditures $869,590
2015 Population Served 95,662  2015(4.2) Local Operating Expenditures $867,490
Glossary of terms
Population Served Assigned population for the library 13 TA.C.§1.71
Expenditure Average Average of expenditures for the 3 previous years. (May be less than 3 if the library
Per Capita Average Per capita average of expenditures for the 3 previous years. (May be less than 3 if
Per Capita [Expenditures] Total Local Expenditures divided by Population Served
Per Capita Government Support [Required amount in 13 T.A.C.§1.81(A) + 2] x 2018 Population Served
Minimum Expenditure Average Minimum level of per capita expenditures per Rule13 T.A.C.§1.81(A) for each

Options for consideration include increasing staffing levels, increasing the amount spent
on the Library’s collection materials, purchasing a bookmobile, including indirect costs as
expenditures for the annual report, or some combination thereof.

Staffing analysis and recommendations related to increased staffing needs are provided
in Section 2 of this Chapter.

Recommendation: Increase per capita spending to meet minimum State
accreditation requirements.
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(83) An Administrative Assistant Position is Needed to Support the Library
Director and Librarians

Currently, there is no Administrative Assistant or dedicated administrative support for the
City’s Library Director or any of the three Librarians.

While there is no definitive best practice or ratio to necessitate the need for an assistant,
the lack of an Administrative Assistant assigned to assist library staff in the completion of
their responsibilities results in the increased administrative workload on the Library
Director and all three of the City’s Librarians. A dedicated Administrative Assistant will
increase efficiencies for Library staff.

Recommendation: Create the position of Administrative Assistant to support the
Library Director and Librarians.

2| Staffing Projections

There are currently 19 authorized positions at the Library. These include the Library
Director; an Adult Services Librarian, Youth Services Librarian, and Virtual Services
Librarian; 11 Library Clerks; a Children’s Programming Clerk; a Process Clerk; and two
Library Assistants.

(1)  Current Staffing Analysis

Major drivers of workload for the Library are its service population, gate count, circulation,
and number of programs offered to all age groups.

The following table shows workload metrics for FY16 through FY18.

Library Workload Metrics

Metric FY 15-16 FY 16-17 FY 17-18
Performance Metrics

Staffing expenditures $671,093 $728,195 $749,871
Operating revenues $914,288 $898,584 $998,361
Books (print) 75,340 78,876 79,714
E-books 6,026 8,055 8,268
Total collection 96,627 108,652 111,153
Gate count 255,109 235,428 258,695
# of programs 478 543 528
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Metric FY 15-16 FY 16-17 FY 17-18
Volunteer hours 5,657 5,254 5,045
Square footage 30,300 30,300 30,300

The Library works to ensure the its front circulation desk is staffed with two employees at
all times, its adult information desk has one employee at all times, and its children’s
information desk has one employee at all times. With current staffing levels, when an
employee calls off sick or otherwise is unavailable to work, it.often results in the closure
of one or more circulation desks (or pulls other staff members from their normally
assigned tasks and work activities — such as cataloging, inter-library loan, collection
development, etc.). These closures result in longer wait times for customers (both
immediately at the point of service and in the length of time it takes materials to get to the
shelves or planned projects completed) and ultimately lead to undesirable service levels.

From July 20 through August 24, 2019, there were 63 hours of lost work time due to
employee call offs, training, or staff meetings. These resulted in the closure of the Adult
Desk for 16 hours. To maintain exemplary service levels, these challenges are best
mitigated by improving Library staffing levels.

To further meet public.demand for programming and services, and to help achieve
compliance with State accreditation requirements for per capita spending, the Library
should hire a second part-time Children’s Programming Clerk or make the existing
Children’s Programming Clerk a fulltime employee, hire another Library Assistant, and
hire an additional Library Clerk:

Recommendation: Improve service levels by hiring another Children’s Program
Clerk, another Library Assistant, and an additional Library Clerk.

(2) Projected Library Staffing Requirements

The City is estimated to grow in population by 2.9% per year from 2020 through 2030.
The library’s service population comes from areas both within and outside of the Schertz
City limits. While this-analysis does not account for projected growth outside of the
Schertz City limits, as the library’s service population comes from adjacent communities,
2.9% growth is assumed throughout the service population area. While time utilization
estimates are used in certain other departments to help determine appropriate staffing
levels, a more reasonable estimate of future library staffing needs is to consider the
recommended current levels as the appropriate baseline and then increase staffing as
needed based on estimated future workload.
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Several library positions scale based on service population, gate count, circulation, and
number of programs offered at all age groups.

The following table shows current and projected Library staffing needs:

Library Staffing Projections

Employee Projection 2020
Unit Classification Factors Authorized 2021 2022 2023 2024« 2025 2026 2027 2028 2029 2030
. Executive
Library Library position; does not 1 1 1 1 1 1 1 1 1 1 1
Director
scale.
Administrative Position does not 0 1 1 1 1 1 1 1 1 1 1
Assistant scale.
Adult Services Unique position; 1 1 1 1 1 1 1 1 1 1 1
Librarian does not scale.
Youth Unique position;
Services doec; :o’?scale ’ ! 1 1 L 1 1 1 1 1 1 1
Librarian :
Virtual . N
Services :’g";”:o'?‘;ig'lc’"' 1 1 1 1 1 1 1 1 1 1 1
Librarian © ©
. Scales based on
Library Clerks workload. 1 13 13 13 13 14 14 14 14 14 15
Children’s Scales based on
Program Clerk  workload. 1 2 d 2 2 2 2 2 2 2 2
Scales based on
Process Clerk e lad. 1 1 1 1 1 1 1 1 1 2 2
Libr_ary Scales based on 2 > > > > > > > > > >
Assistant workload.
Library TOTAL 19 23 23 23 23 24 24 24 24 24 25

While a recommendation is not specifically made to add an additional Librarian, the City
could consider the addition of an additional Library later in the planning horizon if the
City’s population approaches 150,000 to maintain compliance with accreditation
standards and to provide additional supervision to increased staffing.

Recommendation: In 2025 increase authorized Library Clerk positions from 13 to
14.

Recommendation: In 2030 increase authorized Library Clerk positions from 14 to
15.
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14 PARKS, RECREATION AND COMMUNITY
SERVICES DEPARTMENT

The Parks, Recreation and Community Services Department consists of three divisions:
Parks Maintenance, Recreational Services and Events. The. Department provides
recreational programming for youth and adults though programs for athletics, crafts,
cultural and social programs. It also maintains and beautifies the City’s 24 parks and
coordinates City-wide events. The Department has a close working relationship with the
YMCA, as that organization provides programming and management of the senior center,
summer camps and pools. Finally, the Department, through its Events Division,
coordinates and manages four major City-wide events each year, as well as
approximately 20 other events.

The current organizational structure of the Department is shown in the following

organizational chart.

Sr. Administrative
Assistant

|
| I I |
Parks Maintenance : : Seasonal Parks
o Parks Maintenance Parks Maintenance :
Events Specialist Crew Leader Maintenance
- (vacant) Worker (5) Worker (PT) Worker (2)

1 Operational and Technological Changes Needed

This chapter provides an analysis of the major operational and technological changes
required in the Parks, Recreation and Community Services Department.

(1) The Department Should Purchase and Install a Computerized Maintenance
Management System.

The Parks Maintenance Division is responsible for the maintenance of 24 parks
throughout the City. It accomplishes this through the efforts of both internal crews,
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consisting of a Crew Leader, four full time and one part time Parks Maintenance Workers,
two seasonal Workers. These internal crews are supplemented by contractors who mow
and trim the parks.

As work is performed in the parks, the Parks Manager records the work accomplished in
an internal work recording system, referred to by the Parks Manager as “Teams.”
Interviews indicate that the process of recording work involves the recording of hours
worked, location and work performed by each crew member, however this is reported in
text form, which does not facilitate summarizing work.

The project team recommends that the Department procure and install a computerized
maintenance management system (CMMS) that will allow the Parks Maintenance
Division to report and analyze the efficiency and effectiveness with which it accomplishes
work. This is not facilitated by the current method of recording hours worked in text form.
The CMMS should capture the following discrete elements:

Date

Location

Work Category (e.g., “playground inspection”, which should have an alpha-
numeric assignment, such as PI0001, for example)

Crew Member Name (the name should be cross-referenced to a numerical
identifier)

Hours Worked

Equipment Used

Equipment Hours

Materials Used

Materials Costs

Contract costs (if applicable)

The objective of this work accumulation method is not simply to record the work that has
been accomplished, although this is certainly one benefit. The main objective, however,
is to enable an analysis of the efficiency and effectiveness with which the work was
accomplished, and to facilitate a comparison to, for example, comparable costs which are
available through contractors. In addition, the CMMS will allow the analysis of the
utilization of crews. For example, a benchmark of 70% of all individual Maintenance
Worker time should be expended in work that is directly attributable to a work order.

The City’s Public Works Department utilizes the Web QA platform as its CMMS, and
although the project team makes no recommendation regarding the appropriateness of
any single CMMS, there is some value in the two City departments that are primarily
involved in maintenance of infrastructure utilizing the same CMMS. This is true from a
cost standpoint (it is likely less costly to utilize the same platform) as well as from the
standpoint of standardizing the reporting of work up the organizational structure to the
City Manager and to the Council. In addition, utilizing the same CMMS across
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departments has the advantage of presenting a unified interface with residents who make
work requests of both departments. As will be discussed in the Public Works chapter, the
existing Web QA platform as implemented does not provide the advanced features
desired in an asset management/CMMS system that the City of Schertz will need in the
future.

Recommendation: The Parks, Recreation and Community Services Department
should purchase and install a robust computerized maintenance management
system that facilitates the recording and analysis of work accomplished.

Recommendation: The Department, in conjunction with Public Works, should
investigate the feasibility of utilizing the same computerized maintenance
management system for city-wide use.

(2) The Parks Maintenance Division is Under-Staffed to Provide an Acceptable
Level of Maintenance for Its Parks.

Desired staffing levels can be benchmarked based on the type of park acreage noted
above and what service levels are applied to that park acreage. By example, fully
developed parks that receive very high service levels will require the greatest staff
resources. Conversely, park land with no facilities can receive minimal services. The
broad industry guidelines that the Matrix Consulting Group has evaluated relate the ratio
of park maintenance workers to acres under maintenance for various service levels
ranging from “A” to “D”.

The following table provides the basic definition for each of these service levels.

A State-of-the-art maintenance applied to a high quality, diverse landscape. Turf is lush,
free from weeds and cut to a precise level. Plants and trees in parks are pruned for
safety, tree health and ornamental beauty. Hardscapes are regularly swept and litter is
collected 5-7 times per week. Requires one park maintenance worker per 4 to 6
developed park acres.

B A reasonably high level of maintenance associated with well-developed park areas with
higher visitation rates. Major difference with Service Level “A” is turf is not cut on frequent,
regular intervals at precise level and plants and trees in parks are not pruned and trimmed
at the same frequency. Litter control is periodic and hardscape maintenance is less
frequent. Requires one park maintenance worker per 6 to 10 developed park acres

C The lowest expected service level for fully developed parks or a moderate level of
maintenance associated with park locations of large size, of average development, and/or
visitation. Maintenance is accomplished, usually with longer service intervals, to keep the
park safe and minimally serviceable to the community. This level requires one park
maintenance worker per approximately 12 to 18 park acres.
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D A minimal service level to parklands or open space with no facilities with the intent to
maintain safe grounds and a “natural” ambience. Generally, inspection services and litter
control are conducted, but on an infrequent basis. Usually such services are conducted
as “fill-in” work by staff but otherwise one park maintenance worker can cover several
hundred acres of undeveloped parkland or open space.

The above park maintenance service levels can help frame alternative levels of service
that can be provided when maintaining a park system. These modes of service, as
formally defined by the NRPA, are further discussed below.6

. Mode A is state-of-the-art maintenance applied to a high quality, diverse
landscape usually associated with City-owned core facilities, destination parks with
high levels of visitation, championship golf courses, and the like. Mode A locales
have the following characteristics:

— The turf is lush, dark green in appearance, of high quality and free from
weeds, insects, fungus, or any foreign grasses.

— The turf is_cut to a precise level and groomed weekly on a consistent
schedule. Trimming along all lawn edges is performed concurrent with mow
services.

- Plants and trees are pruned, trimmed, and shaped to ornamental beauty
and are free from insects or fungus.

- Planter beds are well raked and cultivated weekly and are free of any
weeds, grass, or any foreign matter. Significant color planting (flower beds)
is noted throughout the park network.

- Irrigation systems are constantly maintained and tested weekly. There are
no brown spots in the lawn as a consequence of irrigation issues or under
watering.

- Litter and/or other debris is removed daily along with emptying trash
receptacles.

- Reseeding and sodding are done rapidly whenever bare spots are present.

. Mode B is a high level of maintenance associated with well-developed park areas
with reasonably high visitation. Mode B level of service is similar to Mode A level

6 Operational Guidelines for Grounds Management, National Recreation and Park
Association, 2001
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of service, with a major difference being the degree of plant and turf grooming. The
turf has a lush green appearance and is relatively free from weeds and foreign
grasses (less than 5%). Precise cutting and mowing (e.g. golf course-like)
however, is generally not practiced. Plants and trees are trimmed, pruned, and
shaped but not with the same level of frequency. Planter beds are generally free
from major weeds, debris, or grasses, but flowerbeds are not as extensive
throughout the park network.

Mode C is a modest level of maintenance associated with locations of moderate
to low levels of development and moderate to low levels of visitation. Mode C
facilities have the following characteristics.

- Turf management such as mowing, reseeding and sodding, weed control,
fertilization and irrigation are practiced to maintain generally healthy grass.
However, turf maintenance services are applied less frequently than other
maintenance modes (levels). Turf areas under this service level are
generally not useful for a variety of high-traffic organized sports and leisure
activities (e.g., soccer) unless turf degradation (browning, bare patches,
etc.) is tolerable over the course of a season.

— Weeds and mixed grasses are tolerated in the turf and are considered
minimally intrusive since turf conditioning and mowing is practiced on a
scheduled basis.

— Turfedging is performed monthly conducive to a generally neat appearance
for a larger portion of the time.

- Litter and/or other debris are removed weekly. Trash receptacle
maintenance can be problematic in certain instances of high activity as
refuse is not removed on a more frequent basis.

- Plants and trees are trimmed and pruned annually to ensure proper growth,
risk reduction (e.g. falling limbs), and to maintain a reasonably healthy
appearance.

— Planter bed areas are weeded and cultivated at four-month intervals so wild
weeds or grasses may be present for shorter periods of time prior to
scheduled maintenance. They are tolerated at this level as long as they are
small in size and the area covered with weeds is minimal.

Mode D level of service is for areas in which maintenance is reduced to a
minimum. Such areas do not have developed turf or irrigation systems. These
areas are maintained only to the extent necessary to control growth to reduce fire
hazards and keep native vegetation alive and healthy during the growing season
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and to eliminate unsafe facilities. However, these facilities will need variations in
the level of service defined based upon the type of open space.

These staff to acreage and mode-of-service approaches can be used to frame projected
staff resource needs for park maintenance and ultimately determine the efficiency and
effectiveness of assigned personnel. The Parks Maintenance Division is responsible for
the maintenance and care of 417.4 total acres, including both parks and athletic fields, of
which 326.7 is estimated to be developed, or “mowable” acres.  In addition, the Division
contracts with a private company to mow its parks on a cycle of 36 times per year on
campuses and 18 times on parks, for $115,000 annually.

To determine the average parks acreage maintained by contracted crews, the project
team obtained the total annual contract amount of $115,000. This cost was divided by
the average salary and benefits paid to a Parks Maintenance Worker | in the City
($42,107.52) as an estimation to obtain the number of hours expended by contracted
staff. This results in the equivalent of about 2.73 FTEs ($115,000 divided by $42,107.52)
added to the six FTEs in the Parks Maintenance Division for a total of 8.73 FTE involved
in maintaining the City’s parks. Therefore, each worker involved in maintaining the City’s
parks is responsible for an average of 37.4 developed acres, which is well above a “C”
level of maintenance and would be considered a “D” level for most parks’ acreage.

The definition of desired service levels for any municipality is a decision that must be
made by City management in concert with both.the public.and the Department of Parks,
Recreation and Community Services. However, it is uncommon for a City to opt to
maintain its parksat a “D” level.

The project team recommends- that the Parks Division immediately hire three (3) Parks
Maintenance Workers | to lower the average developed acreage per worker from the
current 37.4 to an average of 27.8, which is stilla “D” level of maintenance.

Recommendation: The Parks Maintenance Division should hire three (3) Parks
Maintenance Workers | positions.

(83) The City Should Consider the Transfer of the Parks Maintenance Division to
the Department of Public Works.

The Parks, Recreation and Community Services Department’s Maintenance Division is
responsible for maintaining 24 parks throughout the City through the efforts of five full
time, one part time and two seasonal workers, in addition to contract labor. They perform
these services in parallel to the Public Works Department crews who are, in many cases,
operating in close proximity.

The field crews in the two departments perform maintenance services that are, in many
cases, similar and require similar skills. The Parks Maintenance crew possesses diverse
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skills that include carpentry, sidewalk repair expertise, roof work, minor plumbing, fence
building, heavy equipment operation, and others. These skills are also required within
the Public Works Department to varying degrees and could complement the efforts of
staff in that Department under a single management structure.

There are advantages and disadvantages to the placement of the parks’ maintenance
function within either Parks, Recreation and Community Services or Public Works.
Clearly, the major advantage to the placement of the function in.its current organizational
location is that the parks and athletic fields receive dedicated maintenance and oversight,
and response times to maintenance-related complaints are likely somewhat faster than if
the function competed with other public works-related services. However, there are also
advantages to placing parks maintenance within Public Works. These include the use of
similar equipment, similar skills of staff, and the ability of Department managers to cross-
utilize staff, which increases the utilization and overall skills sets of individual employees.
While maintenance work occurs year round, there is a higher level of maintenance
required during the months of March through October with-decreased field work in the
winter months.

This transfer would result in the addition of a new division in the Public Works Department,
composed of the current Parks Maintenance staff members (supplemented by the
addition of the three staff recommended elsewhere in this report) who would perform the
same duties they currently are responsible for providing, but would be available to assist
others in the various-other Public Works divisions, and would be able to procure
assistance from these same staff members as needed, and as the Public Works Director
and subordinate managers direct. The project team recognizes the specialized trades
and equipment-operational skills of the both the parks maintenance staff and those of
Public Works employees. This organizational consolidation is viewed as a way to transfer
these skills.and to expand the overall expertise of Public Works employees.

In summary, the advantages and disadvantages associated with the transfer of Parks
Maintenance function from Parks, Recreation and Community Services to Public Works
are provided in the table below.

Central command of deployment of staff results in  Possible lag in response to park maintenance
more normalized utilization.among staff members  issues as compared to current deployment.

Greater ability to deploy staff to fill in workload Greater need to coordinate field and event
peaks and valleys throughout the year preparation between departments compared to
current model.

Centralized control of equipment utilization may

result in ability to eliminate certain duplicated
equipment.
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Cross-utilization of staff between parks
maintenance and other functions in DPW will
result in a broader base of expertise in all areas.

The transfer of parks maintenance functions to Public Works is not without its challenges,
as the table above makes clear. However, it provides the City with certain efficiencies
that are not available under the current model whereby parks maintenance is performed
solely by the Parks, Recreation and Community Services Department.

Recommendation: The City should transfer the Parks Maintenance Division staff
and equipment to the Public Works Department.

2 Staffing Projections.

The primary drivers of staffing requirements in the Parks, Recreation and Community
Services Department vary with projected park expansions. park acreage per resident
was used as a proxy and projected based upon population growth forecasts to project
future park expansion. The positions of Director, Events Manager and Parks Manager
do not scale, and are expected to remain at a single employee in each position over the
planning horizon.

The position of Senior Administrative Assistant is assumed to vary with the number of
employees supported, however, given the relatively small number of employees, the
number of Senior Administrative Assistants is expected to remain at one.

The staffing drive for the Events Specialist is assumed to vary with the number of events
supported, however given that there are no reliable estimates for this over the planning
horizon, the proxy for this is population increase. Given the expected increase in
population there is no projected need for another Events Specialist over the single
incumbent currently in the Department.

In projecting the staffing needs in the Maintenance Division, the project team has
assumed that the current total acreage per thousand residents will be maintained
throughout the planningperiod. It should be noted, however, that the current level of 8.73
total acres per resident in somewhat below the national average of 13.1, according to the
2017 publication, “Trust for Public Land’s City Parks”.

The project team has made the recommendation to increase the number of full time
Maintenance Workers from four to seven in the current year, in keeping with the current
ratio. Given the anticipated growth in population over the planning horizon, it is expected
that the need for Maintenance Workers will increase from the recommended seven, to
nine by 2030. The project team makes no recommendation for increase in part time and
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seasonal Maintenance Workers. The position of Crew Leader is expected to vary with
the staff under supervision, however given the small numbers of staff and the limited span
of control, the project team makes no recommendation for an additional Crew Leader
over the planning horizon.

Employee

Projection 2020

Unit Classification Factors Authorized 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Administration  Director Executive 1 1 1 1 1 1 1 1 1 1 1
position; does
not scale.
Sr. Varies with 1 1 1 1 1 1 1 1 1 1 1
Administrative staff supported
Assistant
Events Events Position does 1 1 1 1 1 1 1 1 1 1 1
Manager not scale
Events Varies with # of 1 1 1 1 1 1 1 1 1 1 1
Specialist events handled
Parks Parks Position does 1 1 1 1 1 1 1 1 1 1 1
Maintenance Manager not scale
Parks Varies with 1 1 1 1 1 1 1 1 1 1 1
Maintenance numbers of
Crew Leader crews
Parks 5 7 7 7 7 8 8 8 8 8 9
Maintenance Varies with
Worker parks acreage
Parks Worker Varies with 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5 0.5
| (PT) parks acreage
Seasonal Varies with 2 2 2 2 2 2 2 2 2 2 2
Parks Worker parks acreage
TOTAL 12.5 15.5 15.5 15.5 15.5 16.5 16.5 16.5 16.5 16.5 17.5
Recommendation: One new Maintenance Worker position should be added in
2025.
Recommendation: - One new Maintenance Worker position should be added in
2030.
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15 Planning & Community Development

The Planning and Community Development Department consists of two divisions:
Planning & Zoning and Building Inspections.

The Planning & Zoning division is responsible for reviewing and approving plats, site
plans, master plans, variances, zoning changes, specific use permits, Comprehensive
Plan revisions, and annexation requests. The Division ensures planned and purposeful
development with Schertz City limits and the City’s Extraterritorial Jurisdiction (ETJ). Staff
provide customer service and guidance to citizens, businesses, and developers to help
them realize a successful development project.

The Building Inspections Division is responsible for inspection'services for new residential
construction, new commercial construction, reroof permits, accessory / temporary
building permits, deck / patio permits, sign permits, and other miscellaneous permits. The
Division assists customers seeking permits and inspections for a variety of residential and
commercial construction projects. The Division ensures the health, safety, and welfare of
people occupying structures in the City through the professional review of plans and
permits while conducting thorough building inspections. for compliance with required
codes and ordinances. The following organizational chart shows the organization and
reporting structure of the Planning and Community Development Department.
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1 | Operational and Technological Changes Needed

The Department has numerous standard operating procedures including an authority
matrix to allow staff to ensure proper procedures are followed for a variety of approval
processes. There are several Department process flowcharts with clear guidance,
including the planning application process. Building Inspectors are well trained and hold
a variety of State licenses and certifications. Additional best practices being met include,
but are not limited to the following:

. Zoning ordinances are codified and available to the public in an online format.

. Authority for minor land entitlement permits is given to staff members.

. Inspections provides for online applications/requests.

. The Department notifies applicants of the status of their permit within five days of
submittal.

. The cycle time for processing applications meets state requirements.

. The department holds pre-development and pre-construction meetings for new
and proposed construction projects.

. Staff reports are clear and concise.

. Building inspection requests are responded to within one business day.

. Customer kiosks, computers, and printers are available in the lobby.

. Employees receive on-going training opportunities.
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. Permit Technicians are used to provide customer service at the counter, online
and by phone, conduct completeness check on submitted applications, and issue
over the counter permits.

. Evening and weekend building inspections are available to the public on an
emergency basis.

The following recommendation will further improve Department efficiency and
effectiveness.

(1) The Use of a Master Building Plan Approval Process Will Expedite Approval
Processes and Ease Department Workload

The master building plan approval process is a common procedure found in many other
cities across the country. This process allows the permitting process to be expedited for
standard or repetitively built floor plans. The “Master Plan” goes through the normal
comprehensive review process; however, once approved, any plan that adheres to the
drawings receives an expedited review and faster issuance of building permit. Plan
Reviewers review drawings to ensure compliance with the Master Plan and issue building
permits after reviewing the list of options included on any particular residential structure.

According to the City of Amarillo, TX website: “The Master Plan Program is an excellent
opportunity for contractors who build the same model of homes a number of times. This
program reduces the plan review turnaround time to 3-5 business days once the Master
Plan has been approved...””

Toprovide an even better customer experience and to reduce workload demand for plan
reviewers, the department should implement a Master Plan Program.

Recommendation: Implement a Master Building Plan Approval Process to improve
customer satisfaction and reduce plan review workload demands.

2| Staffing Projections

There are currently 15 authorized positions within Department. These include the
Department Director and an Executive Assistant, ten positions in the Building Inspections
Division and three positions in Planning & Zoning.

https://www.amarillo.gov/departments/planning-and-development-services/building-safety/master-plans-guide
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(1)  Current Staffing Analysis

The Department’s major drivers of Planning and Zoning workload include the number and
complexity of comprehensive plan amendments, the number of new annexation requests,
and the number and complexity of new cases (zoning, preliminary plats and extensions,
final plats and extensions, variances, site plans, etc.).

Major drivers for Building Inspections workload include the number building permits
issued for residential, commercial, and “other” projects (sheds, decks, etc.) and the
number and complexity of inspections associated with those projects. The Chief Building
Official is also the commercial plans examiner and this employee’s time should be spent
primarily on managing Division operations, ensuring quality control and quality assurance
inspections occur, and handling commercial plans examinations.

The following parameters were used in the Planning and Zoning Department staffing
model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to.complete based on its complexity.

. Time includes “cumulative time” for the possibility that.on occasion more than one
employee will be working on a project.

. An average of 30 minutes per day of “admin/other” time per employee is projected.

. Staff are available to work 225 days annually when accounting for holidays,
vacation, sick leave, training, etc. (252 working days in 2020 minus an average 27
days for vacations; sick leave, and holidays).

Plan Review/Case Mgt. 123 40 4,920 615
Staff Reports/Mtg. Prep 200 4 800 100
Meetings 80 3 240 30
Long-Range Planning 12 80 960 120
Annexations 1 200 200 25
Other Projects 12 30 360 45
Total 7,480 935

Matrix Consulting Group Page 138



DRAFT Analysis of Current Resource Needs Schertz, Texas

Based on current workload data, which includes having the ability to work on important
long-range planning efforts such as Comprehensive Plan updates, the Planning and
Zoning Division should increase Planner staffing levels from 3 to 4 through the addition
of a Senior Planner to handle current planning activities.

Recommendation: Increase Planners from 3 to 4 with the addition of a Senior
Planner position to handle current planning activities.

The following parameters were used in the Building Inspections staffing model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity.
Historically, the department has not been able to hire experienced building
inspectors requiring significant on-the-job training and certification efforts. This
has resulted in some operational issues as staff are not as productive as fully-
trained employees and experienced employees would be under typical
circumstances.

. An average of 30 minutes per day of “admin/other” time, per employee, is
projected.
. Building inspections time includes travel time, time to complete the inspection, time

to complete required paperwork, and time to issue permits.

. The Chief Building Official is not calculated into workload as that position should
be focused on supervising all Division operations as well providing appropriate
quality assurance/quality control activities.

. Staff are available to work 225 days annually when accounting for holidays,
vacation, sick leave, training, etc. (252 working days in 2020 minus an average 27
days for vacations, sick leave, and holidays).

. There were 16,930 building inspections completed in FY18 and 13,338 inspections

in FY19. As numbers fluctuate from year-to-year, FY18 and FY19 data were
averaged for use in this analysis.
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Number of Inspectors to
Annual Number of Inspections Maintain 1:14

Workload Type Workload Work Days per Day ratio

Building Inspections 16,634 225 73.93 4.8

Required Building Inspectors 5.3

Based on available workload data, the number of Building Inspectors can remain at 5 for
FY21 but continued contractual support will be required if inspections remain at present
levels.

The following parameters were used in the Plans Examiner staffing model:

. Times are estimated and averaged while taking into consideration that each
function can take varying amounts of time to complete based on its complexity.

. An average of 30 minutes per day of “admin/other” time, per employee, is
projected.
. Staff are available to work 225 days annually when accounting for holidays,

vacation, sick leave, training, etc. (252 working days in 2020 minus an average 27
days for vacations, sick leave, and holidays).

. Plans Examiners, rather than the City’s Building Official, should be handling
commercial plan reviews. The Building Official should be handling management,
supervision, and quality assurance functions. As such, commercial plan reviews
are included in the annual workload and time estimates for Plans Examiners.

. There were approximately 5,300 total plans reviewed in FY18 and 3,110 reviewed
in FY19. The average of those two years is 4,205. There were 2,358 project plan
reviews in FY18 and 1,374 in FY19. The average of those two years is 1,866. The
data show that 44.38% of plan reviews are for project plans (generally more time
consuming than miscellaneous plans for other permits). This additional time is
taken into consideration in the following model.

Annual Timein Total Total
Workload Type Workload Hours Hours Days
Total Plan Reviews 1,866 1.75 3,265.5 408.2
Administrative/Other 225 5 112.5 14.06
Total 2,445 422.3

Required Plans Examiners 1.9
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Based on current workload, the number of Plans Examiners should be increased from 1

to 2.

Recommendation: Increase authorized Plans Examiner positions from 1 to 2.

The following parameters were used in the Permit Technician staffing model:

Times are estimated and averaged while taking .into consideration that each
function can take varying amounts of time to complete based on its complexity.
New residential or commercial permitting processes will be more time consuming
than other types of permits (building a deck, replacing a roof, etc.).

An average of 30 minutes per day of “admin/other” time, per employee, is
projected.

Staff are available to work 225 days annually when accounting for holidays,
vacation, sick leave, training, etc. (252 working days in 2020 minus an average 27
days for vacations, sick leave, and holidays).

There were < 6,153 project permits (a combination of the approved
structural/building work and associated trade work — electrical, plumbing, and
mechanical) issued in FY18 and 5,958 issued in FY19. The average between
these two years was 6,056. Of that total, the average new residential project
permits was 377; the average new commercial project permits was 24; the average
commercial remodel, addition, or finish out project permits was 43; the average
number of miscellaneous building permits was 2,904; and the average number of
other permits was 2,709.

Project Permits.issued 6,056 75 4,542 567.8
Administrative/Other 225 1.0 225 28.125
Total 4,767 595.9

Based on current workload, Permit Technician staffing levels can remain the same for

FY21.
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The Development Specialist position is split between working for the Municipal Court,
Utility Billing, and in Planning and Community Development. This position was created to
provide assistance in expediting permit review approval and tracking a duty that is above
the level of a Permit Technician. At the time this position was created, the City was faced
with a lack of staff conducting plans examining duties and difficulties in hiring and retaining
qualified Building Inspectors requiring the Chief Building Official to spend a significant
portion of time conducing plan review and inspection duties. The Development Specialist
has also been utilized to fill in and conduct work at Courts and Ultility Billing as needed. If
other recommendations contained in the report are implemented to address staffing
needs related to plans review and building inspections, the City has the ability to consider
the elimination of the position of Development Specialist (or one of the Permit Technician
positions) in the future as other changes are implemented. One benéefit of eliminating a
Permit Technician position over the Development Specialist is to maintain a higher level
of knowledge and skills-sets though this approach would result in less cost savings.

Recommendation: Longer-term, once staffing limitations in the plans examiner and
building inspections functions are addressed, the City may consider the
elimination of the Development Specialist position or one of the Permit Technician
positions.

The following chart' shows the proposed Planning and Community Development
Department Organizational Chart.

Proposed Planning and Community Development Department Organizational Structure

Director o
Planning &
Community

Development

Executive Development
Assistant Specialist
(1) (1)

[ |
Building
Inspections
Division

Chief Building

Planning &
Zoning Division
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Senior Planner
(1)
Building P Exami o I
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L Permit
Technician
(2)
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Implementation of the proposed organizational chart will allow the Planning and
Community Development Department to align staffing levels with existing workload
demands.

(2) Projected Planning and Community Development Staffing Requirements

The City is estimated to grow in population and housing by 2.9% per year from 2020
through 2030. As the City experiences population and new housing growth, Planning and
Community Development functions are expected to grow at-a similar rate due to workload
scaling.

Based on projected increases in City population-and housing growth over the next 10
years, workload demands for Planning and Zoning staff are estimated to increase by 15%
by 2025 and 30% by 2030.

The following table shows current and projected Planning and Community Development
staffing needs:

Planning & Community Development Staffing Projections

Employee Projection 2020
Unit Classification Factors Authorized 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030

Director of .
Planning & Executive

Inspections . position; does not 1 1 1 1 1 1 1 1 1 1 1
Community »
Development
Exe.cutive Position does not 1 1 1 1 1 1 1 1 1 1 1
Assistant scale
Chi_e_f Building Unique position; 9 1 1 1 1 1 1 1 1 1 1
Official does not scale
Building Scales based on 5 5 5 5 5 5 5 6 6 6 6
Inspector workload.
Plans_ Scales based on 1 > > > > > > > > > >
Examiner workload.
Permit Tech.  Scales based on 2 2 2 3 3 3 3 3 3 3 3

workload.
Deve_lopment Scales based on 1 1 1 1 1 1 1 1 1 1 1
Specialist workload.
. Planners

Planning & (Senior or Scales based on 3 4 4 4 4 4 5 5 5 5 5

Zoning workload.
Planner I)

TOTAL 16 17 17 18 18 18 19 20 20 20 20
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Recommendation: In 2023 increase authorized Permit Technician positions from 2
to 3.

Recommendation: In 2026 increase authorized Planner positions from 4 to 5.

Recommendation: In 2027 increase authorized Building Inspector positions from 5
to 6.
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! 16 Police Department

The Police Department is responsible for providing law enforcement services, code
compliance, marshal’s and animal control services to the City. The department consists
of four separated divisions: Uniform Services, Investigations, Support Services and The
Marshal’s Division which are each led by a Lieutenant, except Animal Services which is
led by a Sergeant.

The following organizational chart shows the functiona nization of the Police

Department.

Admin Assistant
Assistant Chief
Admin Assistan
! 1
Servioes Investigations Sl Bvision Animal Services
Lieutenant (1) Lisutenant (1) Lieutenant (1) Lieutenant (1) Sergeant
Criminal Code :
Investigations — Animal Control
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1 Uniform Services

Uniform Services is overseen by a lieutenant and includes the traffic unit as well. Each of
these functional areas are described in greater detail in the following sections.

1. Overview of the Project Team’s Approach

The Matrix Consulting Group utilizes a workload-based approach to evaluating staffing
needs in the critical patrol function. Arising from the need to replace indirect methods for
determining patrol staffing needs (such as per capita relationships), workload based
approaches are preferred because they allow for:

. Quantitative evaluation of workload and service level factors that are unique to a
given community rather than national averages.

. Establishing service levels and the impacts of evaluating alternative service levels.

. Evaluating the utilization of staff in responding to community and officer initiated
workloads.

. Evaluating the effectiveness of deployments in time (schedules) and space (beats)

to achieve equalization of workloads and service capabilities.

There have been a number of approaches developed over the years to determine patrol
staffing needs (e.g., the approach utilized by the Matrix Consulting Group, the
International City Managers’ Association and the International Chiefs’ of Police). These
approaches all have a number of things in common, including:

. Using an agency’s workload associated with field activities, including the time
associated with handling these activities.

. Setting a desired service level relationship between ‘reactive’ and ‘proactive’
workloads.

— Reactive ~workloads are those associated with handling community
generated requests for service (though 911, other type of call or alarm).

— Proactive workloads are those associated with working with the community,
being visible in problem areas, officers initiating responses to observed
problems, crimes or traffic violations.

Countless studies have shown that while responding to calls for service at a level
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that is acceptable to the community, the ability to have and to appropriately utilize
proactive time is the real test of effectiveness in a police department.

. Workloads are measured against the ‘availability’ of staff in the field to handle
these workloads.

The different approaches utilized in the evaluation of field resources all share this
analytical philosophy, even if they vary in the allocation of specific time or time allocation
elements. As a result, in the end, they all generate similar results.

2. Analysis of Patrol Workload

The following sections provide analysis of patrol workload and other issues relating to the
effectiveness of field services.

(1) CAD Analysis Methodology
Our project team has calculated the community-generated workload of the department by
analyzing incident records in the computer aided dispatch (CAD) database, covering the

period of August 18, 2018 through August 17, 2019.

For incidents to be identified as community-generated calls for service and included in
our analysis of patrol, each of the following conditions needed to be met:

. The incident must have been unique and created within the study year.

. The incident must have involved at least one officer assigned to patrol, as identified
by the individual unit codes of each response to the call.

. The incident must have been originally initiated by the community, as identified
using the following methods:

- The incident response has a time for the unit being dispatched.

- The incident .corresponds to a community-generated event. Call types that
could be identified as being either self-initiated (e.g., traffic stops) or other
kinds of activity (e.g., directed patrol) have not been counted as community-
generated calls.

. There must have been no major irregularities or issues with the data recorded for
the incident that would prevent sufficient analysis, such as having no unit code.

After filtering through the data using the methodology outlined above, the remaining
incidents represent the community-generated calls for service handled by patrol units.
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(2) Calls for Service by Hour and Weekday

The following table displays the total number of community generated calls for service
handled by patrol units by each hour and day of the week:

Community Generated Calls for Service by Hour and Weekday

Hour Sun Mon Tue Wed Thu Fri Sat Total
12am
1am
2am
3am
4am
5am
6am
7am
8am
9am
10am

11am
12pm 81 92 73 88 83 93 83
1pm 80 85 83 99 100
2pm 95 98 84 73 100
3pm 99 99 67 95 103
4pm 78
85
98
93
87

5pm

6pm
7pm
8pm

9pm 76 68 80 91 89 89 86
10pm 68 59 76 80 68 86
11pm 55 51 53 61 83 87
Total 1,593 1,703 1,578 1,697 1,728 1,809 1,660

The calls for service by hour show a similar pattern that is seen in many police agencies
with a rise of calls during the afternoon hours, however in this case the calls for service
peak between 5pm and 7pm. Calls for service sharply decline after 9pm. The bar chart
below shows the calls for service by hour of day:
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Calls for Service by Hour

12a 3a 6a 9a 12p 3p 6p 9

From 3:00PM until around 8:00PM marks the period of time with the highest activity levels,
where incoming community-generated workloads are greatest and require the most
resources to be deployed.

(3) Calls for Service by Month

The following table displays calls for service totals by month, showing some seasonal
variation as a percentage difference from the quarterly average:

Calls for Service by Month

Month # of CFS Seasonal +/-
Jan 925
Feb 875 -5.3%
Mar 987
Apr 1,108
May 1,181 +16.3%
Jun 1,133
Jul 1,046
Aug 933 -4.2%
Sep 839
Oct 895
Nov 877 -6.8%
Dec 969

Total 11,768

Communities with warmer climates in the summer typically experience decreases in call
volume during the summer months and increased call volume during the winter, and the
results for Schertz show an increase in spring.
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(4) Most Common Types of Calls for Service

The following table provides the ten most common incident categories of calls for service
handled by patrol units over the last year, as well as the average call handling time (HT)®8
for each:

Most Common Call for Service Categories

Incident Type # CFS HT 12a 4a 8a 12p 4p 8p

Alarm- Burglary 1,459 17.4

Accident- MV No Injury 1,116  40.8 ]

Suspicious 824 26.9 R
Welfare Concern 807 31.3 |

Misc. Incident/Info 637 40.1

Disturbance-Non Viol 497 389 B

Civil Matter/Standby 396 38.0 B

Security Check 378 26.6 I
Traffic Hazard/Contl 363 25.2

Dist - Noise 343 236 e
All Other Types 4,948 407

Total 11,768 34.6

Burglary Alarm is the most common type of call for service, representing about 12% of
the total.

In all, these top 10 call types represent about 57% of all calls for service in Schertz.

3. Analysis of Patrol Resource Needs

Analysis of the community-generated workload handled by patrol units is at the core of
analyzing field staffing needs. Developing an understanding of where, when, and what

types of calls are received provides a detailed account of the service needs of the
community, and by measuring the time used in responding and handling these calls, the

8 Handling time is defined as the total time in which a patrol unit was assigned to an incident. It is calculated
as the difference between the recorded time stamps the unit being dispatched and cleared from the incident.
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staffing requirements for meeting the community’s service needs can then be determined.
To provide a high level of service, it is not enough for patrol units to function as call
responders. Instead, officers must have sufficient time outside of community-driven
workload to proactively address community issues, conduct problem-oriented policing,
and perform other self-directed engagement activities within the community. As a result,
patrol staffing needs are calculated not only from a standpoint of the capacity of current
resources to handle workloads, but also their ability to provide a certain level of service
beyond responding to calls.

With this focus in mind, the following sections examine the process used by the project
team to determine the patrol resource needs of the Schertz Police Department based on
current workloads, staff availability, and service level objectives.

(1) Overview of the Resource Needs Analysis

An objective and accurate assessment of patrol staffing requires analysis of the following
three factors:

I. The number of community-generated workload hours handled by patrol.

ii. The total number of hours that patrol is on-duty and able to handle those
workloads, based.on. current staffing numbers and net availability factors (e.g.,
leave, administrative time, etc.).

fi. The remaining amount of time that patrol has to be proactive, which can also be
referred to as “uncommitted” time.

This study defines the result of this process as, patrol proactivity, or the percentage of
patrol officers’ time in which they are available and on-duty that is not spent responding
to. community-generated calls for service. This calculation can also be expressed visually
as an equation:

Total)Net AvailabletHours —

= % Proactivity
TotaldNet Available Hours

The result of this equation is the overall level of proactivity in patrol, which in turn
provides a model for the ability of patrol units to be proactive given current resources and
community-generated workloads.

There are some qualifications to this, which include the following:

. Optimal proactivity levels are a generalized target, and a single percentage should
be applied to every agency. The actual needs of an individual department vary
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based on a number of factors, including:
— Other resources the department has to proactively engage with the
community and address issues, such as a dedicated proactive unit.

- Community expectations and ability to support a certain level of service.

- Whether fluctuations in the workload levels throughout the day require
additional or fewer resources to be staffed to provide adequate coverage.

. Sufficient proactivity at an overall level does not guarantee, based on workload
patterns, and deployment schedules, that resources are sufficient throughout all
times of the day and week.

Overall, given that the department does not have many different types of specialized units
in the field, SZPD should generally target an overall proactivity level of at least 60% as
an effective level of patrol coverage. This is based on the geographic size of the City, the
road structure, the availability of back up and most frequent call types.

(2) Patrol Unit Staffing and Net Availability

Before determining availability and staffing needs, itis important to first review the current
patrol staffing levels and deployment schedules.

The following chartprovides anillustrative example of how the schedule would work over
a two-week period:

lllustrative Example of.the Patrol Shift Schedule

Days - Swings - Nights

6am to 6pm 2pm to 2am 6pm to 6am

F SA S M W TH SA

W TH
S ‘HE EEE  EE
S B HE Bl
Swing Shift .. .-

Swing S HE BEEE BEE

Squad C
Squad D
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Day shifts work from 6am to 6pm, while night shifts work from 6pm to 6am. There is also
a swing shift 2pm to 2am that covers the busiest times of the day.

While the table provides the scheduled staffing levels, it does not reflect the numbers that
are actually on-duty and available to work on at any given time. As a result, it is critical to
understand the amount of time that officers are on leave — including vacation, sick, injury,
military, or any other type of leave — as well as any hours dedicated to on-duty court or
training time, and all time spent on administrative tasks such as attending shift briefings.
The impact of each of these factors is determined through a combination of calculations
made from SZPD data and estimates based on the experience of the project team, which
are then subtracted from the base number of annual work hours per position. The result
represents the total net available hours of patrol officers, or the time in which they are
both on-duty and available to complete workloads and other activities in the field.

The table below outlines this process in detail; outlining how each contributing factor is
calculated:

Factors Used to Calculate Patrol Net Availability

| Work Hours Per Year

The total number of scheduled work hours for patrol officers, without factoring in leave,
training, or anything else that takes officers away from normal on-duty work. This factor
forms the base number from which other availability factors are subtracted from.

Base number:2,080 scheduled work hours per year

Total Leave Hours (subtracted from total work hours per year)

Includes all types of leave, as well as injuries and military leave — anything that would
cause officers that are normally scheduled to work on a specific day to instead not be
on duty. As a result, this category excludes on-duty training, administrative time, and
on-duty court time.

Calculated from SZPD data: 300 hours of leave per year

On-Duty Court Time (subtracted from total work hours per year)

The total number of hours that each officer spends per year attending court while on
duty, including transit time. Court attendance while on overtime is not included in the
figure. Without any data recording on-duty court time specifically for patrol officers, the
number of hours is estimated based on the experience of the project team.

Estimated: 20 hours of on-duty court time per year
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On-Duty Training Time (subtracted from total work hours per year)
The total number of hours spent per year in training that are completed while on-duty
and not on overtime.

Calculated from SZPD data: 59 hours of on-duty training time per year

Administrative Time (subtracted from total work hours per year)

The total number of hours per year spent completing administrative tasks while on-
duty, including briefing, meal breaks, and various other activities.

The number is calculated as an estimate by multiplying 90 minutes of time per shift
times the number of shifts actually worked by officers in a year after factoring out the
shifts that are not worked as a result of leave being taken.

Estimated: 223 hours of administrative time per year

| Total Net Available Hours

After subtracting the previous factors from the total work hours per year, the remaining
hours comprise the total net available hours for officers = the time in which they are
available to work after accounting for all leave, on-duty training and court time, and
administrative time.Net availability can also be expressed as a percentage of the base
number of work hours per year. . Calculated by subtracting the previously listed factors
from the basesaumber: 1,478 net available hours per officer

The following table summarizes this calculation process, displaying how each net factor
contributes to the overall net availability of patrol officers:

Calculation of Patrol Unit Net Availability

Base Annual Work Hours 2,080
Total Leave Hours - 300
On-Duty Training Hours - 59
On-Duty Court Time Hours - 20
Administrative Hours - 223
Net Available Hours Per Officer = 1,478
Number of Authorized Officer Positions (Includes Corporals)  x 31

Total Net Available Hours = 45,803
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Overall, officers combine for 45,803 net available hours per year, representing the total
time in which they are on duty and able to respond to community-generated incidents and
be proactive.

(3) Overview of Call for Service Workload Factors

The previous chapter of the report examined various trends in patrol workloads, including
variations by time of day and of week, common incident types, as well as a number of
other methods. The following section advances this analysis, detailing the full extent of
the resource demands that these incidents create for responding patrol personnel.

Each call for service represents a certain amount of workload, much of which is not
captured within the handling time of the primary unit. Some of these factors can be
calculated directly from data provided by the department, while others must be estimated
due to limitations in their measurability.

The following table outlines the factors that must be considered in order to capture the
full scope of community-generated workload, providing an explanation of the process
used to calculate each factor:

Factors Used to Calculate Total Patrol Workload

Number of 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.

The calculation process used to develop this number has been summarized in previous
sections.

Calculated from SZPD data: 11,768 community-generated calls for service

Primary Unit Handling Time (multiplied by the rate)

The time used by the primary unit to handle a community-generated call for service,
including time spenttraveling to the scene of the incident and the duration of on-scene
time. For each incident, this number is calculated as the difference between ‘call
cleared’ time stamp and the ‘unit dispatched’ time stamp.

In the experience of the project team, the average handling time is typically between
30 and 42 minutes in agencies where time spent writing reports and
transporting/booking prisoners is not included within the recorded CAD data time
stamps.
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At 34.6 minutes, the average for SZPD is within the normal range.

Calculated from SZPD data: 34.6 minutes of handling time per call for service

Number of Backup Unit Responses

The total number of backup unit responses 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.

This number can also be expressed as the rate©of backup unit responses to calls for
service and is inclusive of any additional backup units beyond the first.

Calculated from SZPD data: 0.75 backup units per call for service

Backup Unit Handling Time (multiplied by the rate)

The handling time for backup units responding to calls for service is calculated using
the same process that was used for primary units, representing the time from the unit
being dispatched to the unit clearing the call.

Calculated from SZPD.data: 25.9 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, estimated at one report written for every three calls for
service. This includes any supporting work completed by backup units.

In this case, the number has been estimated based on the experience of the project
team.

Estimatedy/calculated from SZPD data: 0.33 reports written per call for service

Report Writing Time (multiplied by the report writing rate)

The average amount of time it takes to complete a report or other assignment in relation
to a call for service. Without any data detailing this specifically, report writing time must
be estimated based on the experience of the project team. It is assumed that 45
minutes are spent per written report, including the time spent by backup units on
supporting work assignments.

Estimated: 45 minutes per written report
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| Total Workload Per Call for Service

The total time involved in handling a community-generated call for service, including
the factors calculated for primary and backup unit handling time, reporting writing time,
and jail transport/booking time.

The product of multiplying this value by the calls for service total at each hour and day
of the week is the number of hours of community-generated workload handled by patrol
units — equating to approximately 13,516 total hours in 2018/19.

Calculated from previously listed factors: 68.9 total minutes of workload per call for
service

Each of the factors summarized in this section contribute to the overall picture of patrol
workload — the total number of hours required for patrol units to handle community-
generated calls for service, including primary and backup unit handling times, report
writing time, and jail transport time.

These factors are summarized in the following table:

Summary of CFS Workload Factors

Value Y%
Total Number of Calls for Service 11,768 500,
Avg. Primary Unit Handling Time (min.) 34.6 °
Backup Units Per CFS 0.75 089,
Avg. Backup Unit Handling Time (min.) 25.9 °
Reports Written Per CFS 0.33 009,
Time Per Report (min.) 45.0 °
e —
Avg. Workload Per Call (min.) 68.9
Total Workload Hours 13,516

Overall, each call represents an average workload of 74.6 minutes, including all time
spent by the primary unit handling the call, the time spent by any backup units attached
to the call, as well as any reports or other assignments completed in relation to the
incident.
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(4) Calculation of Overall Patrol Proactivity

Using the results of the analysis of both patrol workloads and staff availability, it is now
possible to determine the remaining time in which patrol units can function proactively.
The result can then function as a barometer from which to gauge the capacity of current
resources to handle call workload demands, given objectives for meeting a certain service
level.

The following table details the calculation process used by the project team to determine
overall proactivity levels — the proportion of time that patrol officers have available outside
of handling community-generated workloads:

Overall Patrol Proactivity

Total Patrol Net Available Hours 45,803
Total Patrol Workload Hours - 13,516
Resulting # of Uncommitted Hours = 32,287
Divided by total net available hours + 45,803

Overall, the Schertz Police Department maintains a patrol proactivity level of 70.5% — the
amount of time that is remaining after handling community-generated workload. It is
important to stress that this does not mean that the time is not utilized, as self-initiated
activity is not counted in total patrol workload. The results do, however, indicate that patrol
at an overall level has sufficient resources to handle incoming community generated calls
for service workloads and still have time remaining to be proactive in resolving community
livability issues and traffic enforcement.

These findings do not necessarily indicate that proactive time is consistently available at
different times of the day. In order to determine that, proactivity is calculated the same
way for each time and day of the week given current deployment schedules. The following
chart presents the results of this analysis:
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Proactivity by Hour and Weekday
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The chart shows that the ability for officers assigned to patrol to be proactive are at
relatively high levels throughout the day and week.

(5) Officer Initiated Activities

The point of having time to be proactive is not a value in itself — rather, the effective use
of proactive time to partner with the community and to anticipate crime or traffic violations
in areas with recurring problems is key in law enforcement today. The effective use of
proactive time needs to be based on problem analysis, problem deployment and
accountability for time utilized.

The first two charts, below, demonstrate the amount and distribution of officer (or self)
initiated activities in Schertz for 2019. The third chart portrays the most common types of
officer initiated activities handled by Schertz patrol officers.
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Self-Initiated Incidents by Hour and Weekday

Hour Sun Mon Tue Wed Thu Fri Sat Total
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Self-Initiated Incidents by Hour

12a 3a 6a 9a 12p 3p 6p 9

Self-Initiated Incident Types

Incident Type # CFS HT 12a 4a 8a 12p 4p 8p
Traff Compl/Reckless 5,566 26.0 ]
Traffic Stop 4,878 117 -
Security Check 2,307 31.4 B B
Special Detail 339 84.2 [ | |
Suspicious 333 151 B
Prisoner Transport 301 731 -.
Follow Up 280 32.3 Il
Cell Check 230 115 e
Misc Incident/Info 219 343 . .
Assist Public 181 227 | B B
All Other Types 1,309 325
Total 15,943 24.8

It should be noted, that self-initiated activity is generally undercounted because a log into
CAD is not always made for incidents or contacts that are incidental and do not result in
a report. In spite of this, just at the total number of incidents, there are 35% more officer
initiated activities than there are calls for service, an unusual finding in the project team’s
experience.
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Officer initiated workloads equate to an additional 6,589 hours of direct incident workload
(15,943 self-initiated incidents times 24.8 minutes average handling time). At these levels,
total officer initiated activity workloads are greater (by about 4%) than the total time spent
handling calls for service. As with the counts of proactive events, the time spent on
proactive activities can be under-represented — ‘proactive visibility’ (for example deploying
in an area which has experienced higher levels of crime or traffic accidents) is not counted
at all even if these deployments result in officer initiated incidents. Additional time in self-
initiated activities would be dedicated to incident citations, reports and/or arrests.

In Schertz, uncommitted or proactive time is effectively utilized.

Recommendation: Patrol is appropriately staffed and is effective at utilizing time
available to address problems in the community.

4, Analysis of Traffic

Performance metrics for traffic units often very depending the goals for each department.
In evaluating the traffic unit for Schertz, the total number of warnings and citations was
used. This method is useful for determining unit activity, but not for measuring
effectiveness at reducing traffic collisions or speeding in specific traffic corridors. Unlike
patrol where there is a calls for service metric, traffic units are almost totally proactive so
there is no minimum staffing needed. Traffic is currently staffed with one corporal and two
officers with a vacancy. The data below was for 1 officer and 1 partial officer position.

Traffic Unit Activity August 20, 2018- August 19, 2019

Warnings 352
Citations 3,121
Total = 3,473
Divided by Estimated Work Hours (1,478) 1,625

As the table above indicates traffic averages 2.1 activities per hour. This is an above
average amount of activity compared to other departments. It should be noted there were
1,047 reported accidents last year.

2 Investigations
Investigations is staffed by 1 lieutenant, 1 sergeant, 7 detectives (3 officers and 4

corporals), 1 evidence tech, and 1 victim advocate. The unit is responsible for conducting
follow up investigations on calls for service and conducting background investigations.
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1. Investigations

The evaluation of staffing levels in Investigations is based on average caseloads per
investigator and the complexity of the typical investigation. When reviewing caseloads
for law enforcement agencies the project team uses benchmarks from other agencies
and available research as summarized in the following table.

Comparative Measure Detective Workload Expectations

Active cases assigned to Detectives. For property crimes 12-15 new cases per month while
person crimes can’ effectively investigate 6-8 cases per
month. These.averages are based on effective case
screening before assignment so that only workable cases
are assigned.

The table shows the case assignments for detectives for a 1-year period (August 2018-
July 2019).

7 (Detectives and Corporals) 1,563 130 18.6

As the table above indicates the caseload for detectives averages 18.6 cases per month,
which exceeds an effective caseload for both property crimes and person crimes. The
caseload above is much higher than FBI: UCR Part 1 and Part 2 reported crimes for
Schertz. Part 1 Crimes are the most serious and include: homicide, rape, aggravated
assault, robbery, burglary, larceny, vehicle theft and arson which indicates detective’s
caseloads also include a significant amount of Part 2 and other crimes as part of their
caseloads. Part 2 crimes includes: simple assaults, drug arrests, fraud, possession of
stolen property and other lower level crimes.

This caseload does not factor in collateral duties or background investigations. To reduce
the caseload to an effective range will require two additional investigator positions and
more aggressive case screening so that only the most workable cases are assigned.

9 (Detectives and Corporals) 972 9 9

The table above would include all of part 1 crimes (most serious) being assigned and
some part 2 (less serious). Some cases could be assigned within patrol.

Recommendation: Two detective positions should be added to address existing
workload.
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2. Property and Evidence

Property and evidence consists of 1 evidence tech. The evidence tech processes “major”
crime scenes, maintains chain of custody for evidence and enters evidence and property
into property management system. The tech is responsible for the proper storage,
inventory and purging of property and evidence. The department is currently nearly out
of shelf space for additional property intake and there are more items that could be
purged, that are currently stored because of lack of time to conduct more routine purging.

The property section reported the following workloads:

Intake 3,593 35.950 N/A 599
Purge / Return 965 N/A 14,475 241
Total 840

As the proceeding table indicates the property evidence technician needs approximately
840 hours to conduct property room procedures. The technician has additionally
responsibilities for evidence recovery including digital video evidence from crime scenes.
They reported responding to about 20 crimes scenes a year. To drive to a crime scene
takes about 15 minutes, processing a crime scene takes an average of 1 hour (can vary
greatly) and returning to the office and processing evidence takes an additional 40
minutes. This represents approximately 38 hours of work annually. Additionally, the
evidence technician performs fingerprinting, conducts auctions and property purging.
Time frames for these additional duties is not captured.

Through of interviews it was learned that the evidence technician was responsible for
downloading all in-car and body worn camera videos (with cases). This required the
technician to view some videos that are not properly tagged, make DVDs for downloads
and then assist with putting the DVDs with cases. It was taking the technician 8 to 12
hours per week just complete in -car and body worn camera downloads and case prep.
This represents approximately 624 hours of body worn and in-car camera related task
work per year. Itis reported there are backlogs of videos to be processed from time to
time, especially after the weekend.

Most agencies are going away from making CDs for all captured video and are instead
uploading it to servers and the cloud. With this change in procedure, many departments
are also moving this function to the records units so that they have access to it for
prosecution cases, discovery and public records requests. During the course of the study
this function was moved to records.
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Documented Task Related Work Hours

Property / Evidence intake and storage 840
Video Download and case prep. 624
Crime scene processing 38
Total 1,502

As the above table indicates the evidence technician has 1,502 hours of documented task
work hours, there are several other tasks completed such as finger printing, evidence
processing (fuming, photographing and swab collection), and trips to the crime lab that
are not captured by time-tasks measurements. The evidence technician is training to
become a polygraph examiner and has been responding to additional crime scenes to
provide better crime scene processing. Having dedicated crime scene staff aides in the
collection of evidence and typically provides better evidence collection and analysis
because it becomes a primary task for the crime scene technician instead of a collateral
duty for patrol or investigations. The Schertz Police Department is utilizing the current
evidence / crime scene technician to a greater extent for evidence collection, which is
best practice for reasons mentioned above. However, with more crime scene processing
and an additional duty as a polygraph examiner an additional crime scene / evidence
technician will be needed to provide coverage.

Recommendation: Body worn and in car video evidence functions / processes
should be moved to the records unit to free up the evidence technician to additional
property purging and crime scene evidence recovery (including digital evidence).
—This has been completed.

Recommendation: Add an additional Crime Scene / Evidence Technician in the
next 1 to 3 years.

3. Crime Victim Liaison
The victim advocate contacts victims and informs of resources available. The crime victim

liaison is a City of Schertz employee but assists with Live Oak and Cibolo on contract.
The victim advocate reported the following performance metrics for 2018:

Victim Referrals 232
Victim Contact / Interviews 175
CPS Screenings (Approx.) 573
Total 980

Additionally, the victim reported 358 cases between Live Oaks and Cibolo. The following
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points provides a summary of the findings for the victim advocate:
+ The victim advocate is able to contact major crime victims.
« The current process of shared services is effective.

No changes to staffing are recommended for this unit.

3 Support Services

Support Services includes communications, records, SRO program and crossing guards
and consists of 1 Lieutenant, 1 Sergeant, 1 Corporal, 3 Officers, Communications
Manager, 4 Communications Supervisors, 12<Communications officers, 1 Records
Manager, 2 Records Clerks and 16 Crossing Guards.

1. School Resource Officer (SRO) Program

The SRO program consists of 1.Sergeant, 2 Corporals and 2 Officers. Personnel
assigned to the SRO program respond to calls for service at schools, perform community
engagement activities, assist with presentations and provide school security.
Performance metrics for SRO programs are based on student populations to be assisted,
number of buildings and locations between schools. Typically, only high schools and
middle schools are staffed with SROs. Schertz has two high schools and one middle
school with a combined population of approximately 4,683 students.

National School Resource Officers Association (NSROA) recommends approximately 1
SRO per 1,000 student population. Schertz is slightly below that with 4 SROs assigned
plus a Sergeant. It should be noted that the Sergeant assists the SROs.

2. Workload Communications

Communications is responsible for call taking and dispatch for Police and several Fire /
EMS departments. Communication consists of 1 manager, 4 supervisors and 12
(authorized) dispatchers. Supervisors are classified as working supervisors and thus may
create issues for supervisors to complete administrative tasks while on shift. Staffing
shortages cause some overtime and during peak calls for service dispatchers have
difficulty with call volume.

The following calculations show the hourly staffing needs of the agency for emergency
calls, non-emergency calls, and dispatch needs. A recommended total number of
authorized positions is also provided based on rates of leave and employee turnover.
These calculations were made using SZPD data and industry best practices. Where data
is absent or not tracked, the project team used averages developed over numerous
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studies.

The following chart shows the standards used:

Occupied dispatch minutes per call for service (police and fire) 3.5
Estimated number of phone calls per year (some non-emergency call data may be incomplete) 45,966
Average phone call duration (in minutes) 3.0
Target Agent Occupancy Rate 50%
Annual Agent Available Hours 1,800
Supervisor availability per shift (for call handling and dispatch relief) 0.1

(1)  Current Calls for Service

The following table shows the total calls for service
Fire, EMS and Police — both dispatched and sel

in 2018 (Includes

Calls for Service b

Hour Sun Mon Tue Wed

12am 228 195 196 206

B s e S T
N
3am .17 134 415 185 1011
4am . 124 135 110 138 887
sam BT I £ 586
6am 201 201 180

N T Ty
8am a9 459 M8 M5

9am - 463 481 451

10am - w5 | 862 470 498

f1am 45 | 49 387 406

12pm oo .47 398 409

1pm a2 454 443 436

2pm a4 456 465 418

3pm 409 | 48 384 358

4pm 267 341 339 346 333 313

5pm 190 260 324 268 283 283

6pm 256 253 249 288 261 295

7pm 235 258 258 324 288 293

8pm 236 254 236 274 221 249

9pm 218 207 238 272 247 300

10pm 226 240 202 228 233 257
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11pm

167

Total 5,281

218
6,706

182
6,772

211
7,398

228
7,054

270 286
6,981 5,774

1,562
45,966

As the table indicates a total of 45,966 CAD incidents were recorded. These total were
then broken down by average calls received per hour and day of the week. The following
table shows the average volume of incoming calls including officer self-initiated activity
by hour and day of the week during 2018.

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

Sun
4.56
4.07
3.73
3.24
2.79
2.37
2.86
3.63
4.65
5.29
5.32
5.03
4.83
4.89
5.04
5.05
4.86
4.47
4.57
4.48
4.48
4.23
4.05
3.61

Weekly Calls For Service

Mon
3.43
3.04
2.80
2.49
2.25
2.62
3.84
5.74
7.01
7.59
8.01
8.01
8.14
8.23
8.28
7.59
6.59
5.57
5.08
4.83
4.69
4.41
4.35
4.01

Tue Wed
3.64 3.60
3.09 3.24
2.89 3.07
2.56 2.61
2.51 2.53
2.95 3.02
4,52 4.64
6.53 6.83
7.95 8.39
8.45 9.16
8.48 9.52
8.16 8.98
7.69 8.64
7.52 8.54
7.36 8.37
6.99 7.77
6.49 6.77
5.94 5.95
5.26 5.68
4,93 5.69
4,59 5.39
4.36 5.05
4.02 4.50
3.72 4.08

Thu

3.68
3.37
3.08
2.70
2.62
3.03
4.54
6.62
8.09
8.73
8.58
8.09
8.05
8.21
8.16
7.42
6.52
5.75
5.27
5.09
4.71
4.64
4.40
4.08

Fri
3.47
2.79
2.44
2.18
2.18
2.68
4.23
6.37
7.93
8.61
8.77
8.32
8.15
8.00
7.66
6.95
6.24
5.77
5.57
5.47
5.26
5.34
5.05
4.82

Sat

4.26
3.90
3.63
3.21
2.71
2.41
3.05
3.98
4.89
5.25
5.38
5.41
5.47
5.76
5.70
5.45
4.93
4.59
4.69
5.14
5.33
5.42
5.36
5.10

Based on this data, a formula known as the Erlang model is used to calculate the number
of dedicated call-takers which will be required to ensure that a desired level of service
can be met. The following table illustrates the variables selected for this calculation.

Average call duration
Target answer time
Required service level

180 seconds

10 seconds
90%

Based on these factors, the following table shows the number of emergency call-taking
staff which should be present at each hour of the day to ensure the desired level of service
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is met.

To determine staffing needs for this volume of workload, the following two key variables
are used:

. Average dispatch time per call: This includes time on the radio with responding
units, as well as time spent processing the call in the CAD system. From
experience with hundreds of fire, law enforcement, and dispatch agencies, we
know that this typically averages 3 minutes.

. Target occupancy rate: This is the percentage of time that staff should be engaged
with an active call, as opposed to “refresh time” when staff can make outgoing calls
and prepare themselves for the next incident. An ideal rate is about 50%.
Occupancy rates higher than this can begin to create burnout among staff.

Average dispatch time per call 3 minutes
Target Occupancy Rate 50%

Based on these factors, the following table shows the number of staff needed to
process CAD calls and dispatch workload at each hour of the day.

2020 Minimum Staffing Needed at Determined Dispatcher Occupancy Rate
(rounded to next highest full number)

(/2]
=}

[\CR \CT \O I \C T \C T\ I \C TS \C B \C BN \O N AC T AT O N AC T \C T\ O N A O T AT \O 0 O I
—
o

[\CR AT\ I \C T \C T \O N \C T \ O T \G T O N AC T AT O 2 \C T AT AT O N A O T A \O B0 0 I
—
<
-
=

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

=
[\SRN RN \C N \C T \C R \O N \O I \C I \C IR \O BN \O I\ N \C T \C I \O I \G I \G I \O I \© B\ O BN \ O I 5}
=
mmmmmmmmmmmmmmmmmmmmmg
Qo
[\SRN O\ \C T \C T \C I \O I \C T \C IR \O I O 0 \O I \G T \C I \C I O I \G T \C T \O N \ O I\ e
[\SIN SR\ \C T \C T \C I \O N \C T \C I \C BN \O IS\ I A N \C I \C TN O N \G N \C N \C I \O i\ 0}
l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)l\)g
=3
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Sun Mon Tue Wed Thu Fri Sat
9pm 2 2 2 2 2 2 2
10pm 2 2 2 2 2 2 2
11pm 2 2 2 2 2 2 2

As this chart indicates, current authorized staffing meets current industry standards to
meet call taking and dispatch service levels, however these position counts do not
account for turnover which typically averages 20%. To meet this the department needs
a minimum of 12 dispatchers to meet current service levels. < The method of calculation
is explained in the following sections.

(2) Calculations

The following section shows staffing calculations through the study period:

Calculations

2020

336 Weekly dispatcher hours required
17,520 Annual dispatcher hours required

11.0 Dispatcher count needed

2025

337 Weekly dispatcher hours required
17,572 Annual dispatcher hours required

11.0 Dispatcher count needed

2030

347 Weekly dispatcher hours required
18,094 Annual dispatcher hours required

11.3 Dispatcher count needed

These numbers are used to calculate actual staffing numbers based on turnover.
(3)  Total Staffing

The following table combines the emergency call-taking staffing needs (calculated using
the Erlang model) and the dispatch and non-emergency staffing needs (calculated
arithmetically) to arrive at the total daily and hourly staffing needed to ensure high levels
of service.

The following charts show the minimum staffing required based upon expected population

growth. This indicates that the impact on dispatcher staff needed is negligible and would
only impact one hour during the morning shift.

Matrix Consulting Group Page 170



SCHERTZ, TEXAS

DRAFT Final Report on Staffing and Operations

2025 Minimum Staffing Needed at Determined Dispatcher Occupancy

Rate

Fri Sat

Mon Tue Wed Thu

Sun

12am
1am

2am

3am

4am

5am

6am

7am

8am

9am

10am
11am
12pm
1pm

Al

Al

(aV)

[aV)

Al

[aV)

Al

2pm

3pm

4pm

5pm

6pm

7pm

8pm

[eV)

(aV]

9pm

Al

Al

(aV)

[aV)

(q\

[eV

Al

10pm
11pm

Al

Al

[aV)

[aV)

Al

A

2030 Minimum Staffing Needed at Determined Dispatcher Occupancy

Rate

Fri Sat

Mon Tue Wed Thu

Sun

12am
1am

2am

3am

4am

5am

6am

7am

8am

9am

10am
11am
12pm
1pm

2pm

3pm
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2030 Minimum Staffing Needed at Determined Dispatcher Occupancy
Rate

»
=
=
=
-
(]
-
=
-
=
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4pm
5pm
6pm
7pm
8pm
9pm
10pm
11pm
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As the above table show, projected workload due to population growth (and resulting call
increases) would increase the number of staff needed in 2030 to 3 to handle expected
workloads for a portion of the morning shift.

It is important to note that the exact hourly staffing needs can be smoothed to fit with the
agency’s shift schedule; if the maximum staffing is 2-during periods where the model
shows a need for 3 staff, it will keep the dispatcher occupancy rate below 55%, which is
still within a reasonable range.

(4) Total Authorized Positions after Turnover and Overtime (Current)

The agency’s total annual turnover rate for dispatcher positions is 20%, which means that
at a given time, 20% of floor positions (or the equivalent of 2.2 positions) may be empty.

11.0 ~Total Filled Positions Needed
X
.20 Turnover Rate

2.2 Total Positions Empty

Overtime can compensate in part for staff turnover rates. Overtime should generally not
exceed 10% of the total hours needed. In the case of SZPD, this means that the
equivalentof 1.1 FTE’s can be accounted for using overtime.

11.0 Total Filled Positions Needed
X
.10 Maximum overtime rate 10%
Total Positions Covered by
1.1 OT

Overtime alone cannot compensate for a turnover figure this high; to account for turnover,

the agency should authorize additional positions with the assumption that some will be
empty at any given time.
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2.2 Total Positions Empty
- 1.1 Total Positions Covered by OT
1.1 Additional Authorized Positions

Adding these 1.1 positions to the 11.0 filled positions needed results in an authorized total
of 12.1 FTE’s.

11.0 Total Filled Positions Needed
+ 1.1 Additional Authorized Positions
12.1 Total Authorized Positions

The agency should authorize 12.1 total FTE’s 1o meet hourly staffing needs while
accounting for overtime and turnover rates. This same calculation is carried out through
2030.

The agency’s total annual turnover rate for dispatcher positions is 20%, which means that
at a given time, 20% of floor positions (or the equivalent of 2.2 positions) may be empty.

11.3 Total Filled Positions Needed
X
.20 Turnover Rate

2.26_ Total Positions Empty

Overtime can compensate in part for staff turnover rates. Overtime should generally not
exceed 10% of the total hours needed. In the case of SZPD, this means that the
equivalent of 1.13 FTE’s can beaccounted for using overtime

11.0 Total Filled Positions Needed
X
.10 Maximum overtime rate 10%

Total Positions Covered by
1.13 OT

Overtime alone cannot compensate for a turnover figure this high; to account for turnover,
the agency should authorize additional positions with the assumption that some will be
empty at any given time.

2.26 Total Positions Empty

1.13 Total Positions Covered by OT
1.13 Additional Authorized Positions

Adding these 1.13 positions to the 11.3 filled positions needed results in an authorized
total of 12.43 FTE’s.
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11.3 Total Filled Positions Needed
+
1.13 Additional Authorized Positions
12.43 Total Authorized Positions

The agency should authorize 12.43 total FTE’s to meet hourly. staffing needs while
accounting for overtime and turnover rates. Rounded to the next FTE would result in the
need for 13.

It is important to note that SZPD staffs shift supervisors who can cover in emergencies.
They were not used in coverage calculations because they have administrative duties as
well, however they are working supervisors who_.can handle all tasks associated with call
taking and dispatch when needed.

Currently, dispatch has only 4 dispatch consoles and as the city grows an additional
console will be needed.

Recommendation: An additional dispatch communicator position will be required
by 2029.

Recommendation: An additional dispatch console will be required to accommodate
future growth.

1. Workload - Records
The Records Unit consists of 1 manager and 2 clerks. The unit is responsible for
processing all reports, open records requests, answering phones and assisting

community walk-ins.

Records reported the following performance measures for a 1 year time frame:

Incident reports reviewed 9,646
Counter Contacts 5,933
Phone Calls 17,561
Open Records 1,190
Alarm Permits 432
Solicitor’'s Permits 85
Video’s Processed (Partial year) 350
Total 35,197

As the table above indicates the records unit handled 35,197 different functions /
processes during a year time-frame. Additionally, they reviewed and destroyed 7 years
of crime reports that were unneeded due to retention schedules.
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Each of these tasks takes various lengths of time to complete, however through our
interviews with records staff it was determined they are near capacity to handle any
additional work.

The following provides a summary of the findings for records.

. The records unit is at or near capacity with current tasks.

. Video processing has been moved from property / evidence to records which will
require one additional clerk.

Recommendation: One additional records clerk should be authorized for a total of
three.

1. Workload — Crossing Guards

Crossing guards assist with student. and parent crossings near schools. Crossing
locations are chosen by safety concerns. or number of pedestrians crossing. The
workload is based on the number of crossing locations determined to be a safety concern.
There are no performance measures for this unit.

2. Summary of Findings Crossing Guards

The following provides a summary of the findings for crossing guards.

+ No changes needed in the number of crossing guards needed.

4 Marshal’s Division

The Marshal’s Division is staffed by 1 lieutenant, 2 corporals, 2 officers, 2 code officers
and 1 sanitarian. The division is responsible for serving arrest warrants, enforcing City
Codes, and inspecting food service locations, day care, schools and pools.

The Marshal’s Division is broken into warrants, environmental, code enforcement and the
sanitarian. The Lieutenant is also responsible for overall operations of the unit and fleet

while a Corporal serves as the training coordinator.

The unit reported the following performance metrics for a 1 year time period:

Sanitarian
Food Insp. 211 2 422
Foster Insp 18 5 9
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Complaints Inv. 22 1 22
Total 517 N/A 453
Code Enforcement

Code Violations 1,398 1 1,398
Code Violations 2,142 5 1,071
Resolved

Complaints 732 1 732
Bandit Signs 1,347 10 224
Property abated 31 3 93
Total N/A 3,518
Warrants

Warrants issued 1,598 .5 799
Warrants Cleared 2,022 1 2,022
Total 3,620 N/A 2,821

As the table above indicates the Sanitarian has approximately 453 hours of tracked work
related tasks per year, this does not include filing of reports and other reported activities
required of the position.

The table above indicates the Code Enforcement Officers approximately 3,518 hours of
tracked work related tasks per year. With 2 officers this equates to 1,759 per position. A
July 2019 Community Survey indicated 70% of respondents are satisfied with Code
Enforcement, however that same survey indicated community members want more sign
and graffiti enforcement. With current resources, the unit is able to keep up with current
service demands but would not be able to increase proactivity.

The Environmental Law Enforcement officers respond to illegal dumping cases, sewer
leaks or illegal discharge and other more serious cases (Class B cases).

The warrants sections used to have 3 officers, however there are only 2 now (1 corporal)
who has the added responsibility of training coordinator. There are over 12 thousand
outstanding (unserved) warrants.

The unit is also able to effectively respond to code violations in a timely manner and to

be proactive (e.g. bandit sign removal). The sanitarian is current with inspections,
however there is no backup.

5 Animal Services
Animal Services responds to animal complaints, investigates crimes against animals and
operates a shelter. The unit consists of a sergeant, shelter manager, 4 animal control

officers, a kennel technician and two part time kennel technicians.

The unit responds to calls for service during normal work hours. In addition to responding
to animal calls the unit assists with adoptions and public outreach. The shelter averages
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148 animals in occupancy each day which requires significant time for kennel cleaning.
Due to the high number of animals in care and minimum cleaning standards that must be
met the shelter requires animal control officers assist with kennel cleaning and relies on
overtime from other department areas. In the first seven months of 2019, there were 608
animals taken into care.

The department performed an internal analysis of the steps and time required to maintain
kennel cleanliness to industry standards. Maintaining cleanliness standards helps
prevent the spread of parvovirus and other diseases throughout the shelter. The internal
study indicated it takes approximately 40 hours per day to perform all the tasks required
by the kennel tech to clean kennels, feed animals and cycle dogs through the runs. The
table below indicates the approximate number of staff hours needed per week to
accomplish tasks.

Day 40
Week (7 days) 280

The table below shows the approximate amount of staff and volunteer time per week
(excluding vacation and sick time):

Kennel Tech 40
Part Time KT 56
Total 96

As the table indicates there is- approximately 96 hours of scheduled work per week which
is less_than needed to complete all tasks. The following table shows the difference
between the total scheduled hours and total hours needed:

Scheduled Hours 96
Hours needed 280
Difference -184

As the table indicates there is a current shortage of 184 hours work hours scheduled to
complete all required tasks, this represents approximately 4.6 full time positions if all tasks
are to be performed by the kennel staff.

Adding 4 additional full time kennel technicians for a total of 5 would result in 256
scheduled hours per week (5 Full time, 40 hours each and 2 part time, 28 hours each).
This would still leave a shortage of approximately 24 hours per week. The reminder of
needed hours could be covered by ACQO’s and volunteers. This approach is often utilized
in other animal shelters.
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Supervision of Animal Control is accomplished by a Sergeant and an Animal Control
Manager. The Sergeant oversees overall daily activities, works on policy development,
budgeting and staffing. The Sergeant is in overall charge of Animal Control which is equal
in responsibility to a division.

Recommendation: Four additional Kennel Technician positions should be
authorized to meet existing workload demands.

6 Chief’s Office and Administration

The Chief’s Office provides overall direction, guidance and leadership for the Department.
The Chief has responsibility for every area of the department and ensures that all
employees perform their jobs in accordance with the overall mission of the Department
and in accordance with the established values.

Reporting directly to the Chief is the Assistant Chief andan Administration Assistant. The
Assistant Chief has administrative assistant as well. The current reporting structure is the
Chief over the Assistant Chief who has 5 direct reports (not including the admin assistant).
At this level this is a larger span of control than is typical especially with tasks assigned
to the Assistant Chief. The department had a Captain position in the past which had two
divisions under their command. This type of structure would make more sense since it
would reduce the span of control and increase the number of direct reports to the Chief.

To reduce the span of control a second Assistant Chief / Captain position could be added.

The proposed organization chart is below:
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There are a total of two Administrative Assistants in the organization, one reporting to the
Chief and the other to the Assistant Chief. While both Assistants have distinct and
separate job duties, both positions provide administrative support to the entire force. The
assistants are able to meet current tasks.

Recommendation: If no other organizational changes are implemented, a second
Assistant Chief / Captain position should be added to address span of control
and operational oversight issues.

7 Summary of Staffing Projections

Overall, the expansive growth Schertz will experience over the next decade will translate
to increased police service demand, although that growth will likely occur unequally. Calls
for service can be anticipated to increase by nearly 28%, while Part | crimes are likely to
increase as well. For instance, the staffing analysis has demonstrated significant
deficiencies in investigative staffing and kennel technicians currently, although from that
point, there is relatively little growth in needs.

The following table provides a summary of the staffing projections, including a 10-year
summary of 2030 forecasted needs versus 2020 authorized:
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Unit Name

Classification

Summary of Staffing Projections

Projection Factors

2020 2021

Auth.

2022 2023 2024 2025 2026 2027 2028 20292030

Police Administration

Administration

Chief

Assistant Chief

Captain

Admin. Asst.

Admin. Asst.

Patrol Uniform Services

Uniform Services

Patrol Operations

Traffic

Marshals

Administration

Environmental
Officers

Lieutenant

Sergeant

Corporal

Officer

Corporal

Officer

Lieutenant

Corporal

Matrix Consulting Group

Executive position; does
not scale.

Executive officer position;
scales to span of control
or complexity of
command and tasks.
This is a recommendation
of an increase of one
A/C.

Currently Vacant

Support position, scales
to number of positions
supported. No major
changes are expected to
roles or workload within
the projection timeframe.

Support position, scales
to number of positions
supported. No major
changes are expected to
roles or workload within
the projection timeframe.

Division Command; does
not scale. No major
changes are expected to
roles or workload within
the projection timeframe

Shift Leadership, scales
at 1 per shift or by span
of control 1:6-9.

Shift Leadership, scales
at 1 per shift or by span
of control 1:6-9.

Scales to call load.

Scales to supervisory
spans of control.

Elective need; does, not
directly scale with service
needs, but instead scales
with targeted level of
coverage/service.

Scales to the number of
units/functions managed
by the lieutenant. No
changes to functional
span of control are
expected within the
projection timeframe.

Supervisor of unit; scales
to the number of staff that
directly report to the

25

26

30

30

31

31

32

33

34

34

34
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Unit Name Classification Projection Factors 2020 2021 2022 2023 2024 2025 2026 2027 2028 20292030
Auth.
position or tasks
assigned.
Officer Scales to caseload or 11 1 1 1 1 1 1 1 1 1

level of service desired.

Warrants Corporal Supervisor of unit; scales 1 1 1 1 1 1 1 1 1 1 1
to the number of staff that
directly report to the
position. Based on this
type of function, spans of
control should be set at a
maximum of 1:6-9.

Officer Scales to caseload or 1 1 1 1 1 1 1 1 1 1 1
level of service desired.

Sanitarian Sanitarian Scales to number of 1 1 1 1 1 1 1 1 1 1 1
tasks or inspections.

Code Enforcement Officer Executive position; does 2 2 2 2 2 2 2 2 2 2 3
not scale.

Support Services

Administration Lieutenant Scales to coverage 1 1 1 1 1 1 1 1 1 1 1
needs. No changes to the
number of positions
needed to fulfill these
requirements are
anticipated within the
projection timeframe.

Dispatch Comm. Manager Scales to the number of 1 1 1 1 1 1 1 1 1 1 1
units/functions managed
by the lieutenant. No
changes to functional
span of control are
expected within the
projection timeframe.

Comm: Scales to number of 4 4 4 4 4 4 4 4 4 4 4
Supervisors direct reports and shift

coverage
Comm. Officers  Scales to calls for service 12 12 12 12 12 12 12 12 12 13 13

and service goals.

Records Manager Supervisor of unit; scales 1 1 1 1 1 1 1 1 1 1 1
to the number of staff that
directly report to the
position and tasks
assigned. Span of control
should be set at around
1:6-9.
Clerk Recommended increase 2 3 3 3 3 3 3 3 3 3 3
in 2020 to include new
task of BWC
management to meet
prevailing practice.

Officer Elective priority; scales 1 1 1 1 1 1 1 1 1 1 1
based on number of
projects. Public Outreach

School Resource  Sergeant Supervisor of unit; scales 1 1 1 1 1 1 1 1 1 1 1
Officers to the number of staff that

directly report to the

position. Based on this

type of function, spans of

control should be set at a

maximum of 1:9.

Corporal This position is both 2 2 2 2 2 2 2 2 2 2 2
supervisory and
response. Based on this
type of function, spans of
control should be set at a
maximum of 1:9.
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Unit Name

Classification

Projection Factors

2020 2021

Auth.

2022 2023 2024 2025 2026 2027 2028 20292030

Investigations

Administration

Criminal
Investigations

Evidence
Technician

Animal Control

Administration

Officer

Crossing Guards

Lieutenant

Detective
Sergeant

Detective /
Corporals

Evidence
Technician

Sergeant

Manager

Sergeant

Animal Services
Officer

Kennel Tech

Kennel Tech
(Part Time)

Based on one SRO per
1000 students at middle
and High Schools or
desired coverage.

Based on number of
crossing locations.

Scales to the number of
units/functions managed
by the lieutenant. No
changes to functional
span of control are
expected within the
projection timeframe.

Supervisor of unit; scales
to the number of staff that
directly report to the
position. Span of control
should be set at around
1:6-9, including all
personnel assigned to the
unit.

Scales to caseload.

Based on the number of
scenes processed and
property /evidence
recovered.

Supervisor of unit; scales
to the number of staff that
directly report to the
position or tasks
assigned.

Staffing scales to the
number of direct reports
or tasks assigned. No
changes needed to the
unit to expand its current
scope and objectives
over the projection
timeframe.

Recommend elevation of
this position to lieutenant
due to responsibility and
complexity of position.
Scales directly with

coverage needs and calls
for service.

Scales to average kennel
population and task time

Scales to average kennel
population and task time

2

16

16

16
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| 17 Public Affairs

Public Affairs is responsible for establishing and maintaining internal and external
communications for the City of Schertz. The Department promotes, organizes and
supports informational, educational and special event activities that benefit the community
and City employees through advertising, production of city wvideos, print ads, press
releases, email blasts, website and electronic sign ad creation and posting. Public Affairs
publishes Schertz Magazine with a circulation of over 15,000. Operations of the Civic
Center and 311 Customer Care also fall under the umbrella of Public Affairs.

The following organizational chart shows the departmental organizational chart for Public
Affairs.

Assistant to the City
Manager

Public Affairs Director

Communications
Manager

Civic Center Manager

i Customer
Marketing and Relations/311 Civic and Community Events Attendent

coné?:gilaﬁiasﬂons R? rg_?e{vg_tri)ve Center Coordinator (2 FT, 2 PT)

Administrative
Assistant

1 | Operational and Technological Changes Needed

There are several opportunities for the City to develop a more defined framework for
managing operations that will enhance the ability of the organization to improve service
and manage costs.
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(1) Cost Recovery Targets and Fees should be evaluated Annually for the Civic
Center.

The efforts of the Civic Center should remain an annual focus of discussion prior to budget
establishment with annual reviews of the fees charged for services and discussion
regarding the cost recovery target of this operation. As a center focused on smaller-
events, the clientele of the facility generally are going to be price conscious. However,
the Center is dependent on a large number of events to generate the revenues necessary
to cover allocated costs. It will be important that annually the fees charged for services
are reviewed not only to ensure they are sufficient to cover costs, but that they remain
consistent with major competitors in the area.

This review should take place at the same time as there is discussion regarding the
appropriate cost recovery target as these two items go hand in hand. Staff can only
achieve appropriate cost recovery targets when fees are appropriately set in relation to
costs. If fees are set at levels below those needed to recover costs (which is likely as
most small Civic Centers do not break even), consideration should be given to adjusting
the targeted level of cost recovery to clearly provide direction to staff on the expected
level of cost recovery to be achieved.

Recommendation: Annually the fees associated with Civic Center rentals should
be reviewed and adjusted as needed. Additionally, a cost recovery target should
be established annually.

(2) Longer-term, the Civic Center Should be Considered for Movement to the
Parks and Recreation Department.

The location of the Civic Center and Community Center operation as a component unit of
the Parks and Recreation Department would ensure that all recreational-type fee
generating services are handled under the direction of a single individual who is
responsible for and accountable for overall operations of these facilities and programs. It
would also reduce the impacts and conflicts that have arisen when there is competing
needs for existing space. There are numerous times where city programs and public
rentals both want the same facility for the same time period and having one individual
overseeing scheduling and programming of these spaces would reduce the potential
conflicts. This recommendation is made not due to any current perception of managerial
ability, but rather to better align similar functions within the organizational structure. The
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added benefit this provides is that the focus of the Public Affairs Department can be
allocated to the core duties of customer service and communications.

Recommendation: Longer-term, the City should consider the relocation of the
Civic Center operations into the Parks and Recreation Department.

2| Staffing Projections

After review of the current staffing allocations, discussions with staff regarding staffing
needs and challenges, and evaluating potential impacts due to organizational and
community growth, the only major staffing issue that the City should focus on is related
to the Event Attendants. These positions are critical to the operation of the Civic Center
but have unique schedules and work requirements that make them difficult to fill. At the
present time, the staffing is just sufficient, when supplemented with the contractual
cleaning services currently in place, to handle the existing workload. If the number of
events expand much beyond current capacity, the City will need additional resources to
staff the events. Given the historical difficulties that the City has faced in maintaining
these positions, this will be a challenge to address. Ideally, what would be needed initially
is the addition of additional part-time positions as event levels dictate the need. However,
practically, this has been a difficult position to recruit and retain.” Given this situation, at
the time that additional staff support is needed for the Civic Center, the City may wish to
create a hybrid position that is allocated half-time to the Civic Center and half-time to
support other City needs (likely within Recreation or Public Works) in order to create a
full-time position that is easier to fill and retain, while ensuring that the position is being
fully utilized to the City’s benefit. We have estimated that one additional event attendant
may be required in 2025 if the number of events increases. The timing of this additional
staff will be entirely dependent on event-driven workload.

Based upon discussions with staff regarding current capacities, no change is made in the
recommended number of staff allocated to Customer Relations as current capacity exists
to handle workload increases and it is anticipated that with further expansion of online
and remote services, that fewer calls for service will be handled in the future.

Finally, no recommendations were made to increase the number of staff allocated to
Public Affairs. In comparison to other similar local government entities, the City of Schertz
has allocated more staff resources to the communications function than other similarly
sized organizations — and with this, it provides a level of service much greater than these
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other communities. This is evidenced both by the quality of the items developed, but also

by the fact the City produces a monthly magazine of commercial quality.

The following table shows the projected staffing for the Public Affairs Department.

Employee Projection 2020
Classification Factor Auth 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Director Executive 1 1 1 1 1 1 1 1 1 1 1
position, does
not scale.
Cust Scales based on 2 2 2 2 2 2 2 2 2 2 2
Customer  Relations/ workload,
Relations 311 Rep (FT) hours coverage,
calls received
from
residents/publi
c
Cust Scales based on 1 1 1 1 1 1 1 1 1 1 1
Relations/ workload,
311 Rep (PT) hours coverage,
calls received
from
residents/publi
c
Communic Communicati Executive 1 1 1 1 1 1 1 1 1 1 1
ations ons Manager position, does
not scale.
Marketing/C Does not scale, 1 1 1 1 1 1 1 1 1 1 1
omm based-upon
Specialist workload,
programs and
service levels.
Admin Unique 1 1 1 1 1 1 1 1 1 1 1
Assistant position, 1 per
unit.
Manager Executive 1 1 1 1 1 1 1 1 1 1 1
Civic position, does
Center not scale.
Civic/Comm Unique 1 1 1 1 1 1 1 1 1 1 1
Center position, does
Coord. not scale.
Event Scales based on 4 4 4 4 4 5 5 5 5 5 5
Attendants number of
events and
hours needed
for coverage
TOTAL 14 14 14 14 14 15 15 15 15 15 15
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18 PUBLIC WORKS DEPARTMENT

The Public Works Department consists of three divisions and is responsible for
maintaining the City’s public infrastructure. The Department’'s Streets Division is
responsible for maintaining City streets, sidewalks, signs and striping, as well as other
related duties.

The Drainage Division maintains the City’s stormwater infrastructure, drainage channels,
mowing, pavement markings, storm grates, retention ‘ponds, trees and guardrails, and
other related services.

The Water and Sewer Division is responsible for floodplain management, and the
maintenance and repair of the water distribution and wastewater collection system, which
involves flushing of lines, repair of main breaks, hydrant maintenance, valve exercising,
pump and lift station maintenance, locating utility lines, water sampling and other related
duties.

All three divisions are responsible for chipping, managing contracts, and attending and
participating in special city events outside of normal working hours, such as supporting
Planning and Zoning, Schertz Seguin Local Government Corporation (SSLGC), Cibilo
Valley Local Government Corporation (CVLGC), and Council meetings.

The current organizational structure of the Department is shown in the following
organizational chart.
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Director of
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1 | Operationaland Technological Changes Needed

]
Water/Sewer
Manager

Street Worker |

This chapter provides an analysis of the major operational and technological changes
required in the Public Works Department.

(1) The Department Should Reallocate Personnel in Order to Provide a More
Balanced Level of Service.

The Public Works Department currently provides a set of service levels to its residents
that could be more balanced through a reallocation of resources. For example, although
the Department does not have accurate records on the precise number of curb miles in
the City, if it can be estimated that one-half of the roadways in the City have curbs that
are swept, then there are about 163 curb miles in the City. The Department’s records for
FY 2019 indicate that 11,100 curb miles were swept. The Department reports that it
sweeps about 91 curb miles multiple times, as trees drop debris on much of these
stretches of roadways. In addition, the sweepers make multiple trips to dump sweeping
debris each day, and some parking lots are swept on irregular bases. Therefore, the
calculation of the actual curb miles that are swept over any specific period is not possible.
However, sweeping over 11,000 miles annually does equate to about 917 miles per
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month, or about 45 miles per work day. Therefore, if only half of all miles traveled by
sweepers is for actual curb-sweeping, this would result in each curb mile being swept
seven (7) times monthly. A large number of curb miles are, in fact, swept multiple times
as a result of tree debris, however this is a very high level of service.

On the other hand, the Water and Sewer section of the Department is responsible for the
maintenance of 228 miles of water main and 115 miles of sewer main, or about 343 linear
miles of infrastructure. Using between 15 and 20 center line miles per worker, this is
somewhat above the typical amount of infrastructure for which 17 staff members would
be responsible, and some services, such as valve exercising and line televising, are not
performed on any regular basis. These are critical elements of a preventive maintenance
program for the City’s underground infrastructure.

The project team recommends that, at a minimum, the Department reallocate staff time
from street sweeping to preventive maintenance of the City’s water and sewer lines.
However, beyond these focused areas, the Department should seek to ensure that
service levels are defined for each of the functionsi it is responsible for performing. Often,
service levels are defined to a large degree by the expertise, available equipment and
even inertia of the department, rather than by a focused, cyclical analysis of the service
levels required by both the residents and the needs of the infrastructure.

Recommendation: The Public Works Department should define appropriate
service levels for the maintenance of the City’s infrastructure.

(2) The Department Should Enhance the Utility of Its Computerized Maintenance
Management System.

The Public Works Department utilizes “Web QA” as its computerized maintenance
management system (CMMS).. This system is primarily used as a work request tracking
system in which the staff input the date of the work request, as well as the location and
description of the work request.. It is not a comprehensive and robust asset
management/CMMS solution. Once crews have addressed the service request, all time
is entered into Web QA" at the end of the workday; however, there is no detailed
breakdown of the work that was associated with any specific work performed. In the
project team’s review of manually-entered, “Daily Job Time Cards”, multiple tasks are
reported for multiple crew members within the time designated on the cards, which inhibits
a detailed analysis of times expended on specific tasks.

The project team recommends that the Department begin recording both the tasks
performed, as well as the hours expended, and the equipment utilized in each task. For
example, field crews currently may, in the course of an eight-hour day, perform multiple
tasks related to pothole patching, crack sealing and other tasks. These should be
individually identified on work orders, and input into a computerized maintenance
management system with specific job numbers, along with the actual number of hours

Matrix Consulting Group Page 189



DRAFT Final Report on Staffing and Operations SCHERTZ, TEXAS

worked against it. When crews, or individual crew members, move to a different job site,
the hours for each crew member should be entered against a new job number, and this
process should be repeated for each successive task performed by the crew, along with
the outputs of the performance of the task.

The Public Works Department should begin to schedule its work by analyzing the
historical deployment of its staff resources and projecting the probable needs for these
staff resources on a monthly basis. There is a tendency among public works
professionals to measure the success of their organizations in terms of the
responsiveness to work requests, which is understandable, as much of the work of a
public works department is, in fact, reactive. However, there are also many tasks that
can, and should, be planned and scheduled, such as crack sealing along specific streets,
sign condition inspections, roadway inspections, line striping, road preparation for
resurfacing, etc. These tasks should be “loaded” into a CMMS, along with identified time
periods, crew members, locations, and projected hours of work. This provides managers
with a powerful tool that can identify time periods during which excess capacity exists or,
alternatively, time periods during which additional resources in the form of contracted
labor may be needed. Of course, these plans may, and likely will, be altered as
unexpected events occur throughout the year, however without a plan in place, managers
cannot assess the impact these unexpected events may have on work that needs to be
performed. Moreover, this formalized approach allows the Department to be more
accountable to City management for the work that is accomplished, but equally
importantly on the impacts that unexpected work has on planned work.

Recommendation: The Public Works Department should enhance the utility of its
computerized maintenance management system as a tool to report on work
performed, as well as to plan, manage and schedule work that needs to be
performed.

(3)° The Department Should Take a More Formal Approach to Insourcing and
Outsourcing Work.

Interviews and observations by the Project Team indicate that the Public Works
Department utilizes contractors for several purposes. However, it is not clear that the
services that are outsourced to private contractors are identified in a formal, routine
manner. The Department is generally adequately staffed to maintain its current
infrastructure, and this typically allows managers to continue to perform certain tasks with
in-house staff when, in fact, a formal assessment of all factors may lead to a different
conclusion.

Outsourcing work in many cases can be beneficial from not only a financial standpoint

(i.e., it may be less costly on a per-unit basis than continuing to perform the same task
with internal resources), but can also allow an organization to focus on work that has
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higher value, or even on a new service that has either been traditionally outsourced or
has not been performed at all.

The Public Works Department currently performs certain low-skilled tasks with internal
resources, such as mowing (which is outsourced by the Parks, Recreation and
Community Services Department) and street sweeping. It also performs line striping
internally, which is a function that is largely outsourced in other municipalities, but also
requires specialized equipment that is infrequently used, and cannot be used for any other
purpose. These are typically candidates for outsourcing.

The project team recommends that the Public Works Department critically analyze each
of the services it performs on a routine basis to determine the feasibility of outsourcing
functions that are currently performed by internal crews and, alternatively, analyze those
functions that may be currently outsourced to determine the feasibility of performing them
with internal crews. The bases on which the‘determination should be made can be found
in the table below.

The number, and availability, of | Fewer available contractors may result in either higher costs or less
contractors providing the responsiveness on the part of the contractor. If few contractors
service exist, the Department should take steps to ensure that sufficient
staffing levels, and expertise, exist to minimize the reliance on
potentially unresponsive and costly contract service providers.
However, in a large metropolitan location such as the Greater San
Antonio Area, there are likely multiple competitors for any type of
Service or repair.

The relative cost of the service | Cost is generally an important factor in any outsourcing decision.
However, the comparison of internal cost to those of contractors for
any specific work order should not be the sole method by which this
decision should be. made. Contractors will typically have a higher
cost structure than the Public Works Department, but if a specific
contracted repair costs, for example, $300 compared to $100 if
performed internally, it may be a false cost savings to perform this
repair with in-house staff if the internal staff member is diverted from
higher priority work to perform it.

When making the cost comparison, the Division should not only take
into account these factors, but also the cost of administering the
contract, and of performing quality assurance on the contractor’s

work.
The frequency with which the Routinely-performed services, regardless of complexity, should be
service is required performed with internal staff unless they occur during peak

workloads. Preventive maintenance and other services that occur
repetitively should be performed internally to the greatest possible
extent.
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Previous experience with The Division should document its experience with each contracted
specific service providers. service, noting any exceptional service, either positive or negative in
its vendor files. Simply put, the Division should discontinue
contracting with any deficient service providers. This may limit the
number of available contractors, which may also increase the cost of
service, but services delivered poorly and unreliably are generally
more costly than having performed them well the first time.

The cost of acquiring internal It is rarely cost-effective to acquire sufficient internal expertise to
expertise sufficient to perform perform complex repairs that require specialized expertise.

the service Therefore, the Division should generally outsource these services.
The need for special licenses or | Contractors are especially useful and cost effective when they
tools to perform the service perform services for which they possess licenses and certifications

which are difficult and costly to obtain.

Ability to assure the quality of Each service provided by a contractor should be monitored to
service provided, and ensure that the work was performed according to quality standards,
conformance to contractual as well as in conformance with the contract. The cost of this quality
specifications, by the contractor | check should be factored into every cost calculation when
determining the relative cost of internal and contracted service.

Recommendation: The Public Works Department should critically analyze each of
its services on a routine basis to determine the feasibility of insourcing and
outsourcing.

(4) The Department Should Add a Street Maintenance Crew.

The Streets Division of the Public Works Department is composed of a Street Supervisor,
a Street Foreman, six (6) Street Workers Il and eight (8) Street Workers |. These staff
members are responsible for the ' maintenance of 163 center line miles of paved surfaces
in the City.

In analyzing the responsibilities of the Streets staff, two Worker Il positions are dedicated
to street sweeping operations, and a Worker Il and two (2) Worker | positions are
dedicated to the sign shop and sign maintenance. Therefore, in addition to some amount
of field assistance from the Street Foreman, there are only nine (9) positions dedicated
to street, curb and sidewalk maintenance on a regular basis, and two of these were vacant
throughout much of the last year.

The project team utilizes two methods to determine the sufficiency of labor resources
dedicated to street maintenance. First, we analyze the hourly expenditures of staff in
street maintenance-related tasks and compare this to the available hours of the staff
dedicated to maintenance of the paved surface inventory. In data provided to the project
team for the 12 months ending in July 2019, the following hours were expended.

Street Sanitation 1,605.5
Roadway Maintenance 438.5
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Potholes 1,853.5
Spray Roadway Vegetation Management 678.2
Paint Striping 194.0
Thermal Plastic (roadway striping task) 126.0
Crack Sealing Maintenance 173.5
Curb and Sidewalk Maintenance 1,005.0
Total 6,074.2

Assuming that a full time equivalent worker is available for 1,650 hours per year after
vacation, sick time, personal leave, administrative and training time, and assuming the
Street Foreman expended 50% of available time in actual field work, the total number of
hours that should have been expended in streets maintenance tasks was 10,725 (1,650
* 6.5 workers). However, accounting for the two vacancies in the Division, this was likely
only between 7,500 and 8,000 hours. This leaves a discrepancy of between 1,426 and
1,926 hours, which is likely a result of diverting the staff to other non-street-related efforts.

Another measure of the sufficiency of staff dedicated to street maintenance efforts is the
comparison of available FTEs to the paved infrastructure for which they are responsible.
In this case, the Street Division is.responsible for 163 center line miles, and when fully
staffed, there are 6.5 workers dedicated to its maintenance. This is a ratio of one worker
per 25.1 miles, compared to a typical ratio of one worker per 15 to 20 miles. This equates
to a deficit of about two workers. However, given that street crews are composed of three
workers each, the project team recommends the addition of three additional Street
Workers, which will result in a ratio of one worker per 17.1 center line miles, which is in
the mid-range of the typical ratio.

Recommendation: The Street Division should add one (1) Street Worker Il and two
(2) Street Workers II.

(5) - The Department Should Add an Administrative Assistant to Assist with the
Increasing Clerical and Administrative Workloads.

The Public Works Department is currently staffed with 48 authorized positions. A
summary of these positions is provided in the table below.

Director

Water/Wastewater Manager
Administrative Manager

PW Receptionist/Dispatcher
Water & Sewer Manager
Water/Wastewater Superintendent
Water & Sewer Foreman
Serviceman llI

Serviceman Il

Ol = = 4 a4
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—

Serviceman |
Drainage Foreman
Drainage Worker |l
Drainage Worker |
Public Works Manager
Street Supervisor
Foreman (Streets)
Street Worker |l

Street Worker |

Total Department
Total Administrative/Clerical Positions

N
NN == =201N—=0O

As can be seen in the table above, there are 48 authorized positions. Further analysis of
this table indicates that, of the 48 authorized positions, only two of these, the
Administrative Manager and the PW Receptionist/Dispatcher, are classified as
clerical/administrative employees.

There is no “correct” ratio of administrative support staff to managerial and operational
staff. These ratios are dependent upon such factors as geographical dispersion of staff
supported, workload reporting requirements, public interaction, maturity of the
maintenance and financial reporting systems, and others. However, in the experience of
the project team, the “typical” ratio of support staff to technical and operational staff varies
from 1:9 to 1:25 or -more for small- to medium-sized infrastructure maintenance
organizations. With two administrative and clerical staff members supporting 46
authorized positions in the Streets and Parks Department and Equipment Maintenance
Division, this equates to a ratio of 1:23; which is at the high end of the typical range.

The PW_Receptionist/Dispatcher is responsible for a wide range of duties which include
answering phones, greeting visitors, receiving and logging complaints, and others. This
position has limited opportunities to perform clerical support, however, as the primary
duties are related to outside communications, both with field staff and the public. The
Administrative Manager conducts the majority of administrative and clerical duties within
the Department, which are related to procurement, payroll, regulatory reporting, and
others. Therefore, although the mathematical ratio of clerical and administrative support
is 1 per 23 staff supported, this ratio at least somewhat overstates the level of clerical
support provided to staff.

The Public Works Department should be authorized an additional Administrative
Assistant. This position would assist the Administrative Manager in procurement, payroll
processing, regulatory reporting, work order entry and reporting, as well as other duties
as required.
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Recommendation: The Public Works Department should add an Administrative
Assistant to assist with the increasing clerical and administrative workload in the
Department.

2| Staffing Projections

The primary drivers of staffing requirements in Public Works relate to the infrastructure
demands of paved surfaces, grounds and underground utilities. Given that there are no
definitive estimates for the growth of these particular attributes going forward, the project
team utilized the estimates for housing units in the City, as these are proxies for the
demands for additional paved surfaces, as well as water and sewer infrastructure. The
lack of data from a well-defined asset management plan or from the more effective
utilization of the maintenance management system is a major impediment to this
department addressing existing service delivery issues.

The positions of Director and Administrative Manager do_not scale and are assumed to
remain as single employees per position for the duration of the planning horizon. The
position of Dispatch Clerk is assumed. to vary with population, as the volume of work
varies with the number of calls. However, given the estimate of population growth in the
City through 2030, there is a projected need for only one Dispatcher through this period.

In Streets and Drainage, the positions of Public Works Manager, Streets Supervisor and
Foreman do not scale, and are assumed to remain at one employee in each position over
the planning horizon. The positions of Street Worker | and Il (currently eight and six
employees, respectively) vary with the number of center line miles. The Department
estimates that approximately three (3) miles of paved surfaces will be added each year
for the next two years, and five (5) per year thereafter. Therefore, by 2025, there will be
a projected 21 additional miles, for total of 183, and by 2030, there will be a projected 208
milesof roadway. However, there appears to be a deficiency in current staffing to address
existing workload. The specific calculation on staffing needs in this area are impeded by
the lack of data on how existing resources are utilized, however, it is estimated that there
is a two (2) FTE deficiency at the present time. Given that crews are composed of three
workers, the project team recommends that the Department add three additional crew
members (one Street Worker |l and two Street Workers I). To address the needs going
forward, however, due to the anticipated growth in the road network, the project team
estimates that an additional crew will be required by 2030.

Drainage Workers | and Il (currently five and two employees, respectively) are expected
to increase to seven and three positions, respectively over this time period. The Foreman
positions are assumed to vary with the number of employees under supervision and given
the small increases in the number of these positions, they are also projected to remain
constant at one employee in each position.
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In the Water and Sewer Division, the positions of Water/Sewer Manager, and
Water/Sewer Superintendent do not scale, and are assumed to remain constant at one
employee in each position over the planning horizon. The positions of Serviceman |, Il
and Il (with 10, five and one position in each, respectively) are assumed to vary in concert
with the number of street miles added over the planning period. Therefore, by 2025, there
are projected to be an additional 21 miles of water and sewer line, for a total of 364 miles,
and by 2030, there are projected to be an additional 25 miles, for a total of 389.
Maintaining the current ratio of approximately 20 miles of water and sewer line per field
worker, this results in the need for an additional two field workers by 2030. The positions
of Serviceman | and Il are projected to increase from 10 and five, respectively, to 11 and
six over the planning horizon. The position of Serviceman 11l is projected to remain at a
single incumbent during the same time period.

As was the case for the Foremen in Streets and Drainage, the Foreman position in the

Water/Sewer Division is assumed to vary with the number of employees under
supervision but is expected to remain at a single employee over the planning horizon.
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Employee 2020
Unit Classification Projection Factors Authorized 2021 2022 2023 2024 2025 2026 2027 2028 2029 2030
Administration Director Executive position; 1 1 1 1 1 1 1 1 1 1 1
does not scale.
Administrative Management position; 1 1 1 1 1 1 1 1 1 1 1
Manager does not scale.
PW Varies with 1 1 1 1 1 1 1 1 1 1 1
Receptionist- population/infrastructure
Dispatcher maintained by staff
Administrative New position to address 0 1 1 1 1 1 1 1 1 1 1
Assistant clerical administrative
deficit; varies with staff
supported
Streets and Public Works 1 1 1 1 1 1 1 1 1 1 1
Drainage Manager Position does not scale
Street 1 1 1 1 1 1 1 1 1 1 1
Supervisor Position does not scale
Foreman Varies with staff under 1 1 1 1 1 1 1 1 1 1 1
(Streets) supervision
Street Worker ~ Varies with 6 7 7 7 7 8 8 8 8 8 8
I |nfr_astr_ucture
maintained
Varies with 8 10 10 10 10 12 12 12 12 12 12
Street Worker | infrastructure
maintained
Drainage Varies with staff under 1 1 1 1 1 1 1 1 1 1 1
Foreman supervision
. Varies with 2 2 2 2 2 2 2 2 2 2 3
Drainage infrastructure
Worker I S
maintained
. Varies with 5 5 5 5 5 6 6 6 6 6 7
Drainage .
Worker | |nfr_astr_ucture
maintained
Water and Water/Sewer 1 1 1 1 1 1 1 1 1 1 1
Sewer Manager Position does not scale
Water/Sewer 1 1 1 1 1 1 1 1 1 1 1
Superintendent  Position does not scale
Water & Sewer  Varies with staff.under 1 1 1 1 1 1 1 1 1 1 1
Foreman supervision
Varies with 1 1 1 1 1 1 1 1 1 1 1
Serviceman Il infrastructure
maintained
Varies with 5 5 5 5 5 6 6 6 6 6 6
Serviceman |l infrastructure
maintained
Varies with 10 10 10 10 10 11 11 11 11 11 11
Serviceman | infrastructure
maintained
TOTAL 47 51 51 51 51 57 57 57 57 57 59

Recommendation: Increase the number of Street Worker positions by one Street
Worker Il and 2 Street Worker 1 positions in 2025.

Recommendation: Increase the number of Drainage Worker | positions by one in

2025.

Recommendation: Increase the number of Serviceman positions by one

Serviceman Il and one Serviceman I in 2025.

Recommendation: Increase the number of Drainage Worker | positions by one

and the number of Drainage Worker Il positions by one in 2030.

Matrix Consulting Group

Page 197



DRAFT Final Report on Staffing and Operations SCHERTZ, TEXAS

I 19 Organizational Structure Analysis

This chapter of the report addresses several potential organizational structure changes
that may enhance operational practices or bring the City into alignment with typical local
government management structures seen in other communities. Where appropriate, a
specific recommendation for change is provided.

The following organizational chart shows the overall de

the City of Schertz. ’
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1 Potential Reorganizations.

During the course of this evaluation, there were several organizational structure issues
that were identified where the existing structure of the City of Schertz appears to deviate
from the typical structure seen in other municipal organizations that were not addressed
in the prior chapters. These have occurred over the preceding years to address specific
performance or operational issues the City was facing and by most accounts have
addressed operational or performance issues that were present.

(1) Combining Human Resources and Procurement is Uncommon.

It is uncommon within local government operations to find the functions of Human
Resources and Procurement combined under a single manager. The typical situations
where this is seen is when the organization has established an Administrative Services
Department that typically also includes all financial operations and other internal
administrative services under a single manager. . It is more typical for procurement
operations to report to the Finance Department Director.

After review of current operations, the project team does not believe there are significant
operational efficiencies or service delivery improvements that would be achieved from
realigning this function within the City of Schertz at this point in time. Any operational
improvement can be achieved through stricter enforcement of existing policies or
procedures and/or greater auditing of the processes but organizational changes are not
required to address them. Therefore, no recommendation is made to alter this existing
structure. However, should the City undertake other organizational changes in the future
that impact either Human Resources or the Finance Departments, consideration should
be given to moving Purchasing operations under the Finance Department.

Recommendation: No change is recommended at the present time to realign the
Human Resources and Procurement Department. However, if other organizational
changes are made in the future that impact either the Human Resources or Finance
Departments, consideration should be given at that time to realigning the
procurement operations under the Finance Department.

(2) Animal Control Should Be Established as a Stand Alone Department.

The inclusion of Animal Control within the Police Department is not the organizational
model typically seen in other communities currently. This model was utilized historically
but has fallen out of favor as the Animal Control function has become more professional
and services have expanded with a greater focus on community education, placements,
rehabilitation, and adoptions and less on simply the enforcement of animal control laws
and picking up stray animals.
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While placement within the Police Department has worked well to address operational
issues that were present, it has diverted resources from typical police operations to the
Animal Control function. Additionally, it has created some concerns regarding spans of
control and the sufficiency of the number of managerial staff within the Police Department.
Movement out of the Police Department would require establishing the Animal Control
function as an independent Department with a Director but may lessen the operational
need, discussed in the Police Department chapter, for an additional Assistant Chief
position.

To effectively implement this model, the City should ensure that it has the leadership at
the Animal Control Manager level that can not only handle internal operations of the
shelter but provide the direction and leadership to manage an independent department.
There is no urgency to making this change, but the implementation of this would realign
the structure with not only a more common organizational structure for Animal Control but
mitigate the need for some administrative oversight at the Police Department which is a
contributing factor to the recommendation for a second Assistant Chief.

Recommendation: Animal Control should be established as a stand-alone
Department with a Director overseeing operations.

(3) Consideration should be given to moving code compliance / code
enforcement operations from the Police Department to the Planning and
Community Development Department.

The City should consider moving the function of property maintenance code compliance
/ code enforcement operations, including the Sanitarian position, from the Police
Department to the Planning and Community Development Department in the longer-term.
The duties of this operation are more closely aligned with duties and services provided
by the Planning and. Community Development Department. Having these staff located
within this department would provide the opportunity to more closely involve them in the
day-to-day operations of the Department and potentially to cross-train the positions to
provide additional field inspections support for certain inspection duties conducted by the
department.. This could include sign and landscaping enforcement, limited support to
Building Inspectors (related to work without permits, stop work orders, and similar
functions) and a greater. coordination of the work of the Sanitarian in review and
enforcement activities. .In most local governments, these positions are not filled with prior
law enforcement positions and are viewed as a separate professional industry with
individuals who make a career in the Code Enforcement arena.

While they could be more fully integrated into operations absent an organizational
change, it is easier to accomplish when under the same Director. This change would not
directly change staffing requirements, existing positions would simply be relocated, it
would impact the span of control and oversight responsibilities of the Planning and
Community Development Director. If this approach is implemented, it will be necessary
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to include an Assistant Director to provide greater executive support and sufficient
oversight to the department’s various functions As such, it should be done at a point in
time where the Director would have sufficient time to dedicate to incorporating those
functions into the Department. It should be a priority over the next two years to develop
an approach and implement this change. If needed, temporary staffing could be provided
to the Director to ensure sufficient time can be directed to implementing this change.

Recommendation: The functions related to property maintenance code
compliance and enforcement should be moved from the Police Department to the
Planning and Community Development Department.

(4) The GIS Department should be integrated into the Information Technology
Department.

GIS operations should transition from a stand-alone department to a component unit of
Information Technology. This is an organizational change raised with the project team
by staff and one which after review was determined to be appropriate for the organization.
This suggestion was reviewed and it was found that in many organizations the size of
Schertz these are not independent operations and that the City would benefit from a more
cohesive organizational structure in these functional areas.. The benefits of having a
combined department include a more cohesive approach to all technology efforts, a single
process for prioritization.of staff efforts to improve technology utilization, some limited
opportunities to more' effectively cross-utilize staff, and the ability to more effectively
allocate resources to the highest priority technology initiatives. In reviewing current
operations, we see no detriments to the City in making this organizational change and
the potential to enhance services from further integrating these two operations. Staff
within these departments already work extremely closely together to meet the needs of
the organization overall. This organizational change would have no direct staffing impact/
however, if implemented, the City should consider the reclassification of the proposed IT
Supervisor position to an Assistant Director position to provide more managerial capacity
and succession planning.

Recommendation: The GIS function should be moved from an independent
department to a unit of the Information Technology Department.

(5) Longer-term, the Civic Center Should be Considered for Movement to the
Parks and Recreation Department.

The location of the Civic Center and Community Center operation as a component unit of
the Parks and Recreation Department would ensure that all recreational-type fee
generating services are handled under the direction of a single individual who is
responsible for and accountable for overall operations of these facilities and programs. It
would also reduce the impacts and conflicts that have arisen when there is competing
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needs for existing space. There are numerous times where city programs and public
rentals both want the same facility for the same time period and having one individual
overseeing scheduling and programming of these spaces would reduce the potential
conflicts. This recommendation is made not due to any current perception of managerial
ability, but rather to better align similar functions within the organizational structure. The
added benefit this provides is that the focus of the Public Affairs Department can be
allocated to the core duties of customer service and communications.

Recommendation: Longer-term, the City should consider the relocation of the
Civic Center operations into the Parks and Recreation Department.

(6) Consideration should be given to moving the functions of Fleet & Facility
Services (currently a stand-alone department) to the Public Works Department.

The duties of these operations are closely aligned with duties and services provided by
the Public Works Department, including equipment and infrastructure maintenance.
Organizationally, it is not uncommon to have Fleet & Facility Services within the Public
Works Department. This change would not directly change staffing requirements, existing
positions would simply be relocated. It would, however, impact the span of control and
oversight responsibilities of the Public Works Department. The City has discussed
authorizing a Deputy or Assistant Director of Public Works, and if authorized, these
changes made in tandem would add benefit to the City by streamlining maintenance
functions.

Recommendation: The functions related to Fleet & Facility Services should be
moved to the Public Works Department.

2 | < Proposed Organizational Structure.

The following organizational chart shows at the Departmental level what the new
organizational structure would look like for the City of Schertz if these changes were
made. This chart doesn’t show the change of Code Enforcement from Police to Planning
and Community Development as this occurs at the divisional level and other departments
are reflected on this chat. It is important to note however that this change would slightly
impact the current spans of control for the Assistant City Managers if no other realignment
of department portfolios were implemented.
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Appendix A — Sample Performance Metrics

The following sections provide sample recommended performance measures for major
operational areas of the City’s organization. It is important to note that in many cases,
the City does not currently have data available necessary to report on preferred measures
and staff will need to start capturing this data before the measures can be reported on. It
is likely to take several years to fully implement a robust performance measurement
program and embed into the organizational culture a data-informed approach to
management and policy decisions. Notwithstanding this data limitation, there are many
measures that can be implemented immediately, or as interim measures, until the data
becomes available to implement the desired measures.

1. CITY MANAGEMENT

Data Suggested
Measure Intent Requirements Benchmark
City Manager’s Office
% of respondents Indicator or public perception of Requires annual 80%
feeling City is well- overall city operations. survey to be
managed conducted to provide

data.
Annual work plans Ensures annual workplan n/a 100% of
developed for each developed by each department to departments.
department with guide work efforts. A quarterly
quarterly review review should be conducted by the
conducted. City Manager with one semi-annual

update to Council.

2. HUMAN RESOURCES AND PURCHASING

Human Resources

Annual turnover rating ~ Measures staff turn-over. Over Data currently exists <10%
time, this could be established as to measure this. annually
two separate measures: (1)
involuntary; and (2) voluntary.
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% of recruitments To maintain fast moving Data is/or can easily <45 days for
completed within recruitment processes to attract be captured in existing  entry level
established targets and acquire best quality software systems. positions;
candidates. <60 days for
professional
positions;
<90 days for
executive
positions.
% of recruitments with Reports may need to >95% of
qualified applicants be developed for easy  positions
from underrepresented reporting. filled.
groups.
% of employees still Measure of effectiveness of the Data is currently >95%
employed 1 year after recruitment process to represent available to measure
hire. both qualified candidates'and this though not
those that fit the organizational compiled.
culture.
% of Staff rating Measure to evaluate quality of the.  Surveys will need to >90%
training courses as training provided to employees. be conducted after
providing valuable each training session.
content.
Contracts & Purchasing
Purchase orders under _With the City using a rebate The City will need to = 80%
$1,000 are made with a© program for P-card purchases, the have its financial
rebate p-card or credit  more depariment staff use those software record the
card. cards, the greater the city’s rebate total number of
(considering payment on the cards  invoices under $1,000
are made timely). and then identify the
total number of those
purchases made with
a P-card.
3. PUBLIC AFFAIRS
Measure Intent Date Suggested
Benchmark

Requirements

Design & Communications

Percent of social
media followers who
identify their primary

The City’s goals include
diversity, equity, and inclusion.
This metric shows if the City is

The City will collect
data from Facebook,
Twitter, and Instagram

Comparable to
percentage of
population with

language as other connecting to a more diverse  on how many of the Spanish as
than English. population group with its social ~ followers on those primary
media outreach efforts. platforms identify their language.
primary language as
other than English.
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Measure

Social Media
w/tracking ability
(Facebook, etc.)
shows an increase in
people liking or
otherwise following the
City’s posts.

Percentage of design
projects completed by
the agreed upon
deadline.

4. FLEET AND

Property Management

Workorder completed
as scheduled.

The number of re-work
workorders required

The percentage of
outsourced
maintenance work to
in-house work on a
project basis

Fleet Maintenance

Matrix Consulting Group

Intent

This is an efficiency measure.
The goal is to encourage staff
to be innovative in ensuring a
specific growth measures are
achieved with the outcome
measure of transparency.

This is an efficiency measure
designed to assist with the
evaluation of project staff

Date
Requirements

Data of “likes” or
people following the
city’s posts will need to
be obtained from each
social media site
utilized by the City.

Before starting a
design project, design
staff will communicate

Suggested

Benchmark

= 5% annual
increase from the
prior year

= 80% of projects
are completed by
the agreed upon

efficiency. with the requestor of deadline.
the work and come up
with an agreed upon
deadline.
FACILITIES
Measures whether staff are being Work order data is =80% or
scheduled effectively. maintained that shows greater start
scheduled versus when
actual start date scheduled.

When maintenance staff do a job
but have to come back to do it
again because something was not
completed correctly or as
expected, that can be a measure of
the quality of work they are
providing their customers.

Measures whether the City is
excessively contracting out repairs.
This could be an indication of
maintenance issues that need to
be addressed or a matter of having
staff trained / certified to perform
repairs in-house.

Work order data is
maintained that shows
whether the work is
“re-work”.

Total work orders
completed with city
staff compared with
total work orders
outsourced to a
vendor.

< 5% of total
work orders
is “re-work”

< 10% of
work is
outsourced
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The number of
preventative
maintenance tasks
performed on schedule

Fleet workorder “re-
work” rate

5.

Measure

Building

Percent of residential
building plan reviews
completed within 15
business days

Percent of commercial
building plan reviews
completed within 20
business days

Percent of submittals
received electronically

Land Use

Percent of Simple
applications closed
within 30 days

Matrix Consulting Group

This measures the efficiency of the
City’s fleet preventive maintenance
program.

This is an indication of service
quality.

Intent

Measures the Department’s
efficiency in quickly routing.and
reviewing residential plans in order
to provide timely customer service.

Measures the Department’s
efficiency in quickly routing and
reviewing commercial plans in order
to provide timely customer service.

Measures the City’s rate of
utilization for more efficient and
technology-driven methods, as well
as the Department’s effectiveness
in publicizing their availability.

Measures the Department’s
efficiency in quickly reviewing
straightforward land use
applications and bringing them to a
resolution in a timely manner.

Total work orders with
preventive
maintenance work
showing a scheduled
start date are
compared with the
actual start date.

Total work orders are
compared to the
number of re-work
workorders.

PLANNING AND COMMUNITY DEVELOPMENT

Data
Requirements

Data available to
calculate — new
system will further
automate this.

Data available to
calculate — new
system will further
automate this.

Tracking this measure
will require full
implementation of
electronic document
review, including
digital plans
submittals.

Data available to
calculate — new
system will further
automate this.

= 95% of
preventive
maintenance
tasks are
performed
on schedule

< 5% of total
work orders

are re-work

orders

Suggested
Benchmark

95%

95%

50%

90%
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Measure

Percent of more
complex applications
closed within 90 days
(date of complete
application received to
date of decision,
excluding appeals)

Intent

Measures the Department’s
efficiency in reviewing more
complex land use applications and
bringing them to a resolution before
the State-mandated deadline.

Inspections and Code Compliance

Percent of inspections
completed within 1
business day of request

Average number of
address stops per
inspector workday

General

Percent of “satisfied”
and “very satisfied”
responses to customer
survey

6. FINANCE

Measure

Finance Administration

Credit rating

General Fund Reserve

Finance Operations

Matrix Consulting Group

Measures the Department’s
efficiency in providing timely
customer service and ensuring that
building and code compliance
inspections occur without delay.

Measures the Department’s
workload per inspector and ability to
spread inspections effectively
among inspectors.

Measures the Department’s overall
ability to meet customer
expectations

Intent

The City is fiscally responsible and
impacts future borrowing costs

The City is fiscally responsible and
ensures sufficient reserves to
weather economic downturn or
unexpected financial need of the
organization.

Data
Requirements

Data available to
calculate — new
system will further
automate this.

This measure can be
reported upon already
using existing data.

This measure can
already be reported
upon with existing
data.

This measure requires
implementation of a
customer survey tool.

Data
Requirements

Earned credit rating
from at least Moody’s
or Standard & Poor’s
rating services

Financial statements
showing the percent of
unassigned general
fund reserves as a
percentage of the
City’s total general
fund operating budget

Suggested
Benchmark

90%

98%

15

80%

Suggested
Benchmark

Target AA1
/ AA+

>16.67%
General
Fund
reserve
balance
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Measure

Fund balance budget
versus actual

Municipal Court

Defendants
successfully comply
with court orders prior
to a suspension being
issued.

Case clearance rate

Case load aging

Intent

This measure shows how accurate
city staff are at budgeting in
comparison to actual financial
performance

The outcome is theoretical in that
you are “connecting” with offenders
in a way that is successful enough
to get them to comply with court
orders.

Clearance rates measures a court’s
ability to dispose of incoming
cases. The goal is to dispose of as
many cases as are received, or as
close to this amount as is
reasonable. This is'a measure of
court operations efficiency and
could indicate staffing deficiencies.
The goal is to clear cases in a
timely manner.

7. INFORMATION TECHNOLOGY

Information Technology

Server intrusion
identification

Matrix Consulting Group

Identifying any attempt to penetrate
the City’s computer network

Data
Requirements

The City already
maintains budget-to-
actual data. Analysis
will be completed on
the percentage
difference between
mid-year budget
projections and ending
actual numbers

Suggested
Benchmark

<=5%

The City will continue =85%
to compare the

number of compliance

matters compared

with those that require

additional court action.

Total incoming cases > 97%
and total cleared
cases must be

recorded.

= 60% of
cases are
cleared
within 90
days.

The date when a case
enters the court and
the date when the
case is resolved
(excluding cases that
go to warrant) are
recorded.

Within 24
hours of
occurrence

Appropriate software
that monitors for
system intrusion and
immediately reports
any suspected
attempts
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Internal Phishing
campaigns clickthrough
rates

Helpdesk ticket
response times

Average cycle time for
open IT workorder
tickets

8. LIBRARY

Measure

Collection turnover
above x%.

Proportion of collection
replaced per year.

Getting new materials
into circulation.

Programs attended do
not decline in
attendance

Matrix Consulting Group

Reducing the risk of system
intrusion caused from employees
clicking on email links or opening
email attachments

This is measure of IT workorder
ticket effectiveness and efficiency.

This measures the time it takes for
IT staff to complete a workorder
ticket. Cycle times will vary
depending on the difficulty of the
repair, but if the average per ticket
is high, that could be indicative of a
need to determine the cause.

Intent

To ensure that the library is making
the best use of space available and
meeting patron needs.

To keep the library current and
meeting patron needs for new
materials.

To keep the library current and
meeting patron needs for new
materials.

To keep programs current and fresh
in meeting patron needs; to ensure
that staff are constantly using
patron feedback and monitoring
attendance to improve programs.

The City will continue
to employ an active
phishing campaign
and keep records of
the total emails sent
and total emails that
were “clicked” or
otherwise had an
attachment opened

IT will'monitor total
workorder/ tickets and
record in the
workorder system
times of ticket creation
and initial arrival time
in response to the
workorder / ticket.

IT will monitor and
record workorder
creation date with
workorder closure
date.

Data
Requirements

Tracking circulation
overall and by
program area.

Tracking circulation
overall and by
program area.

Technical services
tracking incoming
orders and turnaround
time to shelves,

Patron surveys

Monitoring attendance
trends

=5%

Within 4
hours for
priority or
emergency
incidents
and within
3 business
days for all
other
incidents.

<3 days

Suggested
Benchmark

> 5 times

> 5% of the
collection.

3 days

Depends on
the program
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Data Suggested
Measure Intent Requirements Benchmark
% of programs Ensure that full needs of the entire Tracking of the >10% of
provided to community are met by focusing number of programs programs
underserved patrons some efforts on underserved conducted by target (initially).
populations. audience category.
Overtime,
program
Y%ages
should be
reflective of
population
served.
% of participants To measure participant perception Will need to conduct >80% per
indicating satisfaction of program value. post program survey program.
with the program. to collect data.
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9. PARKS AND RECREATION

Measure

Parks Maintenance

Percentage of parks
receiving a score of
“good” or “excellent” in
an annual parks
condition assessment

Percentage of
households living within
Y2 mile of a park.

Park acres per 1,000
residents equals or
exceeds national
average.

Proportion of total work
orders (or labor hours)
spent on routine tasks
and preventive
maintenance rather
than service requests

Recreation

Percentage of residents
who consider the City’s
recreation programs to
be “good” or “very
good”

Percent of recreation
programming costs
recovered through user
fees

Percent of recreation
programs meeting
minimum enrollment
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Intent

Measures the division’s ability to
keep parks in a condition that is
appealing to residents.

Measures the accessibility of
parkland and open space to City
residents.

Measures the overall availability of
parks and open space to residents
of Schertz.

Measures the degree to which the
Department’s focus is on routine
and preventive maintenance rather
than “putting out fires”. Indicates the
quality of park conditions.

Measures the recreation program’s
effectiveness in meeting the needs
and expectations of Schertz’s
residents.

Measures the cost efficiency and
value generated by recreation
programming — a target cost
recovery level should be a policy
decision made by City leadership

Measures the City’s effectiveness in
reaching residents with appealing
recreation offerings and limiting
programs to those in which
residents have interest.

Data
Requirements

Suggested
Benchmark

This will require an 90%
annual parks condition

assessment.

This will require GIS 85%
analysis to determine

the distance of

housing units from

parks and open

spaces.

This calculation can
already be conducted
with available park
acreage and
population data.

10 (national
average)

This will require a 70%
functional asset

management and

work order system

with reporting

capabilities.

This will require an 75%
annual community

survey.

This metric can be TBD
measured currently

using budget and

recreation revenue

figures.

This metric will require  80%
attendance counts at
recreation

programming and the
establishment of

minimum enrollment

benchmarks.
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10.

Capital Planning

Percent of CIP projects
which are completed
within 90 days of their
initially planned
completion date

Percent of CIP projects
which are completed
within the initially
planned budget

Percent of CIP projects
with change orders
totaling less than 15%
of the initially planned
budget

11. EMS

EMS

Percent of BLS calls
with response within six
minutes

Percent of ALS calls
with response within
ten minutes

12. FIRE

FIRE

Percent of Fire
Inspections completed
on schedule

Percent of calls where
turnout time is 80
seconds or below (Fire
call)

Percent of calls where
turnout time is 60
seconds or below
(medical calls)
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ENGINEERING

Measures the City’s ability to
accurately predict and effectively
manage the timing of capital project
progression.

Measures the City’s ability to
accurately scope and cost capital
projects and manage project-related
expenses during the progression of
the project.

Measures the City’s ability to
manage change orders and their
impact on costs over thedife of the
project.

Measures the City’s ability to
respond to industry response
standard.

Measures the City’s ability to
respond to industry. response
standard.

Measures the City’s ability to timely
complete fire inspections.

Measures the City’s ability to meet
NFPA standard.

Measures the City’s ability to meet
NFPA standard.

None, this data is
already readily
available.

None, this data is
already readily
available.

None, this data is
already readily
available.

None, this data is
already readily
available.

None, this data is
already readily
available.

The City should adopt
a response time for
fire inspections.

None, this data is
already readily
available.

None, this data is
already readily
available.

80%

85%

85%

>95%

>95%

>90%

>90%

>90%

Page 213



DRAFT Final Report on Staffing and Operations

SCHERTZ, TEXAS

Percent of calls where Measures the City’s ability to meet None, this data is >90%
first arriving engine NFPA standard. already readily
company on scene in available.
four minutes.
Percent of calls where Measures the City’s ability to meet None, this data is >90%
full deployment is NFPA standard. already readily
achieved in eight available.
minutes.
13. POLICE
DISPATCH
Average response time  Measures the City’s ability to timely ~ Data available Report
for Priority 1 calls handle calls for service. actual
average
response
time.
Average response time  Measures the City’s ability to timely . _Data available Report
for Priority 2 calls handle calls for service. actual
average
response
time.
Average response time  Measures the City’s ability to timely . Data available Report
for Priority 2 calls handle calls for service. actual
average
response
time.
Annual proactive time To measure amount of time Data readily available 60% or
available for officers on street to from CAD data but will  greater
interact and engage with the public  need to be proactive
(excludes all training, coordinated with other  target.
administrative, and call datasets regarding
response/handling time). Higher administrative time Must be
proactive time provides greater (training, report adopted in
opportunities for public writing, etc.) to get net alignment
engagement. available proactive with the
time. staffing
allocations
adopted.
Case clearance rate To measure percentage of cases Data readily available
cleared / closed over time. but will need to be
tracked consistently.
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