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PROJECT INTRODUCTION AND EXECUTIVE SUMMARY

It has been the great pleasure of MAXIMUS to work with the many outstanding public
servants in Lake County, Indiana, to undertake this operational efficiency and
effectiveness study of taxing jurisdictions in the County and to submit this report of the
first phase of the project.
This is a unique undertaking. Insofar as we can tell from our records and our knowledge
of the public sector operations consulting industry, this is the first time that all of the
jurisdictions within a large urban county have come together with the private sector to
review all of the taxing jurisdictions of that county. We are not aware of any similar
project of this size and scope. We believe that this project will establish new standards
for public-private partnership throughout the United States and that the efforts of the
participants will result in place Lake County governments in a leadership role for
efficiency and effectiveness.
We wish to acknowledge the sponsorship and cooperation of the agencies, participating
jurisdictions, and individuals who have made this project the success it has been, and will
continue to be. Among these are:
•
•
•
•
•
•

Congressman Peter Visclosky and his staff
The Northwest Indiana Local Government Academy, and its Executive Director, Ed
Charbonneau, who has served as the project director.
The Northwest Indiana Forum Foundation, which has served as the contract
administrator
Each of the private funding sponsors, who have provided the financial resources to
make this project possible
The Project Steering Committee, consisting of representatives of the sponsors,
primary educational institutions, and members of the participating jurisdictions
The jurisdictions which have participated in this phase of the project, including:
-

East Chicago Civil City Government
East Chicago Sanitary District
East Chicago Library
Gary Civil City Government
Gary Sanitary District
Gary Public Transportation Corporation
Hammond Civil City Government
Hammond Schools
Hammond Library
Hammond Sanitary District
Hobart Civil City Government
Hobart Schools
Whiting Civil City Government
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Whiting Schools
Whiting Library
Whiting Sanitary District
Whiting Redevelopment Commission

A study of this nature is inherently an important undertaking, and we wish to compliment
all of the participating jurisdictions for their willingness to participate. No matter how
well an organization conducts its business, there is almost always room for improvement.
The first step in achieving such improvement is to identify and to acknowledge areas in
which the work can be improved. In a public environment, this acknowledgement can
often be taken and turned into criticism of the manner in which the jurisdictions are
meeting their public responsibility.
The jurisdictions participating in this study recognize the value gained by identifying
areas of improvement opportunity. They deserve the highest of compliments for their
willingness to take the steps necessary to improve their delivery of public services, and
they deserve unqualified support for acting on the recommendations which we are
presenting in this report.
As the project team conducted our studies of the participating jurisdictions, we were
struck by several important points:
•

Almost without exception, each of the jurisdictions did everything in their power to
make this a successful project. This includes access to personnel and operational data
whenever and wherever possible.

•

There was an unbridled desire on the part of everyone with whom we have interacted
to find ways of improving public service. Often, staff of the jurisdictions shared with
us excellent ideas for improving services based on their own experiences, asking our
project team about ideas about how to achieve those improvements.

•

Throughout the study, we have observed a strong commitment to providing the
highest level of public service possible, with an emphasis on responding to citizens
both individually as well as collectively.

•

Over the past year, each of the jurisdictions has undertaken its own efforts to reduce
service costs in order to be more fiscally responsible.

•

The jurisdictions have expressed strong interest in finding both individual and
regional solutions to problems and have stated a strong willingness to encourage the
sharing of services whenever and wherever feasible.

The purpose and mission of this project were the evaluation of the efficiency and
effectiveness of the participating jurisdictions with two goals in mind. First, we were
charged with identifying improvements in service delivery so that the jurisdictions could
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provide the same, or improved, levels of service in a more efficient and effective manner.
Second, we were asked to identify potential cost savings that could either be returned to
tax payers in the form of reduced taxes or which could be invested in additional resources
that would result in greater efficiency and effectiveness over time.
The project concept was to develop recommendations in two areas. The first expectation
is that we review each jurisdiction individually and develop a body of recommendations
by which the respective jurisdictions can improve themselves Second, we were asked to
identify potential subject areas that might lend themselves to regional sharing. In regards
to this latter task, we have begun that process as a unit of this introductory chapter. Over
the term of the overall study, we will add to that list; at the conclusion of the project, we
will prepare a more detailed secondary report focusing specifically on the areas of
regional sharing.
In local government, we tend to do things for one of three reasons. First, we are in a
highly regulatory environment in which governments are required to perform certain
functions and report information in certain fashions. During our review, we considered
those requirements and the degree to which the jurisdictions have incorporated them into
their operations. We also considered the positive and negative impacts of those
requirements and, where appropriate to do so, have provided recommendations around
other operational alternatives. Second, we perform work in a certain fashion because of
management decisions we have made, such as how to staff work, what types of resources
we use, support technology how we organize the work, and similar questions. This is the
heart of any operational review, that is, how we can do those things better.
The third reason why governments do certain things is the public policy decisions we
make. In this study, we have made a number of recommendations regarding changes that
will impact those public policy decisions. We understand that our consultant role is to
identify means of improving operational efficiency and effectiveness; we also understand
that it is the role of public policy leaders to consider our recommendations in the context
of policy decisions. An example of this type of decision set is service fee settings. In
some instances, a jurisdiction has made a conscious decision not to charge fees for certain
services. It is not our responsibility to question that decision; it is, however, our
obligation to provide information about the impact of that decision on operational
efficiency and effectiveness. In this fashion, public policy makers are able to make more
informed decisions.
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APPROACH AND METHODOLOGY

Over the years, MAXIMUS has developed an approach and methodology to undertaking
operations studies of local government, which we applied in this project. There are
certain key tenets to our approach, including:
•

An organized and orderly approach to information gathering, including extensive
interviewing and data collection

•

An interactive approach to the evaluation of performance, the identification of issues,
and the development of recommendations, in which the MAXIMUS project team and
each of the participating jurisdictions interact frequently to assure the proper flow of
the project, a common understanding of information, and agreement on issues and
solutions

•

Responsiveness to client interests

•

Emphasis on key issues that will have the most direct impact on the improved service
delivery capability of the jurisdiction.

The specific project steps included the following:
•

Project Kickoff: The project team met with the participating jurisdictions in a
project kick-off conference to discuss the project and work protocols. At that time,
we identified project liaisons for each jurisdiction. The liaisons, who did an excellent
job throughout the project, assisted with project scheduling, interview scheduling,
data collection, and dissemination of information for review.

•

Interviewing: We conducted extensive interviews in each jurisdiction. These
interviews included a large number of management as well as appropriate jurisdiction
staff. They also included desk/field observations of personnel at work. Overall, we
conducted some 400 to 450 personal interviews, plus numerous follow-up contacts
and review meetings among the participating jurisdictions. The interviews covered a
variety of topics, including descriptions of organizations, work flows and processes,
work volume, supervisory relationships, organizational performance, and the like.

•

Data Collection: To the best of our ability and that of the participating jurisdictions,
we collected available data that reflected jurisdiction finances, work volume, and
work performance. This proved to be the most challenging part of the project
because of a lack of data in virtually all of the jurisdictions. There were several
reasons for this:
-

As we note in the primary observations below and in the reports for the
individual jurisdictions, the information systems technology of the jurisdictions
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was generally inadequate. Much of the jurisdiction data, particularly in the
public service operations, were maintained manually, if at all. Performance
reporting was similarly lacking.
-

The recent reductions in force that each of the jurisdictions have implemented
have resulted in a loss of institutional memory of work activity. They have also
resulted in changes to work volume output and business processes without
sufficient documentation to reconstruct desirable information.

-

Much of the information that we typically see in operational studies was not
present.

-

The use by the jurisdictions of the requirements of state reporting as the primary
means of financial data accumulation resulted in an almost complete lack of
financial information at the programmatic level.

Absent definitive data in many areas, we have attempted to provide our best
professional estimates of work volume, costs, and potential benefits. We did so,
using the information available to us and then drawing what we believe to be
reasonable conclusions based on our work with similar jurisdictions. For that reason,
our cost estimates are not as precise as we would otherwise be able to make them.
•

Industry Best Practices: Following our interviews and primary data collection, we
prepared a diagnostic report for each jurisdiction. This industry best practices report
provided several hundred performance standards which are typically found in well
performing organizations. We derive the standards from professional association
recommendations, observed practices in well run organizations, regulatory body
recommendations, and professional and academic literature. Each report presented
applicable standards, our observations regarding the strengths of the respective
jurisdiction as well as opportunities for improvement. We provided drafts to each
jurisdiction for accuracy review and comment, and then modified each report to
address comments and questions raised during the review. The finalized best
management practices document is provided as an attachment to this report.

•

Issues Identification: As appropriate, based on the review of the industry best
practices, we conducted supplemental interviews and data collection. Upon
completion of that, we prepared draft issues reports for each jurisdiction. These
reports, which are based on our diagnostics and work evaluation, identified those
issues which the project team believes are the most important for the respective
jurisdiction to address. The issues report does not include every single operational
issue identified for each jurisdiction. This would have resulted in the more important
issues being lost in the clutter of less significant items. In the instance of the lesser
issues, we have included them as summary bullet points or have discussed those
directly with the respective project liaison. We provided drafts of the issues to each
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jurisdiction and then met with each to review the reports. Modifications based on
those reviews are incorporated into the final report.
•

Final Report: This document constitutes the final report of the first phase of this
project. It incorporates the issues documents, our recommendations, appropriate
business cases, and implementation recommendations. There is one caveat to this
final report. As noted in our primary observations regarding public safety, we have
continued to work with the police agencies to obtain data necessary to complete
deployment and staffing analyses. We only received the final data in late January
and, as a result, have not completed that analysis. We will do so and then issue a
supplemental report on the deployment review.
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PRIMARY OBSERVATIONS

We organized the review of the participating jurisdictions according to primary service
areas. This simplified our ability to analyze each jurisdiction systematically, both
individually and in the context of the potential for regional sharing of services. Our
charge was to evaluate each jurisdiction as a separate entity rather than conducting a
comparative study of the jurisdictions.
What we found in our analysis was that, while each jurisdiction had its own unique set of
strengths and opportunities for improvement, the same basic issues existed for each
jurisdiction. There a several reasons for this commonality:
•

In many ways, but particularly in the areas of finance and administration, the Indiana
State regulatory system has strong influence on the organization and delivery of
services. Each of the jurisdictions cited the state regulatory environment as reasons
why certain things were done, or not done. Rather than treating state regulation as a
minimal requirement, the governments were considering it as a maximum limit.

•

Although the jurisdictions differ widely in size and governmental structure, they have
a pattern of sharing information among each other and mirroring each other in many
areas. While this sharing is to be complimented, it has also resulted in a leastcommon-denominator effect of finding common grounds for service delivery and
personnel.

In this section of the introduction, we provide an overview of trends and issues that are
common among the majority of the jurisdictions. Our review of the strengths and
improvement opportunities for each taxing jurisdiction follows this introductory chapter.

1.

Finance and Administration

In no area of local government have the impacts of the property tax changes and financial
reductions played a larger role than in the financial and support functions among the
participating civil cities. Support functions usually bear the brunt of budgetary
reductions in order to hold harmless the direct public service areas.
The review or financial and administrative function in each Civil City included elected
officials such as the Mayor, Clerk or Clerk-Treasurer, and Judge (Courts). Additional
functions included Controller / Finance, Human Resources, Information Technology,
Public Information and Law. The civil cities approach support service delivery in
different ways depending on their history and size.
Support staffing in financial and administrative functions have been reduced in all
communities. This has shifted the work burden to the remaining staff members, often
with little advance notice, planning or training. Support staff members find themselves
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with greater responsibilities and workloads with little opportunity for compensating
salary adjustments.
The Civil City organizations provide financial and limited operating information to the
State using a limited set of required forms. Agencies are not allowed to deviate from
these forms without prior approval from the State. As a general rule, the Civil City
organizations have limited the development and presentation of financial and
management information to what is necessary to complete these required forms. The
Gary Civil City has moved beyond these requirements and is the exception.
Reliance on the State submission requirements has limited the quantity, frequency and
quality of financial and operating information available to the Civil City management
teams. This has a pronounced affect during periods of financial stress when better and
more varied information is vital to assessing program performance and making difficult
resource allocation decisions. The result has been a reliance on across-the-board
reductions, hiring freezes and deferred capital purchases and maintenance. These actions,
although effective in meeting short-term shocks to the financial system, will actually
exacerbate problems in the long-term as remaining resources are almost certainly
misaligned and poorly positioned to provide higher volumes and more effective services.
The individual Civil City organizations have responded to these challenges in their
financial management and support function. Examples of areas where the cities have
responded include the following:
•

There is universal acknowledgement of the need for improved financial management.
The cities are moving beyond the State requirements to develop their own “shadow
systems” to provide more detailed financial information. The cities are also making
investments in more robust financial management software systems to better leverage
the information that they already have available.

•

There is universal acknowledgement of the importance of effective information
technology application to business situations in order to compensate for staff
reductions, automate processes, foster better communications and improve customer
service.

However, the Civil City organizations face continuing challenges in many areas. These
challenges derive both from the current financial limitations as well as limited
management accounting and reporting capability. These areas include the following:
•

Financial Planning and Management. Although the civil cities have taken steps, to
varying degrees, to improve their financial planning and management capabilities,
there remain avenues for improvement. There is a continuing reliance on State
financial reporting requirements as the driver for financial data development and
analysis. Automated systems that may provide additional services may not be used,
missing an important opportunity to mover beyond minimum requirements and
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provide valuable financial reporting products. In addition, there is no linkage
between financial reporting and operational reporting, limiting opportunities for
organizational performance management planning and reporting to stand-alone, ad
hoc efforts that are expensive and labor-intensive to maintain.
•

Information Technology. The respective civil cities have made varying levels of
investment in information technology as well as providing varying levels of support.
Both investment and support should increase to leverage more processing system
capacity from the remaining resources. Applications may improve back-office
processing to free direct-service management and staff members as well as front
counter support to accelerate transaction processing.

•

Customer Relations Management. This is an important Catch-22. All of the
jurisdictions have placed a high premium on responsiveness to citizens. As a result,
planned work is frequently delayed in order to respond to calls for service. While this
is not, in and of itself, bad, it does have the effect of diverting limited resources to
individual issues, causing more organization wide activity to be lessened. The civil
cities have not investigated or implemented modern customer service systems to
provide better service and process management that would resolve this issue This can
be as simple as allowing payment via credit card or over the phone to providing
electronic commerce options. No civil city government in the study is using the
robust capacities offered by e-Government or e-Commerce solutions that could
eliminate time consuming face-to-face or phone transactions entirely and provide
higher levels of customer service

•

Human Resources Management. There is variety among the participating civil
cities in the area of human resources management. However, all cities could benefit
from a complete review of their positions and associated compensation levels. This is
particularly important following periods of staff attrition (both voluntary and
involuntary) when significant areas of responsibility and work may transfer to
remaining staff members. An associated area of improvement involves development
of linkages between employee goal setting / performance appraisal with
organizational planning and performance. This linkage is missing in each civil city.

•

Administrative Fees. There is wide latitude in Indiana to set government fees at an
appropriate level to recover costs. However, no civil city in the study has conducted
a recent fee study and most fees are infrequently updated and based on inflationary
increases or comparison to other governments, but not to actual cost. To the extent
that a fee is charged for providing a unique service to a client is not sufficient to cover
the costs of providing the service, then the general public provides the compensating
subsidy for the service. Fees for service are accepted and allowed. A fee study
identifying the true cost of services could provide important management information
as well as support for fee adjustments. The amount of public subsidy relieved by the
fees would then be available for more appropriate public programming.
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Our experience working with local government fees is that converting to a fee system
that is based on actual costs will typically increase in yields of about $225,000 per
10,000 population. Assuming an actual recovery of that amount at the rate of 20 to
40%, that means increased revenues of an estimated of up to $45,000 to $90,000 per
10,000 population per year. That would result in the following estimated value:
City
East Chicago
Gary
Hammond
Hobart
Whiting
Total

2.

Population
32,414
102,746
83,048
25,363
5,137

Estimated Increase in Revenue
20% Recovery
40% Recovery
$145,863
$291,726
$462,357
$924,714
$373,716
$747,432
$114,134
$228,267
$23,117
$46,233
1,119,186
$2,238,372

Public Safety

For the most part, the project team was very impressed with the operation of the public
safety agencies of all five of the civil cities. Both the fire and police agencies of the five
jurisdictions appear to be appropriately organized, equipped, and staffed (subject to some
additional analysis which the project team will be undertaking). They use operational
processes that are consistent with industry best practices and have developed a sound set
of work interactions sufficient to accomplish tasks with minimal administrative support.
Our staffing observations are tempered by a recurring difficulty in obtaining appropriate
analytical data which has resulted in our being unable to complete a full deployment
analysis of police services prior to the due date of this report. Staffing and deployment
may yet prove to be a significant issue for the cities of East Chicago, Gary, and
Hammond. Only in the past two weeks have we obtained the deployment data from those
three cities which will allow us to conduct a detailed study of staffing and deployment.
However, we have not been able to complete our analysis of the data prior to the due date
for the issuance of the report. As a result, we will continue our analysis of deployment
and provide a supplemental report. We anticipate that this continued analysis may also
result in other operational recommendations, built around patrol staffing policies and
procedures. Our review of the staffing levels for Hobart and Whiting indicate that those
cities are at minimally acceptable staffing levels and would not benefit from further
deployment analysis.
Our principal observations relating to fire and police services include the following:
•

All five of the fire services appear to have appropriate levels of staffing and
deployment, consistent with the size, geography, and demographics of the respective
community. There are three significant qualifications to this observation:
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-

The Gary and East Chicago Fire Departments have segmented staffing for fire
response and emergency medical services. Industry norms for communities the
size of Gary and East Chicago favors a fully integrated staffing model in which
firefighters are trained EMT personnel and vice versa. This allows for a lower
overall staffing because it works from the availability for service of the Fire
Departments.

-

The Gary Fire Department has adopted a staffing policy that is based on the
NFPA Standard 1710, relative to having a minimum of four firefighters on each
apparatus. In effect, however, the Department is using substantial overtime to
maintain three persons on an apparatus. While the authorized strength of the
Department appears sufficient, the City should consider expanding its fire
strength to minimize overtime to achieve proper staffing, which we suggest
should be set at three persons per apparatus. We believe it could do so through
the functional merger of firefighters and EMS personnel, as mentioned above.

-

The Whiting Fire Department is insufficient in size to respond to most fires and
has to rely on other fire departments, including private fire industrial fire
services, to respond to any fire incident beyond a care fire. As this project
moves forward to discuss regional sharing, it may be appropriate to consider
whether this a regional approach to fire response might prove to be a better
alternative.

•

There is an active set of mutual aid response agreements that has resulted in the five
jurisdictions working cooperatively on major fire incidents. This system of
agreements may be able to function as a starting point for additional sharing
opportunities.

•

The five police agencies also cooperate with each other, with the County Sheriff, and
with other police agencies in several different ways. These include the sharing of
investigative information, automated fingerprinting (with some limitations), and
exchange of information relating to criminal conduct. Two particularly notable
efforts at coordination include:

•

-

While the capacity of the various departments for automated fingerprinting is
still mixed, the agencies are working together to find a mutual strategy for
implementation of an advanced system, called AFIX.

-

The area departments are working with Calumet College and the County
Prosecutor to develop a standard set of incident reporting forms and standards to
be used by all departments.

Our review of the different departments’ approaches to investigation, records
management and training and development indicates that they are performing these
functions well within industry norms for the size of the respective agencies.
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Substantial cost savings that might be achieved in the area of public safety include the
following:
-

The City of Gary uses a standard approach to police patrol shifts, dictated by
conditions of the City’s labor contract. This approach results in an extremely
high level of police overtime. Implementation of a new approach to staffing,
including use of variable sized shifts and power shifts, could reduce Gary’s
current $2.5 million police overtime by half, a savings of $1.25 million per year.

-

The Gary Fire Department can gain personnel efficiency by cross-staffing the 2
BLS ambulance units with personnel from other apparatus, which would then
make available 18 full time equivalent positions. The City could then choose
either to assign these personnel to apparatus in order maintain three persons per
apparatus with significantly reduced overtime, or could eliminate the positions
and achieve direct cost savings. The City currently has 60 ambulance personnel
at an estimated $2,002,000 in salaries, resulting in an average base salary of
$33,364. Assuming a 35% fringe roll-up, the average annual personnel cost is
$45,000, rounded. A reduction in force of the 18 positions would result in a
cost savings of an estimated $800,000

-

The City of East Chicago has just combined its Fire and Emergency Medical
Service Departments under supervision of the Fire Chief. This is a
commendable first step. However, it needs to move further and actually meld
the agencies so that is personnel are jointly trained fire and EMS personnel.
Already several of its fire personnel are trained EMTs. This joint force would
enable the reduction of the total force by an estimated eight personnel. At full
implementation, this would result in an estimated annual savings of up to
$550,000 in salaries and fringe benefits.

•

The City of East Chicago does not charge for emergency medical services. It is
industry standard to charge for such services. Based on the call volume (3,000) and
average EMS billing figures, including Medicaid and Medicare payments, the City
could generate approximately $540,000 per year at a 60% collection rate, up to
$720,000 at an 80% collection rate in non tax revenue, paid primarily by insurance
coverage.

•

A key issue for public safety that we begin addressing in the discussion of potentials
for regional sharing include combination of the various communications centers of
the various departments. This will be a subject of continued review in subsequent
project phases and a final cost recommendation will be developed during the final
project phase. Absent this approach, the jurisdictions will need to make considerable
investment in new communications technology, a cost that is desirable to avoid.

•

Other recommendations for public safety improvements represent what are referred to
as “force multipliers.” This means improvements that will have the effect of making
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current public safety personnel more efficient. Some examples from our
departmental reviews include:

3.

-

The development of aggressive burglar alarm ordinances and management
procedures will reduce the number of false alarm calls to which police
personnel must respond.

-

Development of capacity for crime analysis will allow police management to
deploy personnel variably to address specific tactical situations and recurring
incident areas. It will also allow the departments to evaluate systematically
their deployment strategies.

-

Development of performance management systems, both for the departments
and for individual personnel, typically results in higher levels of work output
and improved work quality.
Public Services

In numerous interviews and observation of work practices in the public services
functions, the project team was impressed with the abilities of staff to adapt to the
requirements of increasing workloads with few, and declining, resources available to
them. In many cases, these resource constraints resulted in finding better and more
efficient methods of achieving results. These examples include, but are certainly not
limited to, the following:
•

In Hammond, the Sewer Maintenance Division has lost approximately 30% of its
staff over the past five to six year, yet has managed to meet or exceed industry
standards for routine activities such as drains maintenance, catch basin repair and
cleaning, and other functions. Further, the maintenance of the wastewater treatment
plant has incorporated the reliability-centered maintenance concept, which has
radically decreased repair costs.

•

In Whiting, the Parks and Recreation Department provides a vast array of services to
its citizens, at limited cost. In the Streets and Sanitation Department, cost
considerations have caused that Department to make the transition to rear load
“flippers” which will reduce the sizes of sanitation crews, and will allow it to provide
collection services at a lower effective cost.

•

In East Chicago, the use of a de-icing agent, and changes in snow removal techniques
have reduced overtime usage by large amounts.

•

In Gary, the project team was impressed with the efficient and effective use of the
non-reverting funds in the Parks and Recreation Department. For example, in the
Hudson-Campbell Fitness Center, this fund services approximately 1,700 members
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and 500 walk-ins with a staff of two full time personnel, supplemented by three
contract personnel
•

In Hobart, the Parks and Recreation Department is responsible for the maintenance of
25 parks, many with ballfields, with a staff of four full time employees, supplemented
by summer labor.

The project team’s efforts were, to some degree, hampered by the lack of available data
with which to make definitive analyses. This was an issue which generally pervaded all
jurisdictions. Although the lack of data in these types of functions is not uncommon in
many similar organizations across the country, it was a particular issue in the five
participating jurisdictions in Lake County. To the extent that record-keeping related to
work activities takes place, it is almost universally a heavily manual process, and as a
result, managers do not possess the data they need to make decisions regarding staff
allocation, utilization of crews and fleet resources, planning of future work based on
historical efforts, and many other facets of operations.
Aside from the relatively pervasive issue of data availability and management, however,
the project team made many finding s and recommendations related to operations.
Primary findings included the following:
•

In Gary, the project team believes that the City may be able to save well over
$100,000 annually through the transition to Light Emitting Diodes (LED) in its traffic
signals.

•

The City of Gary could realize savings of as much as $175,000 annually through the
outsourcing of its sanitation services.

•

In East Chicago, the project team has recommended that the City discontinue the
practice of providing sewer rodding services on private property. This will allow the
elimination of the Sewer Rodding function in the Sanitary District, which will result
in cost savings of aver $200,000 annually. Further, there are additional annual
potential savings of approximately $200,000 through the elimination of supervisory
positions in the Utility Repair and Maintenance section.

•

There are potential savings of at least $350,000 annually in East Chicago through the
redesign of its sanitation collection service.

•

The project team believes that, in Hammond, the consolidation of inspectional
services under the management of a single department could result in annual cost
savings of approximately $100,000.

•

Outsourcing sanitation services in Hammond could result in cost savings of over
$700,000 annually.
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Through fee increases which are more in line with costs, the City of Hobart could
realize savings of over $700,000 annually in its sanitation collection and disposal
service.

As can be seen from a review of the potential cost savings and improvements noted
above, the cities included in the study are providing relatively labor-intensive sanitation
collection and disposal services. In addition, these services are provided, typically, twice
per week at curbside. This is not only a very high level of service, but one which is
somewhat at odds with the relatively lower levels of service provided throughout these
communities in the public services arena due to cost and staff cut-backs. Through
outsourcing, fee increases and process re-engineering, the project team has made
recommendations in this area which are expected to produce the largest cost savings of
any single category of service.

4.
Library Services
The project included review of government jurisdictions providing public library
services. There are separate public library organizations in East Chicago, Gary,
Hammond, and Whiting in addition to a County Library providing multi-branch service
in other Lake County communities and unincorporated areas. These organizations are
fully independent of the civil cities and each reports to an appointed Board of Trustees.
The Public Library organizations independently generate tax revenues through separate
levies and are considered separate jurisdictions for the purpose of this study.
The review of public library organizations in this project phase was limited to the East
Chicago Public Library, the Hammond Public Library and the Whiting Public Library.
The Gary Public Library deferred participation in the project to a later phase and the
County library organization will be reviewed in the second phase of the project.
The existing fiscal situation surrounding property tax administration in the County
creates stress for each reviewed public library, albeit to varying degrees based on scale of
respective operation. Whiting Public Library operates from a single facility and has
adjusted staffing through attrition and work reassignment in order to maintain service
levels. East Chicago Public Library and Hammond Public Library have reduced staff
levels through voluntary and involuntary means to reduce costs while maintaining service
levels.
Each library organization has reached the point where further financial resource
reductions will probably require systemic change involving cuts to program hours and/or
facilities. Each organization has reassigned the work effort of lost staff resources to the
remaining staff members, impacting the ability to provide robust services in all areas.
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Even in the face of the continuing fiscal stress, the respective public library organizations
remain highly popular in their communities and well utilized. Examples of community
service include the following:
•

The respective library organizations continue to provide a full-range of patron
services and have maintained their respective schedules.

•

The respective library organizations continue to fulfill their role of community
clearinghouse for information while providing popular and necessary public
programming to children, youth and adults.

Each public library system has responded differently to the fiscal situation based on their
size. However, limited financial resources and the inability to locate alternate resources
requires policy planning and hard choices in order to maintain a full-service public
library program. Examples of possible changes to address the situation include the
following:
•

The respective library organizations have each reduced acquisition of new materials
to focus on materials with high topical interest. This is not a long-term solution and
will ultimately impact the usefulness, patronage and public support for the respective
library organization. The library organizations must restore investment in their stocks
or risk losing their impact on the community.

•

Long-term viability of current service offerings should be considered. In order to
maintain effective services at some level, each library organization may need to
implement systemic changes. Elimination of programmed hours may be necessary to
cut staff costs. Consolidation of branch facilities may be necessary to live within
existing financial constraints while continuing to provide a full range of services.
For example, elimination of Outreach Sites in the East Chicago Public Library
program could result in the savings of approximately $300,000 per year in salary and
benefits. Closing a library branch in the Hammond Public Library or the East
Chicago Public Library could result in net savings of $500,000 to $800,000.
Although possibly unpopular choices, these actions could provide funds to restore
other core programming to previous levels.

5.

Education

The project included review of government jurisdictions providing public educational
services. There is a separate School City organization in each of the five civil cities
participating in Phase I of the project. These educational organizations conduct
operations that are fully independent of the civil cites and each reports to an elected
Board of Trustees. The School City organizations independently generate tax revenues
through separate levies and are considered separate jurisdictions for the purpose of this
review.
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The review of educational agencies in this project phase was limited in two respects.
First, Phase I participants included the School City of Hammond, the School City of
Hobart, and the School City of Whiting. The School City of Gary and the School City of
East Chicago deferred participation to a later phase of the project. Second, the project
did not include management and operations associated with instruction, but was instead
limited to review of general management and support activity administration.
Like the Public Library organizations, the three School City organizations reviews cover
a wide range concerning size and scope of services. These differences in scale lead to
some associated differences in approach. However, we found the reviewed School City
organizations to be professionally operated, compliant with State regulations and
cognizant of the continuing need to review operations and revise as economic,
technological, and cultural changes may require.
There are marked differences between the School City organizations and the Civil City
jurisdictions with regards to management and administrative capacity. Some of these
differences included the following:
•

Better Information Available. The School City organizations reviewed generally
possessed significantly more and better management information for decisionmaking. This results, in part, from the additional reporting requirements imposed by
the State of Indiana on educational organizations. However, each reviewed School
City produced management information beyond State requirements with the explicit
purpose of meeting the respective organization’s needs for information.

•

Use of Additional Management Information. The School City organizations
reviewed make consistent and continuing use of additional information to improve
management decision-making. The School City organizations share information
through formal and informal means amongst themselves on a continuing basis
minimizing the need for expensive benchmarking and classification / compensation
studies.

•

Information Technology Implementation. The School City organizations have
implemented information technology to a greater degree and have leveraged these
investments more effectively to improve organizational effectiveness.

•

Focus on Training and Improvement. As educational bodies, the School City
organizations confront different standards relating to professional employment. This
has lead to development of management teams that bring significant educational and
practical experience to their jobs. In addition, the School City organizations both
promote and require continuing education and training among staff members.

•

Cooperation and Collaboration. The School City organizations reviewed have a
history of cooperation and collaboration in order to improve services to students and
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more effectively use public resources. This openness to shared and collaborative
services pre-dates the current property tax administration issues in the County and has
positioned them well to respond to the challenges. Examples of collaborative
services include:
-

Provision of special education services by one organization on a contract basis
to the others to centralize programs and expertise and improve services to
special needs children.
Use of pooled purchasing through a State-sponsored group to leverage lower
prices from higher volumes on certain commodity items. The organizations are
considering opportunities to expand these services to eligible members.

The School City organizations reviewed are aggressive in their responses to challenges
that may impact student services and support of those services. These challenges do
present opportunities for change and improvement. Some of these areas include the
following:
•

Performance Management. To a lesser degree than the Civil City organizations, the
School City organizations reviewed could benefit from development of more robust
systems linking traditional financial information with operating measures. These
linked systems would provide the ability to query and analyze performance statistics
comparing internal parts of the organization to each other or against themselves over
time. Development of performance management mechanisms will support the
organizations during annual planning and budget development as well as throughout
the year.

•

Capital Maintenance. To varying degrees based on their respective sizes, the School
City organizations reviewed have made significant investments in new and renovated
capital facilities in support of their educational programs. There may be opportunities
to re-evaluate facility maintenance and custodial services in light of these investments
and their short- and long-term impacts to maintenance requirements.

•

Flexibility and Reprioritization. The Lake County region is undergoing continuous
change in terms of economic opportunity and investment, resource availability and
changing demographics. The School City organizations are intimately aware of and
impacted by these three dynamics. The organizations must pursue management
approaches, supporting information and technology resources in order to continually
reassess service offerings and allocate scarce resources among competing needs.
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OPPORTUNITIES FOR REGIONALLY SHARED SERVICES

In addition to the review of the operational activity of each participating jurisdiction, our
project involves the identification of possible areas for shared services among the
jurisdiction. The concept of sharing services is that individual units of government will
cooperate in providing services jointly. This is a reporting element that will carry
through the entire study, as we learn more about each individual unit of government,
more about how the governments currently coordinate service delivery, the magnitude of
the opportunities for sharing, and the overall value of shared services. At the conclusion
of the entire project, we will provide a report specifically on areas of potential service
sharing.
1.

Approaches to Shared Services

There are several different approaches to the sharing of services among jurisdictions,
defined by the legal mechanism by which the jurisdictions cooperate with each other.
Principal among these are:
•

Informal Agreements: This is the least organized approach to service sharing. It
involves representatives of governments simply answering a call for help. Examples
of this type of agreement in Lake County are the regular meetings of the chiefs of
police to share investigative information and the periodic sending of personnel from
one jurisdiction to another to help with a large, immediate problem.

•

Interjurisdictional Agreements for Force Supplementation: These are agreements
among jurisdictions to provide resources for an immediate situation when the
resources of the receiving jurisdiction are insufficient. An example of this model are
the Mutual Aid Agreements of the various Fire Departments.

•

Contract Service Delivery: In this model, two or more jurisdictions enter into a
contract whereby one of the jurisdictions provides services to the others and are paid
for those services. An example of this model is where one jurisdiction purchases
water from another.

•

Combined Services Under a Quasi-Independent Service Authority: In this form
of shared services, two or more jurisdictions jointly provide a given service under the
direction of a separate policy board. An example of this in Lake County is the Gary
Airport Authority.

Each approach to the sharing of services has its own benefits and its own drawbacks. As
a result, there is no one single approach that is more appropriate than another. A decision
regarding which approach to use depends on a variety of factors, including importance of
the respective service under consideration, financial implications, the public policy
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environment, unique staffing or operational needs, and similar other concerns. When we
provide the final shared services report, we will also provide recommendations regarding
appropriate approaches to consider.
2.

Representative Current Service Sharing

During our reviews of the respective jurisdictions, our project team found numerous
examples where the jurisdictions are making efforts to share services and to cooperate
with each other. Some of these examples of current shared service arrangements include:
•

Fire Mutual Aid Agreements: The various fire departments have in place formal
mutual aid agreements, whereby the jurisdictions will provide firefighting resources
to assist another department in the case of large or multiple simultaneous fire
incidents.

•

Police Investigative Review: We were impressed by the efforts that area police
departments are making to share information regarding case investigation. This is
done on an informal basis. More formally, the departments participate in a number of
more formal regional investigative task forces.

•

Police Reporting Format Coordination: The area police departments are working
informally with Calumet College and the County Prosecutor to develop a common set
of police incident reports.

•

Fingerprinting Systems: While considerable additional work needs to be done in
this subject, the area police departments are making efforts to develop a common,
high-tech approach to fingerprinting and fingerprint identification.

•

Joint Purchasing: Indiana law permits local governments to share purchasing
arrangement, and our project staff saw numerous times where the participating
jurisdictions were cooperating with each other in materials acquisition.

This list is not an exhaustive, but is intended to reflect a spirit of cooperation. There were
numerous other areas where the jurisdictions are working together to provide public
services. Additionally, throughout our interviews the personnel of all of the jurisdictions
stated their support for greater regional sharing.
3.

Preliminary Identification of Areas for Potential Service Sharing

During our project field work, the project team has identified a number of areas in which
some degree of service sharing can reasonably be expected to result in significant
improvements in public services, reductions in current costs, and avoidance of future
costs. At this point in time, we are not prepared to develop detailed analyses of these
opportunities since we need to explore the service elements of the other jurisdictions
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within Lake County. It is our expectation that we will continue to assemble this list of
opportunities and to prepare a separate report at the conclusion of this project. At that
time, we will provide a detailed analysis of each opportunity, suggested approaches to
service sharing, and estimates of potential cost benefits.
The potential areas which we have identified to date include:
•

Regional Information Technology System: Our review indicates that almost all of
the jurisdictions are seriously deficient in their information technology, including
hardware, software, and sufficient staff support. Development of new or replacement
systems, with appropriate hardware and software support may prove to be
prohibitively expensive for each jurisdiction acting separately. A growing trend in
information technology is the return to service bureaus that can provide support for
all of the jurisdictions at a substantially reduced cost than what would otherwise need
to occur.

•

Combined E-911 Emergency Communications: We have only begun to address
the starting point of this issue since there are many more public safety answering
points (PSAPs) in Lake County than are warranted by the county’s size, geography,
and population distribution. We are seeking a significant increase in initiatives in
communications merger, driven by limited resources, the need to improve
interjurisdictional emergency communications, and the desire to reduce costs. It
would not be unreasonable to expect that a combination of the emergency
communications centers in Lake County could result in savings of approximating 30
to 40 percent, or more, of the aggregate costs being incurred today.

•

Privatized, Joint Purchasing Of Solid Waste Collection Services: Currently, each
jurisdiction has its own approach to solid waste collection, including municipal
collection, some private collection, and separate landfill tipping agreements. A
growing trend in metropolitan areas is the coordination of solid waste services
through establishment of combined purchasing of private service delivery, use of
collection districts, and a standard landfill tipping contract. These approaches usually
represent substantial cost savings and improved service delivery.

•

Joint Financial Management System: Most of the jurisdictions have financial
management systems that are marginally adequate. In part, that is driven by the
State’s regulatory environment; in another part, is driven by the respective
jurisdictions’ perceptions that they cannot exceed the minimum requirements of State
law. Under the current regulatory environment, each jurisdiction would need to seek
individual approval of any changes. Additionally, an enterprise resources
management (ERM) system would be expensive for any jurisdiction. Thus, it may
prove more feasible to combine financial management systems with a regional
information technology approach.
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•

Joint Human Resources Management System: In general, each jurisdiction needs
to improve its human resources management and record keeping. A robust human
resources management module is integral to a complete ERM solution, as discussed
above.

•

Integration Of Police Records Management: Each police department currently
maintains its own records system. A combined system would reduce the aggregate
amount of paperwork since each jurisdiction may have files on the same person. It
would also simplify the process of accessing information for investigations.

•

Integration Of Police Investigations: While the departments currently do share
information, that informal arrangement can only go so far in improving the overall
effectiveness of criminal investigations within Lake County. A combined approach
to case management and investigations would enable a higher level of investigative
knowledge, improved understanding of patterns, and improved case closure.

•

Expanded Joint Purchasing: The jurisdictions may wish to consider the
development of a purchasing consortium to gain better market access, improved
volume pricing, and enhanced just-in-time delivery.

•

Public Works Border Street Agreements: The municipal governments may wish to
consider a series of agreements in which they divide maintenance and response
responsibilities for streets that border two or more jurisdictions, including snow
removal. Metropolitan areas in which formal agreements exist typically experience
reduced costs and less customer confusion.

•

Public Works Equipment Sharing: While there are a number of cases where this is
occurring on an informal basis, the jurisdictions may wish to consider joint
purchasing and scheduling of high-cost equipment.

•

First Available Responder Strategies For Fire And Police. This is a strategy of
emergency service response that relies on the service provider closest to the call for
service responding to that call, regardless of the jurisdiction involved. This allows
the jurisdictions to focus resources on specific needs areas without having to have
extra staffing to cover lesser demand areas. An effective first responder strategy
needs to start from combined dispatch.

•

Combination Of Libraries: An appropriate area of inquiry is whether there is value
to the creation of a single Lake County Library System. This would allow better
distribution of resources and improved coordination of library collections.

•

Combination Of Health Departments: Currently the Cities of East Chicago, Gary,
and Hammond operate their own health departments, a function that is typically
provided by County government. As we conduct our review of Lake County
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government, we will consider whether there is sufficient value to be gained in
combining the various department.
•

Combination Of Municipal Courts: Similar to the issue of libraries and health
departments, a reasonable line of inquiry is whether the current municipal courts
should be included within the Lake County court system. Again, this is an area of
inquiry that we will consider further as we move into the second project phase.
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CONCLUSIONS

In conclusion, this report consists of the first phase of the countywide study of the
operational efficiency and effectiveness of the taxing jurisdictions in Lake County. In
this phase of the study, we have reviewed the operations of several different cities,
schools, and special district units. We are impressed with the dedication of the
employees of those organizations to providing good customer service and with their
desire to perform even better.
This report consists of this introductory and executive summary chapter, in which we
have established the overall framework of this project and identifies key issue areas. In
the following sections of the report, we provide the specific body of recommendations for
each of the participating jurisdictions. At this time, we have distributed drafts of the final
reports to each respective jurisdiction for a final review. Once we receive the comments
from the jurisdictions, we will assemble all of the documents into a single final report for
submission to the Project Steering Committee.
Our essential conclusions from this phase of the project include:
•

Without exception, each of the jurisdictions is seeking to improve the customer
service that they provide and to minimize the costs of doing so.

•

The participating jurisdictions have been as responsive as possible in meeting service
demands within financial constraints. At times, this has been done at the expense of
investing in internal management systems that would enable the jurisdictions to be
more effective.

•

There are certain inherent limitations in the ability of the jurisdictions’ to conduct
themselves in a manner consistent with industry norms and trends. Among these are
the regulatory environment of the State of Indiana and the absence of the
management systems described above.

•

We found many opportunities in the jurisdictions to improve service delivery while
reducing costs. These include new approaches to work, realignment of personnel,
and use of technology. Some of these also depend on public policy officials to
balance their policy objectives against the costs inherent in those policies.

•

There are also situations in which the jurisdictions need to make substantial capital
investments in order to become more efficient and effective.

We have identified several different opportunities for sharing of services that could result
in more efficient and effective service delivery with a reduction of current costs and
constraints on future costs.
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REVIEW OF ISSUES

ADMINISTRATION

Issue 1: Inadequate Formal Financial Procedures
DESCRIPTION:
The lack of formal financial processing requirements and procedures leads to variations
in handling across Whiting Civil City departments. An example includes purchasing
polices and procedures.
OPERATING AND COST IMPACTS:
• There may be ineffective purchasing at relatively higher cost as individual
departments / staff members rely on existing or known purchasing relationships
instead of actively pursuing alternatives.
• A greater concern than marginal lost income and / or unnecessary cost is the
perception of inequitable treatment by those conducting business with the City. This
can negatively impact the public’s perception of professionalism among City staff
members and their confidence in the general government.
ANALYSIS AND FINDINGS:
• Elements of financial processing responsibilities are distributed among staff members
in different City departments.
• Over time, different departments / individuals have developed different approaches /
practices relating to handling of certain transactions. These approaches may appear
justified when viewed from the perspective of the single department.
• Without central coordination and/or direction provided through formal procedures,
the existing disparities in approach and processing may become “institutionalized” or
increase in volume and scope.
• City staff members made anecdotal references to this issue and its manifestations
throughout the organization. They are in the best position to report on incidents and
associated impacts.
• Review like purchases during similar periods from same / different vendor to assess
unit price differentials.
• Primary benefit will be reinforcement of positive public perception of City financial
management through consistent, appropriate and equitable handling of similar
financial transactions.
• City may enjoy marginal cost savings associated with better pricing of supplies and
services through more rigorous purchasing procedures. Will come at the expense of
additional central oversight and administrative / financial processing times.
RECOMMENDATIONS:
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Review the City’s existing financial processing procedures and confirm compliance
with State regulations. Repair any non-compliant policies / procedures.
Review State-compliant procedures and revise / refine as necessary to support
organizational objectives.
Provide training and support regarding the revised procedures to affected staff
members as necessary. Assess practices periodically to monitor compliance and
address deficiencies.

IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Clerk-Treasurer

Priority
High

Clerk-Treasurer

High

Clerk-Treasurer,
Senior
Management

High

Precedent
Steps
Review financial
policies and
processes for
State compliance
Revise / refine
procedures to
support
organizational
objectives
Provide training
and support

Estimated
Cost/(Savings)
Marginal $ Cost

Time Frame for
Implementation
0 to 3 months

Marginal $ Cost

3 to 6 months

Marginal $ Cost

6 to 9 months
Continuing Effort
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Issue 2: Need for Greater Automation of Financial Processes
DESCRIPTION:
Certain key financial processes suffer from either inadequate or ineffective automation of
processes. The City uses a comprehensive financial package but certain capabilities are
either not used or not fully developed. Examples include the processing of receipts at the
counter and personnel data entry.
OPERATING AND COST IMPACTS:
• All receipts are manually processed at the counter. The City uses a financial
processing system with the capability to automatically generate receipts using
existing data entries. Automation of receipt generation will have a small positive
impact on each transaction processing time spread over many transactions during the
year. This would be balanced by a marginal investment in system development and
associated hardware for automated receipt generation. Estimated cost of required
hardware for counter operation totals approximately $2,000.
• Client service at the counter will improve with shorter transaction times and less
incidence of queuing and shorter wait times.
• Review of personnel data entry associated with required employee time reporting can
yield operational improvements and the elimination of unnecessary or duplicated data
entry on the part of City functional managers. Elimination of unnecessary data entry
will have a small positive impact on each transaction processing time spread over
many transactions during the year. Expect timesavings of approximating 25 to 50
hours per Senior Manager per year.
• Elimination of unnecessary data entry will also eliminate unnecessary auditing and
resolution of data entry errors. Expect timesavings approximating 12 to 24 hours per
year among financial staff.
ANALYSIS AND FINDINGS:
• There is a general lack of coordinated IT development and continuing support to
leverage application capabilities.
• Lack of staff resources in the face of daily service demands to address the issues with
existing staff resources.
• Possible lack of understanding of system capabilities and/or net impacts to
organizational effectiveness from system development / enhancement investment.
• City staff members made anecdotal references to this issue and its manifestations
throughout the organization. They are in the best position to report on incidents and
associated impacts.
• Estimate net timesavings per transaction and extend across all counter transactions
where a receipt is requested.
• Map personnel time entry by management staff to identify unnecessary or duplicated
data entries. Revise processes and estimate net transaction timesavings extended
across all personnel time reporting.
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Primary benefit will be improved customer service at the counter and shorter
transaction / wait times.
Process enhancement will free financial processing staff time for other needs.
Process enhancements will free relatively expensive functional management time for
productive and proactive efforts.

RECOMMENDATIONS:
• Review the City’s financial processing system and assess capabilities / requirements
associated with automated receipting. Determine approximate software / hardware
costs for implementation. Software available for a City of Whiting’s size typically
cost between $20 and $45, 000 and usually recover their costs in staff efficiency.
• Process map personnel time data entry and estimate potential time / resource savings
from process enhancements. Provide training to management team on recommended
changes and potential net benefits to them.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Clerk-Treasurer,
Senior
Management

Priority
High

Clerk-Treasurer,
Senior
Management

High

Clerk-Treasurer

High

Clerk-Treasurer,
Senior
Management

High

Precedent
Steps
Inventory likely
software systems
for financial
process
improvement
Sample
transactions to
calculate
potential time
savings
Source and price
associated
technology
support
Prioritize and
conduct project
implementation

Estimated
Cost/(Savings)
Marginal $ Cost

Time Frame for
Implementation
0 to 3 months

Marginal $ Cost

0 to 3 months

Marginal $ Cost

3 to 6 months

Associated
technology cost
Associated staff
process
timesavings.
Yields modest
net gain.

6 to 9 months
Continuing Effort
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Issue 3: Full Cost of Services and Appropriate Charges to the Enterprise
Funds and the General Public
DESCRIPTION:
Fees and charges appear to be determined based on incremental increases over previous
levels. There were no readily apparent, regularly used labor accounting mechanisms to
identify actual costs or any overall allocation of full overhead charges to these rates. It is
likely that full costs may not be recovered and/or that some taxpayers are subsidizing
services to others. In some cases, no charges are being made for services that incur City
costs and are generally recovered by other municipal governments across the country. In
addition, the City is using a simplified methodology to calculate its indirect cost rate.
This rate is used to allocate administrative costs in the General Fund to other City
departments and funds. The City has some potential lost revenue and inequities in
charging other funds for these services.
OPERATING AND COST IMPACTS:
• The City’s current fee recovery policies and practices cause subsidy of identifiable
service recipients through the General Fund or incorrect charges to other fee payers.
• Cost subsidies in some areas reduce the level of available funds to conduct other
direct public service programs.
• The General Fund is not charging all allowable administrative costs to enterprise fund
operations.
ANALYSIS AND FINDINGS:
• No central cost accounting function authoritatively identifies costs or sets fee levels
sufficient to recover those costs.
• The City is not always aggressive in identifying costs of services and setting policies
to recover an appropriate amount of these costs.
• The City uses a methodology for calculating indirect costs that may not equitably
represent the costs of providing those services to departments.
• The City determines a simplified single overhead rate that may exclude certain central
service department costs that can be allocated under a full cost allocation plan.
• MAXIMUS identified the potential to generate additional revenues through fee
adjustments. However, a full cost of services analysis will also identify areas that the
City can examine in detail to help determine whether fees should be increased to
cover the costs, processes changed to provide the services more efficiently, or
programs eliminated because the costs do not justify the benefits of providing the
services.
• In the past, many local governments did not stress subsidy issues since there were
alternative tax avenues available to fund government services. This is no longer the
case. MAXIMUS recognizes, however, that there are circumstances and programs,
which probably justify a General Fund subsidy (e.g., youth, senior, and disadvantaged
recreation programs, certain classifications of code enforcement, library services,
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etc.) With this in mind, MAXIMUS has developed a service/benefiting agent matrix
to help place the subsidy issue in proper context. The matrix with typical fee issues is
shown in conceptual form in the following diagram:
MAXIMUS believes that understanding and application of the matrix is important in
generating acceptance of fee for service cost recovery levels by the City Council and
community / business groups. Through this visual perspective the rationale for cost
Subsidy vs. User Fees

WHO
BENEFITS

TYPE OF
SERVICE

TAXES vs.
FEES

1

Community

Public

100% Taxes

2

Primarily the
Community with
less

Public / Private

Mostly Taxes
and
Some Fees

3

Primarily the
Individual with
less

Private / Public

Mostly Fees
and
SomeTaxes

4

Individual
Benefit

Private

100% Fees

Examples of services that fall under each category:
(1) Advanced Planning Services
(2) Appeals
(3) Design Reviews
(4) Land Use Entitlements, Subdivision

recovery becomes clear and defensible.
MAXIMUS recommends a methodology for developing fee for service calculations
that creates a standard cost model for each current and potential fee. We believe that
a service qualifies for the “fee” designation where the activity benefits a specific
individual or group, as opposed to the public at large. For example, a development
activity clearly fits the definition – whether the beneficiary makes a near-term profit
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or not – as opposed to police patrol or park land maintenance, which benefits the
community as a whole.
•

•
•
•

•

Although MAXIMUS does not believe that the City should necessarily recover the
full cost of services (some activities may be non-fee related and should not be
recovered through fees), our experience tells us that we typically identify over
$225,000 in subsidies per 10,000 population. Generally, our clients are able to
successfully realize revenue increases between 20 to 40 percent of that total subsidy.
Increased revenues for the General Fund – both from internal and external sources.
Once these fees are adjusted to more closely approximate cost, the City will have
raised its revenue base resulting in this additional revenue accruing every year.
Greater equity in charges to identifiable service recipients.
Developing a full cost allocation plan will provide a more comprehensive cost
accounting framework for determining the full cost of City operations. The actual
costs are clearly identified because the cost allocation plan determines the complete
cost of each administrative service and the appropriate share to be borne by each
operating department.
Better information upon which to design future efforts aimed at improved
productivity (i.e., knowing what a service is costing you is an important prerequisite
to doing it more efficiently). A comprehensive user fee study will contain invaluable
management information that may be used as the basis for further analysis of certain
City services. The evaluation of productive time and unallocated time will provide
the City with insight as to where staff reductions or redeployments might be made or
the amount of increased demand for services could be absorbed before additional staff
would be needed.

RECOMMENDATIONS:
• We recommend that the City conduct a full revenue study, to be completed prior to
the adoption of the next budget, so that the Council can adopt a new fee schedule to
impact the budget.
• The City should determine the full cost of services offered by each department for
which user fees are currently being charged or could be charged. The full cost should
then be compared to current revenues to determine the amount of subsidy (or
occasionally, overcharge). With this knowledge the City can make informed
decisions concerning appropriate fee adjustments. However, simply calculating costs
is not enough. The City should understand economic issues, such as elasticity of
demand, and use a variety of factors in setting fees. The underlying rational to charge
full cost for user fees is simply this: the City is providing a distinct service or product
to a business or individual who is gaining a monetary, emotional, or recreational
benefit. Equity says that others who do not participate in that benefit should not
subsidize individuals or businesses.
• Based on the analysis above, we estimate that the City can achieve between $25,000
and $50,000 in additional revenues.
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IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Controller,
Senior
Management

Priority
High

Mayor, Controller

High

Mayor, Council

High

Mayor, Council

High

Precedent
Steps
Inventory
existing fees and
assess scope of
effort
Contract for fee
study

Develop policy
guidance on
public service
fees
Implement
proposed fee
structure

Estimated
Cost/(Savings)
Marginal $ Cost

Time Frame for
Implementation
0 to 3 months

Approximate
one-time cost
$36,000 to
$48,000 based
on scope
Marginal $ Cost

6 to 9 months

0 to 3 months

Margin $ Cost

9 to 12 months
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Issue 4: E-Government Solutions
DESCRIPTION:
Most government processes require direct contact between citizens and the City
government in order to transact services. This can occur through US mail or in person at
a counter during regular business hours.
The City can provide better customer service at less cost through application of electronic
government (e-government) solutions.
OPERATING AND COST IMPACTS:
• The City will need to develop standards and priorities for development of egovernment and e-commerce initiatives in the City government.
• The City will need to commit development resources in order to leverage continuing
customer service benefits and operating efficiencies / costs savings associated with
electronic customer contact and business processing.
ANALYSIS AND FINDINGS:
• The City has incurred staff reductions in customer service positions while providing
the same or greater levels of direct customer service, straining existing staff members
and leading to deteriorating customer service.
• The City does not currently provide an electronic business process capability for
those trying to conduct business with the City (either personal, professional or
business).
• The City relies on past business models to provide customer service in an era of
dramatically changing internal capabilities and customer service expectations.
• The City’s use of electronic media is limited to providing basic information to
residents, businesses and visitors. This information is updated as needed or as staff
time allows.
• The City could minimize the staff time associated with phone inquiries and face-toface inquiries at service counters through more effective communication of process
requirements.
• The City could minimize the number of transactions occurring at existing counters
and the associated need for staff time for face-to-face processing.
• Clients would need to make fewer, if any, trips in person to the City offices for
transaction processing.
• Automated e-government and e-commerce transaction processing shifts primary data
entry to the client and makes more City staff time available for problem solving and
expedited service.
• Clients will experience greater convenience. Everyone expects more service online.
No one needs to spend an hour waiting in a line to spend five minutes at a counter.
Clients don’t have to miss work to do business during government hours – they can
do business anytime they want, anywhere they want.
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Clients will receive better customer service. Routine transactions are handled
automatically. This frees valuable staff time to deal with other issues such as
explaining complex policies, translation services, providing assistance to disable or
challenged people, and providing up-to-date information.
Provide more information when clients need it. Not all decisions are made between
8:00 AM and 5:00 PM. E-government provides clients with 24-hour access to
government and other public information.
Decreased cost and effort for the government. Oversight of e-government using a
content management tool makes it easier to make changes to data that impact multiple
presentations. This ensures that clients have access to the correct information
regardless of what page or agency they may be dealing with.
Increased process efficiency. Online transactions are faster than face-to-face
transactions. Paper processing is automated, reducing time and risk of clerical errors.
E-government makes the government entity more responsive to everyone’s needs.
This will help the public see the government as a positive force in their lives.

RECOMMENDATIONS:
• The City should weigh the relative benefits of incorporating e-government as a
component of its Technology Plan, and develop associated standards and
development priorities to maximize benefits, minimize implementation issues and
develop staff acceptance of initiative.
• The City should consider the most cost effective source of e-government
implementation assistance. Since this will be a one-time start-up effort with lesser,
associated update tasks, a contractor may be most appropriate.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Mayor, Council

Priority
Medium

Clerk-Treasurer,
Senior
Management

Medium

Mayor, ClerkTreasurer

Medium

Mayor, Clerk-

Medium

Precedent
Steps
Develop policy
guidance on
provision of
public service via
electronic means
Inventory
existing
transaction
processes that
could be
supported via ecommerce and
assess scope of
effort
Develop RFP for
e-Government
solutions based
on desired scope
Contract for e-

Estimated
Cost/(Savings)
Marginal $ Cost

Time Frame for
Implementation
0 to 3 months

Marginal $ Cost

0 to 3 months

Marginal $ Cost

3 to 6 months

Approximate

6 to 12 months
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Treasurer

Mayor, Council

Priority

Medium

Precedent
Steps
Government
development
Implement eGovernment
systems
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Estimated
Cost/(Savings)
one-time cost
$60,000 to
$180,000 based
on scope
Depending on
scope and range
of services
offered, may
yield staff
timesavings
equating to 1-2
FTE
(approximate
$40,000 plus
benefits).

Time Frame for
Implementation

12 to 18 months
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Minor Issues:
• The City should consider skill set requirements during its continuing reassessment of
process, procedure and organizational structure. Skill sets should be periodically
reassessed in the face of changing customer service demands, resource levels and
strategic sourcing decisions. As an adjunct to the development of skill set inventories,
the City should develop linkages between detailed employee service files and
aggregated information of employee capabilities in order to better plan and execute
strategic sourcing decisions.
• The City should tighten controls over purchasing through a formally reviewed and
approved Purchasing Policy. Although there is no evidence or anecdotes alleging any
impropriety associated with purchasing, formal policy and procedures effectively
communicated to staff can be used to promote best value purchasing practices
comprehensively and consistently. These policies are also beneficial during periods
of staff reorganization and reassignment of responsibilities. The City is in the process
of finalizing a purchasing policy and anticipates completion in late 2005 / early 2006.
• An attorney working under contract handles all ordinance violations. The City may
want to consider the transfer of ordinance court responsibilities to the City Attorney
to yield contract cost savings.
• The City should investigate contracting for a central IT coordinating function to
handle strategic planning, security, and training coordination. This assistance may
come from a private vendor or under contract from another government entity such as
the School City.
• The City recently addressed the issue of classification and compensation through
recent development of Job Descriptions and market rate surveys for a limited number
of positions. The City should continue this effort in light of possible reorganization
and reassignment of duties in order to appropriately recognize changing
responsibilities and contributions of individual employees.
• The Mayor’s Office is aggressively pursuing enhancement of existing shared service
relationships with the School-City as well as development of new, shared services
with the Library and local businesses.
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RETENTION BASIN DEPARTMENT

Issue 5: Preventive Maintenance of Collection Lines
DESCRIPTION:
During interviews with Retention Basin and Water Department personnel, it was unclear
to the project team as to the responsibility for the preventive maintenance of the
collection system. The Retention Basin Superintendent reports that, although that
Department is responsible for, and appears to be accomplishing, the preventive
maintenance on the pumps at the basin, he is unaware of which department or external
agency has the responsibility for such maintenance activities as routine televising and
vacuuming of lines.
OPERATING AND COST IMPACTS:
• Although there may be no immediate cost impact associated with this issue, if
preventive maintenance is not being performed on the collection system, this will
have cost implications in the future.
ANALYSIS AND FINDINGS:
• There is no shared work order management system in the City to allow analysis of the
status of specific activities. The presence of such a system, particularly if it were
integrated with the spatial data contained in a GIS, would allow ease of access to the
status of this and other maintenance that had been performed on the collection system
as a whole, and even the specific pipe segments that comprise it.
• Interviews with the Retention Basin staff indicate that the responsibility for
maintaining systems outside the immediate area of the Retention Basin are not the
responsibility of this Department, however it is unclear to the project team which
department has this responsibility.
• The collection system in the City of Whiting is relatively new. This fact may explain
why no preventive maintenance is being performed, if in fact this is the case.
• The preventive maintenance of the City’s collection system is an activity that is vital
to the long-term functioning of the system. The project team recognizes that the
system is relatively new and therefore does not require the level of maintenance of
older systems; however early prevention of problems associated with infiltration and
inflow is essential to the long-term viability of the system.
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RECOMMENDATIONS:
• Assign responsibility for the maintenance of the collection system. The City does not
currently possess the staff required for this function, nor the equipment. It is
recommended that the City assign contractual oversight of a private firm in the area to
accomplish at least the minimal efforts associated with periodic televising of lines and
vacuuming. The City televised 1.5 miles of its collection system last year, however it
is unclear that this is accomplished on a routine basis. These activities should be
accomplished for the entire system once every 3 to 4 years.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Retention Basin
Superintendent

Priority
Medium

Precedent
Steps
None

Estimated
Cost/(Savings)
Unknown

Time Frame for
Implementation
3 to 6 months
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WATER DEPARTMENT

Issue 6: Lack of Preventive Maintenance Program at Treatment Plant
DESCRIPTION:
The City’s Water Treatment Plant is obsolete, and the City is currently evaluating its
alternatives relating to how it will provide water to its citizens in the future. Retention of
the current water plant is not one of these alternatives, and the City will either procure
water from an external agency or construct a new plant.
The project team, however, noted that little or no preventive maintenance program exists
for the treatment plant. Work activities performed by the five Operators at the Plant are
recorded manually in a series of three books (relating to three of the most critical pieces
of machinery), yet a review of these books reflects only repairs having been performed.
The project team recognizes that the incumbent Water Superintendent has been in place
only five years, and has focused his attention on more pressing, and cost-effective
activities such as reducing the percentage of water that is unaccounted for. Further, the
impending change in the manner in which water is treated (either by contract or through
construction of a new plant), has perhaps served to minimize the urgency of attending to
preventive maintenance. The issue, however, is not one of preventive maintenance of the
current treatment plant so much as it is one of establishing a program for preventive
maintenance which may be carried over into any new facility which may be constructed.
The issue of accountability for work effort expended is also a critical management issue
which should factor into the development of a comprehensive work management system,
whether for preventive or for corrective maintenance.
OPERATING AND COST IMPACTS:
• Studies have shown that for each preventive maintenance dollar expended, the
savings can be as high as $2 to $3 in the longer term.
• The physical effort related to preventive maintenance, and the associated results from
this effort, are not the sole benefits from institution of such a program. The
accountability for time expenditures is a critical management tool as well, and the
project team recommends that the development of a preventive maintenance program
also be accompanied by the recording of each PM event in a computerized
maintenance management system in order to analyze operator productivity and to
document the frequency of PM activities in the event of system or parts failures for
presentation to the manufacturer.
ANALYSIS AND FINDINGS:
• The City is currently considering options related to the future treatment of water. The
current treatment facility is obsolete and will be replaced under any scenario.
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The Water Department has only a singe Water Treatment Plant Operator on staff
during the evening and night shifts, limiting the ability to accomplish some of the
more labor-intensive efforts associated with preventive maintenance.

RECOMMENDATIONS:
• Develop a preventive maintenance program for all critical machinery in the Plant.
This includes the fluoride machine and pumps, as well as certain other machinery as
the Superintendent may determine. Long term cost savings are incalculable at this
point, however as was noted above, studies indicate that preventive maintenance has a
high return on investment.
• Obtain a computerized maintenance management system capable of incorporating all
PM events as well as any corrective maintenance performed in the Plant. Greater
accountability for work activities will assist the Superintendent in determining worker
productivity, training needs, and other benefits.
• Begin manually recording both PM activities as well as corrective maintenance.
Observations by the project team indicate that Plant Operators do not currently record
either of these types of activity.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Water
Superintendent

Priority
Medium

Precedent
Steps
None

Estimated
Cost/(Savings)
$15,000 to
$25,000 if
purchased
separately from
that of the
software
package
recommended
for the Retention
Basin. However,
there will be little
or no incremental
cost if the two
systems are
integrated.

Time Frame for
Implementation
3 to 6 months
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Issue 7: Distribution System Maintenance
DESCRIPTION:
The project team’s interviews indicate that the maintenance of the approximately 12
miles of the distribution system is the responsibility of the Water Department. (Note that
the similar responsibility for the maintenance of the collection system does not lie with
the Retention Basin Department, as was noted earlier.) However, the staff assigned to the
Superintendent to accomplish this preventive maintenance (two Plumbers) are located
physically and organizationally at the Street Department. This organizational placement
limits the Water Superintendent in directing a comprehensive preventive maintenance
program, and as a result, there has been no valve exercising program in the City for many
years, and there are likely other PM deficiencies that are attributable to either the lack of
staff or the organizational placement of the Plumbers outside the direction of the Water
Superintendent.
Given that the distribution system is relatively small (reportedly 12 linear miles), and the
plumbing staff are located in a separate organizational unit (Street Department), the
project team believes that the City should consider the outsourcing of the maintenance of
its distribution system.
OPERATING AND COST IMPACTS:
• There will be an increase in costs associated with the procurement of an outside
agency to maintain the City’s distribution system, although the project team does not
possess sufficient data to make an accurate calculation.
ANALYSIS AND FINDINGS:
• The City if Whiting is relatively small, and there are numerous examples of staff
performing multiple functions due to the few number of staff available. This is the
case with the two Plumbers who, in addition to being tasked with the maintenance of
the distribution system, also maintain the plumbing systems of all City buildings,
including the relatively maintenance-intensive Parks and Recreation facility.
• The procurement of contractual maintenance will allow the two Plumbers to focus a
greater degree of attention on the maintenance of plumbing systems in the City’s
buildings.
RECOMMENDATIONS:
• Investigate the cost of contractual maintenance of the City’s distribution system.
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IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Water
Department
Superintendent

Priority
Medium

Precedent
Steps
None

Estimated
Cost/(Savings)
Unknown

Time Frame for
Implementation
6 to 9 months
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PARKS AND RECREATION

Issue 8: Automation of Programs and Participant Data
DESCRIPTION:
The Parks and Recreation Department provides a generally high level of service to the
community, both in terms of parks maintenance and the breadth of program offerings.
The project team noted, however, that the Department relies heavily upon manual
systems for both registration for programs and for participant profiles, resulting in excess
time spent by the participant in registering for programs, and for the Department staff in
obtaining and filing duplicate information each time a participant registers. The project
team believes that the provision of on-line registration and automated data capture of
participant information would benefit both the community and the Department staff.
OPERATING AND COST IMPACTS:
• The lack of provision of on-line registration (or at least the provision of application
forms on-line) requires participants to appear physically at the Community Center to
register.
• Currently, the Department’s information system requires that participant information
be re-entered each time that individual enrolls in a different program. This method
effectively creates a multitude of separate and unrelated manual records of participant
information that is duplicative in its consumption of staff time, and ineffective in
targeting potential participants in offered programs who have participated in similar
programs in the past.
ANALYSIS AND FINDINGS:
• Manual systems have been relied upon for many years in the Department.
• The Department does not have access to a recreational software program that captures
all relevant data for each participant.
• The entry of participant information into a single database that is updated each time
an individual participates in a program is vital in the targeting of potential participants
who may have interests in programmatic offerings that are similar to those in which
he or she has participated in the past. Further, the capture of personal information
about the participant in a single database will eliminate the need for duplicative data
entry in the future.
• The entry of personal information into a single database ensures that vital information
is not overlooked on cases in which at-risk individuals register for programs, as this
information is gathered once and simply updated on future programs as needs change.
This type of information includes personal information on individuals who have
certain allergies, require special medical handling, and other personal information
vital to the care and custody of the participant.
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RECOMMENDATIONS:
• Purchase and install a recreational database system which allows the Parks and
Recreation Department to capture participant information to include the following:
Participant name, age (to be updated automatically on birth date), gender,
address, phone
Parent(s) name (if under 18), and alternate contact
Program identification numbers in which the individual has participated in
Personal Identification Number (PIN)
Allergies
Medications needed
Other medical conditions or assistance needed
Resident/Non-Resident
Permission (Y/N) to photograph/video participant
• In addition, the Department should integrate the participant information with the
City’s GIS once that information system is more mature.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Parks and
Recreation
Director

Priority
Medium

Precedent
Steps
None

Estimated
Cost/(Savings)
$15,000 to
$25,000

Time Frame for
Implementation
6 to 9 months
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Issue 9: Potential Disposal of the Community Center
DESCRIPTION:
The Parks and Recreation Department’s primary offices are located at the Community
Center. This almost 86,000 square foot facility, donated to the City in 1973 by Standard
Oil, is also the location at which most indoor recreational activities are housed in the
City. These include, but are not limited to, childcare services, basketball, table tennis,
indoor track, weight lifting, swimming, bowling, crafts, public gathering, as well as many
other functions.
Interviews with the Parks and Recreation Department personnel indicate that the
Community Center is, in addition to being a structure to which many residents feel a
strong emotional attachment, also a very costly facility to operate. Specifically, the
overall maintenance and operational costs are approximately $750,000 annually, with
revenues of only about $200,000, resulting in an annual loss of over $500,000.
The project team believes there is a potential opportunity to dispose of the Whiting
Community Center and place this property on the City tax rolls, thereby not only
eliminating financial losses associated with continue operations, but receiving revenues
from a potential private sector use.
OPERATING AND COST IMPACTS:
• As noted above, the operating and maintenance costs associated with the Whiting
Community Center are approximately $750,000 annually, with revenues of only
about $200,000. This results in a financial loss of about $550,000. This equates to
approximately $250 to $300 annually per household in the City.
• Disposal of the property would probably entail the construction of a new facility to
house recreational activities as well as administrative offices for the Parks and
Recreation Department.
• Although it is well beyond the scope of this project to develop space needs and costs
for such a facility, if it can be assumed that the new facility would be approximately
one-half to two-thirds of the size of the current facility (there are many areas of the
facility which are not utilized due to non-compliance with ADA standards), the new
facility would be approximately 45,000 to 57,000 square feet in size. Assuming a
construction cost of about $225 per square foot (this cost is escalated somewhat due
to the requirement to construct an indoor pool), the total construction cost may be in
the area of $10.2 million to $12.8 million. In addition, the City would be required to
landscape the area, and provide sufficient parking, both of which would require an
additional investment.
• Financing of this cost over twenty years would result in expenditures approximating
current operational costs.
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ANALYSIS AND FINDINGS:
• Although the Whiting Community Center has been a focal point for recreational
activities for over 30 years, the structure itself is energy-inefficient, and not well
suited to the delivery of programmatic offerings of the Parks and Recreation
Department.
• The Community Center is also not in compliance with ADA requirements for
accessibility. Although the project team is unaware of any cost estimates for
retrofitting the facility for ADA compliance, it is likely a very expensive proposition,
adding to the financial losses that the City is currently experiencing in relation to this
building.
• There is, by all accounts, an emotional attachment to the Community Center on the
parts of many citizens in Whiting. Transferring ownership of the structure, with the
related displacement of many programmatic activities, will likely be an issue that the
City must confront in any potential sale of the property.
RECOMMENDATIONS:
• The project team is not prepared to make a definitive recommendation to sell the
Whiting Community Center, although there may be compelling financial reasons to
do so. The structure is extremely costly, with an estimated annual loss of over
$500,000, due in some part to the inefficiency of energy consumption. The likely
cost of replacing the facility is almost certainly over $10 million, depending upon the
optimum size and features in a new building. The project team has estimated that a
new facility could be constructed at approximately one-half to two-thirds of the size
of the current facility, based only on a single walk-through of the building that
indicated that much of the existing facility is un-used due to ADA non-compliance.
• The City of Whiting should consider the services provided at the Community Center
to determine if it needs to continue to provide those services. For example, does the
City need to provide a bowling alley. Another example is whether the City and the
Schools might jointly undertake an indoor swimming program.
• Should the City determine that it wishes to continue the service mix, then we
recommend that the City develop conceptual designs for a new facility to replace the
existing Community Center. This design should be accompanied by a preliminary
cost estimate by a qualified architectural and engineering firm.
• Finally, the project team recommends that the City determine the receptivity of the
private sector to the purchase of the Community Center property. Revenues received
from the property sale, as well as the potential tax revenues from private sector use,
could be utilized to offset the cost of construction of a new facility that would be
smaller, more energy-efficient, compliant with ADA requirements, and more suited to
the programmatic needs of the Department of Parks and Recreation.
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IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Mayor, Finance
Director, Parks
and Recreation
Director

Priority
High

Precedent
Steps
Create
conceptual
design and
develop cost
estimates for
new facility
construction.
Determine
receptivity of the
private market to
the sale of the
property.

Estimated
Cost/(Savings)
Unknown at this
time, depending
on the City’s
policy decisions
regarding service
mix.

Time Frame for
Implementation
12 to 18 months
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STREETS AND SANITATION DEPARTMENT

Issue 10: Productivity of Waste Collection Crews
DESCRIPTION:
The City of Whiting is a very small community, both in terms of population and area.
For this reason, there are few mitigating factors to consider in analyzing the productivity
of the sanitation collection crews, which are averaging about 266 stops per day, well
below the benchmark of 750 stops per day that the project team typically finds in wellmanaged and productive communities. The project team believes that productivity
should be enhanced. A single two-person crew should be sufficient to collect the waste at
each of the 530 to 540 stops per day in the City by requiring residents to place all waste
at the curbside rather than in alleys and behind homes. Further, the relatively intensive
collection schedule (five times per three-week period for each residence) could be
reduced, allowing the elimination of a crew and a packer.
OPERATING AND COST IMPACTS:
• The use of two crews to collect solid waste and recycling at the 530 to 540 accounts
per day is relatively costly. The project team estimates that the monthly cost for
collection is about $14.00, excluding the tipping fees charged at the landfill. This
cost also excludes the cost of collection of white goods and bulky items, which are
collected by separate crews.
ANALYSIS AND FINDINGS:
• At the time of the project team’s on site activities in Whiting, the Streets and
Sanitation Department was in the process of converting to packers with rear-end
“flippers”, which will allow the reduction of the size of crews from 3 persons to 2
person-crews.
• The City has many alleys, which are more difficult to maneuver, causing some delay
in the collection of these accounts.
• Residents leave solid waste in back yards, further delaying the collection efforts by
crews.
• The City provides sanitation collection to each residence five times within a threeweek period.
• The project team believes that productivity enhancements in the sanitation collection
function could have a material impact on the overall cost per residential and
commercial account.
• The project team estimates that the City could save approximately $75,000 annually
(or, about $3.88 per month, per account) through the elimination of one crew from the
solid waste collection route.
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RECOMMENDATIONS:
• Review routes to ensure that these are designed to facilitate collection.
• Consider making a transition to once-per-week collection of solid waste. The
reduction in frequency of collection will allow the elimination of one crew and one
packer.
• The City should consider whether to privatize its solid waste collections. This could
possible be done in the context of a regional solid waste strategy.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Mayor, Solid
Waste Director

Mayor, Solid
Waste Director

Priority
High

Medium

Precedent
Steps
Revision of
routes prior to
reduction of one
crew from route.

Secure
competitive
proposals for
private service
delivery, possibly
using a managed
competition
approach.

Estimated
Cost/(Savings)
Minimal cost
savings in first
year due to
reduction
strategies;
estimated
$75,000 per year
thereafter
Experience has
indicated that
private collection
services tend to
reduce costs by
10 to 15 percent
per year

Time Frame for
Implementation
3-6 months

6 months to 1
year
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FIRE DEPARTMENT

Issue 11: Fire/EMS – Assessment and Planning
DESCRIPTION:
Assessment and planning processes are used to identify the community’s fire protection
and other emergency service needs in order to identify potential goals and objectives. All
agencies should have a basic source of data and information in order to logically and
rationally define the organization’s mission.
The MAXIMUS analysis reviewed geographic planning zones, planning processes,
records management data and utilization, risk and hazard analysis, standard of cover
strategies and strategic plans.
The issues found in this area, were related to the fire records system utilization, risk
analysis, standard of cover strategies, NIMS compliance and response time analysis.
OPERATING AND COST IMPACTS:
• A response time analysis and standard of response documents should be prepared, so
that accurate response plans can me made. The cost estimate for these analyses would
be $15,000 to $20,000 per report.
• NIMS compliance will improve agency and community wide response to major
incidents. Compliance, which includes rewriting the Emergency Operations Plan to
be consistent with the National Response Plan, extensive training of all potential
responders in many city departments and exercising the plan, would range $40,000 to
$60,000 for the City of Whiting.
ANALYSIS AND FINDINGS:
• A standard of response document should be developed to determine what level of
response is expected from the fire department. This process should include
demographics, economic indicators, fire loss data, and water supply and fire
protection systems.
• The City Emergency Response Plan has been upgraded to NIMS compliance. A plan
should be developed to outline how each department will comply with the NIMS
requirements. Lack of compliance will jeopardize future Homeland Security and
other federal grants.
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RECOMMENDATIONS:
• Strategic plans should be revised and updated based on the standard of response
document. This plan provides agency management with timelier, accurate
information and decision-making tools, which should result in increased productivity.
• A plan should be developed to outline how the city will comply with the NIMS
requirements. This will provide the City with a well-defined, coordinated plan for the
proper implementation of NIMS in accordance with the National Incident
Management System Capability Assessment Tool (NIMCAST).
• The cost associated with achieving full NIMS compliance may be prohibitive for the
City of Whiting, given the small size of its fire services. As an alternative, the City
may wish to enter into agreements with neighboring jurisdictions to provide
necessary support.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Fire Department
Administration

Priority
Low

Precedent
Steps
None

Estimated
Cost/(Savings)
$40,000 $60,000 for NIMS
compliance

Time Frame for
Implementation
2 - 3 years
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Issue 12: Fire/EMS – Programs
DESCRIPTION:
The ability for departments to provide for adequate, effective, and efficient fire
suppression, designed to control and/or extinguish fires for the purpose of protecting
people from injury, death, or property loss is being compromised.
The departments ability to have an adequate, effective, and efficient program directed
toward fire prevention, life safety, risk reduction of hazards, the detection, reporting, and
control of fires and other emergencies, the provision of occupant safety and exiting and
the provisions for firefighting equipment has been diminished.
Limited resources are provided to perform fire suppression, emergency medical service,
public education, fire investigations and service to the community in accordance with the
agency’s stated mission, goals and objectives.
OPERATING AND COST IMPACTS:
• Updating policies and procedures requires extensive man-hours and the estimated
cost would be $25,000 to $30,000 to complete a comprehensive and accurate manual.
• Improving public education would require additional man-hours and material funding
at an estimated $10,000 to $15,000.
• Fire and EMS department related compliance for NIMS, which would include
training, revision of standard operating guidelines and exercising the plan, would
have an estimated cost of $20,000 to $30,000.
ANALYSIS AND FINDINGS:
• The department has 5 Fire/EMS personnel available on shift daily. Staffing and
manpower available for anything beyond a small fire and EMS response are very
limited. Financial resources available are diminished.
• The Department has some public education programs in place but do have limited
human resources available to provide the education to the public.
• The Fire Chief is the arson investigation team.
• All aspects of technical rescue are provided for mainly with external resources.
• The department provides fire and EMS coverage for approximately 8 Sq. miles. EMS
is at the EMT basic advanced level.
• Internal and external quality assurance of patient records is completed.
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RECOMMENDATIONS:
• Specific budgetary figures need to be established for public education and continued
education of personnel. This will improve the ability to mitigate potential injury,
property loss and death due to fire, through inspections and public education
activities.
• Mutual aid needs to be expanded to automatic aid. Regionalization and cooperation
for the entire region needs to be improved to provide for adequate protection. The
department does not currently have adequate resources to provide adequate fire
protection without the utilization of paid on call firefighters, regionalization or an
extensive automatic aid program in place. This will improve response time and on
scene efficiency of emergency response personnel to incidents, through utilization of
closet due engine and ambulance response, regardless of jurisdiction.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Fire
Administration

Priority
Low

Precedent
Steps
Decision and
purchase of
RMS software

Estimated
Cost/(Savings)
$10,000 $15,000 for
improving public
education
programs

Time Frame for
Implementation
6 months – 1 year
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Issue 13: Fire/EMS – Physical Resources
DESCRIPTION:
The review of physical resources included the stations, training facilities, fire apparatus
and other major capital expenditures and outlays. There were concerns with the station
replacement plans and capital improvement plans of the department.
ANALYSIS AND FINDINGS:
• The agency operates from one station, with five personnel on duty and no paid on call
personnel available. Response capabilities do not comply with industry and safety
standards.
• Apparatus were designed and purchased to meet the agencies goals and objectives.
The department utilized lease purchase.
• The department utilizes city vehicle mechanics for maintenance.
• Firefighting equipment and safety equipment was adequate for the needs of the
department.
RECOMMENDATIONS:
• Develop a station replacement plan that is current and followed. This plan should take
into consideration adequate space allocation for operations, fire prevention. Training,
support services and administration. Provides a long-term approach for the city to use
as a planning guide for budgetary and operational considerations. This approach
improves efficiencies by reducing repetitive processes and provides for a structured
management plan.
• Develop or update current capital improvement plans so that apparatus, stations and
equipment are replaced prior to becoming inefficient and costly to repair or replace.
This will help to stabilize the department’s rate of spending for long term, which
allows the department to provide efficient and effective protection and keep spending
in line with the budgetary constraints.
• Firefighting equipment and safety equipment should continue to be replaced on a
timely efficient time schedule, before it becomes a safety or liability concern.
• Unit costs of service for Whiting are driven by the large entry costs of having a fulltime department. The City should give consideration to whether it can provide better
fire and EMS services through a contract service arrangement with neighboring
jurisdictions.
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IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Fire Department
Administration

Priority
Low

Precedent
Steps
None

Estimated
Cost/(Savings)
$15,000 $20,000 to
develop a station
replacement plan

Time Frame for
Implementation
3 – 6 months
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Issue 14: Fire/EMS – Essential Resources
DESCRIPTION:
Essential resources are defined as those mandatory services or systems required for the
agency’s operational programs to function. The water supply system, communication
systems, support services and office systems were reviewed during this portion of the
study. Dispatch centers fragmentation and efficiencies were found to be a concern.
OPERATING AND COST IMPACTS:
• The utilization of separate dispatch centers for each community in the region appears
to be ineffective and inefficient. There are too many potential options for regional
centers to determine the financial impact of a regional center at this time.
• Many of the radio systems need to be replaced with Association of Public Safety
Communications Officials (APCO) P25 standard compliant radios. The cost estimate
per community would be $350,000 to $750,000.
ANALYSIS AND FINDINGS:
• Many areas in the City do not have adequate water supply, due to small older water
mains.
• Mutual aid for tankers and 5” supply line are utilized in areas with inadequate water
supply.
• The Fire Department operates on their VHF system. Their current radio equipment is
not compliant with the APCO – P-25 standards. There was no evidence of any
regional communications efforts or plans in place.
• The police department manages the dispatch center.
RECOMMENDATIONS:
• An hydrant tax should be reviewed as a potential revenue source. Placement of
hydrants should meet National Fire Protection Association standards. Hydrants tax
could generate additional revenue ranging from $20,000 to $50,000 per year for the
City of Whiting. Further evaluation of how each community is billing or not billing
for this service would have to be completed.
• Auto-aid agreements between departments should be put in place and include tanker
response for designated areas of the region. Auto aid agreements, including
participation in the Mutual Aid Box Alarm System (MABAS) could be accomplished
at minimal or no cost to each community and greatly expand potential capabilities
and preparedness for major incidents
• A coordinated communications system should be planned to place all studied
communities on the same bandwidth and trunked or conventional system. All radio
systems need to migrate toward P25 compliance with digital capabilities. The most
cost effective method to upgrade radio systems to national compliance standards
would be to approach a system and radio replacement on a regional basis. The current
compliant radio models available would allow for a gradual and systematic
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changeover to a digital system. The preliminary cost estimates for each community
would be $350,000 to $750,000. This is cost is completely prohibitive for a City of
Whiting’s size; therefore, we recommend that the City explore eliminating its system
in favor of a regional approach.
A consolidation study of the region’s dispatch centers should be completed and
implementation of a regional dispatch center completed within the next 5 years.
Dispatch consolidation in the region would increase and improve the level of service
to citizens by providing staff with quicker access to information, allowing for a better
and timelier response to citizen requests for service. A regional center would also
improve coordination of information between the agencies and outside departments,
such as adjacent municipalities, and state and federal response agencies. The long
term cost savings on Computer Aided Dispatch (CAD) systems, center
administration, radio equipment and consoles should be more efficient and
economical than providing upgrade equipment for five separate centers.

IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Mayor, Fire
Chief, City
Council
Regional City,
Fire and Police
Administration

Priority
High

Precedent Steps
Develop hydrant cost
data and calculate
appropriate hydrant fee
Development of a
regional consolidation /
coordination project
team.

Estimated
Cost/(Savings)
$20,000 to
$50,000 in
additional
revenue
$350,000 $750,000 to
replace radio
systems.

Time Frame for
Implementation
3-6 months

2 - 5 years
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Issue 15: Fire/EMS – External System Relations
DESCRIPTION:
External systems relations are defined as the relationships with agencies that act together
as an integrated system. The growth of multi-unit systems and the increase of interagency
agreements between various types of government necessitate increasing attention to these
relationships and the agreements between legally autonomous operating units.
The fire service needs to take advantage of the synergy and operational and cost effective
benefits that may be derived from external agency agreements.
OPERATING AND COST IMPACTS:
• Expanding mutual and automatic aid can often be accomplished with little or no
additional expenditures. Improved cooperation and communications is usually what is
needed.
ANALYSIS AND FINDINGS:
• Agencies currently belong to a countywide box or mutual aid system. All studied
agencies have a signed mutual aid agreement with all other agencies in Lake County.
• Limited financial ability to expand Fire-EMS resources.
• High potential for major emergency incident activity throughout the region and with
adjoining states and communities.
RECOMMENDATIONS:
• A strategic plan needs to be developed utilizing these recommendations to include
strategies of increased utilization of regional services.
• Increased utilization of mutual aid and implementation of automatic aid need to take
place to reduce the current resource burden on any one community. The Illinois
system of MABAS should be put in place and the closest engine response should be
utilized throughout the region or county. This would provide an increased level of
service and enhanced response resources and capabilities at minimal or no additional
cost.
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IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Regional City,
Fire and Police
Administration

Priority
High

Precedent
Steps
None

Estimated
Cost/(Savings)
No cost

Time Frame for
Implementation
6 months – 1 year
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POLICE DEPARTMENT

Issue 16: Establish a Comprehensive Standardized Reporting System
DESCRIPTION:
The Whiting Police Department is currently working with Calumet College and other
local agencies within Lake County in the consideration of adopting a comprehensive
standardized reporting system. Standardization of electronic forms between the agencies
and the courts enhances the uniformity of reporting and helps to facilitate the interagency
investigations.
OPERATING AND COST IMPACTS:
• Time and resources for initial research and implementation of policy, development of
forms and guideline manual(s) and training.
• New recruit and in-service training for employees on reporting system and procedures
would need to be completed.
• Lateral hires would already be familiar with the reporting system and not require
additional training.
• Personnel for compiling the data entry. Costs would include potentially the initial
cost for software and training.
• A standardized reporting system improves proficiency of employees by simplifying
training and clarifying reporting standards.
• Interagency databases could be developed and combined to help with criminal
statistics and analysis.
ANALYSIS AND FINDINGS:
• Standardization would ensure that essential or requested information is being
gathered consistently. It adds in the expediency with which information can be
obtained.
• Successful prosecution of criminals will be facilitated. It would provide more
accurate and expedient service to the community.
• Computerized forms and related software/database can be beneficial for compiling
and tracking data both intra and interagency. For example, law enforcement agencies
in Jefferson County, Colorado have effectively embraced an electronically
standardized format for reporting incident and offenses. Another example of this
coordination is in New Jersey, where the State Attorney General has promulgated
standard reporting forms for all police agencies.
• Uniformity of a standardized reporting system affects the appearance of
professionalism and the proficiency with both the public and the court system.
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Uniform reporting standards are essential for both agency and criminal statistical
data. Criminal statistics and analysis will continue to play a significant role in future
policing practices.
Information compiled can be a useful assessment tool for validating agency work
loads, manpower needs, efficiency and cost analysis.
Certain software offers the ability for citizens to track the progress of their case and
also aids in a citizen’s ability to file reports or provide additional information
regarding a case or incident. This would help alleviate manpower hours.

RECOMMENDATIONS:
• Continue cooperation with Calumet College on the development of a countywide
standard reporting system
• Pursue a joint agency committee to research a comprehensive electronic reporting
system for all Lake County enforcement agencies. Computer generated forms with
integrated software for compiling data and statistics can aid in the accuracy and
efficiency with which useful information can be gathered, stored and accessed
• A set of forms that will facilitate all agencies needs and yet provide standardized
reporting should be established. Each form should be structured to ensure that
essential information is captured for all crimes, incidents and internal information
gathering.
• Establish a reporting training manual for the field and for agency generated forms that
describes and illustrates the information to be included on each form. It should be a
comprehensive manual and serve as a complete user’s guide and resource guide for
all reporting situations if one is not provided by the consulting software
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
IT coordinator
Administrative
supervisor or
Chief’s designee

Priority
Medium

Precedent
Steps
Form County
task force to
make
recommendations

Estimated
Cost/(Savings)
Will vary
depending on
software selection
and time for
training

Time Frame for
Implementation
Agency: 1 – 2
months;
Multi agencies: 68 months
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Issue 17: Establish Updated Policies and Procedures for Lockup and
Holding Facilities
DESCRIPTION
The Whiting Police Department should consider updating their policies and procedures
for their lockup and holding facilities to include the security, control and care of prisoners
housed therein.
Police lockup or holding facilities serves the role of quasi-detention centers with regard
to security and prisoner well being. Often the prisoner’s identity, mental and physical
problems, criminal histories, risk of escape and their potential for suicide or violence are
not known. The atmosphere is often volatile and emotional resulting in suicide or injury.
Whiting Police Department personnel should begin discussions with the Lake County
Sheriff’s Department reference transporting prisoners directly to the Lake County
Sheriff’s jail. This is an area where the smaller jurisdictions in Lake County should
explore the acquisition of a van and share the involved costs of transporting prisoners.
ANALYSIS AND FINDINGS
• Best practice for lockup and holding facilities call for the constant review of essential
procedures and training particularly in the following areas:
Security and Control
Booking and Visitation
Safety and Emergency Operations
Prisoner Release
Riot and Assault
Sanitation/Feeding
• The Whiting Police Department needs to develop more comprehensive written
procedures and training. Regularly scheduled line and staff inspections should be
conducted by Whiting Police Department Command staff to ensure compliance with
policies and procedures. One civil lawsuit involving a prisoner can make all
preparation moot.
• The present system of prisoner detainment at the Whiting Police Department needs to
be reviewed for immediate changes. The facility lacks showers and hygiene
necessities as well as lack of any exercise area. The ability to properly monitor
detainees at this holding facility is of major concern.
OPERATING AND COST IMPACTS
• Time and resources for initial implementation of policy and procedure development.
• Cost of training for employees.
• Cost of improving safety and sanitation of lockup and holding facility
• Cost of inspections and over-site.
• Ensures safety of prisoners and officers
• Reduces liability resulting from unsafe or unsanitary conditions and failure to train.
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RECOMMENDATIONS:
• The Whiting Police Department should ensure written procedures and training are
reviewed and enforced for booking, security of firearms, control of prisoners to and
from cellblock, searching of prisoners for contraband, and application of physical
restraints.
• Officers should understand the symptoms and risk factors in suicide and how to
respond to suicide attempts, inmate deaths, illness, injury or disability of prisoners.
• There should be emergency plans in place for evacuation of prisoners in case of fire
or natural disaster or other emergencies.
• The Whiting Police Department should also ensure that personnel understand the
sanitation measures that must be taken to prevent illness and spread of disease and for
proper distribution of food. They should also know procedures for providing special
dietary needs if necessary. These are all issues that are being litigated throughout the
country.
• The Whiting Police Department personnel should understand all procedures for
identification of prisoners for release including requirements for proper
authorization/legal authority for release, verifying prisoner identity and release of
personal property. Specific individuals should be held responsible for the monitoring
of prisoners. Prisoner suicides have been costly to cities that do not have effective
policies and procedures in place.
• Discussions should begin reference direct transportation to Lake County Sheriff’s
Department jail or a secured lock-up. Some jurisdictions in other counties share the
cost of prisoner transportation by utilizing a van staffed by private security that picks
up prisoners in all the participating jurisdictions.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
City of Whiting
Administration,
Chief of Whiting
Police
Department and
Lake County
Sheriff.

Priority
High

Precedent
Steps
Reevaluate
written
procedures and
training for
holding facility.

Estimated
Cost/(Savings)
Shared costs by
county officials

Time Frame for
Implementation
12 months
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Issue 18: Implement Electronic Inventory Management System of All
Evidence and Property
DESCRIPTION:
The Whiting Police Department could benefit from a police property room management
system, including a bar coding system. . Property and evidence room inventory is an
essential, but extremely time consuming process if done by hand. Evidence technicians
face problems of inaccurate and time-consuming processes of tracing and inventorying
evidence in a paper-based system Current technology could provide Whiting with the
availability for complete electronic property room evidence management.
OPERATING AND COST IMPACTS:
• Current lack of technological applications in the area of evidence and property room
management is neither efficient nor cost effective.
• Bar coding has been shown to eliminate up to 60% of the time officers spend logging
and inventorying evidence. It allows a major reduction in paperwork. This reduction
in manpower hours will also assist in improving operational efficiency and
productivity.
• Provides accurate tracking system that maintains evidence and information integrity
and control from the initial collection through forensic analysis to final disposition. .
Simplifies the task of recording evidence and locating evidence. Bar coding expedites
the transfer of evidence.
ANALYSIS AND FINDINGS:
• Initial implementation of a system will incur a cost in terms of actual purchase and set
up – including time to enter all existing property and evidence inventory, but the
long-term benefits in saving time and labor costs make it a viable consideration.
• Some systems may have adaptability to perform additional tasks: to do inventory
tracking, i.e. – agency and officer equipment inventory.
• Some systems are capable of extensive reporting capabilities. These reports include
evidence and property history; chain of custody history; tracking case management to
facilitate the eventual disposition of evidence and property; auction inventory
planner; property disposition records; evidence inventories and reconciliation reports.
RECOMMENDATIONS:
• Consider implementing an electronic evidence and property management system, to
include bar coding. Such systems as the BEAST (Bar Coded Evidence Analysis
Statistics and Tracking) utilize a palm pilot or similar device to enter the bar codes
and complete the inventory and reconciliation reports.
• The BEAST, from Porter Lee Corp., is currently being used in Riverside P.D. in
California; Douglas County Sheriff’s Department, Denver and Wheatridge P.D. in
Colorado; Philadelphia, and in the Chicago area. Property Tracking System is a
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product of Inventory Control solutions Inc. that is utilized by such agencies as
Newark P.D. and the Department of public safety in Santa Clara, CA.
Consult with local agencies on the systems they are currently utilizing that include an
electronic management system and bar coding within the county and surrounding
areas.
Barcode all new and existing property and evidence to improve the agencies ability to
manage inventory; and to provide expedient information to detectives and other
personnel about the status of individual evidence.
Reduce the volume of manual records associated with chain of custody with
automated, electronic records.
Identify and dispose of all evidence that has been cleared and is no longer needed for
criminal prosecution.

IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Property
/evidence
technician,
Commander,
Chief,

Priority
Medium

Precedent
Steps
In-house
experts to
identify possible
vendors

Estimated
Cost/(Savings)
Will vary with
selection of
system and extent
of services; start
around $8000.

Time Frame for
Implementation
Initial install and
property room
training 1 – 2
weeks; additional
time to completely
barcode and
inventory all
current evidence
6 – 9 months.
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Issue 19: Automated Fingerprint Identification Systems
DESCRIPTION:
The Whiting Police Department could benefit from participating in an automated
fingerprint identification system. Technology has revolutionized fingerprint identification
to allow digitized fingerprints that enable a quick electronic transfer of the fingerprint
image. Current fingerprints are still recorded by hand utilizing ink, which can be a time
consuming process. This creates a problem of quality control and may delay criminal
investigations and prosecution. Cooperative efforts between the Lake County agencies
should be explored for cost saving and mutual benefit options.
OPERATING AND COST IMPACTS:
• Working with other agencies to assist them in their print analysis may speed up
identification verification resulting in higher resolution of cases countywide. If print
examiner resources are shared from other agencies utilizing Gary’s AFIS system, it
may positively impact reduction in manpower hours.
• Cost and system search capabilities may be factors if agency or county system tied
into larger database. Shared cost by Lake County law enforcement agencies should be
studied.
• Automation of fingerprints may speed up identification verification resulting in
resolution of cases. May positively impact reduction in manpower hours.
• Initial implementation costs and on going fees will vary depending on the choice of
system. i.e. - an AFIS system such as the Morpho or Cogent; a smaller AFIS system
such as the AFIX tracker (which can operate efficiently with desktop system); or a
Live Scan system (Inkless electronic fingerprinting).
ANALYSIS AND FINDINGS:
• The Gary and East Chicago Police Departments could be instrumental in assisting
other Lake County agencies in evaluating their individual needs and resources to
determine which automated identification systems would most efficiently meet not
only their needs, but potentially interface with a county wide system to pool
resources. Approximately 85% of latent print identifications that are made at the state
level actually involve suspects who come from the city or county that submitted the
print for identification.
• Hammond Police Department is training an employee to classify fingerprints.
Exploration of ways to pool/share resources such as this employee throughout the
county could be pursued. An alternative - hiring or training a latent print examiner
who would become a county employee that might be utilized by all county agencies.
• Tuscaloosa Police Department, Alabama is excited about their new tool – an AFIX
Tracker that they started using in Feb 2004. They print everyone who comes in the
jail, lift prints from crime scenes and run them through the system. Investigators are
building a database and have had remarkable success with cold cases. They also use it
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to build stronger prosecuting cases. They are sharing their system with anyone in the
county who needs it. Funding was obtained through a Bureau of Justice Grant.
Time delays exist due to competition with other agencies for the state’s computer
time and the state examiner’s expertise.
Local AFIX systems can assist in relieving the state agency load if they share their
resources with local agencies that do not have the resources to obtain an AFIS system
at this time.
Potential for excellent data base quality, control and accuracy are possibilities for a
countywide system.
The Gary Police Department and East Chicago Police Department have an AFIS
system in place and the Hammond Police Department is training an employee to
classify fingerprints. Exploration of ways to pool/share resources such as this
employee throughout the county could be pursued. An alternative - hiring or training
a latent print examiner who would become a county employee that might be utilized
by all county agencies.
Creation of county database should increase the hit responses. Identification
verification, arrests and convictions of suspects would increase.

RECOMMENDATIONS:
• Participate in collective efforts by the cities of Hammond, Gary and East Chicago and
the Lake County Sheriff’s Department attempting to obtain a countywide system
capable of being connected to a state AFIS system should be pursued. Considerations
when looking at Live Scan, AFIS and AFIX tracker. AFIX tracker may be a cost
effective solution for smaller to mid size agencies.
Live scan: Inkless electronic fingerprinting – digitalized fingerprint
Advantages – Capable of electronic submission to the state registry, thus it
should be capable of near immediate search. This is part of the project
NCIC 2000 wherein the FBI is trying to get all fingerprint submissions to
be electronic. Primary advantage to the local agency is the quick response
on identification verification. Eliminates the need for a local jurisdiction
to have to convert submitted inked fingerprint cards to an electronic
version (scanned) and then sent to the FBI. This also avoids the problems
of smearing smudging with inked fingerprints.
Considerations – Cost: In addition to the initial cost of purchasing the
equipment and the T1 line to use for submissions, there is an annual
maintenance cost. It can be a slower booking process than ink, if the
agency doesn’t have the capability to download the demographics of the
arrestee from the RMS booking screen into the Live Scan requiring it be
re-typed.
AFIS:
Advantages – Cold case solvability. The ability to enter latents from a cold
case and obtain a suspect is a primary use. Live Scan can also be utilized
to enter 10 print cards for positive identification search or to search prints
from an unknown deceased individual. Consideration should be given to
ensure that local systems would work in conjunction with larger systems
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at the county, state or federal level. Most AFIS systems can interface with
a majority of the live scan systems on the market.
Considerations – Cost: In addition to initial cost of equipment and T1
line, there is an annual maintenance cost. Secondly, most state agencies
require a latent examiner to be authorized to enter latent prints into the
system. When the AFIS provides its candidate list, a latent examiner is
needed to compare the results of the local search.
AFIX: (AFIX TRACKER)
Advantages – Can be used to manage an agency’s criminal history files. If
used in conjunction with Live Scan, prints can be automatically loaded
into the system. (Inked prints would have to be scanned). The cost and
annual maintenance is considerably less than an AFIS terminal. Entry into
the system, whether 10 print or latents can be done by anyone who is
trained. Identification verification would have to be done by a verified by
a latent examiner. AFIX can also handle palm prints for cold case
identifications. Desktop systems can handle a database of 100,000 or so
individuals before needing to be upgraded. AFIX can be networked with
other area agencies to share databases.
Considerations – This system is much less expensive than an AFIS
terminal. Need to verify that it will be compatible with any other system
the agency intends to network with. Currently, the annual fees include
upgrades whereas most AFIX vendors charge extra for their upgrades. The
Whiting Police Department should work with the other Lake County
agencies to obtain State or Federal grants to fund either an AFIS or AFIX
system. MAXIMUS consultants understand the cost implications and
recommend an interagency approach to obtaining the new system.
Collective efforts by the cities of Hammond, Gary and East Chicago and the Lake
County Sheriff’s Department attempting to obtain a further countywide system and
expansion of AFIS benefits such as identification of partial fingerprints should be
pursued. Encouraging input from both Hobart and Whiting Policing department may
add additional resources.

IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Latent print
examiner,
Chief, or
designated
commander

Priority
Medium

Precedent
Steps
Form a
interagency
task force to do
a feasibility
study

Estimated
Cost/(Savings)
Will vary with
selection of
system and extent
of services
requested.

Time Frame for
Implementation
6 months to a year
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Issue 20: Coordination of Effort Across Divisional or Departmental
Boundaries
DESCRIPTION:
The Whiting Police Department could coordinate more informal business processes
across the boundaries of individual departments. However, when some processes extend
significantly across organizational boundaries or are sufficiently complex, it is often
necessary to set up more formal coordinating mechanisms. These more formal types of
coordinating mechanisms do not always appear to be in place. In some cases, realignment
of responsibilities may be a more workable alternative to ensure efficient and effective
ownership of a business process.
OPERATING AND COST IMPACTS:
• Overlap, or inappropriate division, of operating responsibilities among departments
and/or divisions within the department may be causing work duplication or additional
business process steps.
• Potential for inconsistent operating procedures could cause both staff and customer
confusion, resulting in additional work to resolve potential misunderstandings or
confusion.
ANALYSIS AND FINDINGS:
• The increasing complexity of various local government responsibilities increasingly
requires more complex coordination across functional department boundaries (e.g.,
traffic management, asset control, building maintenance, fleet management, and
capital investment planning).
• While the Whiting Police Department has memorandums of understanding with
Hammond and a mutual aid agreement with East Chicago, memorandums of
understanding between the Whiting Police Department and other agencies are
sometimes unwritten.
• Different software and communications systems prevent information exchange and
coordination.
• Creation of a more formal business mechanism between the Lake County agencies
would provide improved coordination of effort and greater customer responsiveness.
• It would eliminate duplicative work efforts.
• Rationalization of cross-departmental business process design in support of longrange technology enhancements.
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RECOMMENDATIONS:
• Lake County Agencies should identify business processes that require significant
cross-departmental participation and coordination.
• Identify coordination and control problems, and ascertain whether improved business
process performance could be achieved through development of formal coordinating
mechanisms or through realignment of functional responsibilities among the Whiting
Police Department and the other agencies.
• Lake County Agencies can determine cost effectiveness of more formalized
processes.
• An area that should be pursued to enhance a more formalized interdepartmental
cooperation and efficiency would be a Lake County ICS.
Additional training both at the department level and at an interagency level on
Incident Command Systems would foster the existing interoperability and
compatibility goals within the Lake County agencies. It would provide an
opportunity to evaluate what resources are available within the county and
provide for formalized structured response to unexpected critical incidents and
for planning for special events. Mutual sharing of resources can be cost
effective if managed appropriately. ICS helps establish lines of supervisory
authority and formal reporting relationships. Unified command is a shared
responsibility for overall incident or special events management, which can be
accomplished through prior planning, commitment and coordination. Conduct
mock training exercises to check established procedures and efficiency. ICS
assists with developing and coordinating resources from within the
community.
Establish a MAS – multi- agency coordination system – this formal support
group is designed to support large or wide scale incidents that may
significantly impact local departments and the request for resources may
exceed available resources. It should include representatives from each
impacted agency that are authorized to commit agency resources and funds.
This would support the mutual aid that exists currently between the agencies
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Chiefs – Sheriff,
(Industry leaders,
Businesses,
EMS and Fire –
for ICS)

Priority
High

Precedent
Steps
Formulate table
top exercises
with other Lake
County
agencies

Estimated
Cost/(Savings)
Shared cost with
other Lake County
Agencies

Time Frame for
Implementation
6 months – year
due to multi
agency
participation
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Issue 21: Basic Information System Support
DESCRIPTION:
Most local governments today grapple with the problems of developing and integrating
major enterprise applications. Initial observations suggest that the Whiting Police
Department is working on or in need of action in these areas:
•

•

Technology applications have revolutionized police departments in the past two
decades. Most local police departments face the problem of developing integrated,
long range information systems and 3-5 year strategic plans to design and build
systems that meet efficiently their long-range goals and objectives.
Approaching problems and responsibilities solely from a “policing” perspective
rather than a “City of Whiting” perspective can hinder effective design and
integration of technology tools.

OPERATING AND COST IMPACTS:
• A Countywide system that serves as an authoritative repository of crime information,
including the Whiting Police Department should be developed.
• A GIS that is a tool in being more effective and efficient.
• Computerized maintenance management systems to track equipment, automate
maintenance schedules, and optimize long range replacement planning.
• Internet-based customer communications capabilities, such as an inter-departmental
e-mail system for all employees. Whiting police officers indicate they do not all have
e-mail addresses and that only supervisors are allowed access to the Internet.
• Tracking mechanisms to help support full cost accounting and cost effectiveness with
the Whiting Police Department.
ANALYSIS AND FINDINGS:
• The Whiting Police Department should evaluate their information system.
• Discussions are ongoing between the Police Department and the City on how to better
utilize information systems.
RECOMMENDATIONS:
• Development or update of an integrated information system strategic plan for the
Whiting Police Department should be implemented.
• Medium and long-range design and implementation costs for development of major
police department-wide systems should be implemented.
• Better enterprise-wide service integration and long range cost control will benefit the
Whiting Police Department.
• Improved service to customers will occur, as there is more available information.
• Determine status of the Whiting Police Departments’ information systems strategic
plan and its scope of coverage.
• Identify specific service and performance needs that technology solutions would
address and suggested enhancements of the IS plan to address these needs.
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Explore software solutions to information blockage.

IMPLEMENTATION PLANNING & ISSUES:
Responsibility
Chief, staff and
IT personnel

Priority
High

Precedent
Steps
Form task force
to address
information
issues

Estimated
Cost/(Savings)
County-wide
contribution

Time Frame for
Implementation
1 year
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Issue 22: Dispatch and Records Systems
DESCRIPTION:
The current dispatch and records systems of the Whiting Police Department provide some
information that can assist with departmental management. Most of the information used
to track departmental performance is complied by activity logs completed manually by
police officers. The current Whiting Police Department dispatch systems record counts
the calls that are received. Information such as the nature of a dispatch, the officers that
respond, the time the call was received, when the officer was dispatched, when the officer
arrived, when the activity was completed, where the activity took place, which officers
responded, etc., are entered by communications operators by hand. A new CAD system
could resolve many of the issues involving dispatch. The current records system of the
Whiting Police Department allows incident and case reports to be entered but provides
little analytical capacity.
OPERATING AND COST IMPACTS:
• Lacking basic automated information to more effectively manage the Departments
data, too much time is being spent by managers compiling information from a variety
of hand-written sources. Implementation of new or updated equipment in the 911
center may decrease the managers compilation time and provide more timely
information
• The Whiting Police Department is without current reliable information that would
allow them to more effectively allocate resources, identify problem areas for
attention, and measure its performance on a timely basis.
ANALYSIS AND FINDINGS:
• The Whiting Police Department is aware of its technology needs.
• Future considerations for regional communication centers could be analyzed.
Colorado State Patrol after completing a re-organization and redefining boundaries,
effectively and efficiently consolidated its communication centers from across the
state down to just a handful.
RECOMMENDATIONS:
• The Whiting Police Department should rigorously enforce data quality control
procedures to ensure that the data entering the new system is of high quality, is
timely, and is accurate.
• The feasibility of partnerships with other agencies throughout Lake County to provide
regional E911 dispatch center(s) may be a consideration in the future. Industry,
federal and additional alternative funding sources and grant monies could be
researched. A needs analysis, executive summary, a statement of needs, project
description, and budget – financial proposal, would require a joint effort on the part of
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the agencies involved. Consolidation could provide better shift coverage, provide the
opportunity to provide up to date technology and software and in general be of mutual
benefit.
IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Chief, IT
supervisor,
Communications
Supervisor

Priority
High

Precedent
Steps
Identify inhouse experts
to study
possibilities for
Whiting Police
Department

Estimated
Cost/(Savings)
Will depend on if
just upgrading
current equipment
or looking at a
regional comm.
Center.

Time Frame for
Implementation
1 year for
upgrades to
existing
equipment.
2 – 3 yrs for
regional com
centers
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Issue 23: Mobile Data
DESCRIPTION:
The Whiting Police Department has some access in the field to automated data and
information. An officer’s request for information regarding driver’s licenses, vehicle
registrations, stolen vehicles and property and criminal histories is transmitted by radio to
a communications operator who then enters a query into the state-linked computer
system, waits for the response, and then relays it over the air to the officer in the field.
Officers manually record their incident reports and then submit them to the administrative
staff for data entry and filing. The current information technology system of the Whiting
Police Department is inadequate to meet the needs of the agency.
OPERATING AND COST IMPACTS:
• During periods when there is heavy radio traffic, there are delays in receiving what
can be very important information about someone that the officer has stopped. In
some instances this delay may provide an offender with an advantage. In other
instances the delay may inconvenience a citizen who may wait longer than necessary
during a vehicle stop.
ANALYSIS AND FINDINGS:
• Mobile data technology can act as a workforce multiplier and can free time that can
be better used by members of the Whiting Police Department.
• A mobile data system that allows officers to make direct queries to various databases
can also be configured to allow officers to complete incident reports electronically in
the field and submit then directly to the database for further processing.
• A mobile, field reporting system must be carefully designed to avoid redundant entry
and to facilitate entry for personnel with diverse computer skills in order to use it
efficiently.
RECOMMENDATIONS:
• The Whiting Police Department should begin developing functional specifications for
a mobile data system to allow both queries from the field and mobile field reporting.
This design should include efficient interface with the new dispatch and records
systems.
• Part of this effort should include the consideration of how data will be transmitted
between the field and headquarters.
• Provide adequate training (to include policy and procedures) to all employees who
will be working with a mobile data system.
• Install computers in all police vehicles that are capable of needed inquiries and
records. Police officials in Whiting indicate they have the computer and will be
installing them in the police vehicles.
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IMPLEMENTATION PLANNING AND ISSUES:
Responsibility
Chief or
designee;
I.T supervisor

Priority

Precedent
Steps
Install laptops in
vehicles

Estimated
Cost/(Savings)
Funding of
additional laptops
may be obtained
from grants or
Federal funds

Time Frame for
Implementation
6 – 9 months
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SUMMARY OF RECOMMENDATIONS
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Issue
Issue 1:
Inadequate
Formal Financial
Procedures

Issue 2: Need for
Greater
Automation of
Financial
Processes

Issue 3: Full Cost
of Services and

Responsibility
Clerk-Treasurer

Priority
High

Clerk-Treasurer

High

Clerk-Treasurer,
Senior
Management
Clerk-Treasurer,
Senior
Management

High

Clerk-Treasurer,
Senior
Management

High

Clerk-Treasurer

High

Clerk-Treasurer,
Senior
Management

High

Controller,
Senior

High

High
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Precedent
Steps
Review financial
policies and
processes for
State compliance
Revise / refine
procedures to
support
organizational
objectives
Provide training
and support

Estimated
Cost/(Savings)
Marginal $ Cost

Time Frame for
Implementation
0 to 3 months

Marginal $ Cost

3 to 6 months

Marginal $ Cost

6 to 9 months
Continuing Effort

Inventory likely
software systems
for financial
process
improvement
Sample
transactions to
calculate
potential time
savings
Source and price
associated
technology
support
Prioritize and
conduct project
implementation

Marginal $ Cost

0 to 3 months

Marginal $ Cost

0 to 3 months

Marginal $ Cost

3 to 6 months

Associated
technology cost
Associated staff
process
timesavings.
Yields modest
net gain.
Marginal $ Cost

6 to 9 months
Continuing Effort

Inventory
existing fees and

0 to 3 months
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Appropriate
Charges to the
Enterprise Funds
and the General
Public

Issue 4: EGovernment
Solutions

Responsibility
Management

Priority
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Precedent
Steps
assess scope of
effort

Mayor, Controller

High

Contract for fee
study

Mayor, Council

High

Mayor, Council

High

Mayor, Council

Medium

Clerk-Treasurer,
Senior
Management

Medium

Mayor, ClerkTreasurer

Medium

Mayor, ClerkTreasurer

Medium

Develop policy
guidance on
public service
fees
Implement
proposed fee
structure
Develop policy
guidance on
provision of
public service via
electronic means
Inventory
existing
transaction
processes that
could be
supported via ecommerce and
assess scope of
effort
Develop RFP for
e-Government
solutions based
on desired scope
Contract for eGovernment

Estimated
Cost/(Savings)

Time Frame for
Implementation

Approximate
one-time cost
$36,000 to
$48,000 based
on scope
Marginal $ Cost

0 to 3 months

Margin $ Cost

9 to 12 months

Marginal $ Cost

0 to 3 months

Marginal $ Cost

0 to 3 months

Marginal $ Cost

3 to 6 months

Approximate
one-time cost

6 to 12 months

6 to 9 months
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Precedent
Steps
development

Mayor, Council

Medium

Implement eGovernment
systems

Issue 5:
Preventive
Maintenance of
Collection Lines
Issue 6: Lack of
Preventive
Maintenance
Program at
Treatment Plant

Retention Basin
Superintendent

Medium

None

Water
Superintendent

Medium

None

Issue 7:
Distribution
System
Maintenance

Water
Department
Superintendent

Medium

None

Estimated
Cost/(Savings)
$60,000 to
$180,000 based
on scope
Depending on
scope and range
of services
offered, may
yield staff
timesavings
equating to 1-2
FTE
(approximate
$40,000 plus
benefits).
Unknown

$15,000 to
$25,000 if
purchased
separately from
that of the
software
package
recommended
for the Retention
Basin. However,
there will be little
or no incremental
cost if the two
systems are
integrated.
Unknown

Time Frame for
Implementation

12 to 18 months

3 to 6 months

3 to 6 months

6 to 9 months
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Issue
Issue 8:
Automation of
Programs and
Participant Data
Issue 9: Potential
Disposal of the
Community
Center

Issue 10:
Productivity of
Waste Collection
Crews

Issue 11:
Fire/EMS –
Assessment and
Planning

Responsibility
Parks and
Recreation
Director

Priority
Medium

Mayor, Finance
Director, Parks
and Recreation
Director

High

Mayor, Solid
Waste Director

High

Mayor, Solid
Waste Director

Medium

Fire Department
Administration

Low
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Precedent
Steps
None

Estimated
Cost/(Savings)
$15,000 to
$25,000

Time Frame for
Implementation
6 to 9 months

Create
conceptual
design and
develop cost
estimates for
new facility
construction.

Unknown at this
time, depending
on the City’s
policy decisions
regarding service
mix.

12 to 18 months

Minimal cost
savings in first
year due to
reduction
strategies;
estimated
$75,000 per year
thereafter
Experience has
indicated that
private collection
services tend to
reduce costs by
10 to 15 percent
per year

3-6 months

$40,000 $60,000 for
NIMS
compliance

2 - 3 years

Determine
receptivity of the
private market to
the sale of the
property.
Revision of
routes prior to
reduction of one
crew from route.

Secure
competitive
proposals for
private service
delivery, possibly
using a managed
competition
approach.
None

6 months to 1
year
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Low

Precedent
Steps
Decision and
purchase of RMS
software

Fire Department
Administration

Low

None

Mayor, Fire
Chief, City
Council

High

Develop hydrant
cost data and
calculate
appropriate
hydrant fee
Development of
a regional
consolidation /
coordination
project team.
None

$350,000 $750,000 to
replace radio
systems.

2 - 5 years

No cost

6 months – 1
year

Issue
Issue 12:
Fire/EMS –
Programs

Responsibility
Fire
Administration

Issue 13:
Fire/EMS –
Physical
Resources
Issue 14:
Fire/EMS –
Essential
Resources

Priority

Regional City,
Fire and Police
Administration
Issue 15:
Fire/EMS –
External System
Relations
Issue 16:
Establish a
Comprehensive
Standardized
Reporting
System
Issue 17:
Establish
Updated Policies
and Procedures
for Lockup and
Holding Facilities
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Estimated
Cost/(Savings)
$10,000 $15,000 for
improving public
education
programs
$15,000 $20,000 to
develop a station
replacement plan
$20,000 to
$50,000 in
additional
revenue

Time Frame for
Implementation
6 months – 1
year

3 – 6 months

3-6 months

Regional City,
Fire and Police
Administration

High

IT coordinator
Administrative
supervisor or
Chief’s designee

Medium

Form County
task force to
make
recommendations

Will vary
depending on
software
selection and
time for training

Agency: 1 – 2
months;
Multi agencies:
6-8 months

City of Whiting
Administration,
Chief of Whiting
Police
Department and
Lake County
Sheriff.

High

Reevaluate
written
procedures and
training for
holding facility.

Shared costs by
county officials

12 months
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Precedent
Steps
In-house experts
to identify
possible vendors

Estimated
Cost/(Savings)
Will vary with
selection of
system and
extent of
services; start
around $8000.

Medium

Form a
interagency task
force to do a
feasibility study

Chiefs – Sheriff,
(Industry leaders,
Businesses,
EMS and Fire –
for ICS)

High

Formulate table
top exercises
with other Lake
County agencies

Will vary with
selection of
system and
extent of
services
requested.
Shared cost with
other Lake
County Agencies

Chief, staff and
IT personnel

High

Issue 22:
Dispatch and
Records
Systems

Chief, IT
supervisor,
Communications
Supervisor

High

Form task force
to address
information
issues
Identify in-house
experts to study
possibilities for
Whiting Police
Department

Issue 23: Mobile
Data

Chief or
designee;
I.T supervisor

Issue
Issue 18:
Implement
Electronic
Inventory
Management
System of All
Evidence and
Property

Responsibility
Property
/evidence
technician,
Commander,
Chief,

Priority
Medium

Issue 19:
Automated
Fingerprint
Identification
Systems

Latent print
examiner,
Chief, or
designated
commander

Issue 20:
Coordination of
Effort Across
Divisional or
Departmental
Boundaries
Issue 21: Basic
Information
System Support

Install laptops in
vehicles

Time Frame for
Implementation
Initial install and
property room
training 1 – 2
weeks; additional
time to
completely
barcode and
inventory all
current evidence
6 – 9 months.
6 months to a
year

6 months – year
due to multi
agency
participation

County-wide
contribution

1 year

Will depend on if
just upgrading
current
equipment or
looking at a
regional comm.
Center.
Funding of
additional
laptops may be

1 year for
upgrades to
existing
equipment.
2 – 3 yrs for
regional com
centers
6 – 9 months
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Precedent
Steps

Estimated
Cost/(Savings)
obtained from
grants or Federal
funds

Time Frame for
Implementation
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BEST MANAGEMENT PRACTICE (BMP) ASSESSMENT
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BEST MANAGEMENT PRACTICES ANALYSIS: BENEFITS MANAGEMENT
City of Whiting
Office of the Mayor, Law Department and Office of the Clerk-Treasurer
Practice

Commendations

The organization ensures that
workers are properly educated
as to benefit choices and that
they have an easy method to
get information concerning
their benefits.

Relatively small number of new employees and
infrequent hiring. The City responded to the recent
revenue issues through a continuing hiring freeze.
Orientation handled one-on-one by dedicated staff
members. Same staff members serve as contacts for
issues and questions.

The organization routinely
compares various alternative
benefit packages to ensure the
best mix of services and cost.

The City recently evaluated and adjusted benefits for
part-time employees. The City also evaluated and
adjusted salaries and benefits for select positions based
on labor market data.
The Mayor has aggressively pursued benefit program
adjustments to maintain a competitive position in the
local labor market. Staff members relate that changes
in employee benefits, health care program and the
salary structure have been significant since 2004.
Several salary studies and comparisons were
commissioned in the last year.

Opportunities

Proactive management of benefit packages is required
in order to develop strategies for continuing health care
cost increases and to remain competitive in the local
labor market. The City should continue this effort and
institutionalize a regular periodic review of
requirements and resources.

BEST MANAGEMENT PRACTICES ANALYSIS: BENEFITS MANAGEMENT
City of Whiting
Office of the Mayor, Law Department and Office of the Clerk-Treasurer
Conclusions
•

The City should regularly assess opportunities for benefit program adjustment as warranted by changes in cost structure and/or actions of
other employers in order to remain both cost effective and competitive in the local labor market.
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BEST MANAGEMENT PRACTICES ANALYSIS: BUDGET MANAGEMENT
City of Whiting
Mayor’s Office & Office of the Clerk-Treasurer
Practice

Commendations

Automated and integrated
budget and financial are
packages in place.

City employs automated Keystone financial package
for budget and financial management.

The government unit develops
multi-year budgets.

Indiana municipal practice is to develop 18-month
budgets. Multi-year forecasts are developed for
financial and management planning.
This process has become more rigorous under current
administration with greater guidance provided and
opportunities for feedback.

There are standardized budget
forms provided, with guidance,
to operating departments.

Opportunities

Budgets provide readable,
comprehensive information of
costs, staffing, revenues and
program objectives as well as
some measurements of
success.

Current administration actively moving from
department budgets to functional budgets to improve
understanding and use of information.
The City is also developing measures of performance.

The City should continue efforts associated with
performance measurement in order to provide
information required for informed organizational
change and reassignment of duties.

The budget office provides ongoing information to the
operating departments on
budget administration, help
monitor budget versus actual
expenditures, and conduct
financial performance reviews
on an ongoing basis.

Monthly information provided to departments as well
as ad hoc analyses as needed or requested.

Where possible, this information should be tied to
specific department annual goals and objectives in
order to improve management decision-making and
management response.

The grants management
function maintains an
inventory and database of
current grants and potential

Revenue information details individual grant items.
Grants have become more important with existing
revenue issues. This information is tracked and
accounted for using State Board of Accounts
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BEST MANAGEMENT PRACTICES ANALYSIS: BUDGET MANAGEMENT
City of Whiting
Mayor’s Office & Office of the Clerk-Treasurer
Practice

Commendations

granting agencies.

requirements.

Grants are received and
managed.

Grants have become more important with existing
revenue issues. This information is tracked and
accounted for using State Board of Accounts
requirements.
Clerk-Treasurer involved in budget administration.
Mayor’s Office involved with topical analyses.

Budget staff members are
involved in operating
department analysis of cost
effectiveness and other issues
in down year cycles.
Budget staff members are
assigned in liaison roles with
operating departments. They
keep abreast of activities in
other departments.

Small City operation. Specific staff members are
primary contacts on certain topics for all City
departments.

The budget office is used to
evaluate a wide range of
budget and financing issues.

This function involves staff associated with the ClerkTreasurer and Mayor’s Office.

The budget office is used as a
tool to strategically evaluate
government issues in terms of
financial/ operational impact
and/or recommend
alternatives.

This function involves staff associated with the ClerkTreasurer and Mayor’s Office.

Opportunities

Using Clerk-Treasurer data, Mayor has developed and
is pursuing aggressive three-year program to stabilize
and improve the City’s financial position.

The Mayor’s Office is aggressively pursuing
enhancement of existing shared service relationships
with the School-City as well as development of new,
shared services with the Library and local businesses.
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BEST MANAGEMENT PRACTICES ANALYSIS: BUDGET MANAGEMENT
City of Whiting
Mayor’s Office & Office of the Clerk-Treasurer
Conclusions
•
•

Budget management function should move beyond budget development coordination and subsequent financial accounting to include
selected management reporting in support of specific department goals and objectives.
The City should continue both the existing shared services relationships as well as consideration of new or expanded shared service
relationships. Significant potential for shared services between the Civil City, School City and Library exist due to the relatively small
scale of individual government operations.
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BEST MANAGEMENT PRACTICES ANALYSIS: CITY ATTORNEY
City of Whiting
Law Department
Practice

Commendations

Weekly meetings held to
review current cases pending,
etc.

Law Department comprised of one, full-time City
Attorney.

Different attorneys have lead
areas of responsibility.

Single full-time position augmented by two, part-time
attorneys on contract providing assistance to the
Redevelopment Commission and prosecution of
ordinance violations, respectively.
Single position handles all elements of work except
contracted effort.

Attorneys are cross-trained to
prevent over specialization.
Paralegals are used to provide
assistance with legal research
and processing.

The Law Department contractual services budget
allows for additional paralegal support as needed.

The office assesses cases to
determine whether the use of
outside counsel to provide
legal work will be cost
effective.

This is done as a regular practice. However, function
rarely contracts out regularly assigned work.

There is an annual review of
major organization policies
and procedures to minimize
risk of exposure.

Annual reviews have not comprised regular practice.
New administration has embarked on holistic review
and development of policies. Law Department is
involved in the development and review of these
policies.
The City recently developed a Personnel Policy,
Benefits Manual and Job Descriptions to lower the cost
of liability insurance and related litigation.
The City has created a Safety Committee chaired by

There is interaction with the

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: CITY ATTORNEY
City of Whiting
Law Department
Practice
organization risk managers to
reduce risk and to address
potential exposure.

The office conducts proactive
reviews of upcoming contracts
with involved departments and
other involved departments
(personnel, budget, etc.)
There is an annual work plan.

Commendations

Opportunities

the Fire Chief that includes representatives from the
School City as well as Civil City departments. The
Safety Committee was created as a vehicle to review
and prevent employee accidents and injuries.
The City uses an outside insurance company for
worker’s compensation issues and associated risk
assessment for City departments.
The Law Department drafts most and reviews all City
contracts.

Due to staffing constraints, the function operates
reactively as situations develop.

BEST MANAGEMENT PRACTICES ANALYSIS: CITY ATTORNEY
City of Whiting
Law Department
Conclusions
•

Due to the varied nature of issues confronted by this office, it is appropriate to centralize the function. Assignment of additional
responsibilities may require provision of some additional clerical or paralegal support.
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BEST MANAGEMENT PRACTICES ANALYSIS: CLASSIFICATION & COMPENSATION
City of Whiting
Office of the Mayor
Practice

Commendations

There are up to date job
descriptions for each class of
worker. Employees receive a
copy of their current job
description.

The City has recently developed a Personnel Policy,
Benefits Manual and Job Descriptions to lower the cost
of liability insurance and related litigation.
Existing job descriptions are available to each
employee.

The organization periodically
assesses actual job
responsibilities and modifies
the job description and pay rate
as needed.

The City recently completed market rate surveys of
several positions. The City evaluated and adjusted
benefits for part-time employees as well as selected
full-time positions based on market data.

Market surveys are conducted
to determine whether current
pay rates are competitive with
other jurisdictions or the
private sector.

The City recently completed market rate surveys of
several positions.

There is a mechanism in place
to review on request the
current responsibilities of an
individual and their associate
compensation level.

There is no formal mechanism. Requests would
probably involve an ad hoc approach following
accepted practices.

The organization periodically
assesses the likely evolution of
skill needs in the organization
and develops anticipatory
plans for future classifications
and compensation categories.
This effort is coordinated with

This is an ongoing effort of the new administration
chiefly related to the investigation of reengineered
services in the face of continuing resource constraints.

Opportunities

Given the small size of operation, ad hoc handling or
reclassification requests are appropriate.
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BEST MANAGEMENT PRACTICES ANALYSIS: CLASSIFICATION & COMPENSATION
City of Whiting
Office of the Mayor
Practice

Commendations

Opportunities

similar planning for
recruitment and training.

BEST MANAGEMENT PRACTICES ANALYSIS: CLASSIFICATION AND COMPENSATION
City of Whiting
Law Department and Office of the Clerk-Treasurer
Conclusions
•

The City recently addressed the issue of classification and compensation through recent development of Job Descriptions and market rate
surveys for a limited number of positions. The City should continue this effort in light of possible reorganization and reassignment of
duties in order to appropriately recognize changing responsibilities and contributions of individual employees.
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BEST MANAGEMENT PRACTICES ANALYSIS: COURT SUPPORT
City of Whiting
Office of the Clerk-Treasurer
Practice
Weekly meetings are held with
all management staff to review
court workload and processing
issues.
Data is collected to track case
disposition against established
standards.

Commendations

Opportunities

The Clerk-Treasurer staff member works closely with
City Court Secretary Clerk. Both have defined duties
and can provide coverage for each other as needed.
The designated role of the Clerk-Treasurer follows
State Administrative Rule #9 (similar to Hammond).
Data is regularly entered to Keystone system for
financial processing and to State system for case
tracking.

An annual survey of attorneys
and judges is administered for
issues relating to the roles
played by the Clerk’s staff.

Function provides team-oriented service to single
jurist.

No annual surveys or formal customer service data
collected.

Automated and integrated
information systems provide
judges and other criminal
justice system participants
access to case files.

An automated system is used for case tracking.

Indiana received $1 million in federal grant money to
improve the reporting of traffic convictions, etc. The
Indiana BMV and the JTAC Committee of the Indiana
Supreme Court have agreed to make available 25% of
this amount to Lake County to facilitate inclusion of
city and town courts in the use of CourtView. This
will allow aggregation of both city / town and County
BMV data prior to electronic submittal to the BMV.

BEST MANAGEMENT PRACTICES ANALYSIS: COURT SUPPORT
City of Whiting
Office of the Clerk Treasurer
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BEST MANAGEMENT PRACTICES ANALYSIS: COURT SUPPORT
City of Whiting
Office of the Clerk Treasurer
Conclusions
•
•

There may be instances of duplication of effort associated with this organizational approach. Responsibility for court support resting with
a single function may lead to more efficient and effective service provision.
CourtView is a MAXIMUS software product and we cannot offer an opinion on this opportunity due to possible perceived conflict of
interest.
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BEST MANAGEMENT PRACTICES ANALYSIS: EMPLOYEE / LABOR RELATIONS
City of Whiting
Office of the Mayor and Law Department
Practice

Commendations

The labor relation’s function
has a regular liaison
arrangement with union
officials to discuss emerging
issues and problems and to
help identify longer-range
contract issues.

Labor relations in City focused in Mayor’s Office and
the Law Department.

The labor relations function
regularly meets with top
elected and appointed officials
to apprise them of union /
collective bargaining issues.

Labor relations in City focused in Mayor’s Office and
the Law Department. The City Council is informed
and approves collective bargaining issues.

The organization has a
standardized system of
employee evaluation in place
and properly used.

The City has recently developed a Personnel Policy
including performance appraisal process.

Evaluations are regularly
reviewed, synthesized and the
results reported to top
management.

Evaluations are handled at the City department level.

The organization has feedback
mechanisms in place to collect
information from departing
employees. This information is
periodically synthesized and

Informal feedback solicited and retained.

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: EMPLOYEE / LABOR RELATIONS
City of Whiting
Office of the Mayor and Law Department
Practice

Commendations

reported to management.
There are processes in place to
monitor and investigate
unusual rates of turnover.

Not a significant issue in small operation with
historically low levels of turnover.

There is a formal discipline
process in place. The process
contains a mechanism that
allows for an independent third
party (usually an HR official)
intervention in disciplinary
actions. Managers are trained
in process requirements. Staff
members are made aware,
through employee handbooks
or other means, the mechanics
of the process and the avenues
of appeal available to them.

Per union contracts, City maintains a tiered approach
to investigating and resolving specific labor relations’
issues. The purpose of the approach is to provide
opportunities for better understanding and mediation.
The City does have a designated grievance officer
position.
Union contracts and Personnel Policy provide direction
to staff members on process mechanics.

There are formal and informal
conflict resolution mechanisms
in place to handle worker
disputes.

Per union contracts, City maintains a tiered approach
to investigating and resolving specific labor relations’
issues. The purpose of the approach is to provide
opportunities for better understanding and mediation.
The City does have a designated grievance officer
position. There is a formal grievance procedure.

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: EMPLOYEE / LABOR RELATIONS
City of Whiting
Office of the Mayor and Law Department
Conclusions
•

Existing labor contracts drive employee and labor relations in the City. Limited ability to change situation in short-term beyond
reductions in force specifically linked to fiscal crisis (allowed under contract).
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BEST MANAGEMENT PRACTICES ANALYSIS: FINANCIAL OPERATIONS
City of Whiting
Office of the Clerk-Treasurer
Practice

Commendations

Comprehensive and effective
fiscal policies are in place.

No City fiscal policies. The City meets State Board of
Accounts standards and requirements.

Formal cash management plan
and cash flow projections are
used to determine available
funds.

Cash flow projections are used and updated to deal
with property tax receipt issues and their associated
operating impacts.

Banking relationships are
competitively bid every 5
years, well structured and
rigorously monitored.

Banking relationships are competitively assessed and
monitored on a continuing basis. Currently maintain
relationships with five local banks. The Common
Council ultimately determines depositories.

Investment performance is
monitored.

Investment performance is monitored and prudently
pursued by the Clerk-Treasurer.

The average rate of return
exceeds the rate on 90-day
certificates of deposit or the
rate of return available from a
pooled State investment fund.

Specific rate of return data not provided by ClerkTreasurer. Office publicly commends itself for
investment earnings derived from idle funds.

Audits of time and attendance
data indicate error rates less
than 1%.

Unknown error rate. No findings in State Board of
Accounts audits.

Opportunities
Lack of formal procedures leads to variations in
processing by individual City departments in areas
such as insufficient funds (bounced checks).
Manual development and processing of receipts at
counter requires multiple handling of same
information. Existing Keystone financial package
supports automated receipting.

Personnel forms may involve time commitments from
City department managers for unnecessary data entry.
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BEST MANAGEMENT PRACTICES ANALYSIS: FINANCIAL OPERATIONS
City of Whiting
Office of the Clerk-Treasurer
Practice

Commendations

Personnel and payroll systems
are automatic and integrated
with one another.

Accounts Payable is processed
within 30 days.
There is a Fixed Asset program
in place.
Accounting policies,
procedures and systems
(GAAP) are in place.

Opportunities
Personnel and payroll support handled by same
position. Personnel system is manual and not directly
linked to the automated payroll system running in
Keystone financial package.
Personnel forms may involve time commitments from
City department managers for unnecessary data entry.
No payroll direct deposit offered to employees.

Processing time is driven by time lag before required
Common Council review. Staff members indicate 3-4
weeks for as maximum time for processing.
Accounting in place as required by State Board of
Accounts.
Follow State Board of Accounts.

Opportunities exist to exceed minimal State Board of
Accounts requirements in order to yield management
improvements.

BEST MANAGEMENT PRACTICES ANALYSIS: FINANCIAL OPERATIONS
City of Whiting
Office of the Clerk-Treasurer
Conclusions
•
•

The City should make full use of existing software investments in order to automate the receipt generation process to minimize multiple
handling of single transactions.
The City should develop automate personnel processes and link to automated payroll system to minimize duplicate data entry and
minimize potential for errors.
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BEST MANAGEMENT PRACTICES ANALYSIS: FINANCIAL OPERATIONS
City of Whiting
Office of the Clerk-Treasurer
•

The City should consider exceeding the minimal State Board of Accounts requirements if this action can yield management reporting
capabilities supporting operational or organizational improvements.
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BEST MANAGEMENT PRACTICES ANALYSIS: HUMAN RELATIONS
City of Whiting
Mayor’s Office and Law Department
Practice
All administrative and
financial polices are written,
current, and available to all
appropriate staff

Management monitors
employee and organizational
performance

Management uses employee
and customer feedback, as well
as performance monitoring, to
revise work methods,
assignments, policies, and
procedures
Technology is used to improve
organizational and staff
performance
Clients provided information
to make informed service
choice

Commendations
City recently developed a complete series of
employment policies. The City expects that these
policies will provide considerable leverage to reduce
liability insurance costs and litigation expenses related
to personnel issues. The results include the first
approved and enforced Personnel Policy, Benefits
Manual and a complete set of job descriptions for each
full-time position.
Although not a strength for the City in the past, the
City is aggressively reviewing organizational and
individual performance in order to leverage greater
efficiency and effectiveness to meet continuing
customer service demands in the face of lower
revenues.
The Mayor has proactively included City department
management and staff in developing new models for
business operations in order to maintain service output
with less resource input.
City management staff members are monitoring results
of changes and experiments in order to verify results
and/or modify approaches.
The City recently installed Internet access in most City
buildings to allow e-mail communications and
networking opportunities.
Information is provided one-on-one and is specific to
individual circumstances.

Opportunities

The City should implement annual performance
assessment employing goals and objectives for each
position that are linked to the City’s strategic and
tactical objectives for the coming year.

A coordinated and comprehensive assessment of City
IT capabilities and needs via a contracted source can
assist the City in fully leveraging IT investments.
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BEST MANAGEMENT PRACTICES ANALYSIS: HUMAN RELATIONS
City of Whiting
Mayor’s Office and Law Department
Practice

Commendations

Eligibility criteria defined for
each service choice

Information is provided one-on-one and is specific to
individual circumstances.

Organization has written
mission and defined purpose

This function is centered in the Mayor’s office and
Law Department.

Accountability to governing
body, other designated
authority, regulatory bodies,
and community is maintained

City or Common Council is ultimately responsible for
all human relations decision-making, following
Mayoral recommendations.

Training program available
that enables personnel to
enhance their knowledge,
skills, and abilities; ensures
that personnel are
appropriately trained for their
responsibilities; promotes
sensitivity to cultural
backgrounds and needs

City Attorney primarily responsible for this function;
additional training not necessary.

Organization assumes
responsibility for quality of
work performed by individual
personnel and ensures that
supervisors effectively manage
and support personnel

Recently developed and approved Personnel Policy,
Benefits Manual and Job Descriptions will promote
communication of expectations and provide basis for
more responsive management.

All applicants are promptly
and responsively screened

The City has implemented a hiring freeze due to fiscal
conditions.

A tiered service approach is

Per union contracts, City maintains a tiered approach

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: HUMAN RELATIONS
City of Whiting
Mayor’s Office and Law Department
Practice

Commendations

employed emphasizing dispute
resolution and mediation.

to investigating and resolving specific labor relations’
issues. The purpose of the approach is to provide
opportunities for better understanding and mediation.
The City does have a designated grievance officer
position.
Union contracts and Personnel Policy provide direction
to staff members on process mechanics.
Administration of this responsibility handled by City
Attorney.

All applicable legal
requirements are met and
appropriate oversight is
provided by governing body
All information is safely and
securely maintained

Secure file / record storage is provided by the City.

Organization services are
mandated or otherwise
authorized by the appropriate
level of government or public
authority

The City meets all Federal and State human relations
requirements.

Opportunities

BEST MANAGEMENT PRACTICES ANALYSIS: HUMAN RELATIONS
City of Whiting
Mayor’s Office and Law Department
Conclusions
•

The City should implement annual employee performance assessment employing customized goals and objectives for each position that
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BEST MANAGEMENT PRACTICES ANALYSIS: HUMAN RELATIONS
City of Whiting
Mayor’s Office and Law Department
•

are linked to organizational performance objectives.
The City should make better use of IT investments as tools to communicate with staff members as well as to leverage greater
communication, coordination and productivity.
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BEST MANAGEMENT PRACTICES ANALYSIS: INFORMATION TECHNOLOGY
City of Whiting
Various Departments
Practice

Commendations

Opportunities

The organization has a
comprehensive information
technology plan to assess
county resources and future
needs.

The City does not have a comprehensive IT plan.
The City considers technology enhancements to
improve efficiency and effectiveness in its ongoing
efforts to improve government services under fiscal
constraints.

The City’s development of IT capabilities driven by
individual City department initiatives.
The City only recently purchased and installed a PC in
the Mayor’s Office, the first in the City’s history.

There is a top level, executive
steering committee guiding the
overall design and
implementation of technology
to ensure maximum support
for agency goals.

No steering committee structure exists to provide
guidance and feedback.

The City should include IT enhancements in its
strategic planning processes.

There is a computer systems’
replacement program in place
and is it funded for future
acquisitions.

No technology replacement program in place.
Individual City departments will request technology
replacements or development as part of their annual
budget requests.

Off-the-shelf database
applications are utilized, as
appropriate.

Appropriate use of off-the-shelf packages is in
evidence, primarily supporting financial processes.

“Power users” within client
groups are identified and
specially supported through
training and other forms of
assistance.

Employees informally take the lead for IT in certain
departments.

There is a user help system in
place. The system is

The City has contracted with a local firm to handle
general Help Desk issues and is exploring a more
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BEST MANAGEMENT PRACTICES ANALYSIS: INFORMATION TECHNOLOGY
City of Whiting
Various Departments
Practice

Commendations

reasonably automated and
automated requests are
monitored frequently.

comprehensive agreement with the School City.

There are controls in place to
ensure that non-approved
software may not be loaded
onto agency systems.

No central controls in place.
Individual City Departments take responsibility for
their own operating and software systems.

The central IT function
develops service level
agreements with their
customers to help plan and
manage the level of service
needs.

There is no central IT function.

Computer training courses and
programs are provided or
coordinated by the function.

There is no central IT function.

User information needs are
assessed at least bi-annually.

There is no central IT function.

User satisfaction surveys are
conducted.

No surveys are conducted.
Informal communication of anecdotal information
does take place.
Software applications primarily focus on financial
processing and associated tasks.

All major jurisdictional
business processes are fully
managed using up to date
software applications.
The requisite amount of

The exiting network system meets the City’s

Opportunities

A contract service provider (whether private or another
government) could provide these audit services on a
scheduled basis.
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BEST MANAGEMENT PRACTICES ANALYSIS: INFORMATION TECHNOLOGY
City of Whiting
Various Departments
Practice

Commendations

system integration is apparent
in overall system design.

communication and file sharing needs.

The information technology
function standardizes hardware
and software in use.

There is no current standardization of hardware and
software through policy, although this may occur to
some degree through past practice.

Networks are down less than
1% per 24-hour period.

This data is not available.

The agency has developed an
internet strategy.

The City recently installed Internet access in most City
buildings to allow e-mail communications and
networking opportunities.
The City Community Development Department is
responsible for Public Information including the City’s
web site.
Development and maintenance handled under contract
with private vendor.
A third-party vendor provides telecommunications
services.
The City is completing a telecommunications audit
yielding potential annual savings of approximately
$30,000.
Telecommunications expenditures are tracked through
the City accounting system.
The City is completing a telecommunications audit
yielding potential annual savings of approximately
$30,000.
There is no GIS capability in the City.

The agency updates its web
site on at least a quarterly
basis.
Telecommunications requests
for service are initially
responded to within two
business days.
Telecommunications
equipment expenses are
tracked.
There is a Geographical
information system (GIS) and

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: INFORMATION TECHNOLOGY
City of Whiting
Various Departments
Practice

Commendations

Opportunities

it is integrated across the
jurisdiction.
There is a disaster recovery
plan in place.

No central plan.
Individual City departments maintain their own
contingency procedures to varying degrees.

BEST MANAGEMENT PRACTICES ANALYSIS: INFORMATION TECHNOLOGY
City of Whiting
Various Departments
Conclusions
•

The City should investigate contracting for a central IT coordinating function to handle strategic planning, security, and training
coordination. This assistance may come from a private vendor or under contract from another government entity such as the School City.
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BEST MANAGEMENT PRACTICES ANALYSIS: PROSECUTING ATTORNEY
City of Whiting
Law Department
Practice

Commendations

Paralegal and clerical staff
resources are available to each
attorney.

There are no support staff assigned to this function due
to size of operation and scope of responsibilities.

Cases are managed using an
automated system to support
unit supervisors in making
decisions and monitoring
caseloads.

Law Department is comprised of one full-time City
Attorney with supplemental services provided by two
attorneys on contract. There is topical issue
specialization and specific responsibility areas among
the three resources. Ordinance violations are handled
by one of the contract attorneys.
There is no automated case management system in use.
The City Attorney has access to West Law and Indiana
State Statutes for research.

There is an analytical
capability to support staff on
case issues.
Accountability for
prosecutions can be tied to
specific prosecutors.
The supervisory span of
control is appropriate (1: 6 –
9)?

All ordinance violations handled by attorney under
contract.
The City Attorney does very little litigation with
liability cases handled by insurance company.
There are no support staff assigned to this function due
to size of operation and scope of responsibilities.

Opportunities

The City may consider the transfer of ordinance court
responsibilities to the City Attorney to yield contract
cost savings.

BEST MANAGEMENT PRACTICES ANALYSIS: PROSECUTING ATTORNEY
City of Whiting
Law Department
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BEST MANAGEMENT PRACTICES ANALYSIS: PROSECUTING ATTORNEY
City of Whiting
Law Department
Conclusions
•

Given the limited scale of operations associated with prosecution of ordinance violations, the City may consider transferring this function
to the full-time City Attorney to yield contract cost savings.
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BEST MANAGEMENT PRACTICES ANALYSIS: PURCHASING
City of Whiting
Office of the Clerk-Treasurer
Practice

Commendations

There are comprehensive and
well documented purchasing
procedures.
There is a clear and
appropriate delegation of
purchasing authority.

The Clerk-Treasurer reviews all purchase orders.

Procedures are reviewed biannually.

The purchasing practices are currently under review.

Procedures are disseminated to
the appropriate departments
and constitutional offices.

Informal communication between Clerk-Treasurer and
City departments.

Blanket or open P.O.’s are
used for high volume items
(office supplies, auto parts,
etc.).

The City maintains a list of “preferred vendors” for use
by City departments.

Monthly reports are produced.
Statistics are reviewed to
determine the status of open
P.O.’s, to review the
purchasing level of various
departments.

Formal monthly reports on open purchase orders are
not used. Small scale of operation indicates that
existing ad hoc reporting is adequate.

Current policies, procedures,
and practices promote “best

Opportunities
The City does not have a formal purchasing policy
specifying roles and responsibilities.
The City advises that the policy is in the final stages of
development with targeted completion in late 2005 /
early 2006.
Many purchases are made outside of the purchase
order process.

Purchase decision-making decentralized in
organization with loose guidelines – may empower
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BEST MANAGEMENT PRACTICES ANALYSIS: PURCHASING
City of Whiting
Office of the Clerk-Treasurer
Practice

Commendations

value” purchasing.

Opportunities
department directors to pursue best value approach or
provide opportunity for abuse.
Purchase thresholds are not set. Generally, purchases
greater than $5,000 need a purchase order.

Current departmental
purchasing authority thresholds
are appropriate.
Issues of technical expertise
are referred to the appropriate
areas (i.e., information
technology, specialty vehicle
purchases).

Departments are involved and often lead procurement
of technical items.

Purchase orders for
acquisitions under $15,000 are
made within two weeks.

Staff members indicate typical turn-around within this
time frame.

Annual surveys are conducted
to assess “customer”
satisfaction.

No annual surveys conducted. Anecdotal information
collected from clients in ongoing effort to identify and
correct problems.

Innovative trends /
developments / practices are
given due consideration for
improvements to operations,
procedures and policies.

There is no use of electronic procurement.
Purchasing card use is limited.

BEST MANAGEMENT PRACTICES ANALYSIS: PURCHASING
City of Whiting
Office of the Clerk-Treasurer
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BEST MANAGEMENT PRACTICES ANALYSIS: PURCHASING
City of Whiting
Office of the Clerk-Treasurer
Conclusions
•

The City should tighten controls over purchasing through a formally reviewed and approved Purchasing Policy. Although there is no
evidence or anecdotes alleging any impropriety associated with purchasing, formal policy and procedures effectively communicated to
staff can be used to promote best value purchasing practices comprehensively and consistently. These policies are also beneficial during
periods of staff reorganization and reassignment of responsibilities. The City is in the process of finalizing a purchasing policy and
anticipates completion in late 2005 / early 2006.
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BEST MANAGEMENT PRACTICES ANALYSIS: RECRUITMENT
City of Whiting
Office of the Mayor and Law Department
Practice

Commendations

Mechanisms are in place to
assure that position controls
for authorized staffing are not
exceeded (Sometimes handled
by the finance department).

There was traditionally little position control exercised
outside of the authority of the Mayor.

There is a process in place to
assure that critical positions
are properly planned for (e.g.,
management succession plans).

There are no management succession plans, although
small size of component operations leads to significant
cross training.

There are mechanisms in place
to assure consistency and legal
compliance in hiring standards
and practices.

New Personnel Policy implemented by City.

There are clearly defined sets
of duties and responsibilities
for each recruitment action.

New Personnel Policy implemented by City.

The City is under a hiring freeze. No data on
The recruitment process
recruitment times presented.
minimizes recruitment action
processing time consistent with
standards.
There are processes in place to
assure that the applicant pool
will contain the widest range

Small scale of operations mitigates against
maintenance of a pool of applicants.

Opportunities

The City benefits from the experience of its longtenured employees. The City must plan for their
eventual retirement and capitalize on opportunities for
possible restructuring of duties to reduce total
personnel expenditures. Succession planning should
be a component of skill set assessment during strategic
planning.
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BEST MANAGEMENT PRACTICES ANALYSIS: RECRUITMENT
City of Whiting
Office of the Mayor and Law Department
Practice

Commendations

of qualified applicants. For
lower level positions or those
with traditionally high
turnover, the organization
maintains an inventory of
partially pre-qualified
candidates to which it can turn
when needed.
The recruitment process
effectively qualifies candidates
according to established
standards.

This would take place under the new Personnel Policy.

There is a structured process in
place for the orderly review,
evaluation and selection of job
candidates.

The City is under a hiring freeze. However, the
Personnel Policy stipulates appropriate procedures.

The recruitment function
maintains liaison with
departments to ensure an
understanding of their shortand long-term staffing needs.

This is informal and driven by ad hoc needs.

There is a personnel policy and
procedure manual in place.
Policy and procedures are
readily available to workers.

City recently developed a complete series of
employment policies. The City expects that these
policies will provide considerable leverage to reduce
liability insurance costs and litigation expenses related
to personnel issues. The results include the first
approved and enforced Personnel Policy, Benefits

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: RECRUITMENT
City of Whiting
Office of the Mayor and Law Department
Practice

There is a formal orientation
program in place for new
employees.

Commendations

Opportunities

Manual and a complete set of job descriptions for each
full-time position.
There is no formal orientation program in place. The
City has implemented a hiring freeze to control
spending during period of fiscal stress.

BEST MANAGEMENT PRACTICES ANALYSIS: RECRUITMENT
City of Whiting
Office of the Mayor and Law Department
Conclusions
•
•

The City has aggressively addresses previously existing and significant shortcomings associated with recruitment through the development
of a Personnel Policy, Benefits Manual and Position Descriptions for each full-time position.
The City should make succession planning an integrated component of human resource capabilities and skill set assessment.
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BEST MANAGEMENT PRACTICES ANALYSIS: TRAINING & DEVELOPMENT
City of Whiting
Office of the Mayor
Practice
The organization maintains a
formal or informal profile of
its current and longer-term
skill set requirements.

Periodic assessments are
conducted of likely emerging
skill set requirements. The
assessment serves as a
blueprint for longer-term
training and recruitment
planning.
The organization provides, for
the government as a whole and
for individual departments, ongoing training programs
consistent with known needs.

Commendations

Opportunities

Recently adopted Position Descriptions present
anecdotal references to current skill set requirements.
The Mayor has considered short-term skill-set needs
during recent reorganization and work reassignment
efforts. There is no formal centralized analysis of
longer-term skill-set requirements. This may be done
at the City department level.
There are no regular periodic assessments of skill set
requirements.
The Mayor and senior staff have conducted ad hoc
assessments related to particular organizational or
process changes proposed by City management.

City should consider skill set requirements during its
continuing reassessment of process, procedure and
organizational structure.

There are no formal centralized training programs.
Departments may pursue topic-specific training to
meet their needs within approved department budget
levels.
Under the Mayor’s direction, the City has increased
training opportunities for staff members. The City has
focused initially on safety training to address Worker’s
Comp issues. The City’s Workers Comp insurer
brought in specific training modules related to specific
functions experiencing losses and conducts a
continuing series of training sessions with staff
members. The City is now branching into other areas
for training.

Centralized or coordinated training on certain topics
may yield more effective expenditures through
improved planning and bulk service purchases.
The City has aggressively pursued appropriate training
to meet pressing needs and has identified cost effective
training providers.

Skill sets should be periodically reassessed in the face
of changing customer service demands, resource levels
and strategic sourcing decisions.
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BEST MANAGEMENT PRACTICES ANALYSIS: TRAINING & DEVELOPMENT
City of Whiting
Office of the Mayor
Practice

Commendations

The organization provides
long-term staff development
programs, possibly including
joint programs with local
colleges and universities.
The organization maintains
records on its workforce skills
and on all training and
development efforts.

Employees in the Garage operation also receive union
sponsored training programs at no cost to the City.
There are currently no formal long-term staff
development programs.
This is a high-priority initiative for the Mayor as he
demands a flexible and responsive workforce to meet
the continuing needs of the City under fiscal
constraints.
Records are maintained in individual employee service
files. This information is not aggregated for
management review and analysis on a regular or
continuing basis.

Opportunities

City may investigate joint training / experiential
sharing relationships with other local municipalities or
units of government. May take the form of a pooled
barter arrangement to minimize costs.
As an adjunct to the development of skill set
inventories, the City should develop linkages between
detailed employee service files and aggregated
information of employee capabilities in order to better
plan and execute strategic sourcing decisions.

BEST MANAGEMENT PRACTICES ANALYSIS: TRAINING & DEVELOPMENT
City of Whiting
Office of the Mayor
Conclusions
•
•

The City has expended considerable effort to better understand the existing skill set of its human resources. This effort should continue in
order to better manage the recent and continuing efforts at downsizing and reorganization.
The City should investigate cost-effective pooled training experiences for its employees by pooling their limited training and development
resources with other entities in order to leveraging greater results.

CITY OF WHITING, INDIANA
OPERATIONS AND EFFICIENCY STUDY: FINAL REPORT

FEBRUARY 28, 2006
PAGE 123

BEST MANAGEMENT PRACTICES ANALYSIS: BUILDING INSPECTIONS
Whiting, IN
Building Department
Practice

Commendations

Inspection requests are
responded to by a Building
Inspector within one workday
of the request

Inspections are performed within 24 hours of receiving
a request.

Inspection requests are
accepted until 7:00 AM of the
day inspections are to be
completed.

Inspections are performed within 24 hours or receiving
a request.

There is no established voice activated inspection
request system. The requestor can leave a message.

An automated voice-activated
inspection request system is
utilized to receive inspections
with linkage to the permit
information system.
Combination inspectors are
utilized to respond to
inspection requests.

Opportunities

The department consists of the Building Commissioner
and one electrical inspector. The Building
Commissioner is trained to inspect the other trades and
code enforcement.

The number of inspection
requests for each building
permit is managed to avoid
over-inspection through the
use of re-inspection fees and
by educating contractors
regarding the timing during a
construction process to request
an inspection.

The department does not enforce its reinspection fee.
It is only used for contractors that do not make an
inspection or do not pull a permit.

Building inspectors use
automated input devices to

No automated input devices are used to record
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BEST MANAGEMENT PRACTICES ANALYSIS: BUILDING INSPECTIONS
Whiting, IN
Building Department
Practice

Commendations

record inspection results or to
display inspection history
while in the field.
Inspectors accomplish between
12 and 14 stops per 8 hour day.

Opportunities
inspection results.

Inspector accomplishes approximately 25 inspections
per month. Only 174 permits have been issued from
Jan –July 05.

BEST MANAGEMENT PRACTICES ANALYSIS: BUILDING INSPECTIONS
Whiting, IN
Building Department
Conclusions
•

The Building Department does not have an interactive website it should give customers more online services such as: cancel inspections,
contractor license renewal, e-permitting, make an appointment, obtain permit info, pay fees, pay re-inspection fee, permit status inquiry,
print functions, product control search, request an inspection, track building plans, and track enforcement.

•

The Building Department does not have handheld input devices, voice mail, IVR systems, or city vehicles to perform inspections.
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BEST MANAGEMENT PRACTICES ANALYSIS: CODE ENFORCEMENT
Whiting, IN
Building Department
Practice

Commendations

Proactive enforcement areas
are targeted for sweeps based
on such factors as complaint
volume and property
condition. This includes a
strong, neighborhood-based
code enforcement program
(i.e., neighborhood
associations, proactive
enforcement, etc

There are reactive sweeps being conducted in the City.
The department has issued 82 violations as of July
2005 (this number does not include weeds or uncut
grass). The Building Commissioner spends 30% of his
day performing proactive code enforcement.

Regular reviews of code
enforcement laws and
processes are conducted, often
involving interest groups (e.g.,
landlords or restaurants),
associations or citizens
affected by the laws, to
determine streamlining
opportunities

The department held a one time meeting at the library
for the residents. Only 50 residents showed up. The
department usually writes about code enforcement in
the monthly City newsletter.

Code violation complaints are
ranked in order of priority and
schedule inspections
accordingly (e.g., respond to
police referrals in 8 hours)

The violations are ranked in order of priority.

A Landlord Training Program
has been established to help
educate landlords on code

Opportunities

No such program exists.
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BEST MANAGEMENT PRACTICES ANALYSIS: CODE ENFORCEMENT
Whiting, IN
Building Department
Practice
violations, targeted towards
older apartment complexes and
other rental property
Financial assistance (e.g.,
grants, low-interest loans or
deferred payment schedules) is
provided to cited properties or
targeted, high-risk
neighborhoods; use CDBG or
local funds to offset
improvement costs (e.g., repair
services and supplies)
All calls shall have an initial
response within 5 days of
assignment
At least 80% of the assigned
code compliance cases are
closed within 30 days of
receipt of the case. 90% of
cases are closed within 45
days. (What remains – the
balance of 10% - are cases that
are difficult to close due to
absentee ownership, clouded
title, financial or health
constraints of the property
owner).
The median number of days
reported by code compliance
from case initiation to

Commendations

Redevelopment grants (Matching assistance program)
were given to help improve the front of the homes.

All calls are responded to within 24 hours.
25% of the cases are closed within 30 days, 75% of the
cases are closed within 45 days, and 25% of the cases
are closed within 90> days due to the weather.

The city sends out a 30 day notice for voluntary code
compliance.

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: CODE ENFORCEMENT
Whiting, IN
Building Department
Practice
voluntary compliance was 21
calendar days (for those cases
where voluntary compliance is
achieved).
An administrative enforcement
process is utilized as a first
response that includes citations
and an administrative or
independent hearing officer
before criminal prosecution is
utilized. This includes a range
of tools to encourage voluntary
compliance to accelerate
processing time with a range of
sanctions (fines, costs, and
penalties) tailored to the case,
designed to reduce the reliance
on judicial processes, and
provide stronger penalties for
violators, particularly repeat
offenders, etc
Code Compliance has in place
an effective process for
prosecuting for failure to
comply to encourage a timely
change in behavior .
Alternatives have been
developed and installed to
reduce the amount of time
spent in the office dealing with

Commendations

The City has an enforcement process in place. The
department has issued 82 violations as of July 2005
(this number does not include weeds or uncut grass)
and approximately 35% of the cases will go to court.

The City has an enforcement process in place.

Currently the department does not have alternatives
developed to reduce paperwork but the department will
be applying for a grant to get a laptop.

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: CODE ENFORCEMENT
Whiting, IN
Building Department
Practice

Commendations

Opportunities

paperwork (e.g., laptops)

BEST MANAGEMENT PRACTICES ANALYSIS: CODE ENFORCEMENT
Whiting, IN
Building Department
Conclusions
•

Code enforcement officers do not have handheld input devices, voice mail, IVR systems.

•

Violators or other interested parties who call reach a receptionist who takes messages. This limits the ability of violators to leave a
detailed message.
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BEST MANAGEMENT PRACTICES ANALYSIS: DISTRIBUTION AND
COLLECTION SYSTEM MAINTENANCE
Whiting, IN
Water, Retention Basin, Streets and Sanitation Departments
Practice

Commendations

There is no Computerized maintenance management
system (CMMS) in the Water Department or in the
Retention Basin for the collection and reporting of data
related to the maintenance of the distribution or
collection systems.

A CMMS is installed and
utilized including a work order
system, annual work program,
a reporting system to report
actual versus planned
performance, asset
management system, and
defined service levels and
performance standards for each
work activity.
Work orders are used to record
all maintenance and repair
activities.
The focus of the organization
is clearly on PM services.

Opportunities

The Plumbers have reportedly recently instituted a
hydrant maintenance and valve exercising program.

There are no work orders created for the maintenance
and repair of the distribution or collection systems,
other than the work which is conducted through
contractors.
The focus is clearly upon repair of the distribution and
collection systems rather than preventive maintenance.
Further, it is unclear to the project team which
department has responsibility for the maintenance of
the collection system, as the Retention Basin personnel
do not maintain this infrastructure, and do not know
which department has this responsibility. The Water
Department does repair and maintain the distribution
system, however there is little indication that there is
any focus upon preventive maintenance. The
preventive maintenance of the system is hindered, at
least from the Water Superintendent’s standpoint, due
to the fact that distribution system work is performed
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BEST MANAGEMENT PRACTICES ANALYSIS: DISTRIBUTION AND
COLLECTION SYSTEM MAINTENANCE
Whiting, IN
Water, Retention Basin, Streets and Sanitation Departments
Practice

1% to 2% of water and sewer
mains are replaced annually. A
formal water and wastewater
main rehabilitation and
replacement program is in
place for improving water
quality and maintaining the
reliability of its systems. This
formal program will be linked
directly to a long-term capital
and financial planning program
to assure adequate funding.
The Department maintains
accountability for parts
inventory and provides
explanations for inventory
counts which differ from
internal records.
Distribution valves are
exercised routinely.
Distribution valves 10” or
larger are exercised each year.
Distributions valves 8” or
smaller are exercised on a two-

Commendations

The Retention Basin personnel report that the
collection system has been replaced with concrete
pipes in three phases over the past 15 to 20 years, with
the third phase ending approximately 5 years ago.
Although the distribution system is likely 50+ years
old, it is reportedly being replaced in 2006.

There are few parts stocked for the repair and
maintenance of the distribution and collection systems
in the City.

A valve exercising program has reportedly been
initiated recently.

Opportunities
by 2 Plumbers who report, not to the Water
Department, but to the Streets and Sanitation
Department, whose priorities are different from those
of the Water Department.
The distribution system is reportedly far older than the
collection system, with the Water Superintendent
unsure as to the exact age, however it is likely to be
well in excess of 50 years old, with little replacement
in the recent past.
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BEST MANAGEMENT PRACTICES ANALYSIS: DISTRIBUTION AND
COLLECTION SYSTEM MAINTENANCE
Whiting, IN
Water, Retention Basin, Streets and Sanitation Departments
Practice
year cycle.
Hydrants are flushed once per
2 years.
Pump and lift stations are
checked on a daily basis.
Wastewater mains are cleaned
on a three-year cycle.

Commendations
The Fire Department accomplishes this function in
Whiting.
There are no pump or lift stations in the City.

Interviews in the Retention Basin did not provide the
project team with an indication of the frequency with
which wastewater mains are cleaned. To the extent
that this occurs, it is likely that it is performed through
the efforts of a contractor.
Interviews indicate that this is performed by the Streets
and Sanitation Department, however it is done under
contract.

Wastewater mains are
televised on ten-year schedule.
A backflow prevention
program receives strong
emphasis.

Opportunities

The City has a cross connection ordinance which
requires all commercial enterprises to install and
annually inspect each cross-connection device and
report the results to the Water Department.
All new residences in the City must install cross
connection devices and inspect these annually. Older
residences do not appear to be required to install these
devices, however.

A formal performance
measurement system is in
place to track the effectiveness
of service outcomes, and
performance levels compare

There are no performance measures established in the
Streets and Sanitation, Retention Basin or Water
Departments. There is no reporting of work
performed, nor the efficiency and effectiveness with
which workers accomplish tasks as they relate to
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BEST MANAGEMENT PRACTICES ANALYSIS: DISTRIBUTION AND
COLLECTION SYSTEM MAINTENANCE
Whiting, IN
Water, Retention Basin, Streets and Sanitation Departments
Practice

Commendations

reasonably well to industry
benchmarks.
Catch basins are cleaned on a 2
to 3 year cycle
The Utility has instituted an
effective Pretreatment
Program.

Opportunities
industry standards or benchmarks.

Although there are no data to corroborate this, the
Streets and Sanitation Department report that it
accomplishes the cleaning of all catch basins on an
annual cycle.
The pretreatment program is administered by the
Retention Basin, and monitors waste inflows from two
industrial plants in the City. These inflows are
monitored twice monthly, with charges made for
discharges in excess of defined limits.

BEST MANAGEMENT PRACTICES ANALYSIS: DISTRIBUTION AND
COLLECTION SYSTEM MAINTENANCE
Whiting, IN
Water, Retention Basin, Streets and Sanitation Departments
Conclusions
•
•
•

The concerns the project team has with the maintenance and repair of the distribution and collection systems in the City are similar to
those of many departments, in that there is little if any documentation of work activity. This is due in part to the lack of any computerized
maintenance management system, although there is no manual documentation of the work efforts either.
As can be seen in reviewing the comments in the table above, the maintenance and repair of the City’s distribution and collection system
are fragmented among the Streets and Sanitation, Retention Basin and Water departments. This makes accountability for work activity
difficult.
There is little focus in any of the responsible departments upon preventive maintenance of the systems, other than the recently-initiated
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BEST MANAGEMENT PRACTICES ANALYSIS: DISTRIBUTION AND
COLLECTION SYSTEM MAINTENANCE
Whiting, IN
Water, Retention Basin, Streets and Sanitation Departments

•

valve and hydrant maintenance programs. The Street and Sanitation Department reports that it cleans catch basins on an annual cycle,
however this appears to be the only proactive task performed.
The approximately 12 linear miles of distribution system are reportedly extremely old, however there are few leaks or main breaks
reported. The distribution system, including the plant, will be renovated in 2006.
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BEST MANAGEMENT PRACTICES ANALYSIS: ENGINEERING
Whiting, IN
Engineering Department
Practice
A five-year capital
improvement program been
developed and adopted by the
City Council.
Responsibility for project
management of capital
improvement projects has been
centralized within the
Engineering Division.
Design and inspection staffing
requirements are identified for
all of the capital projects in the
first year of the five-year
capital improvement program.

Staffing for design and
inspection of capital projects
based upon cost of
construction guidelines.
A Gantt chart schedule has
been developed for capital

Commendations

Opportunities

The City has a 5-Year CIP which is initiated in the
Mayor’s office.
Each City department oversees and manages its own
capital projects. The Engineering Department
manages drainage, traffic, street construction and
related projects.
There have been very few capital projects in the City
in recent years.

Although some project costs are identified in the CIP,
they have not been segmented into typical cost
categories such as design, inspection, survey, project
management, etc. Further, it is not clear that staffing
requirements have been identified for the management
of these projects, nor the staffing impact any of these
projects may have upon future operating costs.
However, as noted at left, there have been relatively
few capital projects in recent years. Therefore, it is
understandable that these measures have not received
focused attention.
There are no separately-identified costs for design and
inspection of any of the capital projects for which the
project team has information. (It must be noted,
however, that both the Capital Improvement Plan, as
well as the Engineering Department itself, are
relatively new in the City of Whiting.)

There are no milestones identified for any project.
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BEST MANAGEMENT PRACTICES ANALYSIS: ENGINEERING
Whiting, IN
Engineering Department
Practice

Commendations

Opportunities

improvement projects for the
next two to three year period.

Typical milestones would include such actions as
30/60/90 day design reviews, construction bid
dates, foundation inspections, rough inspections of
systems, progress payment dates, etc.

The customer receives
quarterly CIP project updates
that contain status, schedule,
budget update, potential
problems, and critical issues,
etc.

There are no project status updates generated,
however, as noted above, the Engineering Department
is not the central point of project management contact
in the City, as the process is driven from the Mayor’s
office.

A project cost accounting
system is utilized to enable
comparisons of planned versus
actual staff hours for the
design and inspection of
capital projects.
Construction inspection and
project management costs are a
maximum of 4% of total
construction costs for capital
projects.
Change orders represent less
than 1% of total project value.
90% of capital construction
projects are completed within
30 days of schedule, 95%
within 60 days, and 100%

Neither the Department or the City have access to
capital project management software which is typically
used to “load” budgeted costs for contractors,
forecasted staff activities and milestones, etc.

Inspection, survey, and project management costs are
not identified in the Plan.

This is unknown.
Schedules of project completion are not provided by
the Department or the City at this level of detail.
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BEST MANAGEMENT PRACTICES ANALYSIS: ENGINEERING
Whiting, IN
Engineering Department
Practice

Commendations

Opportunities

within 90%.

BEST MANAGEMENT PRACTICES ANALYSIS: ENGINEERING
Whiting, IN
Engineering
Conclusions
•
•

The CIP effort itself is relatively new in the City, and understandably lacks many of the elements of a more mature Plan, such as loading
of personnel resource requirements, scheduling milestones, identification of operating cost impacts of capital projects, etc.
The Department has invested some amount of time in the identification and input of water, sewer and streets infrastructure into its GIS
system.
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BEST MANAGEMENT PRACTICES ANALYSIS: FACILITIES MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Practice

Commendations

One trades staff position per
50,000 sq. ft. of building space
(for “B” level of service.)

Custodial services in range of
$1.15 - $1.30 per square foot.
Existence of a preventive
maintenance program for
building maintenance.
There are PM checklists for
each major program element
(i.e., plumbing, electrical,
HVAC and each major
component) and there is
documented evidence of the
adherence to this schedule.
Existence of performance
measures to evaluate
effectiveness of work
performed.

Opportunities
The Department provides only plumbing maintenance
and repair though the efforts of in-house staff. It is
therefore difficult to apply “standard” ratios of this
type. It must be noted, however, that the Department
does not possess any definitive data regarding the
amount of space for which it is responsible. In point of
fact, one of the largest facilities for which it is
responsible is the Recreation Center, a facility for
which the Director of Parks and Recreation has no
accurate space data.

Custodial services are not provided centrally from the
Streets and Sanitation Department.
The City’s Electrician reportedly performs preventive
maintenance at facilities, although the project team is
unaware of the existence of checklists for this process,
or the content of the program.

There are no checklists in existence for plumbing, nor
is there a preventive maintenance program for facilities
(there is reportedly a new program to preventively
maintain hydrants and shut-off valves for residents,
however).

HVAC preventive maintenance is performed under
contract.

There are no such measures in existence. Examples of
typical performance measures for facilities
maintenance activities include fully loaded costs of
repair and maintenance per square foot of maintained
space, custodial services cost per square foot, response
times to calls for services, etc.
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BEST MANAGEMENT PRACTICES ANALYSIS: FACILITIES MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Practice
Existence of an energy
management plan.
Periodic evaluation of
feasibility of contracting
and/or “in sourcing”.

Commendations
Subsequent to project team on site interviews, the City
has engaged a consultant to perform an extensive
energy audit of each facility.
The City outsources its electrical and HVAC services.

Opportunities

It is unclear that any effort has been made to evaluate
the cost-effectiveness either of the current arrangement
whereby electrical and HVAC services are outsourced,
or the cost-effectiveness of the in-house provision of
plumbing services.

BEST MANAGEMENT PRACTICES ANALYSIS: FACILITIES MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Conclusions
•
•
•

The Streets and Sanitation Department does not provide any preventive maintenance of its facilities. This is a situation which will result
in premature degradation of these structures and their associated plumbing, electrical and HVAC components.
There is no record of activity of the plumbing staff regarding the activities completed or the resources expended in their performance.
The lack of any identification of performance measures in the facilities management function results in a lack of accountability for
performance – both on an efficiency (how many resources were expended in repair of facilities and their structures?) and an effectiveness
(how timely were the responses to complaints, and did the expenditures for repair result in a long-term correction of the deficiency?) basis.
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BEST MANAGEMENT PRACTICES ANALYSIS: FLEET MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Practice

Commendations

Justification and analysis are
required before additional
equipment is purchased for the
City’s fleet.

This appears to be the case currently, as the Mayor has
instituted a capital improvement planning process, and
the Mechanic is “heavily involved” in the
identification of equipment needs and development of
specifications for vehicles and equipment.

Fleet utilization is continually
monitored and opportunities
are identified by the Fleet
Services Bureau to reassign or
rotate under-utilized
equipment.
The City has developed
policies that identify criteria
that must be met for vehicles
to be permanently assigned to
staff.
Vehicle to Mechanic Ratio is
in the range of 65 to 75 units to
1 Mechanic (for a full range of
light and heavy vehicles and
equipment).
Downtime for the fleet is less
than 5%.
Parts ordering and
dissemination are wellmanaged, and result in a parts
turnover of 4.5 to 6.5 times per

Opportunities

The Streets and Sanitation Department has no method
of monitoring vehicle and equipment utilization.

The project team has no information to evaluate the
degree to which the City meets this particular criterion.

There are only 50 units in the City, per the data
provided by the Department.

The project team found five units awaiting repair and
maintenance in the “down line” during the visit to the
garage on 10/5/05.

The Department does not specifically monitor its
performance against this metric.
The Department does not monitor this metric.
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BEST MANAGEMENT PRACTICES ANALYSIS: FLEET MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Practice

Commendations

year.
Mechanic productivity is
measured and reported, and
equates to between 70% and
75% annually.
The Department utilizes a
computerized maintenance
management system for the
retention and analysis of
records for each mechanic,
part, and vehicle in the fleet.
Work orders are created for
each repair, with
documentation placed in each
unit’s file folder and/or
automated record in the
CMMS.
A preventive maintenance
program is in place and is
adhered to by users.

Opportunities
The Department does not monitor this metric.

The Department does not possess a computerized
maintenance management system to perform this
analysis.

Work orders are created for each repair.

Work orders do not identify the numbers of hours
expended for each repair for each unit.

BEST MANAGEMENT PRACTICES ANALYSIS: FLEET MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Conclusions
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BEST MANAGEMENT PRACTICES ANALYSIS: FLEET MAINTENANCE
Whiting, IN
Streets and Sanitation Department
•

The fleet maintenance function is relatively small and it is therefore understandable that the City has not focused as yet on the institution
of a computerized maintenance management system. It appears to the project team that the fleet is adequately maintained, however a
future objective for the Division is the institution of such a CMMS, and further, to integrate it with an automated fuel dispensing system in
order to accurately gauge the utilization of each vehicle and piece of equipment.

CITY OF WHITING, INDIANA
OPERATIONS AND EFFICIENCY STUDY: FINAL REPORT

FEBRUARY 28, 2006
PAGE 142

BEST MANAGEMENT PRACTICES ANALYSIS: UTILIITY METER READING AND BILLING
Whiting, IN
Water Department
Practice
Less than 5% of accounts are
more than 90 days delinquent

Commendations

Opportunities

Although the project team could not obtain figures for
the 90 day delinquency rate, those accounts which are
60 days or more delinquent represent only about 1.1%
of the total number.

Collection rates are within
accepted ranges, typically
equating to between 97% and
99%.

The Keystone billing system does not allow for the
viewing of 12 months of data to enable the calculation
of this metric.

Bad debts written off as
uncollectible are within
accepted ranges of between 0.2
and 0.5%.

The City Attorney is in the process of issuing letters to
the only 10 accounts which have outstanding bills
which have had their water shut off. These 10
accounts have been outstanding for some number of
years. These 10 accounts represent 0.6% of all
accounts in the City, although it is unknown as to the
percentage of debt that these accounts represent.
No discussions have occurred with surrounding
communities to consolidate the billing and collections
process.

Utility has examined joint
billing opportunities with other
utilities
Meters are replaced on a 20year cycle

Unaccounted for water is less
than AWWA maximum
guidelines of 12% - 15%.

This has not been the case in the past, however within
the past five years, the Department has initiated the
replacement of approximately 1,200 of the 1,500
meters in the City. The remaining 300 meters will
reportedly be replaced in the very near future.
Unaccounted for water has been reduced from reported
alarming levels of between 60% and 70% within the
past five years. The replacement of widespread faulty
meters has been a key in this reduction.

The unaccounted for water is still high, at a reported
21%. Continued meter replacement will further reduce
this percentage.
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BEST MANAGEMENT PRACTICES ANALYSIS: UTILIITY METER READING AND BILLING
Whiting, IN
Water Department
Conclusions
•
•
•

Whiting has only 1,600 residential and commercial accounts and has two Water Clerks collecting and billing for water and wastewater. It
has not investigated the feasibility of providing this service jointly with one of the surrounding communities.
The collection rates on water and wastewater billings do not appear to be problematic, and the City Attorney is now actively issuing letters
to account holders who have not paid bills for extended periods of time.
Although unaccounted for water is at a very high level, the project team is not concerned, as the percentage is declining rapidly as a result
of meter replacement.
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BEST MANAGEMENT PRACTICES ANALYSIS: PARKS MAINTENANCE
Whiting, IN
Parks and Recreation Department
Maintenance Division
Practice
Staffing at the level of one
FTE per 8 – 10 acres of
developed turf at a B level of
maintenance.

Formal maintenance
management system in place
for parks.

Privatization potential
evaluated for:
Mowing
Tree Trimming
Spraying
Pest Control
Tree trimming schedule exists
for trees- 3 to 5 year cycle.
Maintenance activities are
documented in sufficient detail
to allow managers the ability

Commendations
Exact figures for the number of developed acres are
not available, however the Parks and Recreation
Director indicates that all, or nearly all, of the acreage
is developed. This equates to approximately 24 acres
in 5 parks, with Whiting Park being the largest, at 15
acres. With 2 full time and 2 to 3 part time staff
dedicated to the maintenance of these parks, this
equates to about 8 acres per FTE.
The City has only 34 developed acres. This small
volume requires only that the staff observe the needs
for maintenance and repair at each location. Further,
one location (Whiting Park) accounts for over onequarter of the total acreage. Mowing, irrigation,
facility cleaning, lining of fields, etc., are
accomplished as the needs are observed.
Tree trimming and pest control are provided by
contractors.

Opportunities

Other functions are provided in-house, and have not
been evaluated for privatization potential in the recent
past.

Trees in the City are maintained in accordance with
this schedule, with a tree inventory maintained and
reported on during Tree Board meetings each month.
Maintenance activities are not documented to any
degree, with the exception of maintenance and
inspection of playground equipment.
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BEST MANAGEMENT PRACTICES ANALYSIS: PARKS MAINTENANCE
Whiting, IN
Parks and Recreation Department
Maintenance Division
Practice

Commendations

Opportunities

to analyze workloads and
productivity of crew members.

BEST MANAGEMENT PRACTICES ANALYSIS: PARKS MAINTENANCE
Whiting, IN
Parks and Recreation Department
Maintenance Division
Conclusions
•

•

The Whiting Parks Maintenance Division maintains a relatively small area, equating to approximately 24 acres contained within about 1
square mile. The small area of responsibility simplifies the logistics of maintaining the five parks, which appeared during a visual
observation on 10/4/05 to be well conditioned. This would be expected with a very adequate number of staff dedicated to their
maintenance.
The Division does not maintain records of any activity other than maintenance and inspection of playground equipment. This inhibits the
analysis of productivity of maintenance personnel.
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BEST MANAGEMENT PRACTICES ANALYSIS: PERMIT ISSUANCE AND PLAN CHECK
Whiting, IN
Building Department
Practice
Are there established
turnaround times for
development review projects
(such as special permits)?
Does the department offer a
pre-application conference to
handle any potential issues
proactively and inform the
applicant about all City
requirements?
Does the department have a
process to ensure that the
overall development review
process is coordinated with
other appropriate City
departments?
Does the department utilize an
automated permit issuance and
tracking system
An automated permit
information system is utilized
to (1) accept and issue building
permits; (2) assure the status of
each plan submittal is visible
during the plan check process;
(3) manage the processing time
for building permit plan
checking; (4) provide a
database of inspection and plan

Commendations

Opportunities
No performance measures have been established.

The department offers a pre-application meeting with
the Building Commissioner.

There is no planning and zoning departments therefore
the Building Commissioner performs a complete
review.

There is no automated permit issuance and tracking
system the department keeps a manual log
The department does not have an automated permit
information system.
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BEST MANAGEMENT PRACTICES ANALYSIS: PERMIT ISSUANCE AND PLAN CHECK
Whiting, IN
Building Department
Practice
checking service; (5) enable all
of the departments/divisions
involved in the building permit
plan check process to enter and
retrieve data; and (6) facilitate
customer service through
access to the internet to enable
customers to submit building
permit and inspection requests.
Over-the-counter plan check
service is provided five days a
week for checking of spas,
pools, patio covers, decks,
small single family additions
or remodels that do not require
structural calculations, and
other minor permits.
50% to 75% of the building
permits requiring plan checks
are checked over-the-counter.
Building permit plan checking
is accomplished concurrently
by all of the
departments/divisions involved
in the process. Plans are
distributed simultaneously to
all of the departments/divisions
for plan checking.
The Building Division utilizes
a case management system to

Commendations

The department provides over the counter plan reviews
five days a week.

95% of all the building permits require over the
counter plan reviews.
The City is so small and built out that the Building
Commissioner performs complete reviews.

There is no need for a case management system
because the cases are so small.

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: PERMIT ISSUANCE AND PLAN CHECK
Whiting, IN
Building Department
Practice
manage the length of calendar
time required for building
permit plan checks. The
system includes (1) cycle time
objectives that have been set
for the length of time for
completion of plan checking;
(2) collection of actual
processing time using the
automated permitting system
to enable a comparison to these
targets, and (3) the exercise of
authority by the Chief Building
Inspector with the other
departments/divisions to
resolve delays in completion of
plan checks.
Building permit plan check
checklists have been developed
for the various types of
submittals to enable the plans
examiners to focus their
attention on the relevant
aspects of building permit plan
checking and assure uniformity
among staff.
Building permit plan
applications are checked at the
counter upon submittal for
initial completeness and

Commendations

The department has a checklist for new SF
construction.

The applications are checked upon submittal by the
Building Commissioner.

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: PERMIT ISSUANCE AND PLAN CHECK
Whiting, IN
Building Department
Practice
rejected if missing basic items.
A one-stop shop exists for
submittal of building permit
plan applications; applicants
do not have to “walk” their
submittal from department-todepartment.
The number of
departments/divisions that are
routed building permit plans
has been streamlined to that
which is minimally necessary.
Cycle time objectives for
completion of the first plan
check meet the following
targets:
Single family remodels and
additions with no structural
calculations: 1/2 week
New single family dwellings
and single family remodels and
additions with structural
calculations: 2 weeks
Tenant improvements: 2 weeks
Single and multiple family
residential (< 20 DU),
office/commercial less than
10,000 sq. ft.: 4 weeks
Single and multiple family
residential (> 20 DU),

Commendations

Opportunities
There is no planning/zoning department therefore
Building Commissioner reviews the submittals.

The City is small; only 174 permits have been issued.
Therefore the Building Commissioner performs a
complete review of the plans.
The City is small; only 174 permits have been issued.
Plans are reviewed and returned within 1-3 days.
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BEST MANAGEMENT PRACTICES ANALYSIS: PERMIT ISSUANCE AND PLAN CHECK
Whiting, IN
Building Department
Practice

Commendations

Opportunities

office/commercial more than
10,000 sq. ft.: 6 weeks
The department produces monthly reports.
No performance measures have been established.

A monthly report is generated
for the Mayor reporting actual
vs. planned performance
against these cycle time
objectives.

BEST MANAGEMENT PRACTICES ANALYSIS: PERMIT ISSUANCE AND PLAN CHECK
Whiting, IN
Building Department
Conclusions
•

The Building Department consists of the Building Commissioner and one electrical inspector. The Building Commissioner is reviewing
mechanical, plumbing, structural, code, and zoning. As of July 2005 the City has approved 12 electrical permits, 174 building permits, 1
new home building permit, has conducted 134 inspections, and has issued 82 violations. Is there a need for the full time electrical
inspector or can he be contracted on an as needed basis.
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BEST MANAGEMENT PRACTICES ANALYSIS: PLANNING
Whiting, IN
Mayor’s Office
Practice
The lead responsibility for the
processing of discretionary
permits is centralized within
the Planning Department.
There is an active economic
development program in place.
The Department has a
comprehensive Plan.
Has it been adopted?
Are the zoning and subdivision
ordinances consistent with the
Plan?
The Department is organized
and work responsibility
divided into divisions.
Separate division for longrange planning to dedicate
desired level of staff effort not
responsible for immediate
agency needs.
The Department should make
available brochures and
handouts that describe the
purpose, requirements and
deadlines of each major
process.
The Department should offer
pre-application conferences at

Commendations

Opportunities

The economic development department is very active.

The mayor wanted to focus on economic development
and eliminated the City planner.

The plan was adopted in 2001 and it’s updated every 5
years. The zoning ordinance was adopted in 2002.

There is no planning department therefore most of the
city staff is working on short term planning. The
economic development department seems to be the one
responsible for the long term planning.

One page flow chart style procedures do exist and are
currently being converted into brochure style format.

There is no established departmental meetings, but for
simple projects the developer can meet with the
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BEST MANAGEMENT PRACTICES ANALYSIS: PLANNING
Whiting, IN
Mayor’s Office
Practice
which developers can meet
with City department staff to
discuss regulatory concerns.
Staff should review the
process, fees, and provide
feedback on proposed plans.
Establish a mechanism for
applicants to obtain early input
on projects from key
administrative representatives.
Procedures may include:
Meetings between the
applicant and staff at the
conceptual design stage, before
a formal application is
submitted.
Review of plans and
constructive feedback by staff
before application is
submitted.
Meetings before formal public
hearing is held to include
neighborhood groups, nearby
residents, property owners and
the applicant.
Study session with the
Planning Commission before

Commendations
Building Commissioner and go over code, fees etc.
For downtown development the developer can meet
with the Building Commissioner and the Historic
Preservation committee.
The department offers meetings with key
administrative representatives.

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: PLANNING
Whiting, IN
Mayor’s Office
Practice

Commendations

the first public hearing to hear
informal and non-binding
comments from
commissioners.
An up-to-date general plan is
The plan was adopted in 2001 and the zoning
available that is easy for staff
ordinance was adopted in 2002.
to interpret and understand,
provides clear policies, and is
consistent with the zoning
ordinance.
Current planning processing
checklists have been developed
for the various types of
submittals to enable the staff to
focus their attention on the
relevant aspects of current
planning permit application
and assure uniformity among
staff.
A single permit application
form is utilized for all types of
current planning applications.
GIS is readily available to
current planners to facilitate
the analysis of current
planning applications.
A development review
committee is utilized to
coordinate the review and
consideration by staff of the

Opportunities

No checklists have been developed.

The department uses multiple applications.
GIS is not readily accessible.

There is no established committee but the city staff
meets once a month to discuss planning applications.
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BEST MANAGEMENT PRACTICES ANALYSIS: PLANNING
Whiting, IN
Mayor’s Office
Practice

Commendations

Opportunities

current planning application.

BEST MANAGEMENT PRACTICES ANALYSIS: PLANNING
Whiting, IN
Mayor’s Office
Conclusions
•

The mayor removed the city planner and focused on the economic development department. The city staff meets 2-3 times a week to
discuss short term plans. The city doesn’t want to spend the $20K they have allocated to rewrite the master comprehensive plan because
the economic development projects will make the plan obsolete within 6 months to a year.

•

The City should consider hiring consultants or allocating city staff to perform the planning functions.
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BEST MANAGEMENT PRACTICES ANALYSIS: RECREATION
Whiting, IN
Parks and Recreation Department
Recreation Division
Practice

Commendations

Opportunities

Use of information technology
to monitor workloads, service
levels and cost recovery levels.

The administrative staff maintain comprehensive
records of all programs, the participants, costs and
revenues. These are contained within each program
folder in an office file.
The Department reports that if programs do not
recover 100% of programmatic costs (or very near this
percentage), then they are discontinued.

The Department has no automated information system
to accumulate and summarize data for all programs,
participants, costs and cost recoveries.

Cost recovery performance
according to the following:
Classes-100%
Aquatics-25%
Youth-25%-50%
Adults-50%-100%
Overall cost recovery
at 40%.
Aggressive promotional
techniques for programs and
services.
Does the City provide open
space in the range of 6.25 to
10.5 acres per 1,000
population?
Targeted specific populations
(e.g., senior citizens,
disadvantaged youth,
handicapped).
"Customer satisfaction" is
regularly assessed.

Personnel costs are reportedly recovered for nonreverting programs.

A review by the project team indicates that only “out
of pocket” costs are used to measure programmatic
cost recovery percentages. This method does not
account for the cost of personnel in program
development, set up, administration, oversight and
supervision, and instruction. These costs typically
account for more than 50% of program costs.

The Department issues flyers and brochures, and
provides some description of programs on-line.
With a population of approximately 5,100, and an
inventory of about 24 acres of parks and open space,
the City provides only about 4.7 acres per 1,000
residents.
A review of promotional materials in the Department
reflects no targeted programs in any of these special
populations, although the Director indicates that a high
percentage of the After School Program participants
are disadvantaged youth.
There have been no formal customer satisfaction
surveys in the recent past.
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BEST MANAGEMENT PRACTICES ANALYSIS: RECREATION
Whiting, IN
Parks and Recreation Department
Recreation Division
Conclusions
•
•
•
•

•

There is somewhat less than the recommended level of park and open space in the City, although this is under consideration by the
Department, according to the Director.
The Department provides a very comprehensive array of programs for a City of this size. Notable among the omissions in the promotional
literature, however, is the lack of programmatic services for special populations such as handicapped and senior citizens.
The Department reports that it attempts to capture 100% of programmatic costs, however it does not incorporate all costs into this
equation. Notably, personnel costs are absent from the calculations.
The lack of an automated information system in the Department prohibits cost and participant analysis across programs. Further, it fails to
allow the Department to analyze the degree of interest by specific participants in other areas of interest, as no data are now collected on
each participant’s set of classes or activities. Therefore, although manual records are maintained for each class or program, no data are
recorded for each participant. This lack of capability further requires that each time a participant registers for a program, all of the
individual’s personal information must be re-entered. (For example, children’s parents names, addresses, emergency contact numbers,
allergies, etc.). The Department has access to an electronic spreadsheet program, however this is not used. Although this method does not
allow for a high level of analysis, it is superior to the completely manual method now in existence in the Department.
Although not specifically noted above, the City’s Community Center is the central location of participation in recreational programs in the
City. This structure is very large (no accurate records are available to determine the exact area), and is poorly designed for observational
purposes. With the large number of youth passing through the building, its design, which incorporates a large number of access and exit
points, requires rather more staff to monitor this building than may be the case with a better design. Further, the building’s high ceilings
and old plumbing, electrical and HVAC systems likely is causing a large investment in utilities costs.
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BEST MANAGEMENT PRACTICES ANALYSIS: RECYCLING
Whiting, IN
Streets and Sanitation Department
Practice
Recover 25% of program cost
through revenues

Waste stream diversion rate of
at least 25%

Commendations

Opportunities

The City does not recover direct revenues from
recycled materials, but rather it receives a “grant” from
the County for participation in the Recycling program.
This “grant” has averaged between $28,000 and
$30,000 annually over the recent past.
Although the costs of providing the recycling service
are not calculated by the Streets and Sanitation
Department, it is providing the service three times
weekly (each residence and business receives service
during one of these days), with a recycling truck and
three personnel, supplied by the Garage. Assuming
that the average worker is compensated at $12.50 per
hour, and a 30% fringe benefits rate, this equates to
about $60,840 per year in personal costs. The
recycling truck is a fully depreciated 1994 garbage
packer which has been converted for use as a recycling
truck. If it can be assumed that there is, therefore, no
equipment cost (a faulty assumption, but one which is
rationalized given the specific circumstances with this
piece of equipment), but only fuel and maintenance
costs, the project team estimates that there are
probably $1,200 in fuel, and $10,000 in maintenance
costs, for a total operating cost of $72,040. With a
$29,000 recovery through the “grant”, this equates to a
cost recovery of about 40%.
The City reports that the 2005 rate of diversion is close
to 30% although the project team does not possess data
to verify this percentage at this time. A new contractor

This rate is not directly calculated by the Department.
However, the total garbage tonnage last year was
2,309.78. The curbside collection of recyclable
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BEST MANAGEMENT PRACTICES ANALYSIS: RECYCLING
Whiting, IN
Streets and Sanitation Department
Practice

Commendations
has been selected for the recycling program. This
contractor will begin separation of additional
recyclable material which is expected to increase the
diversion rate considerably.

Opportunities
materials amounted to 380.64 tons. In addition to this
tonnage, there were the following collections
(expressed in tons):
Curbside (restated)
Scrap metal
Tires
Yard waste
Electronics
Household Haz. Waste 7.00
Total

380.64
89.35
11.00
185.13
10.00
683.12

This therefore equates to a waste stream diversion rate
of 683.12/(683.12+2309.78)= 22.8%.
Waste reduction efforts have
been focused on programs that
educate businesses and
residents.

Frequency of curbside recycled
material collection has been
analyzed for cost effectiveness.

The Recycling Manager has passed out flyers and
brochures to residences and businesses both door-todoor and through mailings. The City is investigating
the possibility of enhancing the web site to incorporate
additional recycling information as well. Further, the
Recycling Manager indicates that recycling
educational information is included in the community
paper (“The Right Stuff”) and in the Hammond paper.
Each residence and business receives collection
services once per week. The City will soon begin the
practice of using 65-gallon roll-off carts, which will
allow less-frequent collection of recyclables. The use
of more automation in the collection process will also
allow for the reduction of one person on collection
crews.
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BEST MANAGEMENT PRACTICES ANALYSIS: RECYCLING
Whiting, IN
Streets and Sanitation Department
Conclusions
•

•

The Recycling effort in Whiting is commensurate with that of a smaller municipality, and is recovering a reasonable amount through the
grant from the County. However, as is noted above, the Recycling service is provided using an old garbage packer, which is fully
depreciated. If, however, the reasonable cost of about $100,000 were included for a new recycling truck, depreciated over 7 years (about
$14,286 annually) were included in the recovery calculation, this would result in, not a 40% recovery rate, but one of about 34%, which is
still above the benchmark of 25% for this service. Therefore, it can be stated that the cost of the program is not problematic.
Similarly, the waste stream diversion rate of about 23% is lower than could be achieved, but not problematic. The section of a new
contractor for recyclable materials is expected to increase the diversion rate considerably. However, with a greater level of education of
residents and businesses, the project team has found that this percentage can be increased by up to an additional 10%. With even more
intensive efforts such as random analysis of individual accounts’ curbside waste, and notices to residents that recyclable materials were
found in their garbage, this percentage may be increased even further.
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BEST MANAGEMENT PRACTICES ANALYSIS: REDEVELOPMENT
Name of Jurisdiction: Whiting, IN
Name of Department: Community Development
Practice

Commendations

The department demolishes
100% of unsafe and
undesirable properties in the
City.
The department actively
submits grants and awards
funds on a minimum of 50% of
grant applications.
The department completes
projects within one year of
project initiation.

The department is demolishing 100% of the unsafe and
undesirable properties.

The department works with
local businesses, civic and
community groups to establish
redevelopment goals, priorities
and expectations.

The City has hired a grant writer and several
Community Development grants are currently being
pursued.
Refurbishing projects are completed within a year.
Vacant lot projects usually take up to a year and a half
and projects that need to be taken to court
approximately take two years.
The department does meet with local business and
community.

Conclusions
•

N/A

Opportunities
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BEST MANAGEMENT PRACTICES ANALYSIS: SOLID WASTE COLLECTION AND DISPOSAL
Whiting, IN
Streets and Sanitation Department
Practice
95% of collection complaints
resolved within same day

Commendations

Opportunities

The Assistant Director estimates that “over 90%” of
complaints are resolved the same day. Upon receipt of
complaints, either the Director or Asst. Director
personally investigate in the field.

Complaints average fewer than
10 per year per 1,000
households

The number of complaints is not recorded or tracked.

Collection crew members
average approximately 750
stops per day per worker.

The Department has recently decreased the frequency
of curbside collection from twice weekly to 5 times per
3 weeks. With 1,600 accounts, this equates to 8,000
stops per 3 weeks, or 533 stops per day. With 2 crews,
this equates to 267 per crew. Utilizing 3-person crews,
the Department is accomplishing only about 88 stops
per day per crew member, a figure far below the best
practice of at least 1,000 per day.
The Department currently uses 3-person crews for the
collection of curbside solid waste. These crews collect
each day (average of 240 collection days per year), for
a total of 720 crew member days (3*240 = 720),
These crews collected 2,309.78 tons last year. (Note
that there is no distinction between residential and
commercial waste in the Whiting-provided data). This
equates to an average of 3.2 tons per crew member for
both residential and commercial waste, a figure far
below the combined total of 31 tons per day expected.
See above, as there is no distinction between
residential and commercial solid waste in Whiting’s

Crew members collect
minimum of 22 tons per 10
hour day (17.6 per 8 hour day)
per crew member in residential
areas

Crew members collect
minimum of 17 tons per 10
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BEST MANAGEMENT PRACTICES ANALYSIS: SOLID WASTE COLLECTION AND DISPOSAL
Whiting, IN
Streets and Sanitation Department
Practice

Commendations

Opportunities

hour day (13.6 per 8 hour day)
per crew member in
commercial areas

data.

Use of sidearm units to
minimize use of collection
personnel.

The Department does not use sidearm units, but is
obtaining “flippers” which will eliminate the need for
the 55 gallon drums now used for garbage collection.
This will allow the reduction from 3-person crews to
2-person crews.

Frequency of curbside waste
collection has been analyzed
for cost effectiveness.

The Department has recently decreased the curbside
collection frequency from twice weekly to 5 times per
3 weeks.

BEST MANAGEMENT PRACTICES ANALYSIS: SOLID WASTE COLLECTION AND DISPOSAL
Whiting, IN
Streets and Sanitation Department
Conclusions
•
•
•

The productivity of crews in solid waste collection is extremely low. To some degree, this is a result of the use of 3-person crews for
collection efforts, however even with the transition to 2-person crews, which is expected later this year, the productivity levels are poor.
Productivity levels could be enhanced not only through crew size reduction, but also through further reduction in collection frequency
from 5 times per 3 weeks to once weekly.
The Department should begin the documentation of the number of complaints it receives daily, and the frequency with which it responds
to these complaints. This is a measure of program effectiveness, and customer service which should be reported.
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BEST MANAGEMENT PRACTICES ANALYSIS: STREET MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Practice

Commendations

Existence of formal work
planning and scheduling
system.

Time tracking information is
available in sufficient detail to
allow analysis of work
practices.
Potholes are patched within
one workday of receipt of
complaint.

Pothole crews place minimum
of 3 tons of hot mix per 8 hour
day.

There is no work planning and scheduling system in
the Streets and Sanitation Department. However, the
vast majority of the work performed in the Department
is not street-related, but rather the routine,
programmed service of garbage collection and
recycling.
There is no reporting or tracking of effort related to
any activity in the Department.
This is not the case, as the Department reports that
there are few enough potholes that it is not cost
effective to make trips to the asphalt plant each day to
accomplish this level of service. Rather, it waits until
there are sufficient numbers of potholes to fill to make
the trip. This usually results in the acquisition of about
2 tons of hot mix, which is laid in place by 2-person
crews.
Although the 2-person crews place only about 2 tons
of hot mix each day on which potholes are patched, the
delay of filling these potholes simply to accumulate
enough to equate to laying 3 tons per day is not
advised.

Formal pavement management
system in place.
Streets are sealed or overlayed
on a cycle of 5% - 8% of the

Opportunities

There is no formal pavement management system in
place in the City. However, there are only between 12
and 15 linear miles of paved surfaces within a 1 square
mile area.
The City has reportedly re-paved about 10 blocks of
street segments in the past year. The exact linear
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BEST MANAGEMENT PRACTICES ANALYSIS: STREET MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Practice

Commendations

system per year.

Major road repairs and
reconstruction contracted out.

Opportunities

mileage of these segments is unknown. At 5% to 8%
of the system, it is recommended that the City
resurface, or otherwise extend the life of, between
three-quarters of a mile to one mile each year.
There have been relatively few major repairs in the
past several years, however these are reportedly
contracted out to private service providers.

BEST MANAGEMENT PRACTICES ANALYSIS: STREET MAINTENANCE
Whiting, IN
Streets and Sanitation Department
Conclusions
•
•

The street maintenance program in the City is small, and the project team concurs with the method of personnel, equipment and materials
allocation for this limited number of road miles and reported problems.
The City, like many others in the region, has not resurfaced its paved surfaces to the extent that is recommended in order to assure
minimal problems associated with cracking, raveling, and depressions which can be hazards to heavy equipment. Observations indicate,
however, that there are few pieces of heavy equipment traveling on the City’s roadways.
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BEST MANAGEMENT PRACTICES ANALYSIS: TRANSPORTATION AND TRAFFIC MANAGEMENT
Whiting, IN
Engineering Department and Streets and Sanitation Department
Practice

Commendations

The level of staffing for traffic
engineering is comparable to
that suggested by the ITE.

The ITE studies do not appear to apply to
municipalities of 5,000 to 6,000 as is the case in
Whiting, as its standards indicate that there should be
6.7 professional traffic engineering staff per 100,000
population. There are no dedicated traffic engineering
professionals in the City, as all traffic signal
coordination and maintenance is performed by
contractors.

A transportation master plan
has been developed.
The existing levels of service
have been identified for
arterial streets identifying the
performance of the street in
terms of traffic congestion and
travel time delay.
A traffic safety program is in
place to proactively identify
high accident intersections and
develop mitigation measures.
A traffic improvement
program is in place to
proactively design and
implement traffic system
management measures to
reduce traffic congestion and
travel time delay.

Opportunities

There is no transportation master plan in the City.
Traffic congestion is not a major issue in this City of
5,000 residents.

The Police Department’s Traffic Bureau reportedly
began analyzing high accident intersections in early
2005. A location by location plan for mitigation has
been informally drafted and the City reports that it is
currently working on documenting and implementing
the mitigation plan.
Traffic congestion is not a major issue in this City of
5,000 residents.

The numbers and location of accidents, although
retained in the Police Department, are not analyzed by
the Engineering Department to determine if mitigation
measures are warranted.
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BEST MANAGEMENT PRACTICES ANALYSIS: TRANSPORTATION AND TRAFFIC MANAGEMENT
Whiting, IN
Engineering Department and Streets and Sanitation Department
Practice
A computerized traffic signal
system is in place that adjusts
the timing of signals in realtime.
There is a procedure in place
for the periodic inspection of
signs (including night testing
of reflectivity) to ensure their
intended effectiveness.
Efforts are made to ensure that
vegetation on private property
does not impair visibility of
signs for motorists or
pedestrians.
There are procedures in place
for the immediate rectification
of any noted signage problems.
Ensure that 100% of traffic
analyses are accomplished
within established dates
Reported traffic accidents are
less than 40 per 1,000
population
Average number of signs for
which each sign maintenance
crew member is responsible is
less than 10,000
Sign replacements are
performed by 1-person crew.

Commendations

Opportunities
With only 7 signalized intersections and little
commercial and 5,000 residents with little commercial
traffic, this is not an issue to address with the limited
staff in the Engineering Department.
Sign reflectivity is not formally measured, rather signs
are replaced as they display visual wear.

This is accomplished by the Streets and Sanitation
Department through use of the Electrician’s bucket
truck.
Although signs are repaired and installed on Fridays of
each week by the same crews used to collect curbside
garbage, any signage emergencies are handled on an
as-reported basis.
There have been no traffic studies in the memory of
the Engineer.
There were 128 accidents in Whiting in 2004, equating
to about 25 per 1,000 residents.
There are fewer than 10,000 signs in the City, however
the number of full time equivalent personnel dedicated
to their maintenance is not known.
Signs are replaced by 2-person crews.
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BEST MANAGEMENT PRACTICES ANALYSIS: TRANSPORTATION AND TRAFFIC MANAGEMENT
Whiting, IN
Engineering Department and Streets and Sanitation Department
Practice
Center lines are restriped once
per 5 years
Replace all road signs on 10
year cycle
All of the traffic signal lamps
have been converted to LED
(light emitting diodes).
Traffic signal cabinets are
preventively maintained once a
year including performing the
input/output test, cleaning the
cabinet, checking detectors,
testing the conflict monitor,
and a visual inspection.
Traffic signal heads are
preventively maintained once
every twenty-four months
including relamping, cleaning
the lens and reflectors,
checking the head alignment,
and painting the poles, mast
arms, and control cabinets.
The number of staff to
maintain and repair traffic
signals approximates one
technician per 35 to 40
signalized intersections.

Commendations
All street striping is accomplished through a contract
service provider.

Opportunities
The number of linear miles restriped each year is
unknown by the Streets and Sanitation Department,
however management reports that there is “no pattern”
to this re-striping effort.
There are no data to make this determination.
None of the signals have been converted to LED.

The City contracts out all signal maintenance. The
project team is unaware of the level of intensity of the
PM program for signal cabinets and controllers.

The project team did not interview the Electrician in
the City, a position which was discovered late in the
interview process. The position reports to the Mayor,
and not to any specific department. This position is
reportedly responsible for signal maintenance.

The Electrician, who reports to the Mayor, is the only
staff member assigned to this responsibility. There are
only 7 signalized intersections in the City. Therefore,
a meaningful calculation cannot be made for this
metric.
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BEST MANAGEMENT PRACTICES ANALYSIS: TRANSPORTATION AND TRAFFIC MANAGEMENT
Whiting, IN
Engineering Department and Streets and Sanitation Department
Conclusions
•
•

The City’s relatively low volume of traffic and number of signalized intersections combine to indicate there is no pressing need for the
dedication of personnel to the creation of a transportation master plan, sign and signal maintenance, traffic mitigation studies, or any of the
other related traffic-related issues and concerns of municipalities of greater size and volume of commercial traffic.
The single issue which the project team recommends that the City investigate is the conversion of its 7 signalized intersections from
incandescent lamps to LED. Although there are few signals to convert (reportedly only 7), the City may realize proportional savings in
this area through conversion.
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BEST MANAGEMENT PRACTICES ANALYSIS: UTILITIES ADMINISTRATION
Whiting, IN
Water Department and Retention Basin
Practice

Commendations

Customer satisfaction with
water and wastewater services
is routinely monitored, and
satisfaction with those services
is high.
The various utility billing,
business, and process
information systems have been
automated and are well
integrated.
Water and wastewater rates are
competitive with other utilities.

The Water Clerks utilize a DOS-based billing system
which generates bills to customers after meter readings
are input.

Opportunities
There have been no customer satisfaction surveys
conducted by either the Water Department or the
Retention Basin. (It should be noted, however, that raw
sewage is treated not by Whiting, but through contract
with the City if Hammond. The project team is
unaware of any surveys conducted in Whiting in this
regard by the City of Hammond.)
Meter readings are manually accomplished by a part
time Meter Reader. These readings are turned over to
the Water Clerks who then re-transcribe the readings
into the “Keystone” billing system.

Although rate structures vary significantly among local
utilities, Whiting’s $2.44 per 1,000 gallons for the first
50,000 gallons appears to be below others in the area.
It should be noted that the City is considering the
construction of a new Water plant which may alter
rates once constructed. Although it should result in
little change in actual costs, this is an unknown
quantity at this time.

Budgets include ongoing
commitments to expenditures
that will ensure that staff and
facilities consistently can
deliver water and treat
wastewater that meets the
required quality standards and
minimize risk.

There are no budgets developed for the Water
Department or the Retention Basin.
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BEST MANAGEMENT PRACTICES ANALYSIS: UTILITIES ADMINISTRATION
Whiting, IN
Water Department and Retention Basin
Practice

Commendations

Opportunities
There are no management information systems in
place in the Water Department or the Retention Basin.

Management information
systems are in place to assess
and evaluate whether the water
and wastewater utility is being
properly managed and whether
objectives are being met.
These systems will flag issues
that have an impact on the
business and that are required
for reporting on compliance.

BEST MANAGEMENT PRACTICES ANALYSIS: UTILITIES ADMINISTRATION
Whiting, IN
Water Department and Retention Basin
Conclusions
•

The Water Department is accomplishing meter reads through a manual process. This is not only time consuming in itself, as the Meter
Reader must physically walk to each metered residence and commercial location, it requires a duplication of effort on the parts of the
Water Clerks who must re-transcribe the reading into the automated system.

CITY OF WHITING, INDIANA
OPERATIONS AND EFFICIENCY STUDY: FINAL REPORT

FEBRUARY 28, 2006
PAGE 171

INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: GOVERNANCE AND ADMINISTRATION
Practice

Strengths

Opportunities

Agency has, or uses, a method
that utilizes qualifications and
credentials to select the
agency’s chief fire officer

Minimum qualifications for Chief Officer are a high
school education or equivalent plus related experience,
plus special training, plus work experience. Must
possess a valid driver’s license, and the special training
and certifications associated with areas of professional
responsibilities.
The fire chief seems to be given the ability to make
most decisions in the best interest of meeting the
mission of the fire department and best serving the
community. The Fire Chief is also a member of the
IAFF employees union.

Minimum qualifications could be elevated to include a
college degree, years of service, supervisory
experience and evidence of professional development.

The governing body has
policies to preclude individual
participation of governing
board members and staff in
actions involving possible
conflict of interest
There is an established
administrative structure and
environment for achievement
of the agency’s mission,
purposes, goals, strategies and
objectives
Allocation of resources reflects
the agency’s mission, goals,
and objectives
The agency administration
demonstrates compliance with
legal requirements of local,
state and federal governments

The current administrative structure is very limited.
The next rank under the Chief is Captain.

There is often political influence in many of the
department decisions, hiring, command positions and
assignments within the department. Governing board
members not only have direct participation in the
decisions, but can also members of the department and
City Council. Politics are a strong influence on the
department and do create potential conflicts of interest.
Limit the amount of political influence in the
administrative structure of the department and reduce
the potential for conflicts of interest.

Agency allocates resources to ensure 5 firefighters on
Resources are inadequate to handle structure fires and
duty daily throughout the city. Staffing is
meet best practices.
supplemented by an on-call system for call backs.
The agency appears to comply with legal requirements. The collective bargaining agreement recognizes the
AFL-CIO local 969 as the bargaining agent for the
purpose of collective bargaining. This provides the
department with rights and bargaining capabilities.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: GOVERNANCE AND ADMINISTRATION
Practice
Personnel functions, roles, and
responsibilities are defined in
writing, and a current
organization chart exists

Strengths
Agency has current job descriptions for all positions
and personnel.

Opportunities
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: ASSESSMENT AND PLANNING
Practice
Agency has organized the
community into geographic
planning zone(s) for purposes
of analyzing needs for the
provision of services
Data including fore loss, injury
and life loss, property loss, and
other associated losses, are
recorded for a minimum of
three immediately previous
years
Agency has assessed the nature
and magnitude of the hazards
within its jurisdiction
A standard of response
coverage has been established
utilizing the area of
responsibility, demographics,
economic indicators, fire loss
data, water supply and
automatic fire protection
system information
Agency has a published master
of strategic plan in place
Agency has a plan in place to
assure compliance with the
National Incident Management
System (NIMS)

Strengths

Opportunities

Agency has one station.

Agency has Firehouse Records Management electronic
system in place to record all activity.

Lake County Fire Chiefs Association prepared a
county wide risk analysis.

A city wide risk analysis should be conducted with the
fire department and emergency management.

Response coverage appears adequate in most areas of
the City.

A standard of response document should be developed
to determine what level of response is expected from
the fire department. This process should include
demographics, economic indicators, fire loss data,
water supply and fire protection systems.

Agency does not have a strategic plan document in
place
The City of Whiting has a current Disaster Plan, which
is compliant with (NIMS).

A Strategic plan should be developed and based on the
standard of response document.
The Disaster Plan should be expanded to include
automatic aid and coordination with outside
jurisdictions.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: GOALS AND OBJECTIVES
Practice
Agency has written mission
statement, goals and specific
objectives that are consistent
with the legal mission of the
fire service agency and the
community it serves
Agency has management
process identified and used to
implement the goals and
objectives
Agency goals and objectives
are reviewed annually
Agency’s mission statement
defines it’s distinctive nature
to the community

Strengths
Agency does have a written mission statement, related
goals and objectives consistent with their legal mission
and the community.

Agency does have a process in place to implement
goals and objectives
Agency Captains routinely review goals and
objectives.
Agency does have a written mission statement and a
vision statement in place.

Opportunities
Goals and objectives should be reviewed and revised
based on this Industry Practices Analysis.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: FINANCIAL RESOURCES
Practice

Strengths

Opportunities

Financial planning and
resource allocation is based on
agency planning involving
broad staff participation
Governing bodies and
regulatory agencies have given
the agency appropriate
direction in budget and
planning over matters within
their scope of service
Policies, guidelines and
process for developing the
annual budget are defined and
followed
Financial planning addresses
the strategic or master plan
goals and objectives
Capital expenditures reflect
organizational objectives
Periodic financial reports are
reviewed by the agency

Chief Officer meets with officers to develop the
department plan and allocations.

Input from all levels of supervision should be utilized
to help the department determine the agency planning.

Independent financial audits
are conducted and deficiencies
are noted and plans are made
to resolve the deficiencies
All fund raising activities are

Agency was unfamiliar with annual audits.

Independent city wide financial audits should be
conducted for all departments.

Agency is not involved in fund raising activities.

All fund raising activities should be governed by

Governing body provides for monthly review of
budget and budget planning documents.

Mayor provides guidelines for the annual budget
development.
Financial planning is currently under strict control by
the City administration.

Specific guidelines dealing with the delinquent tax
issues should be provided to all departments and a
budget plan should be developed to transition through
this crisis.
City Hall must develop a city wide strategic plan to
handle the current fiscal crisis and provide practical
guidance to the departments.

City has a Capital Improvement Plan in place.
Monthly access to the current budget figures is
available to the Fire Chief.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: FINANCIAL RESOURCES
Practice
governed by agency policy;
comply with GAAP and
financial principles, and are
subject to public disclosure
and periodic independent
financial audits
Programs and activities are
based on current and
anticipated revenues and are
adequate to maintain adopted
levels of service
Organizations permitted to use
agency name and/or reputation
of the agency that are revenue
producing conform with
agency principles of financial
operation

Strengths

Opportunities
agency policy, comply with GAAP and financial
principles, and be subject to public disclosure and
periodic independent audits.

Agency programs and activities are based on available
funds and resources.

Agency does not participate in any fund raising
activities.

Establish policies and procedures to manage all fund
raising activities where department personnel or
reputation are used.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: PROGRAMS
Practice
Agency has an adequate,
effective fire suppression
program, designed to and/or
extinguish fires for the purpose
of protecting people from
injury, death, or property
Based on the agency’s
standard of response coverage
and emergency deployment
objectives, the agency meets
its response time, pumping
capacity; and apparatus and
equipment deployment
objectives
Agency has adequate staffing
to meet is objectives
Agency has appropriate and
adequate fire apparatus and
equipment
Agency has current standard
operating policy and procedure
manual/general operating
guidelines manual which meets
the needs of the agency and is
available and utilized by all
personnel
Agency has an adequate,

Strengths

Opportunities

Agency provides for rapid response to and performs
aggressive fire suppression and protection of people
from injury, death and property.

Emergency deployment seems to meet the agencies
objectives.

A standard of coverage and emergency deployment
objectives should be developed. They should include
response time, pumping capacity, and apparatus and
equipment deployment objectives.

Minimum staffing of 5 firefighters on duty does not
meet national standards. The agency is staffed with 19
sworn personnel, and provides EMS service for the
community.
Agency has appropriate fire apparatus and equipment
in place to handle residential structure fires..

Agency is not adequately staffed to perform
Firefighting duties safely. Automatic aid and
consolidation feasibility should be considered

Agency has current standard operating policies in
place.

Agency provides tours, demonstrations, poster and

Agency should pursue automatic aid or consolidation.
Current staffing and equipment will be inadequate for
any major fire.
Agency needs to review and update, train all personnel
on the updated policies and manage utilization of the
policies throughout the organization, on an annual
basis.

Minimal resources are available for fire prevention
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: PROGRAMS
Practice
effective, and efficient
program directed toward fire
prevention, life safety, risk
reduction of hazards, the
detection, reporting, and
control of fires and other
emergencies
Agency provides for the safety
and exiting of occupants
Agency uses an information
system to record activities and
transactions, and to determine
the effectiveness of the fire
prevention program and its
efforts in risk reduction
Agency has a public education
program directed toward the
agencies mission
Agency has an adequate,
effective and efficient program
directed toward identification
of causes and origin of fire,
explosions, and other
emergency situations that
endanger life or property
Agency has adequate,
effective, and efficient
programs established to rescue
trapped or endangered persons

Strengths

Opportunities

essay contests and is attempting to acquire a survive
alive house through a grant process.

activities.

The Survive Alive House would provide the tools
necessary to teach the safety and exiting education for
children.
Currently not being utilized.

Continue to pursue the procurement of the Survive
Alive House through the grant process.

Agency has a public education program in place.
Agency Chief provides the cause and origin
investigations.

Agency is trained, equipped and prepared to provide
the following services either internally or externally:

Agency needs to utilize their fire records management
system to record fire prevention activities.

Public education could be expanded to cover a larger
cross section of the citizens served, although there are
limited human resources available.
Agency should pursue the formation of a regional fire
investigative task force for the investigation of cause
and origin throughout the region.

Expand mutual aid and auto aid agreements and
utilization to assist with resource allocation during
technical rescue and hazardous material incidents.
These types of rescue should be provided on a regional
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: PROGRAMS
Practice
from an cause, including:
• Structural collapse
• Vehicle accidents
• Fast water or dive rescue
• Trench rescue
• Fires
Agency has a hazardous
material program designed to
protect the community from
the hazards associated with
fires and uncontrolled release
of hazardous and toxic
materials
Agency has an EMS program
providing the community with
a designated level of out-ofhospital emergency medical
care
Agency performs quality
assurance of patient care
records by independent review
Community has a written
disaster plan that defines the
roles and responsibilities of all
participating departments or
agencies
Agency is involved in
operationally testing and
evaluating the disaster plan on

Strengths

Opportunities
cooperative basis.

External - limited
Internal
External
External
Internal
Agency provides a Level A team that is trained and
equipped. This team is augmented by a Lake County
Haz-Mat team and BP.

Agency provides city wide EMT-IV EMS coverage.
Patient care records are maintained and protected from
public access per local, state and federal laws.

Expanded utilization of auto-aid for hazardous material
incidents.

Potential for coordinated automatic aid with other
regional departments for closest due ambulance
regardless of jurisdiction.

Internal and external quality assurances of patient
records are completed.
City has an emergency disaster plan in place. This plan
was revised in July of 2005 and is NIMS compliant.

Regional coordination of disaster response should be
put in place.

Agency has been involved in the limited testing and
evaluating of the disaster plan.

At a minimum annual disaster drills and testing of the
emergency disaster plan need to take place.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: PROGRAMS
Practice
an annual basis
Agency has current standard
operating guidelines in place to
direct weapons of mass
destruction and terrorism
operational activities
Agency has an adequate,
effective and efficient program
directed toward an aviation
accident occurring at, or in the
immediate area
Agency has an adequate,
effective and efficient program
directed toward a marine or
shipboard fire or incident
occurring at, or in the
immediate area

Strengths

Opportunities

City disaster plan is utilized for the purpose of
response to weapons of mass destruction and terrorism
activities.

Training and regular exercising of the plan need to
take place.

Agency does not have a program directed toward
aviation accidents and does not have an airport facility
in their jurisdiction.

Agency should utilize mutual aid with Gary Fire
Department for airline related incidents.

Agency does not have a water rescue operation in
place directed toward marine or shipboard incidents.

Automatic aid should be utilized for all water rescue
activities.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: PHYSICAL RESOURCES
Practice
Agency has fixed facilities
which are designed,
maintained, managed and
adequate to meet the agency’s
goals and objectives
Physical facilities are properly
distributed in accordance with
stated service level objectives
and standards of coverage
Physical facilities comply with
federal, state and local
regulations
Apparatus are designed and
purchased to be adequate to
meet the agency’s goals and
objectives
Apparatus are inspected,
tested, maintained to meet the
needs for service and
reliability of emergency
response
Equipment resources are
adequate and designed and
maintained to meet the
agencies goals and objectives
Agency safety equipment is
adequate and designed to meet
the goals and objectives

Strengths

Opportunities

Agency has 1 station centrally located in the City.

Agency has 1 station centrally located in the City.

Standards of Coverage should be developed based on a
response time analysis.

Physical facilities comply with federal, state and local
regulations.
Apparatus have been designed and purchased to meet
the agency’s goals, and objectives.

Agency utilizes the City mechanic when possible and
private services as necessary.

Agency has adequate and maintained, although limited
equipment on the apparatus, which meet the needs of
the department.
Agency has adequate safety equipment.

Regionalization and or expanded auto-aid and mutual
aid agreements, may change the equipment needs of
the department. A quint unit and ambulance may make
more sense based on the current staffing levels.
Mechanics should be emergency vehicle technician
certified to perform work on emergency vehicles.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: PHYSICAL RESOURCES
Practice
Agency has a systematic and
planned approach to the future
development of facilities

Strengths
Agency does not have a formal plan in place for
replacement of the station.

Opportunities
A station replacement plan should be developed.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: HUMAN RESOURCES
Practice
General personnel
administration practices are
consistent with local, state and
federal statutory and regulatory
requirements
Agency recruitment, selection,
retention and promotion
complies with local, state and
federal equal opportunity and
discrimination statutes
Agency personnel who are
appointed or promoted meet
stated qualifications for the
position
Agency has written personnel
policies and procedures
guiding both administration
and personnel behavior
Agency has current job
descriptions for all positions
Agency rate of pay,
compensation and benefits are
published, clearly defined and
distributed to all members
Agency has an occupational
health and safety program and
training in place designed to
instruct the workforce in
general safe work practices

Strengths

Opportunities

City clerks office is responsible for administration
practices.

Agency recruitment, selection, retention and
promotion practices are in compliance with city
ordinance, Indiana state law and civil service
regulations.
Promoted personnel are required to meet stated
qualifications for the position.
Written guidelines in accordance with Indiana civil
service laws are in place.
Agency has current job descriptions for all department
positions.
Written compensation and benefits are in place and
provided to all members.
City has a health and safety committee in place and the
Fire Chief is head of the committee.

All officer positions are exempt. Requirements for all
promotions are minimal and tied mainly to years of
service. Educational and performance standards should
be utilized as a basis for promotion.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: TRAINING AND COMPETENCY
Practice
Agency has a process in place
to identify training needs,
which identifies tasks,
activities, knowledge, skills,
and abilities required to deal
with anticipated emergency
conditions
Agency provides for
evaluation of individual,
company, or crew performance
through the use of performance
based measurements
Agency maintains training
facilities and apparatus to
support the training needs of
the department
Training materials are
evaluated on a continuing
basis, and reflect current
practices

Strengths
Agency has a written training plan and schedule in
place.

Opportunities
The training plan should include evaluation process
and regular plan evaluation and revisions.

Training and evaluation is based on drills and actual
incidents. Performance based standards and testing are
in place and personnel are evaluated on their
performance, on a regular basis.
Agency has adequate training facilities in place and
also utilizes external facilities.

Departments should develop a regional fire training
center that could be utilized by Gary, East Chicago,
Hammond, Whiting and Hobart.

Training materials are evaluated on a regular basis.

Instructional materials need to be reviewed to
determine if they meet current standards and should
support the training program and the needs of the
department.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: ESSENTIAL RESOURCES
Practice

Strengths

Opportunities

Agency has reliable and
capable distribution of
adequate volumes of water and
pressures to all areas of agency
responsibility
Agency has plans for alternate
sources of water supply for
those areas without hydrants
and where flow is insufficient
Agency has a system which
ensures communications with
portable, mobile and fixed
communications in the field
Dispatch operations are
adequate to handle the
anticipated call volume
Standard operating procedures
and methods are in place for
all types of dispatching
services provided by the
communications center
Communications personnel are
trained and utilize Emergency
Medical Dispatch

Most areas of the city have adequate water supply and
hydrant placement. Some areas have old 6-8” mains.
The BP Plant has its own water system. Agency
personnel test and flush all hydrants.

Placement of hydrants should meet NFPA standards. A
plan should be put in place to replace broken and older
mains with larger mains.

Agency drafts if needed and utilizes 5” supply line.

Agency has a VHF radio system in place with mobile
and portable radios on all apparatus.

Radio system should provide regional interoperability
for all area fire departments.

Dispatch is handled by the city police department
dispatch center.

Regionalization
evaluated.

Agency is not aware of dispatch policies and
procedures.

Agency should assist the dispatch center with the
formation of fire/EMS related communication policies
and procedures.

Dispatch center personnel are not trained or utilizing
Emergency Medical Dispatch.

Police dispatch personnel need to be trained and
certified in emergency medical dispatch and utilize this
system on a daily basis per State law.

of

dispatch

centers

should

be
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING, IN
FIRE/EMS DEPARTMENT
FUNCTION: EXTERNAL SYSTEM RELATIONS
Practice
Agency strategic plan
encompasses those external
agency operational systems
that impact, or may impact, the
agency’s mission, operations,
or cost effectiveness
Agency has well developed
and functioning external
agency agreements, which are
managed, reviewed and
revised

Strengths

Opportunities

Agency does not have a strategic plan in place.

A strategic plan needs to be developed utilizing the
recommendations from this report. This plan should
also include strategies for the increased utilization of
regional services.

Agency has a signed mutual aid agreement with all
other fire departments in Lake County.

Increased utilization of mutual aid and implementation
of automatic aid need to take place to reduce the
current resource burden on any one community. The
Illinois system of Mutual Aid Box Alarm System
(MABAS) should be put in place and closet engine
response should be utilized throughout the region or
county.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: ARMORY
Practice
Agency has, or uses, a firing
range that meets State and
local standards for safety and
environmental protection.
Agency has formal policy on
personal-use firearms,
including list of acceptable
equipment, and qualification
requirements
All personnel carrying firearms
receive regular certification in
all firearms that the respective
personnel is authorized to use,
including personal-use
equipment
All weaponry, including
personal-use equipment, is
subjected to at least annual
inspection and certification for
use by the agency’s armorer
Agency has, or uses, a firing
range that provides capability
for training in complete array
of firearms and explosive
devices used by the agency,
including all personal use
firearms

Strengths

Opportunities

Whiting P.D. uses FOP Range at the Whiting Boat
Club. Meets State and local standards.
Whiting P.D. has formal policy on personal use of
firearms, mandatory on duty and off duty
qualifications.
Mandatory qualifications 2 times per year.

Mandatory qualifications could occur three times per
year.

Range officers do inspections of firearms at
qualifications.

Range provides capability for training in complete
array of firearms.

Continue to develop special Response Entry Team.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: ARMORY
Practice
Agency maintains all weapons
training and certifications in an
agency file as well as the
individual personnel files of
each individual certified to use
weapons

Strengths
Whiting P.D. maintains all weapons training records
and certifications on file.

Opportunities
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: COMMUNICATIONS
Practice
Agency assigns
communications staff
consistent with shift and call
workloads, using appropriate
queuing analysis
Sworn personnel are not used
for call taking and dispatch,
except in the case of light duty
personnel
Communications equipment is
maintained regularly
Communications are integrated
with neighboring jurisdictions
to minimize cost, expand
coverage, and develop
consistent protocols in the case
of multiple-agency responses
Calls for service are time
stamped for call receipt, call
dispatch, first officer on scene,
back-up officer on scene, and
clearance
Agency regularly monitors call
for service data with patrol
reports to validate time in
service

Strengths

Opportunities

Whiting P.D dispatches for police, fire and EMS.

Sworn personnel are not used for call taking and
dispatch.
Communications equipment is old and outdated.
Replacement could be considered.
Regionalization of Lake County dispatch centers
should be evaluated.

Police track collects data.

Dispatch regularly monitors call for service data.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: COMMUNICATIONS
Practice
Agency has specific dispatch
priority policy and regularly
monitors performance to
assure adherence
Agency regularly trains
communications personnel in
customer service, familiarity
with response policies, and
critical call knowledge
Personnel are equipped with
appropriate field
communications equipment
with capability to
communicate with other public
safety agencies

Strengths
Emergency dispatcher protocols are in place.

Opportunities
Consolidation of dispatch could be considered with
other Lake County police agencies.

All dispatchers including part time are given training
in customer service.

Interoperability coordination could be developed
between Lake County cities.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: COMMUNITY INVOLVEMENT
Practice
Agency has formal agreement
with neighboring jurisdictions
for mutual aid and/or first
responder, including border
street agreements for response
to border street incidents
Agency has formal program
for community outreach,
including such activities as
formal Community Policing
Programs, community watch
programs, or other information
distribution and gathering
Agency has formal means for
providing information to the
citizens, such as newsletters,
web sites, etc.
Agency uses a citizens’
advisory group
Agency has regular program of
interaction with local schools
Agency provides access to
crime data to neighborhood
groups, either through
newsletters or web access

Strengths

Opportunities
Written mutual aid agreements could be formalized in
Lake County.

Neighborhood Crime Watch encourages citizen
participation in reducing crime. During 2004, the
Whiting PD assigned these duties to a Sergeant.

Coordination of Lake County agencies could ensure
more community watch programs.

City of Whiting website provides a link to the police
department.

D.A.R.E. program interacts with local schools.
Whiting P.D. currently utilizes Lake County Sheriff’s
Department for D.A.R.E. officer.
Year-end statistics are available to citizen groups.

Establish a yearly Citizen Police Academy and Citizen
Advisory Group.
Designate Whiting P.D. officer as school resource
officer.
Provide crime analysis information to neighborhood
groups or make information available through city web
site.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: COMMUNITY INVOLVEMENT
Practice
Agency has formal policies
and procedures relating to
media relations, including
personnel designated to
provide media information

Strengths
Whiting P.D. has a public Information Officer.

Opportunities
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: COURT LIAISON
Practice
Agency has a formal court
liaison person or office to
interface with courts for
scheduling of personnel and
evidence
Court appearances are
regularly monitored and
officers provided
training/feedback on case
preparation, court attire, and
testimony
Court liaison assists in
preparation of case file with
evidence items, forensic
analysis, etc. to prepare
officers.
Court liaison works with
courts to minimize officer
overtime

Strengths
Court officer is paid for by the Whiting City Court.

Opportunities
Utilize civilian to be formal Court Liaison person.

Supervisors could contact Courts for feedback on case
preparation and testimony of officers. Judge and
prosecutors could provide feedback.

Detectives assist in preparation of case files.

Additional training in the filing of cases could be
provided to patrol officers.

City court could work with Whiting P.D. to minimize
officer overtime.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: CRIMINAL INVESTIGATION
Practice
Agency has formal system,
policies, and procedures, for
criminal investigations
Agency has formal standards
for timeliness of beginning
criminal investigations,
including an on-call system
Investigators receive
appropriate training prior to
beginning assignment
Agency has a formal case
management and screening
system
Agency has a formal system
for case closure, including
administrative closure or
closure by means other than
arrest and conviction
Agency regularly monitors
assigned case load, active case
load, and closure performance
Agency has formal program
for forensic investigation,
including lab services that are
regularly monitored for
performance, protocols for
using external investigative
personnel or resources

Strengths

Opportunities
Develop policies and procedures for criminal
investigations.

Investigations begins their follow-up as soon as case is
received, on-call system is in place.
Investigators attend special schools prior to beginning
assignment.

Extend investigative training to specific patrol officers.
Assign patrol officers to investigations on temporary
basis.

Whiting P.D. has a formal case management and
screening system.
Formal system for case closure could be developed.
Policy should be provided to all members of the
department.
Detective supervisor monitors case load assigned.
Whiting P.D. utilizes Lake County and Indiana state
crime laboratories.

Closure performance could be better monitored by
supervisors. Division statistics could be provided to the
chief on a monthly basis.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: CRIMINAL INVESTIGATION
Practice
Agency uses civilian personnel
to the maximum level possible
for crime scene evidence
collection, forensic review,
evidence management, etc.
Agency uses civilian personnel
for incident response where
immediate sworn officer
response is not warranted, such
as cold calls, complaints where
suspected personnel are not
present, etc.
Investigative managers
routinely review patrol
incident reports daily

Strengths
Detectives act as crime scene investigators.

Opportunities
Whiting P.D. could utilize civilian personnel for crime
scene evidence collection.

Whiting P.D. could utilize volunteers or civilian
personnel to be more effective and efficient in
contacting victims of crime. Civilians could handle
traffic accidents and parking violations.

Investigative managers routinely review patrol incident
reports daily.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: DETENTION
Practice
Agency has a detention facility
or contracts for the short-term
detention of persons taken into
custody
If Agency contracts for
detention services, the contract
provides for proper booking,
records management,
treatment, medical care, and
service costs and all invoices
for services are reviewed for
accuracy
Agency has procedure in place
for transport of detainees
without significantly reducing
patrol deployment
Detention facility in use meets
standards for ACA
accreditation or has
satisfactory annual state
compliance review
Detention facility in use has
state-of-the art procedures in
place to provide appropriate
medical and mental health care
with appropriate cost
management protocols, such as
insurance recovery, drug
formularies, etc.

Strengths

Opportunities

Whiting P.D. has a temporary detention facility.
Whiting P.D. normally holds detainees for no longer
than 48 hours.
Whiting P.D. could contract for detention services
utilizing correction officers.

Detectives assist patrol in transportation of detainees.

Utilize security guards, correction officers, or Court
marshals to transport detainees.
Redesign detention facility with digital recording
cameras and assigned individuals to monitor detainees.

Develop better protocols for mental health care and
provide additional training in this area for all patrol
officers.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: EQUIPMENT MAINTENANCE
Practice

Strengths

Agency maintains complete
Whiting P.D. has a paper system to record equipment
equipment inventory, including inventory.
regular review of condition
Whiting P.D. repairs equipment on an as-needed basis.
Agency has established
program for regular
replacement of equipment,
including use of a replacement
fund

Opportunities
An electronic system could be procured and put in
place to eliminate inefficient utilization of paper
reporting.
Develop replacement fund for equipment.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: EQUIPMENT MAINTENANCE
Practice

Strengths

Agency has formal policy and
procedure for release or
disposal of evidence and
follows that policy.

Whiting P.D. follows policy and procedures for release
and disposal of evidence.

Opportunities
Expedite release and destruction of evidence after
annual audit.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: EVIDENCE AND PROPERTY
Practice

Strengths

Agency has a formal system
for collection and management
of evidence, including specific
chain-of-custody procedures
Agency maintains electronic
inventory of all evidence and
property and conducts at least
annual physical inventory.
Agency conducts monthly
audits of controlled substances
and money
Agency has formal process for
limiting access to evidence and
property, including access logs
Evidence and property are
maintained in a facility
designed for controlled access,
and appropriate fire and water
damage control.
Agency conducts random
audits of evidence and
property control.

Whiting P.D. does have a formal system for collection
and management of evidence.

Opportunities
Utilize civilians for CSI work and property room
assignments.
Whiting P.D. could utilize software that maintains
electronic inventory of all evidence and property. Bar
code system could be purchased.
Implement monthly audits of controlled substances and
money.

Whiting P.D. does have formal process for limiting
access to evidence and property.

Reinforce access policy and log.

Facility includes sprinkler, alarm and video recording
systems.

Implement digital video recording system.

Implement random audit of evidence and property
control with finance or clerk’s office.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: FINANCE
Practice
Agency has full cost recovery
for special event assignments,
including personnel costs,
fringe benefits, rates for
equipment, insurance, and cost
of administration
Agency has formal ordinance
regarding false alarm response
and full cost recovery therefore
Agency has cost policy, and
collects all fees for, special
services, including incident
reports, traffic violation
reports, accident reports, and
the like
Agency regular monitors is
budget and financial
performance
Agency has formal policy
regarding use of overtime and
routinely reviews its overtime
expenditures for policy
compliance
Agency has a set of financial
controls in place that meet the
standards of GASB and COSO

Strengths

Opportunities
Clear budget information and financial guidelines need
to be provided by the City so that the police
department can determine how to manage their
operations within the current budget restrictions. The
cost of administering special event assignments could
also be tracked by the police departments.
False Alarm ordinance could be developed.

Costs vary by report.

Report costs could be reevaluated. Public education is
inadequate and more resources need to be provided in
this area so citizens understand the cost of public
safety.

Budget and financial performance is regularly
monitored by the Chief.

Input from all levels of supervisors should be utilized
to help the department determine the agency’s
planning process.
Minimum staffing requirements should be reviewed by
the police department to determine the cost/benefit of
overtime utilization as compared to hiring additional
police officers.

Financial planning is currently under strict control by
the City Administration.

Realistic and accurate financial reports have to be
provided on a monthly basis to allow for the proper
management of the department.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: FINANCE
Practice
All billings, particularly for
detention services are reviewed
for accuracy and sufficiency
prior to authorization for
payment
All narcotics cases are
reviewed within one week to
determine the potential for
asset forfeiture

Strengths

Opportunities

All billings are reviewed for accuracy and sufficiency
prior to authorization.

An electronic bill paying system could be provided and
put in place to eliminate inefficient utilization of paper
reporting.

All narcotics cases are reviewed within one week. The
potential for asset forfeiture is sometimes considered,
mainly by HIDTA.

All agencies could request DEA or HIDTA assistance
in asset forfeiture.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: FLEET
Practice
Agency regularly reviews fleet
needs and maintains long-term
(3-5 year) fleet management
plan
Agency has formal fleet
replacement plan that
incorporates life-cycle costing,
annual maintenance costing,
vehicle condition, and
specialized use/need, and
adheres to plan. Plan
differentiates between patrol
vehicles, investigative
vehicles, and administrative
use vehicles.
Agency has formal program of
fleet utilization review to
achieve even use distribution.
Agency uses fleet replacement
fund approach to vehicle
acquisition.
Agency has program for
preventive maintenance
Agency has program to assure
proper care of equipment,
including preventive body care
and basic operating needs
Agency has accident review
board

Strengths

Opportunities
Fleet maintenance plan could be developed and
formalized.

Capital expenditures are accepted by the City on an asneeded basis. The City of Whiting already has a
capital improvement plan.

Whiting P.D. does have a formal program of fleet
utilization review to achieve even use distribution.

Whiting P.D. could implement a system of take home
vehicles.
A long term strategic plan and fleet replacement fund
could be developed to handle future vehicle
replacements and needs.

Preventative maintenance program is in place.
Officers report vehicle problems as they arise.

Whiting P.D. has an Accident Review Board in place.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: FLEET
Practice
Personnel receive annual
training in proper use of
vehicles
Agency has, and adheres to,
policy and procedures for
preventive maintenance,
assuring that most vehicles
receive proper P.M. within
manufacturer’s
recommendation
Maintenance facility is
designated as manufacturer
warranty repair agency or has
warranty repair agreement with
local dealership

Strengths

Opportunities
Annual training in proper use of vehicles, pursuit
policy update, and refresher training with IVOC could
be provided.

Preventative maintenance occurs every 3000 miles for
vehicles.

Whiting P.D. has repair agreement with a local
dealership.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: HUMAN RESOURCES
Practice

Strengths

Agency requires applicants to
have a minimum of two years
of college.

A police recruitment team should be established.
Agency recruitment, selection and retention should be
evaluated by the recruitment team.
Outreach to local universities and incentives for hiring
college educated officers could be considered. A
college tuition reimbursement program could be
established and an incentive program for college
graduates could be designed.
A police recruitment team could be established.
Agency recruitment, selection and retention could be
evaluated by the recruitment team.

Agency maintains a full-time
recruiting staff.
Agency uses validated,
objective selection and
promotion processes that is
designed to measure traits and
characteristics of significant
job components and meets and
objective job performance for
promotion.
Each officer has a career
development program that is
routinely monitored and
updated; the program includes
specific training requirements
and schedules for such training

Opportunities

Promoted personnel are required to meet stated
qualifications for the position.

Job descriptions should be reviewed on an annual basis
and modified to reflect current operations.

Career development programs could be developed and
formalized.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: HUMAN RESOURCES
Practice
All personnel receive objective
performance evaluations from
supervisory panels at least
every six months
Performance evaluations for
supervisory personnel and
above include evaluations from
subordinate personnel
Agency has objective system
of performance recognition
and reward
Agency has formal physical
conditioning program and/or
requires personnel to achieve
regular physical agility tests
based on work assignment and
age

Strengths

Opportunities
Implement supervisory logs and objective performance
evaluations.
Implement department survey concerning strengths
and weaknesses of supervisors. Whiting P.D. could
have subordinates evaluate supervisors.

Whiting P.D. has a system of performance recognition
and rewards.

Formalize award procedures and ceremonies. Form
awards committee.
Physical fitness and wellness program could be
developed and possible incentives offered.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: INFORMATION TECHNOLOGY
Practice
Agency has up-to-date system
of data capture and reporting
for all activities
Agency uses automated
fingerprint identification,
including digital fingerprinting
and full-hand printing and
fingerprint identification
Agency uses geographic
information system for capture
and reporting of calls-forservice and incidents
Agency uses state-of-the art
data entry techniques, such as
voice identification or other
transcription services
Personnel have appropriate
access to the systems to
generate unique enquiries
Information technology
hardware and software is
secured against unauthorized
use and/or physical hazards
Vehicles are fully equipped
with heavy-duty laptop units,
using secure cellular or
satellite communications

Strengths

Opportunities

Whiting P.D. could pursue a fingerprint identification
system, including digital fingerprinting through a
HIDTA or Criminal Justice Institute grant.
Whiting P.D. could assist the City of Whiting in
developing a GIS information system, including
mapping.
Whiting P.D. uses manual data entry and transcription
services.

Purchase state-of-the-art data entry techniques.

All personnel have appropriate access to generate
unique inquiries.
Hardware and software is secured against unauthorized
use.
Vehicles will be fully equipped with heavy-duty laptop
units.

Patrol vehicles are scheduled to have laptops installed.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: INFORMATION TECHNOLOGY
Practice
Personnel are able to use
mobile electronic
communications for most field
enquiries, including record and
vehicle look-ups.
Information technology
equipment and software is
maintained by personnel with
appropriate educational and
technical certifications
Agency uses digital imaging of
papers, reports, photographs,
and other information not
captured through the records
management system; all
imaged files are electronically
indexed to the appropriate case
files

Strengths
Personnel will be able to use mobile electronic
communications for most field inquiries.

Opportunities
Laptops in every patrol vehicle could ensure electronic
field inquiries.

Information technology is maintained by department
specialists.

Whiting P.D. does not use digital imaging of papers,
reports, and photographs. Hard copies of reports are
filed in records.

Purchase digital equipment to save time and space.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: INTERNAL AFFAIRS
Practice
Agency has objective format
for receiving and investigating
citizen complaints
Agency has a written policy
regarding disciplinary actions,
including a degree-ofdiscipline statement
Agency uses an “early-warning
system” to identify officers
“at-risk”
Internal affairs officers have
specific training in internal
affairs investigation and
reporting
Agency uses an external
review body
Agency uses progressive
discipline
Agency has a formal system
for risk management
Agency has formal program
for investigation of all
incidents involving the use of
deadly force.

Strengths
Whiting P.D. has objective format for receiving and
investigating citizen complaints.

Opportunities
Written correspondence should notify complainant of
outcome without sharing personnel information.

Written policy regarding disciplinary actions is
contained in Board of Public Works handbook.
Early warning system could be implemented with
appropriate software.
Some department members have attended internal
affairs investigation training.
Whiting P.D. uses an external review body; Board of
Public Works.
Progressive discipline is utilized by department and the
Chief of Police.
City insurer conducts risk management.
Deadly force cases are investigated by another agency
usually Lake County Sheriff’s Department or Indiana
State Police.

Internal affairs training should be attended by a
Captain or high ranking supervisor in each division.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: ORGANIZATION AND COMMAND
Practice
Agency has formal system of
communication with all
personnel
Agency regularly uses system
for advising personnel of key
issues, including regular crime
analysis
Agency uses a management
system that affords personnel
at all levels the opportunity to
participate in agency planning
Supervisors and managers
receive appropriate, formal
training prior to promotion to
positions or immediately upon
promotion
Agency regularly evaluates
itself to identify and
implement improved
organizational and business
practice opportunities, and the
evaluation includes personnel
throughout the organization
Agency maintains a complete
table of organization and
staffing, and updates the table
immediately upon any changes

Strengths
Daily blotter and bulletin board are main source of
information. Changes in policy and procedures
requires signature of the recipient.

Opportunities
E-mail system could be established for notification of
all personnel.
Crime analysis could be done by civilians or
volunteers. Electronic bulletin board could be
developed.

Chief has an open door policy, attends roll calls and
division meetings.
Supervisors receive formal training upon promotion.

Input from all levels of the department should be
utilized to help the department determine the agency’s
annual strategic plan. Chief could do additional ride-alongs with patrol officers.
Instructional material need to be reviewed to determine
of they meet current standards and needs of the
department.
Department could assign one supervisor to monitor
best practices. IACP and other Law Enforcement
agencies provide resources on this subject.

Organization chart is utilized.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: ORGANIZATION AND COMMAND
Practice
Organization is designed to
achieve appropriate levels of
supervision, to assign authority
commensurate with duties and
responsibilities, and to
maximize communication.
Rank structure includes
commensurate civilian
responsibilities
Agency regularly conducts
inspections of personnel and
equipment to identify and
correct deficiencies

Strengths

Opportunities

Supervisors have commensurate duties and
responsibilities.

Regular inspection of equipment and personnel could
be implemented at roll calls.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: PATROL
Practice
Patrol staffing and deployment
is based on standard of on-call
for 33-50% of time
Regular patrol are
supplemented by special units,
such as foot patrol, bicycle
patrol, dog units, etc.
Agency regularly monitors
daily activity to determine
need for, and assignment of,
special tactical patrols
Agency uses supplemental
work assignments for special
activities, such as parades,
community and sports events,
funeral escort, etc.
Agency has a formal policy on
off-duty assignments,
including the types of
assignments that can be
accepted, the amount of time
for such assignments, the
timing of special assignments
(including prohibition against
special assignments on duty
days).

Strengths
Whiting P.D. has staffing and deployment plan.

Opportunities
Reevaluate deployment strategy based on geographic
area and calls for service.

Whiting P.D. supplements regular patrol with special
units.
Supervisors regularly monitor daily activity.

Supplemental work assignments are used for special
activities.

Off-duty and overtime policy could be developed
limiting number of hours worked during any month to
prevent fatigue.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: PATROL
Practice

Strengths

Field supervisors do not
respond as first responder to
more than 2% of calls for
service
Agency maintains a field
supervisory ratio of no less
than one field supervisor to
five officers and no greater
than one field supervisor to ten
officers
Incident reports are entered
into an automated information
system available to all
personnel within 24 hours
Patrol supervisory and
management personnel
regularly review and approve
all incident reports

Field supervisors do respond as a first responder to
more than 2% of calls for service to assist patrol in call
load.
Whiting P.D. maintains proper supervisory ratio.

Incident reports are entered into an automated
information system within 24 hours.
All incident reports are reviewed and approved by
patrol supervisors.

Opportunities
Reevaluate staffing plan.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: PLANNING, POLICIES, AND PROCEDURES
Practice

Strengths

Opportunities

Agency has a formal strategic
plan for service improvement,
including a statement of vision,
mission, goals, and measurable
performance objectives, with
an action plan to achieve the
strategic plan, including annual
updates
Agency has a formal system of
written policies and
procedures, commensurate
with requirements of CALEA,
including regular checks of
personnel familiarity
Agency designates specific
personnel to be responsible for
planning and policies and
procedures
Agency regularly reviews
work reports to identify and
respond to tactical issues or
situations
Agency tracks crime and callfor-service activity by
geography and time and
routinely updates information
in an electronic system

Whiting P.D. has written mission statement, goals and
objectives consistent with their legal mission and the
community.

Strategic plan could be developed with input from
staff. Goals and objectives should be reviewed and
reestablished based on their Industry Practices
Analysis.

Whiting P.D. has a formal system of written policies
and procedures.

Revise formal system of written policies and
procedures. Roll calls could be used for regular checks
of personnel familiarity. CD’s should be distributed to
all personnel containing updated policies and
procedures manual.

Specific personnel are responsible for planning
policies and procedures.
Whiting P.D. regularly reviews work reports to
identify and respond to tactical issues.
Lack of financial resources has stymied the process of
implementing the Agency’s crime analysis program.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: PLANNING, POLICIES, AND PROCEDURES
Practice
Agency planning, policies, and
procedures are available to all
personnel through electronic
means
Agency has a formal program
of organizational performance
evaluation, including
appropriate performance
measures, capture of
performance data, and
reporting of overall agency
performance
Agency has designated
responsibility for review of all
incident reports and
appropriate coding and data
capture for accurate state and
federal reporting

Strengths
Whiting P.D. policies and procedures are available to
all personnel by paper system.

Opportunities
Policy and procedures should be placed on CD’s and
distributed to all personnel.
Organizational performance should be tied to budget
document.

UCR data is reported to State and Federal agencies.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: RECORDS MANAGEMENT
Practice
Records responsibilities are
appropriately segmented, with
employee cross-training
Records are maintained in a
state-of-the-art records
management system, including
indexing of all digital records
supplementing standard data
entry

Strengths

Opportunities

Employee cross training exists in records.
Records are maintained in records management
system. Hard copies of reports are filed in records.

Index of all digital records could be instituted.
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INDUSTRY PRACTICES ANALYSIS: CITY OF WHITING
POLICE DEPARTMENT
FUNCTION: TRAINING
Practice
Agency uses a formally
accredited training academy
for entry and on-going training
Agency maintains accurate
training records for all
personnel, regularly monitors
training records, and assures
that all personnel meet State
training requirements
Agency uses an FTO program
for new personnel
Agency regularly evaluates
department issues and
performance to identify
training needs and either
develops or secures
appropriate training
Agency uses program of
remedial training for individual
performance issues
Personnel at all levels
regularly have the opportunity
to attend external training and
development programs, such
as the Traffic Institute, FBI
Academy, Command College,
etc.

Strengths

Opportunities

All sworn attend State Certified Academy Indiana
State In-service requirements are being met.
Whiting P.D. monitors Indiana Training requirements.
Training records are maintained for all personnel.

Electronic training management system should be
procured and put in place to eliminate paper reporting.

FTO program is used for new personnel.

Establish a mentoring system.
Survey should be administered to sworn and civilian
employees seeking input on training needs. Training
committee should be established.

Individual performance issues are dealt with by each
division.
Whiting P.D. sends officers to appropriate external
training schools.

Send officers to outside training such as Traffic
Institute at Northwestern, FBI Academy and Southern
Police Institute. Establish training fund for each
division.

