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STAFF REPORT 
 
MEETING 
DATE: November 14, 2017 
 
TO: City Council 
 
FROM: Adam McGill, Chief of Police 
 
PRESENTER: Chief Adam McGill 
 
SUBJECT: POLICE DEPARTMENT REPORT ON SERVICE, SYSTEMS, 

PERFORMANCE ENHANCEMENTS, AND BUDGET AMENDMENT 

REQUESTS  
  
 
REQUEST 

 
Consider adopting a resolution amending the FY 17/18 operating budget to reclassify one (1) 
position of Police Sergeant to Police Lieutenant and one (1) Police Officer to Community Service 
Officer resulting in an increase to the Police Department budget in the amount of $4,973.   
 

DISCUSSION 

 

Upon my appointment as your police chief, City Manager Regan Candelario tasked me with an 
overall analysis of the Department’s staffing, work flow, culture, efficiencies, equipment, policies, 
risks, and systems. This analysis included a broad use of Department personnel including 
employee associations. Examples of the methods used include:  
 

• Personal interviews with every employee and volunteer 
• Review of historical data relating to staffing, crime, and service demands 
• Review of current staffing for today’s work flow, expectations, organizational structure 
• Review of each special unit and assignment  
• Review personnel deployment as compared to current service demands and City coverage 
• Professionally facilitated Leadership Team Workshop 
• Comparisons to regional partners 
• Community feedback 

After ten months, I am confident this review is complete and its findings coupled with my 
experience have formed the basis of the changes we have already implemented or are still 
underway.  Modifications in areas such as policy, culture, personnel deployment, and enhanced 
public engagement have occurred and will continue to be enhanced under my authority as your 
police chief.  Examples include the collapse of two patrol shifts into other shifts where service 
demands are at their peak and modification of minimum patrol shift staffing requirements, during 
certain periods of the day, were made to be more consistent with today’s service demands and our 
regional partners.  An analysis of personnel deployment balanced against service demands was 
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last done in 2005. These changes should result in increased service to our community, improved 
officer safety, and a reduction to the Department’s overtime expenses.   
 
As noted, a review was completed on each special assignment. Each unit and assignment 
demonstrated a high degree of value and service to the community with the exception of the 
detective position assigned to the Northern California Computer Crimes Task Force. This position 
is located in Napa and provides minimal service to Novato. The task force and the City of Novato 
share the costs for this position with Novato paying nearly half of the detective’s salary/benefits 
and all of the equipment costs.    
 
We rarely require the services of this task force because our staff prefers the rapid turnaround of 
the computer forensics team at the Department of Justice (DOJ) in Richmond, CA.  There is no 
cost to use the DOJ team. For these reasons, consistent with our strategy of emphasizing higher 
service within Novato and maximizing our providers in the field, this assignment will end January 
1, 2018 when the current employee’s assignment term ends.  This change returns an officer to 
patrol increasing the number of officers on patrol and creates an opportunity to use the existing 
City allocated funds for this position toward a Community Service Officer which will also increase 
patrol staffing.     
 
The above improvements are within my purview and already underway, but some changes such as 
budget modification or position allotment require Council authorization. Two items have been 
identified in this assessment that, based on my expert opinion, are critical to the Department’s 
ability to meet its public expectations and minimize risk to our officers and the City. I am 
requesting the Council authorize the following budget and position modifications effective      
January 1, 2018: 
 
Police Lieutenant:  For much of the Department’s history prior to FY 2008/2009, three lieutenant 
positions were authorized within the Department. One position was eliminated in the recession.  
Much has changed in policing over the last five years including higher expectations of service, 
higher demand for public engagement, increased public scrutiny, and new policies/tactics relating 
to use of force and de-escalation, and the implementation of body worn and in-car cameras.             
These new programs and public expectations are necessary but are far more complex than just 
fancy words. We have to actually make it happen and do so in a 24/7/365 dynamic, ever changing 
environment. As we recently learned, simply buying cameras and declaring “mission 
accomplished” is woefully inadequate and could lead to significant risk to the City. We must 
manage these programs, policies, and initiatives at a high level and this requires the staff to do so.   
 
The Department currently has the leanest management structure as compared to our like-sized 
regional partners of San Rafael (Four LTs), Napa (Three LTs), and Petaluma (Four LTs).             
This deficiency matched with our very short in tenure patrol and first line supervisory staff is a 
recipe for significant risk.  Our current projects, responsibilities, and span of control for lieutenants 
greatly exceeds their capacity and is not sustainable. This upgrade will return the Department to 
the pre-existing supervisory and management structure that existed prior to the recession and will 
not result in a loss of actual patrol officers in the field. (One Chief, Two Captains, Three 
Lieutenants, Nine Sergeants).   
 
Community Service Officer:  CSO’s are non-sworn, unarmed positions that can perform many 
of the duties of a police officer, with the exception of matters involving suspects or the potential 
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for violence. The Department currently has no authorized CSO positions. The positions were 
eliminated during the recession. As you know, our staffing strategy expressed to the Council 
during FY 2017/2018 was not an increase in the number of authorized police officers, but a phased          
re-build of our non-sworn ranks with an emphasis on filling and maintaining the police officer 
positions we already have. Non-sworn staff can be highly effective and greatly enhance service 
delivery at a significantly reduced costs as compared to a police officer.   
 
Quality of life issues such as parking, abandoned vehicles, neighborhood nuisances,                          
crime prevention programs, and other minor offenses are some of the most common complaints 
from our community. Consistent efforts in these areas were eliminated during the recession 
resulting in a significant service loss. The problems didn’t go away, just the staff consistently 
addressing them. The Department has attempted to deal with these types of complaints with our 
intern staff and police officers. This effort is ineffective largely in part to the inconsistent 
availability of police officers because of other priorities and the irregular availability of our interns.  
The current average response time for parking and abandoned vehicle complaints is at least two 
weeks leading to community frustration. A dedicated CSO coordinating and addressing these 
issues would greatly improve our response time to these complaints and help achieve long term 
solutions to many issues.  This CSO position will increase police personnel in the field. 
 
These two Council actions and the modifications I’ve already made or that are underway will 
enable the Department to deliver higher service to our community, fiscally prudent, are well-
grounded in contemporary policing industry standards and my best professional advice as your 
police chief.  The net result of these requests, if approved, will be two (2) additional patrol 
personnel serving our community in Novato and one additional mid-manager to more effectively 
manage our resources, systems and risks; all essentially using our existing budgetary resources.   
 
The employee associations were consulted throughout this review and the recommended actions.  
They are in support.     
 

 

CITY STRATEGIC PLAN OBJECTIVES: 
 
A City that Works:             Ensure a fiscally and organizationally sustainable city organization. 
 
Living Well, Together:       Maintain and enhance public safety; Continue aggressive emergency  
                                            preparedness in all areas of the community.                                       
 

 
FISCAL IMPACT 

 
The total six (6) month (January 1 – June 30, 2018) fiscal impact for the proposed budget 
amendment requested is $4,973. 
 

1. Reclassification of Police Officer to CSO: 
CSO position salary step 3 + fringe      $46,947  
Available City portion of TF detective salary step 5 + fringe   $45,670 
Net budget amendment increase        $1,277 
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2. Reclassification Police Sergeant to Police Lieutenant: 

Lieutenant position salary step 4      $65,994 
Sergeant position salary 15 year longevity     $62,298 
Net budget amendment increase         $3,696 

 
The budget amendment calculations for CSO includes fringe benefit estimates because the existing 
funding source was a fixed amount the City contributes to the task force.  The calculations for 
lieutenant were determined using salary only as the fringe costs are already appropriated within 
the approved budget.  Based on the number of vacancies experienced this budget, there is 
significant salary savings that would more than provide for this amendment.   
 

RECOMMENDATION 

 

Adopt the resolution amending the FY 17/18 operating budget to reclassify one (1) position of 
Police Sergeant to Police Lieutenant and one (1) Police Officer to Community Service Officer 
resulting in an increase to the Police Department budget in the amount of $4,973. 
 
ALTERNATIVES 

 
1.  Adopt the resolution as submitted; or 
2.  Defer action on the Police Chief’s request and provide direction to Staff for modifications 

or for other actions to address the issues discussed in this staff report; or 
3.  Take no action on the proposed requests. 

 
ATTACHMENT 
 

1. Resolution 
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CITY COUNCIL OF THE CITY OF NOVATO 
 

RESOLUTION NO. _____ 
 

RESOLUTION AMENDING THE FISCAL YEAR 2017/2018 
OPERATING BUDGET TO RECLASSIFY A POLICE 
SERGEANT POSITION TO LIEUTENANT AND A POLICE 
OFFICER POSITION TO COMMUNITY SERVICE OFFICER 

 
 WHEREAS, the Police Department has conducted an analysis of the Department’s 
staffing, work flow, culture, efficiencies, equipment, policies, risks, and systems; and 

 WHEREAS, the Department has implemented changes based on the analysis that 
have resulted in increased service to our community, improved officer safety, and a 
reduction to the Department’s overtime expenses; and 

 WHERAS, further adjustments are recommended to further enhance the 
operational effectiveness of the Department; and 
 

WHEREAS, the Department must manage higher expectations of service, higher 
demand for public engagement, increased public scrutiny, new policies/tactics relating to 
use of force and de-escalation, and the implementation of new technology; and 
 
 WHEREAS, the Department’s current projects, responsibilities, and span of control 
for Lieutenants greatly exceeds their capacity and is not sustainable; and 
  

WHEREAS, upgrading a Sergeant position to Lieutenant will allow the Department 
to properly manage programs, policies, and initiatives at a high level and will return the 
Department to the supervisory and management structure that existed prior to the recession; 
and 
 

 WHEREAS, consistent with the Department’s strategy of emphasizing higher 
service within Novato and maximizing our providers in the field, the Department will 
terminate its participation in the Northern California Computer Crimes Task Force when 
the term of the current Officer assigned to the Task Force ends on January 1, 2018, resulting 
in a cost savings of $45,670, and will instead use California Department of Justice services, 
which are provided at no cost; and 
 
 WHERAS, this change returns an officer to patrol, thus increasing the number of 
officers on patrol and creates an opportunity to use the existing City allocated funds for the 
Task Force toward a Community Service Officer; and 
 
 WHEREAS, a Community Service Office can be highly effective and greatly 
enhance service delivery at significantly reduced costs compared to a police officer. 
 
 NOW, THEREFORE, BE IT RESOLVED the City Council of the City of Novato 
hereby amends the Fiscal Year 2017/2018 operating budget to reclassify a Police Sergeant 
position to Lieutenant and reclassify a Police Officer position to Community Service 
Officer at an estimated cost of $4,973 for the balance of the year. 
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 *  *  *  *  *  * 
 
I HEREBY CERTIFY that the foregoing resolution was duly and regularly adopted by the 
City Council of the City of Novato, Marin County, California, at a meeting thereof, held 
on the 14th day of November, 2017, by the following vote, to wit:   
 
AYES:  Councilmembers 
NOES:  Councilmembers 
ABSTAIN: Councilmembers 
ABSENT: Councilmembers 
 
 
       
City Clerk of the City of Novato 
 
 
Approved as to form: 
 
 
       
City Attorney of the City of Novato 
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