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Michael Cleghorn
City Manager
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212 SW 9th Street
Lawton, OK 73501
Dear Mr. Cleghorn:
We are pleased to present this report of the Management, Operations, Staffing, and Efficiency Study for
the City of Lawton. This assessment includes analysis of staff perceptions; review of available City data;
examination of staff roles and responsibilities, organizational structures, and reporting relationships; and
evaluation of key processes and service delivery models.
The recommendations in this report are intended to maximize the City’s ability to provide high-quality,
cost-effective services to the community and to plan for the City’s future resource needs. This report makes
recommendations on staffing needs, as well as process improvements and other operational changes to
optimize staff efficiency and cultivate a productive, positive work environment.
We are confident that the recommendations in this report will provide a useful framework for the City to
address current and future needs.
Thank you for this opportunity to serve the City of Lawton.
Sincerely,

Michelle Ferguson
Senior Manager - Organizational Assessment

26 E. Hollister Street, Cincinnati, OH 45219
www.raftelis.com

www.thenovakconsultinggroup.com
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Executive Summary
This report details the findings, analysis, and recommendations of a Management, Operations, Staffing,
and Efficiency Study that, once implemented, will result in organizational and operational improvements
for the City of Lawton. While the focus of this study included a review of the individual City department’s
management and operations practices, the effort also identified Citywide recommendations that transcend
individual departments. These Citywide recommendations address opportunities for the City to expand
work planning and data-driven decision-making, recruit and retain a skilled workforce, standardize
financial practices, and enhance internal and external communication.
The City of Lawton continues to embody the ethos of the West, of the open prairie and the necessary selfreliance and “can-do” attitude necessary to create and sustain a City in this remote environment. This is a
fundamental strength of the City, and elements of this enduring legacy should be maintained to help the
City meet present-day challenges.
The City has identified ambitious and far-reaching changes to establish its place in the 21st-century economy
and society. The City has secured and applied significant new revenue to support capital infrastructure
investments and community redevelopment. City leadership has made investments in government
infrastructure as well. These include the continuing City Hall renovations, the new Public Safety Building,
and utilities reinvestment. These types of changes embody the bold, can-do approach that has supported
the City of Lawton through the years.
But a historical legacy can be constraining as well. To continue to develop, grow, and remain competitive
with its neighbors, the City must build on the legacy of self-reliance and work with others to bring new
ideas to the community. Recent initiatives seeking support from outside sources include the new Enterprise
Resource Planning platform provided by Tyler Technologies, intended to move the City’s data processing
and data security to current standards. Another recent example is the contract for parks master planning to
bring new ideas for effective and valued park infrastructure and services to meet community needs. Finally,
this management and operational assessment represents a pivotal change in mindset for the government –
that it is both necessary and desirable for an objective, third-party review of City government operations
and results. Every organization develops traditions, practices, and routines that provide stability and
consistency to the organization and the community. It is essential to subject these past practices and
routines to regular review and analysis to ensure that they continue to represent best practices in meeting
the needs of the community.
The following report provides a wide variety of recommendations impacting varying levels of the City
organization and operations. Some of these recommendations are designed to reduce expenses, and others
are designed to increase efficiency, more effectively utilize existing resources, and enhance and modernize
the organization’s resources, practices, and procedures. The provided operating recommendations are
specific and action-oriented, and, in combination with the structural recommendations, will work to
improve the efficiency and effectiveness of municipal operations in Lawton.
Additionally, this assessment endeavored to make recommendations related to staffing levels throughout
the organization. However, as discussed in detail in each of these recommendations, adequate staffing
levels cannot be determined solely based on a community’s population or by comparison with neighboring
communities. Providing resources to support an operation may involve a variety of sources, such as inhouse staff, shared services with another government, or contracted services. Using cost of service as the
basis for comparison can incorporate the range of approaches used to provide a service and will provide a
more beneficial and appropriate measure for comparison. The City should develop cost of service
information for significant functions in order to make external comparisons against peer organizations and
to compare its current performance against past performance.
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Implementing the recommendations in this report will address both immediate issues as well as position
the City to respond effectively to more long-term concerns. This is particularly important as the
organization begins to wrestle with the financial and operational impact of the COVID-19 pandemic. This
study was undertaken near the start of the pandemic when the resulting budget constraints were only
beginning to surface. Within the last several months, the City has appropriately taken measures to respond
to resource constraints. Positions have been frozen, and early retirement buy-outs have been in effect. The
full, long-term impact of the pandemic remains uncertain, and continued changes in staffing and operations
will likely be required for some time.
However, over time, the recommendations in this report will support more productive, efficient, and
effective government services to the community. The resulting organizational structure supported by these
recommendations will allow the City to meet community service expectations and adapt to future
circumstances more consistently and effectively. Equally as important, these recommendations support the
continued evolution of the City operation from stand-alone self-reliance to interconnected service partner.
Building on the City’s historical legacies to add a new acceptance of critical self-examination and openness
to new ideas, from within the organization as well as from outside, will best serve the City as it moves
forward. By incorporating a new cultural element focusing on openness to change, the City will be
positioned to reorganize its approach to public services and realign resources to support this approach. This
flexibility will allow the City to utilize existing staff more effectively and reallocate resources where they
are most needed to meet new or changing service demands.
The following table lists the specific recommendations included in this report.
Table 1: List of Report Recommendations
Number

Recommendation

Citywide
1

Develop an organization-wide Strategic Plan.

2

Develop and implement a Citywide performance management system to support a data-driven culture.

3

Adopt a Citywide change management framework.

4

Develop a formal compensation philosophy and perform a compensation study.

5

Create an organizational development and succession plan for the City.

6

Develop the multi-year, prioritized Capital Improvement Plan using a collaborative planning process.

7

Update the City’s financial management policies and procedures.

8

Develop an annual Community Relations work plan.

9

Develop an internal communication program.

Human Resources
10

Realign the Human Resources Department structure to create functional divisions.

11

Utilize temporary, part-time staff to assist with biweekly timesheet entry until automated timekeeping is
implemented.

12

Update the City’s Personnel Code and HR policies and procedures.

13

Create a vacancy review process.

14

Issue a Request for Proposals (RFP) to outsource Family Medical Leave Act (FMLA) administration.

Finance
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Recommendation

15

Restructure the Department to maximize the value of the new Deputy Director position.

16

Create an Accounting Supervisor position.

17

Develop a plan for integrating internal audit functions within the Finance Department.

18

Streamline purchasing and vendor payment processes within the City.

19

Streamline contract management processes within the City.

20

Investigate options to improve the meter-to-cash process as a part of the Tyler ERP implementation.

City Clerk
21

Reassign the Print Shop Coordinator to the City Clerk’s Office.

22

Conduct a digital records audit after the Granicus and Tyler systems are implemented.

23

Adopt summary minutes once the Granicus system is fully implemented.

24

Network with other City Clerks across the region for knowledge sharing and skill-building.

Municipal Court
25
26

Develop a framework to assess changing Municipal Court service demands to determine necessary and
appropriate resources for Court support and security practices.
Utilize a pool of alternate Municipal Court Judges regularly to better support efficient Municipal Court
operations.

Legal Services
27

Elevate the role of the Legal Services Department in the City from control and compliance to strategic
partner.

28

Follow industry best practices to identify effective legal services organizational placement and support.

29

Review knowledge gaps to identify comprehensive recommendations for cross-training and process
back-up assignments.

Information Technology Services
30

Contract with a project manager for enhanced Tyler implementation support.

31

Maintain and track a standard for network reliability.

32
33

Work with local learning institutions to evaluate the potential of implementing an Information Technology
Services internship program.
Track workload and performance metrics to evaluate additional Information Technology Services
staffing needs.

34

Establish an ITS Liaison program in other City departments.

35

Develop an annual Tactical Plan designed to support the Department’s strategic plan.

36

Develop a clear IT governance structure for review and approval of new technology acquisitions.

37

Establish service level agreements between Information Technology Services and customer
departments.

Community Services
38

Combine the Inspection Services Division and License and Permit Division.

39

Implement electronic plan review.

40

Implement technology process improvements for inspections operations.

41

Develop a contracted service approach and work plan to accelerate the demolition of dangerous and
dilapidated properties.
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42
43
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Recommendation
Identify opportunities to use United States Department of Housing and Urban Development grant
funding to support rental housing rehabilitation.
Adopt the International Code Council 2015 International Building Code and automatically update City
Code to align the City's standards with the State of Oklahoma.

Parks and Recreation
44

Develop a systems approach to track building and facility maintenance service requests.

45

Adopt and implement a preventive maintenance program.

46

Realign maintenance efforts with other facility management functions in the City.

47

Reorganize the Parks and Recreation Department to functionally align staff by programmatic and
support services operations.

48

Cross-train Parks and Grounds staff to fulfill multiple organizational priorities.

49

Pursue contracted cemetery management and maintenance.

50

Develop a unified approach to contract mowing and landscaping services.

51

Establish formal cost recovery goals for Parks and Recreation Department programs.

Lawton Public Library
52

Update and formalize the Library organizational structure.

53

Develop a cross-training plan for Library staff.

54

Assess the business case for operating the Branch Library.

55

Develop a business plan for family history and genealogy services within the Library.

56

Train employees on best practices for serving Library patrons experiencing homelessness.

Police
57

Adopt a proactive policing standard.

58

Implement data collection processes to facilitate the assessment of patrol workload and staffing needs.

59

Adjust minimum staffing levels to meet the adopted proactive policing standard.

60

Collect and analyze data regarding Criminal Investigation Division workload indicators.

61

Adjust investigative staffing to meet operational needs.

62

Adjust Criminal Investigation Division scheduling.

63

Hire non-sworn Technical Investigators.

64

Revise the organizational structure according to functional responsibility, redesignating command staff
positions as Assistant Chief for Operations and Assistant Chief for Investigations and Administration.

65

Revise the shift bid system to allow for a more balanced mix of senior and junior personnel on shifts.

66

Eliminate the use of “Sergeant” as an honorific title; redesignate it as a supervisory rank.

67

Civilianize sworn positions when appropriate.

68

Create and fund an Information Technology strategy and data modernization initiative.

69

Allocate resources to the coordination of a data-driven, intelligence-led proactive policing strategy.

70

Enhance community outreach and continue to incorporate it as an essential daily activity.

71

Incorporate training on racial profiling, implicit bias, and related topics as a recurring part of the inservice training curriculum.
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Recommendation

72

Assign a Captain to coordinate the Department’s Intelligence-Led Policing and community outreach
efforts.

73

Develop a continuity plan for the Crime Analyst position.

74

Pursue accreditation of the Department.

75

Expedite review and update of Rules and Procedures.

76

Address the backlog of reports in the Records Unit and monitor staffing levels as technology is
introduced.

Fire
77

Develop a departmental strategic plan.

78

Develop a departmental work plan.

79

Conduct a station location analysis before investing in station enhancements.

80

Engage other City Departments to resolve critical process and operational constraints.

81

Engage the Information Technology Services Department to refine call tracking data as a part of
Enterprise Resource Planning software implementation.

82

Maintain existing staffing levels and improve data tracking regarding staff availability.

83

Reassign Emergency Medical Services quality assurance duties from Assistant Chiefs to company
officers and paramedics.

84

Increase the frequency of existing occupancy inspections to enhance fire prevention.

85

Create a personal protective equipment (PPE) replacement plan.

86

Create an annual training calendar.

Emergency Communications
87

Create dedicated call taking and dispatch roles.

88

Improve the scope and use of Computer Aided Dispatch data to inform staffing analysis.

89

Create a multi-jurisdictional advisory body to assist Emergency Communications and allow partners to
report issues.

90

Develop formal service agreements with customer agencies.

91

Establish a quality assurance program and ongoing training program.

Engineering
92

Restructure the Engineering Department to create clear roles and consolidate functions and staff.

93

Issue a Request for Proposals for Traffic Engineering services and compare the cost of contracting to
the cost of performing this function in-house.

94

Utilize contracted project management support for major facility projects.

95

Establish an asset management team for Engineering, Public Works, and Public Utilities.

96

Issue a Request for Proposals to conduct a formal street condition assessment.

97

Develop a chargeback system to recover engineering labor and overhead costs for projects involving
enterprise funds.

Public Works
98

Improve Asset Management framework and strategies.

99

Create an annual work plan to prioritize preventive and recurring maintenance activities.
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Recommendation

100

Utilize workload and data tracking software to inform the annual work plan.

101

Merge the Drainage, Streets, and Traffic Control Divisions to create general labor pools of qualified
staff.

102

Create a single Solid Waste Division budget.

103

Consolidate Building Maintenance staff in Public Works.

104

Issue a Request for Proposals for all mowing services currently conducted by in-house staff.

105

Rebid the current contract for fleet inventory parts.

106

Negotiate service level agreements between Equipment Maintenance and customer departments.

107

Review and enhance data tracking related to fleet management.

108

Outsource fleet maintenance for fire apparatus.

109

Implement a stormwater utility fee based on impervious surface area.

110

Create a culture of continuous improvement.

111

Revise and standardize Department policies and Standard Operating Procedures.

Public Utilities
112

Continue implementing the JOB Cal software program to develop a comprehensive asset management
and work planning approach.

113

Continue efforts to revitalize the Wastewater Treatment Plant.

114

Create an interim Assistant Superintendent position for the Wastewater Treatment Plant.

115

Consolidate wastewater maintenance functions into a single Sewer Division.

116
117

Reassign supervisory responsibility for the Sewer Construction Mechanic to the Equipment
Maintenance Superintendent.
Consolidate Meter Services into the Water Distribution Division and develop a formal service level
agreement with Finance Utility Services.

118

Implement proactive water management programs.

119

Conduct a rate study to determine effective rates for covering operating and capital expenses for the
entire Department.
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Background and
Methodology
In February 2020, the City of Lawton engaged The Novak Consulting Group, a part of Raftelis, to conduct
a Management, Operations, Staffing, and Efficiency Study. The purpose of the study was to determine
whether the City is structured and staffed to effectively deliver services to the community, identify
opportunities to improve efficiency and effectiveness, and evaluate the policies, procedures, and best
practices used by the City.
To accomplish this work, members of the project team conducted more than 100 interviews with more
than 130 City staff, including department directors, supervisors, and key staff involved in operations. The
majority of interviews were conducted by phone or video due to the impacts of the COVID-19 pandemic.
Additionally, the project team reviewed and analyzed a myriad of documents and materials provided by
City staff, such as revenue and expenditure data, project plans, and staffing and operational information
from each department.
This report details the findings, analysis, and recommendations that, once implemented, will assist the City
in developing and improving its policies and processes and enhancing the delivery of services to the Lawton
community.

About the City of Lawton
The City of Lawton is located in Comanche County in southwestern Oklahoma. The City’s population is
93,025, as of the US Census Bureau’s 2019 Population Estimates Program, which represents a decrease of
4% from the 2010 Census (96,867). The following figure illustrates the City’s population change since 2000.

City of Lawton Population, 2000-2019
120,000
100,000

92,814

96,867

93,025

2010

2019

80,000
60,000
40,000
20,000
-

2000

Figure 1: City of Lawton Population, 2000-2019
The median age in Lawton is 30.8, as reported in the 2017 American Community Survey, and the median
household income is $44,335. A total of 19.2% of individuals and 14.3% of families fall below the poverty
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line. Approximately 60% of the population identifies as White, and 20% identifies as Black. Approximately
14% identify as Hispanic or Latino.
The City is the largest municipality in the region and is relatively geographically isolated. The closest large
cities include Oklahoma City, located approximately 90 miles northeast of Lawton, and the City of Wichita
Falls, Texas, located approximately 50 miles south. The City also borders the Fort Sill Military
Reservation, which houses approximately 53,000 military and civilian personnel as well as their family
members. 1

Structure
The City operates under a Council-Manager form of government, with an elected Mayor and eight elected
Councilmembers. All elected positions are nonpartisan. The Mayor and Council are responsible for
overseeing the finances and policy of the City and appointing the City Manager, City Attorney, Municipal
Judge, and City Clerk, as well as the members of City advisory boards and committees. The City Manager
is responsible for the day-to-day administration of the City and for enacting the Council’s direction. The
Manager is responsible for appointing and managing all City staff except those positions identified as being
appointed by City Council.
The City Manager directly oversees the Community Relations Office, Finance Department, Human
Resources Department, Information Technology Services (ITS) Department, and Legal Services. The
Manager is supported by two Deputy City Managers. One Deputy City Manager oversees the Community
Services, Engineering, Library, Public Utilities, and Public Works Departments. The second Deputy City
Manager oversees the Emergency Communications, Fire, Municipal Court, Parks and Recreation, and
Police Departments.
The following figure illustrates the City’s current organizational structure.

Military Installations. Fort Sill In-Depth Overview. installations.militaryonesource.mil/in-depthoverview/fort-sill
1

The Novak Consulting Group
Trusted Advisors Transforming Communities

City of Lawton
Management, Operations, Staffing, and Efficiency Study

Page 9

Mayor &
City Council

City
Attorney

City
Manager

City
Clerk

Municipal
Judge

Deputy City
Manager

Deputy City
Manager

Community
Services

Engineering

Library

Public
Utilities

Community
Relations
Office

Finance

Information
Technology
Services

Human
Resources

Legal
Services

Public
Works

Emergency
Communications

Fire

Municipal
Court

Parks &
Recreation

Police

Figure 2: Citywide Organizational Structure, FY2021

Staffing
The City has a total of 866 authorized positions as of Fiscal Year (FY) 2021, as illustrated below, including
840 full-time and 26 part-time positions.
Table 2: City Staffing by Department, FY2017-FY2021
Staffing by
Function

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

City Manager

5

5

6

6

6

20%

Clerk

3

3

3

3

3

0%

34

34

33

34

29

-15%

35

35

35

35

35

0%

Engineering

16

14

13

13

12

-25%

Finance

30

30

29

31

30

0%

148

148

147

147

145

-2%

8

7

7

8

8

0%

ITS

15

15

15

16

16

7%

Legal Services

13

13

13

13

11

-15%

Community
Services
Emergency
Communications

Fire
Human
Resources
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Staffing by
Function

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

Library

23

23

23

23

20

-13%

Municipal Court

11

11

11

11

11

0%

Parks and
Recreation

70

64

63

66

64

-9%

Police

238

240

240

248

231

-3%

Public Utilities

135

131

131

131

121

-10%

Public Works

133

131

131

133

124

-7%

Total

917

904

900

918

866

-6%

Authorized staffing levels have decreased by 51 positions, or 6%, compared to FY2017. The biggest
decrease is in the Public Utilities function, which went from 135 positions in FY2017 to 121 in FY2021,
largely due to the elimination of positions in FY2021 as a cost-saving measure in response to the economic
impacts of the COVID-19 pandemic.

Budget
The City’s FY2021 operating budget totals $90.7 million. The following table illustrates the City’s
Operating Budget by department for the last five fiscal years.
Table 3: City of Lawton Operating Budget by Department, FY2017-FY2021
Department/
Function

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage
Change
FY2017 to
FY2021

City Manager

$801,738

$777,790

$774,552

$781,807

$903,865

13%

Clerk

$298,203

$305,323

$299,979

$304,952

$321,543

8%

$2,856,631

$2,824,645

$3,613,623

$3,913,669

$2,952,953

3%

$2,399,079

$2,689,491

$2,170,937

$2,467,084

$2,633,705

10%

$953,500

$890,249

$953,484

$1,209,496

$1,146,953

20%

$2,206,833

$2,230,814

$2,234,645

$2,474,328

$2,380,653

8%

$12,942,428

$12,373,088

$12,762,076

$15,249,056

$13,262,517

2%

$850,180

$674,003

$701,664

$664,674

$724,711

-15%

ITS

$1,469,363

$1,613,909

$1,746,925

$2,133,551

$1,916,141

30%

Legal Services

$1,212,619

$1,206,863

$1,280,767

$1,355,711

$1,180,546

-3%

Library

$1,135,894

$1,179,827

$1,207,510

$1,275,731

$1,206,436

6%

$77,233

$68,400

$76,644

$82,050

$75,550

-2%

$694,624

$483,674

$522,096

$1,405,123

$557,556

-20%

$5,350,344

$5,505,002

$5,464,829

$6,063,945

$5,783,772

8%

$17,516,972

$18,006,625

$18,744,929

$19,891,295

$19,829,641

13%

Community
Services
Emergency
Communications
Engineering
Finance
Fire
Human
Resources

Mayor and
Council
Municipal Court
Parks and
Recreation
Police
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Department/
Function

FY2017
Actual

FY2018
Actual
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FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage
Change
FY2017 to
FY2021

Public Utilities

$14,168,790

$14,857,997

$15,477,744

$17,163,514

$16,230,023

15%

Public Works

$11,773,048

$12,462,776

$13,268,140

$15,286,890

$12,969,907

10%

NonDepartmental

$3,189,286

$5,015,863

$6,240,514

$7,409,740

$6,582,494

106%

$79,896,765

$83,166,339

$87,541,058

$99,132,616

$90,658,966

13%

Total

Operating appropriations have remained relatively level between FY2017 and FY2021. While operating
appropriations increased in FY2017 and FY2018 with modest increases in actual expenditures, fiscal
pressures brought on the COVID-19 pandemic have brought appropriations and anticipated expenditures
for FY2021 back to levels similar to FY2017, representing increases between 1%-2% over FY2017 levels.
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Analysis and
Recommendations –
Citywide Issues
The recommendations identified in this section of the report involve multiple departments and impact the
City organization as a whole. They address opportunities to expand work planning and data-driven
decision-making, to recruit and retain a skilled workforce, to standardize financial practices, and to
enhance internal and external communication.
The recommendations in this section, and the report as a whole, acknowledge that the City is experiencing
a period of significant change. Aside from the ongoing effects of the COVID-19 pandemic, the City is also
in the midst of a comprehensive overhaul of its technology systems, a change that will impact virtually
every City function.
The City’s ITS Department currently supports 30 different software systems used for City operations, and
staff report that many of them are out of date with a limited scope of usefulness. Legacy systems require
significant maintenance and upkeep, and ITS staff do not have the capacity to support multiple aging
systems. Additionally, many City operations are currently paper-based, and some of the legacy systems
still require manual data entry. For example, the City uses Great Employee Management System (GEMS)
software to manage personnel information, but employees must still fill out and submit paper timesheets,
which are then manually entered into GEMS by HR employees. Personnel records are also stored on paper
rather than within the system. This results in a significant amount of employee time spent on time tracking,
and it increases the risk of human error or information being lost or destroyed.
The City has recognized these inefficiencies and, in August 2019, the City Council approved $7.5 million
in capital improvement funding to be allocated toward the purchase of a comprehensive suite of new
software systems to streamline City operations and reduce the reliance on paper records and manual
processes. 2 In November 2019, the City purchased a suite of software from Tyler Technologies (Tyler) for
a total cost of $5,710,999. 3 Software purchased as part of the suite includes the following:
•
•
•
•
•
•

Munis™ Enterprise Resource Planning (ERP) software
Brazos™ electronic citation software
New World Public Safety™ software
EnerGov™ plan and permit review software
Incode™ Court software for managing Municipal Court operations
Socrata™ data and performance management and resident engagement software

Since the purchases were authorized, the ITS Department has been working with representatives from
Tyler to develop an implementation plan. The timeline for implementation is tentative and subject to
change, but the Human Capital Management module of the Munis system, which will be used to manage
payroll and personnel records, is scheduled to go live in early 2021. Other modules and software systems

City of Lawton. City Council Special Meeting Minutes, August 14, 2019. p. 2.
www.lawtonok.gov/sites/default/files/meeting_minutes/2019-09/14Aug19.pdf
3
City of Lawton. City Council Meeting Agenda, November 12, 2019. p. 70.
www.lawtonok.gov/sites/default/files/meeting_agendas/2019-11/AGENDA%2011-12-19.pdf
2
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will follow, with the entire suite of tools expected to be implemented by the end of 2022. More information
about the Tyler system and the implementation process can be found in the ITS chapter of this report.

Strategic Planning
Recommendation 1: Develop an organization-wide Strategic Plan.
Many of the City of Lawton departments have adopted Mission Statements. For example, the City
Manager’s Office has adopted “Efficiently administering policies and procedures that are consistent with
City values, while providing professional management and leadership, for the betterment of the Lawton
community." 4 Additionally, some departments, such as the Library, have adopted Strategic Plans detailing
specific Department goals and initiatives for the coming years. 5 However, the City itself last adopted a City
Strategic Plan in 2005 and has not made any updates to the plan in the intervening years. A current strategic
plan identifying a formal Mission Statement, Vision Statements, and agreed-upon strategic goals and
objectives is a benchmark document that provides direction for the organization.
A strategic vision and goals are valuable tools to help guide organizational decision-making and ensure
that resources are used as effectively as possible. They are important for an organization to have under any
circumstances, but the impacts of the COVID-19 pandemic make them especially vital for the City of
Lawton moving forward. A vision for the community, and strategic goals supporting that vision, will help
the City articulate its shared values and priorities in order to allocate limited resources to meet City
objectives most effectively. Without a strategic plan in place, the City risks allocating resources across too
many priorities, which could lead to priorities not receiving the appropriate funding or staff time required
for success.
Adopting a vision and goals in the form of a Citywide Strategic Plan will allow the City to effectively
prioritize initiatives as well as to communicate its policy priorities to the community and other
stakeholders. Effective strategic planning addresses three key questions:
•
•
•

Where are we? What do we know to be true?
Where do we want to go? What do we hope will be true in the future?
How do we get there? What must go well to make it so?

The City Council should engage with staff leadership to carefully consider these questions. Based on these
discussions, the City Manager’s Office, in collaboration with the Mayor, should oversee the development
of a recommended strategic plan that formalizes the City’s future goals and aspirations. While the format
and content of strategic plans vary, there are best practices that help make plans as effective as possible. An
International City/County Management Association (ICMA) presentation entitled “Strategic Planning
101” identifies nine core components of effective strategic planning efforts: 6
•
•
•

An environmental scan and/or description of the City’s core business functions. This element is
designed to answer the question, “Where are we? What do we know to be true?” and identify the
current state of the City in the context of larger social and economic trends.
Identification of key stakeholders that should be involved in the strategic planning process, such as
residents, civic associations, neighborhood groups, and non-profit and business leadership.
Gathering data and stakeholder feedback regarding how stakeholders perceive the community and
where they believe the City should focus on broad priorities.

City of Lawton. City Manager’s Office. www.lawtonok.gov/departments/city-manager
City of Lawton. Lawton Public Library 2020-2022 Strategic Plan.
www.lawtonok.gov/sites/default/files/publications/2020-02/2020-2022%20Strategic%20Plan%202.12.20.pdf
6
McEwan, Amy. Strategic Planning 101, 2015. icma.org/sites/default/files/307752_LG%20101-Mastering%20the%20Fundamentals-Strategic%20Planning%20101.pdf
4
5
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Development of a mission statement describing the City’s purpose and approach to customer
service.
Development of a vision statement designed to articulate what the City desires to become in the
future.
Development of values/guiding principles that describe how the City will provide services and
address stakeholder needs.
Identifying goals and objectives that describe how the City will realize its vision based on current
circumstances and trends.
Identifying specific initiatives that, when implemented, will move the City toward achieving its
strategic goals.
Developing communications and reporting tools to measure progress.

The strategic plan should be adopted by the City Council, circulated among all City staff, and released to
the public. The plan should then be used to guide decision-making about future initiatives and resources to
ensure that all of the City’s initiatives are aligned toward common goals. Departments should also use the
City strategic plans as a basis for developing their own internal work plans, helping ensure that initiatives
are aligned at every level of the organization.
Establishing a formal strategic plan will help the City define its goals for the future and how services and
initiatives should be prioritized to achieve those goals. This will help the City understand which programs
should be prioritized, even in the face of a potential economic recession when resource reallocation may
be required.
Recommendation 2: Develop and implement a Citywide performance management system to support
a data-driven culture.
The strategic plan discussed in Recommendation 1 will provide a roadmap to guide the City’s priorities for
the coming years. It is important for the City to track the effectiveness of implementation. A comprehensive
performance management system will help the City gauge how well the organization is making progress
toward those priorities, as well as evaluate the overall effectiveness of City programs and services.
A performance management system typically consists of three core elements:
•
•
•

Creating a strategic plan for the organization and individual work plans for each department
aligned with the strategic plan
Using performance measures to track the performance of the City’s programs against established
performance goals
Sustaining a dialogue between management and employees to ensure that the work of the
organization is completed in conformance with the established goals and implementation schedule

In addition to monitoring the work, a good performance management system employs routine and
structure. Under such a system, managers meet with subordinates regularly to review organizational
performance. Typically, the agenda is focused on four areas: customer, financial, operations, and
employees. Performance measures, project management tools, customer surveys/complaints, and
employee issues are reviewed during these meetings. As the regularity of the management system becomes
integrated into operations, discussions about performance become focused on important issues. This type
of management system allows managers to avoid crisis management, as the rigor of the system helps ensure
regular meetings to discuss strategic issues rather than just crisis management. Furthermore, a performance
measurement program should be developed that identifies key performance indicators, data collections
processes, and reporting methods.
The collection and use of performance measurement data is one critical element of a performance
management system. Performance measurement provides an organization with numerical data used to
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evaluate the effectiveness and efficiency of its operations. For the City, this data will allow the City
Manager and the City Council to make more informed choices about how to improve and when to change
the organization’s programs and services.
Some Departments currently track limited performance and workload information. For example, the
Human Resources (HR) Department tracks information on injury reports throughout the City as well as
data from employee exit interviews. However, most departments do not currently track formal performance
or workload data.
Implementation of the Tyler software suite will automate many processes throughout the City and improve
the City’s ability to collect and track data. The implementation of these systems presents an opportunity to
build a comprehensive performance management system that helps the City understand the workload that
goes into each program, the efficiency of each program, and the impact of each program. A comprehensive
performance measurement program includes three types of measures:
•
•

•

Workload measures, which quantify the amount of work completed in service of a particular goal
or task. Examples of workload measures could include the number of inspections performed or the
number of lane miles paved.
Efficiency measures, which describe how effectively the organization uses its resources. They are
often expressed as ratios or averages. Examples of efficiency measures could include the average
number of work hours spent responding to each help desk call in a given year or the average cost
to replace one mile of water main.
Outcome measures, which indicate how well a program or service accomplishes its intended
purpose. Examples of outcome measures could include the average number of days required to
process a building permit application or results of a client satisfaction survey for Library visitors.

The City should identify workload, performance, and outcome measures for the major programs in each
department to help ensure that they gather comprehensive data required to judge the relative value and
performance of each program. Metrics should be tied to specific City programs and should be easily
quantifiable and trackable. For each metric, the City should identify who will collect the data, how the data
will be collected, and how often the data will be collected.
Data should be regularly reported to staff, Department leadership, and City leadership. Over time,
performance measurement trends will become a critical aspect of evaluating the City’s strategic goals and
inform strategic planning updates. The data will also enhance the City’s transparency and help staff more
effectively illustrate City programs to the City Council and the public.
This information will allow the City to build a business case for potential decisions, especially as part of
the budget development process. A business case is defined as a comprehensive justification for a proposed
project or program. Businesses cases should include the following:
•
•
•
•
•

An overall statement of the strategic benefit of a particular decision, including challenges that the
decision will address
A statement on how the decision would advance the City’s strategic goals, as discussed in
Recommendation 1
The estimated one-time and ongoing costs associated with the decision, including the cost of staff
time
Any estimated efficiencies, revenue, or cost savings that the City will realize following
implementation
A discussion of other nonmonetary benefits that are expected to be achieved by implementing the
program, such as enhanced customer service
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Establishing business cases for potential City programs or initiatives will help ensure that the City is
considering all relevant factors when making a decision and dedicating resources to the programs with the
greatest impact on quality of life. Performance and workload metrics can play an invaluable role in
illustrating the benefit of a particular initiative. For example, if the City tracks the average time it takes for
City staff to review a building permit application, and the review time is shown to be steadily rising, the
data can be used to illustrate the need for additional staff capacity in the permit review function.
An effective performance management system will require staff time and resources to implement and
manage but will allow for enhanced transparency and better decision-making for the community.
Attachment A includes suggested key performance measures for each City department.
Recommendation 3: Adopt a Citywide change management framework.
Like the rest of the country, the City of Lawton is facing change and uncertainty related to the impacts of
the COVID-19 pandemic that has affected the City organization. The City has responded to these changes
as well as implemented new initiatives that also strain and challenge the organization. The City is now led
by a relatively new City Manager who brings both new ideas and challenging questions to review and
reshape City operations. There has also been turnover in key leadership roles as well as the creation of new
roles that present new opportunities. After securing new funding, the City has taken on an ambitious capital
development program to modernize facilities and programs and promote economic development and
revitalization in the community. These efforts include the continuing City Hall renovation, the new public
safety facility to be completed in early 2021, master plan development for the park system, and the recent
report describing $38 million in capital needs for the City’s wastewater treatment plant. 7 The City has also
taken steps to address years of inaction on the City’s data processing capabilities and leapfrog forward with
the multi-year implementation of the Tyler Technologies suite of systems supporting an ERP platform.
Finally, the organizational assessment effort behind this report will provide additional recommendations
and prioritization for change to the City organization, operations, and results.
It is essential for all organizations to embrace and adapt to change. Those organizations that are most
successful are intentional about their change management practices. Effective change management is
particularly important for public service organizations, such as the City of Lawton, where the delivery of
services to the community depends on the organization’s ability to adapt to changing conditions and
priorities. To support the many changes taking place in the City now and in the future, the City should
adopt a change management framework that aligns organizational changes with strategic priorities, ensures
that organizational changes are thoroughly considered, addresses the phasing and timing of changes, and
includes robust cascading communication.
The Prosci, Inc. national consulting firm is focused on supporting and applying change management to
organizations. This group has identified seven change management best practices that every organization
confronting change should employ. 8 The City of Lawton should apply these and other change management
best practices to better support the City government operation through proactive and reactive change. Each
of these best practices is described, highlighting how they may deviate from current City practices and why
they are important to consider as part of a comprehensive framework for supporting change in the City.
Mobilize an active and visible primary sponsor – It is important that any significant change effort, whether
in terms of size or expected impact, be led by a visible and accountable project “sponsor.” Active and visible
sponsorship means that the sponsor is doing the following:
•
•
7
8

Supporting the change by giving consistent attention to the change and the need for change
management
Championing the change by leading and motivating others in the organization

Garver. “Lawton WWTP Condition Assessment.” June 2020. Page 52.
“Best Practices in Change Management”. 2018 Edition. PROSCI
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Making effective and influential decisions regarding the change, including aligning priorities
among other leaders in the organization
Maintaining direct communication with the project management and change management teams
and being accessible during the change

The City appears to rely on the City Manager as the primary sponsor for change initiatives. While this
position can certainly champion change and make important decisions, the time constraints imposed by
the position’s many direct responsibilities mitigates the ability to consistently support the change within
the organization as well as consistently communicate to the project team. The City should consider
executive sponsorship from the City Manager or Deputy City Manager positions with primary sponsor
support delegated to another senior staff member more closely associated with the effort. This senior staff
support member will have more time available to support the effort with consistent direction and feedback.
Using the second tier of management level support will also provide a developmental opportunity as well
as foster collegial and cooperative relationships among staff at this management level.
Dedicate change management resources – Every project (large or small) needs dedicated resources and
funding to support the change management effort. Dedicated change management resources and funding
means having access to the following:
•
•
•

The appropriate amount of funding and resources
Dedicated staff resources with change management experience
A team composed of flexible, decisive, and collaborative individuals to support the change effort

To see a project through from concept to pilot to implementation to testing, it is important to identify and
dedicate the necessary resources to support the effort. These resources include both financial resources as
well as human resources, whether through direct staffing or contracted effort. The City applied this
approach in the development of the recently approved capital development program and the identified new
revenues to fund the effort. Capital project programming can provide a good example to City staff of the
comprehensive planning that is needed to manage these projects and the associated change management.
However, the City should treat every change initiative, however small, in the same manner and engage in
a comprehensive project planning effort. This standard approach should vary in detail by the amount that
the projects themselves may vary in complexity. The comprehensive planning effort should include
identifying both the project resource requirements (financial, management, operating, and time) as well as
the anticipated change management requirements (sponsorship, approach, planning, communication,
assessment, and response).
Apply a structured change management approach – An intentional and defined approach to managing
change provides the structure necessary to keep the effort moving to completion. A defined approach can
help ensure that resources are spent on meaningful activities and provides resource contingencies to identify
and address gaps throughout the project lifecycle. Using a formal approach can also institutionalize the
practice and make processes repeatable for consistent application of change management on other
initiatives throughout the organization. Important elements to a structured approach include the following:
•
•
•
•
•

Established approach
Customizable
Scalable
Easy to implement across multiple changes
Easy to apply at every phase of the project

A structured change management approach can take many forms across a spectrum of complexity. It could
be a relatively simple, iterative approach such as Plan-Do-Check-Act (PDCA) that supports both discrete
and continuous improvement efforts. The elements of this approach include the following:
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Plan: Recognize an opportunity and plan a change.
Do: Test the change. Carry out a small-scale study.
Check: Review the test, analyze the results, and identify what you have learned.
Act: Take action based on what you learned in the study step. If the change did not work, go
through the cycle again with a different plan. If you were successful, incorporate what you learned
from the test into wider changes. Use what you learned to plan new improvements, beginning the
cycle again.

The PDCA approach is relatively simple to learn and apply. It is appropriate for most change management
inquiries and can be used and understood by staff at most levels of the organization. The iterative nature
of the approach also builds in opportunities for staff training and use, increasing staff familiarization with
the approach and chances for successful implementation.
Change management approaches can progress in complexity to support more comprehensive change
management scenarios. The ADKAR approach to change management is an example of a more
comprehensive change management model. The ADKAR Model refers to the following:
•
•
•
•
•

Awareness – of the need and requirement for change
Desire – to bring about change and be a participant in it
Knowledge – of how to bring about this change
Ability – to incorporate the change on a regular basis
Reinforcement – to keep it implemented and reinforced later on as well

This approach can be helpful in more complex change scenarios because it allows the effort to be split
between major components where the related staff can identify what they want to achieve with the change.
The process involves moving from one component to another sequentially to identify where there may be
gaps in expectations or performance.
While there are many models and approaches to support change management in any organization, the
City should adopt a simple approach, such as PDCA, to implement across the enterprise as well as to
prepare management and staff to look at change as a systems issue that can be handled through a standard
approach. Then the City should move forward to more complex approaches to support more
comprehensive change efforts using smaller teams capable of working with the more complex change
management tool.
Engage with employees and encourage their participation – The primary purpose of change management
is to support employee adoption and usage, which in turn generates organizational results and outcomes.
Tactics to increase employee engagement in change efforts, understanding, and acceptance include the
following:
•
•
•

Highlighting benefits to the employees
Identifying and building relationships with the impacted groups
Ensuring impacted groups receive the appropriate level of training

The goal of these efforts is to build an employee base that demonstrates a willingness to participate in the
change and collaborates with the people managing the change. The City of Lawton has not consistently
communicated an effective rationale for change efforts. Absent an understanding of the “why” supporting
a project, it is hard for employees and other stakeholders to support the change. This is particularly relevant
for projects like the Tyler Technologies ERP implementation that may involve not only major software
adaptations but also significant operational changes as well as cultural changes to the organization.
Limiting the project communication to a simple software installation and configuration issue will not be
effective if staff do not understand how and why it is being used. It will also prove critical for City staff to
The Novak Consulting Group
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follow revised process workflows in the new software systems that represent new, more efficient ways of
doing business. This type of systemic change often requires significant communication to bridge gaps in
operational and cultural understanding regarding the change.
The City should move change communication beyond existing procedural information (the who, what,
where, and when of communication) to focus on the “why” issues associated with the change. Getting a
process “perfect” will provide little benefit to the City if the staff charged with leveraging that process to
produce value and results fail to accept and implement the changes.
Communicate frequently and openly – Effective communications are critical to leading change
successfully. Some of the important communication criteria that are factors in the success of a change
management effort include the following:
•
•
•
•

Frequency
Consistency
Transparency
Leveraging multiple communications channels

Additionally, City staff identified important topics to communicate, such as why the change was
happening, expectations, long-term plan perspectives, how the change will impact employees, and essential
drivers of business program and success..
The City should incorporate communication planning into program and project planning to ensure that
the change management objectives of frequency, consistency, transparency, and multiple media are used
to improve both the message transmission as well as the message understanding and acceptance.
Integrate and engage with project management – All projects will incorporate some elements of change.
There is a growing trend to integrate change management work with project management activities. These
complementary disciplines naturally cross paths throughout the life of an initiative. Examples of integration
between the project plan and the change management plan include the following:
•
•
•
•
•

Adding change management activities to the project plan
Working collaboratively with the project team
Aligning change plans with project plans
Combining or assigning responsibilities and roles
Providing change management training to the project team

The City should incorporate a change management approach to eliminate any gap between management
expectations and staff support. This effort should include communication provided to identify the change,
explain the timing, rationale, outcome, and expected impacts from the action to the clients, the community,
agency operations, and staff.
Engage with middle managers – The ranks of middle management are vitally important in change
initiatives because they are closest to the employees impacted by the proposed change. Positive and
constructive steps that the change managers can take to promote understanding, acceptance, and success
include the following:
•
•
•

Providing communication about the change and the managers’ roles in change
Holding one-on-one meetings, team meetings, and alignment sessions
Focusing on awareness building, including how the change will affect them, the business reasons
for the change, and the need for change management
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Providing materials, tools, and support that will help managers understand and navigate the
change
Engaging and involving managers during the early phases of the change and throughout the project
lifecycle

Engaging other management ranks to present, discuss, and understand potential changes is not an activity
that has been a priority for the City. The consensus of many managers and staff interviewed for this project
was that there were too many changes going on at once. Staff reported feeling overwhelmed with multiple
competing priorities and new initiatives. There is a sense among staff interviewed for this assessment that
priorities continually shift and evolve, and there is no reliable policy framework that informs the strategic
operational decisions or capital planning initiatives. This reflects an opportunity for the City to enhance
the communication/feedback loop in order to improve understanding and acceptance among the middle
managers and, in turn, use their time and access with line staff members to provide effective
communication to them as well.
The City should develop change management criteria against which to measure communication efforts
with middle management as part of any change initiative. The change management criteria should include
guidance on type and volume of communications and appropriate message formats as well as the desired
recipients.

Workforce Development
Recommendation 4: Develop a formal compensation philosophy and perform a compensation study.
Each position in the City government is assigned to a pay grade governing the salary range available for
that particular grade. The City’s Personnel Code states that “A uniform and equitable pay plan shall be
prepared and kept up-to-date by the city manager and submitted to the council for approval. The pay plan shall
consist of pay grades for each position classification and shall be based on the ranges of pay for other classes,
requisite qualifications, general rates of pay for comparable work in other public and private employment in the
area, cost-of-living data, maintenance or other benefits received by employees, the financial position of the city,
and other economic considerations.” 9
The City is to be commended for maintaining a pay plan based on economic and financial factors. Considering
these factors helps to ensure pay equity across similar types of positions, that employees are being compensated
fairly for the services they are providing, and that compensation keeps pace with the cost of living. However, the
Personnel Code does not have a formal compensation philosophy in place to create a framework for why the
City pays the rate it does.

Feedback from employees suggests that the City may not be adequately addressing local market factors in
the development of its pay plan, causing concerns about pay disparities. In interviews with staff across the
City, many employees identified compensation as a challenge for the organization. Staff also report
difficulties in filling certain long-vacant positions, as discussed in Recommendation 5. Additionally, in exit
interviews conducted with individuals who left City employment between January 2018 and March 2020,
nearly 20% of the departing employees stated that the primary reason they decided to leave City
employment was concern about their rate of pay. 10
Although the City’s code requires the City to consider ranges of pay for comparable public and private
employment in the area, it does not provide specific direction on how this information should be used to
determine appropriate pay classes. Based on feedback from employees, as well as the challenges with
recruitment and retention discussed in Recommendation 5, the City may not be establishing the
appropriate salary ranges for some positions. To address this issue, the City should adopt a formal
9

City of Lawton. Personnel Policies and Procedures § 17-1-4-133.
City of Lawton. Exit Results - 2018-2020.

10
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compensation philosophy and perform a compensation study to determine what changes should be made
to the City’s existing compensation plan.
A formal compensation philosophy would provide the City better direction on how to determine salary
ranges and would also serve as a document that could communicate the City’s intentions and justifications
to City employees. The Society for Human Resources Management (SHRM) recommends establishing a
formal compensation philosophy. SHRM writes that a successful compensation philosophy “explains the
‘why’ behind employee pay and creates a framework for consistency.” It is a tool to ensure that the
compensation helps support the City’s goals and objectives and communicates the City’s compensation
objectives to prospective and existing employees. 11 SHRM recommends that an organization consider the
following when developing a compensation philosophy:
•
•
•
•
•
•

Is the overall [compensation] program equitable?
Is the overall program defensible and perceived by employees as fair?
Is the overall program fiscally sensitive?
Are the programs included in the compensation philosophy and policy legally compliant?
Can the organization effectively communicate the philosophy, policy, and overall programs to
employees?
Are the programs the organization offers fair, competitive, and in line with the compensation
philosophy and policies?

The City should expand upon its existing language in the Personnel Code to create a compensation
philosophy that explicitly discusses how the City’s compensation will address recruitment and retention
challenges while being sensitive to the City’s economic condition and its role as a public, rather than
private, employer. The compensation philosophy should define how often the pay plan should be updated
and the process for updating the plan.
Once the compensation philosophy is adopted, the City should engage an outside firm to perform a
classification and compensation study. Although the City updated its pay schedule fairly recently (in 2018),
employee feedback and data from exit interviews, as well as the City’s reported difficulties in filling certain
vacant positions, suggest that the current structure may not be meeting the City’s needs. A firm specializing
in classification and compensation will have both the expertise and the capacity to closely examine the
duties associated with each City position to determine whether it is classified and compensated
appropriately based on market conditions. Working with a classification and compensation firm will be an
additional cost for the City, but an effective compensation system will help reduce turnover, speed up the
recruitment process, and provide a basis for classifications in future years.
Recommendation 5: Create an organizational development and succession plan for the City.
One of the top challenges identified by staff interviewed for this assessment throughout the organization is
the difficulty in recruiting and retaining talented staff to fill City positions. The City’s relatively isolated
location in southwest Oklahoma does not allow for a robust candidate pool, and, according to staff
interviewed for this assessment, the City’s compensation structure reportedly is not competitive with other
employers in the area, including Fort Sill. While a compensation analysis was not part of this scope of
work, it was noted that the City did have positions with vacancies for extended periods. Per City records,
79 employees left City service in 2019, which translates to a 20% turnover rate in 2019, and between
January 2018 and July 2020 it took the City an average of 75 days, or approximately 2.5 months, to fill
each vacant position after the position was posted. 12 In comparison, SHRM’s 2019 Benchmarking Industry
Reports for government employers show that benchmark employers have an average turnover rate of 11.8%
SHRM. What is a Compensation Philosophy? www.shrm.org/resourcesandtools/tools-and-samples/hrqa/pages/compensationphilosophy.aspx
12
Vacancy data does not consider Police or Fire Department hires, because hiring in those departments is
conducted annually to correspond with the Police and Fire Academies. Source: City of Lawton.
11
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and an average time-to-fill of 39.8 days. 13, 14 This suggests that the City of Lawton experiences nearly twice
as much turnover and hiring delays that are almost twice the industry average. It is reasonable for an
organization to make a management decision to delay hiring for an individual position or to impose a
general hiring freeze for a variety of financial and operational reasons. These decisions will certainly impact
the time it takes to fill a position..
This turnover and these delays in hiring can impact the City’s ability to deliver quality services. These
factors have also created situations in which existing employees have risen through the ranks of the City to
fill positions as they become vacant, often lacking the skill, background, training, or experience necessary
to succeed in the roles they are selected to fill. With time and training, the internal promotion may reach
the level of expected performance, but the City will incur an indirect cost associated with unmet service
delivery as well as direct costs for staff development during this time.
In addition, the City of Lawton recognizes that numerous key positions throughout the organization may
be vacated within the next five years due to retirement. Current demographic data indicates that a
significant portion of Lawton’s workforce is now or will soon be eligible to retire in the next several years,
including several in key leadership positions. For City employees outside of Police and Fire, the Lawton
City Employee Retirement System provides retirement benefits for employees who are aged 52 or older
with at least 10 years of service. The Police and Fire retirement systems are based on a years-of-service
calculation that requires between 20 and 22 years of service, regardless of age. The following table provides
department-level insight into the percentage of the full-time workforce over age 52.
Table 4: Employee Demographic Information by Department, 2020
Department
Animal Welfare Department

Percentage of
Employees Aged 52+
18%

City Attorney

56%

City Manager/City Clerk

70%

Community Services

59%

Emergency Communications

10%

Engineering Department

64%

Finance Department

40%

Fire Department

8%

HR

50%

Information Technology Services

35%

Library

35%

Municipal Court

27%

Parks and Recreation

41%

Police Department

19%

Public Utilities Department

34%

www.shrm.org/ResourcesAndTools/businesssolutions/PublishingImages/Pages/Forms/EditForm/Government%20Agencies%20All%20FTEs%20Huma
n%20Capital%20Report.pdf
14
SHRM. Customized Talent Acquisition Benchmarking Report: Government Agencies, November 11, 2019.
p. 23. www.shrm.org/ResourcesAndTools/businesssolutions/PublishingImages/Pages/Forms/EditForm/Government%20Agencies%20All%20FTEs%20Talent
%20Acquisition%20Report.pdf
13
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Department
Public Works Department

Percentage of
Employees Aged 52+
42%

Total, All Departments

28%

In total, more than a quarter of all City staff are over age 52. Excluding the Police and Fire Departments,
39% of the City’s workforce is aged 52 or older and potentially eligible to retire. In several City departments,
including the City Attorney’s Office, City Clerk’s Office, City Manager’s Office, Community Services,
Engineering, and HR, more than half of the departments’ current employees are over age 52 and potentially
eligible to retire. With such a large portion of the City’s workforce potentially eligible to retire, the demands
for proactive succession planning can be expected to grow over the next several years.
Recognizing the City’s existing recruitment and retention challenges, it is essential that the organization
implement a proactive approach to considering its current and future workforce needs. Organizational
development and succession planning are best described as identifying critical roles and functions within
the organization and developing internal talent within the organization to address them, both currently and
as future vacancies occur.
Succession planning not only positions an organization for future success, but it also helps ensure that an
organization can perform at a high-level during periods of transition by equipping staff with the skills and
abilities needed to meet unexpected challenges. Having a plan in place allows for an organization to predict
where critical needs are or will be, provides them time to adjust and plan, allows adequate time for
employees to be trained, and, if necessary, time to recruit potential candidates. The goal is to have seamless
or uninterrupted service within the organization.
It is recommended that the City develop and implement a Citywide organizational development and
succession planning program to develop the skillsets and capabilities in existing City staff to best meet the
needs of the organization today and mitigate the potential loss of institutional knowledge and productivity
associated with future retirements and vacancies. To accomplish this, the first step should be to establish
an Organizational Development and Succession Planning Steering Committee consisting of the HR
Director, City Manager, Deputy City Managers, and key managers and supervisors from throughout the
organization who can identify critical positions and future staffing needs. This Steering Committee should
identify those critical positions that are currently hard to fill and those that may become vacant within the
next several years. The Committee should look at positions at all levels of the organization, including
executive, middle management, and supervisory staff.
Next, the Steering Committee should review the organization’s existing key competencies and those
needed to fill the identified critical positions. This will allow for the identification of potential gaps in staff
knowledge and experience and inform the creation of individual staff training and development plans. The
HR Department should then coordinate formal training and professional development opportunities that
focus on both knowledge-based and skills-based learning and meet the needs identified in the individual
staff training and development plans. Recognizing the limitations of staff within the HR Department, it is
not reasonable to expect HR staff to conduct all of the training and development sessions in-house. Some
training and development opportunities may be provided by the use of webinars, online training courses,
and partnerships with local training providers and higher education institutions.
In addition to formal training and professional development plans, another component of developing
employees for future leadership positions involves coaching and mentoring. City and Department
leadership should pursue opportunities to expand coaching and mentoring for staff that demonstrate the
desire and capacity for growth, including the following:
•

Regular coaching sessions with senior leadership
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Job shadowing opportunities
Interim assignments
Opportunities to attend higher-level meetings
Position rotations
Committee and task force assignments

A successful organizational development and succession plan should help cultivate existing talent, prepare
and transition high performing front-line workers to take on supervisory roles, and prepare supervisory and
management staff to take on higher-level leadership roles in the organization over time.

Financial Management
Recommendation 6: Develop the multi-year, prioritized Capital Improvement Plan using a
collaborative planning process.
The City of Lawton updates its Capital Improvement Plan (CIP) each year and appropriates funding for
the first year of the CIP as part of the City’s annual budget. The CIP for FY2021 totals $352.8 million. 15
The projects are funded through several revenue sources, including charges for service, utility fees, and a
sales tax dedicated to capital improvements. In February 2020, voters approved a 2.125% sales tax in the
City from April 1, 2020 through December 31, 2034, with revenue from the sales tax to be used to fund the
City’s CIP. The revenue from the tax is informally earmarked to fund several capital projects over the next
15 years, such as construction of a new City police, fire, jail, and municipal court facility and the purchase
and implementation of information technology improvements. 16
A CIP is created each year as part of the City’s annual budget development process. Each department
submits a list of capital requests for the coming year, ranked by priority. These requests range from smaller
equipment, software, or supply purchases to large building or infrastructure construction projects. The list
also includes a cost estimate for each project, based on the department’s best understanding of future costs.
Historically, department requests are submitted to the City Manager, who is responsible for making the
final decision on which CIP projects will be recommended to be funded in the coming year. There is
reportedly no formal process for soliciting feedback or collaboration from departments on CIP development
or for creating an overall ranking of projects by priority.
There are several challenges with the City’s current approach to capital planning that limit its effectiveness,
including the lack of multi-departmental collaboration and the lack of a formal system for selecting projects
to fund.
The first issue is that the current process does not provide an opportunity for collaboration among all
departments when developing the recommended CIP. Departments develop their list of projects on their
own and submit them separately to the City Manager’s Office for review. The City Manager is solely
responsible for reviewing and ranking the project requests without input from other departments. This
means that departments may not have the opportunity to review or offer input on capital requests from
other departments until the CIP process is complete or nearly complete. This creates several risks. If
departments do not work together to develop and evaluate their requests, the City may be missing out on
opportunities for collaboration between departments; for example, departments may be able to share
software systems or pieces of equipment, and if they develop their lists of needs separately, these
opportunities may not be identified. Furthermore, projects in one area may impact another, but because
each department develops and submits its projects internally, using different internal processes and naming
City of Lawton. FY2021 Budget. p. 152. www.lawtonok.gov/sites/default/files/publications/202006/COL%20Annual%20Budget%20FY%202020-2021.pdf
16
City of Lawton. Resolution No. 2019-116. www.lawtonok.gov/sites/default/files/publications/201912/Resolution%2019-116.pdf
15
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connections, these connections may not be apparent. Finally, without a collaborative process, the City
Manager does not benefit from the expertise of staff who may have valuable insight into the relative
importance of various requests. To address this issue, the City has proposed working with a CIP
management consultant to include major process and communication improvements.
A second concern is the lack of a formal system for selecting which projects should be recommended to the
City Council for inclusion in the CIP. Historically, no formal criteria for prioritizing or selecting projects
have been articulated. Formal criteria would create transparency in the process and help provide an
explanation to departments, the City Council, and the public as to why one project was selected over
another. They would also help standardize the process across departments and across years. Without
formal criteria in place, transparency is limited, and departments are prevented from gaining a clear
understanding as to what types of projects are more likely to be funded. Furthermore, without formal
selection criteria in place, there is the risk that decisions may be made without all of the relevant factors.
Finally, many large capital projects, such as the construction of a new building, span a timeframe of several
years and must be budgeted for over a multi-year period to accurately capture the costs involved in that
project. Therefore, it is important for the City Council to be presented, as part of the annual budget process,
with each project’s overall costs and the longer-term financial impacts on the City. Furthermore, it is
important to understand what large capital needs may be coming in future years so that the City can
effectively plan for the necessary resources.
As the Government Finance Officers Association (GFOA) states in its Best Practices Advisory on MultiYear Capital Planning, “Capital facilities and infrastructure are important legacies that serve current and
future generations. It is extremely difficult for governments to address the current and long-term needs of
their citizens without a sound multi-year capital plan that clearly identifies capital needs, funding options,
and operating budget impacts.” For that reason, GFOA recommends that a capital plan cover a period of
at least three years and preferably five or more. 17
The City should address these concerns through the creation of its multi-year CIP developed through a
formal, collaborative process. The process should start with each department creating a ranked list of
projects, as they do now, but the list of projects should include all anticipated projects and costs for the
upcoming five fiscal years, including ongoing operational and maintenance expenses associated with each
capital investment. For each potential project, the departments should also include a justification of need,
an estimate of the ongoing operational costs associated with the project, if any, and a list of any related
capital project requests in other departments.
The next step should be for the list of projects to be reviewed and evaluated by a CIP review committee
consisting of the City Manager, Deputy City Managers, Finance Director, City Engineer, City Planner,
and at least one representative from each department requesting capital funds. It is important for the City
Engineer and Planner to be involved in all aspects of CIP development so that they can provide insight into
the potential cost impacts of the proposed projects, how they could impact City infrastructure, and whether
they advance City land use planning goals.
The group should discuss each project collaboratively and identify any potential opportunities for
collaboration between departments that have not yet been addressed. They should then rank each requested
project based on a set of defined criteria, such as the following:
•
•
•

17

Whether the project is required to address an ongoing safety concern
Whether the project is required to address a legal requirement
How the project accomplishes the goals identified in the City’s Strategic Plan as discussed in
Recommendation 1

GFOA. Multi-Year Capital Planning. www.gfoa.org/multi-year-capital-planning
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Estimated ongoing operational costs/savings associated with the project
Project financing (i.e., whether some or all of the project will be financed through grants, fees, or
other funding sources without a tax impact)
Potential impact on the economy or community
Potential impact on City operations

The committee should assign each potential project a numerical rating for each of the established criteria.
Totaling a project’s rating on each criteria will produce the project’s overall rating, allowing the City to
create a ranked list of projects from highest-rated to lowest-rated. The City can then compare the ranked
list to the total capital funds available to develop a draft five-year CIP. The City Manager should retain the
final authority to determine which projects should be part of the CIP recommended to the Council. If the
City Manager decides to add or remove projects from the draft CIP developed by the committee, the City
Manager should provide a written explanation justifying the change. This will allow the City Manager to
retain the flexibility to revise the CIP as needed while still ensuring that the ranking system and the CIP
committee play a substantive role in the process of developing the recommended CIP.
Implementing these steps will mean that the CIP process will take longer and require more staff time, but
the CIP guides the expenditure of millions of dollars each year. It is important for the City to take the time
to carefully consider the best use of those funds in order to maximize their positive impact and ensure longterm financial sustainability of the City’s expensive assets.
Recommendation 7: Update the City’s financial management policies and procedures.
The City is responsible for managing a wide range of financial transactions, including tracking revenue
from taxes and fees, grant awards, expenditures by department, and funds paid to specific vendors. Such a
large and complex system has significant potential for error, which is why it is essential for organizations
to have robust financial controls in place to ensure the accuracy of its records and to confirm that money
is managed appropriately.
However, the City of Lawton lacks many formally documented financial policies and procedures. This
creates challenges with continuity, internal controls, and consistency within the Department. Independent
auditors have frequently expressed concerns about this lack of documentation. For example, the Single
Audit for FY2019 notes that the City does not have formal accounting policies and procedures in place,
and the audit uncovered several errors in financial statements that had not been corrected in a timely
manner. 18 This is a concern because errors impact the ability of the City to gain an accurate understanding
of its financial position. Furthermore, a lack of internal controls creates the risk of misuse of funds. For
example, in the City’s current financial system, staff are able to write off charges from vendors as part of
the reconciliation process, without the need for any review or approval of these changes. This
permissiveness potentially creates the opportunity for an employee to erase evidence of unscrupulous
transactions.
It is important for the City to have comprehensive, up-to-date financial policies to ensure compliance with
state and federal laws, maintain appropriate internal controls, minimize risk and liability, provide
appropriate guidance for staff, and generally ensure that the City remains an effective steward of public
funds. It is particularly important that the City develop effective financial policies in light of the planned
transition to the Tyler financial management software, as discussed in the introduction to this chapter. The
software will be customized to align with the City’s financial management policies. If those policies are out
of date, unclear, or incomplete, the effectiveness of the software will be limited, and the City will fail to
realize some of the value of its technology investment.

City of Lawton. Single Audit Reports, Year Ended June 30, 2019. p. 12.
www.lawtonok.gov/sites/default/files/publications/2020-05/Single%20Audit%20FYE%202019.pdf
18
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The COVID-19 pandemic highlights another reason why effective financial policies are important. The
City is projecting a reduction of approximately $2 million in sales tax revenue for FY2021 due to the
impacts of the pandemic. 19 This significant decrease means that revenue from federal grants will be more
important than ever to help the City maintain operations. It cannot afford to risk any interruption to that
revenue source, and thus must be prepared to demonstrate that all federal grant funds, as well as funds
from other sources, are reported and allocated appropriately. Developing a grants management policy
would provide appropriate guidance for the use of these funds.
In addition, departments have historically applied for and received federal grants independently, without
involving the Finance Department. This lack of centralization has resulted in inaccurate recordkeeping and
adverse audit findings. The Finance Department is working to address this issue by requiring staff to report
federal grants to the Finance Department, but in practice, this is not always taking place. The 2019 Single
Audit finds the City to be deficient in not having a review or approval process in place to ensure accuracy
of the Schedule of Expenditures of Federal Awards (SEFA), which tracks funds that the City has received
from the federal government. The Audit states, “The City’s lack of controls in the preparation, review, and
approval of the SEFA resulted in required adjustments and impacted major programs determination. …An
inaccurate SEFA could result in the omission of major programs and impact future funding amounts.” 20
In other words, the City does not currently have a process in place to accurately track grant funds received
from the federal government or to ensure that these funds are expended per federal guidelines. This is a
significant concern because if the City does not comply with federal requirements, it risks losing the federal
funding on which it depends.
To address these deficiencies and ensure that financial records are tracked accurately, the City should adopt
comprehensive financial management policies, along with formally documented policies and procedures.
GFOA’s Best Practice on Adopting Financial Policies provides a framework for the type of policies and
procedures that the City should formalize. Policies should achieve the following objectives: 21
•
•
•
•
•
•
•

Institutionalize good financial management practice
Clarify strategic intent in financial management
Define boundaries
Support good bond ratings
Promote long-term and strategic thinking
Manage risks to financial condition
Comply with established public management best practices

The City should review its current policies and procedures and identify areas of improvement based on
audit findings and GFOA best practices. GFOA recommends that all governments should consider the
adoption of financial policies that address 15 categories of financial management. The following table
defines those categories and identifies the financial policies City staff provided as part of this assessment
and the year these policies were last updated.
Table 5: Recommended Financial Policy Categories
Financial Policy
Category
General Fund
reserves

Category Description
Policies governing the amount of resources to
be held in reserve and conditions under which
reserves can be used

Lawton Policies
Establishment and Maintenance of
a Grant/Disaster and General Fund
Reserve - 2003

City of Lawton. FY2021 Annual Budget. p. 19.
City of Lawton. Single Audit Reports, Year Ended June 30, 2019. p. 15.
21
GFOA. Adopting Financial Policies. https://www.gfoa.org/materials/adopting-financial-policies
19
20
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Financial Policy
Category
Reserves in other
funds
Grants

Debt

Investment

Economic
Development
Accounting and
financial reporting

Category Description
Policies for other funds (especially enterprise
funds) governing the amount of resources to be
held in reserve and conditions under which
reserves can be used
Policies dealing with the administration and
grants process
Policies governing the use of government debt,
including permissible debt instruments,
conditions under which debt may be used,
allowable levels of debt, and compliance with
continuing disclosure requirements
Policies guiding the investment of public funds,
including permissible investment instruments,
standards of care for invested funds, and the
role of staff and professional advisors in the
investment program.
Policies addressing a local government’s use of
subsidies or other incentives to encourage
private development.
Policies establishing and guiding the use of an
audit committee to endorse key accounting
principles and ensure external audits are
properly performed.

Risk management and
internal controls

Policies addressing risk management and
internal control

Procurement

Policies encouraging efficient, effective, and fair
public procurement

Long-term financial
planning
Structurally balanced
budget
Capital

Revenues

Expenditures

Operating budget

Policies committing the organization to take a
long-term approach to financial health
Policies defining and promoting the
achievement of structurally balanced budgets
Policies covering the lifecycle of capital assets,
including capital improvement planning, capital
budgeting, project management, and asset
management
Policies designing efficient and effective
revenue systems to guarantee the generation of
adequate public resources to meet expenditure
obligations
Policies addressing issues surrounding how
money is expended, including personnel,
contracts, and funding long-term liabilities
Policies describing essential features of the
budget development process and form, as well
as principles that guide budgetary decisionmaking
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Lawton Policies
None provided
None provided
Municipal Securities Disclosure 2019

Investment Policy - 2017

None provided

None provided
Suspected Fraudulent Activities,
Misappropriations, Improper
Activities, and Similar Irregularities
- 2006
• Purchasing and Payment
Procedures - 2020
• Purchasing Card Policy - 2018
• City Contract Monitoring and
Administration - 1997
None provided
None provided
Inventory and control of Fixed
Assets - 2017
Payment of Utility Bill – Extension
of Time - 1995
None provided

Preliminary Budget Deadline - 2014

Based upon this information, it is recommended that the City develop and adopt and/or update several
financial policies. To begin, the following should be addressed as a high priority:
•
•
•

Updating the General Fund reserve policy and developing reserve policies for other funds
Developing a grants management policy
Developing a debt management policy
The Novak Consulting Group
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Developing a long-term financial management policy
Developing a capital improvement planning policy
Developing and/or updating budget development policies

Financial policies should be reviewed and updated regularly to ensure that they continue to be
comprehensive and accurate and that they reflect current law and current City practices and priorities. As
part of the policy development and review process, policies should be reviewed by legal experts before they
are finalized to ensure that they comply with all applicable federal and state guidelines. Once new or
updated policies are in place, the City should provide training to both Finance staff and other staff across
the City to ensure that they have access to and understand these financial policies.

Communications
Recommendation 8: Develop an annual Community Relations work plan.
The Community Relations Office manages external communications on behalf of the City. The Office,
which consists of the Community Relations Director and a Multimedia Specialist, directs external
communications, manages the official City social media pages, drafts press releases and other public
messages, writes speeches and talking points for City officials, and trains managers, directors, and other
staff on public communication strategies.
The Community Relations Officer maintains a list of general priorities for the Office set by the City
Manager:
•
•
•
•
•
•
•

Managing the Message - Coaching and Interviews
Public Outreach and Positive Communications
Emergency Communication
Complaint Resolution Management
Marketing/Image Improvement
Social Media
Event Coordination

The Office does not track work hours by project, but the Director reports that most of her current workday
is generally spent on reactive issues, such as responding to a request from staff or a constituent or managing
an ongoing communications issue. It is important that the Office be reactive and be ready to step in to
quickly craft messaging around a time-sensitive situation, but it is also important that the Office have the
capacity for regular ongoing tasks, such as social media management. Without a formal work plan in place,
the Office is at risk of failing to effectively balance reactive needs with proactive responsibilities. If these
are not balanced effectively, proactive, longer-term projects may be neglected in favor of immediate reactive
needs, limiting the Office’s effectiveness in supporting City priorities.
The Multimedia Specialist is a new position; until early 2020, all of the Office’s work had been managed
by the Director alone. This increase in staff capacity represents an opportune time for the Office to establish
an annual work plan. Establishing a work plan will also serve not only to clarify the separation of duties
between the Director and the Specialist but will provide the Specialist with an understanding of their goals
and responsibilities moving forward. A work plan will also define both positions’ ongoing responsibilities
and help ensure that both employees balance their proactive and reactive duties.
The Office should work with the City Manager to establish an annual work plan. The plan should include
both ongoing tasks, such as regular social media management and regular coaching of managers and
directors, as well as projects the City Manager and Director would like to accomplish throughout the year.
To determine the appropriate projects, the Director and City Manager should work together to establish
specific goals for the Office and then determine what projects should be put in place to establish these goals.
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For each task, the Office should estimate the total time frame, the total staff hours required, and any
additional resource needs, such as software or assistance from staff in other Departments. The Office
should then plot these tasks on a work calendar, illustrating responsibilities for each month of the year as
well as the resources required to meet those responsibilities. This calendar will allow the Office to
proactively plan for future work as well as to understand the available staff capacity for reactive tasks.
After developing the work plan, the Office should track progress on it throughout the year. Progress on the
plan will help the City understand whether it is appropriately staffed to meet the proactive and reactive
workload.
Recommendation 9: Develop an internal communication program.
The focus of the Community Relations Office is on external communication; it supports the City in its
engagements with residents and other stakeholders. The Office is not involved in any internal
communication, such as communication between City Administration and staff in other areas. Formal
internal communication at the City is limited, although the City Manager does send out a newsletter to all
staff twice per year highlighting City initiatives.
Interviews with staff across the City indicated a need for enhanced internal communication across the City.
Some reported feeling that City departments operate in silos, with limited collaboration or communication
across functional areas. Many staff also report being unaware of the City’s overall plans or Citywide
objectives.
Feedback from interviews indicates that the City’s lack of robust internal communication contributes to a
lack of cohesiveness across departments. If employees see themselves as part of their own Department
rather than part of the City, the City cannot effectively collaborate across departments to implement large
projects or achieve goals. Many City issues affect multiple departments, and it is important that
departments work collaboratively to solve them.
Periods of crisis or uncertainty, such as the COVID-19 pandemic, highlight the importance of a robust
internal communication system. During these times, staff depend on the City for access to timely, reliable
information. However, many staff have expressed confusion and uncertainty about the City’s policies and
practices related to the pandemic, such as the policy for when employees should telework or take sick leave
or how employees should record their time when they are doing work as part of the City’s emergency
response. This impacts staff productivity and morale and creates a risk that they might pass misinformation
to colleagues or the public. Additionally, if employees are not adequately informed about the City’s
response to the pandemic, they may not be acting in compliance with federal and state law. This could
impact City operations and put federal funding at risk.
It should be noted that staff were interviewed for this assessment at early stages of the pandemic. Since that
time, the City reports that 39 updates from March 8 thru July 17 were disseminated to staff during the
COVID-19 pandemic. Additionally, the City has implemented CodeRED – a public safety emergency alert
system. The software was implemented in April for use in communicating with the public, and the City
intends to expand its use to include messaging to City employees as well.
Although the focus of the Community Relations Office is currently on external communication, staff’s
communications expertise can also be an important tool to facilitate effective communication internally
and build upon the monthly internal newsletter. An effective internal communication program should
include regular communications between Citywide leadership and staff on crisis response, City goals, staff
accomplishments, and progress on City initiatives such as the implementation of the recently purchased
suite of software systems from Tyler Technologies.
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The Director should work with the City Manager’s Office to develop an internal communication program
that helps connect employees to each other and the City as a whole. Examples of internal communications
could include the following:
•
•
•
•

Ongoing crisis communications related to the COVID-19 pandemic, including information about
tracking work time accurately, tracking leave related to COVID-19, and messaging for the public
about the City’s response
More frequent communications from the City Manager to staff highlighting both City projects and
the ongoing, day-to-day work performed by City staff
Training for managers and supervisors on how to communicate with employees
An employee survey designed to engage with them on what could be improved in their work
environment

The program should also develop a system for keeping employees informed about significant changes in a
timely manner, both during times of crisis such as the COVID-19 pandemic and in other periods of
adjustment. Recommendation 3 discusses the importance of a coordinated, comprehensive change
management strategy, and part of that strategy should be a comprehensive communications program to
disseminate information about new initiatives, such as reorganizations, newly-created positions,
technology changes, and other important changes that will impact City operations.
The program does not need to be extensive or time-consuming but should allow for two-way
communication between staff and leadership and should help employees better understand their roles
within the larger organization. An investment in this program can help maintain employee morale and
help identify common goals among departments.
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Human Resources
The Human Resources (HR) Department provides recruitment, safety and risk management, payroll
administration, and support for the entire City organization. Lawton’s HR Department provides traditional
HR services such as recruitment and selection, benefits administration, and safety and risk management.
In addition, the HR Department is responsible for administering the City’s payroll timekeeping and
processing.
The HR Department has a flat reporting structure with no defined functional teams or divisions. In total,
the Human Resources Department’s FY2021 budget includes eight authorized positions. The following
organizational chart illustrates the Department’s structure based on its authorized budget.
Human Resources
Director
1.0 FTE

Administrative
Assistant III
1.0 FTE

Senior Payroll
Administrator
1.0 FTE

Payroll/Human
Resources
Coordinator
1.0 FTE

Human Resources
Specialist
1.0 FTE

Employee
Development
Coordinator
1.0 FTE

Benefits
Coordinator
1.0 FTE

Safety & Risk
Officer
1.0 FTE

Figure 3: HR Department Organizational Structure, FY2021
The Department is led by the Human Resources Director, who supervises all Department personnel. The
Director manages the budget for the Department and provides support for City managers and directors in
personnel management and employee discipline issues. The Director also takes part in all collective
bargaining negotiations. The Director is supported by an Administrative Assistant who contributes to data
management and provides other administrative support.
The Senior Payroll Administrator oversees payroll data entry into the City’s Great Employee Management
System (GEMS) Human Resources Information System (HRIS) every two weeks; timesheets are prepared
and submitted manually, and the Administrator coordinates the input of the paper timesheets into the
system. 22 The position also ensures that the appropriate deductions and garnishments are taken out of
employees’ paychecks. The position also maintains employment records, including enrolling new
employees into the system and tracking the use of sick days, vacation days, and other absences. The Senior
Payroll Administrator is assisted by the Payroll/HR Coordinator, who assists in the compiling of employee
time and payroll information and provides other support as needed.
The HR Specialist manages several personnel duties on behalf of the Department, including the
Department’s workers’ compensation program. The position also coordinates unemployment hearings,
oversees internal investigations into employee conduct, and manages employee disciplinary procedures.
Finally, the Specialist oversees performance evaluations for the City, helping ensure that all evaluations
are completed in a timely manner. Evaluations are completed annually, except for a six-month evaluation
for new employees.
The job of inputting timesheets is shared between the Senior Payroll Administrator, Payroll/HR
Coordinator, and Benefits Coordinator.
22
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The Safety and Risk Officer is responsible for managing the City’s risk reduction program, including
working with departments on strategies to mitigate workplace risk, inspecting worksites around the City,
and developing and implementing safety manuals and safety training programs. The position also
investigates all employee complaints and injury reports and provides guidance on workers' compensation
issues. The Officer also tracks Family and Medical Leave Act (FMLA) hours used by City employees. The
position also serves as backup to the HR Director when the Director is not in the office.
The Employee Development Coordinator develops and implements Citywide training, such as new
employee onboarding and supervisory training for supervisors and managers. The position is also
responsible for Citywide recruitment efforts; the Coordinator works with Departments to post new jobs
and to conduct the preliminary screening of candidates. The position also attends job fairs and implements
other initiatives to promote the City as an employer.
The Benefits Coordinator is responsible for managing the City’s salary and benefits systems. The
Coordinator reviews proposed salaries for new positions to ensure that they reflect the City’s classification
system and regularly compares the City salaries to market norms. The Coordinator also manages records
of City benefits, including insurance and pensions, and prepares and distributes benefits information to
employees. The City is in the process of transitioning from a self-insured medical plan to insurance through
Blue Cross Blue Shield; the Coordinator is working with Blue Cross on the transition and will work with
them to administer benefits once the new insurance is in place.

Core Services Matrix
The following table provides an overview of core services currently provided by the HR Department. This
list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed by
HR staff across the Department’s functions.
Table 6: HR Department Core Services
Department
Function

Program Area
Human Resources
Strategy and Policy

Administration

•
•
•

Labor and Employee
Relations
Department
Administration

Payroll

Activities

Payroll Administration

•
•
•
•
•
•
•
•
•

Advise the City Manager, City Council, and other City leadership
on Human Resources matters.
Develop and monitor organizational policies, rules, and
procedures related to Human Resources functions.
Represent management during collective bargaining
negotiations.
Provide support to Fire and Police Chief on personnel matters.
Provide escalating employee relations support for discipline
issues.
Develop annual Department budget.
Monitor budget expenditures and adjust as needed.
Input personnel data for new employees and changes for
existing employees into the City’s HRIS.
Input and maintain time and attendance records for all City
employees.
Process bi-weekly payroll for all City employees.
Process employee withholdings and deductions.
Issue W-2s and associated tax reporting documents.
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Program Area

Activities
•
•

Benefits

Benefits
Administration

Compensation
Analysis
Workers’
Compensation

Safety and Risk
Management

Workplace Safety

Risk Management

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

FMLA

Recruitment and
Onboarding

Recruitment and
Development

•
•

Training and
Development

Employee Relations

•
•
•
•
•
•
•
•
•
•
•
•

Monitor and negotiate contracts with benefits providers and
administrators as needed.
Input new employee benefit selections into the City’s HRIS and
applicable provider systems.
Administer annual open enrollment for each benefit plan.
Facilitate benefits enrollment, changes, and terminations for City
staff.
Reconcile monthly insurance invoices.
Administer wellness incentives.
Develop and maintain Affordable Care Act reporting.
Administer retiree insurance deductions.
Provide benefits and policy orientation for newly hired
employees.
Review salary actions to ensure conformance with City policy.
Perform classification studies and reclassification requests on
an ad hoc basis.
Monitor claims managed by the City’s third-party administrator.
Administer risk identification and injury prevention programs.
Manually track injury-related leave programs.
Coordinate delivery of workplace safety training.
Perform job site and facility safety inspections.
Manage Commercial Driver’s License/Department of
Transportation records and administer random drug and alcohol
testing process.
Review and process liability claims against the City.
Coordinate claims with and through the City Attorney’s Office as
needed.
Develop specifications for liability insurance coverage.
Administer the City FMLA program.
Track and monitor FMLA leave utilization.
Manage the recruitment process for approved vacancies and
new positions.
Participate in interviews for Police, executive, and selected other
vacancies for higher-level positions.
Schedule and coordinate candidate background screening and
fingerprinting.
Enter new hire paperwork and information into the City’s HRIS.
Create paper personnel files for newly hired employees.
Conduct new employee orientation programs.
Provide hiring managers with training resources related to
interviewing.
Develop supervisory training resources.
Assist City departments with disciplinary and coaching matters.
Conduct investigations regarding allegations of employee
misconduct.
Facilitate hearings for non-union employee disciplinary matters.
Respond to unemployment claims and inquiries.
Administer the performance evaluation process.
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Staffing
Staffing in the Department has remained steady between FY2017 and FY2021 with eight authorized
positions, as illustrated in the following table. An HR Generalist position was eliminated in FY2018, and
a Payroll/HR Coordinator position was added in FY2020. All positions in the Department are full-time.
Table 7: Department Staffing, FY2017 through FY2021
Staffing by
Function
Human
Resources

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

8

7

7

8

8

0%

Budget
The Human Resources Department budget decreased by approximately $125,000, or 15%, between
FY2017 and FY2021, as illustrated in the following table. The decrease was largely driven by capital outlay
in FY2017 related to the purchase of an automated time and attendance software package that was not
successfully implemented. Excluding capital outlay, the Department’s budget has increased by
approximately 6% over the past five fiscal years.
Table 8: Department Expenses – All Funds, FY2017 through FY2021
Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage Change
FY2017 to FY2021

Personnel Services

$600,487

$561,466

$605,590

$564,548

$641,734

7%

Supplies

$10,129

$5,273

$5,930

$6,800

$6,800

-33%

Other Services and Charges

$69,707

$107,264

$85,704

$93,326

$76,177

9%

Capital Outlays

$169,857

$0

$4,440

$0

$0

-100%

Total

$850,180

$674,003

$701,664

$664,674

$724,711

-15%

Analysis and Recommendations
The HR Department, like other departments throughout the City, faces challenges on how to balance
efficiency with effective operations. Some important HR functions are not being completed due to lack of
capacity; for example, the City does not have a comprehensive succession planning program, as addressed
previously, and the Department is not performing regular inspections of City worksites to ensure that safety
regulations are being followed. The following recommendations help ensure that the Department has the
capacity available to devote to core responsibilities by restructuring the Department, adding more
temporary staff capacity for timesheet entry, contracting out FMLA administration, and reassigning
responsibility for management of the City’s property and casualty insurance to the City Attorney’s Office.
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Structure and Staffing
Recommendation 10: Realign the Human Resources Department structure to create functional
divisions.
According to the Department’s current organizational structure, the HR Director supervises all seven staff
positions within the Department, including the Senior Payroll Administrator, Payroll and HR Coordinator,
HR Specialist, Benefits Coordinator, Employee Development Coordinator, Safety and Risk Officer, and
an Administrative Assistant.
The primary challenge created by this type of flat organizational structure is that it does not provide
sufficient leadership capacity to coordinate and execute high-level and strategic initiatives, such as the
development of a compensation philosophy discussed in Recommendation 4. The large number of
positions that report to the Director creates significant supervisory responsibilities and involvement in dayto-day operations. This arrangement focuses the Director’s attention on staff activities and Department
transactions while leaving little capacity for strategic thinking and developing innovative HR solutions.
In addition, this flat organizational arrangement reduces opportunities for staff working on similar or
interdependent processes to collaborate and communicate, as all communication is funneled through the
HR Director. A further challenge that this structure creates is the lack of management depth and career
progression opportunities within the Department. While there is a position, the Safety and Risk Officer,
assigned to supervise the Department staff in the Director’s absence, the position has no day-to-day
management duties, and, in practice, the position’s capacity is almost entirely devoted to the Safety and
Risk function. Without opportunities for career growth within the Department, retention of high-quality
staff can be challenging.
Through an analysis of job descriptions, staff assignments, employee interviews, and other available data,
the recommended organizational structure groups the Department’s core services into two functional
divisions: (1) Benefits and Payroll Administration; and (2) Workforce Recruitment and Development. Each
of these divisions should be led by a qualified manager, responsible for daily oversight and supervision of
division staff.
This new structure will create leadership capacity for the HR Director to focus attention on strategic
Citywide human capital initiatives such as the development of a compensation philosophy and creating a
robust organizational development program to develop in-house staff talent, as detailed previously.
The following figure provides the recommended organizational structure for the HR Department.
Reclassified or restructured positions are highlighted in blue.
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Human Resources
Director
1.0 FTE

Administrative
Assistant III
1.0 FTE

Workforce
Development
Manager
1.0 FTE

Payroll and Benefits
Manager
1.0 FTE

Payroll Coordinator
1.0 FTE

Benefits
Coordinator
1.0 FTE

Safety & Risk
Officer
1.0 FTE

Benefits and Payroll Administration

Workforce
Development
Coordinator
1.0 FTE
Workforce Recruitment
and Development

Figure 4: Recommended Human Resources Department Organizational Structure
The narrative that follows describes the proposed organizational structure in greater detail, including the
staffing changes that will be required to successfully implement this structure.
The proposed Benefits and Payroll Administration Division should be responsible for all activities
associated with the following core HR services:
•
•
•
•
•

Payroll administration
Benefits administration
Compensation analysis
Workers’ compensation administration
Workplace safety

The following table identifies the positions to be included in the Benefits and Payroll Administration
Division, their status (e.g., existing position, restructuring or reclassifying an existing position), and the
primary duties for that position. For use in this report, reclassifying a position refers to changing the
position classification (i.e., pay grade), and restructuring a position refers to changing duties of a position
without an anticipated change in classification.
Table 9: Proposed Payroll and Benefits Administration Division Staffing
Position

Payroll and
Benefits Manager

23

Position Status/Fiscal
Impact
Reclassify Senior Payroll
Administrator Position
Estimated Fiscal Impact:
$2,000-$3,000 in the first
year 23

Primary Responsibilities and Tasks
•
•
•
•

Provide daily oversight and supervision to division staff
Manage special projects within the division
Review and approve payroll transactions before posting
Provide support for escalated Payroll issues

Assumes that the position is reclassified from GE12 to GE15
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Position

Payroll
Coordinator

Benefits
Coordinator

Position Status/Fiscal
Impact
Restructure Payroll and
HR Coordinator Position
Estimated Fiscal Impact:
none

Existing Position
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Primary Responsibilities and Tasks
•
•
•
•
•
•
•
•
•

Safety and Risk
Officer

Existing Position

•
•
•

Input personnel data for new employees and changes for
existing employees into the City’s HRIS.
Import and maintain time and attendance records for all City
employees
Process bi-weekly payroll for all City employees
Issue W-2s and associated tax reporting documents
Monitor and negotiate contracts with benefits providers and
administrators
Input employee benefit selections into the City’s HRIS and
applicable provider systems
Review salary actions to ensure conformance with City policy
Perform compensation and classification studies on an ad hoc
basis
Administer the City’s workers’ compensation and workplace
injury programs
Coordinate delivery of workplace safety training
Perform job site and facility safety inspections
Manage Commercial Driver’s License/DOT records and drug
and alcohol testing process

The proposed Workforce Recruitment and Development Division should be responsible for activities
associated with the following core HR services:
•
•
•

Employee recruitment and onboarding
Employee relations
Training and development

The following table identifies the positions to be included in the Workforce Recruitment and Development
Division, their status (e.g., existing position, restructuring, or reclassifying an existing position), and the
primary duties for that position.
Table 10: Proposed Workforce and Recruitment Development Division Staffing
Position

Workforce
Development
Manager

Workforce
Development
Coordinator

24

Position Status/Fiscal
Impact
Reclassify Employee
Development
Coordinator Position
Estimated Fiscal Impact:
$2,000-$3,000 in the first
year 24

Restructure HR
Specialist Position
Estimated Fiscal Impact:
none

Primary Responsibilities and Tasks
• Provide daily oversight and supervision to division staff
• Manage special projects within the division
• Manage the recruitment process for approved vacancies and
new positions
• Develop workforce and organizational development strategies.
• Assist City departments with disciplinary and coaching matters
• Conduct investigations regarding allegations of employee
misconduct
• Assist with recruiting efforts as assigned
• Schedule and coordinate candidate background screening and
fingerprinting
• Enter new hire paperwork and information into the City’s HRIS
and create personnel files for newly hired employees
• Conduct new employee orientation programs
• Facilitate hearings for non-union employee disciplinary matters
• Respond to unemployment claims and inquiries
• Administer the performance evaluation process

Assumes that the position is reclassified from GE12 to GE15
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Upon completion of the changes necessary to accomplish this restructuring, the HR Department should
communicate these changes to City staff and update the HR Department’s internal and external websites
to create a clear understanding of roles and responsibilities within the Department.
Recommendation 11: Utilize temporary, part-time staff to assist with biweekly timesheet entry until
automated timekeeping is implemented.
Hourly City employees currently record their hours via paper timesheets that are submitted to the HR
Department. HR employees are responsible for verifying the accuracy of the timesheets and manually
entering the information into the City’s GEMS system every two weeks to process employees’ payroll. The
process entails manually entering timesheet data for the City’s approximately 300 hourly employees as well
as all leave and exception data for over 500 salaried employees. This task is primarily completed by the
Senior Payroll Administrator, Payroll/HR Coordinator, and Benefits Coordinator. Staff do not track the
hours spent on processing timesheets but estimate that each spends multiple days per pay period manually
entering this data.
Entering the timesheet data is a time-intensive process that does not require specialized HR knowledge or
skill. The time that HR employees are spending on this task limits their capacity to perform their core
duties. This is of particular concern for the HR Specialist and Benefits Coordinator; neither position is
dedicated to payroll, yet each spends a significant portion of their time on payroll entry. Staff report several
initiatives that cannot be accomplished due to the time staff spend manually entering timesheet data each
pay period, including auditing the retiree health insurance program, updating HR policies and procedures,
and developing training and development opportunities for City staff.
The suite of software systems from Tyler Technologies recently purchased by the City will include Munis
ERP software. The software will include an HRIS module that will allow employees to track their time
directly in the system, eliminating the current need for manual entry. This means that the issue of the time
spent on manual entry will eventually be corrected, but the software is not currently scheduled to be
implemented until early 2021 and may be pushed back further due to the economic impacts of COVID-19
and other factors. This means that the City will still be required to process manual timesheets for many
months, at a time when staff capacity is especially important to help prepare the Department for the Tyler
transition.
It is appropriate for the City to add staff capacity dedicated to timesheet entry to allow existing staff to
assist with other duties. Because the Tyler implementation is expected to change the timesheet process
significantly, it is not recommended that the City add permanent staff positions for this function. Instead,
the City should add one or more temporary staff positions to assist with timesheet entry.
The Department should first track the total hours currently spent on timesheet entry and use this data as a
basis for determining how much additional temporary assistance is needed. It should then secure temporary
staff support for timesheet entry, either by hiring temporary employees or by engaging a staffing agency to
provide temporary assistance. It should establish a structure for training the temporary staff in the
implementation process as well as a system for permanent HR staff to oversee and audit the temporary
staff’s work.
The cost of the temporary staff position or positions is estimated to be approximately $10-$15 per hour,
based on a review of hourly salaries for temporary employees in similar roles, with the total cost depending
on hours worked. For example, if the City employed temporary employees for 48 hours per pay period for
a year, the total cost would be between $12,480 and $18,720. This represents an additional investment for
the City, but it will help ensure that it realizes the full value of its permanent HR staff and provide the
Department with additional staff capacity to manage operations and assist with the Tyler transition.
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HR Policy and Procedures
Recommendation 12: Update the City’s Personnel Code and HR policies and procedures.
Chapter 17 of the City Code details the City’s adopted personnel policies and procedures for all employees
that are not covered under a separate contract. The personnel chapter is 114 pages long and largely written
in dense, technical language. Some sections also have not been updated in more than 20 years. This is a
concern because a long, dense document is difficult to reference or to use as an effective tool for training
new HR staff or new managers and supervisors. The fact that some sections have not been updated for
many years may also mean that the policies are out of alignment with federal or state law or with City
practice. There is also an Employee Handbook written in simpler, less technical language, but the
handbook is not available on any internal server for easy employee access. Employees are given a paper
copy when they start their employment, but there is no way, aside from contacting HR staff, to access
another copy if the paper copy is lost or the manual is updated.
There are also certain policies that SHRM recommends including in an Employee Handbook that the
City’s code currently omits. 25 For example, SHRM recommends the following policies:
•
•
•
•

A policy on weapons in the workplace
A policy on timekeeping
A policy on accommodations for employees with disabilities
A policy on pay garnishments

There may be other emerging issues that require new or updated policies as well. For example, the City
has no policy on telework, but the COVID-19 pandemic has made telecommuting a widespread practice
at the City, and there is a chance that further telecommuting may be necessary depending on the
pandemic’s progression. The COVID-19 pandemic has also led to a large volume of requests for HR staff
to answer questions about the City’s various employee leave programs, including sick leave, FMLA leave,
and personal time off. To provide fair, consistent, and legally compliant responses to these requests, it is
important that these policies are up-to-date and accessible.
The Tyler ERP implementation has also brought awareness to the issue that several Lawton personnel
policies are inconsistently applied across various City departments, and in some cases, individual
departments have developed their own sets of personnel policies and practices on matters that are covered
by the City’s Personnel Code. For example, included with the Public Works Department’s departmental
policies are several personnel policies, including policies on the treatment of probationary employees,
disciplinary actions related to absences and tardiness, and reporting workplace injuries. In addition to
raising fairness and equity concerns, this creates a practical challenge in the development of pay codes and
timekeeping rules in the central payroll processing system.
The Department has already started a program to review and recommend revisions to the Personnel Code.
It is important for the Code to be complete, consistent, and up-to-date in order to serve as a reliable
reference and training tool for all covered employees, supervisors, and HR staff. The Department should
continue with its review of the Personnel Code, prioritizing the policies with the greatest impact on
operations or City liability. As a part of this effort, all personnel policies developed by other City
departments that conflict with Citywide policies should be rescinded.
The City should also consider which policies should be formally adopted by the Council and which can be
adopted at the staff level with approval from the City Manager or Department staff. It is important for the
Council to have the opportunity to direct the City’s personnel policies, but for more technical issues, it may
be advisable to avoid the Council approval process so that policies can be updated more easily to conform
SHRM. How to Develop an Employee Handbook. www.shrm.org/resourcesandtools/tools-andsamples/how-to-guides/pages/developemployeehandbook.aspx
25

The Novak Consulting Group
Trusted Advisors Transforming Communities

Page 42

City of Lawton
Management, Operations, Staffing, and Efficiency Study

to current practice. For example, the Council should set the policy for implementing a pension plan for
retired employees but need not be involved in setting policy on how that plan will be administered.
Removing these technical details from the official Personnel Code would not only allow the City to act
more quickly to ensure its policies comply with changing conditions, such as amendments to state or federal
law, but would also ensure that the City Council is able to focus on high-level policy without considering
technical amendments.
Finally, the Department should review the City’s Employee Handbook and ensure that it is comprehensive
and that it aligns accurately with City policies. The Department should also develop a plan to ensure that
employees always have access to a copy of the Handbook through an internal server, link on the City
website, or other method.

Workforce Development
Recommendation 13: Create a vacancy review process.
As of July 2020, the City of Lawton has 45 vacant positions across the City; they have been vacant for an
average of 155 days, or more than five months. Twenty of these vacant positions are on hold due to the
impact of the COVID-19 pandemic, but these extended vacancies remain an issue because the longer an
authorized position remains vacant, the greater the interruption to operations. Other staff must cover the
workload that would otherwise be assigned to the vacant position, reducing their capacity for their core
duties.
The HR Department recognizes the impacts of these long-vacant positions. Before the onset of the COVID19 pandemic, the Department was planning to initiate a review of positions vacant for longer than a year,
which includes two Civil Engineer positions in the Engineering Department and an Equipment Operator
in the Public Works Department, to determine the likely reasons for the vacancy and develop a plan to fill
them. However, in recent months, this initiative has been put on hold while HR staff works to manage the
impact of the pandemic.
Although recent events have put a strain on HR staff capacity, it remains important to review long-vacant
positions and determine the steps moving forward. Recommendations 4 and 5 in the Citywide chapter
discuss strategies designed to improve employee recruitment and retention. In addition to these larger-scale
initiatives, the HR Department should revisit this initiative as capacity allows. The Department should
work with all City departments to review long-vacant positions, starting with vacancies of more than a year
and moving to positions with shorter vacancies as capacity allows. Department staff should evaluate the
reasons for the vacancy and the impacts of the position(s) remaining vacant. They should also consider
whether the position could be temporarily eliminated or frozen. The effects of the pandemic are expected
to strain the City’s finances, and it may be appropriate to temporarily eliminate or freeze some of these
positions.
When vacant positions are still needed, the Department should develop specific strategies to boost
recruitment and attract qualified applicants. For example, if the Department determines that a particular
position is likely vacant because the salary is too low to attract qualified applicants, the City should consider
outsourcing the function to a private contractor or increasing the starting salary of the position. In some
cases, the starting salary may not be raised due to concerns about internal equity with positions in the same
class. In those cases, the City should consider reclassifying the position to a higher pay grade to address
these issues. These efforts should include consideration of alternative recruiting and hiring strategies as
well, such as the use of executive recruiting firms, workforce development partnerships with vocational
schools and community colleges, and temporarily filling positions through staffing agencies. The City
should also consider whether the nature of the vacancy itself can be reworked. The City should also
consider whether there is the potential to build necessary skills in-house. For example, if there is a vacancy
that requires a particular certification or skill, the City should consider financing training for internal
candidates that will allow them to develop the necessary qualifications.
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Benefits Administration
Recommendation 14: Issue a Request for Proposals (RFP) to outsource Family Medical Leave Act
(FMLA) administration.
FMLA is a federal law allowing eligible employees to take up to 12 work weeks of leave within a 12-month
period for certain purposes, such as to manage a health issue or following the birth or adoption of a child.
Employees are entitled to retain group health insurance while they are on leave and to resume their job, or
an equivalent position, upon their return to work. 26
Employers must carefully manage their FMLA programs to ensure that they remain in compliance with
the federal requirements and that they are properly administering leave benefits. This requires tracking
FMLA hours by employee, which can be a significant administrative burden, particularly when there is no
automated timekeeping system in place. At the City of Lawton, this duty is performed by the Safety and
Risk Officer. Work hours by task are not tracked, but the Safety and Risk Officer estimates that before the
COVID-19 pandemic, at least four to five hours per week were dedicated to FMLA administration, or
more than 200 hours per year. Staff report a surge in pandemic-related FMLA usage that has overwhelmed
the existing tracking system administered in a Microsoft® Excel® spreadsheet.
The significant FMLA workload has impacted the Safety and Risk Officer’s capacity to inspect the City’s
worksites to ensure that conditions are safe and in compliance with local, state, and federal regulations.
Lack of consistent and timely inspections can result in unsafe work conditions or practices, which could
lead to employee injuries, workers' compensation claims, Occupational Safety and Health Administration
violations, and other consequences. The time spent on FMLA administration limits the Officer’s capacity
to perform these important inspections as well as other core duties.
Additionally, the process of manually tracking hours in a spreadsheet is not only time consuming but
carries the risk of human error. If the spreadsheet contains one or more errors, the City could be at risk of
violating federal law by not administering FMLA appropriately.
To address these issues, the City should issue an RFP to evaluate the feasibility of engaging an outside
vendor to provide FMLA administration. Numerous communities have faced similar obstacles relating to
FMLA administration, and some, such as the City of Royal Oak, Michigan, have chosen to outsource
FMLA administration to a contracted vendor. 27 This may be a viable option for the City of Lawton as
well.
The use of an outside vendor would be an additional cost, but it would increase the capacity of the Safety
and Risk Officer to perform other core functions related to risk management and employee safety. An
outside vendor specializing in FMLA administration will also have a level of expertise not available inhouse, helping ensure that the City is administering the program as effectively as possible and following all
relevant regulations. The vendor would be responsible for keeping up with any changes in the law, helping
to reduce the City’s liability and the potential for an accidental violation.

United States Department of Labor. Family and Medical Leave Act. www.dol.gov/agencies/whd/fmla
City of Royal Oak. Approval of Administrative Services Agreement with CareWorks, USA, Ltd. for Family
Medical Leave Act, February 6, 2018. www.romi.gov/DocumentCenter/View/19873/FMLA-RevisedFebruary-12-2018
26
27
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Finance
The Finance Department provides a wide array of financial management and oversight services for the
City. The Department’s varied responsibilities include processing and accounting for City purchasing and
vendor payments, compiling the City’s annual operating and capital improvement budgets and financial
reports, investment and treasury management, providing ongoing municipal bond disclosures, utility
billing services, and operating the City’s print shop.
These functions are provided by a staff of 30 positions divided into four functional areas: financial services,
print shop, finance administration, and utility services, as illustrated in the following figure.
Finance Director
1.0 FTE

Financial Specialist
1.0 FTE

Financial
Supervisor
1.0 FTE

Deputy Finance
Director
1.0 FTE

Print Shop
Coordinator
1.0 FTE

Buyer
1.0 FTE

Utility Services
Supervisor
1.0 FTE

Senior Accountant
1.0 FTE

Office Supervisor
1.0 FTE

Fiscal Technician
1.0 FTE

Accountant
2.0 FTE

Full Service
Representative
8.0 FTE

Administrative
Assistant
1.0 FTE

Fiscal Technician
1.0 FTE

Financial Services

Print Shop

Finance Administration

Head Cashier
1.0 FTE

Meter Services
Supervisor
1.0 FTE

Meter Technician
1.0 FTE

Meter Service
Worker
5.0 FTE
Utility Services

Figure 5: Finance Department Organizational Structure, FY2021
The Department is led by the Finance Director, who oversees Department operations, supported by a
Financial Specialist. The Director’s primary duties include collaborating with City leadership on strategic
financial matters, including budget development and capital improvement planning, compiling monthly
financial reports for City Council, and leading the Finance Department’s involvement in the Citywide
effort to implement a new ERP system, Tyler Technology’s Munis program. The Director also oversees
the Deputy Director, Financial Supervisor, and Utility Services Supervisor.
The Deputy Director leads the Finance Administration functional area of the Finance Department, which
is responsible for accounting activities such as reconciling and posting accounting transactions, grants
administration, and supporting the development of annual financial statements by an outside accounting
firm. The Deputy Director is also involved in Citywide budget development and the implementation of the
ERP system. To support these functions, staffing for this division includes a Senior Accountant, two
Accountants, and a Fiscal Technician.
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The Financial Supervisor leads the Financial Services functional area of the Department. This division is
responsible for centralized purchasing, accounts payable, and asset management. To support these
functions, staffing for this division includes a Buyer, a Fiscal Technician, and an Administrative Assistant.
The Financial Supervisor also provides oversight for the City’s Print Shop operations, which is responsible
for providing forms, copies of reports, brochures, pamphlets, door hangers, agenda books, budget books,
and many other requested printed and copied materials for all departments. The Print Shop is staffed by
one full-time Print Shop Coordinator.
The Utility Services Supervisor oversees the City’s utility billing operations, which includes billing and
collections for utility services and other charges, fees, and assessments for the City. To support these billing
and collections functions, staffing includes one Office Supervisor, eight Full Service Representatives, and
a Head Cashier. Within the Utility Services Division, a field services team is responsible for automated
water meter readings, water meter installations and disconnections, and meter maintenance and
replacements. To support these field services functions, staffing includes one Meter Services Supervisor,
one Meter Technician, and five Meter Service Workers.
In addition to these functions provided by the Finance Department, internal audit services have historically
been provided by a separate Internal Audit Office that reported to the City Manager. In the FY2020-2021
budget, this office was eliminated, and the services it provided are expected to be split between Finance
Department staff and contract auditors.

Core Services Matrix
The following table provides an overview of core services currently provided by the Finance Department.
This list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed
by Finance staff across the Department’s functions.
Table 11: Finance Department Core Services
Department
Function

Program Area
Financial Strategy and
Policy
Treasury and
Investment
Management

Finance
Administration

Accounting and
Financial Reporting

Activities
• Provide financial and policy guidance to the City Manager, City
Council, and City departments
• Develop financial policies and internal controls
• Reconcile bank and financial system statements
• Manage the City’s investment portfolio
•
•
•
•
•
•

Budget Development
Continuing Disclosure
Financial Services

Purchasing

•
•

Reconcile and post accounting transactions
Administer grant funds
Develop monthly financial reports for City Council
Support the development of annual financial statements by an
outside accounting firm
ERP
Coordinate the City’s annual operating and capital budget
processes
Provide financial data and analysis to City departments
Monitor budget performance

• Provide continuing disclosures related to bond issuances
• Process purchase orders
• Issue and evaluate requests for proposals
• Maintain procurement-related records
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Program Area

Activities

Accounts Payable
Asset Management
Print Shop
Billing and Collections
Utility Services
Meter Services

•
•
•
•
•
•
•
•
•
•
•

Process all invoices and claims submitted for payment
Reconcile accounts payable transactions
Maintain vendor records and issue 1099s
Maintain asset and inventory records
Coordinate the disposition of City assets
Print and copy reports, marketing materials, agenda books,
budgets for all City departments
Produce and distribute water utility bills
Collect and record payments
Respond to customer inquiries and issues
Perform water meter installations, activations, and
disconnections
Maintain, repair, and replace water meters

Staffing
Staffing levels in the Finance Department have remained relatively flat between FY2017 and FY2021, with
no change in net authorized positions over that time. Within the Financial Services and Administration
functions, several position reclassifications have taken place over this period, with a net decrease of one
position between FY2017 and FY2021 related to the elimination of a Financial Supervisor position that
focused on municipal securities disclosure and contract management. Within Utility Services, a Meter
Technician position was added in FY2020. All positions are full-time.
Table 12: Department Staffing, FY2017 through FY2021
Staffing by
Function
Financial
Services and
Administration

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

13

13

12

13

12

-8%

Utility Services

17

17

17

18

18

6%

Total

30

30

29

31

30

0%

Budget
The table below illustrates expenditure data for the Finance Department, including expenditures related to
the operations of the Financial Services, Financial Administration, and Utility Services functions.
Expenditures have increased by 8% overall from FY2017 to FY2021 due to increases in personnel costs
and increasing costs for materials and supplies within Utility Services.
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Table 13: Department Expenses – All Funds, FY2017 through FY2021
Percentage
Change FY2017
to FY2021

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

$1,658,294

$1,597,179

$1,632,538

$1,840,155

$1,824,332

10%

Materials and Supplies

$135,367

$119,177

$154,005

$158,155

$156,955

16%

Other Services and Charges

$413,172

$392,064

$379,743

$401,018

$399,366

-3%

0

$122,394

$68,359

$75,000

$0

0%

$2,206,833

$2,230,814

$2,234,645

$2,474,328

$2,380,653

8%

Expense Category
Personnel

Capital Outlay
Total

Analysis and Recommendations
The Finance Department will play a critical role in implementing many of the recommendations included
in this report, particularly those related to organization-wide improvements. To successfully support this
effort, it will be important to ensure that the Department is organized and staffed effectively, that key
functions are performed efficiently, and that the Department can focus on its core services. The following
recommendations are intended to improve the organizational structure of the Department, streamline key
financial functions, and more efficiently provide utility billing and collection services.

Structure and Staffing
Recommendation 15: Restructure the Department to maximize the value of the new Deputy Director
position.
The City created a Deputy Director position for the Finance Department at the beginning of 2020 by
reclassifying a supervisory position that had overseen the Finance Administration function. This
reclassification reflected the higher level of strategic support provided by this position, particularly
regarding budget development and ERP implementation. Its creation also supports City management’s
efforts to create leadership depth and succession opportunities throughout the City. However, when the
Deputy Director position was created, no changes to the Department’s organizational structure or reporting
relationships were made at that time.
To best utilize the value of having a Deputy Director position within the Department, it is recommended
that the Finance Department be restructured to assign daily oversight and supervision of all financial
services and administration activities to this position. By reducing the Director’s number of direct reports
from four to three and moving direct oversight of all financial operations activities to the Deputy, the
Finance Director’s capacity for addressing Citywide, strategic initiatives will be enhanced. This change
creates leadership depth in the Department and creates clearer pathways for career progression within the
Department as well.
Under this recommended organizational structure, financial activities should be divided into two
functional divisions, renamed to better reflect their role in the Department. Based on the unique nature of
work performed by the Utility Services Division, this group should continue to remain separate, with the
Utility Services Supervisor reporting directly to the Finance Director. The following figure provides the
recommended organizational structure for the Finance Department. Reclassified or restructured positions
are highlighted in blue.
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Finance Director
1.0 FTE

Financial Specialist
1.0 FTE

Deputy Finance
Director
1.0 FTE

Utility Services
Supervisor
1.0 FTE

Financial
Supervisor
1.0 FTE

Accounting
Supervisor
1 Position

Office Supervisor
1.0 FTE

Buyer
1.0 FTE

Accountant
2.0 FTE

Full Service
Representative
8.0 FTE

Fiscal Technician
1.0 FTE

Fiscal Technician
1.0 FTE

Head Cashier
1.0 FTE

Administrative
Assistant
1.0 FTE
Financial and Purchasing
Services

Accounting and Finance
Administration

Utility Services

Figure 6: Recommended Finance Department Organizational Structure
The narrative that follows describes the proposed organizational structure in greater detail, with a
subsequent recommendation addressing the specific staffing change required to successfully implement this
structure.
Working together, the Finance Director, Deputy Finance Director, and Financial Specialist will continue
to provide strategic support for Citywide financial initiatives, including budget and capital planning, ERP
implementation, and financial policy development. In addition, the Deputy Finance Director will provide
daily oversight and supervision to two functional divisions, Financial and Purchasing Services, and
Accounting and Finance Administration.
The proposed Financial and Purchasing Services Division should be responsible for all activities related
to the City’s central purchasing program, processing accounts payable, and asset management and
disposal. This division should be led by a Financial Supervisor. No changes to the staffing or structure of
this division are required, except for the Financial Supervisor now reporting to the Deputy Director instead
of reporting directly to the Finance Director.
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The proposed Accounting and Finance Administration Division should be responsible for all activities
related to accounting and financial reporting and treasury and investment management. This division
should be led by an Accounting Supervisor.
The Utility Services Division should be responsible for all activities related to utility billing and collections.
This division should be led by a Utility Services Supervisor. One notable change in this division is the
transfer of meter services staff out of the Finance Department and into the Public Utilities Department
Water Distribution Division (see Recommendation 117). Transferring these staff will more closely align
meter reading and maintenance functions and create opportunities to cross-train and expand the
capabilities of Utilities staff, as discussed in the Public Utilities section of this report.
Recommendation 16: Create an Accounting Supervisor position.
Currently, the Deputy Director supervises all staff within the Finance Administration. The recommended
restructuring of the Finance Department focuses the work of this function on accounting and finance
administration. This Accounting and Finance Administration Division should be led by an experienced
Accounting Supervisor who will provide daily direction to the Accountants and Fiscal Technician, as well
as directly perform the more complicated accounting and financial reporting tasks assigned to the division.
This position could be created by reclassifying the existing Senior Accountant position to reflect the
addition of supervisory responsibilities to the position and providing any needed supervisory training and
development support that may be required. Based upon the current classification of positions within the
Finance Department, this position is estimated to fall into the GE15 classification range. Based on this
classification and the current classification of the Senior Accountant position, the incremental cost increase
for this reclassification would be approximately $3,000 to $4,000 per year inclusive of salary and benefits.
Recommendation 17: Develop a plan for integrating internal audit functions within the Finance
Department.
Historically, the City of Lawton has had an Internal Audit Office that is separate from the Finance
Department. This Office was staffed by one full-time Internal Auditor who reported directly to the City
Manager. The Internal Audit Office was responsible for auditing and reviewing internal City operations,
records, and transactions, including performing annual cash audits for those City departments with cash
handling responsibility, as well as maintaining records of the City’s fixed assets and performing periodic
physical inventories of City departments. The Internal Audit Office was also responsible for Citywide
contract and agreement management functions.
As a part of the FY2020-2021 budget process, the Internal Audit Office and the Internal Auditor position
were eliminated, with a plan to outsource some of the Internal Auditor’s duties and integrate others into
the Finance Department. This approach is anticipated to create ongoing cost savings for the City. The City
has entered into a second contract with its financial auditor to provide consulting services related to
“Internal Audit Type Monitoring Services.” The agreement does not propose specific services to be
provided or amounts available to spend beyond an agreed not-to-exceed annual expenditure cap of $75,000
per year. Applying standard assumptions regarding consulting staff, their relative use on an engagement,
and their relative hourly rates (as identified in the agreement), an average hourly rate under this agreement
would total approximately $115 per hour of work. While the City may use considerably less than the cap
amount per year, the consulting hours available under the agreement would total approximately 650 hours
of service. For comparison, a full-time City employee (2,080 hours per year), less standard compensated
absences and training allowance, would provide approximately 1,800 hours of service per year. That level
of service at the $115 per hour consulting rate would total $207,000.
The use of a contract relationship can yield value to the City by providing access to technical and
professional knowledge, skills, and expertise that may be unavailable or unobtainable at City pay rates.
However, the disparity in relative costs between in-house service and contracted service requires proactive
planning, management, and oversight to balance different service demands against these relative costs.
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Now that this change has taken place, it is important for the City to develop a plan for determining which
functions previously provided by the Internal Auditor will be outsourced, who will be responsible for
managing the contract and relationship with the outside auditors, and determining which functions will be
absorbed by the Finance Department or other City departments. Effectively managing this change will
ensure that core functions previously performed by the Internal Auditor are retained and that there is clarity
surrounding roles and responsibilities between Finance Department staff, other City department staff, the
contracted firm, and the City Manager’s Office.
The City should form an Internal Audit Committee composed of senior executive leadership under the
direction of the City Manager. This group would be responsible for advising the City’s internal project
manager delegated with day-to-day contract management as well as determining the sourcing of audit and
related service efforts between the contracted provider and other internal City resources. This approach
will also support the development of cost-effective and targeted task orders for services from the contract
internal audit provider to best leverage their technical competence at relatively higher hourly rates under
the agreement.

Process Improvements
One of the primary challenges facing Lawton’s Finance Department is technology solutions that do not
meet the current needs of the organization. The City’s current financial accounting system lacks effective
workflows, internal controls, and reporting capabilities that are needed for business processes to function
efficiently and effectively. The recent Citywide investment in technology, including the adoption of the
ERP system, creates an opportunity for departments to address these challenges by evaluating their core
processes and identifying opportunities to create more streamlined and efficient processes while
maintaining appropriate internal controls. Within the Finance Department, two related processes that
should be evaluated and streamlined as part of the ERP implementation are the purchasing and vendor
payment process and the contract management process.
Recommendation 18: Streamline purchasing and vendor payment processes within the City.
The City of Lawton has a hybrid purchasing system in which City Departments and Divisions are
authorized to directly purchase goods and services under $75,000 with the approval and oversight of the
Finance Department. Purchases that exceed $75,000 require formal bidding and are administered by the
Finance Department, except for construction or similar projects that are managed by the City Engineer.
Administrative Policy 4-2 “Purchasing and Payment Procedures” outlines the specific thresholds for
obtaining quotes and required approvals, issuing purchase requisitions and purchase orders, and
requirements for the formal bidding process.
Among the varied Finance Department operations, the processes related to purchasing and vendor
payments have the most direct impact on City departments and stakeholders. Finance Department staff
report that the current processes for approving purchase requisitions, issuing purchase orders, and
processing vendor payments are largely manual, paper-based, and include frequent duplication of effort
and rework. Such time-consuming and cumbersome processes can create issues for City departments when
goods and services are not acquired in time to meet programming needs and when inefficient approval
processes take staff time away from service delivery. The ERP implementation process provides a timely
opportunity for the Finance Department to streamline its processes for entering, approving, and processing
purchase requisitions, purchase orders, and vendor payments.
The ERP Procurement module provides a high level of functionality for automating the data entry,
workflows, approval, and electronic document management associated with the entire life cycle of a
purchase, from requisition to vendor payment. As a part of the ERP implementation process, the Financial
Supervisor, Deputy Finance Director, and Finance Director should work with the ITS Director to develop
a streamlined framework for the purchasing lifecycle that leverages the technological capabilities within
the ERP software. In particular, this effort should focus on electronic recordkeeping, streamlining review
The Novak Consulting Group
Trusted Advisors Transforming Communities

Page 52

City of Lawton
Management, Operations, Staffing, and Efficiency Study

and approval processes by creating business rules in the system that deny improper transactions at the time
of the request, developing workflows that minimize redundant data entry and reviews, and eliminating
unnecessary paperwork.
This process re-engineering effort should also include identifying the legal and policy framework that
governs these processes as well as updating City policies and Department procedures as required. The ERP
system should be initially configured to reflect these optimal business processes, workflows, and approvals.
The end result will be a more efficient end-to-end purchasing process that results in fewer errors and more
timely processing of purchases and vendor payments.
Recommendation 19: Streamline contract management processes within the City.
Over the past several months, two key positions that have historically been involved in contract
management processes for the City have been eliminated. Within the Finance Department, the Financial
Supervisor position that focused on municipal securities disclosure and contract management was
eliminated when the position was vacated in early 2020. In addition, in the FY2020-2021 budget, which is
effective July 1, 2020, the Internal Audit Office has been eliminated, with plans to outsource some of the
functions performed by the Internal Auditor. This position has played a significant role in contract
management for the City. These two reductions have effectively eliminated centralized staff resources that
have historically been assigned to contract management for the City.
In addition to these staffing challenges, the City policies that govern contract management for the City
provide conflicting guidance. Administrative Policy 4-2 “Purchasing and Payment Procedures” also
describes the City’s process for contract monitoring and extensions, whereby the Finance Department is
responsible for notifying City departments at least 90 days prior to the expiration of their active contracts
and determine whether an extension is required. Under this policy, Finance Department staff are
responsible for facilitating contract renewals and ensuring that they are placed on the City Council agenda
for approval before the expiration of the current agreement. This policy was most recently updated in
January 2020.
Administrative Policy 13-2 “City Contract Monitoring and Administration” creates a set of procedures for
monitoring certain types of contracts and agreements that are not administered by the Finance Department,
such as some service contracts, as well as leases and agreements wherein the City is to receive payments.
This policy sets forth a process by which the Auditing Department maintains a contract monitoring system
to notify City departments when contracts and agreements are due to expire. This policy requires that the
Internal Auditor provide at least 60 days advance notice to City departments prior to the expiration,
planned renewal, or payment due dates for contracts that it monitors and assigns responsibility for
facilitating renewals and extensions, including placing agreements on the Council agenda, to the
Department Director. This policy was most recently updated in May 1997.
Taken together, these policies create confusion about the roles and responsibilities associated with contract
management activities. Because responsibility for keeping track of contract expirations, extensions, and
renewal opportunities is assigned to either or both the Finance Department and Internal Audit Office, City
departments have not historically been required to play an active role in managing and monitoring their
own contracts. Staff report challenges with determining which Department is responsible for contract
monitoring, and the policies create different expectations for whether renewals and extensions are
processed centrally or by Department Directors.
Adding to these staffing changes and policy challenges, the tools that have been available for both the
Finance Department and Internal Audit Office to track key dates and contract milestones create challenges
as well. Both the GEMS financial accounting system used by Finance and HP Mainframe system used by
Audit are reported by staff to be significantly outdated, difficult to run reports from, and rife with quality
control issues.
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Recommendations for change to the City’s procurement and contract management processes are based on
this backdrop of conflicting administrative policies, technology challenges, and organizational change. The
ERP implementation project provides a timely opportunity for the Finance Director and City Manager to
re-evaluate the City’s policies and processes related to procurement and contract management.
Given the small size of the Finance Department’s purchasing staff (one full-time Buyer supported by the
Financial Supervisor), it is not reasonable for this team to provide centralized contract management
services such as issuing reminders about contract expirations, facilitating renewals, and placing items on
the Council agenda. Instead, the City should investigate options to streamline contract management that
are available within the ERP Procurement module. This system includes capabilities to track detailed
information about vendors and contracts, create business rules and workflows, and assign responsibility
for the administration of contracts. As a part of the ERP implementation process, the Deputy Finance
Director and Finance Director should work with the City Manager and ITS Director to configure the
procurement module of the ERP to provide City departments with the information they need to monitor
their own contract expirations and initiate extensions and renewals without having to be reminded by the
Finance Department. Doing so will give department Directors the tools they need to take ownership of
their departments’ contracts and initiate required Council actions proactively and effectively.

Utility Services
The Utility Services Division is responsible for providing utility billing and collection for approximately
28,500 customers, including 26,300 residential, 1,800 business, and 400 commercial accounts. The division
issues monthly bills to each of its customers, which include water, sewer, and trash collection fees, as well
as other City fees and assessments. The City utilizes an Automated Meter Infrastructure (AMI) program
to remotely collect water meter data; however, the Utility Services Division experiences challenges with
heavy workloads and inefficient processes related to its core business processes.
Recommendation 117 of this report lays out a plan to transfer the meter services function out of Utility
Services and into the Water Distribution Division of the Public Utilities Department to better coordinate
water utility and meter service for City customers. The following recommendations address additional
opportunities to enhance utility service operations by improving the City’s business processes related to
utility account creation, meter reading, billing, and customer service, as well as developing formal service
level expectations between the Utility Services Division of the Finance Department and the Public Utilities
Department.
Recommendation 20: Investigate options to improve the meter-to-cash process as a part of the Tyler
ERP implementation.
In the water utility industry, the term “meter-to-cash cycle” refers to the collection of business processes,
departmental practices, and organizational policies that deal with account creation, meter reading, billing,
collecting customer payments, and customer account management. In Lawton, staff report several issues
with the City’s current meter-to-cash cycle, including the processes required to create utility bills from meter
reading data systems, heavy workloads associated with the high number of monthly billing cycles, and high
rates of account delinquencies and account shut-offs.
The City of Lawton has taken steps to increase the efficiency of the meter-to-cash process over the last
several years. The City adopted an AMI program approximately 10 years ago and transitioned all City
water meters to meters that can transmit usage data automatically to the City, largely eliminating the need
to perform manual water meter readings. Additionally, the Citywide ERP project includes a plan to
implement the Utility Billing Customer Information System (CIS) module. The preliminary project plan
for the Citywide Tyler ERP project identified a go-live target date for the Utility Billing module of Fall
2021. However, this timeline will likely shift due to challenges created by the COVID-19 pandemic.
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The Utility Billing CIS includes capabilities to integrate with AMI meter systems, simplify the process of
creating utility bills, streamline data entry requirements, automate workflows, and enhance customer
service offerings with online customer self-service options. As part of the project plan for implementing
Utility Billing CIS, the Utility Services Division should engage a professional consultant, knowledgeable
in best practices associated with the meter-to-cash cycle and the Munis ERP system, to identify options to
improve the City’s meter-to-cash process. This effort should include an evaluation of options related to
meter and billing system integration, optimizing billing frequency and the number of billing cycles, and
policy options to reduce account delinquencies and service shut-offs.
Meter and Billing System Integration
Staff report that the billing system currently used by the City is unable to import the City’s AMI meter
reading data without significant manual effort by staff. The manual processes and workarounds that staff
have created to load meter readings into the billing software are reported to be complicated and create
opportunities for billing errors. As a part of the Utility Billing CIS implementation, it is critical that the
AMI software is fully integrated with the billing system to automate the bill creation process, reduce
manual work, and reduce opportunities for billing errors.
Billing Frequency and Billing Cycles
Currently, water bills in Lawton are due monthly, and the City has 20 separate billing cycles based on
geographic area within the City. The current billing cycles play a direct role in impacting workload for the
Utility Services division. In a typical month, having 20 monthly billing cycles means that bills are issued
every business day, and each business day is also the due date for another billing group. While this practice
creates a steady, daily flow of revenue for the City, the workload it creates for Utility Services staff is
significant, particularly related to managing delinquent accounts and account shut-offs. Options to move
to bi-monthly or quarterly utility billing should be evaluated, with consideration given to customer
affordability concerns, City revenue requirements, and process efficiencies. In addition, options to reduce
the number of billing cycles should be evaluated to determine whether reducing the number of cycles could
reduce workload and improve workflow related to delinquent account shut-offs.
Account Delinquencies and Shutoffs
Before the COVID-19 pandemic, the City had an average delinquency rate of approximately 30%. In other
words, at any given time, approximately 8,550 of its 28,500 active accounts had a past-due balance. The
City reports that delinquency rates have been relatively consistent with this average during the COVID-19
pandemic, but the City has temporarily stopped performing account shut-offs on delinquent accounts. It is
the City’s current policy to charge a late fee of 10% for past-due accounts and shut-off water service after
an account has been delinquent for 20 days. On average, the City shuts off approximately 900 accounts
each month due to account delinquency. Shut-offs are performed by meter services staff Monday through
Thursday in the mornings. Staff report that of the shut-offs performed due to delinquencies, 45-50% of
account holders pay their bill the day that service is shut off, and meter services staff return to the residence
the same day to reinstate service. These practices require significant staff time to determine which accounts
should be shut-off each day, perform the shut-offs, and in many cases, return to the same location a second
time that day to reinstate service. As part of the effort to evaluate billing frequency and cycle options,
changes to the policies for account delinquencies and shutoffs should also be evaluated to reduce the daily
workload associated with these practices.
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City Clerk
The City Clerk’s Office is responsible for preparing agendas and minutes for City Council meetings,
administering open meeting laws, and maintaining official City records. The City Clerk’s Office consists
of three staff positions and is overseen by the City Clerk, as illustrated in the following chart.
City Clerk
1.0 FTE

Senior Deputy City
Clerk
1.0 FTE

Deputy City Clerk
1.0 FTE

Figure 7: City Clerk’s Office Organizational Structure, FY2021
The City Clerk prepares agendas and minutes for City Council meetings and for performing other duties
to support the City Council. The position is also responsible for scheduling annual budget meetings and
for creating an annual proclamation that allows the City to hold elections, pending approval by the Council.
The Clerk is supported by a Senior Deputy Clerk and a Deputy Clerk. The Senior Deputy Clerk prepares
agendas and minutes for all City Boards and Commissions and staffs City Council meetings when the Clerk
is out of the office. The position also issues deeds allowing interment at the City-owned Highland
Cemetery. Finally, the Senior Deputy provides administrative support to the Neighborhood Services
Division of the City’s Community Services Department. As part of that role, the Senior Deputy issues
notices to property owners in violation of City ordinances and issues liens against properties to finance
mitigation efforts when the property owners do not address the violations.
The Deputy Clerk provides customer service for the Department, such as answering phones and assisting
visitors, and is responsible for opening bid solicitations and creating minutes recording the bid process. The
position also operates the City’s mail machine and prints postage for all City mail.

Core Services Matrix
The following table provides an overview of core services currently provided by the City Clerk’s Office.
This list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed
by City Clerk’s Office staff across the Department’s functions.
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Table 14: City Clerk’s Office Core Services
Department
Function/Division

Program Area
Meeting Support

City Clerk
Records Management

Activities
•
•
•
•
•
•
•

Prepare agendas and minutes for all City Council meetings
Prepare agendas and minutes for the meetings of approximately
10 Boards and Commissions
Ensure Open Meeting Law regulations are followed
Issue deeds allowing interment at Highland Cemetery
Issue notices of ordinance violations and liens, as necessary
Print postage for all City mail
Open bid solicitations and maintain records of bids

Staffing
City Clerk’s Office staffing has remained stable over the past five fiscal years, as illustrated in the following
table. All positions are full-time.
Table 15: City Clerk’s Office Staffing, FY2017 through FY2021
Staffing by
Function

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

3

3

3

3

3

0%

Clerk’s Office

Budget
The City Clerk’s Office operating expenditures have increased by approximately $20,000, or 8%, over the
past five fiscal years, as illustrated in the following table. The increase is largely due to increased personnel
costs.
Table 16: Department Expenses – All Funds, FY2014 through FY2018
Percentage
Change FY2017
to FY2021

Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Personnel Services

$232,161

$265,388

$240,423

$247,377

$264,618

14%

$2,340

$2,326

$2,000

$3,000

$2,500

7%

$63,702

$37,609

$57,556

$54,575

$54,425

-15%

$298,203

$305,323

$299,979

$304,952

$321,543

8%

Supplies
Other Services and Charges
Total

Analysis and Recommendations
The City Clerk’s Office is in the midst of a period of change. The Office currently stores and compiles most
documents manually, but the City is preparing to implement the Tyler Technologies suite of systems and
is in the process of implementing Granicus™ agenda management software. Both of these tools have the
potential to significantly increase the efficiency of the Office as well as its ability to retain and access
documents, but they will require a dedicated, focused effort in order to be implemented successfully. The
recommendations related to the City Clerk’s Office identify opportunities to align the Office’s work to
effectively support the transition as well as to maximize the utility of the systems once implemented.
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Staffing and Structure
Recommendation 21: Reassign the Print Shop Coordinator to the City Clerk’s Office.
The City maintains its own print shop, operated by a Print Shop Coordinator based in the Finance
Department and reporting to the Financial Supervisor. The Print Shop produces official paper documents
on behalf of the City. One of the Coordinator’s principal duties is to print agenda packets for City Council
meetings. In most cases, agendas for Citywide boards and commissions are distributed electronically, but
the City prints and distributes paper copies of City Council agendas to Councilmembers and staff officials.
The Clerk estimates that an average of 28 books is produced per City Council meeting. This translates to a
significant printing burden. For example, in a typical month before the COVID-19 pandemic, the City
Council would hold between three and six meetings with agenda packets totaling 200 or more pages. With
28 copies of each agenda, this equates to more than 5,600 pages printed per month, or more than 67,000
per year. This is a significant expense for the City, both in terms of ink and paper costs, as well as the staff
time required to print, collate, and distribute these copies. However, the City is in the process of
implementing Granicus software that will allow for the electronic development and publishing of City
Council agendas. With the new system, Councilmembers and City officials will be able to access the
material electronically via a computer or tablet, largely eliminating the need for the Print Shop Coordinator
to print paper agenda books.
While the Print Shop is responsible for producing paper documents, such as brochures, postcards, and
flyers on behalf of the City, when these items are intended to be distributed by mail, they must be routed
to the City Clerk’s Office for further processing. The Deputy City Clerk is responsible for operating the
City’s mail machine, which stamps the appropriate postage on all of the City’s outgoing mail. The reason
for the division of these responsibilities is largely practical; the Print Shop is physically located near the
Finance Department offices, so the Print Shop Coordinator reports to the Finance Department. The Clerk’s
Office has the space to house the mail machine, so Clerk’s Office staff have the responsibility for processing
all outgoing mail.
The implementation of Granicus creates the opportunity to re-evaluate the system and determine the most
appropriate location for these functions. Granicus will significantly reduce the Print Shop Coordinator’s
workload by largely eliminating the responsibility of printing agenda books. Therefore, the Coordinator
will have the capacity to take on additional work once Granicus is in place. At the same time, the Clerk’s
Office has limited capacity to spend on additional work. Managing the mail machine, which is not a core
duty of the Clerk’s Office, takes up a significant amount of the Deputy Clerk’s time, although specific hours
are not tracked. This limits the Clerk’s Office’s capacity for taking on other projects.
The City should transfer the Print Shop Coordinator from the Finance Department to the Clerk’s Office
and assign the Print Shop Coordinator the additional responsibility of operating the postage machine. The
Print Shop Coordinator should be located in the same physical space as both the mail machine and the
print shop to limit the need to transfer paper between the two locations. If feasible, the Coordinator should
also be based in or near the Clerk’s Office to facilitate communication and coordination between the Clerk
and the Coordinator. This change can take place as part of the City’s ongoing efforts to refurbish its City
Hall building and locate more City departments there. This change will consolidate all of the paper
management responsibilities and increase the Deputy Clerk’s capacity for other duties.
The following figure illustrates the structure of the Clerk’s Office after the Print Shop Coordinator is
transferred. The transferred position is highlighted in blue.
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City Clerk
1.0 FTE

Print Shop
Coordinator
1.0 FTE

Senior Deputy City
Clerk
1.0 FTE

Deputy City Clerk
1.0 FTE

Figure 8: Recommended City Clerk’s Office Organizational Structure

Records Management
Recommendation 22: Conduct a digital records audit after the Granicus and Tyler systems are
implemented.
Many departments across the City currently rely on paper records. For example, most City contracts are
stored as hard copies in the Clerk’s Office. All of the City’s personnel records in the Human Resources
Department are also paper-based.
The continued reliance on paper records raises several issues, including the difficulty in searching for
specific data, the space required to store paper files, and the vulnerability of paper records being lost or
destroyed. The first concern is searchability; if an employee wants to retrieve data from a paper record,
they must search the record manually. This is a time-consuming process and limits the value of the
information stored in paper records. For example, if an employee wanted to see previous examples of legal
services contracts, they would currently have to search through paper files to find relevant examples. In
contrast, if contract documents were stored in an electronic database, the same employee could run a
keyword search and locate results in a matter of seconds. The time spent filing and searching for paper
records makes any associated City process less efficient.
A second issue is the physical space required to store paper records. Space allocated for record storage is
not available for alternative use, limiting the City’s ability to efficiently use workspace for the highest and
best purpose. In interviews with staff throughout the City, staff shared common concerns with the available
space for paper file storage or the operational impacts of storing additional paper records in their
workspaces.
Finally, a third issue is the vulnerability of paper records. Paper records can easily be lost or misfiled. Paper
is also vulnerable to damage, such as from a liquid spill, humidity, or normal wear and tear over time.
Storing files as paper documents puts the City at risk of losing valuable information.
The State of Oklahoma allows municipalities to store their records digitally, rather than on paper, 28 and a
transition to digital records would largely address these concerns. The City has purchased a suite of
software systems from Tyler Technologies, as discussed previously. These technologies will allow the City
to manage its personnel and financial records electronically, among other advantages. The systems have
the potential to dramatically increase the efficiency of many work processes across the City. However, the
value provided through the new system will be diminished if the City continues to store important records,
such as personnel data, as paper records. The City will not be positioned to benefit through automated
processes accessing electronic data. The City has also purchased Granicus agenda management software,

28

1 OK Stat § 11-22-132. law.justia.com/codes/oklahoma/2019/title-11/section-11-22-132/
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as discussed in Recommendation 21, which will allow staff to develop, distribute, and store City Council
agendas and minutes electronically.
To maximize the value of the City’s investment in Tyler Technologies and Granicus, the City should
develop and implement a plan to digitize remaining paper records after Tyler and Granicus
implementation. The first step should be to implement the suite of Tyler systems and the Granicus software
and allow staff time to gain proficiency with the new software and procedures. After staff have gained an
understanding of the systems’ functionality, the next step should be for the Clerk’s Office to lead an audit
inventorying all paper records that remain in the City. One of the City Clerk’s responsibilities, per the City
Charter, is to be the custodian of the City’s documents, records, and archives, so the City Clerk is the
appropriate official to oversee this audit. 29 The audit should record the number of records by type and the
estimated time required to digitize records by Department. The audit should also rank paper records by
priority; for example, current contracts are a higher priority for digitization than contracts that have expired
or are no longer in use. There may also be some records that are not feasible to digitize, either because of
their quality or because the value of digitizing would not be worth the staff time required to digitize and
catalog the records. In these cases, the City should investigate archiving options.
The Clerk’s Office should then work with the City Manager’s Office to develop a schedule for digitizing
these records where feasible and should determine the appropriate resources required for digitizing records
in each department. When possible, paper records should be scanned using optical character recognition
that would allow them to be searchable, allowing staff to access relevant content more easily in City
records. In some cases, existing staff may be able to complete the digitization; in others, the City may
consider contracting for some outside assistance to allow digitization to be completed in a timely manner
while still allowing staff to continue their existing duties. The Clerk’s Office should also work with the
Information Technology Services Department to develop a plan for how to organize records in each area
to allow them to be appropriately incorporated into the new Tyler systems.
Digitizing these records will support the reallocation of existing space for other functions and store these
important records more securely. They will also help maximize the positive impact of the City’s investment
in Tyler and Granicus tools.
Recommendation 23: Adopt summary minutes once the Granicus system is fully implemented.
The Clerk’s Office is responsible for producing official minutes of City Council meetings. Lawton City
Council meeting minutes are a near-verbatim record of the meetings, meaning that they provide a written
record of the conversation that took place during the meeting, as well as a record of those present at the
meeting and any votes and actions taken. Minutes are currently compiled manually by the City Clerk using
Microsoft Word. The City Clerk’s Office records audio during the Council meetings and reviews the audio
afterward to compile the meeting minutes. The City has also recently begun to record and post videos of
its City Council meetings using the Granicus system. 30
Verbatim minutes are time-consuming to develop because they require a careful review and transcription
of conversation during a meeting. The Clerk’s Office does not track the number of staff hours required to
complete meeting minutes, but the Clerk reports that often the meeting minutes are not compiled in time
for the next City Council meeting. This is a concern because the minutes can provide important context
for Councilmembers and the public on ongoing issues or serve as a reference.
Additionally, significant staff time is required to compile City Council meeting minutes. Staff capacity in
the Clerk’s Office is limited, as discussed in Recommendation 21, impacting staff’s ability to support the
City’s document management needs.

29
30

City of Lawton. City Charter § C-3-6. library.municode.com/ok/lawton/codes/code_of_ordinances
City of Lawton. Public Meetings. www.lawtonok.gov/public-meetings
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Verbatim minutes are time-consuming, but they do have the advantage of creating a detailed record of the
proceedings of City Council meetings. Detailed records are important for reference on disputed issues or
to allow elected officials and the public to review the discussion on a specific topic. Records are also
important for transparency. However, these records do not necessarily have to be in the form of written
minutes. The Granicus system that the City has purchased provides the City with the capacity to record
both audio and video of Council meetings and to align time stamps of the video with specific agenda items.
In other words, if a Councilmember or member of the public is interested in the discussion on a specific
agenda item, they would only have to click on that agenda item to review the video of the discussion on
that topic. The system will allow the City to maintain detailed video records of Council discussion in a
format easily accessible to all stakeholders. The City has recently begun to record videos of City Council
meetings using Granicus. Videos are posted on the City website but are not yet timestamped. This means
that without watching the video, there is no way to determine which sections of the recorded meeting align
with which agenda items.
The City should continue to record and post videos of its City Council meetings and should use the
capabilities of the Granicus system to tie segments of the video of each meeting with particular agenda
items. With this detailed record system in place, residents, staff, officials, and stakeholders can easily access
video records of specific items of interest, and the City can streamline its official minutes without sacrificing
transparency. The State of Oklahoma does not require meeting minutes to be verbatim records of the
discussion, instead only stipulating that minutes “be an official summary of the proceedings showing
clearly those members present and absent, all matters considered by the public body, and all actions taken
by the public body.” 31 In other words, while the minutes must show the items discussed and the action
taken, they are not required to provide details of the discussion that took place. Other Oklahoma
municipalities choose to provide summary rather than verbatim minutes of City Council meetings. For
example, Oklahoma City, which uses SIRE™, a similar software solution to Granicus, records summary
minutes, which only list the meeting attendees, items discussed, and actions taken. It also provides videos
of all Council meetings allowing stakeholders to review discussion if they so choose. 32
Once the City is able to regularly record time-stamped video of City Council meetings, the Clerk and the
City Manager’s Office should recommend to the Council that the City adopt a summary of meeting
minutes format. This format will allow minutes to be developed more efficiently, allowing them to be
presented to the Council in a timely manner and freeing up staff capacity in the Clerk’s Office for other
duties.

Networking and Training
Recommendation 24: Network with other City Clerks across the region for knowledge sharing and
skill-building.
Membership in professional associations provides important benefits to employees and their organizations.
They provide access to networking, knowledge-sharing, and professional development opportunities that
allow staff to build their skills and for organizations to learn from the experiences of peer communities in
order to make their own projects more efficient and successful. However, staff in the City Clerk’s Office
report that they are not part of any professional associations for professional Clerks. By not taking part, the
Office may be missing out on important opportunities to network with other Clerks, learn best practices,
or access important training.
These tools are especially important as the City plans implementation of the Granicus system; the system
will require significant changes in procedure and work output. If the Clerk’s Office were a member of a
professional association, the Clerk would have access to a built-in network of other professionals and could
benefit from the experiences of other communities that had undergone similar transitions. The Office could
31
32

State of Oklahoma. Open Meeting Act § 312. www.ok.gov/occy/documents/OpenMeeting.pdf
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also leverage this peer organization network to pursue the digital records audit discussed in
Recommendation 22. Other communities may have insights into how they digitized records and ensured
that those records, once digitized, were compatible with the Tyler system.
For these reasons, the City Clerk’s Office should join at least one national, statewide, or regional
professional organization for professional City Clerks. One option may be the Oklahoma Municipal Clerks,
Treasurers, and Finance Officials Association (OMCTFOA), a statewide organization focused on
municipal clerks and financial staff in Oklahoma. OMCTFOA offers professional networking and training
opportunities to help support Clerks and other municipal employees. 33 The cost of OMCTFOA
membership is currently $50 per person annually. 34 While membership in this organization or another
similar group would be a small investment, it would also help provide valuable resources to support the
effectiveness of the Clerk’s Office operations.

OMCTFOA. About. omctfoa.com/about/
OMCTFOA . Dues, Statements, and Committee Application. omctfoa.com/wpcontent/uploads/2019/11/OMCTFOA-Membership-Application.pdf
33
34
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Municipal Court
The Lawton Municipal Court is authorized and established by state law and City ordinance to impartially
adjudicate criminal and traffic misdemeanor offenses as well as parking offenses that violate City
ordinances. The Municipal Court is a “Court Not of Record” in which oral proceedings are not recorded,
and the judge makes a determination based on notes and memory. The Municipal Court Judge is appointed
by the Mayor and approved by the City Council. The Municipal Court Judge oversees Court procedures
that include the initial appearance (arraignment) where the defendant is advised of the charge and notified
of their rights and possible sentence before a plea is accepted. The Court will also hold additional hearings
to set bond, appoint attorneys for the indigent, issue administrative orders, and make rulings on various
motions presented before the court. The Municipal Court will also convene for non-jury trials and jury
trials as required.
The Municipal Court Department is staffed with eight full-time positions, plus three additional alternate
Judges who serve as needed. The following chart presents the reporting relationships of these positions as
well as other individuals directly supporting the City of Lawton Municipal Court Department.

Mayor and City
Council

Municipal Judge
1.0 FTE

City Manager

Alternate Municipal
Judge
3 Positions
(as needed)

Deputy City
Manager

Municipal Court
Director
1.0 FTE

Sr. Deputy Court
Clerk
1.0 FTE

Deputy Court Clerk
4.0 FTE

Bailiff
1.0 FTE

Figure 9: Municipal Court Department Organizational Structure, FY2021
The Municipal Court Director reports to a Deputy City Manager and supervises the court support functions
directly and through a Senior Deputy Court Clerk. The Director is also custodian of departmental
documents, records, and legal publications.
The Novak Consulting Group
Trusted Advisors Transforming Communities

Page 64

City of Lawton
Management, Operations, Staffing, and Efficiency Study

Reporting to the Senior Deputy Court Clerk, the Deputy Court Clerks provide administrative support to
the Municipal Court and associated judicial and administrative processes. The Deputy Court Clerks are
responsible for all docketing of cases, recordkeeping of cases filed, and related reports. One Deputy Court
Clerk takes the lead providing direct court support services, including recording notes of the proceedings of
the Court and preparing writs, processes, and other papers as required. Other Deputy Court Clerk positions
provide backup in this role. The Deputy Court Clerks also provide receipts for all fines, forfeitures, and fees
payable to the Court, deposit the fines with the Finance Department, and prepare necessary fiscal reports.
Courtroom security is provided by a Bailiff assigned to the Department. The Bailiff also supports the
movement of parties into and out of the courtroom and the apprehension and transfer of defendants held
by order of the Court.
The Municipal Court will relocate to the new Public Safety Building that is expected to open in early 2021.
The Court, together with several other departments, is transitioning to a new computer system developed
by Tyler Technologies. The new system will integrate with Lawton Police Department’s eCitations
(Brazos) and Reports. As of mid-2020, the legacy data is being converted, and the specs for the new system
are being finalized. The goal is to go live later in 2020.
The Municipal Court Department works closely with but does not report to the Municipal Court Judge.
The City considers the Municipal Court Judge to be a full-time, Council-appointed staff member. The City
maintains contracts with three other local attorneys to serve as Alternate Municipal Judges, and these
contracted positions are used only as needed in the absence of the Municipal Court Judge.

Core Services Matrix
The following table provides an overview of core services currently provided by the Municipal
Court Department. This list is not intended to be all-inclusive; rather, it is meant to illustrate the significant
activities performed by Municipal Court staff across the Department’s functions.
Table 17: Municipal Court Department Core Services
Department
Function

Program Area

Activities
•

Executive Support

•
•

Administration
Department Support

•
•
•
•
•
•

Court Support

Administration

•
•
•

Provide support and supervise the daily work performance of
the Deputy Court Clerks and Bailiff
Arraign and release all jailed defendants through Police records
database
Process mandated state forms for driver’s license suspension
and reinstatement
Perform clerical and administrative support functions
Input data and post entries to accounts
Process mandated State forms and reports as directed
Respond to telephone, in person, and written inquiries for
information
Review and enter uniform complaints and associated data from
Police reports
Complete and process legal forms including court minutes,
committals, deferrals, bonds, failure to appear notices, criminal
warrants, summonses, subpoenas, and appeals
Schedule and prepare materials for court dockets, trials, and
various hearings
Receipt, deposit, and account for monies for fines, bonds, state
penalty assessments, and other related court costs
Coordinate pending court matters with defendants, attorneys,
law enforcement personnel, jailers, and bail bondspersons
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Program Area

Activities
Accompany and assist Judge with jail arraignments
Enforce courtroom rules of conduct, dress code, and procedure
Escort defendants to Municipal Court Department office to
ensure payment of fines or approved alternatives
Guard jurors during deliberation
Detain defendants in a holding room when directed by the
Judge
Provide arrest report information and transport to Lawton City
Jail

•
•
•
Security

•
•
•

Staffing
The overall staffing resources for the Municipal Court have not changed from FY2017 to FY2021. One
important staffing component change concerns the recent elevation of the Municipal Court Clerk to
Municipal Court Department Director. Changing the Municipal Court to a City department elevated the
Court Clerk to a Department Director. This clarifies the organization’s standing and the status of its
executive leadership to the rest of the City government.
A second component that is unchanged involves the continued contracting for Alternative Municipal
Judges as part-time contracted staff members. The relationships have not been reviewed for some time and
are rarely used (except when the Municipal Judge is unavailable due to leave, training, etc.) due to the
continuing availability of the current Municipal Court Judge.
Table 18: Municipal Court Department Staffing, FY2017 through FY2021
Staffing by
Function
Municipal Court –
Full-Time
Municipal Court –
Part-Time

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

8

8

8

8

8

0%

3

3

3

3

3

0%

11

11

11

11

11

0%

Total

Budget
The operating budget resources for the Municipal Court have remained relatively static with limited
increases due to personnel cost (salary and benefits) escalation. There was a significant increase in FY2017
in Other Services and Charges related to an electronic citation system representing a one-time cost to the
operation. A similar one-time cost projected in FY2020 in Capital Outlays is related to the purchase of a
new Court software program.
Table 19: Municipal Court Expenses – All Funds, FY2017 through FY2021
Expense Category

FY2017
Actual

Personnel Services

$455,303 $469,596

Supplies
Other Services and Charges
Capital Outlays
Total

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage Change
FY2017 to FY2021

$499,153

$505,623

$536,274

18%

$8,901

$3,917

$9,500

$9,800

$9,800

10%

$230,420

$10,161

$13,443

$14,700

$11,482

-95%

$0

$0

$0

$875,000

$0

Not Applicable

$522,096 $1,405,123

$557,556

-20%

$694,624 $483,674
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Analysis and Recommendations
While the nature of crime may not change, local governments across the country are recognizing and acting
upon the need to change their responses to crime and interactions with the public regarding public safety.
The following recommendations acknowledge and build on the recent organizational change and identify
improvements to the Municipal Court Department organization and operations to better meet service
demand safely and responsibly.

Operational Improvements
Recommendation 25: Develop a framework to assess changing Municipal Court service demands to
determine necessary and appropriate resources for Court support and security practices.
The Lawton Municipal Court Department is an agency confronting change in three fundamental
dimensions: an organizational elevation to a City department; a comprehensive technology application
implementation; and situational changes to the legal environment in which it operates. These changes
present challenges as well as opportunities to improve communication and interaction with others, more
effectively understand operations with improved data, and leverage these improvements to respond to a
changing legal environment more effectively.
The first change has already occurred with the recent elevation of Municipal Court operations to a City
department. As part of this change, the Municipal Court Clerk position was elevated to Municipal Court
Department Director. This change impacts more than names and titles. As a City department, the
Municipal Court now reports to a Deputy City Manager instead of the City Manager. A Deputy City
Manager can allocate more time than the City Manager to understand the Department’s capabilities,
service demands, and needs. The Deputy City Manager is also better positioned to provide leadership and
strategic planning support to the Department and elevate issues (as needed) to the City Manager. Elevating
the Municipal Court Clerk to a Director position communicates more clearly to the enterprise the roles and
responsibilities of the position. As a Department Director, the elevated position will also participate in
senior leadership meetings and communications, improving and streamlining interactions with other City
departments and engaging in strategic, Citywide initiatives such as strategic planning, performance
management, and succession planning efforts.
The Municipal Court Department will also benefit from the implementation of the Munis ERP system
from Tyler Technologies. The City legal functions, including the Municipal Court, have struggled with a
legacy, in-house system for data input, support, and reports. The Incode system application in the Tyler
ERP will support the Municipal Court Department as well as other parts of the City enterprise. Basic
elements of the implementation include criminal court case management, content manager, cashiering,
scheduling, and a defense attorney portal, as well as an online portal and a records search portal. The
application will fundamentally change the way the Department develops, processes, analyzes, reports, and
shares important operational court information. The application will support Department staff efficiency
and effectiveness by automating many existing manual processes, improving report development and use,
and providing self-service opportunities for court stakeholders to develop answers to their questions or
process their own requests.
A third significant change confronting the Municipal Court Department concerns the evolving legal
environment in which the Department operates. As related by the City of Lawton Municipal Court Judge,
there is a sense that both the volume and complexity of cases coming before the Lawton Municipal Court
changed with criminal justice reform efforts. These efforts, while laudable in their objective to reduce
incarceration of non-violent offenders, may have changed the composition of cases appearing in the
Municipal Court.

The Novak Consulting Group
Trusted Advisors Transforming Communities

City of Lawton
Management, Operations, Staffing, and Efficiency Study

Page 67

The impacts from justice reform efforts in Oklahoma have acted to lower Oklahoma’s incarceration rate
and safely reduce the nonviolent prison population. 35 These efforts have continued and expanded to
include actions to reduce certain felony crimes to misdemeanors. A preliminary analysis of Oklahoma
court records identified that the number of felony cases filed across the state dropped by 26% in the second
half of 2017 compared to the same period in 2016. 36 This change was accompanied by a smaller, but still
significant, rise in misdemeanor cases filed. These actions to reclassify previous felonies as misdemeanors
have resulted in “moving” crimes from the State courts to the local City or County court. This has made
Municipal Court cases more complex and potentially more time consuming than the typical case in the
past. The actions have also changed the composition of defendants appearing in Municipal Court.
The Lawton Municipal Court operates in much the same way as it has done for decades. The Municipal
Court Judge presides over a court populated with participants who have widely varying levels of legal
understanding of a legal system that has become more complex. Many defendants choose to defend
themselves instead of securing legal representation or having a defense counsel assigned by the court. Pro
Se legal representation, where the defendant provides their own legal counsel, is often problematic for the
defendant and more time-consuming for the court. Without additional court-provided support, Pro Se
litigants cause delays and increase administrative costs, slow the clearing of court dockets, and are more
likely to miss or arrive unprepared for court sessions, forcing adjournments and rescheduling. 37
Staff report that the Municipal Court has traditionally focused on simplifying cases in order to settle and
move them quickly. This approach relies on standardized case types and well-established associated
processing and practices. The reclassification of felony charges to misdemeanor charges will bring different
case types with different case processing dynamics to the Municipal Court. These cases will include
elements making them more complex and time-consuming to litigate and adjudicate. The standard case
flow may also change with these reclassified cases. The cases may require longer or multiple pre-trial
conferences with the prosecutor. If these cases go to trial, the prosecutor must present evidence of guilt
beyond a reasonable doubt. More complex cases will require more time to prepare and present at court.
The individual defendants themselves will vary from the typical defendant in Municipal Court. They could
be impacted by an increase in volume or more serious issues that can limit their ability to participate
effectively in their own defense.
The interrelated and overlapping impacts from organizational change, technology implementation, and
the changing legal environment create an opportunity for the Municipal Court Department and the City to
evaluate its current court operations and develop strategies to better support data-informed decisionmaking.
The Department should develop a framework supporting data-driven decisions and a resulting work plan
for the Municipal Court Department. This effort should include the relevant Deputy City Manager, the
Department Director, and the Municipal Court Judge to engage in a work-planning process to identify
immediate tactical issues and develop strategic goals and the associated detailed plans to achieve both. The
City should leverage the enhanced capabilities of its new data systems to support this effort. To accomplish
this, the Court leadership should conduct an assessment of the data elements that will be critical for
assessing performance in the Municipal Court Department. Court leadership should develop and use this
data to support the business case for potential changes to staffing or resource allocation.

Finley, Kaitlyn. A Look Back at Criminal Justice Reform in Oklahoma, September 29, 2019.
http://www.ocpathink.org/post/a-look-back-at-criminal-justice-reform-in-oklahoma
36
Gentzler, Ryan. SQ 780 is Already Reshaping Oklahoma’s Justice System, May 2, 2019. okpolicy.org/sq780-already-reshaping-oklahomas-justice-system/
37
Clifford, Robert A. The Growing Challenge of Pro Se Litigation. Lewis & Clark Law Review. DePaul
University College of Law. p. 449. https://www.lclark.edu/live/files/777
35
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Examples of issues impacting resource allocation that the City and Department might consider include
determining whether the current allocation of resources to support security in and around the courtroom
and its processes will prove sufficient given changes to the composition of case types and the defendants
associated with them. Another potential issue impacting resource allocation concerns providing adequate
support to defendants in the reclassified cases that may present with additional psychological, social,
medical, economic, and cognitive issues and ensuring that they can adequately participate in their cases.
A second area impacted by the changing organization, technology, and legal environment involves the
reclassified cases themselves. By their nature, they will comprise more complicated case processing
requirements of time and other resources. The reclassified cases will also vary widely from the standardized
case types on which the operation established its service approach and standard operating procedures. The
Municipal Court Department should work with other stakeholders to understand these changes and create
new or adapt existing approaches and procedures.
The creation of data-driven work plans as well as new or revised standard operating procedures to
effectively respond as an organization will require additional resources of time, effort, and possibly public
funding. The approaches outlined above will ensure that the Municipal Court Department and the City are
using the best available information to make decisions that minimize the additional costs while maximizing
the resulting benefits.
Recommendation 26: Utilize a pool of alternate Municipal Court Judges regularly to better support
efficient Municipal Court operations.
Efficient and effective operations in any environment require that participants be well aware of the
operating dynamics and their relative roles and responsibilities. This is particularly true for participants
who occupy positions leading or directing the actions of others. The effective and efficient operation of the
Municipal Court requires the same operational knowledge and commitment from all of its participants.
The Lawton Municipal Court is led by the Municipal Court Judge. While receiving important support from
the Deputy Court Clerks and the Legal Department, the Municipal Court Judge ultimately leads the
proceedings and renders judgments. The City currently relies on a complement of one Municipal Court
Judge on contract with the City and three local attorneys who have agreements with the City to act as
alternate Municipal Court Judges on an as-needed basis.
The Court has not used an alternate from the existing pool of alternate judges for at least 12 months, and
staff report that some may never have been used. The rationale provided for not using alternate judges
includes alternate judges being unavailable due to heavy personal workloads and alternate judges
experiencing serious personal health issues. The City has instead relied solely on the services of the
Municipal Court Judge and has adjusted the Court’s operating schedules to match with the Judge’s
availability. This has provided a level of consistency in service provision and progress toward specific
operational goals, but it presents risks and limitations for the Court’s operations.
The current approach places the City at risk if the Municipal Judge is unavailable for any extended period.
Given their reported lack of availability and resulting lack of recent experience with the Court, the current
pool of alternate judges is not positioned to step in and assume this responsibility should the need arise.
This can lead to case management disruption for a critical and time-sensitive service and places an undue
burden on the Municipal Judge to minimize leave and vacation usage in order to support ongoing Court
operations.
The recommended solution is to develop a Municipal Court operating approach that develops a robust
pool of alternate judges who have the interest and availability to serve the Court regularly. These alternate
judges should be engaged on a recurring basis, at least quarterly, to serve as the acting judge during court
proceedings. This approach will provide several benefits. Using alternate judges regularly will ensure that
they are operationally available to consistently support the Municipal Court when needed. If they cannot
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meet this demand, the City should identify additional alternates with which to contract. The current
practice of not using the alternates fails to test their capacity to actually provide the desired services.
A second benefit to this approach is that the regular use of the alternates will keep them well informed
regarding the policy objectives of the City Council as well as the goals and objectives of the Municipal
Court. The alternates will be better positioned to “step up” and productively engage if the situation requires
them to cover for another’s extended absence.
Since the City has not communicated with or tested the alternates’ ability to meet this new service demand
expectation, it is possible that one or more of the current alternates will not be available to meet the
expectations set forth in this approach. It will be valuable for the City to know and respond to this possibility
by identifying additional alternative service providers.
Through the initiative, the City will act to address an existing service level that it is already meeting. The
difference in the approach is that the City will now involve multiple resources to do so. There should be
minimal increases in operating costs with this approach after the alternates become familiar with
approaches and procedures. The recommended approach will require coordinated reporting to the City
Council on efforts and results. The Municipal Court Judge should act as a “presiding judge” in this respect.
The Municipal Court Judge will need to assume a coordinating role with the alternate judges to
communicate a consistent and comprehensive “judicial program” that meets City Council objectives.
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Legal Services
The Legal Services Department (commonly referred to as the City Attorney) represents the City of
Lawton's legal interests before judicial and administrative agencies as well as prosecutes all misdemeanor
criminal offenses for violations of Lawton City Code.
The Legal Services Department acts to protect the public’s interest by providing comprehensive,
professional, and cost-efficient legal advice. The staff of the Legal Services Department provides the City
Council and the employees of the City with full legal representation. This supports City operations by
managing legal risks to the City as City leadership and staff work to achieve the City Council’s objectives
and other City goals. The Department approves the form of all contracts made by the City, prepares
ordinances and resolutions for the City, and investigates and renders legal opinions on all claims against
the City.
The Department is staffed with 11 positions, as detailed in the following organizational chart.

City Attorney
1.0 FTE

Deputy City
Attorney
1.0 FTE

Legal Assistant III
1.0 FTE

Deputy City
Attorney
1.0 FTE

Assistant City
Attorney
2.0 FTE

Assistant City
Attorney
Prosecutor
1.0 FTE

Legal Assistant IV
1.0 FTE

Legal Assistant IV
1.0 FTE

Legal Assistant IV
Claims /
Investigator / WC
1.0 FTE

Legal Assistant II
1.0 FTE
Civil

Criminal

Figure 10: Legal Department Organizational Structure, FY2021
The Legal Services Department is led by the City Attorney, who attends all meetings of the City Council
and provides legal advice and opinions whenever requested by the City Council, City Manager, and staff.
The Department does not formally identify divisions or units. The assignment of responsibility areas
determines the general workflow and application of resources. Vacancies and/or shifting workload
demands may vary responsibility assignments as required. The two Deputy City Attorney positions are coThe Novak Consulting Group
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leads on civil litigation. One Deputy City Attorney serves as the backup for the Assistant City Attorney –
Prosecutor position. This Deputy City Attorney also serves as the primary for tort claims and supervises
the Legal Assistant IV handling Claims Investigation and Workers’ Compensation cases. The Legal
Assistant IV – Claims Investigation/Workers’ Compensation handles most of the Department’s
interactions with outside firms and the City’s Human Resources Department. One Deputy City Attorney
serves as the primary for contracts.
All professional attorney staff members review contracts for other City departments, which are assigned as
they are received with some rotating assignments. The Legal Services Department also makes use of
contract attorneys to handle specialized areas, including Workers’ Compensation, Federal litigation
support, and conflict attorneys.

Core Services Matrix
The following table provides an overview of core services currently provided by the Legal Services
Department. This list is not intended to be all-inclusive; rather, it is meant to illustrate the significant
activities performed by City Attorney staff across the Department’s functions.
Table 20: Legal Services Department Core Services
Department
Function/Division

Program Area

Activities
•
•

Council Support
•
•
City Financial
Program Support

•
•
•
•
•

City Attorney

City Department
Support

•
•
•
•

Legal Department
Support

•
•
•
•
•

Attend and support all regular and special Council meetings
Review and approve all agenda item commentaries and their
exhibits that are subject to legal review before the City Council
Meeting, including all resolutions, contracts, and ordinance
changes
Review and approve all proposed City Council policies before
review and approval by the City Council
Provide legal support for capital financing and bond issuance
activities
Ensure that the City’s disclosures to the Municipal Bond Market
are timely and accurate
Serve as City representative on all matters related to taxincrement financing districts
Provide legal support to the Lawton Economic Development
Authority (LEDA)
Provide legal advice and guidance as requested
Develop legal recommendations on labor negotiations, union
grievances, arbitration, Public Employee Relations Board
hearings, and other labor-related matters
Oversee compliance with Oklahoma’s Open Meeting Act and
Open Records Act
Provide City Departments with legal representation
Review and approves the form of all contracts entered into by
the City
Draft ordinances, resolutions, contracts, agreements, deeds,
leases, franchises
Review documents prepared by other agencies or parties
Prepare and monitor the annual department budget
Determine procedures and prepare work schedules to expedite
workflow
Approve timesheets and leave requests
Process invoices and fee payments
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Program Area

Activities
•

Civil/Claims
Management

•
•
•

Tort Claims

•
•

Civil
Workers’
Compensation

•
•
•
•

Insurance Claims

•
•
•

Intake/Preparation

Criminal/Prosecution

•

•
•
Prosecution

•
•

Evaluate claims against the City and represent the City in jury
and non-jury trials before local, state, and federal courts
Draft legal briefs, develop strategy and arguments, and review
testimony in preparation for litigation
Represent the City in adversarial proceedings before various
courts, administrative agencies, boards, and commissions and
at other hearings of concern to the City
Investigate and review all tort claims against the City to develop
recommendations to City Council
Research and determine the valuation of tort claims to support
negotiating a settlement when appropriate
Oversee the management of legal work for the City’s workers’
compensation program
Develop and maintain legal files on all workers’ compensation
cases
Support evaluation and decisions of City Attorney and City’s
Third-Party Administrator
Prepare for defense or settlement of workers’ compensation
cases in Workers’ Compensation Court
Develop and maintain information on all collections related to
damage to City Property
Oversee collection activity including filing claims with insurance
carriers, negotiating settlements, preparing agreements, and
monitoring delinquent accounts
Screen citations for probable cause and sign and date all tickets
received by the Municipal Court Clerk
Prepare for all appointments with citizens by screening all walkin citizens’ complaints for probable cause and high probability of
success at trial
Review all Pre-Trial Conference cases based upon past record,
seriousness of offense, and probability of success and render
an appropriate offer to Defendant with the aim of settling cases
within reason before trial
Conduct proper trial preparation to include witness preparation,
filing Burk Motions as appropriate, exhibit preparation, and
cross-examination
Inform the City Attorney of all adverse and/or potentially
sensitive events that may adversely impact the City Attorney’s
Office or the City of Lawton
Perform duties as the Prosecutor of Lawton City Code violations
in Municipal Court
Prepare cases for trial and represent the City in court and before
quasi-judicial or administrative agencies

Staffing
The authorized staffing level for the Legal Services Department remained constant at 13 positions until the
FY2021 budget. Two vacant support positions were eliminated, bringing the total authorized staffing level
to 11 staff members. There has been a continuing issue with turnover and extended vacancy periods in the
professional legal positions. Assistant City Attorney position vacancies can remain unfilled for long
periods, impacting Department service levels and overall satisfaction with the Legal Services Department.
The following table shows the change in staffing levels from FY2017 to FY2021. All positions are full-time.
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Table 21: Legal Services Department Staffing, FY2017 through FY2021
Staffing by
Function

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

13

13

13

13

11

-15%

City Attorney

Budget
The budget for the Legal Service Department has remained relatively stable since 2017, with incremental
increases to support salary and benefit escalation. The most significant change occurred in the FY2021
budget with the elimination of the vacant Office Administrator/Legal Assistant IV and the vacant Legal
Assistant II, leading to an overall 3% decrease in total budget resources between FY2017 and FY2021.
Table 22: Legal Services Department Expenses – All Funds, FY2017 through FY2021
Expense Category
Personnel Services
Supplies
Other Services and Charges
Capital Outlays
Total

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage Change
FY2017 to FY2021

$1,078,640 $1,079,941 $1,142,759 $1,202,903 $1,030,049

-5%

$11,814

$14,967

$15,908

$17,110

$14,610

24%

$120,935

$111,955

$122,100

$135,698

$135,887

12%

$1,230

$0

$0

$0

$0

-100%

$1,212,619 $1,206,863 $1,280,767 $1,355,711 $1,180,546

-3%

Analysis and Recommendations
Like the City of Lawton as a whole, the Legal Service Department is undergoing a period of profound
change driven by new leadership, respective roles, and relationships. The City Attorney position has been
vacant since August 2019. 38 Following active recruitment efforts for the position, the City Council has
named a new City Attorney who will assume the position between November 1, 2020, and February 1,
2021, upon completion of obligations to the U.S. military. One Deputy City Attorney has acted as City
Attorney during the vacancy and will continue until the appointee assumes the position. All professional
attorney staff members have been tasked with additional duties due to City Attorney vacancy.
Change presents challenges as well as opportunities. The following recommendations identify strategic,
organizational, and operational changes to consider, implement, and leverage to support new leaders and
improved performance.

Strategy and Approach
Recommendation 27: Elevate the role of the Legal Services Department in the City from control and
compliance to strategic partner.
Organizations often take on the personalities of their leadership. As the Legal Services Department brings
on new leadership through a new City Attorney, there is an opportunity for the organization to reconsider
and reimagine its relationship with its client City departments. The Department’s efforts in the past have
been focused on compliance and reactively addressing immediate legal issues and needs. To support the

The former City Attorney was available to provide legal support on a contract basis from August 2019
through March 2020.
38
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organization during periods of change, the Legal Services Department should become a strategic partner
with the City and the departments that it serves.
The City Manager’s proposed shift in focus toward organizational and operational change supporting
performance management will require support from the City’s elected leaders as well as the government
enterprise. The Legal Services Department can fulfill its mandated functions to protect the interests of the
City while also supporting change necessary to improve City operational effectiveness. Legal counsel in
government forms the bridge between governance and administration. In this central and vital role, legal
counsel commands a disproportionate influence and impact on determining what is possible in a
government organization.
Developing strategic partnerships with City leadership and departments begins by implementing
mechanisms to routinely solicit input from City departments. Legal Services Department leadership should
establish regular communication with the City’s elected officials and the City’s executive team members to
proactively discuss and understand departmental needs and challenges. The City Manager’s executive
leadership meetings should also be leveraged as an opportunity to discuss broader organization-wide policy
and legal issues.
While communication is the first step in understanding, this understanding should be translated into action
through the development of service level agreements (SLAs) between the Legal Services Department and
the City’s operating departments. The development and acceptance of these agreements provide a
mechanism to develop an understanding of the challenges and requirements each City department faces
and how the Legal Services Department can support their efforts. The agreements will also help the
departments to better understand the Legal Service primary mandate as well as resource constraints.
Employing an SLA framework will support both initial and continuing communication between the Legal
Service Department and its client City departments. The approach will also provide a structured and
supported method for the new City Attorney to develop an understanding of issues facing the departments
as they navigate change and the City’s desired strategic direction. Understanding what service demands
exist is the first step. Translating that to service delivery will require understanding the current operation
as well as possible service delivery alternatives and their respective impacts to service and cost, which are
discussed in the following recommendations.

Operational Improvements
Recommendation 28: Follow industry best practices to identify effective legal services organizational
placement and support.
In-house legal staff members are mobile resources serving the varied needs of organizational departments
and functions. The new City Attorney will need to best organize the Department’s available resources to
meet the service level expectations of the client City departments. While legal staff members are most
frequently organized as a central function with primary agency assignments, there are alternative
organizational options. One option involves distributing legal staff members to major departments as “inhouse” department counsel. Another option involves distributing legal staff to co-locate in major
departments while continuing to receive daily direction from the central legal department. With the
impending arrival of a new City Attorney to the City government, it is appropriate to consider alternative
organizational approaches that may better serve the City’s needs. This information can then support the
new City Attorney as they consider organizational and operational options to better meet the needs of the
Council, the City departments, and the community.
The legal services of the City Attorney and their staff are currently provided through the City’s Legal
Services Department. The Department is led by the City Attorney with professional attorney positions
receiving agency assignments and task direction through a centralized department structure.
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When fully staffed, Deputy City Attorneys and Assistant City Attorneys will balance their respective
workloads between “lead” assignments servicing the needs of specific City departments with daily and
time-sensitive inbound work tasks. Legal staff members relate that this approach has proven effective in the
past.
The current approach may falter with significant and continuing vacancies in the professional attorney
positions. This can lead to more fluid assignments of the remaining professional legal staff to meet
competing needs among the City’s departments. This has occurred in the past and continues in the present.
Individual City departments may feel that their needs are not met effectively with the current approach and
that a possible solution would be to assign Legal Services Department staff members to individual City
departments.
Making legal staff assignments directly to individual agencies can be a best practice but only in situations
where the volume of work or necessity to support complex processes require dedicated legal staff
assignment. 39 In this case, the distributed legal resource should continue to report through the legal
department organization to the Chief Legal Officer.
City leadership often compares Lawton to Oklahoma peer cities, including Broken Arrow, Norman, and
Edmond. A review of their available organizational information indicates that none of these cities use a
distributed model for legal services staff members. Where these peers do differ is in the use of contracted
services and legal support staff members, as discussed in the following recommendation.
There do not appear to be compelling service demand reasons to change the legal services organizational
approach at this time. Distributing legal services staff to individual departments, regardless of the formal
reporting assignments, will create additional pressures on the professional staff to first meet the needs of
their “host” department at the expense of other service needs in the City. This will only serve to shift the
complaints to other City departments while negatively impacting the ability of Legal Services Department
management to address legal work prioritization issues across the enterprise. The existing perceptions
surrounding service shortfalls by the Legal Department are driven by continuing vacancies and the
difficulty identifying and recruiting adequate professional legal staff to join the Legal Service Department.
The expected arrival of the new City Attorney mitigates the need to act on organizational change at this
time. This type of change represents a fundamental departure from traditional approaches for government
legal services. The new City Attorney should lead this review after developing an understanding of the legal
service needs of the City through service level discussions outlined previously in Recommendation 27.
Recommendation 29: Review knowledge gaps to identify comprehensive recommendations for crosstraining and process back-up assignments.
The Legal Service Department routinely works with complex and difficult issues in a time-sensitive
environment. This has contributed to relatively high turnover rates and long position vacancy periods. A
fundamental component contributing to any organization’s success is the ability to support new employees
as they onboard with the organization. The new employee should receive timely, appropriate, and phased
training as well as receive periodic feedback on performance.
The Legal Services Department previously placed primary responsibility for employee training with the
Office Manager/Legal Assistant IV position. This position had been vacant for some time and was
eliminated in the FY2021 Budget. In addition, most internal processes lack documentation with the detail
necessary to direct new or existing staff on how to complete critical tasks.

Wilber, James. Best Practices of City and County Civil Law Offices, February 2002.
http://www.altmanweil.com/dir_docs/resource/b0541231-be60-491b-96ab-c6f1d5e1b4c5_document.pdf
39
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Training in the Legal Service Department most often involves shadowing another staff member and
learning how they complete an assignment. Documentation may take the form of individual notes made
by the new employee during these mentoring sessions.
The lack of comprehensive process guidance for critical functions mitigates the effectiveness of existing and
repetitive administrative and legal processes. This approach introduces both one-time and systemic errors
as staff may receive incorrect instruction, perpetuating errors and creating generational quality assurance
issues.
The City and Legal Services Department must address this issue to maintain the effectiveness of the
Department. The Department must allocate resources to support functional process review and the
development of associated training materials as well as operating manuals supporting both new and
continuing staff members. This effort may require a third-party contractor to support the development
process while allowing critical staff to continue their day-to-day functions.
The use of a third-party resource will ensure completion of the project in a defined timeframe while freeing
Legal Services Department staff to complete their continuing and daily assignments. There will be no
immediate Department staffing implications associated with this approach.
While this recommended approach will have short-term costs associated with the third-party provider, the
project should provide a net positive return through more effective training, less organizational downtime,
and less effort and costs associated with investigation, discovery, and correction of staff errors or omissions.
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Information Technology
Services
The ITS Department is responsible for managing all City hardware and software systems and for providing
technological support to City employees. Its mission is “to consistently provide the highest quality
technology-based services to support the vision for the City of Lawton.” 40
ITS consists of 16 positions and is overseen by the ITS Director, as illustrated in the following chart.

Administrative
Coordinator
1.0 FTE

Information
Technology
Services Director
1.0 FTE

Deputy Director
1.0 FTE

Geographic
Information Systems
Supervisor
1.0 FTE

Geographic
Information
Systems Analyst
1.0 FTE

Applications
Manager
1.0 FTE

Programmer
Analyst II
2.0 FTE

Senior Programmer
Analyst
1.0 FTE

Database
Administrator
0.5 FTE

Service Desk
Supervisor
1.0 FTE

Network
Administrator
1.0 FTE

Technical Support
Analyst
2.75 FTE

Network Analyst
1.0 FTE

Figure 11: ITS Organizational Structure, FY2021
The Department is led by the ITS Director, who oversees Department operations, supported by an
Administrative Coordinator. One of the Director’s primary duties is to manage the City’s transition from
legacy software systems to a suite of systems owned by Tyler Technologies, Inc. (Tyler). The Director also
supervises the Deputy Director, Applications Manager, and Geographic Information Systems (GIS)
Supervisor.
The ITS Deputy Director supports the Director in the management of the Department and in Tyler
implementation. The position is also responsible for overseeing maintenance of the City’s networks,
communication, and other hardware systems, as well as for ensuring the security of the City’s databases
and overseeing the City’s help desk function. The Deputy Director supervises two positions responsible for
40

City of Lawton. Information Technology Strategic Plan. p. 5.
The Novak Consulting Group
Trusted Advisors Transforming Communities

Page 80

City of Lawton
Management, Operations, Staffing, and Efficiency Study

maintaining the City’s network and Voice over Internet Protocol (VoIP) communications systems: a
Network Administrator and a Network Analyst. In addition, the Deputy Director supervises a Database
Administrator responsible for managing City databases and ensuring the security of data. Finally, the
Deputy Director oversees the positions responsible for the City’s help desk function: a Service Desk
Supervisor and three Technical Support Analysts, one of whom is part-time. These positions respond to
requests for technical assistance from City staff and assist with any reactive hardware or software issues.
The Applications Manager is responsible for overseeing the City’s software systems. The City currently
supports more than 30 systems ranging from dispatch systems for the Police and Fire Departments to fuel
management systems for the City’s fleet. The Manager is supported by three Programmers. Many of these
systems will eventually be replaced by the Tyler suite of products, and the Manager is working with the
Director to prepare for and support the transition.
Finally, the GIS Supervisor is responsible for creating and maintaining the City’s GIS maps and databases.
The position is responsible for creating and maintaining all data for the City, such as property particles and
the location of streets and other infrastructure, although the City does use some shapefiles provided by the
County. The City also maintains the map for the 911 system, which includes the neighboring Fort Sill
Army Post. The position also assists with other ITS services as capacity allows. The Supervisor is supported
by a GIS Analyst who focuses on mapmaking.

Core Services Matrix
The following table provides an overview of core services currently provided by the ITS Department. This
list is not intended to be all-inclusive; rather, it is meant to illustrate the significant activities performed by
ITS staff across the Department’s functions.
Table 23: ITS Core Services
Department
Function/Division

Program Area
Technical Support

Activities
•
•
•
•
•
•

GIS
ITS

•
Tyler Systems
Implementation

Cybersecurity

•
•
•
•
•

Maintain City servers, VoIP system, and other network hardware
Maintain more than 30 software programs
Respond to requests for assistance and support the technology
needs of City employees
Maintain shapefiles and databases of GIS information in the City
Generate maps based on GIS data as needed
Maintain a map for responses to 911 calls for both the City and
Fort Sill
Work with Tyler to develop and implement a plan to transition
from legacy to Tyler systems
Work with City departments to determine their needs for the new
Tyler systems
Prepare legacy systems for the transition to Tyler
Oversee system implementation
Routinely review and update security patches for hardware and
systems
Review security policies annually
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Staffing
The following table illustrates staffing trends for ITS for the past five fiscal years. There are no part-time
positions in the GIS function.
Table 24: ITS Staffing, FY2017 through FY2021
Staffing by
Function

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

ITS – Full-Time

12

12

12

13

12

0%

ITS – Part-Time

1

1

1

1

2

100%

GIS – Full-Time

2

2

2

2

2

0%

15

15

15

16

16

1%

Total

A full-time Computer Operator position was eliminated in FY2017, and in FY2020, a full-time Community
Relations Web Master position was transferred to the Community Relations Office. A full-time
Infrastructure Manager position and a full-time Administrative Assistant position were also added in
FY2020. Finally, a Programmer position was eliminated in FY2021, and a part-time Technical Support
position was added.

Budget
The following table illustrates ITS operating expenditures for the past five fiscal years.
Table 25: ITS Expenses – All Funds, FY2017 through FY2021
Percentage
Change FY2017
to FY2021

Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Personnel Services

$1,140,947

$1,187,998

$1,183,119

$1,525,678

$1,358,689

19%

$285,495

$223,189

$269,980

$269,854

$269,854

-5%

$39,516

$187,876

$274,831

$303,019

$287,598

628%

$3,405

$14,846

$18,995

$35,000

$0

-100%

$1,469,363

$1,613,909

$1,746,925

$2,133,551

$1,916,141

30%

Materials and
Supplies
Other Services and
Charges
Capital Outlay
Total

ITS expenditures have increased by more than $500,000, or 30%, over the last five fiscal years, primarily
driven by higher personnel costs and higher costs of Other Services and Charges related to implementing
the Tyler suite of systems.
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Analysis and Recommendations
The ITS Department provides tools and infrastructure that support the City’s ability to perform essential
services, organize day-to-day operations, measure effectiveness, and plan for future needs. As the world
becomes increasingly interconnected and digitized, developing and maintaining a technology environment
that meets the needs of City users as well as customers is essential, and gaps associated with technology
service delivery result in correspondingly disruptive events. While the importance of effectively managing
and maintaining the City’s technology systems cannot be overstated, the Department currently struggles
with vacancies, turnover, and a lack of resources to provide services. These challenges are exacerbated by
the significant scope of responsibilities and special projects currently assigned to ITS, as well as the COVID19 pandemic. The following recommendations are intended to help the Department prioritize operations,
allocate resources to their highest and best use, and strengthen the City’s technology foundation.

Enterprise Resource Planning
Recommendation 30: Contract with a project manager for enhanced Tyler implementation support.
ITS is in the midst of its most significant and challenging project to date: implementation of ERP software
from Tyler Technologies. The City currently relies on several different software systems to manage data,
coordinate operations, and for other tasks, but these systems often do not interact with each other, and
many are outdated. The City has purchased several systems from Tyler to replace the following legacy
programs:
•
•
•
•
•
•

Brazos electronic citation software
New World Public Safety software
Munis ERP software
EnerGov plan and permit review software
Incode Court software for scheduling Municipal Court operations
Socrata data and performance management and resident engagement software

The City is planning to implement Tyler systems gradually beginning in 2021; currently, all Tyler systems
are planned to be operational by April 2022.
The transition to Tyler is vital. Many of the current legacy software systems are years or even decades old
and lack ongoing support. This impacts the security of the City’s networks and data and severely limits the
City’s ability to operate efficiently. Deploying Tyler products will provide tools for the City to deliver more
safe, effective services. However, the process also requires a significant time investment from ITS
Department employees who are responsible for overseeing implementation and serving as a liaison
between City departments and Tyler project managers.
The time investment required to configure, manage, and deploy an effective ERP system is significant and
places a particular strain on the ITS Director. While the ITS Director and staff have done an admirable job
overseeing the Tyler implementation to date, the present allocation of responsibilities related to Tyler
deployment is not sustainable. Staff report regularly working 10+ hour days to try to balance
implementation with their other roles overseeing other ITS duties. Approximately half of the Director’s
time is devoted to the implementation process. This level of effort creates the potential for employee
burnout and may contribute to continued or higher staff turnover in the future, which is of particular
concern for the ITS Department, given a historical difficulty filling open positions.
Additionally, while the Director is capably overseeing the Tyler implementation and effectively serving as
a primary project manager, this level of responsibility considerably reduces the Director’s ability to respond
to other critical IT-related tasks. ERP implementation is an important and significant function, but other
pressing technology-related needs, such as infrastructure development, network troubleshooting, and other
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special projects, also require the Director’s attention and currently must compete with the present focus on
Tyler implementation.
This challenge is compounded by the level of detailed assistance the Director is expected to provide. An
important component of the Tyler implementation is to review existing City processes and consider how
they can be best adapted to the Tyler systems. There may be opportunities to significantly streamline many
tasks, but if these opportunities are not identified at the outset of ERP implementation, the City risks
embedding time-intensive, inefficient processes in the new systems. In the course of deploying Tyler
products to City departments, the ITS Director has effectively assumed the role of a “process improvement
coordinator” to guide customer departments, map existing processes, and shepherd decision-making about
the best way to perform functions in other departments under the new system.
In effect, the ITS Director is conducting process improvement exercises in customer departments as part of
the Tyler implementation. These efforts to-date have primarily focused on the Finance and Human
Resources Departments, areas in which the Director has some familiarity. However, other functions, such
as the Utilities Department, have more complicated technical processes that will require significant time as
well as specific utility industry knowledge to review and identify improvements. While understanding
business processes in some detail is an important component of effective ERP implementation, it is
unreasonable to expect the ITS Director to become intimately familiar with the minutiae of each City
department’s business practices.
In the midst of the implementation process, it is clear that ITS functions are significantly impaired for many
of the Department’s customers. Customers report long wait times to resolve technology challenges; an
inability to address long-standing infrastructure concerns related to radios, telephones, and network
conditions; a lack of inclusion in technology-related decision-making; and insufficient hardware to perform
regular workload assignments. These are critically important issues that require uncontested focus and
dedicated resources from ITS, particularly the ITS Director. Requiring the Director to also implement a
multi-phase ERP system is not sustainable.
To avoid an ineffective ERP implementation and ensure the City can operate the ERP once implemented,
it is essential to focus first on the core services and functions of the ITS Department. In turn, this requires
transferring responsibility for ERP implementation from the ITS Director to another capable party so that
the ITS Director can attend to the Department’s present operational and structural challenges. However,
options for transferring this responsibility to in-house staff are limited. The ITS Department only has a staff
of 16 full-time employees (including the Director) who must attend to the day-to-day operation of existing
legacy systems, customer service requests, and ongoing projects. Delegating ERP implementation to less
experienced staff is neither appropriate nor viable.
While the City does receive some support from Tyler staff through the implementation process, these staff
are reportedly not capable of managing the implementation project in a comprehensive manner. According
to City staff, the Tyler liaisons do not have specific familiarity with the City of Lawton and are generally
responsible for overseeing individual Tyler programs and modules, rather than the whole suite of products.
As a consequence, there are no resources at Tyler Technologies who can readily and comprehensively
become acquainted with the City’s various legacy software systems and business processes to support
implementation.
The City needs access to dedicated, specialized ERP implementation expertise. Other communities have
faced similar issues and have solved the problem by contracting with a third party for implementation
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support. For example, the Cities of Hastings, Nebraska, 41 and Edgerton, Kansas, 42 contracted with
consultants to oversee implementation of their ERP software systems. The City should adopt a similar
approach and issue an RFP designed to identify an appropriate contractor who can manage the Tyler
implementation project and the necessary process improvement exercises that accompany ERP
configuration. At a minimum, specific services provided by the contractor should include the following:
•

•
•
•
•
•
•
•
•

Working with the City to develop a detailed project plan that identifies all of the required tasks,
the person(s) responsible for executing each task, the estimated time required to complete each
task, and any tasks dependencies (i.e., noting when one task relies on the completion of another
task)
Developing a governance process for ERP implementation and rollout
Familiarization with the City’s current software and hardware environment, including the
limitations and constraints of current data input and management practices
Identifying core business process requirements for all departments and any business processes
affected by the ERP implementation
Identifying opportunities for process improvement
Communicating software customization and workflow requirements to Tyler Technologies
throughout the project
Ensuring the ERP is configured appropriately based on recommended process improvements and
workflows
Training staff and troubleshooting deployment
Meeting regularly with City staff to provide project updates, along with regular communication.

The level of expertise required for a contractual relationship of this kind is significant, and the City should
expect to invest resources to find and retain a qualified provider. While it is likely that implementing this
recommendation will require capital resources, it is important to remember that the City has already
invested nearly $5.7 million in the Tyler suite of products. If the ERP effort is not managed or implemented
appropriately, the City risks adopting an ERP which standardizes inefficient practices, limits staff
functionality, impedes workflows, confuses personnel and the public, and which staff cannot readily use
due to ongoing technology challenges. Maximizing the City’s investment in its selected ERP requires
additional investments of time and resources to ensure the best possible outcome for the City now and in
the future.
Recommendation 31: Maintain and track a standard for network reliability.
The ITS Department is responsible for maintaining technology infrastructure systems that enable the rest
of the City to function. Databases, hardware, and software systems must be reliable for staff to have access
to the information and tools they need to do their work, and service interruptions must be resolved or
mitigated quickly to support City staff and customers.
In interviews conducted as part of this assessment, staff across the City expressed concerns about
technology systems and services, including but not limited to radios, telephones, and network uptime. For
example, public safety personnel reported that radio systems sometimes fail during heavy rain events, and
staff in several departments reported inconsistent or unavailable internet access, as well as frequent email
and phone outages. During the research phase of this assessment, the City experienced at least one service
interruption to its VoIP phone system and at least one network outage impacting the City’s email system,
both of which impacted the City’s ability to locate information and the project team’s ability to receive and
analyze it.
City of Hastings. City Council Meeting Agenda August 12 2019.
hastingsne.civicclerk.com/Web/GenFile.aspx?ad=6481
42
City of Edgerton. City Council Meeting Agenda July 25 2019. p. 32. edgertonks.org/wpcontent/uploads/07-25-19-Council-Packet.pdf
41
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The City relies on a functioning network for operations in every department. Without reliable technology
infrastructure, staff cannot complete assigned tasks, and the success of major initiatives, such as the Tyler
implementation, is undermined. The community also relies on the City’s technology systems to connect
with elected officials and staff and to access important City services and information.
A functioning network is essential. ITS’s newly adopted Strategic Plan, as discussed in Recommendation
35, recognizes the importance of this reliability and adopts a performance standard of 99% network
uptime. 43 This is an appropriate target that is in keeping with other communities, where standards generally
range from 98% uptime, as in the City of Centennial, Colorado, 44 to 99.9% uptime, as in the City of
Roanoke, Virginia. 45 The ITS Strategic Plan states that network uptime should be tracked and reported
quarterly; however, the City may benefit from more frequent network uptime reporting (such as weekly or
monthly) to better evaluate how often network interruptions occur and track progress toward resolving
system instabilities. Factors that contribute to communications instability and network outages, including
radio, wireless, and wired connections, should be identified. Hardware-related improvements should also
be prioritized as part of the City’s CIP process to support a consistent technology environment and equip
staff to perform their jobs.

Staffing and Operations
Recommendation 32: Work with local learning institutions to evaluate the potential of implementing
an Information Technology Services internship program.
Attracting skilled ITS professionals to work for the City of Lawton is challenging. Of the eight ITS positions
that became vacant in 2019 and 2020, 46 five were vacant for more than 45 days, and one Programmer
position was vacant for 235 days, per information provided by the City’s HR Department. Staff report that
one reason for these vacancies is salary; private sector Information Technology (IT) positions generally
have higher wages than local government. The classification and compensation study discussed in
Recommendation 4 will help identify and address any pay disparities. However, another hurdle is the
limited pool of applicants. The City of Lawton is not located near any large metropolitan area or technology
hub, limiting the number of individuals in the area with the appropriate skills and knowledge. Furthermore,
nearby Fort Sill is a large employer, and many of the IT professionals in the region work there as staff or
contractors.
Because of the limited applicant pool, ITS should consider options to help cultivate the skills that the
Department needs. One option for employing skilled staff is to hire less-skilled technology professionals
and cultivate the necessary skills over time. Local schools with technology programs could provide a
potential pool for recruitment. Several schools in the Lawton area offer professional degrees in technology
and computer science fields. For example, the Great Plains Technology Center offers a Desktop Support
Technician program, 47 and Cameron University offers bachelor's and associates degrees in Information
Technology and Computer Science. 48 These training courses do not qualify graduates to be a Programmer,
but they do provide students with a general knowledge of hardware, software, and other technology, which
can serve as a foundation for more advanced study. Additionally, students graduating from these programs
City of Lawton. Information Technology Strategic Plan. p. 6.
City of Centennial. Server Uptime. www.centennialco.gov/Government/Departments/City-ManagersOffice/Strategic-Initiatives/Key-Performance-Measures/Information-Technology-PerformanceMeasures/Server-Uptime
45
City of Roanoke. FY2019-2020 Adopted Budget Document. p. 215.
www.roanokeva.gov/DocumentCenter/View/13007/FY20-ADOPTED-BUDGET-DOCUMENT
46
As of July 2020
47
Great Plains Technology Center. Adult Occupational Programs. greatplains.edu/adult/occupationalprograms/
48
Cameron University. Computing & Technology. www.cameron.edu/comptech/degree-programs/bachelorof-science-in-information-technology
43
44
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have the capability to provide basic technical support and other vital functions performed by the ITS
Department.
An internship program involving students in one of these programs could be mutually beneficial for the
City, the school, and the students themselves. Students would have the opportunity for hands-on
experience in IT skills, and the City would have additional support for basic tasks, thus increasing the
capacity of other ITS staff to focus on other areas. Furthermore, the program would help the City identify
students with a particular aptitude or interest in areas that the City needs. The City could then work with
these individuals on a program to develop their skills.
The Department should engage with the schools to encourage training programs with students to build
technical skills and help ensure that there is a local hiring pool with the right knowledge base for these
specialized positions.
There are several general ways in which interns could support City operations. One is to assist with defined,
time-limited projects that do not require extensive knowledge of City operations. For example, one of the
duties of Information Technology interns for the City of McKinney, Texas, is to assist with the updates to
modules of the City’s asset management software. 49 Many communities, such as Orange County,
California, also use technology interns to assist in research in writing, such as researching technology best
practices and drafting policy updates based on those best practices. 50 Finally, communities, such as the
City of West Covina, California, ask interns to help with the Department’s ongoing support services, such
as installing software updates and responding to Help Desk tickets. 51
Most of these tasks do not require extensive programming skills or detailed knowledge of Department or
City operations but can help assist the Department by taking some tasks off the plate of full-time
Department staff. However, it is important to note that Department staff will also be required to spend time
supervising the interns and reviewing their work. When establishing an internship program, the
Department should carefully consider who will be responsible for overseeing the interns and ensure that
this person or persons will have adequate staff capacity and willingness to provide appropriate oversight.
While this will have an impact on staff capacity, it also may serve as an opportunity for ITS employees to
gain supervisory experience, which is valuable experience that can advance employees’ professional
development.
The City should initiate conversations with local learning institutions to understand the feasibility and
interest in setting up an internship program. Based on those conversations, the City should develop a plan
for the program, including program duration, goals, who will participate, what their responsibilities will
be, who will supervise them, and any funding needs. The program should include a combination of
instruction and apprenticeship, with students having the opportunity to shadow ITS staff and to accomplish
projects themselves. A training program would require staff time and other resources but would be an
investment to help ensure that skilled workers are available to support the Department in the future.
Recommendation 33: Track workload and performance metrics to evaluate additional ITS staffing
needs.
Although workload tracking for the Department is limited, staff report regularly working more than 40
hours per week. Relying on staff to consistently work long hours is not sustainable, as it can lead to burnout,
City of McKinney. Intern-Information Technology.
www.governmentjobs.com/careers/cityofmckinney/jobs/2412925-0/intern-information-technology
50
Orange County. Enterprise Privacy & Cybersecurity/Information Technology Intern.
www.governmentjobs.com/jobs/2802849-0/enterprise-privacy-cybersecurity-information-technology-internocit-unpaid
51
City of West Covina. Information Technology Intern- Unpaid. www.governmentjobs.com/jobs/26393780/information-technology-intern-unpaid
49
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make employees more prone to error, and limit the capacity they have to put toward essential tasks.
Because a detailed analysis of labor hours associated with ITS activities is not currently feasible, it is helpful
to evaluate overall ITS staffing in Lawton compared to benchmark communities, as illustrated below.
Table 26: ITS Staffing Comparison to Benchmark Communities, FY2021
IT FTEs, FY2021

Citywide FTEs, FY2021 52

Number of ITS FTEs per
100 City FTEs

City of Lawton

15.5

853.0

1.8

City of Broken Arrow

11.0

580.0

1.9

City of Stillwater

12.0

611.8

2.0

City of Oklahoma City

112.0

4,757.0

2.4

City of Tulsa

119.0

3,959.4

3.0

City

The benchmark communities were selected because they are cities in Oklahoma with a population of
greater than 50,000 and because FY2021 staffing information was readily available. As of FY2021, the
City of Lawton has 1.8 authorized Full-Time Equivalent (FTE) positions in the ITS Department for every
100 FTEs Citywide. This is the lowest IT staffing level of any benchmark community.
However, it is important to note that different communities have different scopes of service, which could
impact the use of technology and the need for technological support. This means that while data on
benchmark communities can be a useful indicator to illustrate how the City generally fits among its peers,
staffing decisions should ultimately be based on the City’s specific needs, rather than benchmarking
comparisons.
Recommendation 2 details the need for a Citywide performance management program, and the
Department’s Strategic Plan has already identified some measures to track the ITS’s workload and
performance. As the process of implementing Tyler software unfolds, it is critical for ITS to track indicators
regarding the quantity of work associated with key activities, the labor hours associated with those
activities, and outcomes and customer satisfaction. This information should be automatically logged
wherever possible in the Tyler systems to avoid the need for staff to manually enter information. The data
recorded should be specific enough to facilitate a detailed analysis of workload trends and how the
Department’s resources align with service requests and preventive maintenance demands. Based on this
information, the Department can begin to make data-driven decisions regarding how to best allocate
available resources and articulate the need for additional staff support where required.
Recommendation 34: Establish an ITS Liaison program in other City departments.
A common practice utilized by information technology departments to support existing staff and cultivate
improved relationships with customers involves creating a formal liaison program. This approach is
particularly beneficial in an environment with limited resources, such as Lawton, because it would
empower customer departments to provide their own front-line support. Specifically, low-priority service
requests such as password resets could be handled by qualified ITS Liaisons in each department who have
sufficient privileges to resolve these issues in the course of other day-to-day responsibilities.
The first step in developing a Liaison program should be to establish which issues could be addressed by a
trained layman and which issues should be escalated to the ITS specialists. ITS staff should review the most
common Help Desk requests and establish a list of common requests that could potentially be managed by
a Liaison. The ITS Director should then work with the City Manager and department directors to establish
Staffing for the Cities of Lawton and Broken Arrow are tracked by full-time positions and part-time
positions, not FTEs. All part-time staff are counted as 0.5 FTE each for the purposes of this comparison.
52
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a scope of responsibilities for Liaisons based on this list of requests. Overall workload should be a
consideration as well since the Liaisons will be expected to balance their technical support duties with their
regular job responsibilities.
The ITS Director should work with department directors to identify employees in each department with
the knowledge, skills, and capacity to serve as Liaisons. Considerations should include the following:
•
•
•
•

Supervisory Level: Generally, supervisors and managers have higher-level responsibilities and
should not reduce capacity to perform those responsibilities in order to serve as Liaisons.
Availability: Part-time or seasonal staff generally should not serve as Liaisons because of their
limited availability to provide support.
Capacity: The Liaisons should have the available capacity to take on the role.
Proficiency: Some basic competency with and interest in technology will help individuals be more
effective Liaisons.

Once Liaisons are identified, the ITS Department should implement a Liaison training program. The
program should train Liaisons on the technical skills required to assist staff, as well as on how they should
log and track requests for assistance and how they should escalate requests to the ITS Department, if
necessary. The Department should also work with City leadership to develop protocols on how City staff
should request Liaisons’ assistance and should train both staff and Liaisons on these protocols.
Implementing this system will allow for more responsive customer service on technology issues and create
a formal relationship channel between ITS and customers. As the Tyler implementation proceeds, Liaisons
can also play a valuable role in championing the use of new systems, ensuring staff follow appropriate
procedures, and answering questions about functionality and workflows in the new software. This
information provides critical insights into future adaptations that will further enhance the use of Tyler
products and provides ITS with key insights into the business needs of customer departments.

Work Planning
Recommendation 35: Develop an annual Tactical Plan designed to support the Department’s strategic
plan.
In early 2020, ITS staff developed an internal Strategic Plan for the Department. The purpose of the Plan
is “to provide a clear, comprehensive document to effectively communicate the City’s technology direction,
priorities, strategy, and policies.” 53 The Plan establishes Business Objectives intended to inform the City’s
technology and investments over the next 10 years. It is a living document and is intended to be revised
over time as the scope of programs and hardware managed by the Department changes. Current Objectives
outlined in the Plan include the following:
•
•
•
•
•
•
•
•

Update the City of Lawton Technology Infrastructure
Implement a Citywide ERP solution that takes advantage of best-breed technologies
Strategically Manage ITS Human Capital
Expand Electronic Government
Implement the Asset Management Program
Implement Transparency and Fiscal Performance solutions
Update Citywide EOC relative to Information Technology preparedness
Consolidate Management Functions and Streamline Administrative Operations

The internal Strategic Plan states that these Objectives will inform the development of an annual Tactical
Plan describing the implementation steps for that year’s projects. The Tactical Plan, which is currently in
53

City of Lawton. Information Technology Strategic Plan, 2020. p. 3.
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development, will provide details of each planned ITS initiative for the year and serve as a roadmap for
implementation of the Strategic Plan Objectives. The Plan will also identify performance measures and
goals for each project and ensure that these goals align with the overall goals of the Department, as
described in the internal Strategic Plan.
Staff report that the Tactical Plan is currently being developed, but it is not yet available for review. A key
priority for the Department involves completing the proposed Tactical Plan to more clearly communicate
how specific service and project requests will be accomplished. ITS receives a wide variety of requests, each
of which is likely to impact other services and timelines. Utilizing a formal Tactical Plan that lays out when
projects will be accomplished and how they will be resourced allows the Department to explain how service
interruptions will impact other assigned work and create service delays. In this way, the Tactical Plan can
serve as a tool to illustrate the Department’s workload to the Council and internal customers. Formalizing
the Tactical Plan will also help the Department prioritize new requests; for example, if the City Council
requests a new project, ITS staff can show the Council its list of existing projects and discuss which projects
should be postponed or scaled back, if necessary, to accommodate the new project.
Additionally, the Plan should serve as a formal work plan for the Department’s upcoming initiatives. It
should identify goals and milestones for the coming year, based on the Strategic Plan and City Direction.
For each project, the Plan should also include the following:
•
•
•
•

A list of the project phases, along with a timeline of when they will be completed and a specific
deadline for each phase
A list of the staff positions that will be involved in each project phase and an estimate of the staff
hours required for each position
A list of departments/positions/functions that will serve as project partners as well as the
expectations for how they will contribute to the project
Any other resource requirements for each project, such as additional contracted support

The Department should regularly track progress on the Tactical Plan and evaluate its ability to meet the
assigned deadlines.
Recommendation 36: Develop a clear IT governance structure for review and approval of new
technology acquisitions.
The Department does not currently have a formal process in place to evaluate and approve new technology
initiatives. Staff report that other departments regularly initiate their own technology projects or purchases
without consulting with ITS. In these cases, ITS may not know about a purchase until it is presented to the
City Council for approval. For lower dollar purchases not requiring Council approval, ITS may not be
aware until the transaction is completed.
It is understandable that Departments wish to act quickly when they have identified a potential
technological tool that could enhance operations. However, it is vital that ITS is part of the process of
identifying options to address the issue and in selecting hardware or software, if applicable. Even if
Departments purchase technology using their own budgets, at some point, they will likely rely on ITS to
provide technological support. It is important that ITS has the knowledge and capacity available to
adequately support that platform. It is also important that ITS is aware at all times of the scope of
technology it is expected to support to ensure that it has adequate resources in place. When departments
operate independently, they also may not be identifying opportunities for efficiency or cost savings. For
example, one department’s technology needs might be the same as another’s, creating the opportunity for
a joint purchase. Additionally, the City may already have a technological solution that would address the
Department’s issue without any additional investment.
The new Strategic Plan addresses these issues by requiring that potential technology purchases be routed
to ITS for approval. To maximize the impact of this approval process, the Department should also adopt
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specific criteria for what information should be included in a technology request and require a process
improvement component for technology purchases with a significant impact on operations. In other words,
before a Department invests in new technology, it should first be required to review the processes impacted
by that technology and identify any opportunities for efficiency. This will help ensure that technology
investments have the greatest positive impact possible and increase the overall effectiveness of Department
functions.
The State of Ohio Department of Administrative Services and Office of Budget and Management provide
an example of how process improvement standards can be incorporated into technology approval. The
Department and Office have developed an ITS Oversight Policy for major new technology projects at the
State of Ohio. One step in the evaluation of a potential new project is the development of a business plan
for the project. 54 The plan must address the following:
•
•
•
•
•
•
•

Why the project is necessary and the impact if the project were not pursued
Key objectives for the project and desired outcomes
Benefits and potential risks associated with the project
Evaluation of how similar projects have been implemented by other organizations and lessons
learned
Identification and implementation of process improvements for processes impacted by the project
Total estimated project cost, including upfront and ongoing costs
An estimated project timeline

The ITS Department should work with the City Manager’s Office to develop its own criteria for what
constitutes a major technology project for the City. For each project that meets this threshold, the City
should require the requesting Department to submit a document outlining the key objectives of the project,
how the project will improve operations, and any potential risks. Creating this document will not only help
ensure that the Department has considered the impacts of the project but will provide the ITS Department
the information it needs to evaluate the benefit of this potential investment for the City.
For each new project, ITS and the requesting department should also consider whether there are any other
options for achieving the Department’s goals with the new technology, such as modifying an existing
technology or changing the process to realize efficiencies. ITS and the Department should also consider
how the current process will have to be modified to accommodate the new technology and how the
technology can be used as efficiently as possible.
Recommendation 37: Establish service level agreements between Information Technology Services and
customer departments.
Developing the Liaison program will help increase communication and collaboration between ITS and
staff in other City departments. ITS can build on the positive impact of these steps through the development
of formal SLAs between ITS and other City departments.
SLAs define ITS’s commitment to its customers, as well as each department’s responsibilities as an ITS
customer. They are important tools to clarify and communicate expectations on both sides. SLAs are also
helpful for Departments because they define the level of support that departments can expect and hold ITS
accountable for providing that level of service. They can also help the ITS Department by defining
important guidelines for the departments, such as standards for which hardware and software systems will
and will not be supported by ITS, and expectations for what staff should do before they contact ITS. For
example, with the creation of the Liaison program, staff’s first step for non-emergencies issues should be

State of Ohio. Major Project Governance Policy, January 2 2020. p. 6.
das.ohio.gov/Portals/0/DASDivisions/DirectorsOffice/pdf/policies/informationtechnology/IT-16.pdf.
54
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to contact their Liaison before contacting ITS. There may also be other basic troubleshooting steps that
staff are expected to take on their own, such as rebooting their system to see if issues are resolved.
SLAs should define the scope of services provided by ITS and expectations on both sides. Standard aspects
of each SLA should include the following:
•
•
•
•
•

The scope of support that the Department will receive from ITS, including an inventory of the
hardware and software systems supported
A defined service level expectation for each type of technology
The expectations for the Department; for example, the SLA might define the information that
the Department is required to provide when reporting an issue and/or may define specific uses of
technology that are not supported by ITS
How ITS will document whether service expectations are met; for example, turnaround times
can be documented and tracked in the Department’s Help Desk ticketing system
How disputes will be discovered and addressed and remedies for performance failures

The City of Azusa, California, has developed an SLA between its IT Department and other City
departments that can serve as a useful template for the City of Lawton. The City of Azusa’s SLA covers
the following areas: 55
•
•
•
•
•
•
•
•
•
•
•

Definition of a service level agreement
Scope of support provided by the Help Desk team for different types of technologies, including
hardware and software systems
Software standards for the specific types of software supported by the IT Department
Hours of availability for support for non-emergency issues
Protocol for contacting the Help Desk, along with the next steps taken by the IT Department
once a Help Desk request is logged
Information on how requests are logged and tracked
Protocol if an issue cannot be resolved
Definitions of priority levels: each Help Desk ticket is prioritized as either Emergency,
Important, Medium, or Low
Expectations for Department staff; for example, before contacting the Help Desk, staff are
expected to ensure their computer has power, that there are no loose cables, and that the issue
persists after the computer is rebooted
Expectations for when the Department will charge for services; for example, the IT Department
will bill a customer department for the cost of software licensing
Steps if the user is unsatisfied with Help Desk support

The City of Azusa’s agreement is not customized by Department but provides an example of an SLA that
addresses the expectations and needs of both ITS and the customer departments in clear, non-technical
language and a user-friendly format.
SLAs should be developed collaboratively by both ITS and the customer department, and development
should be overseen by the ITS Director. The completed SLAs should be signed by the heads of both
departments and should be updated regularly as technology and other circumstances change. ITS should
also track performance data to understand how effectively the Department is meeting SLA provisions over
time. Establishing SLAs will help ITS and its customer departments cultivate a mutual understanding of
expectations and requirements and serve as a basis for communicating more effectively and building trust.

City of Azusa. Information Technology SLA.
www.ci.azusa.ca.us/DocumentCenter/View/1451/sla?bidId=
55
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Community Services
The Community Services Department consists of workgroups involved with planning, code enforcement,
plan review, building permit issuance, inspections, and administration of grants from the U.S. Department
of Housing and Urban Development (HUD). The Department supports the Lawton Area Transit System
(LATS), the Lawton Enhancement Trust Authority (LETA), and the Lawton Metropolitan Planning
Organization (LMPO), as well as the City's urban renewal authority and economic development authority.
There are five divisions within the Department: Planning, Neighborhood Services, License and Permit,
Inspection Services, and Community Development. Based on recent staffing changes, the Director of the
Department was elevated to Deputy City Manager and now fulfills both positions’ functions. The following
figure shows the current organizational structure based on the FY2021 budget.
Deputy City Manager/
Director of Community
Services
1.0 FTE

Administrative
Assistant
1.0 FTE

Senior Planner
1.0 FTE

Neighborhood
Services
Supervisor
1.0 FTE

Code Plans
Supervisor
1.0 FTE

Chief Inspector
1.0 FTE

Housing &
Community Dev.
Administrator
1.0 FTE

Planning &
Subdivision
Administrator
2.0 FTE

Administrative
Assistant
2.0 FTE

Administrative
Assistant
2.0 FTE

Building Inspector
1.0 FTE

Administrative
Assistant
1.0 FTE

Transportation
Planner
2.0 FTE

Code Enforcement
Officer
4.0 FTE

Plans Examiner
1.0 FTE

Mechanical
Inspector
2.0 FTE

Housing
Development
Specialist
1.0 FTE

Full Service
Representative
1.0 FTE

Plumbing Inspector
2.0 FTE

Housing
Rehabilitation
Specialist
1.0 FTE

Planning
Technician
1.0 FTE
Planning

Neighborhood Services

License and Permit

Inspection Services

Community Development

Figure 12: Community Services Department Organizational Structure, FY2021
The Planning Division manages comprehensive and transportation planning work as well as zoning and
land use administration. This Division is led by the Senior Planner who is responsible for supervising
planning staff as well as representing the City at the Metropolitan Planning Organization (MPO). The two
Planning Administrators and Transportation Planners review plans and building permit applications for
compliance with zoning and the urban renewal authority regulations. The Planning Technician answers
questions from the public and performs tasks related to addressing and the City's Geographic Information
System.
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The License and Permit Division issues building permits and trade licenses and works in partnership with
Inspection Services to review plans for building code compliance. This work is led by the Code Plans
Supervisor, who acts as the City's Building Official and is licensed to perform inspections and plan review.
The Plans Examiner reviews residential plans and scans them into the plan review system. Administrative
staff interact with customers and issue the permits or licenses once they are reviewed and approved.
Inspection Services is responsible for performing physical inspections of construction for compliance with
City code and adopted building codes. 56 The Chief Inspector supervises the inspectors who specialize in
different trades. Contractors and developers contact the Division to inspect work for compliance with City
Code; these inspections are split among inspectors based on trade and location within the City. Currently,
there are two mechanical inspectors, two plumbing inspectors, and one building inspector. The Chief
Inspector is the City's only electrical inspector, and the Code Plans Supervisor can fill in for the building
inspector.
The Neighborhood Services Division enforces compliance with ordinances related to quality of life issues
like high weeds or grass, debris, dangerous or substandard structures, and other public nuisances. 57 The
Neighborhood Services Supervisor manages the Division and the four code enforcement officers. Officers
are assigned to specific geographic regions throughout the City, two of which are defined by a recent grant
award. The Division has a focus on demolition of dangerous and dilapidated structures, a goal of
addressing blight in the City.
The Community Development Division provides funding to develop affordable, safe, and decent housing
through grant funding provided by HUD. 58 The Division manages grant funding from the HOME
Investment Partnerships Program (HOME) and the Community Development Block Grant (CDBG)
programs. This is led by the Housing and Community Development Administrator; all positions are
federally funded by CDBG or HOME grants.

Core Services Matrix
The following table illustrates the core functions and services provided by the Community Services
Department and its staff. This list reflects key activities that account for significant staff time; it is not meant
to be an all-inclusive list of activities performed by staff.
Table 27: Community Services Department Core Services
Department
Function/Division

Program Area

Activities
•
•
•
•

Department
Management
Administration
Customer Service

•
•

Prepare and monitor annual department budget
Process and approve invoices
Approve timesheets and leave requests
Answer phone and email inquiries as needed; direct customers
to appropriate staff
Help walk-in customers and direct them to appropriate staff as
needed
Meet with customers as needed to provide guidance and advice
in navigating the permit process

City of Lawton. Inspection Services. www.lawtonok.gov/departments/inspection-services
City of Lawton. Neighborhood Services. www.lawtonok.gov/departments/neighborhood-services
58
City of Lawton. Community Development. www.lawtonok.gov/departments/housing-and-communitydevelopment
56
57
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Program Area

Activities
•
•

Intake and Review

•

Development
Review

•
•
•
•
•
•

Inspections
Long-Range and
Special Projects
Planning

•

Support Services

Neighborhood
Services

Code Enforcement

Community
Development

Housing and
Community
Development

•
•
•
•
•
•
•
•

Review paper plan submittals for completeness
Provide comments to customers based on corrections that need
to be made to plans if necessary
Route plans to other City staff as needed for review, comments,
and approval
Issue building permit
Receive request for inspections
Schedule inspections and assign to appropriate staff
Inform customer of corrections needed or approval
Process inspection results and record in City database
Lead long-range planning projects related to comprehensive
plan, transportation planning, and other areas as needed
Provide staff support to the Planning Commission, Metropolitan
Planning Organization, and other bodies as needed
Assist with plan review for compliance with zoning and land use
ordinances
Address reported ordinance violations from the public
Proactively inspect for public nuisances
Cite properties for code violations if necessary
Manage corrective action and follow up as needed
Develop an annual action plan for the Department of Housing
and Urban Development
Administer the HOME Investment Partnerships Program and
Community Development Block Grant grants, complete
necessary reporting and accounting
Provide funding for emergency repairs, rehabilitation, and
homeownership to low- and moderate-income residents

Staffing
Staffing levels for the Community Services Department have decreased since FY2017. In FY2019, a
Building Inspector position was eliminated in the Inspection Services Division due to budget cuts. In
FY2020, the Community Development Division added a grant-funded Administrative Assistant position.
In FY2021, four full-time positions were eliminated: Community Services Director, Electrical Inspector,
Administrative Assistant for Housing Assistance, and a Code Enforcement Officer. The former Director
of Community Services was elevated to Deputy City Manager but retained supervisory responsibility for
the Department, eliminating the Director position. A part-time Liaison Officer position was also eliminated
in Planning. The following table shows the staffing changes by division over the last five fiscal years.
Positions are full-time unless otherwise stated.
Table 28: Community Services Department Staffing, FY2017 through FY2021
Staffing by
Function
Community
Development
HOME
Investment
Partnerships
Program
Housing
Assistance
Inspection
Services

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

1

1

1

1

1

0%

1

1

1

1

1

0%

2

2

2

3

2

0%

8

8

7

7

6

-25%
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License and
Permit Center
Neighborhood
Services
Planning - FullTime
Planning - PartTime
Total
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FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

5

5

5

5

5

0%

8

8

8

8

7

-13%

8

8

8

8

7

-13%

1

1

1

1

0

-100%

34

34

33

34

29

-15%

Budget
The Department's budget has stayed relatively flat over the last five fiscal years. Personnel Services has
decreased by 7%, reflecting the elimination of four full-time positions and one part-time position in the
FY2021 Budget. The only category that has seen substantial increases is Other Services and Charges. The
following table shows the changes by expense category for the last five fiscal years. Although the table
shows an increase of 22% for that category, much of the increase between FY2017 and FY2021 is driven
by grant funding for HOME and CDBG and a difference in actual dollars spent compared to the budgeted
amount in FY2021. Other increases for that category include additional costs to operate the Transportation
System and increased funding for dealing with dangerous and dilapidated properties.
Table 29: Community Services Department Expenses – All Funds, FY2017 through FY2021
Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Personnel Services

$1,876,828

$1,895,207

$1,919,788

$1,992,775

$1,752,478

-7%

$21,668

$16,374

$25,749

$38,470

$32,320

49%

$955,135

$913,064

$1,647,187

$1,882,424

$1,168,155

22%

$3,000

$0

$20,899

$0

$0

-100%

$2,856,631

$2,824,645

$3,613,623

$3,913,669

$2,952,953

3%

Supplies
Other Services and
Charges
Capital Outlays
Total

Percentage Change
FY2017 to FY2021

Analysis and Recommendations
The recommendations for the Community Services Department focus on technology improvements to
improve daily work processing, as well as policy and operations changes to provide guidance and realign
resources to meet service demands. The Community Services Department is a relatively small
organizational unit with a wide portfolio of responsibilities. Successful accomplishment of these
responsibilities will have a direct impact on community housing and health, sustainability, and
responsiveness to meet future challenges.
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Staffing and Structure
Recommendation 38: Combine the Inspection Services Division and License and Permit Division.
The City faces fiscal constraints and has taken preliminary actions through the FY2021 budget to address
anticipated revenue impacts. Individual staff changes in City departments and divisions may impact the
delivery of minimally acceptable levels of service, requiring the City to consider alternative alignments of
organizational resources to balance fiscal constraints with operational realities.
The Community Services Department is composed of five major divisions. Generally, these divisions
operate independently of each other with defined areas of responsibility related to community
development. Two of the divisions, the Inspection Services Division and the License and Permit Division,
share a more direct connection related to their responsibilities. These two divisions collaborate frequently,
although informally, on assignments or to balance workloads. The following figure shows the current
organizational structure for the License and Permit Division and Inspection Services Division.
Deputy City
Manager/Director of
Community Services
1.0 FTE

Code Plans
Supervisor
1.0 FTE

Chief Inspector
1.0 FTE

Administrative
Assistant
2.0 FTE

Building Inspector
1.0 FTE

Plans Examiner
1.0 FTE

Mechanical
Inspector
2.0 FTE

Full Service
Representative
1.0 FTE

Plumbing Inspector
2.0 FTE

License and Permit

Inspection Services

Figure 13: Organizational Structure for License and Permit and Inspection Services Division,
FY2021
In the FY2021 Budget, the Inspection Services Division’s authorized headcount was reduced by one fulltime position (a vacant Electrical Inspector position). This was the last Electrical Inspector position in the
Department, which formerly had two positions. The former incumbent Electrical Inspector was recently
promoted to fill the Chief Inspector vacancy.
The assumption is that the promoted Electrical Inspector will continue to provide these inspections as well
as serve as Chief Inspector and supervise the five trades inspectors. The Code Plans Supervisor, a Building
Official with an unlimited building and inspection license located in the License and Permit Division, will
assist with inspections, as necessary.
Electrical inspections are a fundamental responsibility for the Inspection Services Division. The former
Chief Inspector also served as one of the electrical inspectors. The reduction in staff capacity negatively
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impacts the Department’s ability to meet service demands. The following chart displays the number of
electrical inspections performed in Lawton from 2016 to 2019.

City of Lawton Electrical Inspections
1,400

1,231

Inspections Conducted

1,200

1,083

1,005

1,000

855

800
600
400
200
-

2016

2017
2018
Calendar Year

2019

Figure 14: Lawton Electrical Inspections Completed, 2016-2019
Electrical inspections can vary in terms of time to complete based on many factors, including the scope of
a project, the specific changes being made to the structure, and the drive time required to arrive and move
to the next assignment. With an average of more than 1,043 electrical inspections per year for the past four
years, the requests for service will require at least one full-time electrical inspector to meet electrical
inspection demand.
The current staff alignment in the FY2021 Budget tasks the elevated Electrical Inspector to serve as the
Chief Inspector for the unit as well as provide electrical inspections with the elimination of the position.
This allocation of resources will prove inadequate to meet the demands posed by requested electrical
inspections as well as the demands for effective Inspection Services Division management.
The City is under fiscal constraints from the COVD-19 response and impacts to City revenues. While it is
necessary and understandable to reduce and realign resources to live within these projected fiscal
constraints, the City must also position itself to meet minimum service demands. An alternative approach
to meet inspection service demands is to share management with another Community Service’s division in
order to dedicate inspection staff capacity to inspection services.
There are connections and common work elements between the Inspection Services Division and the
License and Permit Division. For example, the Code Plans Supervisor will assist with building inspections
when needed. The City should merge these two operations into a single Building Services Division and
place them both under the management of the current Code Plans Supervisor. This will allow the Electrical
Inspector to return to these duties full-time to meet service demands. The merger of these two operations
will also support the identification of opportunities to cross-utilize professional staff and support staff to
better support customer needs.
A review of the essential functions of the Code Plans Supervisor and Chief Inspector shows that the
positions have many of the same essential functions. Both are expected to provide guidance about
applicable codes to the development community, review the current trends in the field, and recommend
policy revisions, as well as evaluate proposed building plans. Each position is also responsible for
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performing research on codes and ordinances to evaluate the City's regulatory environment and
recommend improvements. The only unique duties to the Chief Inspector are an expectation to advise
builders and contractors whose work does not pass inspection and to recommend revisions as well as to
investigate code compliance complaints. The Chief Inspector is expected to be able to inspect a minimum
of two trades – electrical, mechanical, plumbing, or building. Currently, the Code Plans Supervisor is able
to perform building inspections, but it is unclear if they are able to perform inspections for any other trade.
The following figure shows the organizational chart for the Department with the recommended changes,
positions with new responsibilities are highlighted in blue.
Deputy City
Manager/Director of
Community Services
1.0 FTE

Administrative
Assistant
1.0 FTE

Senior Planner
1.0 FTE

Neighborhood
Services
Supervisor
1 Position

Planning &
Subdivision
Administrator
2.0 FTE

Administrative
Assistant
2.0 FTE

Administrative
Assistant
2.0 FTE

Electrical Inspector
1 Position

Transportation
Planner
2.0 FTE

Code Enforcement
Officer
4.0 FTE

Plans Examiner
1.0 FTE

Building Inspector
1.0 FTE

Housing
Development
Specialist
1.0 FTE

Full Service
Representative
1.0 FTE

Mechanical
Inspector
2.0 FTE

Housing
Rehabilitation
Specialist
1.0 FTE

Planning
Technician
1.0 FTE

Housing &
Community Dev.
Administrator
1.0 FTE

Code Plans
Supervisor
1 Position

Administrative
Assistant
1.0 FTE

Plumbing Inspector
2.0 FTE

Planning

Neighborhood Services

Building Services

Community Development

Figure 15: Recommended Community Services Department Organizational Structure
Because this alternative approach makes use of existing staff resources, the change will not impose
additional costs on the City. The existing and continuing interactions between these divisions will facilitate
and support their combination and cross-utilization of staff resources for improved services. The job
description and essential functions for the Code Plans Supervisor should be revised to reflect the added
duties of the inspections workgroup, but, as discussed previously, the essential functions for the Chief
Inspector position are already part of the Code Plans Supervisor job description. The only revisions needed
are to add responsibility for the investigation of code compliance complaints and to provide guidance for
customers whose work does not pass inspections. Human Resources should also review the Code Plans
Supervisor's certifications and revised job duties to see if additional certification is necessary.
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Technology
Recommendation 39: Implement electronic plan review.
Historically, manual processing of printed documents related to development review has been the standard.
Architects and engineers design structures on paper or on computers and these designs are printed, rolled
up, and delivered to a local building department. The plans are then received, logged, and reviewed
sequentially by a range of technical reviewers based on the scope and complexity of the project. If errors
are found or if the plans are incomplete, the physical documents are returned to the architect or engineer
for correction, and the process begins again.
With the widespread implementation of software designed for the architecture, engineering, and
development field, more local governments are adapting and moving to receive and process plan review
information digitally. A manual review process that could have taken months can now take a few days
with appropriate automation and business practices.
The Lawton Community Services Department has employed manual processes to receive, log, review, and
approve or deny building plans and permit applications. Only in the last six months has the City begun to
allow applicants to submit electronic plans. However, rather than reviewing plans electronically, the legacy
practice of manual and sequential processing continues.
As part of the Tyler Technologies ERP implementation currently underway in the City, processes in the
Community Services Department will be automated using the EnerGov software platform. This transition
is expected to occur in 2021. The system will fully support electronic plan submission, logging,
management, distribution, tracking, time accounting, fee determination, review, and approval with a
concurrent review of submission by multiple parties. This represents an opportunity to provide improved
customer service to the development community as well as streamline internal processes and save staff
time.
Continuing to accept manual plan submissions requires relatively expensive and time-consuming
processing and duplication of effort. Physical plan documents must be received, logged, copied, distributed,
and reviewed for approval or denial by multiple parties, often in a consecutive manner rather than
concurrently. Error identification and correction can require the process to restart with a repeat of the
inherent process delays.
Moving to accept electronic or digital submissions is a step in the right direction for the Department and
the City. Moving to electronic plan submittal, review, tracking, and storage can provide several benefits: 59
•
•
•
•
•

Reduced traditional plan processing times by between 20 to 50% by decreasing the number of
physical trips to and from government offices and by making these services available 24/7 x 365
and enabling jurisdictions to shift staff resources to other areas in need of attention.
Improved accuracy of plan data transmitted and reduced number of building permits and plans
being filed by non-licensed architects, engineers, or contractors.
Enhanced collection of revenues owed to the jurisdiction.
Enhanced ability of government departments to conduct parallel plan review rather than perform
them sequentially.
Reduced or eliminated space and retrieval problems associated with paper plans.

While the full implementation of the EnerGov platform in the Tyler Technologies ERP project will provide
the City and Department with the capabilities to support electronic plan submission, review, and approval,
Alliance for Building Regulatory Reform in the Digital Age at Fiatech. White Paper: On Best Practices in
Electronic Plan Submittal, Review, Tracking and Storage.
http://www.natlpartnerstreamline.org/documents/WhitePaper_ElectPlan_092107.pdf
59
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it is not recommended that the City wait before acting. There are steps the Department should take now to
support the overall effort and prepare for the full implementation while enjoying operational and customer
service benefits immediately.
The Department should work with the Tyler Technologies ERP implementation team to identify the
specific electronic file configuration to best support the EnerGov implementation. This will support the
eventual migration of previously developed data to the new system. Identifying the configuration now will
allow the Department to share this information with clients both to communicate the benefits of electronic
submission as well as help prepare them to work with the new system.
The Department should also begin back-office preparation to support staff work with the submitted
electronic data. The Department should work with ITS to determine the hardware necessary to effectively
work with electronic plans and support review of the materials. This will entail purchasing more robust
computer processing capacity as well as larger monitors to support viewing and working with the files.
There may also be a need for the purchase of additional data storage devices to handle the relatively large
file sizes.
Moving forward now will help to prepare the Department staff to understand the dynamics of working
with electronic information. The effort will also help prepare them to more effectively implement the
EnerGov software. Numerous and significant work processes will need to be amended or created to support
the electronic processes; staff can begin to consider, frame, and work on these now. For example, the City
staff will want to review how required signatures or approvals are developed and received currently through
the manual processes and determine how they would like this to change with the transition to digital
document submission. Another possible area for change concerns the submissions themselves. There will
be system requirements regarding total file size as well as required parameters on the size and formatting
of the submittal pages. The City staff will want to review the current variety of received formats to identify
if they currently use a format that will not work with digital submission. There may also be unique
processing issues associated with the current handling of the submittal information with which the Tyler
Technology implementation team will not be familiar, and they will need this feedback from the
Department staff as the implementation effort moves forward.
Any ERP implementation effort represents a substantial organizational change, especially an
implementation as far-reaching as Lawton's planned implementation. Moving forward to prepare now will
support the overall implementation effort, better prepare the Department for a successful EnerGov rollout,
and support the Department to enjoy the immediate operational benefits associated with working with the
submitted electronic files.
Recommendation 40: Implement technology process improvements for inspections operations.
The building inspection process is driven by requests for service that are both time-sensitive and initiated
by a wide variety of parties with differing levels of understanding of regulations, responsibilities, and
expectations. Enhanced staff communications support, as well as access to real-time information regarding
Department operations through better use of technology, can provide improved operating results and
customer service.
First, Department staff members working in the field are not provided with appropriate mobile
communications technology or an appropriate stipend to maintain their own mobile communication
device. Supervisors in the Community Services Department are issued "flip phones" that provide cellular
phone and text service but require multiple key strikes to choose letters when typing a text, limiting their
use and effectiveness. Department staff working in the field are not issued City cell phones and must use
their own smartphones for work. They will do this to contact other City staff or their office, as well as to
take necessary photos and download them when back in the office. However, the only phone contact
number that they can provide to customers is their respective office line.
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The lack of a City-issued smartphone limits the staff member’s ability to readily communicate with other
staff members, Department management, or customers. This can lead to missed connections with
customers during site visits and lost time. Line staff must call into the office and have a support staff
member check for changes to the schedule as line staff leave the office in the morning with a static, hardcopy
version of the day's schedule.
Providing a City-issued smartphone will support staff members’ mobile communications. This will allow
them to make and receive calls using a City-issued number to connect with any party, including customers.
The average citizen is moving away from voice communications for business communications: 60
•
•
•
•
•
•
•

58% of customers try to text back after missing a voice call.
1 in 4 customers will not listen to voicemails from unknown callers.
76% of consumers do not like talking to businesses on the phone.
84% of consumers will not answer a call from an unknown caller.
94% of customers will not respond to voicemails from unknown callers.
Texts from an unknown number are seven times more likely to get a response than a voicemail.
3% of voicemails from unknown callers get a callback.

A City-issued smartphone will also allow Department staff to send and receive text messages readily and
quickly. Text messaging is replacing phone communication as a preferred means for business
communications: 61
•
•
•
•
•
•
•

93% of consumers believe wireless messaging is a trusted communications environment.
More than 8 out of 10 (85%) consumers want to be able to send texts to and receive texts from
businesses.
82% of consumers keep notifications on for their native text messaging app.
The average global opt-in rate for messaging apps is 77%.
3 out of 4 consumers get frustrated when they cannot text a business back.
76% of consumers have already received a text message from a business.
For appointment reminders and scheduling, 67% of people would rather text with a business than
talk to them on the phone.

Second, Department staff in the field supporting code enforcement, licenses and permits, and inspections
lack any form of mobile computing such as laptop computers. For example, inspectors will operate with a
physical notebook and make manual notations as their inspections progress. This information is then
entered a second time into the legacy network database program after the staff member returns to the office.
Lacking a mobile computer of some form (laptop or tablet) requires staff to handle data multiple times. A
tablet or laptop would also provide the opportunity to download reference materials such as codebooks
that staff must currently carry with them in the field for reference.
Providing a City-issued tablet or laptop can improve the overall efficiency and effectiveness of the
inspections operation. Inspections staff do not currently use forms for data collection, relying instead on
their knowledge and experience to ensure that they collect the relevant and necessary information to
complete their inspections. However, the City could implement a digital form on a mobile computing
platform to support the consistency of operations. A digital format will also improve their efficiency by
allowing them to enter information once to the form and then download the data fields to relevant systems
when they return to the office.

60

Snapdesk. Text Statistics, January 19, 2020. snapdesk.app/text-messaging-statistics-facts-stats-

insights/
61

Snapdesk. Text Statistics.
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A study by the Wisconsin Department of Transportation (WDOT) on the impacts on productivity and
efficiency from the implementation of mobile computing found many positive results. The WDOT report
concludes that project inspectors using mobile technology experienced significant productivity gains from
the traditional inspection process, saving an average of approximately 1.78 hours a day per inspector. The
quality of inspection information collected by inspectors also improved dramatically by using mobile
technology as inspectors collected 2.75 times more information that was more complete and provided a
diversified composition of information collected. The availability of inspections information improved as
mobile technology enabled timely access to all inspections information collected and stored them all in a
central repository. Learning to use the mobile technology was not a barrier to adoption, as inspectors on
average were comfortable using the mobile technology within 2.7 days. 62
Improving staff productivity and efficiency with mobile communications and computing should coordinate
with the implementation of the EnerGov system capabilities with the ERP implementation. This effort is
meant to support and complement that system implementation but yield benefits to the City and staff in
the interim.
The technology that is procured and distributed for use must be compatible with the ERP system. The
Department will need to coordinate this effort with the City’s ITS Department and the Tyler Technologies
ERP implementation team to identify the hardware that will support the system. For example, the City
will need to work with the consultant to make choices such as the following:
•

Will the system be "on-premises" with data stored in a local network server, or will the City work
with the system in the Cloud? This can impact the ability for real-time dynamic communications
with the system from the field and system response times.

•

Can the local cellular communications infrastructure in the Lawton area support intensive use and
data transactions? This can impact whether field staff work with a continuing, real-time connection
to the system or if they operate remotely with periodic syncing of data from the field or data upload
on return to the office.

•

What data formats will mimic the eventual implementation and readily transfer to the system
during data migration? Data entered into a tablet in the field should transfer to existing system data
fields for processing as well as the eventual ERP data fields for data migration.

Data processing costs continue to decrease as capabilities continue to increase. However, this effort will
incur an additional one-time expense in technology hardware (mobile phone and tablet acquisition) as well
as monthly operating costs (per unit charges for mobile communications/data communications). The
current approaches to fieldwork and data acquisition, input, storage, retrieval, and use will benefit from
automation, both now through preliminary systems and later with ERP implementation. The City is
constrained by staff reductions in response to revenue impacts from the pandemic response. The City
should investigate and pursue targeted investments in IT capabilities that improve the operational
effectiveness of remaining staff resources to meet continuing service demands.

Operations
Recommendation 41: Develop a contracted service approach and work plan to accelerate the
demolition of dangerous and dilapidated (D&D) properties.
Local governments like Lawton approach property maintenance issues in a tiered manner, escalating
efforts and costs as necessary to encourage and then compel property owner compliance. In more extreme
cases, property care and maintenance may decline to the point that the City declares that the structure is
Wisconsin Department of Transportation. Project Inspection Using Mobile Technology – Phase II, January
2015. www.wsdot.wa.gov/research/reports/fullreports/840.2.pdf

62
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dangerous and dilapidated and require a remediation plan and schedule from the property owner. If the
property owner fails to meet these requirements, the City may elect to demolish the D&D structure for the
benefit of the community.
Neighborhood Services within the Community Services Department is responsible for the City’s abatement
program for D&D structures. Since the determination for each structure case file is unique, no two
structures are handled in exactly the same manner.
Under Oklahoma State Statutes, a "dilapidated building" is defined as the following:
•
•
•
•
•

A structure which through neglect or injury lacks necessary repairs or otherwise is in a state of
decay or partial ruin to such an extent that the structure is a hazard to the health, safety, or welfare
of the general public
A structure which is unfit for human occupancy due to the lack of necessary repairs and is
considered uninhabitable or is a hazard to the health, safety, and welfare of the general public
A structure which is determined by the municipal governing body or administrative officer of the
municipal governing body to be an unsecured building, as defined by Section 22-112.1 of this title,
more than three times within any twelve-month period
A structure which has been boarded and secured, as defined by Section 22-112.1 of this title, for
more than eighteen (18) consecutive months
A structure declared by the municipal governing body to constitute a public nuisance 63

Once a complaint is received or an issue is observed by City staff that constitutes a D&D structure, the
process begins with informing the property owners of the violations observed and providing a prescribed
timeframe to correct the conditions. If the owner corrects the conditions in a manner satisfactory to the
City under State statutes, the matter is resolved. However, if the owner fails to address the violations
observed or the structure is truly abandoned, the City will schedule a public hearing to determine if the
property is dilapidated and has become detrimental to the health, safety, or welfare of the general public
and the community, or if the property creates a fire hazard and is dangerous to other property.
The City has made progress in the identification and removal of D&D structures but is falling behind. This
was recognized by the City, and approximately $3.7 million was provided in the 2019 CIP for D&D
demolitions.
The City should identify an approach and work plan to move this effort forward and eliminate these
dangerous structures from the City. The D&D demolition project is an identified capital improvement
activity; therefore, the development, management, implementation, project costs, and reporting can be
classified as costs eligible for capitalization and paid through the CIP project allocation. The City is not in
a position to assign existing staff to support a project of this magnitude without impacting other existing
service demands. Working through the D&D backlog is a significant but short-term effort. The City should
handle this identified service backlog by using a competitive procurement process to contract for project
management and demolition services.
It is common for cities to use the RFP process to secure these services. The RFP should specify the service
requirements that selected vendors must meet, including scope and timing of work onsite, required
boundary control, utility disconnection, removal of materials, source of necessary infill materials, and
required insurance coverage. Because demolition costs can vary significantly due to parcel-specific issues,
such as size of lot, size and type of structure, building materials, and hazardous material remediation, the
City will need to identify individual parcels by address in the RFP to support specific proposed pricing by
the responding vendors. The RFP should also specify required reporting on efforts and accomplishments
by the selected vendor.
63

11 OK Stat § 1-22-112. https://www.oscn.net/applications/oscn/DeliverDocument.asp?CiteID=439339
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Applying a contracted approach should allow for expedited processing of the D&D cases and professional
management of the demolition, as well as clear performance expectations and timelines and regular
performance reporting to the City’s designated internal project manager.
Using a contracted vendor approach will also mitigate the City’s internal processing costs associated with
recruiting, on-boarding, and personnel costs for new or temporary City staff to work a short-term issue. A
contracted vendor can also provide the appropriate staff resources and any necessary equipment as the
needs may arise in the contracted project.
The City will bear costs related to the contracted vendor and their provided services. These costs would be
born from the capital accounts, given the capital development nature of the work, and would not impact
the Community Services operating budget.
Recommendation 42: Identify opportunities to use United States Department of Housing and Urban
Development (HUD) grant funding to support rental housing rehabilitation.
A fundamental responsibility for any community is the safeguard of its assets. There is no single physical
asset of greater value to a community than its housing stock. Cities enact specific programs to preserve,
protect, and defend property not only for the individual homeowner but for the community at large. In
addition to building code and nuisance code enactment and enforcement used to incentivize property
owners to take adequate steps to maintain their properties, cities also leverage available Federal funding to
support repair, rehabilitation, and replacement of housing that has deteriorated.
The City of Lawton has elected to participate in these Federal programs and created Council Policy 7-3
Housing Program Policy to provide guidance. 64 As presented in the City’s policy, the purpose is to establish
policy level guidance for the implementation of local housing programs funded and conducted under the
CDBG and HOME programs.
Council Policy 7-3 provides broad, general policy level guidance for the conduct of the City’s federally
funded housing programs. Since the programs must be administered under Federal regulations, there is no
need for the City to prescribe local procedures. The housing programs are developed and administered by
the Community Services Department, which is responsible for formulating policies and procedures to
support the successful administration of Lawton’s housing assistance programs.
The City policy confirms adherence to Federal program requirements and guidelines, as well as the specific
eligibility criteria and other conditions that recipients must meet. The policy also identifies the Federal
projects that the City can administer:
•
•
•
•
•
•
•
•

CDBG Housing Rehabilitation Project
CDBG Emergency Home Repair Project
CDBG Housing Improvement Project
HOME First-Time Homebuyer Project
HOME Homeowner Rehabilitation Project
HOME Tenant-Based Rental Assistance Project
HOME Rental Rehabilitation Loan Project
HOME Community Housing Development Organization Project

The City policy does include the HOME Rental Rehabilitation Loan Project. However, the City does not
make Federal funding available for rehabilitation of rental housing units. The City’s Amended
Consolidated Plan for FY2016-FY2020 identifies that 69% of owner-occupied residences and 67% of rental
City of Lawton. Council Police 7-3 Housing Program Policy. https://www.lawtonok.gov/policies/councilpolicy-7-3-housing-program-policy
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units were constructed prior to 1979. In addition, 20% of owner-occupied residences and 40% of rental
units have at least one substandard condition that requires immediate attention. 65 Adverse conditions
include lacking complete plumbing facilities; lacking complete kitchen facilities; more than one person
occupancy per room; and cost burden exceeding 30%. The Amended Plan notes that the majority of Cityfunded rehabilitation programs support owner-occupied housing units because the City’s affordable
housing strategy encourages homeownership, and HOME funds allocated to the City are not sufficient to
cover the demand for rehabilitation in the private rental market. The City does allocate CDBG and HOME
funds for rehabilitation of rental housing owned by the Lawton Housing Authority. 66 Other communities
in Oklahoma program Federal funding for rental housing rehabilitation, including Oklahoma City, Tulsa,
and Norman.
The City of Lawton has a 49.1% owner-occupied housing rate with the balance of 50.9% of housing units
occupied by renters. This compares to 65.4% owner-occupied and 34.6% renter-occupied in the State of
Oklahoma. 67 City staff report that they have been unable to spend the annual allocation provided through
the Federal CDBG and HOME programs. A review of the City's budget data indicates significant budget
resources carried over year-to-year in the HOME program.
Homeownership is a laudable objective for the City to pursue. However, the current policy and strategy
direction for this program do not address the needs of more than half of the City’s housing units. American
Community Survey data from the US Census presented in the Amended Consolidated Plan indicate that
it is twice as likely that a renter-occupied unit suffers from at least one adverse condition. The City’s existing
program strategy does not appear to align with the community’s needs and make use of available Federal
funding.
To meet those needs, the Department should pursue additional opportunities to use HOME and CDBG
funding to support needed repairs and rehabilitation in renter-occupied housing units rather than focus
predominantly on owner-occupied units. The City staff should develop and provide additional information
on the availability and use of the funds to address identified housing rehabilitation needs in the community.
The City Council will need to review and possibly revise both policy and strategic guidance provided to
City staff to support changes in direction and focus for the program.
The City is in the process of developing the Annual Action Plan for Federal Fiscal Year (FFY) 2020 and
provided opportunities for citizen feedback and participation in the process in June 2020. The Annual
Action Plan is the annual submission and application for federal funding under HUD’s CDBG and HOME
programs, which allocate available funds to community and neighborhood development projects and
affordable housing projects for low- and moderate-income households for FFY 2020. It is also the
implementation plan for the Consolidated 5-Year Plan approved in April 2016. The Department should
pursue changing the FFY 2020 Annual Action Plan and making associated changes to the next
Consolidated 5-Year Plan when developed by the City to include programs that support the repair and
rehabilitation of rental housing units.
Recommendation 43: Adopt the International Code Council 2015 International Building Code and
automatically update City Code to align the City's standards with the State of Oklahoma.
As part of regulating construction, each local government adopts standard building codes within its local
municipal code. In most cases, organizations choose to align their building code with their State code so
that contractors and developers can operate within their jurisdiction in the same manner as other parts of
the State. The International Code Council (ICC) is a nonprofit association that provides a wide range of
City of Lawton. Amended Consolidated Plan for FY2016-FY2020. p. 52.
http://www.lawtonok.gov/sites/default/files/publications/201901/Amended%20Consolidated%20Plan%20FFY%202016-2020.pdf
66
City of Lawton. Amended Consolidated Plan for FY2016-FY2020. p. 53.
67
U.S. Census Bureau. 2018 American Community Survey. data.census.gov/
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building safety guidance, including training, best practices, and certification. 68 One of the major resources
provided by ICC is a library of model building codes and standards that are used across the world. ICC has
a library of the largest number of model codes for safe, sustainable, affordable, and resilient construction. 69
According to their website, all 50 states have adopted ICC codes at either the local level or at both the
statewide and local levels.
Like 46 other states, the State of Oklahoma has adopted ICC codes at the State level. The Oklahoma
Uniform Building Code Commission (OUBCC) establishes minimum statewide codes affecting the built
environment and assuring public health, safety, and welfare. 70 In September 2018, the Commission
adopted the 2015 edition of ICC's International Building Code. 71 Municipalities are encouraged to adopt
these minimum codes and may also adopt codes that are more restrictive. The Commission also provided
several modifications to the code to reflect the local needs of the State and ensure alignment with State law.
These modifications are the result of a technical evaluation conducted by the OUBCC; this review ensures
that the codes are thoroughly assessed before being implemented.
According to the City of Lawton municipal code, the City has adopted the 2009 edition of the ICC codes
as listed below: 72
•
•
•
•
•
•
•
•
•
•
•

IBC (International Building Code) - 2009 edition
IRC (International Residential Code) - 2009 edition
IPC (International Plumbing Code) - 2009 edition
IMC (International Mechanical Code) - 2009 edition
IFGC (International Fuel Gas Code) - 2009 edition
NEC (National Electrical Code) - 2011 edition
IPMC (International Property Maintenance Code) - 2009 edition
IEBC (International Existing Building Code) - 2009 edition
IFC (International Fire Code) - 2009 edition
2009 ICC State of Oklahoma Amendments
ANSI Accessible and Usable Buildings and Facilities
(American National Standards Institute pamphlet A117.1) As referenced in the 2009 IBC ANSI
A117.1

Not operating under the same edition of building codes as the State of Oklahoma affects the Inspection
Services Division and the License and Permit Division within the Community Services Department. It
creates confusion for staff when evaluating plans, reviewing permit applications, and performing
inspections. Staff report that they must have a working understanding of both the 2009 and 2015 editions
of the ICC International Building Code because the local ordinance does not match what is used by the
State. Contractors that work elsewhere in the State use the 2015 edition; staff report that operating under
the same regulations as the State would allow them to meet customer expectations along with best practices
guidelines. Aligning the local building codes with the State of Oklahoma will also reduce confusion for
applicants to the building permit and plan review processes.
Therefore, it is recommended that the City adopt the ICC 2015 International Building Code and adopt an
ordinance to automatically update their codes in conjunction with the State. To update the ICC code
standards in the City, the Lawton City Council would need to adopt an ordinance amending the current
International Code Council (ICC). Who We Are. https://www.iccsafe.org/about/who-we-are/
ICC. Digital Codes Library. codes.iccsafe.org/
70
State of Oklahoma. Oklahoma Uniform Building Code Commission. https://www.ok.gov/oubcc/
71
State of Oklahoma. Oklahoma Uniform Building Code Commission, Adopted Building Codes.
https://www.ok.gov/oubcc/Codes_&_Rules/Adopted_Building_Codes/
72
City of Lawton. Code of Ordinances- Article 6-1 Building Code Regulations.
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Code of Ordinances. 73 Specifically, Article 6-1 Division 6-1-1 needs to be amended to adopt the
International Building Code, 2015 edition, with modifications provided by the Oklahoma Uniform
Building Code Commission. 74 The OUBCC is currently reviewing the 2018 edition of the ICC building
code, and the City should automatically update their building code to reflect the review by the OUBCC
and adoption of the latest edition as the State's minimum standard. In some local governments, the
publication of the latest code edition is the trigger for adoptions; however, the City should align itself with
the State's review and amendment process to the ICC codes to reflect the standards of the rest of the State. 75
The City will need to communicate this Code update to stakeholders and the community at large. The
implementation of the Code update should be scheduled to allow sufficient time for receipt of information,
understanding, and for changes to stakeholders’ internal processing systems.

73
The ICC website include model legislation for adopting the 2015 edition:
https://codes.iccsafe.org/content/IBC2015/legislation
74
State of Oklahoma. Oklahoma Uniform Building Code Commission, Adopted Building Codes.
75
National Institute of Building Sciences, Benefits and Challenges of a Timely Code Adoption Cycle,
https://cdn.ymaws.com/www.nibs.org/resource/resmgr/ncgbcs/NCBCS_TimelyCodeAdoption.pdf
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Parks and Recreation
The Parks and Recreation Department provides a wide array of services to the public. The Department's
mission is "to provide diverse year-round leisure opportunities through the preservation of open space, park
settings, recreational facilities, and programs." 76 There are currently seven divisions within the
Department. Based on reporting relationships, these seven divisions comprise three functional service
areas: Arts and Humanities, Recreation and Leisure Services, and Parks and Grounds. In addition to
services for the public, the Department provides building maintenance services for all City facilities. The
diverse opportunities provided by the Department to residents include a performance auditorium,
campgrounds and facilities at the two City lakes, athletic leagues, a public cemetery, and a senior volunteer
program.
The Department is staffed with 60 full-time positions and four part-time positions equating to 62.35 FTEs,
as outlined in the following figure.
Director of Parks &
Recreation
1.0 FTE
Museum Operation

Facilities
Supervisor
1.0 FTE

Arts & Humanities
Administrator
1.0 FTE

Administrative
Assistant
1.0 FTE

Leisure Services
Administrator
1.0 FTE

Parks & Grounds
Superintendent
1.0 FTE

McMahon
Auditorium
2.0 FTE

Cemetery Sexton
1.0 FTE

Building
Maintenance
Supervisor
1.0 FTE

Athletic/Landscape
Supervisor
1.0 FTE

Park Maintenance
Supervisor
1.0 FTE

Lake Supervisor
1.0 FTE

Sports and
Aquatics
2.0 FTE

Arts Coordinator
1.0 FTE

Caretaker
3.0 FTE

Building
Construction
Specialist
4.0 FTE

Landscape
Technician
4.0 FTE

Maintenance
Technician
1.0 FTE

Administrative
Assistant
1.0 FTE

Recreation
Services
6.0 FTE

Administrative
Assistant
1.0 FTE

Senior Custodian
1.0 FTE

Groundskeeper
4.0 FTE

Parks Specialists
5.0 FTE

Lead Maintenance
Operator
1.0 FTE

Retired Senior
Volunteer Program
Administrator
1.0 FTE

House Manager
0.5 FTE

Custodian
7.0 FTE

Litter Control
2.0 FTE

Equipment
Operator
2.0 FTE

RSVP
Administrative
Assistant
0.6 FTE

Parks Equipment
Inspector
1.0 FTE

Lake Fee Collector
0.75 FTE

Park Maintenance

Lakes

Maintenance
Worker
0.5 FTE
Arts & Humanities

Cemetery

Building Maintenance

Athletic Landscape

Recreation & Leisure
Services

City of Lawton Website, Parks and Recreation, https://www.lawtonok.gov/departments/parks-andrecreation
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Figure 16: Department Organizational Structure, FY2021
The Parks and Recreation Department is led by the Director of Parks and Recreation. This position is
currently vacant. The Director is supported by a Facilities Supervisor who acts as a site coordinator for the
City Hall facility and an Administrative Assistant. This central administrative group provides policy
development, management direction, planning, budgeting, staffing, and liaison with other City
departments. The Director is also responsible for oversight of the financial support provided to the Museum
of the Great Plains and relationship with the Museum Trust Authority.
The Arts and Humanities Division is responsible for administering and assisting with cultural programming
for the City of Lawton. The Division is led by the Arts and Humanities Administrator, who reports to the
Director of Parks and Recreation. Full-time staff support is provided by an Arts Coordinator, an
Auditorium Coordinator, an Administrative Assistant, and one Maintenance Worker assigned to the
Auditorium. The Division also employs two part-time staff members – a House Manager and Maintenance
Worker. The Division oversees a variety of special programs, such as the Freedom Festival, International
Festival, and the City of Lawton Birthday Celebration, and supports stakeholders with cultural enrichment
opportunities. The Division manages the daily operation of the McMahon Auditorium, which was gifted
to the City several years ago. The Auditorium provides a venue for both local events and productions
provided by out-of-town promoters. The Division also supports arts organizations, the Lawton Arts and
Humanities Council, and the McMahon Auditorium Authority.
Recreation services in Lawton are managed by the Recreation and Leisure Services Division. This Division
is responsible for the operation and supervision of organized athletics programs, aquatics programs, and
three recreation centers. 77 The Division is led by the Leisure Services Administrator, who reports to the
Director of Parks and Recreation. The Administrator supervises the Sports and Aquatics activity that is
staffed by two full-time Sports Supervisors. The Recreation Services activity is staffed by six positions,
including a Facility Supervisor, a Senior Adult Coordinator, three Activity Coordinators, and a Recreation
Aide. Organized programs include boys basketball, girls basketball, football, softball, volleyball, and flag
football. This Division also supervises the City’s swimming pool, splash pads, wading pool, and the 38th
Street Tennis Complex. This Division is also responsible for senior programming at the recreation centers
as well as management of the Retired Senior Volunteer Program (RSVP), linking available senior
volunteers with appropriate local agencies seeking volunteer assistance. RSVP is supported by the RSVP
Administrator.
The Parks and Grounds service area is led by the Superintendent of Parks and Grounds, who provides
leadership and supervision over five Department divisions. The Cemetery Division is responsible for all
activities associated with the operation and maintenance of the Highland Cemetery, including interment
and disinterment, sales of lots or spaces, and cemetery records. The Cemetery Division is led by a Cemetery
Sexton who reports to the Superintendent of Parks and Grounds. The Cemetery Sexton supervises three
Caretakers who are dedicated to cemetery assignments. The City of Lawton owns and operates the
Highland Cemetery, a non-sectarian facility providing services including burial site sales and management,
burial service support, and property management and maintenance. Governance is provided by the Board
of Cemetery Trustees that sets rules and regulations. The Board consists of three trustees who are appointed
to serve terms of six years that are staggered at two-year intervals. The Board meets at least quarterly with
the agenda prepared by the Parks and Recreation Department Director based on input from the Parks and
Grounds Superintendent, the Parks and Grounds Cemetery Sexton, and the Board of Cemetery Trustees.
The Building Maintenance Division is responsible for managing the City’s facilities and is responsible for
reactive and preventive maintenance, repair, and general housekeeping. This Division reports to the Parks
and Grounds Superintendent and is managed by a Building Maintenance Supervisor. It is staffed by four
Building Construction Specialists. Staff respond to requests for service for approximately 50 City buildings
77
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and facilities, including Fire Department structures. They are also responsible for the maintenance of
approximately 20 private structures that have been boarded up by the Community Services Department.
Staff perform regular and continuing task assignments while more technical, difficult, or immediate issues
may be delegated to contracted services. The use of contractors can occur for any service but primarily
occurs with complex issues such as HVAC or electrical system repairs.
The Building Maintenance Division also provides custodial services to support City operations. This group
reports to the Building Maintenance Supervisor and is led by a Senior Custodian, who supervises eight
Custodians. One Custodian position provides service at City Hall and works a day shift. The remaining
Custodian positions work evening shifts.
The Athletic and Landscape Maintenance Division is responsible for maintenance of all sports complexes
and high-profile City facilities, including services such as athletic event preparation, mowing, irrigation,
flower/shrub bed maintenance, and grounds maintenance. City facilities managed include City Hall,
Elmer Thomas Park, 35th Division, Municipal Pool, Mattie Beale Park, Annex/Shepler Park, Library, and
Bridge Park. The Division is led by the Landscape Supervisor, who reports to the Building and Grounds
Superintendent. Additional staff support for the Division is provided by four Landscape Technicians and
four Groundskeepers.
The Park Maintenance Division is responsible for the maintenance of City parks, playgrounds, and open
space (including rights-of-way). The Division is led by the Field Supervisor, who reports to the Parks and
Grounds Superintendent. Additional staff support is provided by a Maintenance Technician, two Litter
Control Officers, five Park Specialists, and a Park Equipment Inspector who reviews park playground
equipment. The Division provides direct services for mowing, playground maintenance, litter control, and
special event support. The Division also manages mowing and landscape maintenance contracts.
The Lakes Division is responsible for providing recreation, conservation, and maintenance services at City
facilities at Lake Lawtonka and Lake Ellsworth. The Division is led by the Lakes Supervisor, who reports
to the Parks and Grounds Superintendent. The Division includes a Lead Maintenance Operator, two
Equipment Operators, and an Administrative Assistant. The Division also employs a part-time Fee
Collector who works 30 hours per week. The Division coordinates concessions at the sites; maintains
facilities, structures, and grounds; provides information to the public; and sells required permits. 78

Core Services Matrix
The following table illustrates the core functions and services provided by the Parks and Recreation
Department and its staff. This list reflects key activities that account for significant staff time; it is not meant
to be an all-inclusive list of activities performed by staff.
Table 30: Parks and Recreation Department Core Services
Department
Function/Division

Program Area

Administration

Department
Management

Arts and
Humanities

Arts

78

Activities
•
•
•
•
•
•
•
•
•

Prepare and monitor the annual department budget
Process invoices and fee payments
Approve timesheets and leave requests
Schedule and manage facility rentals
Oversee Museum financial and operational support
Maintain the McMahon Auditorium
Manage events at the McMahon Auditorium
Support large special events in the City
Provide support for arts organizations

City of Lawton Website, Lakes, https://www.lawtonok.gov/departments/lakes
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Department
Function/Division

Program Area
Recreation Centers

Recreation and
Leisure Services

Activities
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Aquatics
Athletics
Volunteer Program
Building Maintenance
Cemetery
Athletic Landscape

Parks and
Grounds
Park Maintenance

•
•
•
•
•
•
•
•

Lakes

Operate three recreation centers for the public
Assist customers and respond to questions or concerns
Provide aquatics facilities for the public
Manage programming and lifeguards
Manage athletics leagues throughout the year
Schedule facilities and teams for practices and games
Respond to questions or concerns from coaches and parents
Connect retired senior volunteers with volunteer opportunities
Organize an annual volunteer recognition event
Respond to work order requests at different City facilities
Perform routine maintenance
Contract with vendors for larger maintenance or repairs
Maintain the Cemetery grounds
Work with funeral homes and the public to sell available plots
Assist with interments
Maintain high-intensity use facilities and fields
Maintain and prepare athletic fields and associated grounds
Perform proactive landscape treatment
Maintain City parks, playgrounds, and open space
Perform turf maintenance for large parcels on a regular
schedule
Perform turf maintenance for select City rights-of-way
Perform tree pruning in parks
Provide City special event support
Manage mowing and landscape maintenance contracts
Manage lakes facilities
Process campground rentals and collect fees
Maintain grounds and trails
Administer contracts for vendors at the Lakes

Staffing
Overall staffing levels for the Department have decreased. Total full-time positions in FY2021 have stayed
the same compared to FY2017, but there have been changes within the Department divisions. In FY2019,
Recreation and Leisure Services lost one Administrative Assistant position. In FY2020, three positions
were added: a Groundskeeper in Athletic and Landscape Maintenance, a Custodian in Building
Maintenance, and a Litter Control Officer in Parks Maintenance. Two positions were eliminated in
FY2021: an Administrative Assistant supporting Athletic and Landscape Maintenance and a Custodian
position in Building Maintenance. The following table shows staffing changes for the past five fiscal years
by division and workgroup.
Table 31: Parks and Recreation Department Staffing, FY2017 through FY2021
Staffing by
Function

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

3

3

3

3

3

0%

11

11

10

10

10

-9%

5

5

5

5

5

0%

Full-Time Positions
Administration
Recreation and
Leisure Services
Arts and
Humanities
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FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

9

9

9

10

9

0%

13

13

13

14

13

0%

Cemetery

4

4

4

4

4

0%

Lakes

5

5

5

5

5

0%

Parks Maintenance

10

10

10

11

11

10%

Total Full-Time
Positions

60

60

59

62

60

0%

1

1

1

1

1

0%

2

2

2

2

2

0%

1

0

0

0

0

-100%

1

0

0

0

0

-100%

4

1

1

1

1

-75%

1

0

0

0

0

-100%

10

4

4

4

4

-60%

70

64

63

66

64

-9%

Part-Time Positions
Recreation and
Leisure Services
Arts and
Humanities
Parks and
Grounds
Athletic and
Landscape
Maintenance
Building
Maintenance
Lakes
Parks
Maintenance
Total Part-Time
Positions
Total

Budget
The Department budget has increased by about 8% over the last five fiscal years, primarily driven by
personnel costs. This is likely due to rising personnel costs because full-time positions have stayed flat. The
following table shows the expenses by category from FY2017 to FY2021.
Table 32: Parks and Recreation Department Expenses – All Funds, FY2017 through FY2021
Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Personnel Services

$3,364,723

$3,393,445

$3,421,610

$3,685,211

$3,768,232

12%

$599,796

$529,527

$626,568

$649,337

$650,312

8%

$1,249,635

$1,214,349

$1,276,630

$1,431,435

$1,350,178

8%

$136,190

$367,681

$140,021

$297,962

$15,050

-89%

$5,350,344

$5,505,002

$5,464,829

$6,063,945

$5,783,772

8%

Supplies
Other Services and
Charges
Capital Outlays
Total
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Analysis and Recommendations
The Parks and Recreation Department provides a range of services to the community across park and
recreation facilities. Both the range and depth of these services and how they are provided present
opportunities for change that can improve operational performance and cost-effectiveness. The
recommendations that follow focus on opportunities related to three areas: asset management and work
planning; staffing and structure; and operations and practices. These recommended changes can build on
the past successful efforts of the Department as it works to support yet more community service demands
in response to the COVID-19 pandemic.

Asset Management and Work Planning
Recommendation 44: Develop a systems approach to track building and facility maintenance service
requests.
As noted, the Parks and Recreation Department is responsible for a significant variety of City properties
and infrastructure, which must be carefully maintained to preserve the City’s investment in these assets. As
a best practice, it is important to have an automated system to track building maintenance service requests
and outcomes. Service requests for maintenance can be used to identify issues pertaining to a facility. 79
Having a formal process in place allows tracking of various key performance indicators such as critical
equipment maintenance and critical building maintenance.
City and Department management currently lack a mechanism to actively acknowledge receipt of facility
maintenance service requests as well as provide information on the status of those requests. A detailed and
interactive log of facility maintenance requests can provide information on the nature of an issue (ad hoc
or systemic), the severity of the issue, issue resolution, or after-action status, as well as information on client
staff satisfaction or dissatisfaction with facility maintenance services. Tracking trends in complaint rates
over time may indicate client staff reactions to changes in building operation.
The Department should develop an approach to track service requests and outcomes that incorporates
mechanisms for recording the following information:
•
•
•
•
•
•
•
•
•
•
•

Incident tracking/log number
Service requestor name, department, and location in building
Date complaint was received
Description of complaint
Suggested cause
Summary of problem
Actions completed
Date of occupant interview (if applicable)
Remedial action report
Date of when service requestor was advised about actions taken
Additional details (as required)

The submitted service requests should be reviewed and acted upon within established schedules depending
on the issue and criticality of the impacts on operations or customer service. Service request documentation
should be maintained to support organizational assessment of effort and results. Demonstration of
implementation is required.
A systems approach will provide consolidated information to the Department that supports the Building
Maintenance Division in documenting the number of labor hours required to meet its annual maintenance
79
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service demands. This approach will also provide the Parks and Recreation Department with reliable data
that illustrates the capacity that may exist for the Building Maintenance Division to initiate major remodel
projects and, if that capacity is limited, to determine what contracting options may be available to support
either preventive maintenance or remodel efforts.
Further, utilizing a work order system to track and account for building maintenance and remodel activities
will provide a central data collection and reporting tool. This automated approach will allow the City to
understand the distribution of scheduled work better and allow for regular, holistic analysis of
Departmental building maintenance workload. Implementation of an electronic work order system and
associated business processes would support the Department to monitor the completion of preventive
maintenance work, complaint-driven work, and emergency work, as well as support regular, holistic
analysis of Building Maintenance Division workload. It would also allow the Division to better quantify
whether service expectations are being met and, if not, to respond proactively.
Many affordable facility work order systems are available for consideration. These can range in cost from
$20,000 to well over $100,000 depending on system features and functionality. In addition, the Department
may have an opportunity to partner with other City departments on a broader work order system that meets
the needs of different program areas. It will be important for any chosen system to meet both the necessary
workload tracking and performance metric reporting features, as well as integrate into the asset
management module of the City’s ERP system.
Recommendation 45: Adopt and implement a preventive maintenance program.
Building Maintenance Division staff relate that while preventive maintenance is a goal, existing resource
constraints and service demands require a nearly singular focus on reactive maintenance efforts. An
established and continuing level of preventive maintenance is fundamental to maintain the performance of
a facility’s mechanical, electrical, and ventilation systems and their components. All building systems, to
varying degrees, require periodic maintenance throughout their life cycle in addition to the need for
overhauling, modernization, or replacement at certain ages or intervals or due to specific issues or causes.
These requirements should be documented in a preventive maintenance program. 80
As discussed in Recommendations 47 and 102, there should be a central maintenance group for grounds
and a central maintenance group for facilities rather than having respective maintenance staff distributed
throughout multiple divisions in the Department. To best deploy and effectively use staff in this new
structure, the Department needs to begin a formal preventive maintenance program. A preventive
maintenance program will help staff prioritize their work and balance competing demands for their time.
It will also allow the reorganized maintenance functions to ensure that they meet the needs of the different
facilities and staff within the Department.
Maintenance and management of parks, fields, and facilities are important efforts within any Parks and
Recreation Department. The National Recreation and Parks Association (NRPA) is a national non-profit
dedicated to the advancement of public parks, recreation, and conservation. NRPA identified four key
issues related to best practices for preventive maintenance in parks and recreation. The Department should
incorporate these elements when implementing an annual preventive maintenance program: 81
1. Conduct an Annual Facility Audit: This assessment provides critical information about the
condition of facilities and is an important planning tool. Using the audit, staff can develop work
plans, budgets, maintenance schedules, and capital replacement.
80
Preventive Maintenance Guidebook - Best Practices to Maintain Efficient and Sustainable Buildings.
Lawrence J. Schoen, P.E., Fellow ASHRAE. Building Owners and Managers Association (BOMA).
81
National Recreation and Park Association (NRPA), Simple Preventative Maintenance Leads to Sustainable
Practices, https://www.nrpa.org/parks-recreation-magazine/2014/february/simple-preventive-maintenanceleads-to-sustainable-practices/
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2. Perform Regular Maintenance: The main goal of a preventive maintenance program is to promote
reliable and cost-effective operations while extending the life of facilities. This should reduce or
forestall unexpected issues or capital outlays.
3. Identify Operating Efficiencies: Using the annual facility audit and a work plan for regular
maintenance, staff can identify opportunities to improve operations and implement practices that
minimize the impact of maintenance work. This may include additional analysis and data
collection but should be part of maintenance efforts.
4. Collect Data and Measure Performance: Collect data to understand year over year performance.
This information can further enhance work planning and budgeting and help to justify operations.
The recommended preventive maintenance program should include the methodology and record for all
actions that are necessary to maintain the required functioning of the buildings’ systems and their
components. The required maintenance procedures will be unique to each facility and its supporting
systems. The City should formally adopt policies supporting a preventive maintenance program that
incorporates the following:
•
•
•
•
•

An inventory of which system or component must be reviewed and the type of action that is
required (e.g., by room or by equipment type)
Guidelines on how frequently these actions must be taken (e.g., monthly, quarterly, yearly). These
guidelines should be based on standards such as manufacturer specifications, code requirements,
and industry best practices
Documentation that these actions have been taken (e.g., via signature and date)
Confirmation that follow-up action has been taken when warranted
Record updates as new equipment is added or removed

There are two general methods of maintenance in a planned maintenance program: preventive
maintenance and reactive maintenance. The optimal program appropriately balances prevention and
repairs. There are two approaches that represent opposite ends of the spectrum:
•
•

Approach 1: Test, maintain, and replace every component so that failures never occur. Repair costs
approach zero, while preventive maintenance costs are high. Examples are nuclear power plants
and IT data centers.
Approach 2: Defer maintenance on every component until it fails. Preventive costs approach zero,
while repair costs are high.

Breakdowns can be difficult to predict, almost impossible to budget, and present repair costs that are often
at a premium since these repairs are unscheduled. In these situations, failed equipment must be made
operational as soon as possible, often at a higher cost. In addition to the added operating costs associated
with the situation, there is a risk that the equipment cannot be restored to its design parameters. Operating
the equipment in that state may yield apparent savings in the short-term but can increase total costs through
lower efficiency and a decrease in the useful life of the asset.
Finding the proper balance point between prevention and repair can involve review, analysis, and decisions
about items such as the cost of the various alternative procedures, how critical is an uninterrupted
operation, safety, and energy cost. Every facility will have a different solution based on its use, age, cost,
staff abilities and local market conditions.
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Staffing and Structure
Recommendation 46: Realign maintenance efforts with other facility management functions in the
City.
Building and facility maintenance services in the City generally lack policy and procedural guidance. The
issues confronting facility maintenance can be similar in both private and public sector operations. Best
practices in the facility maintenance industry can provide a framework for the City to apply to their facility
maintenance operations to improve operations, customer service, and results. Another facility maintenance
best practice gap confronting the City is the disconnection of the building maintenance function from other
elements of the facility management process.
The City should realign the facility management functions, including building maintenance, with other
facility management functions such as public works and engineering to support a more holistic and
comprehensive facility needs assessment and planning effort (as described in more detail in
Recommendation 103 in the Public Works Department section of the report). The City should then use inhouse staff (if available) or consultants with relevant experience with the different building systems to assess
the following:
•
•
•
•
•

Description of the existing systems
Condition of the existing systems
Expected remaining useful life of systems
Budgeted costs to replace or upgrade systems
Budgeted savings, if any, for the replacements/upgrades

Maintenance costs for equipment and systems can increase with wear and age. Proper capital planning
should take into account the total operating costs, maintenance costs, and replacement costs. Capital
planning is vital to preserving the integrity of the facility’s assets, and this planning can include several
approaches:
1. Setting aside a fixed percentage of net operating income. This assumes that the asset will experience
the same amount of wear and tear each year; therefore, the facility will require a constant amount
of money for capital repairs.
2. Establishing a capital reserve account for future expenditures. All buildings experience equipment
renewal expenditures at some point in their operating lives. A capital reserves plan takes a small
portion of the facility’s income and places it into a capital reserves account.
3. Developing a comprehensive three-, five-, and 10-year capital expenditure master plan. Below is a
list of system characteristics that should be considered when developing a list of major systems for
a three-, five-, and 10-year review and analyses:
o Type of component
o Age
o Condition
o Normal useful life
o Remaining useful life based upon existing condition
o List of suggested repairs/replacements
o Value of repairs/replacement
o Appropriate timing of the repairs/replacement
As discussed in Recommendation 6, a multi-year capital expenditure master plan can provide several
benefits:
•
•
•

Identifies the universe of potential capital expenditure projects
Projects when these expenditures are likely to occur
Engages the management team in the capital expenditure planning process
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Provides an overlay to the three, five, and 10-year budget and its impact on the property’s net
operating income
Identifies critical maintenance and monitoring activities that can reduce the risk of disruptive
equipment failure and service interruptions

After documenting the current status of City facility and building systems, the City should develop a
planning process to inventory and prioritize potential maintenance projects for the upcoming year. The
reorganization of the building maintenance function with other related capital planning functions in the
City will better integrate facilities maintenance planning with the broader needs of all City departments.
This goal can be further supported by developing an intentional project definition and prioritization process
as an element of the City’s annual budget development exercise.
To accomplish this task, each Department should be directed to work with the realigned building and
facility maintenance function to inventory facility investment needs and estimate the potential labor and
cost commitment required to accomplish these projects. The City will then be positioned to holistically
evaluate the project requests within the context of the City’s strategic goals, facility safety considerations,
revenue impact, program impact, and resource constraints.
Once the projects are developed, reviewed, and approved for future-year expenditures, the City’s CIP
Review Committee (described in Recommendation 6) should develop a specific capital funding plan that
incorporates cost-saving benefits for the next three, five and 10 years. This plan should also account for
project cost escalation factors for labor, installation, and utilities. The capital requirements and cost savings
for each year can then be added to the facility’s financial projections to illustrate the project’s impact on
the property’s net operating income.
Recommendation 47: Reorganize the Parks and Recreation Department to functionally align staff by
programmatic and support services operations.
The Parks and Recreation Department has several service areas and divisions that operate independently
of one another. These organizational silos are focused on programs or physical location within the City.
These structural challenges can be addressed by better aligning staff around their primary functions. Doing
so will improve collaboration and customer service. Recommendation 102 proposes to transfer the Building
Maintenance Division from the Parks and Recreation Department to the Public Works Department to
better align staff with functions and associated organizational support.
Currently, the Department is overseen by the Director of Parks and Recreation with support of three seniorlevel managers, including a Leisure Services Administrator, Arts and Humanities Administrator, and Parks
and Grounds Superintendent. The Director also supervises an Administrative Assistant and the Facilities
Supervisor for City Hall. The current structure of the Parks and Recreation Department limits the efficient
delivery of Department services in two key areas.
First, the three senior managers reporting to the Director have varying ranges of responsibility and the
number of staff reporting to them. The Arts and Humanities Administrator is primarily focused on arts
programming and the management of the McMahon Auditorium and has four FTEs. In comparison, the
Parks and Grounds Superintendent oversees the Cemetery and the Lakes operation, as well as athletic field
and park maintenance (after the proposed transfer of the Building Maintenance Division to the Public
Works Department). In FY2021, the Parks and Grounds Superintendent was responsible for 41 FTEs and
28 FTEs following the transfer of the 13 FTEs in Building Maintenance to the Public Works Department.
The Leisure Services Administrator oversees sports leagues, aquatics, programming at the recreation
centers, and a volunteer program with nine FTEs.
Second, front-line staff in the Parks and Grounds service area do similar work across different divisions
based on location rather than function. Multiple divisions have staff who perform routine equipment or
facilities maintenance and several that perform landscaping duties.
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Based on these challenges, it is recommended that the City restructure the Parks and Recreation
Department into two primary divisions: Recreation and Arts Division and Parks and Grounds Division.
The following figure shows the proposed organizational structure with transferred positions shaded in grey
and reclassified positions highlighted in blue.
Director of Parks &
Recreation
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Administrative
Assistant
1.0 FTE

Leisure Services
Administrator
1.0 FTE
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Figure 17: Proposed Parks and Recreation Organizational Structure
The Department should be reorganized around two divisions that are respectively focused on program
administration and maintaining the parks grounds and facilities. The proposed Recreation and Arts
Division would be composed of the three divisions that have regular interaction with customers of the
Parks and Recreation Department: the Arts and Humanities Division, Recreation and Leisure Services
Division, and elements from the Lakes Division. The Lakes Supervisor, Administrative Assistant, and Fee
Collector interact with customers and would be part of the new Recreation and Arts Division. Other Lakes
Division staff are focused on facilities, equipment, and grounds maintenance and would remain in the
Parks and Grounds Division. Staff who primarily develop and administer programs or regularly serve the
public should be aligned organizationally. Doing so will allow staff to share resources and best practices
and assist one another as needed. Aligning these activities in the new division would result in the following
changes:
•
•
•

Transfer of the Arts and Humanities Division to report to the Leisure Services Administrator
Reclassification of the Arts and Humanities Administrator as a Supervisor
Transfer of customer support elements from the Lakes Division to report to the Leisure Services
Administrator

The Cemetery Division, Athletic Landscape Division, Park Maintenance Division, and elements of the
Lakes Division are primarily focused on the maintenance of parks grounds, athletic fields, or parks
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facilities. Rather than having maintenance staff in each division, they should be aligned by function. This
would create a team focused on grounds and athletic fields and another focused on maintaining facilities
and equipment. A review of the job description and essential functions or duties of each position within
the current Parks and Grounds service area shows there is an alignment in function around positions that
primarily deal with equipment or facilities and those that primarily deal with grounds or fields. Staff who
primarily maintain equipment or facilities should report to the Park Maintenance Supervisor, and those
who primarily maintain grounds or fields should report to the Athletic/Landscape Supervisor. These two
activity areas should collaborate frequently, especially around annual or monthly work planning, but
specialization will allow the Department to reduce duplicative efforts.
Aligning these activities in the new division would result in the following changes:
•
•

Transfer of the Lakes maintenance and equipment operator staff to report to the Park Maintenance
Supervisor
Transfer of the Litter Control staff to report to the Athletic/Landscape Supervisor

This transfer of staff currently assigned to the Lakes Division separates the staff who interact with customers
regularly from those who perform routine maintenance. The Lakes Supervisor will still need to
communicate regularly with the Park Maintenance Supervisor to discuss needs and projects, similar to how
staff from Recreation and Leisure Services currently communicate.
The City is under fiscal constraints from the COVID-19 response and impacts to City revenues. Realigning
Park and Recreation Department staff based on similar function will reduce the need for additional staff
and allow current staff to continue to serve the public at a high level. In addition, the reclassification of the
Arts and Humanities Administrator to a Supervisor should represent a cost savings to the Department.

Operations and Practices
Recommendation 48: Cross-train Parks and Grounds staff to fulfill multiple organizational priorities.
Maintenance and management of parks, fields, and facilities are important efforts within any Parks and
Recreation Department. NRPA also identifies best practices and conducts research for local governments.
In a survey of agencies, operation and maintenance of facilities were key responsibilities for a large majority
of parks and recreation departments, including for parks sites (96%), trails (77%), and open spaces (72%). 82
The Lawton Parks and Recreation Department deploys 20 FTEs within the Parks and Grounds service
area who focus on maintenance, repairs, and landscaping. These staff are currently associated with specific
facilities or facility type. As discussed previously, this service area should be restructured from five divisions
to form two divisions focused on landscaping and maintenance. However, a review of essential functions
of staff and data provided by the Department identifies a clear need to cross-train staff.
Staff reported that there is not regular collaboration across divisions within the Parks and Grounds service
area. There was also frustration with the perceived lack of career advancement or training opportunities.
The Parks and Grounds service area has eight position types with five different pay bands that perform
various maintenance and landscaping duties. A review of the job descriptions shows overlap between the
essential functions of the different position types. This overlap suggests that the skills needed for the
different positions are similar, and a cross-training program should be developed to allow staff to build
expertise and advance to more skilled positions. The following table shows the eight position types and a
summary of their essential functions.

National Recreation and Park Association (NRPA), 2020 NRPA Agency Performance Review,
https://www.nrpa.org/publications-research/research-papers/agency-performance-review/
82
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Table 33: Summary of Parks and Grounds Position Functions
Position

Pay
Band

Caretaker I

G2

Groundskeeper

G3

Caretaker II

G3

Equipment Operator

G5

Lead Maintenance
Operator/Maintenance
Worker III

G5

Parks Specialist II

G5

Summary of Essential Functions
• Performs all cemetery landscaping to include mowing, fertilizing, tree
trimming, watering, and pest and weed control
• Performs a variety of sheet metal work and all types of concrete work to
keep all needed graveside equipment in good working order
• Sets up and tears down funeral equipment for graveside services
• Operates both 1 and 2 ½ ton trucks, backhoes, and front-end loader
• Performs general maintenance on all equipment to include oil changes,
sharpening blades, and repairing broken hand tools
• Mows and maintains recreational sports areas
• Maintains and assists in the repair and/or installation of sprinkler systems
and the repair or replacement of parts
• Repairs fences and other structures located at facilities and assists in the
construction of structures
• Performs routine maintenance of equipment
• Assists in establishing, watering, and conditioning sports fields to include
seeding, fertilizing, top dressing, and weed and pest control
• Assists in setting up and taking down equipment for sponsored
events/programs
• Performs all cemetery landscaping to include mowing, fertilizing, tree
trimming, watering, and pest and weed control
• Performs a variety of sheet metal work and all types of concrete work to
keep all needed graveside equipment in good working order
• Sets up and tears down funeral equipment for graveside services
• Operates both 1 and 2 ½ ton trucks, backhoes, and front-end loader
• Performs general maintenance on all equipment to include oil changes,
sharpening blades, and repairing broken hand tools
• Assumes the Sexton's duties from time to time and supervises a small crew
of skilled, semi-skilled, and unskilled workers
• Operates trucks from pickup to dump truck size in the loading, hauling, and
unloading of various equipment, materials, and supplies
• Operates medium duty equipment, mowers, tractors and brush hog,
backhoe, weed eaters, chainsaws, and trimmers
• Occasionally operates welder, table saw, drills, and all other power tools for
carpentry; assists in the repair and construction of shelters, picnic tables,
gates, piers, docks, fences
• Performs routine inspection and preventive maintenance on assigned
vehicles, tools, and equipment; performs minor repairs to equipment
• Performs custodial work when required
• Supervises seasonal/temporary workers
• Operates welder, table saw, drills and all power tools for carpentry used for
the construction and repair of shelters, picnic tables, piers, docks, and
repair of equipment as needed
• Provides minor alterations to City facilities; maintains and repairs City
equipment and machines; constructs and installs informational signs on
City property
• Provides maintenance for all assigned vehicles including checking tires and
fuel levels, motor oil, radiator, and battery water and corrects any
deficiencies found
• Operates a variety of equipment such as dump trucks, tractors, backhoe,
front-end loader, welders, cutting torches, and motorized chemical sprayer
in the installing, maintenance, repair, and replacement of park and
recreational equipment
• Performs maintenance on assigned mowers
• Installs, repairs, or replaces different types of fencing on rights-of-way and
parks within the City
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Pay
Band

Summary of Essential Functions
• Lays sod, plants trees, and trims trees and shrubs in parks, medians, and
other locations within the City
• Installs all types of park accessories, safe play materials, and concrete
walls and French drains around play units
• Assists in setting up and taking down equipment for special programs
• Identifies, reports, or removes unsafe conditions
• Assists in training new employees and temporary/seasonal workers and will
from time to time supervise trustees on special projects

G6

• Mows and maintains parks and open space areas including rights-of-way,
medians, and City buildings; maintains sprinkler systems and assists in the
repair and installation of sprinkler lines and heads
• Carries out seeding, fertilizing, top dressing, soil conditioning, watering, and
pest and weed control of parks and open spaces
• Maintains specialized turf care equipment and tools
• Plants and maintains lawns, trees, shrubs, and flowerbeds and maintains
indoor tropical plants in City buildings
• Performs routine maintenance of equipment
• Assists in setting up and taking down equipment for various park and
recreation programs; prepares facilities for use

G7

• Repairs all small engine tools for the Parks and Grounds Division; performs
minor repairs and maintains heavy equipment
• Fabricates parts to effect repairs and constructs metal appurtenances as
needed
• Purchases and keeps inventory control on such things as bolts, washers,
mower blades, grease, and oil
• Installs playground equipment and other associated items such as
benches, drinking fountains, basketball goals, and curbs; installs and
replaces fencing as needed
• Assists in landscaping tasks
• Operates a backhoe, tractor, welder, cutting torch, heavy dump trucks;
uses a variety of construction tools
• Maintains records as needed and reports to park maintenance supervisor
regarding repairs that need to be done that are beyond the scope of their
duties
• Assists in training subordinate employees and other duties as assigned by
supervisor

The Parks and Grounds Superintendent should work with the Human Resources Department to develop
a cross-training program that would allow staff to grow their skills and advance from a Caretaker I position
to a Maintenance Technician IV position. There may also be an opportunity to reassess the current job
descriptions and their alignment with the organizational needs of the Department. Fewer job types may be
necessary in the proposed structure.
Creating a cross-training program will allow the Department to deploy its current staff to meet the
organization's needs rather than having them focused on a specialized area. This will serve the Department
as it weathers the financial impact of the COVID-19 pandemic. Staff with broadened skills will be able to
improve the amount of preventive maintenance work conducted by the Department and ensure a high level
of service is provided to the public and other Parks and Recreation staff.
Recommendation 49: Pursue contracted cemetery management and maintenance.
Government services that overlap those provided by the private sector can create opportunities to outsource
and leverage private sector business dynamics to lower costs and improve services to the community.
Operation and maintenance of cemeteries is an area where private sector providers have expanded to offer
either specific service components or assume responsibility for a comprehensive management role over the
facility’s development, management, and maintenance.
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Cemetery Division staff in the Parks and Grounds service area are assigned exclusively to support the
operation of the Highland Cemetery and have limited interaction with other Department staff members or
support other Department operations. The Cemetery Sexton position does have additional interaction with
City departments, primarily the City Clerk, who assists with processing deeds for sales of cemetery burial
spaces. This is a role the City Clerk provides for all cemetery burial plot transactions in the City.
The operation of the Highland Cemetery represents an area of government service that is regularly provided
through the private sector. Private management of the Highland Cemetery under contract to the City may
be able to meet operational goals and objectives more efficiently and effectively, without negatively
impacting other City or Department operations.
The City should issue an RFP to compare potential vendor costs and ranges of service against the costs and
services currently provided with in-house staff resources. The City will need to first identify the service
demand elements associated with the current operating levels at the cemetery. These services will include
the annual volume of burial site transactions to be serviced, the number of expected annual burial site
interments, the number of existing gravesites requiring maintenance services, the standing structures
available to support operations, other structures requiring maintenance, the total acreage of the site, the
total acreage actively maintained, and the inventory of other landscape features, such as decorative bushes
and trees, requiring maintenance.
The City will also want to include requirements for active operational management and reporting,
including management support, proposed vendor labor allocations, data processing and records processing
capabilities, site capital planning and physical development recommendations, and required operational
reporting to assess results and performance. An additional requirement could include customer feedback
development and reporting.
Recent examples of cities using an RFP process to solicit competitive vendor information and contract out
their respective cemetery management and operations include the City of Kirkland, Washington, Request
for Proposal Cemetery Management for Operations and Maintenance 83 and the City of Austin, Texas,
Request for Proposals Management, Operations, and Maintenance of Austin Cemeteries. 84 These RFP
efforts provide examples of the scope and depth of information solicited when considering contracted
cemetery management.
If the RFP process identifies that a private vendor can more effectively deliver cemetery management
services for Highland Cemetery, the City should move forward with contract development. Existing staff
members can be reassigned to other Parks and Recreation duties if available. The City will need to assign
contract management responsibilities to a City staff member to provide a point of contact for the contracted
vendor as well as to ensure compliance with the terms of the contract, customer satisfaction with the
services, and overall performance of the vendor under the contract.
Recommendation 50: Develop a unified approach to contract mowing and landscaping services.
The City of Lawton uses a mix of both City staff and contract services for lawn and turf maintenance and
landscaping services, as outlined in the following table.

83
City of Kirkland, Washington. Request for Proposal Cemetery Management for Operations and
Maintenance
https://www.kirklandwa.gov/Assets/Finance+Admin/Finance+Admin+PDFs/Purchasing/Cemetery+man
agement+for+operations+and+maintenance+16+20+FA+RFP.pdf
84
City of Austin, Texas, Request for Proposals Management, Operations and Maintenance of Austin
Cemeteries https://austintexas.gov/sites/default/files/files/Parks/Cemeteries/sow_cemetery_120412.pdf
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Table 34: Sources for Mowing Services Managed by City
In-House
Park Maintenance –
• 1,700 acres total, five
zones, one zone per day
• Summertime mowing, add
temp staff (requires FT
escort)

Parks and Recreation

Athletic/Landscape –
High profile parks, athletic
fields, public buildings
Cemetery –
Staff handle mowing and
other duties; approximately
80 acres
Lakes –
Seasonal staff handle
mowing and other duties

Community Services –
Nuisance Abatement

N/A

Contracted
•
•
•
•
•

Rights-of-way mowing
City medians mowing, City Hall
Four contractors
Services by schedule
Budget includes contract mowing of
medians and rights-of-way

•
•
•
•

Landscaping plus some medians
One contractor
Services by schedule
Budget includes contract mowing of
medians and rights-of-way

N/A

N/A
• Nuisance Abatement – Contractor
mows tall grass/weeds, picks up
garbage
• Services through an on-call
arrangement

Parks and Recreation is responsible for the management of turf care and maintenance on all public grounds
in the City. Four different areas within the Parks and Recreation Department allocate staff resources (fulltime, temporary, or seasonal) to provide mowing and turf management services. The Community Services
Department also contracts for tall grass and weeds mowing, in addition to other related services, as part of
their nuisance abatement program. These activities occur on private property after a determination is made
that the condition of the property warrants abatement of certain conditions. Property owners are then
charged fees by the City to reimburse for the services provided based on the size of the job. The contractor
agrees to be available on short notice following notification of a nuisance abatement work assignment and
provides information to the City at the completion of the assignment.
Mowing services and their associated costs can vary by the size of the job, the level of intensive treatment
desired, and the location of the parcel. The decision to provide these services in-house or to contract them
out varies as well. Information necessary to support that decision includes the cost and accessibility criteria
above, as well as the availability of staff, appropriate equipment, and time constraints.
The City has begun to use contracted services for several reasons. Some parcels are relatively small, spread
out throughout the City, represent more difficult areas to mow and maintain (e.g., medians), or require a
higher level of landscape treatment (e.g., City Hall). The City has made appropriate use of competitive
bidding to procure these services and rebids the contracts regularly. This is a best practice that ensures
competitive pricing while providing opportunity equitably to potential community vendors.
The use of contracted services to support nuisance abatement in the Department of Community Services
also represents an appropriate use of contracting. The timing, duration, and intensity of each service varies,
and the response is intermittent as well as time-sensitive. It would be difficult to combine this contracted
mowing effort with any other handled by the City because of the differences in requirements and approach.
The use of a contracted service for nuisance abatement is also supported by the City policy restricting City
staff from working on private property.
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Likewise, the in-house mowing and turf management efforts are determined and assigned by variations in
management approach and treatment. In some situations, other duties of staff assigned to turf maintenance
make contracting less advantageous. For example, the Cemetery operation could pursue contracted
mowing and associated services, but these staff are also required to provide intermittent but time-sensitive
grave preparation and maintenance services. Those responsibilities would remain regardless of a decision
to contract mowing. The balance of Cemetery staff time is appropriately allocated to property maintenance,
including mowing. The Lakes Division provides a similar example where the deciding factor is travel
distance from other City properties. Department staff assigned to Lakes maintenance are working multiple
assignments in addition to providing mowing services.
In other situations, the assignment of in-house staff varies by the type of effort and the intensity of the effort.
The Park Maintenance Division focuses on volume cuts across larger areas. The service demand is broken
into five zones with each zone handled in one day so that the Division can manage the entire mowing
demand in approximately one week (weather dependent). The Athletic/Landscape Division focuses on
smaller parcels that require higher levels of service intensity to meet community expectations. There are
additional assignments, but they are primarily related to the immediate landscape and turf management
function, such as athletic field preparation.
The City and the Parks and Recreation Department have learned from experience the importance of
identifying different levels of required service when considering service delivery approaches. They have
effectively segregated different levels of service for mowing, turf maintenance, and landscaping and have
made previous decisions to contract out some areas of unique or high-intensity service. However, there
may be additional opportunities for the City to extend and build upon these past efforts to reconsider
current practices for providing mowing services with in-house staff.
In the same way that the City regularly rebids existing mowing services to secure the best prices and value
from the local market, the City should test other areas of an in-house mowing service provision against
outside contractors. There are several steps necessary for the City to develop options and make the best
choices.
First, the City needs to understand the true cost of an in-house service provision. The following table shows
the total cost elements that should be considered when comparing in-house mowing services with a
potential vendor.
Table 35: Cost Elements for Comparison
Direct Costs
Salaries
Hourly Wages
Federal and State Taxes
Supplies
Services
Equipment (small items not capitalized)

Indirect Costs
Health Insurance
Training
Equipment (large items – annual depreciation)
Administrative Support/Overhead

Including all relevant costs will support a true comparison between in-house services and private contractor
costs. It is vital to have a full understanding of the internal cost structure by type and intensity of each
desired service area. This will support the next step of going to market through the development of a
competitive bid.
Once the City has refined their understanding of the desired service levels in different areas, the
development of a bid document will provide that information to the local market to test availability and
costs. The bid document needs to provide sufficient detail on the services requested to support the
development of reasonable, competitive, and sustainable proposals for service from private contractors (or
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other units of government). An example of a recent RFP related to mowing and landscaping services was
completed by the Unified Government of Wyandotte County and Kansas City, Kansas. 85
While some areas of in-house mowing services do not lend themselves to contract due to other operating
dynamics, the mowing services provided through the Park Maintenance Division and the Athletic/
Landscaping Division, respectively, should be considered for possible outsourcing. The services required
for both operations should be fully identified as separate scopes of services requiring separate bids. Using
the appropriate and accurate internal cost calculations to compare against the submitted bids will allow the
City to determine the effectiveness of a contracted solution versus in-house provision.
City staffing levels in these areas may be significantly affected if submitted bids meet or exceed stated
service requirements and the costs are less than in-house staff can provide. In that event, the City may move
forward with the contracting effort with adequate internal contract management support. The City will still
need to provide resources to develop, manage, and assess performance under the contract. Developing data
sources and better understanding the operational elements and their associated costs will help the City and
Department to identify other opportunities for further improvements to the City operations.
As discussed, staffing levels will vary based on the level of service required for different areas. The
International City County Managers Association's (ICMA) data indicates a ratio of 1 FTE (full-time
employee) per 18-20 acres of maintained parkland as a general standard for parks maintenance, with the
best practice as a 12 to 1 ratio.
Recommendation 51: Establish formal cost recovery goals for Parks and Recreation Department
programs.
The Recreation Services Division offers a wide variety of services to the public, from park pavilion rentals
and open swim to a variety of youth sports leagues. There are also several special events organized by the
Arts and Humanities Division as well as recreational opportunities, like fishing and camping operated by
the Lakes Division at both City lakes. Many of the City's parks facilities are available to rent for a fee.
The following table is a selection of current recreation fees in Lawton. It should be noted that the City does
not distinguish between City residents and non-residents in its assessment of fees.
Table 36: Leisure Services Recreation Fees 86
Program

Sports

Aquatics
Athletic Field
Rental

Activity

Fee

League Sanctioning Fees per team

$30.00

All Youth Sports Fees (for Basketball, Mighty Mites Basketball,
Baseball, Softball, T-Ball, Coach Pitch, Machine Pitch, Volleyball,
Football, Flag Football, Cheerleading) will be charged per player
for each sport in which the player participates

$25.00

Municipal Pool Daily Admission (May - Aug) All ages five and
older. (Children under five years of age are admitted free when
accompanied by a paying adult)
Tournament Rentals Friday with Referee Above A, B, C
Tournament Rentals Saturday with Referee Above A, B, C
Tournament Rentals Sunday with Referee Above A only
Tournament Rentals Sunday with Referee Above B and C only

$1.00
$45.00
$65.00
$45.00
$65.00

85
Unified Government of Wyandotte County and Kansas City, Kansas. Department of Procurement.
“Mowing Services for Parks and Ball Fields for the Parks and Recreation Department.
https://purchasing.wycokck.org/eprocurement/bids/B27826/FINAL%20Specifications%20for%20Bid%20B
27826,%20Mowing%20Services%20for%20Parks%20&%20Sports%20Fields.pdf
86
City of Lawton, City Code of Ordinances, Chapter A-19 - Recreation
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Program

Recreation
Center Rental
Park Pavilion
Rental

Lakes

Activity
Infield dragged and relined between group of games
Water jugs and cups provided in dugouts with ice
Diamond Dry (applied)
Scoreboard, tables, extra bleachers, PA system
Adult Softball Team Practice 90-minute time periods
Groups Not Charging an Admission Fee
Groups Charging an Admission Fee
Per pavilion per day
Overnight camping fee, March 2 to September 30, Preferred Sites
at Lake Lawtonka East Campground and Preferred Sites at
Robinson's Landing
Overnight camping fee, October 1 to March 1, Preferred Sites at
Lake Lawtonka East Campground and Preferred Sites at
Robinson's Landing
Overnight camping fee, March 2 to September 30, Non-Preferred
Sites at Lake Lawtonka East Campground and All Non-Preferred
Sites at Lake Ellsworth
Overnight camping fee, October 1 to March 1, Non-Preferred
Sites at Lake Lawtonka East Campground and All Non-Preferred
Sites at Lake Ellsworth
Primitive camping per tent (No electricity), March 2 to September
30
Primitive camping per tent (No electricity), October 1 to March 1
Day-Use-Picnicking Fee in fee area per vehicle for each day if
they do not hold any type of annual current City Lake permit
Group picnicking reservation
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Fee
$45.00 x # of fields
$25.00 x # of fields
$10.00 x # of fields
$15.00 x # of fields
$5.00
$20.00 per hour (two-hour
min.)
$75.00 per hour for the first
two hours, $25.00 per hour
for each additional hour
$25.00
$20.00
$15.00
$17.00
$12.00
$8.00
$7.00
$5.00
$30.00

Boating permit

$15.00 annual, $2.00 daily

Water skiing license

$30.00 annual, $5.00 daily
$15.00 annual family,
$10.00 annual individual,
$1.00 daily
$10.00 annual, $1.00 daily,
$20.00 deer/elk permit

Fishing
Hunting

The City does not track the extent to which the fees charged for its programs cover the cost of running
those programs. Further, the City does not have a formal cost recovery policy in place. Without this
information or this policy, the City is not in a position to determine whether the public subsidy provided
for individual programs is appropriate. This makes it difficult to evaluate whether programs are effectively
recouping their costs as well as meeting public policy goals.
To ensure programs are priced appropriately and to support future efforts at analyzing the effectiveness of
Parks and Recreation Department programming, it is recommended that the City adopt a formal cost
recovery policy. Cost recovery is a strategic approach to generating revenue through user fees relative to
the total operational costs it takes to run each program. It is generally not realistic to recoup the full cost of
all programs, especially if there are programs that provide a community benefit and meet the City's strategic
goals or priorities. However, there should be a specific policy discussion about the level of subsidy expected
for City programs.
One approach to creating a cost recovery policy is to develop categories for different programs based on
their perceived value to the community. The City of Medford, Oregon, uses this approach and developed
five tiers of cost recovery for their recreation activities. The City of Medford divides its programming into
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five groups based on perceived community benefit versus individual benefit. Programs with greater
community benefit have lower cost recovery goals than programs with greater individual benefit. The
groups are listed below, along with examples of programming that would fall into each: 87
•

•

•
•
•

Community Programs: Represents programs, facilities, and services that benefit the community
as a whole. The community generally pays for these services through taxes and should be offered
to residents at a minimal or no fee. Cost recovery 0-25%. Examples: Open swim, classes for young
children, splash pads
Programs with Considerable Community Benefit: Represents programs, facilities, and services
that promote individual well-being and recreational skill development. These programs should be
assigned fees based on a specified percentage so that the participant fee accounts for the individual
benefit, and the tax subsidy represents the community benefit. Cost recovery 25%-50%. Examples:
Youth sports leagues
Programs with Balanced Community and Individual Benefit: Represents services that promote
equal individual and community benefit. Cost recovery should be around 50%. Examples: Arts
programs
Programs with Considerable Individual Benefit: Represents services generally for specific groups
and usually with a competitive focus. Should be priced to recover the full cost. Examples: Adult
sports leagues, swim lessons
Individual Programs: Represents specialized services for specific groups, sometimes with a
competitive focus. Should be priced to recover the full cost. Examples: Field rentals, fishing or
hunting, campground rental

Implementing a formal policy for cost recovery goals and applying these to all programs, services, or rentals
within the Parks and Recreation Department will allow the City to more clearly set revenue expectations
and identify the appropriate subsidy level from general tax revenues. Adopting a policy will also set
expectations for why some programs do not recover their full cost of operation through fees (because there
is a community benefit and value in subsidizing). This can also help the City assess whether programs are
successful and if a program or service should be discontinued. For example, if fishing and hunting fees
should recover the full cost of operating the programs, but sufficient revenue cannot be collected to support
their operation, it may be appropriate to adjust the fees or discontinue offering those services. A formal
policy will help the City align expectations, revenue collection, and community benefit.

City of Medford, Recreation Cost Recovery and Pricing Plan,
https://www.ci.medford.or.us/files/Rec%20Cost%20Recovery%20and%20Pricing%20Plan%20[2].pdf
87
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Lawton Public Library
The Lawton Public Library provides a wide array of services to its patrons. The Library has two branches,
the Main Library, which is open about 60 hours a week, and a small branch Library that was donated to
the City and is open about 15 hours a week. According to data provided by the City, in 2019, the Library
had a circulation of 238,105, including checkouts at both branches and electronic books. The Department
supports a computer lab and a Professional Development Center with printers and scanners. There is a
robust and high-quality Genealogy Room in the Library that features collections and resources for family
history as well as a collection of Native American resources.
These services are delivered by a Library staff composed of 11 full-time and nine part-time positions. The
following figure shows the current organizational structure based on FY2021 authorized staffing levels.

Library Director
1.0 FTE

Administrative
Assistant III
1.0 FTE

Deputy Library
Director
1.0 FTE

Librarian I
(Reference)
1.0 FTE

Librarian II
(Data Materials)
1.0 FTE

Librarian II
(Genealogy)
1.0 FTE

Library Associate
1.0 FTE

Senior Library
Associate
1.0 FTE

Librarian I
(Youth Services)
1.0 FTE

Library Technology
Specialist
1.0 FTE

Program
Coordinator
1.0 FTE

Library Assistant
4.5 FTE

Figure 18: Library Organizational Structure, FY2021
The Lawton Public Library is led by the Library Director, who is responsible for overall management and
oversight of the Library and supervises most full-time Library staff.
The Library’s circulation function, which includes assisting patrons, processing check-outs and holds, and
shelving materials, is currently overseen by the Deputy Library Director, with the support of one full-time
Library Associate and nine part-time Library Assistants.
The Library’s reference function entails assisting patrons with the use of reference materials and is staffed
by a full-time Librarian I position and a full-time Senior Library Associate. The Data Materials function is
staffed by a full-time Librarian II position and entails processing and cataloging new materials and
maintaining collections databases.
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The Library’s genealogy function includes the management of a robust genealogy and family history
collection and coordination of genealogy and family history programming and patron research. This
function is staffed by a full-time Librarian II position.
Youth services programs and events are planned and coordinated by one full-time Librarian I position. All
other Library programming is coordinated by one full-time Program Coordinator.

Core Services Matrix
The following table illustrates the core functions and services provided by the Lawton Public Library and
its staff. This list reflects key activities that account for significant staff time and is not meant to be an allinclusive list of activities performed by staff.
Table 37: Library Department Core Services
Department
Function/Division

Program Area
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Department
Management
Administration
Data Materials

Circulation

Reference
Operations

Technology Services
Youth Services
Programming and
Events

Genealogy

Activities

Collection
Management

•
•
•
•
•
•
•

Patron Assistance

•
•

Prepare and monitor the annual department budget
Approve timesheets and leave requests
Manage shift schedules and coverage for reference desks
Process invoices and fee payments
Manage volunteers
Process new materials for use by patrons
Maintain and update collection database
Monitor circulation of physical and electronic materials
Remove damaged or low use materials from the collection
Serve library patrons at the Main library and branch library
Process checkouts and holds
Curate and maintain inventory of books and other media
Shelve returned books
Assist patrons with the use of reference materials
Supply accurate, authoritative answers for requested
information
Operate a computer lab and professional development center
for use by patrons
Host events and programs for children and young adults
Curate inventory of books specific to the needs and interests of
children and young adults
Organize events and programs to encourage people to engage
with the library
Support Citywide events
Maintain a collection of local history, Native American history,
and family history resources
Work with community partners to purchase or process gifted
materials for the collection
Make the collection approachable and accessible for patrons
Assist patrons with family research or other research using the
collection
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Staffing
The Library has seen a net decrease in part-time staffing over the last five fiscal years. A part-time library
technology specialist position was added in FY2019, but in FY2021 four part-time positions were
eliminated. A full-time library associate position was eliminated in FY2019, and the part-time library
technology specialist position was made full-time in FY2021. In FY2021, part-time support for youth
services and data materials was also eliminated. The following table shows the change in staffing levels
from FY2017 to FY2021.
Table 38: Library Department Staffing, FY2017 through FY2021
Staffing by
Function
Library – FullTime
Library – PartTime
Total

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

11

11

10

10

11

0%

12

12

13

13

9

-25%

23

23

23

23

20

-13%

Budget
The Library’s regular operating expenses are fully funded by the City’s General Fund. The Library’s capital
outlays are primarily used for library books and materials, which are partially funded by State and County
grants in most years. The Library budget has increased by about 6% over the last five fiscal years, primarily
due to personnel cost increases. This is due to the rising cost of salaries and benefits, not additional
positions. The increase in capital outlay over this period is attributable to annual fluctuations in budgeted
funds for books and materials. The following table shows Library expenses since FY2017 by different
expense type.
Table 39: Library Department Expenses – All Funds, FY2017 through FY2021
Expense Category

FY2017
Actual

Personnel Services
Supplies
Other Services and
Charges
Capital Outlays
Total

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage Change
FY2017 to FY2021

$983,309

$1,015,495

$1,004,612

$1,038,570

$1,003,883

2%

$30,888

$26,888

$29,745

$31,245

$31,245

1%

$106,530

$109,184

$108,153

$110,916

$109,715

3%

$15,167

$28,260

$65,000

$95,000

$61,593

306%

$1,135,894

$1,179,827

$1,207,510

$1,275,731

$1,206,436

6%

Analysis and Recommendations
The Lawton Public Library provides valuable services for the community with limited staff and financial
resources. The following recommendations identify strategies for improving organizational structure and
staffing, Library operations, and long-term planning to ensure that the Library can continue to provide
high-value services for the community.

Structure and Staffing
Recommendation 52: Update and formalize the Library organizational structure.
Over the past year, several changes to Library staffing and organization have taken place. In early 2020,
two Reference Librarians retired, and their positions were eliminated. At the same time, the Circulation
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Manager position was reclassified to Deputy Library Director. This change, coupled with a recent physical
reconfiguration that moved the reference and circulation desks together into one service counter for
patrons, was intended to bring the reference and circulation functions together into one customer serviceoriented workgroup.
However, at the time that these changes took place, formal actions to reassign staff reporting relationships
were not taken. Job descriptions for library staff related to circulation and reference still reflect old reporting
relationships, and staff describe a lack of clarity as to which individual positions officially report to the
Deputy Director and which report to the Director. At the time that interviews were conducted, Library
leadership was challenged to provide a clear understanding of the current reporting and functional structure
of the Library. Further, staff reported instances where Library staff members attempted to circumvent the
Deputy Director and bring issues and concerns related to reference and circulation operations to the
Director, even when the Deputy Director has already weighed in and provided direction.
Bringing together the circulation and reference functions of the Library is a good first step toward providing
efficient and responsive customer service for patron questions and interactions. However, for this change
to be effective, the Library should update and formalize its organizational structure to make clear the
reporting relationships and functional roles of the staff. Further, it is recommended that all staff that are
functionally assigned to reference and circulation activities report to the Deputy Library Director and that
all job descriptions be updated to reflect these reporting relationships. This change affects the Senior Library
Associate and Librarian I (Reference) positions. Finally, to strengthen these functional reporting
relationships, care should be taken by the Library Director to reinforce the chain of command by redirecting
circulation and reference staff to bring their issues and concerns to the Deputy Director directly.
The following figure shows the recommended organizational structure. Functional roles have been
identified to promote clarity.
Library Director
1.0 FTE

Administrative
Assistant III
1.0 FTE

Deputy Library
Director
1.0 FTE

Senior Library
Associate
1.0 FTE

Librarian I
(Reference)
1.0 FTE

Library Associate
1.0 FTE

Library Assistant
4.5 FTE

Circulation & Reference

Librarian II
(Data Materials)
1.0 FTE

Library Technology
Specialist
1.0 FTE

Librarian II
(Genealogy)
1.0 FTE

Librarian I
(Youth Services)
1.0 FTE

Program
Coordinator
1.0 FTE

Data Materials

Technology Services

Genealogy

Youth Services

Programming

Figure 19: Recommended Library Organizational Structure
Recommendation 53: Develop a cross-training plan for Library staff.
Library staff are responsible for providing a wide array of services and programs for patrons. With the
current staffing and organizational structure, only the circulation and reference functions benefit from
having a pool of trained and qualified staff available to serve patrons in the event that other staff members
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are unavailable. In all other cases, functional areas are generally staffed one deep. Part-time positions
previously assigned to the Librarians for Data Materials and Youth Services were eliminated in the
FY2020-2021 budget.
This arrangement creates challenges with providing effective customer service to patrons. For example,
staff report that there is only one person who is trained on how to operate and assist patrons with all the
technology resources in the Library’s Professional Development Center. With the Library open an average
of 60 hours a week, this leaves at least 20 hours per week when there is no one available to assist patrons
in the Professional Development Center.
To provide effective customer service for patrons and ensure continuity of programming, staff at the library
should be able to assist patrons with routine requests at all times that the Library is open. To do this, it is
recommended that the Library Director and Deputy Director develop a cross-training plan for Library staff.
This plan should include training on the most common types of patron requests and commonly used
technology and databases. As a part of this effort, care should be taken to routinely update all relevant
standard operating procedures and reference materials.
These efforts will assist with current needs for serving patrons, and also support Citywide succession
planning efforts, as described in Recommendation 5. With over one-third of current Library staff at or
approaching retirement eligibility, effective cross-training will help to mitigate the loss of institutional
knowledge and expertise that will occur when key staff retire.

Operations and Planning
Recommendation 54: Assess the business case for operating the Branch Library.
In addition to operating the Main Library in central Lawton, the City also operates the Kathleen Wyatt
Nicholson Branch Library 15 hours per week. This Branch Library is located approximately 6.5 miles west
of the Main Library in a residential neighborhood and is housed in a 1,100 square foot building that was
built in 1964. After the passing of Kathleen Wyatt Nicholson in 1994, this property was gifted to the City
for the express purpose of operating a Branch Library with stipulations that should the Branch Library
cease operations, the property would revert to family ownership. The Branch Library opened in 1997.
Compared to the Main Library, the Branch Library is open limited hours. Before the COVID-19 pandemic,
the Branch Library was open Tuesdays and Thursdays from 12:00 PM to 5:00 PM and Saturdays from
10:00 AM to 3:00 PM. The Branch Library is staffed by one part-time Library Assistant. The Library’s
annual report data shows declining counts for customers and checkouts at the Branch Library over the past
several years, as illustrated in the following table. In short, between FY2014 and FY2019, checkouts at the
Branch Library have decreased by 44%, and total customer counts have decreased by 37%.
Table 40: Library Usage Data, FY2014 – FY2019
Library Usage
Data
Checkouts, Main
Library
Checkouts,
Branch Library
Electronic Books
Total Checkouts
Customers, Main
Library
Customers,
Branch Library

FY2014

FY2015

FY2016

FY2017

FY2018

FY2019

Percentage Change
FY2014-FY2019

149,194

164,677

181,048

183,647

186,946

183,035

23%

19,196

15,179

11,858

10,536

10,588

10,659

-44%

439

16,852

26,949

31,438

36,085

44,411

10,016%

168,829

196,708

219,855

225,621

233,619

238,105

41%

37,088

30,762

29,034

29,083

30,641

26,446

-29%

1,075

984

756

750

616

680

-37%
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FY2014

FY2015

FY2016

FY2017

FY2018

FY2019

Percentage Change
FY2014-FY2019

0

0

0

2,723

4,928

6,485

Not Applicable

38,163

31,746

29,790

32,556

36,185

33,611

-12%

In addition to the costs associated with staffing the Branch Library, the City expends financial resources
running the Branch, including building maintenance, cleaning, and utilities. Given the declining trend for
checkouts and customer counts for the Branch Library over the past several years, the City should evaluate
the benefit of continuing to operate the Branch Library. This business case should include a detailed
analysis of expenditures associated with operating the Branch Library and all available utilization data.
With resource constraints affecting the entire City, it may be appropriate to realign the resources dedicated
to running the Branch Library to other critical needs in the City. However, absent a detailed business case
analysis, a data-informed decision about this matter is not possible.
Recommendation 55: Develop a business plan for family history and genealogy services within the
Library.
The Library’s family history room is reported by Library staff to house the premier genealogical and family
history collection in Oklahoma. This collection includes the combined holdings of the Southwest
Oklahoma Genealogical Society, the Lawton chapter of the Daughters of the American Revolution, and
contributions to the Library from several organizations, including the Daughters of 1812, the Southwest
Oklahoma Historical Society, and Native American heritage groups. These collections are managed by a
full-time genealogy librarian, with part-time support provided by a worker from the AARP Foundation’s
Senior Community Service Employment Program. This individual is not a City employee but instead is
paid and employed by the AARP Foundation for a limited term of employment.
The success of the family history room is largely attributable to the strong partnership between the Library
and the Southwest Oklahoma Genealogical Society (SWOGS). In addition to contributing materials for
the collection, SWOGS members assist individual patrons with genealogical research and provide monthly
programming for the community related to local history and genealogical research. Staff report declining
membership in SWOGS and concerns about the organization’s long-term sustainability. In addition, the
genealogy librarian has served in this role for over 30 years and is eligible for retirement. These factors
combined put the long-term viability and success of the family history and genealogy services provided by
the Library at risk.
In its 2020-2022 Strategic Plan, one of the Library’s six strategic goals is to "provide the best genealogy
center in the state of Oklahoma." 88 While this is a commendable goal, it fails to address the longer-term
concern about the ultimate viability of the family history and genealogy program. Before additional
resources are dedicated to bolstering current genealogy offerings, the Library should first develop a business
plan for the family history and genealogy program with the input of SWOGS, the Library Board, and other
stakeholder groups. The Library should evaluate whether it is able to continue to meet the family history
and genealogy needs of the community if or when SWOGS and the long-time genealogy librarian are no
longer available to support these functions. This business plan should include an inventory of current
services provided and community needs that they meet, goals for future services and offerings, and the
development of strategies and partnerships to achieve those goals. This work should be started immediately
so that the current genealogy librarian can provide input and advice on succession planning and future
staffing.

Lawton Public Library. 2020-2022 Strategic Plan.
www.lawtonok.gov/sites/default/files/publications/2020-02/2020-2022%20Strategic%20Plan%202.12.20.pdf
88
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Recommendation 56: Train employees on best practices for serving Library patrons experiencing
homelessness.
Library staff report that the Library has a large number of regular patrons who are experiencing
homelessness. Some of these patrons are reported to have created issues in the past with other members of
the public and staff in the form of disruptive behavior in the Library and verbal abuse of staff. Staff report
that the Library’s current approach to addressing Library patrons who are experiencing homelessness is to
work to mitigate disruptions. Before the COVID-19 pandemic and associated budget and programming
reductions, Library leadership planned to request additional funding to staff the Library with a dedicated
security guard to reduce disruptions in the Library.
It is difficult to count people experiencing homelessness, and the numbers can vary year to year or month
to month. The best data source on understanding the scope of homelessness in a community is the "pointin-time" studies that communities perform as part of receiving funding from HUD. In Lawton, the most
recent data available from this type of study is from January 25, 2019, and was conducted by the Southwest
Oklahoma Regional Continuum of Care. That study found 158 people were experiencing homelessness in
the service area, which includes Lawton and several nearby counties. 89 However, Family Promise of
Lawton, which is a nonprofit dedicated to assisting homeless families, reported that the Lawton Public
School system found that 764 children experienced homelessness during the 2015-2016 school year. 90
Regardless of the scope of homelessness in Lawton, public libraries across the nation are a primary source
of information and refuge for the poor and disenfranchised. As this has become a common issue in the
field, numerous resources have been developed and published to help library staff better serve people
experiencing homelessness and create environments where every patron feels safe.
A common approach that libraries have taken to managing conflict between patrons and people
experiencing homelessness is establishing conduct codes that regulate behavior that can be disruptive in a
public library. The Public Library Association, a division of the American Library Association, publishes
the online magazine Public Libraries Online. In an article about providing service to patrons experiencing
homelessness, they lay out guidelines for creating conduct codes that protect the rights of patrons; these
guidelines are referred to as FEND: 91
•
•
•
•

First Amendment: Libraries must protect the right of free speech.
Equal Enforcement: Policies must be applied consistently.
Notice: All policies should be clearly posted or distributed.
Due Process: A well-defined appeals process available to patrons who challenge library policies.

However, even following these best practices, libraries can create environments that are not welcoming to
people experiencing homelessness, and there is an ethical responsibility of libraries to serve and welcome
everyone. The Lawton Public Library lays out similar guidance in its 2020-2022 Strategic Plan, where there
is a commitment to provide exceptional customer service to all individuals in the Library and make all
customers feel welcome. 92 With this commitment in mind, a different approach – beyond just regulating
conduct – should be taken to serve people experiencing homelessness.
The International Federation of Library Associations and Institutions (IFLA) is the leading body
representing the interests of library and information services. IFLA published guidelines and

89
HUD. 2019 Continuum of Care, Homeless Assistance Programs.
files.hudexchange.info/reports/published/CoC_PopSub_CoC_OK-506-2019_OK_2019.pdf
90
Family Promise. Homeless Facts. http://www.familypromiseoflawton.org/homeless_facts.aspx
91
Mars, Amy. Library Service to the Homeless, April 26, 2013. publiclibrariesonline.org/2013/04/libraryservice-to-the-homeless/
92
Lawton Public Library, 2020-2022 Strategic Plan.

The Novak Consulting Group
Trusted Advisors Transforming Communities

Page 136

City of Lawton
Management, Operations, Staffing, and Efficiency Study

recommendations for libraries serving people experiencing homelessness. 93 The City of Lawton should
adopt and implement their recommendations:
•
•

•
•

Understand the need – Contact community agencies that provide services to people experiencing
homelessness to discuss needs and see how the Library might respond to those needs. Interact with
people experiencing homelessness to determine a role the library might play in meeting their needs.
Make the Library a welcoming environment – Respect the rights of everyone to information and
cultural participation. Lower or eliminate barriers to access for people experiencing homelessness.
Assess the Library from the perspective of someone experiencing homelessness and evaluate
whether it is welcoming to all users. Provide resources to staff as needed to serve people
experiencing homelessness.
Partner with other organizations – Identify other agencies providing services and offer the Library
as a partner in their efforts to address homelessness in the community. Bring services from other
agencies into the Library. These might include consultation with lawyers, nurses, or shelter staff.
Raise awareness – Use the public trust and role of the Library to raise awareness and advocate for
people experiencing homelessness. Highlight the voices of those experiencing homelessness and
the agencies that serve them.

Homelessness is a much larger and cross-sectional issue than just what staff experience in the Library. To
begin addressing the community issue, the Library needs to engage with other organizations that serve
people experiencing homelessness and find ways to make the Library a welcoming environment. The
Library Director and Deputy Director should create a training plan for Library staff about the best practices
for serving people experiencing homelessness and resolving interpersonal conflicts between patrons. In
addition to this training, the Library should engage with the organizations in Lawton that provide services
to people experiencing homelessness. The Lawton Housing Authority serves as the lead agency for the
Southwest Oklahoma Continuum of Care to End Homelessness, and there are several organizations that
the City lists as partners that provide shelter for people experiencing homelessness. 94 Over time, this
investment in training and engagement with community partners is less expensive than hiring security or
dedicating law enforcement resources to the Library. The only requirement is the dedication of time and a
willingness to engage.

IFLA. Guidelines for Library Services to People Experiencing Homelessness, August 2017.
www.ifla.org/files/assets/lsn/publications/ifla-guidelines-for-library-services-to-people-experiencinghomelessness.pdf
94
City of Lawton. Housing and Community Development. www.lawtonok.gov/departments/housing-andcommunity-development/public-service-organizations
93
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Police
The Lawton Police Department is a full-service law enforcement agency serving the City of Lawton, which
has an estimated population of over 92,000, along with the Fort Sill Army base. The base covers 94,000
acres and has a population/complement estimated at 16,000 to 18,000. The stated mission of the Lawton
Police Department is “to deliver professional, effective services, fairly and ethically, in a respectful manner,
to all people, to prevent crime, and enhance the overall quality of life for our citizens and visitors; to
encourage and promote community involvement on all levels to achieve these goals.” 95
Budgeted staffing is 231 positions, distributed as follows:

Chief of Police
1.0 FTE

Public Information
Officer
1.0 FTE

Crime Stoppers
Investigator
1.0 FTE

Professional
Standards Captain
1.0 FTE

Administrative
Assistant
1.0 FTE

Deputy Chief
1.0 FTE

Assistant Chief
Uniform
Operations
1.0 FTE

Animal Welfare
Superintendent
1.0 FTE

Captain
6.0 FTE

Lieutenant Lake
1.0 FTE

Lieutenant Gang
1.0 FTE

Lieutenant Traffic
1.0 FTE

Lieutenant
12.0 FTE

Officer
2.0 FTE

Officer
3.0 FTE

Officer
6.0 FTE

Officer
95.5 FTE

Animal Welfare
11.0 FTE

Assistant Chief
Non-Uniform
Operations
1.0 FTE

Captain Criminal
Investigation
1.0 FTE

Captain Technical
Services
1.0 FTE

Criminal
Intelligence Analyst
1.0 FTE

Lieutenant Special
Operations
1.0 FTE

Detective
Lieutenant
2.0 FTE

Corrections
Manager
1.0 FTE

Records Manager
1.0 FTE

Intelligence/
Narcotics/Vice
Officer
7.0 FTE

Officer Detective
19.0 FTE

Correctional
Supervisor
3.0 FTE

Clerk/Administrative
Assistant
11.0 FTE

Training Officer
3.0 FTE

Administrative
Assistant
1.0 FTE

Correctional Officer
20.0 FTE

Building
Maintenance
1.0 FTE

Community
Oriented Policing
Officer
3.0 FTE

City Hall Officer
1.0 FTE

Court Officer
1.0 FTE

Shop Officer
1.0 FTE

Property Officer
1.0 FTE
Uniform Operations

Lieutenant
1.0 FTE

Desk Officer
1.0 FTE

Non-Uniform Operations

Figure 20: Department Organizational Structure, FY2021
The Department is structured with six primary functional areas; personnel are allocated among the
divisions as follows:
Headquarters: Consists of the command staff, Crime Analysis, Internal Affairs, and Public Information,
with a total of 17 employees.
Uniform Division: All uniformed personnel are assigned to the Uniform Division, which includes patrol,
gang management, traffic enforcement, and lake patrol, with a total of 150 sworn employees. The Uniform
Division also has three temporary part-time Police Officers who each work 20 hours per week. Five

City of Lawton. Police Department Mission & Values.
https://www.lawtonok.gov/departments/police/about-us/mission-values
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additional officers report to the Uniform Division: one Property Officer; one City Hall Officer; one Court
Officer; one Shop Officer; and one Desk Officer.
Criminal Investigation Division: Investigative personnel are assigned to the Criminal Investigations
Division; it includes investigations, the tactical team, and Special Operations, which handles narcotics and
vice enforcement, with a total of 23 employees.
Technical Services Division: The bulk of the Department’s non-sworn staff are assigned to the Jail and
the Records Unit, with a total of 36 employees.
Training Division: Also reporting to the Technical Services Division, the Training Division operates a
Police Academy providing basic and in-service training with a total of four employees.
Animal Welfare Division: Non-sworn personnel assigned to the Animal Welfare Division are responsible
for animal control and shelter operation. A total of 12 employees are assigned.
The Department lists a seventh division, the Emergency Management Division, which is responsible for
operating the City’s Emergency Operations Center and planning for disasters and large-scale emergencies.
However, no staff are permanently assigned to the division.
The Department also has a Medical Officer on staff. The position is filled by a physician who is paid, but
he donates his annual salary to the Fraternal Order of Police and the Citizens’ Police Academy Alumni
Association.
All sworn members except for the Chief of Police, the Deputy Chief, and Recruit Officers (those who have
not completed basic training) are represented by the International Union of Police Associations, AFL-CIO,
Local 24. Collective bargaining agreements are bargained annually.
Police Officers work 10-hour shifts on a four on/three off schedule, as follows:
•
•
•

Day Shift: 6:45 AM to 4:45 PM
Evening Shift: 4:00 PM to 2:00 AM
Night Shift: 9:30 PM to 7:30 AM

Non-patrol personnel work eight-hour shifts. Shifts are bid by seniority each quarter.

Core Services Matrix
The following table provides a high-level overview of core services offered by the Police Department. This
list is not meant to be all-inclusive; rather, it is intended to capture the activities and tasks that account for
significant staff time throughout the year.
Table 41: Department Core Services
Police Department
Function
Administration

Program Area
Department
Management

Activities
•
•
•
•
•

Prepare and monitor annual Department operating budget
Review and approve invoices
Monitor shift attendance and schedules
Approve timesheets and leave requests
Monitor crime data and calls for service
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Police Department
Function

Training

Program Area

Activities
•

Records and Public
Information

•

Academy and
Promotion

•
•
•
•

Instruction

•
•
•

Patrol and Emergency
Response
Operations
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•
•
•

Criminal
Investigations

•
•
•

Jail

•
•

Shelter Operations
Animal Welfare
Enforcement and
Licensing

•
•
•
•
•

Maintain records for use by Department staff, court staff, and
the public
Communicate updates and information to the public related to
Department operations and crime
Respond to requests for information
Train staff through new hire academy
Conduct promotion testing process
Organize and conduct monthly in-service training for all
members of the Department
Oversee special training for the Department
Provide training for outside organizations as needed
Respond to emergency calls for service for law enforcement and
other calls as needed
Conduct proactive patrols in beat areas
Perform specialized patrol and enforcement for traffic, lakes,
and gang units
Investigate crime scenes, interview witnesses and victims, and
follow up on leads
Coordinate with other agencies as needed
Perform specialized enforcement related to narcotics and vice
Process individuals who have been arrested and are awaiting
trial or bond
Monitor and supervise the people being detained
Process and provide medical treatment to animals brought to
the animal shelter
Conduct adoptions for shelter animals
Clean and maintain shelter conditions
Process licenses for dogs and cats within the City of Lawton
Track rabies vaccinations
Respond to calls for service regarding stray animals

The duties of the Chief of Police are rooted in Title 11 of the Oklahoma Statutes, which authorizes a city
board of trustees to “appoint a chief of police, who shall enforce municipal ordinances and have such
powers, duties, and functions as may be prescribed by law or ordinance. According to the City Charter, the
City Manager is responsible for hiring the Chief of Police. The Chief of Police may appoint Police Officers
as he or she deems necessary, subject to the approval and confirmation of the board of trustees.” 96 The
Chief of Police has seven direct reports: the Deputy Chef; two Assistant Chiefs; one Professional Standards
Captain; one Crime Stoppers Investigator; one Public Information Officer; and one Administrative
Assistant.
The Department’s command staff consists of one Deputy Chief, who is second-in-command to the Chief
of Police and is largely responsible for the administrative functions of the Department. There are two
Assistant Chiefs. The Assistant Chief for Uniform Operations is responsible for patrol, the Traffic Unit, the
Gang Unit, the Lake Unit, Animal Welfare, and five officers assigned to miscellaneous positions: one
Property Officer, one City Hall Officer, one Court Officer, one Shop Officer, and one Desk Officer. The
Assistant Chief has 11 direct reports: the seven Captains assigned to patrol teams; the Traffic Lieutenant;
the Gang Unit Lieutenant; the Lake Patrol Lieutenant; and the Animal Welfare Superintendent.
The second Assistant Chief is responsible for Non-Uniform Operations, including the Criminal
Investigation Division, which includes the Special Operations Division (narcotics and vice); Training;
Community Oriented Policing; and the Technical Services Section, which includes the Records Unit and

96

Oklahoma Statutes Title 11 §11-12-111.
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the Jail Division. Three direct reports include the Criminal Investigations Division Captain, the Technical
Services Division Captain, and the Training/Community Oriented Policing Lieutenant.
Patrol/Uniform Operations
Six Captains are assigned to patrol teams, along with 12 Lieutenants. Each team has two Lieutenants; on
each shift, one is assigned to the east side of the City, and one to the west. Approximately 102 Police
Officers/Sergeants are assigned to patrol teams. 97 Police Officers/Sergeants are deployed to 12 zones. In
addition, one to two “all zone” cars are assigned to each half of the city, and if staffing permits, a “traffic
car” is assigned to each side. Zones are believed to have been designed based primarily on population; they
have not been revised for at least several decades. Officers work 10-hour shifts on a four days on/three days
off rotation; shifts are 6:45 AM to 4:45 PM; 4:00 PM to 2:00 AM; and 9:30 PM to 7:30 AM.
Specialized uniform assignments include the following:
•
•

•

•

•
•
•

•
•
•
•
•

One Lieutenant supervises Community Oriented Policing and Training. Three officers are assigned
to the Training Unit, which staffs a Police Academy and provides basic and in-service training.
Three officers are assigned to Community Oriented Policing. They work with more than 30
community groups and coordinate several community outreach programs, including quarterly
“Coffee with a Cop” sessions; a 12-week Citizens Police Academy; a Summer Youth Police
Academy; Boy Scout and Girl Scout tours; reading sessions with youth; and several large
community events.
One Lieutenant and six Police Officers are assigned to the Traffic Unit. They work from 7:00 AM
to 3:00 PM, three on motorcycles and three in cars, focusing enforcement efforts on school zones,
traffic complaints, and hot spots, and responding to major accidents and reconstruction
investigations.
One Lieutenant and four Police Officers are assigned to the Gang Unit, primarily working from
5:00 PM to 2:00 AM. They work in uniform in a mix of marked and unmarked vehicles, focusing
on areas with gang activity. They also provide gang presentations to community groups and the
Fort Sill staff.
One Lieutenant and two Police Officers are assigned to the Lake Patrol, which is responsible for
patrol of Lake Ellsworth and Lake Lawtonka as well as boathouses, camping sites, and picnic areas
on City property.
There are two K9 Officers. One is assigned to the Special Operations Unit and works in uniform
doing narcotics investigations. The other is assigned to patrol. The K9 staff has been reduced
through attrition.
One officer is assigned to the Front Desk during day and evening shifts Monday through Friday,
responding to citizen inquiries, providing building security, and handling sex offender registration.
There is also a window where citizens interact with Records Unit personnel to obtain reports and
transact related business.
An officer is assigned to City Hall, providing security and reception services Monday through
Friday between 9:00 AM and 5:00 PM. The officer also provides security for evening City Council
meetings on overtime.
A Shop Officer is assigned to maintain the vehicle fleet Monday through Friday. The officer does
basic repairs and coordinates larger issues with the City Shop.
A Court Liaison Officer supports the Court Bailiff, takes custody of persons wanted on warrants,
and is a liaison with the judge.
One Officer is assigned as a Property Officer, managing evidence and property taken into the
custody of the Department.
A Bike Team is assigned as staffing permits.

This information is taken from the Department’s organization chart; more precise data was not supplied by
the Department.
97
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The Tactical Unit/SWAT Team is a part-time assignment. Members are mobilized from their fulltime assignments as needed. Twenty members are assigned; the team trains 14 to 15 times
annually.
The Field Force Team is a part-time assignment consisting of 60 members trained in crowd and
disorder control techniques. Members are mobilized as needed.
A Dive Team, Honor Guard, and Hostage Negotiation Team are part-time assignments whose
members are activated as needed.

Non-Uniform Operations
Non-uniform operations consist of Investigations, Technical Services, and Animal Welfare.
Investigations: Detectives must hold the designation of Sergeant or the rank of Captain or Lieutenant.
They receive a 10% salary stipend.
The Criminal Investigations Division’s staffing is one Captain, two Lieutenants, 20 Detectives, and one
Administrative Assistant assigned to Investigations. One Lieutenant and seven Detectives are assigned to
the Special Operations Unit. Detectives are assigned as either Crimes Against Persons or Crimes Against
Property investigators. Two of the Detectives are assigned full-time as Technical Investigators, processing
evidence and crime scenes. All work from 7:00 AM to 3:00 PM, Monday through Friday. Detectives are
on call after 3:00 PM and on weekends.
Pending receipt of data, caseloads are reportedly 20 to 30 cases per month. Caseload and clearance rates
are reportedly tracked individually and collectively; however, that data has not been provided by the
Department.
Technical Services: A Captain oversees the Technical Services Division, which consists of the Records
Unit and the Jail.
The Records Unit, which is responsible for processing offense and arrest reports, data entry, maintenance
records, and processing of open records requests and other requests, is staffed by one Records Manager
and nine Police Clerks. It is a 24-hour operation; two “Shift Clerks” are assigned to each shift – Day,
Evening, and Midnight – to process incoming reports. Three “Desk Clerks” work the Day Shift and are
assigned to specific “Desks” – the Arrest Desk, the Offense Desk, and the Traffic and Archive Desk –
handling tasks associated with those functions.
The Jail is responsible for the processing of all defendants arrested by the Department and the detention of
prisoners being held on City charges (prisoners detained for State charges are transferred to the Comanche
County Detention Center). The Jail staff consists of one Corrections Manager, three Jail Shift Supervisors,
and 11 Correction Officers, which is increasing to 20 Correction Officers to staff the expanded jail in the
new Police facility. Shifts are 7:00 AM to 3:00 PM, 3:00 PM to 11:00 PM, and 11:00 PM to 7:00 AM.
Animal Welfare: Lawton Animal Welfare provides animal control services for the City of Lawton and
operates its animal shelter. Animal Welfare captures animals at large, enforces animal-related ordinances,
and provides humane care for animals at its shelter. Animal Welfare is staffed by non-sworn personnel:
one Animal Welfare Superintendent; one Field Supervisor; four Animal Welfare Officers; two Animal
Care Technicians; two Administrative Assistants; one Veterinary Assistant; and one Kennel Supervisor. In
2019, the shelter took in 5,495 animals.
Civilian Staff
Non-sworn staff are assigned as follows:
•

One Statistician Clerk prepares monthly statistics and handles budget and accounting.
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One Crime Analyst is funded by a Department of Homeland Security grant and is essentially a
Homeland Security employee on loan to the Department.
One Building Maintenance worker maintains the Headquarters building.
One Custodian/Cleaner performs custodial duties; the employee’s salary is funded by the
Engineering Department but is supervised by the Police Department.
Administrative Assistants are assigned as follows: one to the Criminal Investigations Division, one
to the Chief’s Office, and two to the Animal Welfare Division.
Two Evidence and Property Technicians are responsible for the custody of property and evidence.

Staffing
Police Department staffing has decreased by about 3% over the last five fiscal years. This is due to cuts
made in the FY2021 budget. In FY2020, two officers were transferred to Criminal Investigations, and 11
positions were added to support the expanded jail in the new Public Safety Facility – nine Corrections
Officers, one Corrections Manager, and an Administrative Assistant. Animal Welfare added a Kennel
Supervisor position and Veterinary Assistant position in FY2018, and an Administrative Assistant went
from full-time to part-time and back. In FY2021, 16 Officer positions from the Uniform Division and an
Administrative Assistant position in the Technical Services Division were eliminated. The following table
shows the changes in staffing by division over the last five fiscal years.
Table 42: Police Department Staffing, FY2017 through FY2021
Staffing by
Function
Animal Welfare –
Full-Time
Animal Welfare –
Part-Time
Criminal
Investigations –
Full-Time
Headquarters –
Full-Time
Technical
Services – FullTime
Training – FullTime
Uniform – FullTime
Uniform – PartTime
Total

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

10

12

11

12

12

20%

0

0

1

0

0

0%

21

21

21

23

23

10%

17

17

17

17

17

0%

28

28

28

39

38

36%

4

4

4

4

4

0%

153

153

153

150

134

-12%

5

5

5

3

3

-40%

238

240

239

248

231

-3%

Budget
Police Department expenditures have increased steadily over the last five fiscal years. Overall, the budget
has increased by 13%, primarily driven by increases in personnel costs. Supplies and capital expenditures
have decreased during the same period. The following table shows the change in budget by expense
category from FY2017 to the FY2021 adopted budget.
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Table 43: Police Department Expenses – All Funds, FY2017 through FY2021
FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

$15,908,150

$16,724,198

$17,058,388

$18,136,051

$18,242,769

15%

Supplies

$690,220

$576,902

$558,163

$617,685

$617,685

-11%

Other Services
and Charges

$581,410

$562,811

$576,204

$694,477

$633,581

9%

Capital Outlays

$337,192

$142,714

$552,174

$443,082

$335,606

0%

$17,516,972

$18,006,625

$18,744,929

$19,891,295

$19,829,641

13%

Expense Category
Personnel
Services

Total

Percentage Change
FY2017 to FY2021

Facilities and Equipment
The Department currently operates from a standalone building located at 10 Southwest 4th Street. In 2017,
the City broke ground on a new building on West Gore Boulevard between Railroad Street and Lawrence
Avenue that will house the Police Department, Fire Department, Municipal Court, and Jail. Construction
is nearing completion, and the building is expected to be ready for occupancy in 2020. In addition, the
Training Unit maintains an office at the Great Plains Technology Center at 4500 SW Lee Boulevard.
Staff reported that considerable progress has been made on improving the status of the Department’s
vehicle fleet with the procurement of 33 vehicles during the past year and a switch to the leasing of vehicles.
However, both the patrol and Detective fleets reportedly include vehicles that are 15 to 20 years old. In
December 2019, the City authorized take-home vehicles for officers living within 25 miles of the new Police
headquarters facility.
The Department operates approximately 200 vehicles; however, a complete fleet inventory has not been
provided for analysis.

Crime Statistics
Crime statistics for 2019 have not yet been published by the Federal Bureau of Investigation, which
maintains the National Incident Based Reporting System (NIBRS) to record crime data from municipalities
nationwide. A review of crime statistics for the most recent available five-year period indicates that overall
violent crime decreased by 5.94% between 2014 and 2018, and property crime decreased by almost 26%.
Table 44: Violent and Property Crime, 2014 through 2018 98
Crime Type

2014

2015

2016

2017

2018

Percentage Change
2014-2018

Murder and Nonnegligent Manslaughter

11

9

4

8

7

-36.36%

Rape

75

55

69

83

90

2.000%

Robbery

194

208

110

131

122

-37.11%

Aggravated Assault

613

670

598

609

621

1.31%

Violent Crime

893

942

781

831

840

-5.94%

Federal Bureau of Investigation, Crime in the United States, 2014 through 2018 editions,
https://ucr.fbi.gov/crime-in-the-u.s All arson cases took place in conjunction with one or more other crimes
and are not counted toward the crime totals.
98
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Percentage Change
2014-2018

Crime Type

2014

2015

2016

2017

2018

Burglary

1,371

1,218

1,151

1,207

1,023

-25.38%

Larceny-Theft

2,926

2,964

2,318

2,097

2,011

-31.27%

211

238

222

314

304

44.08%

47

46

13

5

21

-55.32%

4,508

4,420

3,691

3,618

3,338

-25.95%

Motor Vehicle Theft
Arson
Property Crime

However, there have been increases in Motor Vehicle Theft, Rape, and Aggravated Assault. Most notable
is a significant increase in homicides; although 2019 crime statistics have not been published, local news
media reported that Lawton recorded 19 homicides in 2019, 99 the highest number ever recorded by the
City, an increase of 171% over 2018.
The Department provided limited records pertaining to officer activities for a timespan of approximately
five months, from September 2019 to January 2020. These records included workload indicators such as
calls for service, arrests, warnings, and citations performed by each patrol team, as illustrated below.
Table 45: Officer Activities by Team and Type, September 2019 to January 2020
Team

Calls

Arrests

Incidents

Warnings

Citations

Team
Total

Collisions

Adam

8,892

358

596

105

1,523

51

11,525

Bravo

7,336

375

580

107

1,056

36

9,490

Charlie

9,302

218

610

83

921

155

11,289

Delta

9,155

168

651

116

922

168

11,180

Echo

9,848

223

816

87

1,291

140

12,405

Frank

9,225

176

771

165

997

136

11,470

318

38

48

10

157

0

571

3,197

68

73

333

2,170

84

5,925

57,273

1,624

4,145

1,006

9,037

770

73,855

Gang Unit
Traffic Unit
Total

Due to the limited nature of the activity data provided, an analysis of trends cannot be performed.

Analysis and Recommendations
The scope of this analysis is limited by the availability of data regarding the Department’s operations and
scope of services. Consequently, the analysis in this report is based primarily on interviews with selected
staff members, open-source information, and information regarding the Department’s reactive call for
service workload. Despite those constraints, it is possible to make certain recommendations that will
enhance the Department’s operational efficiency.
Every municipality has distinct policing needs and challenges. They result from a wide variety of factors:
the geographical size of the community; its population; its socioeconomic makeup; its density and traffic
volume; its crime rate; the nature of its housing stock; the presence of academic, religious, medical, or
99
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cultural institutions; its mix of industrial, commercial, and residential properties; whether it is substantially
“built out” or is subject to future development; whether its demographics reflect a young, working
population or an aging one with differing needs for service. These factors are evaluated in the light of the
community’s expectations regarding service levels, style of policing, and funding levels. It is important to
note that this is not simply a one-time analysis; it must be a fluid process. To serve its community well, a
Police Department must function as a living thing, adapting and changing to meet shifting demands,
standards, and expectations. Never has this been more obvious – and important – than at this
unprecedented moment in American history as the fundamental principles of policing are being questioned
and tested.
Within that context, several needs stand out in the City of Lawton. While crime statistics reflect an overall
decrease during the past five years, the City has sufficient crime – and a considerable spike in violence,
with a record number of homicides in 2019 – to warrant focused attention on crime reduction. Although it
has a robust community outreach program, current conditions will require additional and sustained effort
in that area. The City has significant gang activity. Its proximity to a large military base impacts Lawton
in several ways. Because military personnel are routinely reassigned, a large portion of the community
arrives and leaves every two years or so. Because Fort Sill is a training site, it draws large numbers of
military recruits, young people who are assigned for brief periods and who sometimes retain connections
with gang activity from their home cities.
Like many police agencies, the Department is experiencing recruitment and retention challenges. It has
consistently encountered difficulty in reaching its full staffing level. Although staff attribute this largely to
salary and working conditions that they feel compare unfavorably with other jurisdictions, recruitment and
retention problems have become commonplace throughout the country as a result of current attitudes
toward policing and are likely to remain so for the foreseeable future.
The Department is in the process of recovering from a major malware incident and is just beginning to
make progress in the implementation of technology enhancements. However, it is severely lagging in this
critical area. All reports are paper-based, mobile digital terminals are just now being installed in patrol
vehicles, and there have been extensive backlogs in the processing of reports. Full implementation of a new
records management system is at least a year away.
The recommendations that follow are intended to provide a path toward enhancing the operational
efficiency of the Department by addressing these and other identified issues.

Patrol Staffing
Determining the appropriate staffing level for a municipality is a complex task. Staffing levels should be
based on calls for service and community expectations for enforcement and service, which may be impacted
by numerous demographic, cultural, geographical, and financial factors. Municipal leaders face the
challenge of ensuring that their public safety agencies are staffed, equipped, and trained to respond to any
contingency while funding them within the locality’s ability to pay and in a way that ensures the future
affordability of government services.
The core responsibility of a Police Department is the work done by its patrol staff: basic patrol and response
to emergency calls for service, traffic enforcement, preliminary investigation, and suppression of crime.
Every community handles these core functions in a slightly different way; there are a wide variety of shift
schedules, minimum staffing goals, and deployment schemes.
The overall goal in analyzing patrol staffing is to identify staffing levels and deployment practices that
provide adequate coverage for the response to calls for service while also enabling officers to engage in the
level of proactive policing and community outreach desired by the community – that is, to be proactive as
well as reactive. Proactive policing affords an agency the opportunity to strategically deploy personnel to
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focus on identified trends and high crime areas, thereby preventing and reducing crime, and to have
sufficient time to engage the community in a positive way in order to build the sort of positive, ongoing
relationships that are essential to effective policing. Whether it is referred to as Community Policing,
Problem Solving Policing, Data-Driven Policing, or by some other term, the goal is largely the same:
provide sufficient time for Police officers to identify problem areas or conditions; develop and implement
strategies to address those conditions; establish relationships with members of the community to partner in
developing long-term solutions to issues; gather intelligence; and show police presence through interaction
with residents and businesses as well as team-led enforcement initiatives. It includes targeted patrols,
narcotics enforcement, traffic enforcement, and community outreach. It is important to note that optimal
staffing levels are not designed solely to meet call volume or enforcement needs; providing officers with
adequate opportunity to engage with the community they serve must be an equally important
consideration.
It is also important to note that additional factors must be considered in determining the appropriate level
of staffing for a Police Department that do not lend themselves to such data-driven analysis; they are based
on a community’s unique needs and tolerances and are ultimately dependent on policy decisions. An initial
example is the determination of the community’s desired level of service. Although the International
Association of Chiefs of Police (IACP) guidelines call for a target of 33% proactive time, many
communities choose to staff to a higher level to allow for greater community interaction, quicker response
time, or additional patrol capacity, such as business district foot patrol.
Geography is a second major consideration. Although a certain number of officers may be sufficient to
meet the average calls for service workload, additional officers may be required to provide adequate
coverage, visibility, backup, and availability for emergency response. Policy determinations regarding
staffing should account for sufficient staffing to ensure that adequate and timely backup is available, given
the size of the community and the presence of any geographical barriers.
Recommendation 57: Adopt a proactive policing standard.
While a community’s proactive policing level of service standard is a policy decision, the IACP
recommends allocating at least 33% of an officer’s time to proactive policing; the remaining two-thirds is
divided equally between response to calls for service and administrative duties. Put differently, in theory,
an officer should spend 20 minutes of each hour on calls for service, 20 minutes on the resulting
administrative tasks (preparation of reports, etc.), and 20 minutes on proactive policing. However, while
the IACP sets a guideline target of 33% proactive, some communities may wish to establish a higher
proactive service level. The Chief of Police should work with City Administration and the City Council to
identify the appropriate proactive policing level for the Lawton community.
Recommendation 58: Implement data collection processes to facilitate the assessment of patrol
workload and staffing needs.
Determination of the staffing level needed to meet the proactive policing threshold established for the
Department – the Department’s optimal staffing level – requires analysis of the Department’s workload
and current staffing. Unfortunately, limitations in the data available to The Novak Consulting Group have
restricted the scope of this analysis.
The project team evaluated the Department’s current patrol workload by analyzing data from 2019
regarding Directed Calls for Service. A review of the information revealed opportunities to refine the City’s
data collection practices to enhance the accuracy of call data.
To effectively evaluate workload, a Department should track the time dispatched and the time closed for
each incident and each assigned unit; comparing these times allows the Department to calculate the total
time each unit spends responding to each call. While the Unit data provided by the City does track both
dispatch and closed time, the records are incomplete. Of the 206,551 incidents-by-unit recorded in the data,
95,914, or 47%, do not indicate the time the unit was dispatched, and 72,587, or 35%, do not indicate when
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the incident was closed. Additionally, approximately 28,000 of the records were for units that are not part
of Lawton’s first line patrol staff, such as Detectives or Lieutenants. This means that less than one-quarter
of the records provided were useful for the workload analysis, as illustrated in the following table.
Table 46: Usable Records from 2019 Incident by Unit Data
Call Records

Number of Records

Total Initially Supplied

205,561

Exclude Records for Non-Lawton Patrol Units or Unidentifiable Units
Exclude Records without Recorded Dispatch and/or Closed Times
Total Valid Call Records

-27,642
-136,855
41,064

The City also provided data from the City’s 911 dispatch service. This dispatch data is more complete, with
virtually every incident being assigned dispatch and closing times. However, the data only records one
dispatch and one closing time per incident, no matter how many units responded. Different units may have
been dispatched to the scene at different times, so their overall amount of time spent on the call may be
different. This lack of specificity means that the data cannot be accurately used to track overall workload.
Additionally, the dispatch and closing times are not assigned unique dates, which makes it difficult to
identify the total time spent on cases when the incident extended into the following day. For example, if a
case was opened at 1:00 PM and closed at 2:00 PM, it is not clear whether that refers to 2:00 PM on the
same day or a subsequent day. In other words, the case in this example could have a duration of one hour
or 25 hours, and it would be recorded in the same way. While that illustration represents an extreme case,
it is not unusual in policing for a call initiated on one day to extend into the next day. On occasion, a call
such as a major homicide or other unusual incident may extend for twenty-five hours or more. Such outliers
can alter long-term averages. Consequently, such a level of detail is essential to accurate analysis.
Finally, because the Dispatch data is from the City’s 911 system, which also serves police departments in
surrounding communities, nearly half of the data provided was not relevant to the Lawton patrol workload
analysis, as illustrated in the following table.
Table 47: Usable Records from 2019 Dispatch Data
Call Records

Number of Records

Total Initially Supplied

193,508

Exclude Records for Non-Lawton Patrol Units or Unidentifiable Units
Exclude Records without Recorded Dispatch and/or Closed Times
Total Valid Call Records

-90,016
-9
103,483

For these reasons, neither source of data is sufficient to accurately record a complete picture of the Lawton
Police Department’s workload. To develop a general estimate of workload in order to evaluate patrol
staffing needs, the project team combined both sources of data. The unit data was used as the basis for
evaluation, with dispatch and closed times by unit used when available. When not available, dispatch and
closed times were used from the City’s less-accurate dispatch system, which records only one dispatch and
closed time per incident.
This approach allowed the project team to estimate a total response time by unit for each incident and to
develop a general picture of the City’s workload. However, it is important to note that the value of the
analysis is limited due to the lack of availability of accurate, comprehensive data.
Workload data is an essential component of the evaluation of patrol staffing, a process that should be done
on an ongoing basis so that Police Department staffing levels and deployment practices are adjusted to
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keep pace with changing service demands. The Department, in coordination with the Emergency
Communications Department, should revise its data collection processes to ensure that relevant data is
tracked, including (but not limited to) the following:
•
•
•
•
•

Time of dispatch by call for each unit
Time of arrival on scene for each unit in order to measure travel time to calls vs. time spent actively
processing the call, which can inform deployment and post boundary decisions
Nature of call, to facilitate classification as proactive, reactive, or administrative
Time of completion/closure of call, as well as nature of closure (report, arrest, citation, condition
corrected, etc.)
Any interim status associated with the call that takes unit(s) out of service, such as prisoner
transport, standby at hospital, or administrative duties, which can identify such issues as
inefficiencies in administrative processes that can be addressed to increase officers’ in-service time

The analysis also determined that the Department was not tracking leave hours or other time officers were
not available for patrol, such as training. As will be discussed further, authorized absences involve a
significant amount of time away from patrol – on average, as much as thirty days annually per officer.
Because those numbers can vary – for instance, officers’ leave utilization increases with seniority – it is
beneficial to analysis of staffing and deployment to track them precisely.
Recommendation 59: Adjust minimum staffing levels to meet the adopted proactive policing standard.
In the analysis of available data, after determining the estimated time spent on calls for service, the next
step was to categorize each incident by type. The Dispatch data provided by the City assigned a descriptor
to each incident, such as “Shots Heard,” “Burglary Alarm,” or “Physical Disturbance.” The project team
used these descriptors as a basis for classifying each incident as Administrative, Proactive, or Reactive.
These proposed classifications were then reviewed and updated by the Department.
The following table indicates the total number of incidents logged in each category for 2019.
Table 48: Incidents by Event Type, 2019
Event Type
Administrative
Proactive
Reactive
Total

Number of
Incidents
9,152
52,597
59,120
120,869 100

The time patrol units spent on reactive incidents in 2019 can help to illustrate the City’s overall patrol
staffing needs, subject to the data quality limitations. By evaluating the amount of time Patrol Officers and
Sergeants spent on Reactive calls for each hour of the day and day of the week, on average, in 2019, the
project team can evaluate the community’s overall demand for emergency response. On average, in 2019,
City of Lawton patrol units spent between 100 and 500 minutes on reactive calls per hour, as illustrated in
the following figure.

This number represents the total number of individual incidents. One incident is associated with multiple
records, in some cases, because more than one unit responded.

100
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Average Reactive Patrol Work Time by Hour, 2019
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Figure 21: City of Lawton Patrol Average Workload per Hour, 2019
The workload pattern is similar on both weekends, defined as Friday through Sunday, and weekdays,
although workload between the hours of 12:00 AM and 4:00 AM is generally slightly higher on weekends.
In both weekdays and weekends, the workload is lowest at approximately 5:00 AM and then slowly
increases to peak at approximately 4:00 PM.
After identifying the average reactive workload for each hour of the day, it is possible to analyze how many
Officers and Sergeants should be on staff at any given time to meet the 33% threshold. As previously
discussed, it is best practice for officers to spend 33% of their time on reactive calls, 33% on proactive
efforts, and 33% on administrative work. In other words, if patrol officers in a hypothetical Police
Department spend an average of 40 minutes per hour responding to reactive requests for service, it is
appropriate for the department to have two officers on duty each hour so that each officer can devote onethird of the hour (20 minutes) to reactive response and the other two-thirds of their time to proactive and
administrative work.
The following table summarizes the total number of patrol staff (Police Officers and Sergeants) required to
meet the 33% threshold for each hour of the day and day of the week, per 2019 data.
Table 49: Officers Required to Meet the 33% Threshold, 2019
12AM-1AM
1AM-2AM
2AM-3AM
3AM-4AM
4AM-5AM
5AM-6AM
6AM-7AM
7AM-8AM
8AM-9AM
9AM-10AM
10AM-11AM
11AM-12PM
12PM-1PM
1PM-2PM
2PM-3PM

Mon
12.7
11.3
9.3
5.8
5.6
4.9
4.1
14.6
19.8
21.7
21.0
20.6
24.4
21.0
21.0

Tues
15.8
11.2
10.5
8.6
8.7
6.2
5.6
12.3
18.0
19.6
20.4
21.0
18.5
20.0
27.2

Wed
12.3
11.8
9.2
6.9
7.6
4.3
5.8
14.3
16.9
18.3
20.6
22.6
21.4
23.9
22.8

Thurs
15.3
12.9
12.5
6.4
5.6
5.7
8.3
13.3
18.7
20.5
20.5
23.0
20.8
23.3
19.6

Fri
15.8
11.4
9.6
8.3
6.8
5.0
6.4
15.3
14.0
18.0
21.1
19.6
25.4
20.3
21.8
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Sat
20.8
17.8
18.6
10.3
7.6
6.7
6.2
10.6
14.3
13.7
16.7
21.1
21.3
22.0
19.8

Sun
18.9
22.0
22.7
14.9
8.3
7.0
6.4
8.7
12.7
12.6
15.4
15.4
15.6
18.6
19.9
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3PM-4PM
4PM-5PM
5PM-6PM
6PM-7PM
7PM-8PM
8PM-9PM
9PM-10PM
10PM-11PM
11PM-12AM

Mon
24.0
23.5
23.2
23.5
23.8
17.4
17.5
17.8
18.9

Tues
28.7
28.7
26.5
20.7
22.3
16.6
16.2
20.3
15.9

Wed
21.8
24.8
24.0
25.1
16.6
20.1
18.0
20.3
18.3

Thurs
24.8
25.8
24.7
18.9
17.7
17.0
16.0
20.8
16.7

Fri
21.2
26.5
27.9
20.8
20.3
17.8
14.3
25.0
20.6

Sat
21.4
21.2
18.2
18.7
17.5
17.9
15.9
22.7
21.5

Sun
17.7
19.9
18.4
17.9
16.6
18.6
15.6
16.1
19.5

The number of officers required to meet that 33% threshold can vary significantly based on the hour of the
day and day of the week. For example, the average number of officers required to meet the 33% goal at
5:00 AM on Wednesdays is nearly half what it is at 4:00 AM. The ultimate goal of this analysis is to
determine the appropriate staffing and shift configuration to allow adequate response during periods of
heavy workload while avoiding overstaffing during slower periods.
Staffing Requirements Under the Current 10 Hour Schedule
The City of Lawton patrol team consists of 94 Officers and Sergeants who currently work 10-hour shifts
on a four day on/three day off schedule, as previously discussed. An analysis of the current shift schedule
shows that a total of 39 officers would be required to be scheduled per shift per day to meet the 33% reactive
threshold, as illustrated in the following table. The table also shows the minimum number of officers that
would be scheduled on each shift per week to meet this daily staffing requirement.
Table 50: Daily Officers Required to Meet Proactive Policing Threshold, Current Schedule
Shift
Day Shift
Evening Shift
Night Shift
Total

Officers
Scheduled
per Shift
18

Total Shift Staffing
- Minimum
32

16

28

5

9

39

69

The analysis indicates that based on currently available data, the City should assign 69 patrol staff to shifts
each week to meet the 33% staffing threshold. This staffing model would pair closely with the existing
reactive workload, as illustrated in the figure below. The spikes in the number of officers on shift indicate
periods of overlap, which allow officers to share important information with the next shift.
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Efficiency of Current 10-Hour Schedule
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Figure 22: Efficiency of 10-Hour Shift Schedule
The next step is to consider how many positions the City would have to fill to assign 69 patrol staff to shifts
each week, considering officer absence due to leave, training, or other factors. To understand the number
of personnel required to consistently meet minimum staffing, it is necessary to calculate the staffing factor.
A staffing factor is the number of FTEs that must be hired to staff shifts on a 365-day per year basis. It is
best practice to develop a staffing factor based on actual leave data for officers. However, the Lawton Police
Department does not track that information. Instead, the project team analyzed the Lawton Police Roster
to determine how much leave each Patrol Officer and Sergeant is eligible to accrue in FY2021, based on
their seniority and the leave accrual schedule detailed in the Department’s FY2021 Collective Bargaining
Agreement. 101 Officers and Sergeants will accrue, on average, 205 hours of leave in FY2021 based on this
analysis. Additionally, the Agreement guarantees each officer a minimum of eight hours of in-service
training per month. 102 For the purposes of calculating a staffing factor, it is assumed that each Officer and
Sergeant takes 205 hours of leave per year and devotes eight hours of in-service time to training per month
(96 hours per year).
This means that although each officer is assigned to work 40 hours per week, or 2,086 hours per year, they
will spend approximately 300 of those hours in training or on leave, and the Department must have
additional staff available to fill in for those absences. Stated differently, each shift must be filled by an officer
on 365 days; however, accounting for authorized leave and training, the average officer is available for
duty on only 208 days. To staff one officer’s shift year-round under the current schedule, the City must
employ 1.17 positions, as illustrated in the following table.
Table 51: Staffing Factor Calculation, Current Schedule
Total Hours Assigned Annually
Leave Hours
Training Hours

Hours
2,086
-205
-96

Collective Bargaining Agreement Between the City of Lawton and International Union of Police
Associations, AFL-CIO, Local 24, Fiscal Year 2020-2021. p. 25.
102
Collective Bargaining Agreement Between the City of Lawton and International Union of Police
Associations, AFL-CIO, Local 24, Fiscal Year 2020-2021. p. 13.
101
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Net Hours Worked Annually
Staffing Factor

Hours
1,785
1.17

This means that in order to have 69 Officers and Sergeants available for shifts, the City must have 82
individuals on staff, as illustrated in the following table.
Table 52: Sergeant and Officers Required to Meet Proactive Threshold Under Current
Schedule
Shift
Day Shift
Evening Shift
Night Shift
Total

Total Shifts Assigned
per Week
32

Number of Positions
Needed to Staff All Shifts
38

28

33

9

11

69

82

The City has 94 Officers and Sergeants assigned to patrol, as previously discussed. In comparison, the
analysis of workload data indicates that the City needs approximately 82 patrol staff. This would seem to
suggest that the City does not require any additional patrol staffing to meet the 33% threshold. However,
there are several important caveats to this conclusion. The quality of the workload data is compromised,
as previously discussed, which means that the actual workload associated with each reactive case may not
be adequately captured. Additionally, the Staffing Factor is based on an analysis of leave and training
accrued, rather than leave and training taken, and it may be that actual time spent training or on leave is
significantly higher, which would impact the number of individuals required to be hired. The available data
indicates that the current staffing level appears to be sufficient to meet the documented workload. However,
this does not mean that it is optimal. The data is of inadequate quality to justify any recommendation to
change staffing – either an increase or a decrease. It is critical that the Department refine its data, as
suggested elsewhere in this chapter, to support a complete analysis.
Other Shift Schedules
The project team also analyzed two alternate shift schedules to evaluate whether the current 10-hour shift
schedule is the most efficient and effective option for the City. The first scenario evaluated was three eighthour shifts, with a Day Shift from 7:00 AM to 3:00 PM, an Evening Shift from 3:00 PM to 11:00 PM, and
a Night Shift from 11:00 PM to 7:00 AM. Officers would work on a five day on, two day off schedule,
meaning that they would continue to work 40 hours per week as they do under the current shift schedule.
However, this configuration would result in a greater need for officers; the City would be required to
employ 88 patrol positions overall to meet the proactive threshold, rather than 82 under the current
schedule. Additionally, the schedule would not allow for any overlap between shifts, eliminating the
opportunity for shifts to share information and impacting coverage during the time officers spend returning
to and leaving from the police station during transition periods.
The second schedule evaluated by the project team is a 12-hour shift schedule commonly referred to as a
“Pitman” schedule, in which officers would work two days on, two off, three on, two off, two on, three
off, for a total of seven 12-hour shifts in a two-week period. Officers would work a Day Shift between 7:00
AM and 7:00 PM and a Night Shift between 7:00 PM and 7:00 AM. Again, this configuration would result
in a greater need for officers than under the current 10-hour schedule – a total of 85 positions versus 82.
Like the 8-hour schedule, it also would not allow for periods of overlap. Additionally, it would require
officers to work an average of 2,190 hours per year, rather than the 2,086 to which they are currently
assigned. Generally, police agencies account for these additional hours that would exceed the normal 40hour workweek by incorporating shortened tours of eight hours into the schedule periodically, or by
providing officers with days off generally referred to as “Kelly Time.”
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It should be noted that the collective bargaining agreement does not appear to restrict the Department’s
right to implement a different schedule of its choice. However, if, in the future, analysis of patrol workload
indicates that a change is warranted, the City should consult with labor counsel to ensure that there are no
impediments to such a change based on past practice or other precedents. In addition, the duty schedule is
often an area of great concern to employees, and sudden unilateral changes can be disruptive to their
personal lives. It is advisable that before any such change, input is sought from the bargaining unit and the
employees in the process.
The following table compares the staffing needs for each of the three scenarios.
Table 53: Positions Required to Meet 33% Threshold
10-Hour Shift
Schedule
38

8-Hour Shift
Schedule
32

12-Hour Shift
Schedule
52

Evening Shift

33

36

Not Applicable

Night Shift

11

20

33

Total Staff Required

82

88

85

Shift
Day Shift

The results of the analysis suggest that the Department’s patrol function has appropriate staffing levels and
uses the most effective shift schedule. However, the quality of the current data limits the conclusions that
can be drawn from this analysis. The Department should not make any changes to its patrol schedule or
staffing in the short-term. Instead, it should undertake an accelerated effort to enhance the scope and quality
of data collected on patrol workload indicators in order to make informed decisions about appropriate
staffing levels in the future. Specifically, the Department should do the following:
•
•
•
•
•
•
•

Accurately track and record dispatch and closed times per unit for each individual incident.
Track leave and training hours per individual to determine average annual leave and training hours
per position.
Track the time of dispatch by call for each unit.
Record time of arrival on scene for each unit to measure travel time to calls vs. time spent actively
processing the call, which can inform deployment and post boundary decisions.
Document the nature of each call, including classification as proactive, reactive, or administrative.
Document time of completion/closure of call, as well as the nature of closure (report, arrest,
citation, condition corrected, etc.).
Record any interim status associated with the call that takes unit(s) out of service, such as prisoner
transport, standby at hospital, or administrative duties, which can identify such issues as
inefficiencies in administrative processes that can be addressed to increase officers’ in-service time.

After accumulating one year of valid data, the City should conduct a staffing analysis to determine if data
indicates that the Department is appropriately staffed to meet the 33% threshold and whether personnel
are allocated as effectively as possible, as well as whether the existing schedule is the most effective
configuration to meet the Department’s needs. The Department should then add or reallocate resources as
needed to meet the proactive policing threshold based on this analysis.

Investigative Staffing
Analysis of investigative staffing differs significantly from patrol staffing. An appropriate staffing level for
patrol personnel can largely be determined based on the workload generated by calls for service viewed
against recognized national standards. Staffing levels for investigative units do not lend themselves to the
same sort of analysis. Caseload and clearance rates are frequently used as valid metrics, although they
cannot be used as raw numbers without further scrutiny. The workload of a Detective specializing in the
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investigation of violent crimes may show a relatively small number of cases, but each is a labor-intensive
major investigation. Conversely, some property crimes with no significant leads may be routinely closed
based on a quick telephone call to the victim, so a higher caseload may not reflect a significantly higher
workload. However, other factors impact even that analogy. For example, property crime investigations
have become more numerous and complex with the advent of identity theft and cybercrime. In addition,
the increasing availability of surveillance video and digital evidence from computers and cell phones has
increased both the solvability and the scope of investigations. Computer forensic examination – tracking
information on cell phones, laptops, and social media – has become almost a routine part of the
investigative process. When members of an investigative unit are primarily generalists, assessment of
staffing levels is complicated by the fact that investigators’ caseloads may be a mix of complex, laborintensive cases such as homicides and straightforward property cases.
Additionally, although patrol response to calls for service can become temporarily backlogged when
resources must be diverted to a critical incident, investigative units have a standing workload of pending
cases. It is not unusual for those investigations to become significantly delayed when attention must be
focused on newly assigned major cases. For example, when a homicide occurs, routine cases are frequently
set aside as all hands focus on the homicide investigation. Management of investigations requires not just
the management of the constant influx of short-term work that patrol experiences in ensuring timely
response to calls; it requires management of incoming cases, pending cases, and cold cases.
The standard of customer service set by the agency and expected by the community also impacts the
workload by raising or lowering the criteria for accepting cases for investigation and determining when
they are to be closed. The assignment of cases to Detectives is essentially a triage process that evaluates
several factors: the level of the crime, the presence of a willing complainant, the availability of evidence or
witnesses, the extent to which the suspect is or can be identified, and the availability of investigative
resources. The public profile of a case also affects the level of investigation it demands. Cases may draw
increased attention from the media or the public or raise particular interest or concern in the community.
A segment of cases is not amenable to successful investigation and should be closed; there is a segment that
clearly merits further investigation; there is a cutoff point between cases that are investigated and those that
might be solvable if additional resources were available, but must be closed based on a cost-benefit analysis.
The Criminal Investigation Division, commanded by a Captain, has two components: Special Operations
and Investigations. Special Operations handles vice and narcotics; authorized staffing is one Lieutenant
and eight Detectives. Seven of the Detectives work in plainclothes, and one is a K9 Officer who works in
uniform. Investigations is staffed by two Lieutenants and 20 Detectives who investigate felony-level crimes
and misdemeanors involving domestic violence. They are separated into two teams; one handles Crimes
Against Persons, and the other handles Crimes Against Property. Caseloads among Detectives are
reportedly similar, with each Detective assigned approximately 20 to 30 cases monthly. Other
misdemeanor crimes are investigated by responding Police Officers.
As noted previously, there are no clearly established guidelines for investigative caseload. However, there
are ranges that are often cited as optimal workloads for Detectives, ranging from five open cases for
homicide investigators, five to 10 cases for violent crimes investigators, and 12 to 20 cases for property
crimes investigators. Some guidance can be found in a 2018 response prepared by the New York City Police
Department as a result of an audit of its Special Victims Division. It cited an annual caseload of 93 cases
for its Special Victims Division and 150 to 175 cases annually for general investigators assigned to Precinct
Detective Squads and discussed theories on investigative caseload. 103

New York City Police Department. NYPD Response to Office of Inspector General Report on Special
Victims Division, June 2018. www1.nyc.gov/assets/nypd/downloads/pdf/public_information/oig-report-onsvd-response.pdf
103
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Although staff indicated that several indicators related to investigative workloads are tracked, detailed
information regarding investigations in Lawton was not readily available. Based on the general guidelines
described above and anecdotal information, it is likely that investigative staffing is low. However,
insufficient information has been provided to make a clear determination in that regard or to support a
recommendation for increased staffing.
Recommendation 60: Collect and analyze data regarding Criminal Investigation Division workload
indicators.
Properly interpreted, data regarding basic indicators such as investigative caseload and clearance rates is
invaluable. It provides police and municipal administrators an empirical basis for evaluating performance,
making staffing and deployment decisions, and submitting budget, grant, and other funding requests that
are supported by facts. It enables elected officials and other decision-makers to make informed choices and
validates to residents and businesses the return on their investment of tax dollars.
Two measures generally used to assess investigative work are clearance rates and caseload. The clearance
rate – essentially the percentage of cases that are solved – reflects individual performance, as well as the
overall performance of a unit in successfully completing investigations. Caseload is a measurement that
provides a snapshot of the workload of a Detective at a given point in time: the number of open cases for
which the Detective is responsible. Both indicators should be immediately available and reviewed on both
a monthly and an annual basis to track short-term needs for adjustment of deployment, long-term staffing
needs, and overall performance.
Although these are basic measurements, the amount of effort required by a particular case or category of
investigation can vary widely. For example, a complicated investigation such as a serious assault can
require numerous interviews and canvasses, invoicing of evidence, surveillance, multiple search warrants,
coordination with outside agencies, repeated conferrals with prosecutors, and production of witnesses for
multiple hearings. A simple theft case may require little beyond an interview with the victim and perhaps
a review of security video. As a result, a single-digit caseload for one Detective may be equally or more
demanding than another Detective’s caseload that numbers in the dozens. Statistics regarding investigative
workload must be viewed in context.
Caseload is a widely used method of measuring an investigator’s workload, although it must be considered
in light of the factors previously mentioned: pure numbers do not always represent the workload associated
with different categories of cases. Caseload tracks the number of cases currently assigned to each Detective.
It is a floating number that changes monthly or even daily as cases are assigned and closed. It is essentially
a balance sheet of debits and credits, reflecting the net of newly assigned cases and cases that have been
closed. Annual figures do not provide sufficient information since cases are often opened in one year and
closed in another.
For example, a Detective who begins a month with 18 assigned cases may be assigned nine cases during
the month, close 14, and finish the month carrying 13. This provides a snapshot of the daily workload of
the Criminal Investigation Division and should be monitored, in addition to the total number of cases
assigned over the long-term. It should be interpreted based on the type of cases assigned to the investigator.
The Department should work with its software vendor to ensure that its new records management system
provides ready access, in a user-friendly manner, to up-to-date case closure and caseload statistics and that
it accounts for the time invested in investigations by Detectives. Access to that information on both a daily
snapshot basis and on an annual basis will assist in the assessment of both short-term and long-term staffing
and deployment needs. This data will enable the Department to perform ongoing, reliable assessment of
Criminal Investigation Division staffing needs in the future.
It is important to acknowledge that the investigative process is not linear; cases are not received,
investigated, and closed in an assembly line fashion. Based on workload, witness availability, and the
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occurrence of priority incidents, Detectives work on cases as time allows, frequently touching on multiple
cases during a shift. Detectives do not do interviews or apprehend suspects alone; although every case is
assigned to one Detective, several others may be involved in the investigation, and that time is not
necessarily reflected in their own caseloads. Precise accounting for every minute of a Detective’s time is
virtually impossible; however, a reasonable estimate of investigators’ activity in a user-friendly system can
yield valuable results that will inform decisions regarding performance, staffing, and allocation of
resources. It will also assist in documenting that time spent assisting cases that are officially assigned to
other Detectives, which can consume a substantial portion of an investigator’s time. Even periodic
samplings – in which Detectives closely track their time for fixed periods of time – provide valuable
benchmarks with which to evaluate the effectiveness of staffing levels and assignments.
Recommendation 61: Adjust investigative staffing to meet operational needs.
As noted above, based on general industry practices, if Detectives are, in fact, assigned 20 to 30 cases per
month, it is possible that additional staffing may be needed. Upon collection and review of data, the
Department should adjust Criminal Investigation Division staffing to meet workload demands. The same
data should be reviewed periodically to ensure that short-term or long-term adjustments are made on an
ongoing basis, based on data and analysis, to meet changing needs.
Recommendation 62: Adjust Criminal Investigation Division scheduling.
The Criminal Investigation Division has two components: Special Operations and Investigations. The
entire Investigations section, consisting of two Lieutenants and 20 Detectives, works from 7:00 AM to 3:00
PM, Monday through Friday. Any investigative response after 3:00 PM or on weekends requires an
overtime callout.
Detective schedules should be tailored to the particular needs of the Department. For example, in a highly
commercial area, where most activity occurs during normal business hours, it is often appropriate to
schedule Detectives during those hours when they can most effectively interact with those businesses. In a
jurisdiction with a high volume of nighttime crime, an evening shift or overnight coverage may be an
effective schedule. In a small investigative unit, it may be appropriate to schedule the entire unit to the
same shift to maximize teamwork and supervision. Detectives often need to interact with prosecutors, court
personnel, and other agencies, and business hours may be appropriate.
However, in this case, it appears that in a City of almost 100,000, with a sizeable investigative unit, it would
be appropriate to revisit scheduling. The current schedule limits accessibility to victims or witnesses who
may work during business hours and are unavailable during the current Detectives’ hours to follow up on
their cases. The Department has no investigative capacity after 3:00 PM, and callouts, even during some
hours that are usually perceived as normal business hours, generate overtime. The Department should
adjust general investigative scheduling to provide more extensive coverage during the evening hours. This
will be particularly important if review of data ultimately determines that it is appropriate to increase the
number of investigative personnel.
Likewise, Special Operations, which consists of a Lieutenant and eight authorized Detectives, primarily
works the same hours, from 7:00 AM to 3:00 PM, Monday through Friday; the staff works as a unit and
works occasional evening shifts (the unit’s aim is to perform one evening shift weekly, although that is not
consistent). Since the unit is charged with narcotics and vice investigations, it would be appropriate to
examine scheduling with the goal of increasing its presence outside of daytime hours.
Recommendation 63: Hire non-sworn Technical Investigators.
Two Detectives are assigned as Technical Investigators; their time is devoted almost exclusively to digital
forensic examination of electronic devices as well as basic evidence and crime scene processing. One or
both of these positions could be filled by qualified non-sworn personnel, allowing the redeployment of
sworn officers to enforcement or investigative duties.
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Department Organizational Structure
As it is currently structured, the Department consists of two divisions – one under the supervision of the
Assistant Chief of Uniform Operations and one under the Assistant Chief of Non-Uniform Operations.
The divisions are defined solely by whether or not specific employees are uniformed. This is a somewhat
unconventional division of responsibilities and one which can disrupt unity of command and limit
flexibility in the assignment of personnel. For example, the Department staffs a Front Desk position with
a uniformed Police Officer. The officer functionally reports to the Technical Services Division Captain;
however, the officer’s performance evaluation is done by a Patrol Division Lieutenant. Officers assigned
to the Community Oriented Policing Unit are assigned to patrol but functionally report to the Training
Lieutenant.
Recommendation 64: Revise the organizational structure according to functional responsibility,
redesignating command staff positions as Assistant Chief for Operations and Assistant Chief for
Investigations and Administration.
Deleting the designations “uniform” and “non-uniform” from the Assistant Chiefs’ titles and the
Department’s organization chart would better reflect the organization’s functions. What is currently
“Uniform Operations” is essentially patrol and the Department’s operational field units. “Non-Uniform
Operations,” as currently structured, represents the Department’s investigative function – the Criminal
Investigations Division – and its administrative functions, the Technical Services Division and Animal
Welfare. Eliminating the uniform/non-uniform distinction also provides the option to assign uniformed
personnel who perform other than operational tasks to the administrative section of the Department, where
they can be in a more suitable chain of command, eliminating any uncertainty regarding their line of
reporting and supervision.
Additionally, uniformed personnel who are performing non-enforcement duties should be reassigned to
the Assistant Chief for Investigations and Administration. To enhance the unity of command, the following
positions should be moved to the Technical Services Division:
•
•
•
•
•

Property Officer
City Hall Officer
Court Officer
Shop Officer
Front Desk Officer

The following chart reflects proposed changes, including the revised titles for the Assistant Chiefs and the
revised supervisory structure for the five uniformed personnel with non-enforcement duties. Impacted
positions are highlighted in blue.
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Chief of Police
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Assistant
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Deputy Chief
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Assistant Chief
Investigations &
Administration
1.0 FTE

Assistant Chief
Operations
1.0 FTE

Animal Welfare
Superintendent
1.0 FTE

Captain
6.0 FTE

Lieutenant Lake
1.0 FTE

Lieutenant Gang
1.0 FTE

Lieutenant Traffic
1.0 FTE

Lieutenant
12.0 FTE

Officer
2.0 FTE

Officer
3.0 FTE

Officer
6.0 FTE

Officer
94.0 FTE
(Plus 3 Temp PT)

Animal Welfare
11.0 FTE

Captain Criminal
Investigation
1.0 FTE

Captain Technical
Services
1.0 FTE

Criminal
Intelligence Analyst
1.0 FTE

Lieutenant Special
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1.0 FTE

Detective
Lieutenant
2.0 FTE

Corrections
Manager
1.0 FTE

Records Manager
1.0 FTE

Intelligence/
Narcotics/Vice
Officer
7.0 FTE

Officer Detective
19.0 FTE

Correctional
Supervisor
3.0 FTE

Clerk/Administrative
Assistant
11.0 FTE

Administrative
Assistant
1.0 FTE

Correctional Officer
20.0 FTE

Building
Maintenance
1.0 FTE

City Hall Officer
1.0 FTE

Court Officer
1.0 FTE

Shop Officer
1.0 FTE

Property Officer
1.0 FTE
Operations

Lieutenant
1.0 FTE

Training Officer
3.0 FTE

Community
Oriented Policing
Officer
3.0 FTE

Desk Officer
1.0 FTE

Investigations & Administatration

Figure 23: Proposed Police Department Organizational Structure, FY2021
Recommendation 65: Revise the shift bid system to allow for a more balanced mix of senior and junior
personnel on shifts.
Police Officers and Sergeants currently work steady shifts; bids are based on seniority. The collective
bargaining agreement designates certain items that must be determined by an officer’s seniority, including
their shift, except that for 18 months from their date of hire, the Department may assign an officer to any
shift for not longer than one year to ensure that they are fully trained. 104
According to Department staff, the result of this practice is an inequitable distribution of experience in the
three shifts; the Day Shift is largely staffed by senior Sergeants, while the Night Shift is disproportionately
staffed by less experienced junior officers. Consequently, the valuable mentorship that results from a more
proportional mix of experience is lacking. Various alternatives can be employed to achieve this objective:
•
•
•

Establishing a policy giving the Department greater discretion in determining shift assignments
Limiting the period an employee can remain on a shift, i.e., after three years, the employee must
work another shift for at least one year
Restricting the number of Sergeants (or equivalent title) that can be assigned to a single shift.

Since this issue is controlled by the collective bargaining agreement, it cannot be unilaterally changed;
however, it should be a priority in the next round of negotiations.
Recommendation 66: Eliminate the use of “Sergeant” as an honorific title; redesignate it as a
supervisory rank.
Although the title of Sergeant typically describes a supervisory rank, that is not the case in the Lawton
Police Department. The titles of Police Officer and Sergeant are interchangeable for deployment purposes.
104
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As noted previously, pursuant to the collective bargaining agreement, 105 under the “Sergeant Incentive
Program,” Police Officers are eligible to test for the designation of Sergeant after three years of service and
can be designated after four years of service. Before receiving the designation, an officer must have a
standard or higher evaluation for the preceding year, as well as no disciplinary action greater than a written
reprimand during the 12 months prior to designation. The City is required to administer a Sergeant
examination in January of each year, consisting of an oral and a written segment. An officer who achieves
a composite score of 85 or higher and meets the other prerequisites, shall be designated a Sergeant
immediately and placed in the appropriate pay grade. Sergeants do not wear the stripes traditionally
associated with the position; the only indication of the designation is on their name tags. They are not
considered supervisors but are authorized to assume Officer in Charge duties in the absence of a ranking
officer.
Since the title has no supervisory authority, in discussions with staff, unlike other positions, there was some
uncertainty regarding the number of Sergeants currently employed. It was believed to be about 50. Similar
honorific designations are generally classified as “Master Police Officer,” “Senior Police Officer,” or
“Corporal.” Lieutenants are the Department’s first-line supervisors, and Captains fill positions that would
typically be filled by Lieutenants in other agencies.
The Department should revise the Sergeant Incentive Program, utilizing an alternative title and establishing
Sergeant as a supervisory rank. This would bring the Department into line with more traditional industry
practice, and it would provide the Department with enhanced flexibility in its supervisory structure. Since
the practice is incorporated into the collective bargaining agreement, it will require bargaining but should
be a topic for future negotiations.
Recommendation 67: Civilianize sworn positions when appropriate.
In light of the Department’s current and anticipated recruitment and retention challenges, it is in its interest
to maximize the availability of sworn personnel for enforcement duties by utilizing non-sworn staff where
appropriate. An initial review of the Department indicates six potential targets for civilianization:
• The Department assigns a Police Officer to provide reception and security services at City Hall
from 9:00 AM to 5:00 PM, Monday through Friday. This position could potentially be outsourced
to a private security service.
• Evidence and Property duties are handled by one non-sworn employee and one Police Officer. The
sworn position could be replaced by a civilian employee.
• One officer is assigned as a Shop Officer, managing the Department’s vehicle fleet and performing
minor repairs. A well-maintained and operational fleet is an essential part of a police agency’s
operations, and there are advantages to having the oversight of a sworn officer who has insight into
the importance of the role and the equipment needs of patrol personnel. However, in light of the
Department’s difficulty in reaching full staffing, this position could potentially be filled by a
qualified non-sworn individual.
• Two Technical Investigators are assigned to the Criminal Investigations Division, performing
digital forensic examination and processing crime scenes. These positions could be filled by
qualified non-sworn personnel.
• One Police Officer is assigned as a Desk Officer on the Day Shift and Evening Shift, Monday
through Friday, responding to public inquiries, handling sex offender registration, and providing
building security. If the new headquarters facility is sufficiently secure, this position could be
handled by a non-sworn receptionist and/or Records Unit personnel.
• The position of Public Information Officer is staffed by a uniformed member. Although there is
value to having a sworn member serve as the public representative of the Department, these duties
can be performed by a well-qualified, experienced civilian.
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Technology
Recommendation 68: Create and fund an IT strategy and data modernization initiative.
Policing has become increasingly dependent on technology for almost all aspects of its operations,
including such diverse items as preparation of reports, building access control, prisoner security, processing
and inventory of property and evidence, maintenance of personnel and payroll records, recording and
disseminating in-car video and body worn camera footage, computer aided dispatch, email
communication, community notification systems, processing of warrants and alarms, maintenance of
statistics, and the exchange of information through the numerous law enforcement information systems
that are in use.
Although technology needs in policing are critically important, the Department is seriously deficient in its
use of technology. Mobile Digital Terminals (MDTs) were reportedly installed in Department vehicles
some years ago, but funding was discontinued, and they were removed. The payroll system and most
reporting functions are paper-based, which creates significant backlogs processing paperwork and reporting
requests, particularly for the Records Unit. A malware attack in 2017 disrupted operations and created a
major setback to the Department’s efforts to leverage technology effectively.
Without up-to-date and fully operational systems, a Police department cannot function efficiently. A new
records management system is being installed as part of the Tyler Technologies rollout; however, it is
anticipated that the system will not be operational for at least one year. Although the Tyler implementation
will create an opportunity to address many of the key technology needs the Department is experiencing,
capitalizing on this opportunity will require fostering a focused and collaborative relationship with the ITS
Department. As part of the Tyler implementation process, the Police Department should engage ITS or its
contract ERP provider to develop a detailed list of functions and capabilities that should be incorporated
into the new ERP system, including but not limited to the following:
•
•
•
•

Support for real-time records entry and retrieval in the field, particularly using MDTs or equivalent
hardware systems
Accurate data tracking systems that inform workload, staffing, and performance analysis
Streamlined query and report generation capabilities
Improved crime analysis tools and reporting, particularly involving GIS mapping

Because these capabilities will intersect with a broad swath of Police Department staff, it is essential for the
Department to provide ITS with unrestricted access to personnel and relevant records to facilitate an
effective ERP implementation. Without the ability to talk to supervisors, end-users, and personnel who
rely on technology systems, ITS will not be able to adequately configure Tyler software solutions for the
Department’s use. This will create significant, ongoing, systemic challenges with the ERP implementation
process and could result in a deployment that does not improve – or actively constrains – staff’s ability to
perform assigned tasks. To maximize the City’s investment in the ERP software and the potential
capabilities that it represents, a thorough and effective process implementation process must be supported
by the Police Department.
In addition to ERP implementation, the Police Department should develop a prioritized list of technologyrelated needs designed to support policing activities and enhance the use of existing resources. This list
should also be generated in collaboration with ITS and other public safety departments as part of a
comprehensive, Citywide effort to prioritize technology-related capital needs and projects. To formulate
the list, the Police Department and ITS should identify current technology gaps and explore how those
gaps intersect with other City departments and functions. For example, reporting challenges with the City’s
CAD system and unreliability in radio communications should prompt the Police, Fire, and EMS
Departments to work with ITS to diagnose and prioritize critical repairs.
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Once a list of high-priority technology needs is identified at a Department level, the Police Department and
ITS should incorporate these needs into the Citywide capital planning process, as described earlier in this
report. By championing technology-related investments, working with ITS and other departments, and
building collaborative relationships, the Police Department will be able to more proactively identify and
address technology challenges in future years.

Intelligence-Led Policing
Recommendation 69: Allocate resources to the coordination of a data-driven, intelligence-led proactive
policing strategy.
The City of Lawton is of sufficient size and has a sufficient amount of crime to warrant a specific focus on
crime reduction and prevention. Intelligence-led policing relies on four basic principles:
•
•
•
•

Timely and accurate intelligence
Effective tactics
Rapid and effective deployment
Relentless follow-up and assessment

The implementation of these principles can differ significantly in each jurisdiction, but the basic
components of the process are the same: efficient collection and analysis of crime (or other) statistics;
transmittal of relevant information to supervisors and line personnel to form the basis for personnel
deployment and enforcement initiatives; and assessment, often in the form of command-level meetings that
ensure that appropriate information has been shared, that all units within the agency are coordinating their
efforts and providing necessary support, and that all members of the agency are actively engaged in its
mission. A publication by the Police Executive Research Forum (PERF) summarized the impact of
intelligence-led policing in the CompStat format: “…instead of merely responding to calls and investigating crimes
after they were committed, police gathered accurate, timely information to identify emerging crime trends, held regular
meetings to discuss countermeasures, and deployed resources to break up crime patterns and prevent crimes. (And they
succeeded; the national violent crime rate in 1994 was 66 percent higher than the comparable figure for 2009; and the
property crime rate was 53 percent higher in 1994 than in 2009, according to the FBI.)” 106
As policing has evolved in recent years, the laser focus of the traditional CompStat model has evolved.
Policing is no longer simply focused on crime reduction through enforcement; community engagement
and problem-solving are equally, if not more, important and can benefit from the same analytical approach.
Success in reducing crime is dependent on success in forming partnerships with the community.
Intelligence-led policing is not a “one size fits all” solution; it must be adapted to the needs and operating
practices of each agency and should be used to ensure that agency priorities – whether they are focused on
crime reduction, community engagement, traffic enforcement, homeless outreach, or diversion and
alternative justice programs – are implemented successfully. It should also be used to ensure that policing
is conducted in cooperation with the community fairly and impartially. However, success requires
resources. In the case of intelligence-led policing, it requires adequate staffing levels to provide Police
Officers with sufficient time to engage in proactive policing activities, and it requires administrative staff to
implement, monitor, and evaluate progress.
The process requires personnel with appropriate rank and position within the agency to coordinate the
implementation of strategies and accountability for the performance of personnel and cooperation between
units, as well as personnel capable of performing Crime Analysis duties. The Department is fortunate to
have on staff a highly trained Crime and Intelligence Analyst, whose position is actually funded by the
Department of Homeland Security. To ensure that the available information is utilized by patrol and
investigative personnel and that all segments of the Department are coordinating their efforts, it will be
necessary to appoint a ranking officer to manage the Department’s intelligence-led policing effort,
106
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facilitating the flow of information to Department staff and providing oversight at sufficient rank to ensure
that the Department’s goals are met.
Recommendation 70: Enhance community outreach and continue to incorporate it as an essential daily
activity.
Community outreach is inextricably intertwined with intelligence-led policing and crime reduction; it is,
in fact, one of the most essential components of successful policing. In his book on ethics in policing written
more than two decades ago, Dr. Edwin Delattre summarized the importance of community relations in
policing, which has become such a focal point recently:
If police are to have the weight of law-abiding citizens on their side, including what Madison called “the prejudices of
the community,” they must make concerted and continuing efforts to reach out to the public. They must make clear that
they cannot safeguard the public without public involvement and cooperation, that they are eager to know the primary
concerns of the public, and that they want to be known, as individuals, to the members of the community. Such outreach
does not guarantee judiciousness and mutual respect, but lack of it sustains a gap between police and the public that
makes fulfillment of the police mission virtually impossible. At worst, such a gap results in an us-against-them feeling
on both sides, to the impairment of the life of police and public alike. 107
The Department should continue to devote time and resources to training in this area, but more
importantly, it should maintain a constant emphasis on the importance of positive interaction with the
community in the daily work of its officers. Three officers are assigned full time to Community Oriented
Policing and maintain a robust outreach program. Recent developments nationwide have shown that those
efforts should be continued and increased. Community outreach must be one of the key priorities of the
Department’s intelligence-led policing strategy, equivalent to crime reduction. Most importantly, officers
must incorporate community outreach and interaction into their daily activity.
Recommendation 71: Incorporate training on racial profiling, implicit bias, and related topics as a
recurring part of the in-service training curriculum.
Training regarding bias-free policing and the recognition of conscious and unconscious/implicit bias
should be incorporated as a recurring item in the Department’s entry-level and in-service training curricula.
Oklahoma law requires that every full-time certified peace officer complete a minimum of 25 hours of
Council on Law Enforcement Education and Training (CLEET) cataloged continuing law enforcement
training, 108 which includes training on mental health issues annually, policies and protocols for responding
to sexual assault calls, guidelines for the collection and maintenance of sexual assault kits, and traumainformed sexual assault response and intervention on a regular basis. It does not establish a requirement
regarding bias-related issues. The importance of ongoing, documented training on these issues has been
made clear by recent nationwide events.
Recommendation 72: Assign a Captain to coordinate the Department’s Intelligence-Led Policing and
community outreach efforts.
An essential factor in the success of an intelligence-led policing effort is the assignment of a person of
sufficient rank to ensure communication among the component parts of the process, to verify compliance
with the Department’s goals, and to accomplish the program’s mission. Therefore, the Department should
appoint a ranking officer – preferably in the rank of Captain or above – to coordinate the program. It is
important that this person has the full support and cooperation of the Chief of Police and has direct
communication with the Chief of Police – who must be an active participant in the program. It is worth
noting again that a critical part of this effort’s success will be the formation and nurturing of community
partnerships. It is intended to measure not only enforcement efforts but to take a holistic approach to
policing, ensuring that all aspects of the Department’s mission are addressed, but most importantly, that
Edwin J. Delattre, Character & Cops: Ethics in Policing (Washington, D.C., The A.E.I. Press, Second
Edition, 1994), Preface to the Second Edition, p. xviii.
108
Section 3311.4 of Title 70, Oklahoma Statutes
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community outreach, the development of alternatives to traditional criminal justice methods, and two-way
communication with the public are integral to the City’s policing efforts.
Recommendation 73: Develop a continuity plan for the Crime Analyst position.
The gathering, analysis, and appropriate dissemination of criminal and intelligence information is a key
function for a Police department. The importance of the position – as well as the importance of continuity
planning regarding it – is often overlooked.
Lawton’s Crime Analyst is actually an employee of the Department of Homeland Security who is assigned
to the Department at no expense to the City. While that is a significant benefit to the City, it is important
to keep in mind the possibility of elimination or reduction of that funding or the discontinuation of the
employee’s assignment to the City of Lawton. The critical need for crime and intelligence analysis cannot
be suspended during the planned or unplanned long-term absence of an employee. The Department should
ensure the availability of redundant capacity either through the addition of another employee or the crosstraining of additional staff to absorb the analytical function as needed.

Administration and Management
Recommendation 74: Pursue accreditation of the Department.
Accreditation – a process by which an outside agency evaluates and certifies an agency’s compliance with
specific operating standards – is a valuable tool for validating the proper operation of a Police department.
It can also serve to reduce an agency’s insurance premiums and can assist in defending against liability in
civil litigation. The accreditation process provides a framework to ensure that the Department is, and
remains, in compliance with best practices in a series of standards that cover critical operational and
administrative areas. Periodic reaccreditation assessments ensure ongoing maintenance of such standards.
In Oklahoma, police agencies have two options for accreditation. The Oklahoma Association of Chiefs of
Police operates a state-specific program that verifies compliance with 187 standards during an onsite
assessment. The Commission on Accreditation of Law Enforcement Agencies (CALEA) is a national
accreditation program that follows a similar process. The CALEA process is typically more costly than
state-based programs; fees are based on the agency’s size. For an agency with 200 to 999 employees,
CALEA’s initial accreditation fee is $16,125, plus costs associated with the onsite assessment. 109
Thereafter, the participating agency is charged an annual fee of $5,000, which includes the cost of the
reaccreditation assessment conducted every three years. 110 There is also a personnel cost; typically,
oversight of the process requires the assignment of virtually a full-time employee, either a sworn supervisor
or a civilian Accreditation Manager.
Obtaining accreditation can be a challenging task for a Police department, and it requires leadership and
perseverance on the part of the Chief of Police and key staff, as well as the support of the City’s
administration. It is in the City’s best interest to pursue it for the benefits that derive from the ongoing
operational review it requires.
Despite the effort involved in the process, including the necessary commitment of personnel and money, it
is in the City’s best interest to engage in a continuing review of its compliance with industry standards.
Recommendation 75: Expedite review and update of Rules and Procedures.
Interviews with staff indicated that the Department’s Rules and Procedures may be outdated and are
overdue for review and update. Accreditation can serve as a helpful process for ensuring that policies and
procedures are kept current and are reflective of the most current trends in police procedures and changes
The fee is based on the total of both sworn and non-sworn personnel.
Commission on Accreditation for Law Enforcement Agencies. Law Enforcement Accreditation: Cost.
https://www.calea.org/law-enforcement-accreditation-cost
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in the law. In addition, the Department has recently retained the services of Lexipol, which is a commercial
service that provides law enforcement agencies with a tool for creating and updating policies, tracking
receipt of policies and acknowledgment by employees, and scenario-based training on policies. Although
Lexipol is an effective way to implement state-specific policies that are updated to reflect current trends
and legal developments, the policies are not necessarily customized to meet the unique circumstances of a
community and a department. However, they provide a foundation on which the Department can tailor
draft policies and procedures to meet the agency’s specific circumstances.
Policing is evolving rapidly at the moment. Developments such as police reform legislation may have a
significant impact on the way Police Departments operate. It is important that the Department ensures that
the necessary resources are dedicated to updating policies and procedures without delay.
Recommendation 76: Address backlog of reports in the Records Unit and monitor staffing levels as
technology is introduced.
The Records Unit is staffed by one Records Manager and nine Police Clerks. It is a 24-hour operation,
which is unusual; most such units operate either during business hours or for a maximum of two shifts
daily. Two “Shift Clerks” are assigned to each shift – Day, Evening, and Midnight – to process incoming
reports. Three “Desk Clerks” work during the Day Shift and are assigned to specific “Desks” – the Arrest
Desk, the Offense Desk, and the Traffic and Archive Desk – handling tasks associated with those functions.
The unit currently has a high workload and backlog principally because all reports are paper-based; every
week, it reportedly processes 250 to 300 minor offense reports; 100 to 120 arrest reports; and 600 to 800
written citations and warnings. In addition to processing paper reports, the Department is required to staff
the Oklahoma Law Enforcement Telecommunications System (OLET) terminal 24 hours a day to verify
stolen property hits, warrants, etc. The unit also staffs a public window from 9:00 AM to 2:00 PM Monday
through Friday and from 8:00 AM to Noon on Saturday.
Offense reports were one year behind; three officers were temporarily assigned to data entry, and the
backlog was reduced to six months. Statistical reports were brought current. Entry of accident reports into
the records management system remains five years behind. Reports are saved in approximately 65 to 70
file boxes annually; none are digitized, and microfilm is still used. Little or no quality control is done
because of time and workload constraints.
Staff report that when citizens approach the public window to request a report, clerks often have to
complete the data entry at that time. The impact of backlogged reports is significant. Unavailable accident
and incident reports delay residents’ insurance claims; they delay the compilation of statistics, impeding
the identification of patterns and trends; they can negatively impact investigations and the information
sharing that is important to effective policing.
The unit will be subject to significant change as technology is introduced and officers begin entering their
own reports into the records management system. However, full implementation of the new system is not
expected until April 2022. During that time, it is important that the Department is allocated adequate
resources to address the backlog of reports. The Department should consider employing temporary
employees or contractors to assist in data entry; because the introduction of a new records management is
likely over the long term to decrease the workload of the Records Unit, augmenting the staff with
permanent employees may not be practical. The Department should also retain a vendor to digitize old
records. This would be a safer and more space-efficient way to preserve them and would facilitate electronic
searching of data when research is needed.
It will also be important to monitor the transition to a more efficient reporting and data entry system to
adjust staffing as the workload decreases. The Department should utilize that time to cross-train the
Records staff so they can be transitioned into other positions within the Department that can enhance
efficiency and free sworn officers for operational duties.
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Fire
The Lawton Fire Department’s mission is to provide "rapid and professional incident mitigation,
promoting public safety education and striving for constant improvement through quality training." 111 The
Department provides emergency response to several call types, including both structural and wildland fire
suppression, technical rescue, and identification and mitigation of hazardous material. While several staff
and first responders in the Fire Department are trained paramedics and will provide emergency medical
service (EMS) when on a call, primary EMS response and transport in Lawton are provided by private
providers, including ambulance services and the County hospital system.
In addition to emergency calls for service, the Department provides fire safety education programs, firstaid at community events, and annual testing of fire hydrants. 112 The Department also offers training to
other City staff regarding emergency management and the National Incident Management System
(NIMS). 113
The Department has 145 full-time positions as of the FY2021 adopted budget. Of those positions, 132 are
firefighters stationed at one of the City's eight fire stations. Staff are organized in three divisions: Fire
Operations, Fire Training, and Fire Prevention, with administrative support staff reporting to the Fire Chief
or Deputy Fire Chief. The following figure shows the current organizational structure for the Department.

City of Lawton. Fire Department, www.lawtonok.gov/departments/fire
City of Lawton. Fire Department Operations Division.
www.lawtonok.gov/departments/fire/divisions/fire-operations
113
City of Lawton. Fire Department Training Division. www.lawtonok.gov/departments/fire/divisions/firetraining
111
112
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Fire Chief
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1.0 FTE
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1.0 FTE

Assistant Fire Chief
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1.0 FTE

Fire Marshal
1.0 FTE
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3.0 FTE
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Marshal
1.0 FTE

Fire Captain
24.0 FTE
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1.0 FTE
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1.0 FTE
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Figure 24: Department Organizational Structure, FY2020
The Fire Chief is responsible for strategically managing and overseeing the Department and its operations,
including its interactions with the public, elected officials, peer jurisdictions, and working relationships
with other agencies such as the City Police Department and local EMS providers.
The Deputy Fire Chief assists the Fire Chief with planning and coordinating the Department’s activities,
engaging with other departments and external organizations, developing policies and procedures, budget
development and oversight, and collective bargaining.
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The Assistant Fire Chief (Staff) is an equivalent rank to Assistant Chiefs who operate on shifts. This
position works a 40-hour schedule and provides general administrative, operational, and supervisory
support over all of the Department’s functions, including operations, training, and prevention. This
position is also responsible for providing sufficient attention to critical Department-wide issues such as
creating an effective safety culture.
Of the Department’s three Divisions, Fire Operations is the largest. This Division is composed of three
shifts working the following schedule:
•
•
•
•
•
•

24 hours on-duty
24 hours off-duty
24 hours on-duty
24 hours off-duty
24 hours on-duty
96 hours off-duty

Each shift is led by an Assistant Chief who shares supervisory duty over the Department’s fire stations with
a Fire Major. Captains, Lieutenants, Sergeants, and Firefighters on each shift are assigned to stations within
specific districts and are responsible for providing front-line response to emergency calls, fighting fires,
conducting pre-plan evaluations, hydrant testing and maintenance, training, and light vehicle and facility
maintenance tasks such as washing and cleaning.
The Fire Marshal supervises the Department’s Prevention Division, which consists of five staff including
the Deputy Fire Marshal, two Assistant Fire Marshals, a Fire Inspector/Investigator, and an
Administrative Assistant I. These staff are responsible for enforcing the City’s fire code, including plan
review and inspections, conducting fire investigations, and engaging in public education outreach.
The Training Officer manages the Training Division, including a Deputy Training Officer. The Training
Division oversees the hiring process, conducts annual training sessions for new recruits, facilitates officer
and driver academies to familiarize staff with the roles and responsibilities expected of those functions, and
ensures all staff meet minimum training hours required to maintain the Department’s Insurance Services
Office (ISO) rating.
All sworn staff reporting to the Fire Chief and Deputy Chief are represented by the International
Association of Firefighters (IAFF) Local 1882, a collective bargaining unit that includes Assistant Chiefs
through line firefighters. The current collective bargaining agreement was negotiated in 2019 and is
effective through 2025.

Core Services Matrix
The following table illustrates the core functions and services provided by the Fire Department and its staff.
This list reflects key activities that account for significant staff time; it is not meant to be an all-inclusive list
of activities performed by staff.
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Table 54: Fire Department Core Services
Fire Department
Function
Administration

Program Area

Activities
•
•
•
•
•
•

Department
Management
Academy and
Promotion

Training

•
•

Incident Training

•
•

Emergency
Management

•
•
•

Development Review
Fire Prevention

Inspections

•

Inspect all commercial properties for compliance with fire codes

Fire Scene
Investigation

•

Maintenance

•
•
•

Determine origin, cause, and circumstance of any fire,
explosion, or other hazardous condition
Educate Lawton residents on the use of detectors and other
methods to prevent threats to life and property
Respond to emergency calls for service for medical, rescue, and
fire calls
Maintain stations and station grounds
Clean and perform light maintenance on vehicles and apparatus
Hydrant maintenance and testing

Development

•

Achieve minimum training standards

•

Public Education

•

Emergency Response
Operations

Prepare and monitor annual Department operating budget
Review and approve invoices
Monitor shift attendance and schedules
Approve timesheets and leave requests
Monitor call volume and response time data
Train staff through new hire academy, driver academy, and
officer academy
Conduct promotional testing process
Train staff on response to all types of hazards and medical
emergencies
Conduct driver and apparatus training
Track training hours and credentialing requirements to ensure
staff meets minimum standards
Conduct NIMS training for Department and other City staff
Ensure Lawton is NIMS compliant
Review new construction plans and permit applications for
compliance with fire codes

Staffing
Fire Department staffing has decreased over the last five fiscal years. In FY2017, the Department added
positions to support the opening of a new fire station funded by a public safety sales tax. In FY2019, a
Planning Specialist position was eliminated, and in FY2021, the City eliminated two additional positions.
The following table shows the change in staffing by division over the last five years, based on information
presented in the City’s FY2021 budget. All positions are full-time.
Table 55: Fire Department Staffing, FY2017 through FY2021
Staffing by
Function

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

Fire Operations

139

139

138

138

137

-1%

Fire Prevention

6

6

6

6

6

0%

Fire Training

3

3

3

3

2

-33%

148

148

147

147

145

-2%

Total

Notably, the Department’s command staff and two administrative staff (including the Chief, Deputy Chief,
Administrative Assistant III, and Administrative Assistant II) are budgeted as part of Fire Operations,
while the Administrative Assistant I in Prevention is budgeted as part of Fire Prevention in the table above.
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Budget
The Department's budget has stayed relatively flat since FY2017, with an increase of about 2%. This change
primarily reflects increases in the cost of Personnel Services related to wages and benefits. The following
table shows the changes in the Department's budget for the last five fiscal years by expense category.
Table 56: Fire Department Expenses – All Funds, FY2017 through FY2021
Expense
Category
Personnel
Services

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

$11,651,153

$11,651,193

$12,223,567

$12,832,185

$12,742,581

9%

Supplies

$295,199

$230,418

$269,241

$307,241

$307,241

4%

Other Services
and Charges

$273,398

$214,261

$221,027

$256,092

$205,195

-25%

Capital Outlays

$722,678

$277,216

$48,241

$1,853,538

$7,500

-99%

$12,942,428

$12,373,088

$12,762,076

$15,249,056

$13,262,517

2%

Total

Percentage Change
FY2017 to FY2021

Analysis and Recommendations
The Fire Department has maintained a consistent and effective operation in the City over the last several
years. As the City continues to evolve and adapt to changes such as the ongoing COVID-19 pandemic, it
is essential for emergency services such as the Fire Department to carefully consider and align their strategic
role and operational priorities with the City’s overall needs. The recommendations in the following sections
are intended to support the Department’s efforts to formalize its strategic plan, enhance the use of existing
resources, and chart a sustainable course of operations in future years.

Strategy and Work Planning
Recommendation 77: Develop a departmental strategic plan.
Although the fire service is tasked with consistently performing many of the same functions year-round,
including emergency call response and fire prevention activities, there are many factors and considerations
that inform how individual departments organize, structure, and go about this work. Because the size,
scope, and priorities of the communities they serve vary considerably, fire departments often find value in
developing and employing strategic plans as recommended by the International Association of Fire Chiefs
(IAFC) and Center for Public Safety Excellence (CPSE). Strategic planning efforts seek to answer three
essential questions about an organization:
•
•
•

Where are we? What do we know to be true?
Where do we want to go? What do we hope will be true in the future?
How do we get there? What must go well in order to make it so?

Strategic plans enable fire service agencies to develop an understanding of their role in the community and
to formalize the mission, vision, and values that will inform how staff perform their duties. These elements
create an effective foundation for providing consistent, quality services even in the highly stressful, lifealtering events to which fire departments are often called. Effective strategic plans also guide and inform
operations using goals and initiatives designed to help the department live out its strategic objectives.
The Lawton Fire Department does not currently utilize a strategic planning document. To better define the
Department’s mission and objectives in future years, particularly in the context of the ongoing COVID-19
pandemic and related budgetary pressures on the City organization, the Lawton Fire Department should
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develop and formalize a strategic plan. Departments across the country use many methods and approaches
to create strategic plans, including engaging third-party consultants to help moderate and develop ideas,
appointing staff committees to lead the strategic planning process, and/or relying on Department
leadership to identify the principles and goals of the strategic plan.
Given the City’s ongoing economic constraints, it may not be feasible to engage a third-party consultant
for strategic planning services. In such a circumstance, the role of a Strategic Planning Committee can be
invaluable. The Fire Chief should lead the strategic planning process by appointing a committee consisting
of a representative cross-section of Department staff, from Firefighters to Assistant Chiefs. These staff
should be responsible for shepherding the strategic planning process, consolidating ideas and feedback, and
developing the final strategic planning document.
The Strategic Planning Committee should have a particularly important role in soliciting input and
participation in the strategic planning process from other Fire staff, as well as other City departments and
external customers served by the Fire Department. The purpose of gathering this feedback is to learn more
about how external stakeholders perceive the Fire Department and its role in the community. These
perceptions can be gathered using a variety of tools, including but not limited to interviews, focus groups,
and online and paper surveys.
Conducting a strategic planning process will provide a baseline framework for service delivery, which can
then inform operational decision-making. For example, while the Department currently provides EMS
response and has invested in ambulance-style rescue units, it is not the primary EMS agency in Lawton. If
continuing to expand EMS capabilities is identified as an operational priority through the strategic planning
process, the Department will be better able to prioritize capital asset items and training needs related to
EMS. Similarly, the strategic planning process affords the Department time to consider whether and how
to expand operational changes prompted by COVID-19, including an emphasis on staff safety during EMS
calls.
Finally, a strategic plan will help inform efforts to negotiate efficient and effective working relationships
between management and labor staff. By formalizing a clear vision for the Department’s future and
articulating specific, attainable goals and objectives using a strategic plan, both management and line staff
will cultivate a shared sense of identity and responsibility, which will inform how best to organize and
deploy available staff and resources in the future.
Recommendation 78: Develop a departmental work plan.
Once a strategic plan is established, the Department should develop an annual work plan designed to
advance and implement its strategic goals and objectives. It is important to acknowledge that core elements
of the fire service are reactive – that is, staff respond to emergency calls as they arise. However, other
activities performed by staff, including light facility and apparatus maintenance, pre-plan development, and
training, are often able to be scheduled in advance.
Based on the outcome of the strategic planning process, the Department should develop an annual work
schedule identifying specific activities assigned to staff throughout the Department. This schedule should
include the specific task to be performed, the date the task is expected to be initiated, the date it is expected
to be completed, which staff are responsible for accomplishing the work, and which supervisors are
responsible for verifying the task was completed successfully.
Senior managers, including the Fire Chief and Assistant Chiefs, should utilize this work plan to assign tasks
as well as verify performance and ensure that staff provide service according to Department expectations.
In developing work plan priorities, it is essential for senior officers to regularly visit each fire station across
all shifts to better understand unique needs, constraints, and skills present throughout the Department’s
facilities and organizational structure. At a minimum, these site visits should be conducted every quarter
so that senior officers can brief shift staff on the status of work plan objectives, changes in how objectives
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may be prioritized, and new objectives to be accomplished. Feedback gathered during these visits should
be used to inform future revisions and adjustments to the work plan.
Over time, the practice of developing an annual work plan and regularly evaluating it throughout the year
will ensure staff have a consistent understanding of how their daily tasks accomplish the Department’s
strategic goals and objectives. This practice also creates a useful communications tool for ensuring
management and labor share a mutual understanding of priorities and will help the Department continue
adapting to new tasks, practices, and initiatives in the coming years. By creating an annual work plan, the
Department will be able to visualize important activities that should be accomplished during the year.
Delegating responsibility for implementing the work plan to company officers will allow the Department
to ensure goals are met while providing staff with the flexibility needed to attend to other duties and reactive
calls.
Recommendation 79: Conduct a station location analysis before investing in station enhancements.
The City currently operates eight fire stations, with four stations located in the East District and four
stations located in the West District. While the precise age and current condition of each station are not
readily quantifiable, Department staff have indicated that some stations lack space and amenities necessary
to deliver effective service using modern firefighting tools and practices. Additionally, if EMS expansion is
a desirable outcome, as identified in the strategic planning process described in Recommendation 77, the
Department will likely require enhanced facilities to achieve this strategic goal.
It is appropriate to replace aging fire stations as part of a comprehensive capital planning process, as
described in Recommendation 6. The Department has already identified Station 2 as a primary candidate
for replacement and is pursuing grant funds to construct a replacement facility. However, before the City
invests in significant expansions or renovations of existing fire stations, it is important to verify that the
locations of the stations themselves are appropriate. As communities grow and evolve, call patterns related
to emergency service are likely to change. Demographic patterns, including where people live, where they
work, what kinds of work they do, and how they commute, all impact where emergencies are likely to
arise. Although the City is fortunate to be served by eight fire stations, it is possible that these stations are
no longer located in areas that offer the best response times to residents in the Department’s service area.
Determining the optimal location for fire stations is a highly technical and specialized task. It involves
careful and scientific consideration of many variables, including but not limited to the accessibility of
roadways connected to stations, traffic patterns between stations and areas of intense call volume,
geographic impediments such as bridges, rivers, and railroad tracks, and other features that may enhance
or delay fire response. While this analysis can be performed using local data and GIS technology, it is
common for communities to engage qualified professional firms to conduct detailed station location
analysis. Third-party providers often bring broad experience and skills regarding the variables that must be
considered in such analysis, as well as valuable insights into how station location can be impacted by the
organization’s strategic goals, likely demographic trends, and other factors that may affect emergency
response in future years.
Before committing to significant station rehabilitations or replacements, the City should engage a thirdparty provider to perform a comprehensive station location assessment. This assessment should provide
insights on which stations are optimally located and stations that would benefit from relocation. Based on
this assessment, the City should prioritize enhancements and rehabilitation at stations that are already
ideally suited to provide emergency services, while setting aside capital funds to replace stations that are
not well-positioned to meet the community’s needs.
Recommendation 80: Engage other City Departments to resolve critical process and operational
constraints.
The Fire Department, like other City departments, struggles with systemic challenges that require input
and collaboration with other staff to achieve successful resolutions. Specifically, there are three key areas
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that will require the Fire Department to constructively and collaboratively engage with other City
departments to diagnose, triage, and repair operational constraints.
First, while the Fire Department runs its own recruitment process, the time to hire a firefighter from
applicant to starting with the City can approach or exceed 10 months according to staff. The Fire
Department also performs little recruitment outreach or engagement and does not aggressively advertise
for new positions. Additionally, while the Department pays recruits to obtain required certifications, there
are few mechanisms to discourage applicants from receiving training and immediately leaving the City for
other firefighting or EMT-related jobs. Addressing this challenge will require close collaboration with the
HR Department to develop robust recruitment practices as well as streamline onboarding processes.
Second, Fire staff expressed significant frustration with the City’s fleet maintenance operation. Because the
City’s fleet maintenance staff are not certified to work on fire apparatus, and because the Fire Department’s
vehicles are essential to providing life-saving rescue, it is appropriate for the City to explore contracting the
maintenance of fire apparatus to a third-party provider as described in the Public Works section of this
report. However, the Fire Department will be responsible for continuing to work with, coordinate, and
advise the Public Works Department regarding the effectiveness of this contractual relationship,
prioritizing fleet vehicles for replacement, and ensuring that its fleet assets are well-kept and maintained.
Finally, Fire staff reported significant difficulties regarding communications and technology in the course
of everyday operations, including inconsistent network reliability and a lack of effective radio
communications. Addressing these concerns will require close collaboration with the ITS and Public
Works Departments to identify the root cause of technology and communications issues and to deploy
cost-effective solutions that meet operational needs for the long term.
It is important to emphasize that the Fire Department cannot and should not resolve these challenges on
its own. The best way to address systemic operational challenges is to increase awareness about the
operational impact they have and to marshal multiple resources to help address the issue at hand. The Fire
Department is not alone in experiencing recruitment and technology challenges in the organization, and
achieving comprehensive, sustainable resolution to these issues will require diligent oversight, a willingness
to engage other departments to address concerns, and the ability to justify any additional funding that may
be required through effective data tracking and measurement.

Staffing and Structure
Recommendation 81: Engage the Information Technology Services Department to refine call tracking
data as a part of Enterprise Resource Planning implementation.
Emergency calls that require a response from the Fire Department are currently received and dispatched
by the Emergency Communications Department, which also coordinates emergency calls for public safety
agencies outside the City of Lawton. This call activity is captured in the City’s Computer Aided Dispatch
(CAD) system, which records a wealth of information about each call, including the time received, nature
of the call, time dispatched, assigned units, call taker, and other significant information.
Some of this information, particularly timestamps related to individual calls for service, are automatically
transferred to the Department’s records management system (RMS). However, CAD does not consistently
track or categorize some data, and company officers must currently review information forwarded to the
RMS to properly categorize calls and evaluate call patterns. This information allows the Department to
develop insightful reports regarding emergency service activities. For example, overall calls for fire and
EMS response have increased by 12% from 2017 to 2019, according to the RMS data, as illustrated below.
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Total Fire Calls for Service, 2017-2019
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Figure 25: Total Fire Calls for Service, FY2017-2019
As part of the data collection and input process, company officers categorize calls based on the National
Fire Incident Reporting System (NFIRS), which groups calls into nine broad types. NFIRS codes are
intended to describe the type of incident found when emergency personnel arrive on-scene; however, if
more serious conditions develop while on-scene, the incident should be coded to reflect the most serious
condition. 114 Based on RMS data from 2017 to 2019, Rescue and EMS calls have increased the most
significantly, followed by Service Calls and Good Intent Calls. Conversely, the number of Fire incidents
and False Alarms has decreased. The table below illustrates the number of calls by NFIRS type.
Table 57: Fire Calls for Service by NFIRS Type, 2017-2019
Numeric Change
2017-2019

Percentage Change
2017 to 2019

7,336

655

10%

1,379

1,876

449

31%

1,296

1,394

1,493

197

15%

244

292

323

79

32%

Special Incident Type

9

18

19

10

111%

Severe Weather and Natural Disaster
Overpressure rupture, explosion,
overheat - no fire
Fires

1

2

9

8

800%

14

17

14

0

0%

366

403

343

-23

-6%

False Alarm and False Call

933

880

859

-74

-8%

10,971

11,550

12,272

1,301

12%

NFIRS Type
Rescue and Emergency Medical
Service
Service Call
Good Intent Call
Hazardous Condition (No Fire)

Total

2017

2018

2019

6,681

7,165

1,427

National Fire Incident Reporting System Complete Guide. Federal Emergency Management Agency
(FEMA). 2015. Page 3-21.
https://www.usfa.fema.gov/downloads/pdf/nfirs/NFIRS_Complete_Reference_Guide_2015.pdf
114
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It can also be helpful to evaluate when calls occur throughout the day to determine whether certain time
periods are more likely to keep first responders occupied on calls. The following figure illustrates the time
calls for service were received by the Department throughout the day over each of the last three years.
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Figure 26: Total Fire Calls by Time of Day, FY2017-2019
The general call pattern for each year is largely consistent.
In a typical fire staffing analysis, this data would be used to validate the accuracy of call information tracked
by the Department and would inform an analysis of response times. Best practices standards published by
the National Fire Protection Association (NFPA) define appropriate expectations for fire department
response to emergencies of various types. Specifically, according to NFPA 1710, turnout time standards
are 60 seconds for EMS calls and 80 seconds for Fire calls. Travel time standards are 240 seconds (four
minutes) for EMS and Fire calls. In effect, NFPA 1710 establishes a minimum response time goal of five
minutes for the initial responding engine company to 90% of dispatched calls for service. By evaluating the
amount of time each unit takes to turnout (receive notification, don gear, and leave the station), as well as
time spent traveling to the scene, the Department can more effectively understand the effectiveness of its
initial responses and evaluate whether additional resources or changes in practice can improve service
delivery.
However, two factors associated with data collection and processing related to Fire Department calls
prevent an effective response time analysis for the City at this time. Accurate response time analysis relies
on evaluating calls based on their NFIRS categories. Because the CAD does not currently assign NFIRS
codes automatically and company officers must review, code, and enter information into the RMS
manually, the likelihood of data entry errors and inconsistencies increases. It is not currently possible to
independently validate how calls are coded because the CAD system uses 820 unique call codes and
descriptions rather than the broader NFIRS categories. These codes and descriptions may be interpreted in
a variety of ways, depending on the reviewer and the specific circumstances of each call.
Second, a review of raw call times from the CAD system indicates that approximately 26% of all calls are
missing relevant timestamp information, such as the time units arrived on-scene. In other words, total
response time cannot be calculated for 26% of all unit responses, meaning that it is impossible to determine
whether response times meet NFPA 1710 standards for more than a quarter of the Department’s calls.
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While it is possible to evaluate only calls with valid timestamp data, such an analysis is likely to be heavily
skewed due to a lack of complete time tracking.
The data entry and time tracking challenges described above highlight the need to create a more streamlined
and integrated technology approach for the Fire Department. As the City continues to proceed with
deploying and implementing ERP modules by Tyler Technologies, including modules that will provide
enhanced capabilities for CAD and RMS data tracking, the Department should work closely with ITS to
develop more streamlined data tracking and entry workflows. Implementing the new Tyler modules
provides the Fire Department with a key opportunity to move toward greater automation for sharing
information between the CAD and RMS and for improving time tracking capabilities wherever possible.
By understanding the relevant technology issues and challenges in detail and mitigating those challenges
through the ERP deployment process, the Department will better position itself to understand its response
times and related staffing needs in future years.
Recommendation 82: Maintain existing staffing levels and improve data tracking regarding staff
availability.
Another way to measure the adequacy of Fire Department staffing is to conduct a staffing factor calculation
based on minimum deployment practices. Firefighters are currently scheduled for approximately 2,920
hours per year, which requires three shifts to provide consistent year-round coverage. To effectively staff
all stations and handle emergency response calls, the Department currently targets a minimum of 36
personnel per shift, or 108 personnel across all three shifts.
Because staff will utilize leave for vacations, illness, and other purposes, the Department must hire more
than 108 personnel to ensure that minimum staffing targets can be met even when staff are on leave.
Determining the number of staff to hire is accomplished using a staffing factor calculation. The most
accurate method for calculating a staffing factor is to evaluate actual leave usage patterns by category
(vacation, sick, comp time, etc.) over the last several years to determine how historical usage impacts
operations. However, actual vacation leave information for Department staff was not readily available, and
the Department currently tracks only staff leave balances for sick and comp time. To estimate the
Department’s exposure to potential leave usage, the service tenure of existing personnel was crossreferenced against leave eligibility as specified in the latest labor contract between shift personnel and the
City. This analysis indicates that based on the Department’s current labor profile, staff are likely to use
approximately 96 holiday hours, 236 hours of vacation, 72 hours of sick, and 24 hours of emergency leave
per year. Subtracting these hours from 2,920 scheduled hours each year results in 2,492 available work
hours for each staff member, as illustrated in the following table.
Table 58: Fire Department Leave Hours Estimate
Leave Category
Scheduled Hours

Hours
2,920

Holidays

-96

Vacation

-236

Sick

-72

Emergency

-24

Available Hours

2,492

Staffing Factor

1.17

Dividing 2,920 scheduled hours by the 2,492 hours staff are actually available to work results in a staffing
factor of 1.17. That is, for each shift employee hired, 1.17 employees are required to ensure sufficient
coverage after staff take leave.
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Calculating an appropriate overall staffing level requires multiplying the current minimum staffing level on
each shift (36 personnel) by the staffing factor (1.17), resulting in an estimated staffing need of 43 positions
per shift. Multiplying 43 positions per shift by three total shifts results in a total estimated staffing need of
129 personnel.
The Department currently employs 132 shift personnel dedicated to operations and responding to calls for
service. Based on the staffing factor analysis above, this staffing level is sufficient to continue meeting
minimum staffing needs for the City. However, it is important to emphasize that this staffing calculation is
based on estimates of actual leave usage as defined in the current labor contract. To provide for a more
accurate analysis of staffing needs, the Department should work with the City’s Human Resources
personnel to develop more precise methods for tracking and evaluating actual leave usage, which will
support more accurate staffing analysis in the future.

Operations
Recommendation 83: Reassign Emergency Medical Services quality assurance duties from Assistant
Chiefs to company officers and paramedics.
EMS Quality Assurance (EMS-QA) is the practice of reviewing the responsiveness and effectiveness of an
agency’s EMS calls. The Department’s Standard Operating Guideline (SOG) 13.01 specifically identifies
four key areas of review for EMS-QA, including a review of the responding staff member’s demographic
information, an overview of the emergency call (run), an examination of documentation completeness and
accuracy, and a clinical audit reviewing the timelines and procedures provided during the run. Much of the
review involved in EMS-QA involves ensuring that incident reports and related information about each
run are completed correctly and accurately for recordkeeping purposes.
SOG 13.01’s EMS-QA requirements provide that each Fire station will review the Patient Care Reports of
a sister station reaching back two shifts prior to the current shift. According to the SOG, company officers
are responsible for assigning all EMS-QA to members of their crew and distributing assignments equally
across all ranks under their command. Calls may be marked as “advanced” and referred to the Training
Division or the Fire Chief’s designees (Assistant Chiefs) for additional review, as indicated in the SOG.
According to staff, the Assistant Chiefs regularly engage in EMS-QA as a component of their daily work.
While this oversight role is important, it reduces the ability of Assistant Chiefs to engage in other
supervisory work, which better reflects the highest and best use of these positions. To create administrative
capacity for the Assistant Chiefs and improve clarity about the Department’s EMS-QA procedures, the
current SOG should be amended to create an intermediate review step before review by Assistant Chiefs.
Specifically, the Department should continue to require company officers to assign EMS-QA to their staff
according to the current practice. Once these staff have completed their reviews, they should be forwarded
to a qualified paramedic on each shift who will be responsible for reviewing each EMS-QA report and
noting areas of inconsistency or improvement among reports and initial reviews. This information should
then be passed along to the Assistant Chiefs for a summary review and approval of EMS-QA activity. This
approach will reduce the amount of review time needed for the Assistant Chiefs while also ensuring that
each EMS-QA report is double-checked by qualified personnel who engage in day-to-day EMS work.
Recommendation 84: Increase the frequency of existing occupancy inspections to enhance fire
prevention.
The Department does not currently maintain a reliable inventory of occupancies or a clear performance
target for annual fire prevention inspections. There are currently five personnel assigned to prevention
activities, including the Fire Marshal, Deputy Fire Marshal, two Assistant Fire Marshals, and a Fire
Inspector/Investigator. However, these staff are primarily responsible for permit and plan review;
inspections related to licensing, permitting, and construction; investigating fire incidents; responding to
community complaints regarding fire code violations; and attending regular trainings. There is currently
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no routine inspection program whereby commercial buildings are inspected for fire code violations on a
regular basis.
According to data provided by the Department, Prevention staff have performed approximately 570
inspections on average over the last two years. Staff currently allocate approximately 1.5 hours per
inspection. This results in a total estimated labor demand of 855 hours per year. In addition to these
inspections, Prevention staff also perform 80 to 100 fire investigations each year, which may require several
hours or days to resolve. Other workload performed by Prevention staff, including pre-planning and
training, is not readily quantifiable.
Based on available data and a review of functions currently performed by Prevention staff, it is likely that
capacity exists to expand current prevention inspection activities. At a minimum, the Department should
develop a proactive fire prevention inspection program that targets high-risk occupancies each year and
identifies clear inspection targets for lower-risk occupancies. Developing and implementing this program
will require several key steps:
•
•
•
•

Compiling a list of known occupancies in the City and tracking these occupancies in a centralized
inventory.
Prioritizing occupancies based on risk. For example, occupancies that involve exposure to
hazardous environments or conditions (such as dangerous chemicals) should be prioritized for
inspection more frequently than lower-risk occupancies, such as office buildings.
Assign annual inspections to Prevention staff as part of the Department’s work planning process.
Record the results of inspections and follow up on any observed violations.

Once the proactive fire inspection program is created, staff should consistently track the number of
inspections accomplished each year and the time spent performing each inspection. This data should be
gathered as part of Citywide efforts to increase data tracking and performance measurement, as described
in the Citywide section of this report. Collecting accurate data and regularly evaluating this information
will allow the Department to make further adjustments to the proactive inspection program, including
modifying the program to meet existing staff capacity or adjusting reinspection requirements based on
violation histories.
As the program grows and evolves, the Department should carefully consider how it categorizes the risk
level of existing occupancies. For example, the Cities of Tempe, Arizona, 115 and St. Paul, Minnesota, 116
evaluate occupant loads, square footage, the presence of hazardous processes/materials, and land use to
designate properties as high or low risk for fire. The Cities of Atlanta 117 and Vancouver 118 utilize similar
metrics but also focus prevention inspections activities on occupancies that are actually more susceptible
to fire events. Compiling and tracking information necessary to more effectively evaluate risk will allow
the Department to better focus scarce resources on structures and occupancies that pose the greatest threat
regarding structure fires.
Creating a proactive inspection program will help ensure that high-risk occupancies in the City continue to
comply with applicable fire codes and reduce the likelihood that major structure fires will break out in the
City of Tempe, Arizona Fire Department. “Tempe Fire Medical Rescue Department Community Risk
Assessment Guidelines.” November 2016. https://www.tempe.gov/home/showdocument?id=74085
116
National Fire Protection Association (NFPA) and Fire Protection Research Foundation (FPRF).
“Measuring Code Compliance Effectiveness for Fire Related Portions of Codes.” 2008.
117
Firebird: Predicting Fire Risk and Prioritizing Fire Inspections in Atlanta. 2016.
http://firebird.gatech.edu/KDD16_Firebird.pdf
118
Fire Underwriters Survey (FUS) Building Fire Risk Prediction Validation Project. FUS/Opta Information
Intelligence. December 12, 2018. https://fireunderwriters.ca/media/bb737a67-f53f-4625-9cf8d91e32c9fb7f/gtJiSg/FUS/Resources/Articles/FUS_Building_Fire_Risk_Validation_Project.pdf
115
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community. This approach also creates opportunities for the Department to implement further adaptations
in future years, such as a company inspection program where shift staff conduct annual inspections. The
advantage of a company inspection program is that it provides firefighters with an opportunity to visit and
evaluate structures in the community regularly, increasing institutional awareness about the types and
condition of structures that may catch fire in their area. However, company inspection programs require
providing staff with adequate training and operational support to ensure these activities do not interfere
with other assigned work. Additionally, the time required to perform company inspections may interfere
with other tasks assigned to company staff, such as hydrant flushing and inspections. To the greatest extent
possible, the Fire Department should engage the Utilities Department to explore opportunities for
reallocating hydrant exercises to Utilities staff as a way of maximizing availability for company inspections.
It is important to acknowledge that the ability to transfer these responsibilities to Utilities is highly
dependent on the City’s ability to attract and retain positions as described in the Utilities section and
throughout this report.
Recommendation 85: Create a personal protective equipment (PPE) replacement plan.
Lawton Firefighters are currently issued one set of PPE, and the Department is in the process of procuring
a second set of PPE for staff. According to NFPA 1851 (Standard on Selection, Care, and Maintenance of
Protective Ensembles for Structural Fire Fighting and Proximity Fire Fighting), PPE should be removed
from service if it fails an annual advanced inspection, or after 10 years. The cost of replacing this equipment
can vary considerably, but given the number of line firefighters in the community, it is important to budget
regular replacement as part of a capital replacement program, as discussed in this report.
To ensure firefighters are adequately protected for any emergency, it is essential for the Department to
identify formal expectations regarding when PPE will be issued and when replacements will be procured
for staff. A common practice used by fire departments across the country is to provide an initial set of PPE
upon hire and a replacement set after five years. Once issued, the replacement set effectively becomes the
firefighter’s primary set of gear, while the older set serves as a backup in case the primary set needs to be
cleaned or repaired.
As part of the regular PPE replacement program, the Department should ensure that staff regularly inspect
issued equipment for damage and disrepair. Gear that fails safety and integrity checks should be prioritized
for replacement.
Recommendation 86: Create an annual training calendar.
The Department’s Training Division currently compiles an annual training plan, which includes a variety
of training goals designed to maintain its ISO Class I status, skill training related to officer development,
driving, hazardous materials (Haz-Mat), EMS, and other fire-related training. The following table
illustrates the total amount of staff hours devoted to training over the last several years, as provided by the
Department.
Table 59: Annual Average Training Hours, 2017-2019
Training Session
Fire Officer

2017

2018

2019

Annual Average

4,478

10,099

7,494

7,357

15,233

17,842

13,732

15,602

Haz-Mat

4,880

1,026

2,401

2,769

EMS

6,589

14,852

11,325

10,922

Fire-Related

9,633

4,368

8,873

7,625

40,813

48,187

43,825

44,275

Driver

Total
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In addition to the training opportunities above, the Department regularly engages in multi-company
training using staff across multiple fire stations, as well as multi-agency training with other area emergency
response staff. These efforts are commendable, provide staff with relevant experience, and support the
Department’s efforts to maintain its Class I rating.
While the Training Division plays an important role in scheduling and tracking annual training events as
described above, the Department currently provides company officers with significant latitude to develop
and prioritize ancillary training activities. This provides company officers with the flexibility to improve
operational weaknesses but also increases the likelihood that various companies will approach training and
operations differently. For example, if firefighters in one company are trained to load hoses in a particular
manner that differs from other companies, confusion can result on the fireground when multiple companies
respond to an incident.
Developing a clear and consistent approach to training throughout the organization is essential to ensure
that all staff share the same basic understanding of operating principles, approaches, and expectations. Fire
departments across the country must continually balance the need to ensure staff maintain basic
competencies while improving specific skills and addressing training needs that arise. The Lawton Fire
Department is no different. While using the Training Division to track high-level training goals and
delegating other training priorities to company officers has effectively served the Department in the past,
the Department would be better served by developing a more comprehensive training approach.
Specifically, the Training Division should develop an annual training plan designed to identify key skills
and objectives that should be accomplished regularly, such as monthly or quarterly. This training plan
should include relevant trainings required to meet ISO certifications, as well as specific skill development
focused on meeting the needs of companies throughout the Department. To identify appropriate training
topics and focus areas for the plan, it will be important for the Training Division to work closely with
Assistant Chiefs and company officers to develop a list of training needs at each station. These needs should
be prioritized and scheduled so that all companies throughout the Department will regularly review the
same skill-building and operational practices in a way that best supports cohesive operations across all
shifts and stations. Additionally, the training plan should complement the Department’s annual work plan
as described in Recommendation 78, and it should leverage shift instructors to help identify training needs
as well as coordinate and convey training sessions where appropriate.
While many fire departments across the country utilize training plans, an example from the Bella Vista,
Arkansas Fire Department is instructive. This training plan identifies key training topic areas, the frequency
each topic should be covered, and the number of hours staff are expected to spend training each topic area
per year. 119 By organizing a training calendar in this manner, the Bella Vista Department is able to more
effectively delegate training tasks to Captains and ensure that staff throughout the department focus on
training tasks and skills development in a synchronized, consistent way. A similar training plan should be
developed and adopted by the Lawton Fire Department to support training activities and encourage
consistent practices across the Department.

City of Bella Vista Fire Department. 2020 Annual Training Plan. http://www.bvfdtraining.com/wpcontent/uploads/2020/01/BVFD-2020-Training-Plan.pdf
119
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Emergency
Communications
The Emergency Communications Department operates a centralized Emergency Communications Center
(ECC) for the City of Lawton, Comanche County, and Fort Sill. Its mission is "to provide effective public
safety services through the appropriate and timely dispatch of animal welfare, fire, police, medical, and
rescue units." 120 Emergency Communications was part of the Police Department until the FY2019-20
budget when it was made into an independent department.
The Department serves law enforcement, fire, and emergency medical services agencies across the County.
Staff are expected to take and triage calls and dispatch first responders to emergencies 24 hours a day, 365
days a year. In addition to emergency calls, staff respond to general City informational calls and requests
from 3:30 PM to 7:00 AM during the week and from 3:30 PM Friday to 7:00 AM on Monday. These
informational calls frequently pertain to issues like water main breaks and leaks, non-functional traffic
signals, and utility locate requests.
Emergency Communications currently operates with a total authorized staffing complement of 35
positions, as illustrated in the following figure.
Emergency
Communications
Director
1.0 FTE

Shift Supervisor
3.0 FTE

Telecommunicator
III
6.0 FTE

Telecommunicator
II
17.75 FTE

Training
Coordinator
1.0 FTE

Telecommunicator I
6.0 FTE

Figure 27: Emergency Communications Department Organizational Structure, FY2021
The Emergency Communications Director is responsible for providing oversight, guidance, and direction
to all aspects of the Emergency Communications Department. The position oversees call processing and
dispatch services to all agencies served by the Department. This requires regular interaction with the public
and customer agencies. The Director is involved with the hiring of new positions and conducting
performance reviews for all employees.
The Training Coordinator is responsible for designing and managing the Department's training program.
This includes a six-week academy for probationary employees as well as ongoing employee training. The
position is also tasked with quality assurance and regular review of Telecommunicator performance.

City of Lawton Website, About Emergency Communications,
https://www.lawtonok.gov/index.php/departments/emergency-communications/about-us
120
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The Department operates on a rotating 8-hour shift schedule. There are three shifts: day shift from 7:00
AM to 3:00 PM, evening shift from 3:00 PM to 11:00 PM, and midnight shift from 11:00 PM to 7:00 AM.
Telecommunicators work one of three shifts reporting to an assigned Shift Supervisor. Currently the
Department targets six Telecommunicators and one Supervisor for the day and evening shifts, and five
Telecommunicators and one Supervisor for the midnight shift. The minimum staffing required to operate
is four Telecommunicators and one Supervisor. Shift Supervisors are expected to understand the roles and
responsibilities of Telecommunicators and be able to perform call taking and dispatching as needed. In
addition, Supervisors continuously review Telecommunicator activities for accuracy and completeness and
investigate complaints as needed.
Staff are assigned to six stations within the Center that serve different specialties. It takes approximately
one year to become competent in all six positions. These assigned roles are a dedicated call taking position,
City of Lawton Police Department dispatch, County law enforcement dispatch, Fire and EMS dispatch,
dispatch for wants and warrants for the Lawton Police Department and animal control, and dispatch for
military police at Fort Sill. Although there is an assigned call taking position in the Emergency
Communications Center, the calls for service volume at the ECC is more than a single call taker can handle.
As a result, Telecommunicators at every position are expected to take calls for service and dispatch first
responders simultaneously. This dual responsibility means that when call volume is high,
Telecommunicators must focus their attention on calls for service from the public rather than ongoing radio
communication with first responders.
There are three levels of Telecommunicator positions in the Department. Each position type has a different
expected skillset. Based on a review of the job descriptions, below is a summary of the essential functions
of each role:
•
•
•

Telecommunicator I – Entry-level position. Receives and processes calls for assistance. Provides
pre-arrival instructions to callers as appropriate. Monitors the status and availability of on-duty
emergency personnel. Operates a two-way radio to dispatch police, fire, and medical responders.
Telecommunicator II – In addition to Telecommunicator I functions, this position should have
knowledge and mastery of all the roles within the ECC and the ability to train other employees.
Telecommunicator III – In addition to Telecommunicator I and Telecommunicator II functions,
this position should be able to assume the role of the Shift Supervisor as needed.

Core Services Matrix
The following table illustrates the core functions and services provided by the Emergency Communications
Department and its staff. This list reflects key activities that account for significant staff time; it is not meant
to be an all-inclusive list of activities performed by staff.
Table 60: Emergency Communications Department Core Services
Department
Function

Program Area
Department
Management

Administration

Training

Customer Agency
Relationship
Management
New Hire and
Promotion

Activities
•
•
•
•
•
•
•
•
•

Prepare and monitor annual Department budget
Monitor shift attendance and schedules
Approve timesheets and leave requests
Regularly meet with customer agencies served by Emergency
Communications
Address any issues or questions raised
Update protocols in partnership with customer agencies
Train new hires on duties and different roles within the ECC
"Clear" staff on their ability to handle different roles within the
emergency communications center and ability to train others
On-the-floor training conducted by other Telecommunicators
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Program Area

Activities
•

Quality Assurance

•
•

Emergency Call
Taking

•
•

Operations

•

Emergency Dispatch

•
•

Non-Emergency Calls
for Service

•

Pull 5% of calls to assess the effectiveness of individual
Telecommunicators
Provide training or adjust protocols to address trends and issues
that emerge from audited calls
Field emergency calls from the public for law enforcement, fire,
and medical calls
Collect the necessary caller and incident information to provide
to first responders
Dispatch the appropriate agency and unit based on call type,
priority, and protocols
Monitor radio traffic and respond to requests for information
from first responders
Provide updates and check-ins to first responders in the field
during a call
Field information calls when calls to the City are rolled to the
emergency communications center after business hours
Dispatch appropriate crews or staff based on the nature of the
non-emergency calls

Staffing
Staffing for the Emergency Communications function has remained flat for the last five fiscal years. Fulltime and part-time positions have not changed. The following table shows the staffing levels for the
Department since FY2017.
Table 61: Emergency Communications Department Staffing, FY2017 through FY2021
Staffing by
Function
Emergency
Communications
– Full-Time
Emergency
Communications
– Part-Time
Total

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

34

34

34

34

34

0%

1

1

1

1

1

0%

35

35

35

35

35

0%

Budget
The Department's budget has increased by about 10% since FY2017, primarily due to changes in personnel
costs. This increase is due to differences in actual expenditures for salary cost compared to budgeted costs,
likely because of vacancies in past years compared to budgeting for the cost of all allocated positions.
Changes in capital outlay expenses are due to the purchase of a new Motorola call system. The following
table shows the changes in expense by category for the last five fiscal years.
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Table 62: Emergency Communications Department Expenses – All Funds, FY2017 through
FY2021
Expense Category

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Personnel Services

$1,683,014

$1,614,580

$1,600,597

$1,796,347

$1,851,098

10%

$88,397

$131,906

$99,680

$112,200

$118,786

34%

Other Services and
Charges

$423,816

$412,636

$381,380

$452,517

$351,391

-17%

Capital Outlays

$203,852

$530,369

$89,280

$106,020

$312,430

53%

$2,399,079

$2,689,491

$2,170,937

$2,467,084

$2,633,705

10%

Supplies

Total

Percentage Change
FY2017 to FY2021

Analysis and Recommendations
There are two broad areas that the Emergency Communications Department should address to better serve
the public safety agencies that rely on its services. First, staffing and operations changes can be made to
better address workload and capacity. Second, there is a need for the Department to ensure that it meets
the expectations and performance standards of customers by engaging them to advise and inform the
Emergency Communications Center. The recommendations below address these needs and opportunities
in detail.

Staffing and Operations
Recommendation 87: Create dedicated call taking and dispatch roles.
The Emergency Communications Department serves two primary functions: fielding emergency and nonemergency calls for law enforcement, EMS, and fire and dispatching calls for service to law enforcement
officers, firefighters, and ambulances in the field. Staff perform other functions, but call taking and dispatch
are the primary workload drivers for Telecommunicators.
When evaluating call taking and dispatch functions, it is important to consider the nature of both duties.
Although Telecommunicators are expected to perform both duties, these roles need to be discussed and
analyzed separately. Call takers are only capable of answering one call at a time. They are responsible for
dealing with members of the public who are often in states of panic and are tasked with extracting critical
incident information to relay to first responders. Further, given the potential for a serious emergency, they
are required to answer all calls in a timely fashion and work efficiently to avoid line blockage or dropped
calls.
Dispatchers deal directly with first responders throughout the duration of a call or incident. They provide
timely responses to questions and information requests from those first responders and are tasked with
monitoring and supporting officers, firefighters, and paramedics in the field. They are often responsible for
monitoring multiple incidents at a time. Dispatchers are able to monitor multiple incidents because requests
for information, outside of the initial relay of incident information, require shorter bursts of engagement
and communication.
Currently, the Department has 29.75 total authorized Telecommunicator FTEs. Telecommunicators work
at six positions, or stations, within the ECC: call taking, wants and warrants for Lawton Police Department
and animal control, Lawton Police main channel, law enforcement dispatch for all County agencies, fire
dispatch for all agencies, and a military police channel for Fort Sill. Although there is an assigned call
taking position in the ECC, Telecommunicators often both take calls for service and dispatch first
responders simultaneously, depending on the volume of calls and their assigned station. As discussed
previously, the different levels of Telecommunicator positions are expected to have different mastery of the
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roles within the ECC, but each level is expected to be able to both perform the call taking and dispatching
functions.
It is common for jurisdictions with relatively low call-volume and dispatch channel traffic to require
Telecommunicators to both field emergency calls and monitor dispatch channels. However, this practice
becomes more difficult to manage as the number of calls increases. Call taking requires dedicated and
uninterrupted attention to each call. As call volume increases, Telecommunicators are unable to perform
any additional tasks such as responding to officer or firefighter queries, which can create communications
delays that can potentially result in safety concerns or impede effectiveness in the field.
To evaluate staffing for the ECC overall, call volume and response trends were evaluated. The City
provided data for calendar year 2019, which included 102,368 distinct calls for service. 121 Based on this
data, calls for service begin to increase around 8:00 AM and remain elevated until 8:00 PM each day. The
ECC receives about 15 calls per hour each day during this peak period, as illustrated in the following figure.

Average Daily Calls for Service

Calls for Service Workload Profile
20
18
16
14
12
10
8
6
4
2
-

Hour
Monday

Tuesday

Wednesday

Thursday

Friday

Saturday

Sunday

Figure 28: Calls for Service Workload Profile by Day of the Week, 2019
During peak hours, this represents an emergency call for service about every three minutes. The frequency
of these calls increases the need for Telecommunicators assigned to dispatch to backfill for the call taker,
which in turn reduces the ability for dispatch staff to communicate with first responders during the busiest
times of the day.
To help increase responsiveness to inbound calls and preserve staff capacity to attend to dispatch functions,
the Department should create dedicated call taking and dispatch roles. This would reduce the need for
dispatchers to backfill for call takers. The Association for Public-Safety Communications Officials (APCO)
is an international non-profit that serves the needs of public safety communications practitioners
worldwide. APCO acts as a knowledge and best practices clearinghouse and training resource for
Self-initiated calls, those with the same received and dispatched time stamp, were excluded from this
analysis because they do not impact the call taking workload. For example, a Police Officer conducting a
traffic stop was captured in the Computer Aided Dispatch system but a Telecommunicator was not needed to
initiate that action.
121
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emergency communications agencies. According to APCO, most large dispatch centers seek to staff
dedicated call taking and dispatch channels with separate personnel and utilize dispatchers as backup call
takers should peaks in the workload necessitate a dual role. 122 Based on the City’s call volume, service area,
and the number of customer agencies served by the Emergency Communications Department, it is
appropriate to begin staffing the Department with dedicated call taker and dispatcher roles.
Eliminating the expectation that Telecommunicators perform both call taking and dispatch functions
simultaneously creates significant advantages for the ECC and its customers. First, it allows the
Department to focus resources on answering calls in a timely fashion during peak periods, which should
correspond with quicker response times throughout the day. Second, it alleviates the need for dispatchers
to break from their duties during busy periods to answer incoming calls. This allows dispatchers to maintain
focus on assisting first responders and coordinating public safety personnel in the field. Enabling
dispatchers to maintain this focus is critical to avoid miscommunications and errors, which could place
personnel at risk or create unnecessary delays in providing assistance. Finally, moving toward fully
dedicated call takers will align the Department with industry best practices and create clearer distinctions
between operational roles within the ECC.
Recommendation 88: Improve the scope and use of Computer Aided Dispatch data to inform staffing
analysis.
Staffing emergency communications functions is complex and requires careful consideration of several
factors, including call patterns, service areas, leave usage, turnover and vacancies, and resource availability.
The Department currently operates using three 8-hour shifts, which requires Telecommunicators to work
five days on, followed by two days off. The current minimum shift staffing is five FTEs, including the Shift
Supervisor. The Department currently targets seven FTEs for the day and evening shifts and six FTEs for
the night shift.
Providing continuous coverage each hour of each day requires 2,920 staff hours per year, per position.
There are 15 total positions that must be scheduled to achieve minimum staffing targets each day (five
FTEs for each of the Department’s three shifts). This means that the ECC requires 43,800 continuous staff
hours each year to operate effectively, according to current minimum staffing targets (2,920 hours
multiplied by 15 positions). Each full-time Telecommunicator is currently scheduled for 2,080 hours per
year. Dividing 43,800 staff hours needed by 2,080 scheduled hours per year results in a need for
approximately seven staff per shift.
However, two additional factors must be considered when assessing staffing for emergency
communications. The first is leave usage. The City of Lawton's Personnel Policies and Procedures show
that 2019 had 13 holidays, and staff can accrue up to 12 sick days annually and 10 to 25 vacation days
depending on longevity. 123 Because actual leave data was not made available, it is assumed that staff utilize
an estimated 296 leave hours per year, including holidays and 20 days (four workweeks) of vacation/sick
leave. Although Telecommunicators are scheduled for 2,080 hours per year, they are actually available to
work an estimated 1,816 hours per year. This means that for every Telecommunicator position scheduled,
1.15 Telecommunicators must be hired to provide continuous coverage. This ratio is known as the
Department’s staffing factor. Applying the staffing factor to the number of staff that must be scheduled
each shift (seven) results in a need for approximately 8.05 staff per shift.
The second consideration is turnover. Each time a position becomes vacant, the Department loses the
ability to provide continuous coverage as scheduled. While specific turnover data for the City was not made
available, the latest available APCO benchmarks indicate that the average turnover rate for dispatcher
positions in Oklahoma is approximately 21%. This means that for every Telecommunicator position
scheduled, 1.21 Telecommunicators must be hired to account for turnover.
122
123

APCO Project Retains, Staffing and Retention in Public Safety Communication Centers Workbook, 2005
City of Lawton, Personnel Policies and Procedures, 17-1-6 Leave
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To calculate actual staffing needs to achieve the minimum staffing target, the number of positions required
to operate a continuous schedule on each shift must be multiplied by the staffing factor and the turnover
rate, as illustrated in the following table.
Table 63: Personnel Required to Achieve Current Minimum Staffing
Shift
Day
Evening
Midnight
Total

Current
Minimum
Staffing Target
5

Number of
Positions
to Schedule
7

1.15

Estimated
Positions Needed
to Cover Leave
8.05

5

7

1.15

5

7

1.15

15

21

Staffing
Factor

1.21

Estimated
Positions Needed
to Cover Turnover
10.74

8.05

1.21

10.74

8.05

1.21

10.74

24.15

Turnover
Rate

32.22

Based on this analysis, the Department requires approximately 33 total staff positions to consistently
achieve its minimum staffing target throughout the year. The Department is currently staffed with 29.75
Telecommunicators and three Shift Supervisors, for a total of 32.75 personnel. Therefore, authorized
staffing in the Department is largely sufficient to achieve current minimum staffing targets.
However, the analysis above assumes that the current shift schedule and staff deployment utilized by the
Department is appropriate. This may not be the case, and it is important to ensure that minimum staffing
requirements accurately reflect actual demands for service by evaluating call patterns and data related to
call taking and dispatch.
The CAD data provided by the Department includes a wealth of information related to geography, call
type, responding units, and other associated indicators. However, three specific data indicators are not
currently tracked by the City, or for which information was not made available for this analysis. This
prevents the completion of a thorough staffing analysis for call taking and dispatch functions. These
indicators include the following:
•

•

•

Call taking responses that meet service level standards. The Department does not currently
utilize a formal service delivery standard for call taking. A common industry-wide practice is to
strive to answer 90% of all calls to the ECC within 10 seconds. Without a formal service standard
in place, it is difficult to determine whether the current level of service is acceptable to the
community and the Department’s customers.
A clear indication of activity type. The CAD system does not readily distinguish between calls
that were received but not dispatched, calls that were received and were dispatched, and selfinitiated dispatch activity initiated by first responders. Knowing this information is critical because
it allows the City to differentiate between workload that can be allocated to call takers (e.g., all
inbound calls) and workload that should be allocated to dispatchers (e.g., all dispatched calls for
service and self-initiated activities).
Radio airtime and/or transactions associated with calls. One of the most effective methods for
calculating dispatch staffing levels is to perform a channel block analysis. This analysis involves
evaluating the percentage of time each radio channel is in use, also known as the number of radio
transactions per channel, to ensure that first responders and dispatchers do not have to wait to
communicate with each other. To conduct a channel block analysis, the amount of airtime each
dispatch channel is in use or the number of radio transactions (transmissions from dispatcher to
first responder or vice versa) is required. This information is particularly valuable in agencies that
serve multiple jurisdictions, such as Lawton, because it allows the Department to more readily
communicate how much time ECC staff spend managing calls for third-party customers and their
associated radio channels.
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Without the data indicators above, it is difficult to accurately assess the actual workload impacts placed on
ECC staff throughout the day. Information regarding call volume and time on call is readily available, but
the specific amount of time call takers and dispatchers must spend managing these calls cannot be gleaned
from available sources. To ensure the City can accurately perform dispatch staffing analysis in the future,
it is critical to begin tracking the indicators described above. Once this information is obtained, the
Department should follow a multi-step process to calculate its staffing requirements.
First, it should ensure that a formal service delivery target is established. This should be done as a
Departmental policy and can also be incorporated into internal service level agreements or external service
agreements, as discussed in Recommendation 89.
Next, all external calls for service to the ECC should be evaluated to analyze how well the Department
achieves the service level goal described above. It is appropriate to exclude self-initiated activities that
involve first responders communicating directly with dispatchers for this analysis. When evaluating call for
service patterns, it is important to calculate the average number of calls for each hour of the day. This
information can be used to determine periods of the day when call volume is significant. To calculate the
number of call takers needed, the Department should utilize a recognized industry queuing model, such as
the Erlang Model, 124 to estimate minimum call taker staffing requirements throughout the day.
Once the number of call takers is calculated, the Department should examine the extent to which each
dispatch channel is used each hour of the day. It is a common industry practice to staff one dispatcher per
channel; however, it is appropriate to assign a single dispatcher to supervise channels with low activity.
Determining the overall level of activity for each channel will help the Department determine whether the
present number of channels is appropriate and what staffing adjustments may be needed to optimize
coverage.
After call taking and dispatch patterns are established, the Department can calculate its minimum staffing
requirements, including leave and turnover information, as described above. As a part of this analysis, the
Department should consider alternative scheduling approaches (such as a 12-hour schedule), which may
reduce the need to hire additional staff to provide appropriate coverage.
Accurately gathering and maintaining this data will require extensive collaboration with ITS. In recent
months, the Emergency Communications Director has been meeting with ITS staff to discuss challenges
and opportunities associated with the CAD. These meetings should continue, particularly as the City seeks
to leverage the Tyler Technologies suite of software products to public safety departments, including the
Emergency Communications Department.
As the City’s ability to collect and analyze CAD information improves, the Emergency Communications
Director should identify capable staff within the ECC who can assist with gathering and analyzing this
information. However, if there is not appropriate capacity for analytics support within the Department, the
Director should assess whether analytical needs can be met through the establishment of regular reports
provided to the Director by Information Technology or if additional staff support is required. If additional
staff support is required, the Department should engage the Police Department to evaluate potential
opportunities for sharing analytical resources, such as leveraging the existing Crime Analyst position to
assist with data collection and reporting for Emergency Communications functions.

124
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Governance and Training
Recommendation 89: Create a multi-jurisdictional advisory body to assist Emergency Communications
and allow partners to report issues.
The Emergency Communications Department receives calls for service and dispatches first responders for
the City Lawton, Comanche County, and Fort Sill. This service area includes City police and fire, County
law enforcement, 19 volunteer fire departments, 125 two EMS agencies, and several municipal Police
Departments in Comanche County. Comanche County also provides funding to support the Emergency
Communications Center. In FY2021, this totaled $526,741, about 20% of the Department's total budget
and 55% of the City's General Fund commitment.
An important piece of the management of the ECC is understanding the needs of different customer
agencies and establishing a method for them to raise concerns and have issues addressed. Due to the
individual characteristics of each community served and the workload profiles of each agency, conflicts
can arise in the desire for how similar calls are handled and dispatched. Before the FY2020 budget process,
the Emergency Communications Department was part of the Lawton Police Department. As a result, the
Police Chief led customer service efforts with public safety agencies and resolved conflicts that arose.
The Department does not currently interact with customer agencies regularly outside of dispatching first
responders or dealing with complaints. With the establishment of Emergency Communications as an
independent department within the City of Lawton, there is an opportunity to rethink how best to work
with and meet the needs of customer agencies. One of the most effective ways of doing this is to establish
an advisory body composed of Department customers. This advisory body should be tasked with improving
day-to-day communication and resolving conflicts and concerns about the performance and practices of
the Department. Advisory bodies are also a useful tool to help address and resolve service level disputes
among the Department’s customers.
To implement this recommendation, the Department will need to create an Interlocal Agreement that
defines the roles and responsibilities of the new advisory body, as well as the representative members on
the body. Membership at a minimum should include the City Police Department, City Fire Department,
County Sheriff's Office, an EMS representative, and a representative chosen from the volunteer fire
departments, for a total of five representatives.
The intention of the body is to provide a mechanism to ensure consistent service to all customer agencies.
Once established, the body should begin a practice of meeting monthly with the Emergency
Communications Director to review the totality of Department operations, ongoing projects, issues, and
opportunities. This body should provide broad direction to the Emergency Communications Director,
resolving service level disputes between customer agencies and providing input and adopting Department
policies and procedures. To accomplish this, the Director should develop a formal agenda for each meeting
that serves to address five key characteristics: 1) operations updates; 2) financial condition; 3) customer
service/public relations; 4) special project updates; 5) performance indicators. These are summarized
below:
•
•

Operations updates – Describe the status of current or pending projects for the Department. Effort
should be made to discuss progress on the existing work plan, outstanding items and the plan to
address them, obstacles or challenges to success, and the requirements to overcome those issues.
Financial condition – Every quarter, the Director should report the status of their operating budget
and spending to date as compared to the prior year's spending. Current or projected unanticipated
expenses should be discussed and, if necessary, guidance should be sought from the body for next
steps. In addition, unanticipated cost overruns should be reported as they become evident.

Comanche County Website, Volunteer Fire Departments, https://comanchecounty.us/volunteer-firedepartments/
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Customer service/public relations – Any current or projected issues that could affect the public,
internal costumers, or customer agencies should be discussed, and a plan for communication with
the appropriate parties should be established.
Special project updates – Status updates on any special projects should be reported during the
meeting.
Performance indicators – Every quarter, the Director should report the progress of executive-level
performance measures for the Department. Executive-level performance measures are high-level
indicators of program outcomes and costs compared to prior years and established goals. These
indicators should be explicitly defined in the service level agreements detailed in Recommendation
90.

The Director should develop and maintain a comprehensive work plan and monthly report that can be
shared and discussed with the governance body at the monthly meeting. This work plan should describe
major projects and provide a clear and measurable pathway toward transparently communicating and
resolving service level issues. This will provide a direct mechanism of accountability and will also
strengthen the role of the body as the primary arbiter of service issues for the Department.
Creating this advisory body will require a willingness to collaborate from the leadership of the Department
and the City of Lawton. Leaders in customer jurisdictions will also need to be willing to take on additional
responsibility and commit to regularly engaging with the Department. This will be a change from the
current operation of the Emergency Communications Department, but it will be important to ensuring that
all customer agencies feel served and that the Director is provided the proper support and direction.
Recommendation 90: Develop formal service agreements with customer agencies.
Each public safety agency in the City of Lawton, Comanche County, and Fort Sill is an important customer
and user of emergency call taking and dispatching services. As a result, it is reasonable for those agencies
to have a clear expectation of services provided by the Emergency Communications Department and a
mechanism to resolve issues efficiently and effectively. Likewise, it is reasonable for the Department to
expect a clear and consistent definition of dispatch protocol from agencies and for the agencies to
consistently adhere to those protocols.
The formal arrangement between the Department and customer agencies is unclear. The County currently
contributes financially to the Emergency Communications Center budget. In FY2021, the County provided
$526,741 or about 20% of the Department's overall budget. Staff are trained on unique protocols for
customer agencies, and when issues arise, they are brought to the Director, but there is a need for a more
formal relationship between the Department and its customers.
There are several methods for doing this, and the approach may differ depending on each customer agency.
For internal customers, such as the City Police and Fire Departments, it is appropriate for the Department
to develop formal service level agreements that clarify expectations for both the agency and the
Department. For outside agencies, the Department could develop Memoranda of Understanding (MOU)
or leverage the interlocal agreement describing the creation of an advisory body, as discussed in
Recommendation 89.
Regardless of the specific method used, these agreements should establish clear performance goals and
expectations. Each agreement should clearly specify dispatch protocols for the customer as well as a
formalized process, approach, and reasonable timeline to adjust dispatch protocols when the need arises.
The agreements should clarify performance expectations and associated performance metrics that can be
tracked and used to monitor and improve service quality. In addition to expectations, the agreements
should also clearly communicate the method for customer agencies to raise and resolve any complaints or
issues they experience with the Emergency Communications Center.
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These agreements will create readily understood, clear standards regarding how the ECC should interact
with its customers, provide services to partner agencies, and handle disputes or requests that impact
operations. Additionally, establishing formal agreements will allow the Department to enhance quality
assurance and training programs for Telecommunicators. Understanding and formalizing the standards by
which Telecommunicators are evaluated will allow the Training Coordinator and Shift Supervisors to hold
staff to these expectations. In other words, the agreements can act as a baseline against which performance
can be measured and tracked.
The service level agreements should be reviewed and approved by the multi-jurisdictional advisory board.
This body will provide direction and guidance to the Department and the Emergency Communications
Director. By having the body review and evaluate service level agreements, they can establish consistency
across agencies. Concerns with performance or expectations by customer agencies should be brought to
the advisory body. Using the service level agreements, the advisory body can assess whether the
Department is performing to expectations and develop a path forward if it is not. It is important to note
that for agreements or items that require approval by the City Council, the body's approval will merely be
advisory to City Council.
The Director will need to work with the City Manager, City Attorney's Office, and leadership of customer
agencies to begin this process and draft agreements. These should reflect protocols for each agency and
commitments from the Department. Once drafted, the agreements should be reviewed and approved by
the advisory body and City Council, as needed. Using the agreements, the advisory body can assess
whether the Department is performing to expectations and work with the Director to develop a path
forward if it is not.
Recommendation 91: Establish a quality assurance program and ongoing training program.
Quality Assurance (QA) is an important part of the operation for any emergency dispatch center. QA
programs consist of two focus areas to ensure call takers and dispatchers are properly prepared and
performing well. First, all call takers and dispatchers should have a portion of their calls reviewed regularly
to ensure they are performing to expectations and meeting the needs of the public and first responders.
Second, understanding the high-volume call types for the operation as a whole allows leadership to prepare
call takers and dispatchers for rare or infrequent call types. This preparation will make the organization
confident it can handle any sort of call that might occur, no matter how frequent it is. QA should also
provide a process and platform for call takers, dispatchers, and first responders to process difficult or
stressful calls.
The Emergency Communications Department does not have a well-established QA program. The Training
Coordinator's job description outlines quality improvement efforts as part of that position's responsibility,
but the workload of training and onboarding new staff has not allowed adequate time for this work. There
is an informal goal to review 5% of calls each week, but this is not regularly accomplished. This leads to a
situation where calls that get reviewed are often only reviewed because a complaint was made from a
partner agency. Currently, after a complaint, Shift Supervisors will review the call with relevant staff,
including Telecommunicators and other management staff as needed. Outside of these case-by-case
reviews, Shift Supervisors are not regularly performing QA work.
It is recommended that the Department establish a robust QA program that can be used to inform proactive,
ongoing training for Telecommunicators. The QA program should be based on the APCO and National
Emergency Number Association (NENA) guidelines for quality assurance programs. The focus should be
on evaluating both Telecommunicator strengths as well as identifying areas for improvement and not be
focused on punishment. APCO, in partnership with NENA, developed a standard to define the
recommended components of a QA program within a public safety communications center. The standard
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defines key features of an effective program. Those components, and the substantive elements of each as
they relate to the Lawton Emergency Communications Department, are described below: 126
1. Case Review Criteria: The Department should establish the criteria under which incidents will be
evaluated. All components of the incident should be evaluated by a manager and/or supervisor,
including but not limited to call taking, data entry, dispatching, status keeping, and other key
Telecommunicator tasks. Ideally, the work of each Telecommunicator would be evaluated at
random and at specific intervals, and corrections and adjustments would be conveyed in recurring
meetings between the Training Coordinator, Shift Supervisors, and Telecommunicators.
2. Evaluation Guidelines: The Department should establish standard evaluation guidelines defining
minimum performance expectations for each rating category to ensure compliance with
expectations and industry-recognized protocols. These expectations should be clearly defined,
measurable, and effectively communicated to Telecommunicators. The case review process should
apply directly to these evaluation guidelines, which should be informed by standard operating
procedures. The process should adequately measure the quality and performance of the service
provided. This process includes, but is not limited to, analysis of performance trends, compliance
with protocols and standard operating procedures, customer service, optimizing the use of agency
resources, the overall performance of each employee, and reviewing the operation as a whole.
3. Program Monitoring: In the normal course of business, the Department should review at least 2%
of all calls for service and a random sampling of cases for each Telecommunicator. All cases
involving "high acuity" should be reviewed. High acuity is defined as emergency situations that
require an elevated or atypical response; they may involve loss of life, significant property damage,
or are of such magnitude that they produce high-stress reactions in Telecommunicators and first
responders. These reviews should occur as soon as possible after the receipt of the call and/or
following the radio dispatch or at least within five days, notwithstanding extenuating
circumstances that prevent such a review.
4. Recordkeeping: The Department should establish a recordkeeping system, including report forms
and/or a computer-based data management system, to permit storage and subsequent evaluation
of case records in a confidential manner. The quality assurance reviews should be maintained
according to a recordkeeping or retention policy.
5. Reporting and Feedback: The Department should establish a mechanism for reporting quality
assurance/improvement performance outcomes to the appropriate personnel regularly per agency
and/or protocol guidelines. The Department should develop appropriate reporting systems to
inform management and employees about performance levels and help identify areas of superior
performance as well as areas for improvement and remedial action. The Department should
develop a communication plan that defines the purpose of each report, the recipients, the sources
of data, and the metrics used in case evaluations. Feedback to each Telecommunicator should be
timely, accurate, and objective.
6. Written Directives: The QA program should be based on a series of written directives and
standard operating procedures. Furthermore, the outcomes of the QA program should be
proactively utilized to adjust and improve the Department's standard operating procedures.
The Department currently has several of the tools needed to implement these practices, including a
recordkeeping system and CAD software, informal goals for reviewing calls, and clear guidelines for
performance. However, the Department needs to formalize and expand upon these tools to create a robust
Standard for the Establishment of a Quality Assurance and Quality Improvement Program for Public Safety
Answering Points, APCO & NENA.
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QA program. There needs to be execution on the goal of reviewing 2% of all calls for service and an addition
of reviewing high acuity calls. A formal reporting and feedback process should be established to the
Director, advisory body, and individual Telecommunicators. The process and methodology for reviewing
performance regarding calls for service should also be outlined as part of establishing the program. Lastly,
the directives and procedures for the QA program should be formalized and adopted by the advisory body.
Implementing a QA program should not fall on a single position. The Director, Training Coordinator, and
Shift Supervisors need to work together to establish the program and thereby incorporate data and
performance into the regular operation of the Department. The regular review of 2% of Telecommunicator
calls and all high acuity calls should be completed by these positions working together as a team, and the
results of this work should be incorporated into an ongoing training program for Telecommunicators as
described below.
An effective quality assurance program also serves as the basis of a good training program for ECC staff.
The process of proactively monitoring the outcomes of calls provides a mechanism to ensure consistency
of service and provides a useful structure for training curriculum design. The QA program should inform
Department-wide training in addition to individual performance improvement. Regular review of calls and
Telecommunicator performance should inform the type of training needed for staff. For example, a review
of calls may show that Telecommunicators are incorrectly dispatching units for suspected electrical fires.
Using this information, the Training Coordinator should organize a refresher training on the proper
protocol for these call types. In addition, ongoing training can allow Telecommunicators to remain
prepared for call types that require high acuity but are infrequent.
The value of a QA program is that it allows for continuous improvement and ongoing training for staff. It
also creates a process for Telecommunicators to work through difficult calls, provide the training they need
to perform when high acuity calls are received, assess outcomes of those calls, and provide the support for
staff to process the stress of those calls. A QA program should allow for the Department to address
customer service needs or issues as they arise, pulling past performance to inform how customer agencies
want to be served in the future.
To implement such a program, the Training Coordinator should work in partnership with the Shift
Supervisors. As a group, they should be able to identify and recommend performance standards to the
Director, establish a regular pattern for review of calls and meetings with individual Telecommunicators,
and create ongoing training based on the needs of the Telecommunicators. It is important that the Shift
Supervisors support and help implement the ongoing training and quality assurance programs; their help
is the only way to integrate QA into the day-to-day practices of the Department.
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Engineering
The Engineering Department is responsible for coordinating engineering design for major capital projects,
including facilities and infrastructure, as well as conducting surveys, right-of-way acquisition, development
review and inspections related to engineering matters, and managing and updating the City’s asset
management records pertaining to water, sewer, streets, and drainage infrastructure. These functions are
carried out by an authorized staffing level of 12 positions, as illustrated in the following figure.
Director of
Engineering
1.0 FTE

Deputy Director of
Engineering
1.0 FTE

Associate Civil
Engineer
1.0 FTE

Civil Engineer
2.0 FTE

Americans with
Disabilities Act
Coordinator
1.0 FTE

Right of Way Agent
1.0 FTE

Construction
Inspector
4.0 FTE

Senior CAD
Technician
1.0 FTE

Figure 29: Engineering Organizational Structure, FY2021
Reporting relationships among the Department’s staff are not currently well-defined. The Right of Way
Agent, Construction Inspectors, and Senior CAD Technician report to the Associate Civil Engineer, Civil
Engineers, and Americans with Disabilities Act (ADA) Coordinator in multiple ways based on project
assignments.
The Director of Engineering is responsible for organizing the day-to-day activities of Department staff,
managing the Department’s budget and capital planning process, and coordinating engineering-related
projects and functions with other City departments. This position has historically been responsible for
significant project management workload, including the coordination of design and construction activities
related to the City’s $33.7 million public safety facility.
The Deputy Director of Engineering position was created in FY2020 and is responsible for coordinating
workload assignments among Department personnel, assisting internal and external customers with
engineering-related requests, and supporting the Director’s project management responsibilities.
The Associate Civil Engineer and Civil Engineer positions design minor engineering projects, identify
design work that should be contracted out to third-party consultants, review development plans for
compliance with City engineering standards, manage day-to-day project interactions during the design and
construction process, and supervise the work of Construction Inspectors. Similarly, the ADA Coordinator
reviews development projects for compliance with ADA standards, recommends ADA-related
infrastructure improvements, and inspects projects during construction.
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The Right of Way Agent is responsible for identifying and acquiring rights-of-way for City-related
infrastructure projects, particularly those that require additional sidewalk space to ensure ADA
compliance. This position works closely with the ADA Coordinator to ensure rights-of-way will be
sufficient for ADA compliance and sometimes engages third-party consultants to assist with acquiring
rights-of-way related to specific projects.
The Department’s Construction Inspectors visit and visually inspect permitted construction projects for
compliance with plans and requirements, including infrastructure projects as well as facility-related projects
such as the City’s new public safety facility. The Senior CAD Technician manages all CAD drawings, files,
and plans in the Department’s CAD system. In FY2021, the Department’s Administrative Assistant
position was eliminated, and much of the workload assigned to this position was transferred to the Senior
CAD Technician.

Core Services Matrix
The following table provides a high-level overview of core services offered by Engineering staff. This list is
not meant to be all-inclusive; rather, it is intended to capture the activities and tasks that account for
significant staff time throughout the year.
Table 64: Engineering Core Services
Department
Function/Division

Program Area
Budget Development

Administration

Project Management

Activities
•
•
•
•
•
•

Workload
Management

•
•
•
•

Design

•
•
Engineering

Development Review

•
•
•

Inspections

•
•

Technology and
Records Management

•

Prepare annual department budget
Identify and prioritize capital projects annually
Track Department expenditures throughout the year
Prepare and issue bidding documents regarding approved and
budgeted facility and infrastructure projects; evaluate bid
Coordinate engineering and construction activities with
Department staff and third-party providers, as needed
Ensure projects are constructed according to City standards
prior to acceptance
Coordinate workload assignments among Department staff
Engage internal and external customers to coordinate
engineering-related requests and determine whether to
conduct work using in-house or contracted staff
Perform design for engineering projects such as traffic signals,
small maintenance/construction projects
Coordinate design for major infrastructure/facility projects with
third-party engineers
Ensure streets comply with ADA requirements when they are
repaired or rebuilt
Review applications, plans, and permit materials for
compliance with the City’s engineering-related standards
Provide comments to applicants regarding design deficiencies
Issue engineering-related permits as necessary
Inspect permitted projects for compliance with plan/permit
requirements and applicable standards
Notify applicant when deficiencies are identified
Conduct reinspections as necessary to ensure deficiencies are
corrected
Coordinate drawings and submitted records using CAD
software
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Staffing
Since FY2017, the Department has experienced a net loss of four authorized full-time positions, resulting
in a total authorized staffing level of 12 FTEs for FY2021. This represents an overall staffing reduction of
25% compared to FY2017. These reductions are attributable to a variety of factors, including persistent
vacancy rates and, most recently, the ongoing impact of the COVID-19 pandemic on City finances. The
table below illustrates authorized staffing levels in the Department from FY2017 through FY2021. All
positions are full-time.
Table 65: Engineering Department Staffing, FY2017 through FY2021
Staffing by
Function

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

16

14

13

13

12

-25%

Engineering

Budget
Comparing FY2021 Budgeted expenditures with FY2017 Actual expenditures shows an increase of 20%.
This increase is primarily attributable to the difference between budgeted and actual amounts in Other
Services and Charges. Over the last several years, the Department has budgeted over $90,000 in this
category for external professional and technical services; however, in FY2017 and FY2018, actual
expenditures in this category were approximately $12,000.
Table 66: Engineering Department Expenses – All Funds, FY2017 through FY2021
Expense
Category
Personnel
Services
Supplies
Other
Services
and Charges
Capital
Outlays
Total

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage Change
FY2017 to FY2021

$907,362

$824,709

$801,309

$1,051,176

$995,770

10%

$25,730

$16,752

$26,800

$27,410

$27,410

7%

$20,408

$39,180

$125,375

$130,910

$123,773

506%

$0

$9,608

$0

$0

$0

Not Applicable

$953,500

$890,249

$953,484

$1,209,496

$1,146,953

20%

Analysis and Recommendations
Engineering functions in the City are currently distributed, with multiple departments playing a variety of
roles in engineering design and development, asset management, and project coordination. While
Engineering still plays an important and central role in these activities, it does not manage them. The
following recommendations are intended to help the City cultivate a stronger engineering function that can
coordinate and manage all engineering-related activities and contracts in a centralized way. This approach
will support the City’s efforts to develop improved capital planning processes, enhance the availability and
consistency of asset information, and improve project management capacity.
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Staffing and Structure
Recommendation 92: Restructure the Engineering Department to create clear roles and consolidate
functions and staff.
Although the Engineering Department is responsible for managing and coordinating the City’s engineering
projects and services, other departments, including Public Works and the Utilities, currently play an
outsized role in managing engineering functions. Specifically, traffic engineering and traffic study
coordination are currently performed by the Public Works Director, which impedes the Director’s time to
attend to other critical functions such as workload and performance management. Additionally, the
Utilities Department’s Sewer System Technical Division (SSTD) currently employs six positions involved
in engineering design, inspection, surveying, and CAD administration related to sewer construction
projects. The current organizational structure of the SSTD is illustrated in the figure below.
Public Utilities
Director
1.0 FTE

Civil Engineer
1.0 FTE

Construction
Inspector
2.0 FTE

Survey Party Chief
1.0 FTE

CAD Technician
1.0 FTE

Utility Locator
1.0 FTE

Sewer System Technical Division (SSTD)

Figure 30: SSTD Organizational Structure, FY2021
The SSTD effectively functions as a parallel engineering department focused entirely on engineering
projects related to Utilities assets and infrastructure. While the projects managed by SSTD are not
necessarily duplicative with projects managed by Engineering, this distributed structure represents a less
efficient method of organizing workload among available staff and prevents the City from achieving a
comprehensive overview of engineering workload, initiatives, and priorities.
In addition to the distribution of engineering responsibilities among multiple departments, recent staffing
changes and persistent turnover have reduced the Engineering Department’s ability to effectively organize
operations. Over the last five years, the Department has eliminated five positions – nearly a third of its
authorized FY2017 workforce. These positions include an Administrative Assistant III, CAD Technician,
Civil/Traffic Engineer, Development and Construction Manager, and a Land Surveyor. In FY2021, the
number of authorized Civil Engineers was reduced from three FTEs to two FTEs, while two new positions
were created, including an ADA Coordinator and the Deputy Director of Public Utilities. These changes
are illustrated in the following table.
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Table 67: Engineering Department Positions, FY2017 through FY2021

ADA Coordinator
Administrative Assistant
III
Associate Civil Engineer

0

0

0

0

1

Percentage Change
FY2017 to FY2021
Not Applicable

1

1

1

1

0

-100%

1

1

1

1

1

0%

CAD Technician

1

0

0

0

0

-100%

Civil Engineer

3

3

3

3

2

-33%

Civil/Traffic Engineer

1

0

0

0

0

-100%

Construction Inspector
Deputy Director of
Engineering
Development and
Construction Manager
Director of Engineering

4

4

4

4

4

0%

0

0

0

0

1

Not Applicable

1

1

0

0

0

-100%

1

1

1

1

1

0%

Land Surveyor

1

1

1

1

0

-100%

Right of Way Agent

1

1

1

1

1

0%

Senior CAD Technician

1

1

1

1

1

0%

16

14

13

13

12

-25%

Position Title

Total

FY2017

FY2018

FY2019

FY2020

FY2021

In early 2020, the incumbent Engineering Director resigned and was succeeded by the Deputy Director,
leaving the Deputy Director position vacant. A Civil Engineer position is also currently vacant. These
staffing changes represent significant impacts on the Department and have challenged the Department’s
ability to effectively organize and manage workload. As a result, there is little organizational clarity
regarding the Department’s supervisory structure, and the Civil Engineers, Associate Civil Engineer, and
ADA Coordinator all share some supervisory responsibility for the Department’s Right of Way Agent,
Construction Inspectors, and Senior CAD Technician.
The twin challenges of distributed engineering functions and an ever-changing Department structure have
created a need to restructure the Engineering Department. This restructuring should consolidate functions
and staff and clarify the role and responsibilities of Engineering personnel, as described below.
First, responsibilities for all traffic-related engineering studies should be reassigned to the Engineering
Department. This is essential to free capacity for the Public Works Director to focus on important strategic
challenges and initiatives in Public Works. The responsibility for conducting and/or coordinating these
studies should be assigned to existing Engineering staff or contracted out to avoid the need to increase
staffing over present levels, as discussed in Recommendation 93.
Second, staff in the Utilities SSTD should be reassigned to Engineering, and the Engineering Department
should be formally expected to engage in and coordinate all Utilities-related engineering design and project
work currently performed by the SSTD. This adjustment represents a significant operational change for
both the Utilities and Engineering Departments but has important benefits. Transferring this responsibility
to Engineering allows the Utilities Department to focus on day-to-day operations and maintenance
functions rather than capital project initiation, design, and management. It enables Engineering to better
contextualize project needs in light of other critical capital initiatives and creates opportunities for
Engineering to distribute project workload more effectively across a broader pool of staff.
However, it will be critical for the Engineering and Utilities Departments to closely coordinate this merger
process to ensure that project billing practices remain consistent and to appropriately prioritize Utilities
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projects in the larger context of the City’s capital improvement goals. Ensuring that there are clearly
documented SLAs in place between Engineering and Public Works and Utilities is critical, as it will provide
clear guidance before the transition takes place, and it will identify the expectations for value stream
services and deliverables. SLAs supported by value stream process mapping will also provide staff
additional comfort in seeing a visible documented process that can be improved and adjusted as required.
Given the magnitude of this change, it is appropriate to delay integrating SSTD and Engineering until
sewer-related project engineering is completed in FY2024.
Third, structural reporting relationships within Engineering should be reorganized to provide clear day-today oversight. Specifically, the Director should supervise the Deputy Director and professional engineering
staff, including the Civil Engineers and Associate Civil Engineer. This will allow the Director to delegate
engineering projects and oversight of contracted engineering support appropriately among staff with direct
professional engineering experience.
It is also appropriate to assign responsibility for Engineering Construction Inspectors to the Associate Civil
Engineer. This approach allows the Associate Civil Engineer to gain experience supervising the real-world
impacts of engineering decisions and provides an important linkage between field staff and other
engineering staff responsible for project design and management.
The Deputy Director should be responsible for all engineering support functions and staff, including CAD
administration, ADA compliance, right-of-way acquisition and management, surveying, and locating.
Staff in each of these functions will need to closely coordinate with Civil Engineers, the Associate Civil
Engineer, and Construction Inspections staff throughout the design and construction process for
engineering projects, and the Deputy Director can help to ensure that these interactions are productive,
accountable, and efficient.
Finally, the Department should reinstate its Administrative Assistant position and assign the
Administrative Assistant to the Director. The size of the proposed department, coupled with the scope of
its operations and impacts on internal and external customers, demands that the Director receive some
assistance for administrative tasks such as customer service, performance data collection and analysis, and
budget and capital improvement planning preparation. This position could be filled in several ways, such
as by consolidating responsibilities assigned to other staff to free a position, contracting for services
provided by another position and reallocating the position to administrative duties, or by identifying
additional funding during a future budget cycle.
The following figure illustrates the proposed structure of the Engineering Department. The proposed
Administrative Assistant position is highlighted in blue.
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Director of
Engineering
1.0 FTE

Deputy Director of
Engineering
1.0 FTE

Senior CAD
Technician
1.0 FTE

Americans with
Disabilities Act
Coordinator
1.0 FTE

Right of Way Agent
1.0 FTE

Administrative
Assistant
1.0 FTE

Civil Engineer
3.0 FTE

Survey Party Chief
1.0 FTE

Utility Locator
1.0 FTE

Associate Civil
Engineer
1.0 FTE

Construction
Inspector
6.0 FTE

CAD Technician
1.0 FTE

Figure 31: Proposed Engineering Department Organizational Structure, FY2021
It is important to emphasize that this recommendation represents a significant operational and cultural
change for staff in the Engineering, Public Works, and Utilities Departments and is likely to impact
relationships with staff in other City departments who regularly engage Engineering. Implementing this
recommendation will require careful planning and coordination with the City’s management staff and
Human Resources Department, and it is appropriate to phase this recommendation depending on the City’s
circumstances in the coming months and years. It will also be critically important for the Engineering
Department to build and maintain effective communications practices with other departments throughout
and following the integration process, particularly regarding Public Works and Utilities. Utilizing SLAs to
define how the services will be delivered will provide a measurable framework to ensure expectations are
being met within agreed upon time frames and quality standards.
Once implemented, this structure will create a unified engineering function in the City that is more capable
of addressing the City’s broader engineering needs and that more effectively utilizes authorized staff
positions to avoid redundancy. This restructuring also provides a clear path for utilizing SSTD staff beyond
the anticipated completion of sewer-related project engineering in FY2024. By beginning the process of
integrating these staff into the Engineering Department, the City can lay an effective groundwork for
building staff relationships and maximizing the use of existing positions to address multiple projects and
priorities.
Recommendation 93: Issue a Request for Proposals for Traffic Engineering services and compare the
cost of contracting to the cost of performing this function in-house.
As described in Recommendation 92, traffic engineering functions are currently performed by the Public
Works Director, which reduces the Director’s available capacity to perform other tasks and does not
represent the highest and best use of the Director position. Restructuring the Engineering Department
creates an opportunity to transfer responsibility for traffic engineering to Engineering staff, which will help
consolidate engineering oversight and reduce the City’s reliance on the Public Works Director to perform
engineering tasks.
There are three options to accomplish traffic engineering in the Engineering Department. First, the City
could create a new Traffic Engineering position and recruit a qualified applicant to fill this position;
however, given the staffing and turnover challenges experienced by Engineering and other departments
and the ongoing budgetary challenges presented by the COVID-19 pandemic, it is unlikely that this solution
will be viable in the short term.
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Alternatively, the City could reclassify an existing vacant position as a Traffic Engineer, such as the Deputy
Director of Engineering or the vacant Civil Engineer position. This approach would allow the City to utilize
budgeted funds to fully or partially offset the cost of hiring a Traffic Engineer but would still require a
concerted recruitment effort and sufficient resources to attract and retain a qualified candidate.
Before adding an in-house staff position, it is important to examine the potential for contracting traffic
engineering functions and to evaluate the cost of contracting this service against insourcing or hiring new
employees. Cost consideration should also be given to the annual workload volumes currently required
and generated by traffic engineering requests. Typically, when existing processes do not require a full-time
employee, contracting out these services can have a positive cost-benefit, especially if workload demands
are inconsistent or if there is a lack of expertise internally to perform the work. To properly evaluate these
options, the Engineering Department should develop an RFP for traffic engineering services and distribute
this proposal to local and regional engineering firms. This proposal should require contractors to itemize
all costs for services, including hourly rates for design and review, materials and supply costs, travel
expenses, and any other fee or expense that may be incurred as a result of utilizing the contractor. Once
the City has obtained bids, it should utilize the cost estimates provided by contractors to calculate the
estimated annual cost of traffic engineering services, using projects recently performed by the Public Works
Director and known future traffic engineering needs as a comparison. This approach will allow the City to
determine which contractor is likely to be most cost-competitive, while simultaneously comparing the cost
of contracting to the cost of using in-house staff.
Based on the results of the RFP process, the Department should determine whether to proceed with a
contractual arrangement or recruit and retain a Traffic Engineering position. Although cost considerations
will play an important role in this decision, the Department should also consider other factors such as local
economic conditions, City revenue trends, and HR involvement in recruitment and retention to ensure that
traffic engineering services can be procured as reliably and cost-effectively as possible.
Recommendation 94: Utilize contracted project management support for major facility projects.
In recent years, Engineering staff have been responsible for providing direct project management oversight
for major facility projects. For example, the City’s $33.7 million public safety facility project was directly
overseen by the former City Engineer, who was responsible for coordinating third-party design, plan
review, and construction oversight and compliance.
As a best practice, the Department should avoid undertaking responsibility for managing major building
projects in the future, such as new facility construction or plant expansion/renovations at the City’s
wastewater and water treatment plants. Facility project management requires specific skill sets and a broad
array of knowledge relating to engineering design, but also to trades, procurement, bidding, construction
management, code compliance, and contractor oversight. Based on the Department’s authorized positions
and ongoing staffing challenges, it is not reasonable to expect staff to engage in highly specialized and timeintensive project management oversight for major facilities while performing other important work.
As the City undertakes capital facility improvements in the future, it should seek to contract project
management functions on a project-by-project basis. The best way to do this is to identify an appropriate
contractor during the quality assurance/quality control phase of engineering design review who can
provide input on the constructability of projects under design. This same contractor should then be
responsible for managing the actual construction of the project once design is completed and the project is
ready for construction.
Relying on third-party contractors for facility-related project management services will prevent Engineering
staff from undertaking unfamiliar responsibilities and ensure that projects are managed by personnel with
the appropriate skills, experience, and time to ensure quality construction and on-time delivery. This will
allow Engineering to focus on engineering and preserve staff capacity to focus on asset inventories,
condition assessments, and design work rather than the daily intricacies of facility construction.
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Asset Management and Work Planning
Recommendation 95: Establish an asset management team for Engineering, Public Works, and Public
Utilities.
One of the most important responsibilities of any engineering function involves maintaining and updating
asset management records, particularly for capital assets and infrastructure managed and maintained by
the City. According to staff, the City maintains extensive asset management records in a variety of formats
across multiple systems, including paper atlases, GIS, and CAD records. The table below describes how
records on major infrastructure assets in the City are currently maintained.
Table 68: Current Asset Management Systems Used by Public Works
Infrastructure Asset
Drainage (basins, pipes, channels, etc.)
Sewer Collections System
Streets
Water Distribution System

Records Format
GIS, Paper Atlases
CAD, Paper Atlases
GIS, Microsoft Excel
CAD, Paper Atlases

Other important asset information, such as an inventory of traffic and wayfinding signage, has not yet been
collected and standardized by the City.
As a best practice, it is essential for the City to cultivate a readily accessible, comprehensive inventory of
all infrastructure assets under its control, and to develop a thorough understanding of the condition of each
asset. This information provides the foundation for determining which assets are ready for replacement,
prioritizing future capital projects, and developing preventive maintenance work plans designed to extend
asset life and reduce long-term costs. Because the City’s existing asset inventories and related information
are distributed in multiple formats and/or incomplete, it is difficult for departments to prioritize
infrastructure needs and deploy staff in a way that maximizes effectiveness.
The Engineering Department plays a central role in designing and managing capital construction projects
related to City infrastructure. After implementing the Departmental restructuring as outlined in
Recommendation 92, the Department will be better positioned to manage engineering-related projects that
involve a wide variety of critical infrastructure systems, including but not limited to drainage, sewer
collections, streets, and water distribution. Because the Engineering Department will be responsible for
approving infrastructure design and managing construction records related to new infrastructure projects,
it should also provide quality assurance and control on all existing asset management and condition
assessment and work with Public Works and Utilities to standardize the availability of this information.
To accomplish this, an asset management team structure should be set up between the Engineering, Public
Works, and Utilities Departments to digitize available asset inventory records to the greatest extent
possible. This structure should consist of the City Engineer, Public Works Director, and Utilities Director
in conjunction with appropriate staff from each division who are involved with identifying and maintaining
asset records and condition assessment information. Information currently kept on paper atlases should be
mapped and transferred to CAD and/or GIS to streamline records management, enhance accessibility,
and facilitate easier records retention and updating in future years. Other assets that have not yet been
mapped or inventoried, such as street and traffic signs, should be tracked in a digital inventory to ensure
records are standardized and readily available.
All asset-related information should be standardized and compiled using either CAD or GIS. These tools
provide ready access to information about individual assets, enable staff to plot asset locations on a map,
provide opportunities for staff to access asset information in real-time in the field, and can store or link to
related asset information such as condition ratings, associated work orders and maintenance records, and
associated drawings or supporting documentation. However, because not all City staff have equal access
to CAD and GIS databases, the Department should first select a primary portal for entering and hosting
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asset management data (either CAD or GIS), and work with the City’s ITS Department to automatically
export and synchronize data with the other software system. This approach will allow Engineering, Public
Works, and Public Utilities staff to concentrate on utilizing a single software program for asset management
tasks while improving the ability for other staff to access and utilize this information.
Adopting this approach will benefit the City in several ways. First, it creates a process for standardizing all
asset information in a readily accessible manner that other departments can utilize. This is particularly
helpful for departments such as Public Works and Utilities, which are highly dependent on accurate asset
management information for developing work plans and carrying out routine maintenance. Additionally,
creating a collaborative organizational team for managing asset information will help to ensure that asset
inventories and related condition information are accurate, consistent, and reliable. This will help reduce
the potential for data duplication and increase the accuracy of information gathered by staff. Finally,
implementing this recommendation will support Public Works, Utilities, and Engineering’s ability to
collaboratively participate in the capital planning process and prioritize future capital investments.
Implementing this recommendation is likely to require significant coordination and consultation with the
ITS Department to ensure staff can consistently access asset management systems and leverage the systems
to share information. It is also critical for the Department to engage ITS to ensure that the asset
management practices and outcomes described above are successfully incorporated into the City’s Tyler
Technologies implementation. While the deadline for implementing Tyler-related asset management
modules is in flux, it will be important for staff to understand how the proposed process of managing and
maintaining asset inventories and related data will change once the transition to Tyler products occurs.
Recommendation 96: Issue a Request for Proposals to conduct a formal street condition assessment.
Gathering asset inventory information, as described in the previous recommendation, will provide the City
with a more complete picture of its infrastructure assets. While the inventories are useful for recordkeeping
purposes, they are more valuable if asset condition information is also incorporated into each inventory.
Public Works and Utilities crews currently gather information about asset condition during regular
maintenance activities. This information is often utilized to help guide decisions about which assets to
prioritize for maintenance and/or replacement.
As the department responsible for managing the City’s asset inventories and related information,
Engineering will need to ensure that the condition assessment data gathered by other staff accurately
captures real-world conditions and provides objective information to guide replacement decisions. The
condition assessment practices used by City staff are helpful in that they provide subjective feedback about
how assets perform in the field; however, this practice is limited by staff’s ability to thoroughly investigate
and characterize information that is critical for asset replacement. To the greatest extent possible, there
should be an investment in regular condition assessments designed to provide objective feedback about
asset condition and the expected lifecycle using industry standards. Street infrastructure assessments are a
prime candidate for adopting more objective assessment practices, as described below.
Currently, the Streets Division in Public Works performs condition assessments of approximately 217
critical street segments using a standardized methodology and approach. Staff will walk each segment and
identify critical buildings served by the street, the street’s classification (e.g., principal arterial, collector,
local road), as well as other factors such as base and surface failure in the street, the presence of standing
water, and whether the street presents a safety hazard. Each of these criteria is recorded and assigned a
weight using a tracking sheet developed in Microsoft Excel. Based on the weighted value of each street
segment, the Public Works Department prioritizes which streets are high priority, medium priority, or low
priority and develops recommendations regarding whether streets should be rebuilt or repaved.
The practice of assessing streets using criteria such as those described above is commendable, and the
Department should be proud of its efforts to better understand which streets in the community need
significant repair. Similar to other capital infrastructure, streets that are left unrepaired and unmaintained
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may quickly degrade to the point where they must be rebuilt. Maximizing the life of existing assets and the
investment made by the City to build street infrastructure thus requires a concerted effort to maintain streets
in good condition to avoid failure and regularly assessing street conditions is essential to this effort.
Although the City’s current condition assessment criteria for streets capture significant aspects of each street
segment, the ratings and weights are primarily informed by a visual inspection of each segment. While
visual inspections are helpful, there is a risk that ratings may vary based on who performs the rating, the
rater’s familiarity with local conditions and street wear patterns, and the rater’s subjective interpretation of
cracks and other surface faults observed in the field. Additionally, requiring Streets Division personnel to
walk important segments and document condition information takes significant staff time: the length of all
segments currently in the Division’s street database is approximately 52 miles.
To increase the objectivity of street condition assessment results and create additional capacity for Public
Works staff to perform regular operations and maintenance, an RFP has been developed for a third-party
contractor to perform a Citywide street condition assessment. This assessment should be conducted using
an industry-accepted rating standard, such as the Pavement Surface Evaluation and Rating (PASER)
method. 127 PASER was developed by the University of Wisconsin-Madison and relies on a detailed
analysis of pavement conditions to classify and prioritize road segments for repair and replacement.
PASER focuses on the presence and severity of specific pavement defects, such as wear and polishing, map
and alligator cracking, pop-outs, scaling and spalling, blowups, and faulting. The PASER system also relies
on visual inspections, but these inspections are informed by a consistent methodology that requires
dedicated training and certification to increase objectivity.
Engaging a third-party contractor to perform a PASER analysis of City streets will help to ensure that street
condition assessments thoroughly evaluate pavement conditions while reducing or eliminating the need
for City staff to walk streets and conduct assessments. This will enable Public Works staff to focus primarily
on asset maintenance while providing the Engineering Department with a consistent pavement condition
profile for the entire City.
As a way of minimizing upfront costs for this analysis, it is recommended to negotiate a multi-year contract
for an initial street condition study that phases the analysis over three to four years. This approach will
allow the City to process data as it comes in from the contractor and creates an opportunity for staff to
analyze results, learn the process used by the contractor, and develop appropriate skills to update the street
condition assessment after the contractor has completed its work. Once the contractor’s analysis is
completed, the City will possess a “snapshot” of street conditions over a multi-year period; however,
evaluating the effectiveness of street maintenance programs requires continually updating this condition
assessment to determine where maintenance has been effective and to adapt capital planning priorities to
changing environmental conditions.
By evaluating opportunities to engage third-party contractors, the Engineering Department will be able to
exercise more direct control and oversight over the street condition assessment program, ensure that data
captured by the program can be integrated with existing asset inventory information, and eliminate the
need for Public Works staff to engage in this time-intensive and highly specialized activity. Developing and
issuing an RFP allows the City to explore local and regional contracting opportunities to receive this service
and to identify the likely budget requirements necessary to obtain a complete pavement condition
assessment of the City’s street network. In future years, the Department should build upon this contracting
experience to obtain condition assessments of other critical infrastructure using third-party contractors as
time and budget allow.

University of Wisconsin-Madison Transportation Information Center. PASER Manual: Concrete Roads.
2015. https://epd.wisc.edu/tic/wp-content/uploads/sites/3/2019/12/Concrete-PASER_02_rep15.pdf
127
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Funding
Recommendation 97: Develop a chargeback system to recover engineering labor and overhead costs for
projects involving enterprise funds.
A notable impact of consolidating SSTD staff into the Engineering Department as recommended involves
funding for Engineering positions. Currently, SSTD staff are supported by the Sewer Rehab Fund, while
Engineering staff are supported by the General Fund. Because Engineering will continue to have
involvement in functions and projects that are supported by enterprise and special funds, the City should
ensure that it recovers costs appropriately from other funds to alleviate pressure on the General Fund.
The best way to accomplish this is to develop a chargeback system that contemplates the fully burdened
cost of services provided by Engineering to customer departments, including labor, materials and overhead,
and supply costs. At a minimum, this will require Engineering staff to track the number of hours spent
attending to projects and activities that are supported by enterprise and special funds (such as work related
to water, wastewater, drainage, and solid waste). Once the number of labor hours each employee worked
on the project is known, the Department should multiply these hours by each employee’s fully burdened
hourly rate, including salary/wages and benefits costs. The sum of these labor costs, coupled with any
additional materials or overhead costs for supplies, should then be charged to the relevant enterprise or
special fund and transferred to the Engineering Department’s budget.
Chargeback models are particularly important because they allow the City to transparently recover the true
cost of internal services from enterprise and special funds, regardless of which staff are assigned to perform
the service. In other words, rather than designating particular Engineering positions as supported entirely
or partially by an enterprise or special fund, the Department’s chargeback model will allow any staff to
undertake work related to any enterprise/special fund project while ensuring that the relevant fund will
compensate the General Fund for those services. This approach maximizes the utility of enterprise/special
fund revenues and reduces the likelihood that the General Fund will inadvertently subsidize activities
already paid for by enterprise/special funds.
Creating a chargeback model will require close coordination with the City’s Finance Director to ensure
labor rates are calculated correctly and to establish an appropriate accounting mechanism for tracking labor
hours, material and supply costs, and any other information needed to develop and assess chargeback fees.
However, once implemented, the Department will have more latitude to assign staff to a variety of projects
with the assurance that its budget will not be unduly impacted by work emanating from enterprise/special
fund operations.
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Public Works
The Lawton Public Works Department is responsible for maintaining the City’s stormwater drainage
conveyances, traffic signals and radio equipment, and streets and rights-of-way. In addition to managing
infrastructure, the Department procures, manages, and repairs the City’s fleet and heavy equipment assets
(including public safety vehicles and fire apparatus), provides solid waste collection services to both
residential and commercial customers, and manages the City’s landfill. This work is accomplished using
119.5 authorized FTEs, as illustrated in the following figure.
Public Works
Director
1.0 FTE

Administrative
Assistant III
1.0 FTE

Drainage
Maintenance
Superintendent
1.0 FTE

Electronic
Maintenance
Superintendent
1.0 FTE

Equipment
Maintenance
Superintendent
1.0 FTE

Environmental
Specialist
1.0 FTE

Drainage
Maintenance
8.0 FTE

Electronic
Maintenance
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Equipment
Maintenance
15.0 FTE

Stormwater
Management
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Drainage Maintenance

Electronic Maintenance
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Figure 32: Public Works Organizational Structure, FY2021
The Department is led by the Public Works Director, who is responsible for coordinating the Department’s
long-term goals, ensuring day-to-day operations are performed effectively, managing staff, and
administrative tasks, including annual budget development. The Director also currently provides civil and
traffic engineering support to the City’s Engineering Department.

Drainage Maintenance
Drainage Maintenance staff are responsible for maintaining stormwater drainage infrastructure in and
around City rights-of-way, including but not limited to waterways, inlets, culverts, and pipes. This work is
overseen by the Drainage Maintenance Superintendent, who supervises a crew of nine FTEs, as illustrated
in the following figure.
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Figure 33: Drainage Maintenance Organizational Structure, FY2021
Common tasks carried out by this crew include mowing, weed trimming, and tree removal in and along
drainage culverts and waterways; dredging drainage ditches; removing water blockages such as beaver
dams; maintaining retention basins; laying new drainage pipes; and concrete work associated with drainage
infrastructure. Drainage Maintenance is also responsible for the application of herbicides and pesticides as
well as fogging for mosquito control.

Electronic Maintenance
The Electronic Maintenance Division is responsible for managing and maintaining electronic infrastructure
systems for the City, including but not limited to traffic lights and signals, decorative lighting displays, and
traffic cameras used to detect vehicles and trigger signal changes. In addition to traffic-related electronics,
this division also maintains the City’s radio systems, including radios used by public safety personnel. Four
FTEs perform these functions, including the Electronic Maintenance Superintendent and three Electronic
Technicians, as illustrated in the figure below.

Electronic
Maintenance
Superintendent
1.0 FTE

Electronic
Technician
3.0 FTE
Electronic Maintenance

Figure 34: Electronic Maintenance Organizational Structure, FY2021

Equipment Maintenance
Equipment Maintenance staff are responsible for managing, maintaining, and repairing the City’s fleet
vehicles, including but not limited to public safety vehicles such as police cruisers and fire apparatus, solid
waste collection trucks, heavy equipment such as dozers and backhoes, and general-purpose vehicles such
as cars and pickup trucks. In total, the Division is responsible for approximately 1,575 pieces of equipment;
1,009 of which are considered rolling stock. Other assets maintained by this Division include mowers,
chainsaws, blowers, and other light equipment. Parts are currently sourced through an agreement with
National Automotive Parts Association (NAPA), and parts and maintenance costs are charged to Utilities
but not to General Fund departments. Fleet and equipment maintenance information is currently captured
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using Fleet Maintenance Management Software® by CFA Software. Equipment replacement is subject to
review by the Replacement Equipment and Vehicle Review Board (REVRB), an internal board composed
of City staff tasked with prioritizing fleet assets for replacement each year. This prioritization process
considers age, mileage, and condition information contained in the CFA system.
The Division is led by the Equipment Maintenance Superintendent, who supervises 15 authorized FTEs
organized in broad functional areas including light vehicle maintenance, heavy vehicle maintenance, and
auto services. The figure below illustrates the current structure of staff in this Division.

Equipment
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Superintendent
1.0 FTE

Floor Supervisor –
Light Car
1.0 FTE

Auto Mechanic
4.0 FTE

Administrative
Assistant II
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Diesel Mechanic
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Service Technician
1.0 FTE

Auto Services
Worker II
1.0 FTE

Auto Services
Worker I
1.0 FTE

Equipment Maintenance

Figure 35: Equipment Maintenance Organizational Structure, FY2021

Stormwater Management
The Department’s Stormwater Management Division consists of three staff, including an Environmental
Specialist who supervises an Engineering Associate and a Construction Inspector. These staff are primarily
responsible for ensuring stormwater infrastructure throughout the City complies with applicable
regulations, monitoring environmental quality at the City’s landfill, and managing grants related to
floodplain administration and hazard mitigation. Staff are involved in the rating process for the National
Flood Insurance Program as it applies to Lawton.
The Division also has responsibility for stormwater review for private developments over an acre in size,
permitting and inspection of industrial site development, follow-up on illicit dumping, post-construction
BMPs, flood monitoring and reporting, and periodic inspection of the City’s stormwater outfalls.
Access to stormwater management and evaluation software is limited or non-existent.
The figure below illustrates the current structure of staff in this Division.

The Novak Consulting Group
Trusted Advisors Transforming Communities

Page 210

City of Lawton
Management, Operations, Staffing, and Efficiency Study

Environmental
Specialist
1.0 FTE

Engineering
Associate
1.0 FTE

Construction
Inspector
1.0 FTE

Stormwater Management

Figure 36: Stormwater Management Organizational Structure, FY2021

Solid Waste Collection
Solid Waste Collections staff provide garbage and trash collection services to City residents and commercial
businesses. Residential collection serves approximately 27,000 customers using primarily automated side
loader (ASL) garbage trucks. The 2021 budget reduces residential collection to once weekly from the twiceweekly service previously provided. Residential customers are provided with a 95-gallon cart. Commercial
collections serve approximately 1,200 commercial customers using a combination of ASL and rear-load
trucks equipped with tippers to empty dumpsters. Commercial collection schedules are dependent on the
needs of the specific customer and vary from weekly to as frequently as daily service. The Division also
offers bulk item pickup to residents twice annually on a requested basis. These services are provided using
an authorized staffing level of 36 FTEs, as illustrated below.

Solid Waste
Collection
Superintendent
1.0 FTE

Administrative
Assistant II
1.0 FTE

Field Supervisor
2.0 FTE

Administrative
Assistant I
1.0 FTE

Sanitation Operator
21.0 FTE

Container
Maintenance
Worker
1.0 FTE

Welder/Fabricator
1.0 FTE

Sanitation Worker
8.0 FTE
Solid Waste Collection

Figure 37: Solid Waste Collection Organizational Structure, FY2021
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Solid Waste Disposal
The Solid Waste Disposal Division operates the City landfill. Approved cells at the landfill should provide
an estimated seven years of service. The landfill also has 420 acres of adjacent property that can be
developed to provide additional service when needed. Residents are allowed six trips annually for brush
disposal at a fixed rate of $3.00. Additional trips are charged based on weight. Commercial haulers require
an annual permit for access to the landfill and are charged based on load weight. Leachate is piped to the
wastewater treatment plant for processing. The Division is responsible for the gas extraction system, and
initial conversations have begun with a vendor considering capturing gas for energy generation. These
functions are performed by an authorized staff of 10.5 FTEs.

Principal Equipment
Operator
7.0 FTE

Field Supervisor
1.0 FTE

Administrative
Assistant I
1.0 FTE

Landfill Scale
Attendant
1.0 FTE

Part-Time Scale
Attendant
0.5 FTE

Solid Waste Disposal

Figure 38: Solid Waste Disposal Organizational Structure, FY2021

Streets
The Streets Divisions performs regular street maintenance, crack-sealing, patching, and minor paving and
construction on the City’s asphalt and concrete streets. These staff also repair alleyways as needed and
conduct street sweeping operations twice annually (typically in the spring and autumn). Streets Division
staff also respond to after-hours and night calls involving infrastructure damage in City rights-of-way (such
as damaged signs and poles) using a rotation system.
The Streets Division repairs utility cuts made by the Water and Wastewater Divisions but does not charge
for this service. Other public utilities are responsible for necessary repairs associated with their work. The
Division uses a Microsoft Access®-based software program developed by a former employee to manage
work orders. The Division has a rudimentary pavement assessment process; however, it is not linked to a
GIS and has little bearing on the capital improvement process.
The total authorized staffing complement for the Streets Division is 33 FTEs, including the Streets
Superintendent, as illustrated in the following figure.
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Streets
Superintendent
1.0 FTE

Field Supervisor
2.0 FTE

Principal Equipment
Operator
2.0 FTE

Senior Equipment
Operator
9.0 FTE

Public Works
Scheduler
1.0 FTE

Equipment
Operator
10.0 FTE

Cement Finisher
8.0 FTE

Streets

Figure 39: Streets Organizational Structure, FY2021

Traffic Control
Traffic Control staff are responsible for maintaining painted lines, stripes, signs, pedestrian markings,
guardrails, and other traffic and wayfinding indicators in the City rights-of-way. The Division currently
fabricates its own signage. In addition to infrastructure maintenance, staff provide active traffic control
services when other City departments need to utilize arterial streets, close streets, or divert traffic away
from events or active construction activities. At this time, there is no inventory of street signs, and the
Division sometimes resorts to using Google Earth to determine locations. Signs are made in-house using
precut blanks. Six authorized FTEs provide these services, including a Traffic Control Field Supervisor, as
illustrated below.

Field Supervisor
1.0 FTE

Equipment
Operator
3.0 FTE

Laborer
2.0 FTE
Traffic Control

Figure 40: Traffic Control Organizational Structure, FY2021
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Core Services Matrix
The following table provides a high-level overview of core services performed by the Public Works
Department. This list is not meant to be all-inclusive; rather, it is intended to highlight activities and services
that take up significant staff time throughout the year.
Table 69: Department Core Services
Department
Function/Division

Administration

Program Area

Activities

Budget

• Prepare Department budget and monitor spending

Engineering Support
Workload
Management
Vegetation Control

Drainage
Maintenance

Chemical Application
Construction and
Maintenance

Electronic
Maintenance

Traffic Signs and
Signals
Traffic Cameras
Radio Maintenance
Fleet Repairs

Equipment
Maintenance

Contracting
Asset Replacement
Compliance

Stormwater
Management

Grant Management
Inspections

Solid Waste
Collection

Refuse Collection

Solid Waste
Disposal

Landfill Operations
Asset Management

Streets

Pavement
Maintenance

• Assist the Engineering Department with traffic-related engineering
studies
• Develop and delegate workload assignments to Department
Superintendents
• Monitor progress and performance
• Mow, trim, and control tree and vegetation growth in drainage
ditches and retention areas as needed throughout the year
• Spray for mosquitos as needed
• Apply herbicides and pesticides to prevent overgrowth and damage
to stormwater/drainage infrastructure as needed
• Maintain and repair stormwater/drainage infrastructure as needed,
including concrete work
• Remove beaver dams and other obstructions from drainageways
• Inspect and repair broken lights and electronics as needed
• Ensure traffic cameras are properly configured to change signals
• Troubleshoot and maintain malfunctioning cameras
• Diagnose and troubleshoot repairs to City radio systems in concert
with public safety departments and ITS
• Conduct preventive and reactive maintenance on over 1,500 fleet
and equipment assets
• Manage and maintain records regarding fleet repairs and
associated costs
• Work with outside contract vendors as needed to conduct
specialized repairs to fleet assets
• Prioritize vehicles and equipment for replacement
• Make recommendations to Department and City leadership
regarding replacement priorities
• Manage the City’s stormwater permits and program activities
• Monitor environmental quality at the City landfill
• Procure and manage grant funds related to flood control and
hazard mitigation
• Issue permits for work impacting City stormwater infrastructure
• Inspect work performed to ensure it complies with applicable
regulations
• Collect garbage and refuse from approximately 27,000 residential
and 1,200 commercial customers weekly
• Transport refuse to the City landfill for disposal
• Maintain the proper and safe operation of the City’s landfill
• Monitor and maintain the landfill’s gas extraction system
• Conduct regular condition assessments of streets
• Prioritize capital repair and replacement projects
• Maintain and repair asphalt and concrete streets as needed
• Respond to after-hours calls for service regarding infrastructure
repairs
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Program Area

Activities

Wayfinding
Maintenance

• Repair, maintain, and update traffic lines, street signs, pedestrian
markings, and other wayfinding infrastructure
• Provide onsite traffic control services for large infrastructure
projects and events

Traffic Control

Staffing
Authorized staffing levels in the Public Works Department have remained relatively constant in recent
years; however, ongoing budgetary pressure due to COVID-19 has resulted in a decrease in total authorized
staffing for FY2021. Overall, nine authorized positions are no longer funded, resulting in an 8% decrease
in total authorized staffing. Most of the reductions are attributable to the Streets and Traffic Control
Divisions, as illustrated in the table below.
Table 70: Department Staffing, FY2017 through FY2021
Staffing by
Function
Drainage
Maintenance – FullTime
Electronic
Maintenance – FullTime
Equipment
Maintenance – FullTime
Solid Waste
Collection – FullTime
Solid Waste
Disposal – FullTime
Solid Waste
Disposal – PartTime
Stormwater
Management – FullTime
Streets – Full-Time
Traffic Control –
Full-Time
Total

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

10

10

10

10

9

-10%

4

4

4

4

4

0%

17

16

16

16

16

-6%

39

39

39

39

36

-8%

10

10

10

12

10

0%

1

1

1

1

1

0%

5

5

5

5

5

0%

38

38

38

38

33

-13%

9

8

8

8

6

-33%

133

131

131

133

120

-7%

Twelve of the Department’s authorized positions are currently vacant, resulting in a vacancy rate of 10%.
Most of the Department’s current vacancies are in Refuse Collection, Streets, and Drainage Maintenance.

Budget
Expenditures in the Public Works Department have increased by 10% compared to FY2017. Much of the
growth in the Department’s budget is attributable to higher costs for materials and supplies, such as
concrete and asphalt used for street maintenance activities.
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Table 71: Department Expenses – All Funds, FY2017 through FY2021
Expense
Category
Personnel
Services
Supplies

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage Change
FY2017 to FY2021

$6,360,958

$6,327,028

$6,459,496

$7,439,726

$7,163,680

13%

$3,951,404

$3,972,059

$5,064,001

$5,329,560

$5,173,460

31%

Other Services
and Charges

$177,684

$211,166

$230,879

$249,812

$250,715

41%

Capital Outlays

$1,283,002

$1,952,523

$1,513,764

$2,267,792

$382,052

-70%

$11,773,048

$12,462,776

$13,268,140

$15,286,890

$12,969,907

10%

Total

Analysis and Recommendations
The Public Works Department offers a full array of services, from infrastructure maintenance to solid waste
pickup and landfill maintenance. Although its responsibilities are broad, the Department currently
struggles with high vacancy rates, an inability to attract and retain qualified staff, and aging infrastructure.
In an effort to better understand the full scope of its responsibilities and to effectively deploy personnel, the
Department has begun the process of inventorying its assets and developing regular work plans; however,
there are additional opportunities to enhance and streamline operations in light of the City’s current
financial constraints and the broader economic climate. The following recommendations are intended to
help the Department maximize the use of existing personnel and resources while creating a structure that
will best position the City for continued success.

Asset Management and Work Planning
Recommendation 98: Improve Asset Management framework and strategies.
An effective asset management plan is an important tool in prioritizing workload and resource needs and
preserving a community’s investments. The goal of asset management is to increase the lifespan of the
City’s infrastructure through regular maintenance. Deferred maintenance and a lack of dedicated resources
often result in premature asset failure and reduce the effectiveness of the City’s investments in
infrastructure. For example, while new pavement deteriorates slowly at first, degradation increases rapidly
after approximately seven years of age. Other factors (such as heavy use, weather, and surface treatments)
also accelerate deterioration. It is generally less expensive to proactively preserve and maintain pavement
early in its lifecycle because deferring maintenance usually results in more expensive repairs (such as
complete reconstruction) in the future. This pattern is illustrated in the following figure. 128

USDOT Pavement Preservation Compendium II, Principles of Pavement Preservation: Definitions,
Benefits, Issues, and Barriers. United States Department of Transportation.
https://www.fhwa.dot.gov/pavement/preservation/ppc06.pdf
128
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Figure 41: Pavement Condition to Age Curve
The Department currently applies asset management practices and activities inconsistently and does not
uniformly track or manage asset-related data, such as the number of infrastructure components that must
be maintained, the condition of those components, or the maintenance activities associated with each
component. A similar assessment was described of Parks infrastructure as detailed in Recommendation 45.
Some Public Works assets, such as street segments, are tracked using GIS, but this information is not
readily indexed to condition assessment information or past maintenance activities. The Department does
not currently utilize a single Computerized Maintenance Management System (CMMS) to track assetrelated inventories and needs; rather, this information is available in a variety of formats, including paper
copies, internal spreadsheets, custom Access databases, and institutional knowledge. This represents a low
overall “maturity level” associated with asset management functions.
The following figure illustrates an example of overall maturity levels associated with asset management
programs, from Initial (meaning asset management processes are unpredictable and reactive) to Optimizing
(meaning asset management processes are measured, controlled, and continuously improved).
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Figure 42: Asset Management Maturity Levels
Overall, the Department’s current level of asset management capability is between Level 1 and Level 2,
meaning internal processes and core functions have been identified, but many aspects of operations are
managed in a reactive manner and may be unpredictable.
Improving asset management practices is essential to ensure Public Works operates cohesively with other
City departments, including Engineering and Public Utilities, to maximize the City’s infrastructure
investments and enhance their service life. It is an essential component of developing a comprehensive CIP
that considers high-priority infrastructure needs, as discussed in Recommendation 6. By cultivating
effective asset management practices, the Department will develop a more informed view of its service
responsibilities and acquire the tools it needs to communicate how deferred maintenance and asset failure
will impact City infrastructure. In turn, this will empower the City’s senior leaders and elected officials to
make more informed policy decisions regarding capital improvements and investments.
The best way to cultivate a more mature asset management practice is to develop and implement an asset
management plan consisting of the following key elements:
1. Develop an asset management team to prioritize and focus efforts on program development and
effectiveness, as described in the Engineering section of this report
2. Develop a comprehensive asset inventory in GIS with asset attribute and condition data
3. Develop the operations and maintenance service levels for each asset, which define critical and
routine maintenance and repair activities
4. Develop CMMS and GIS workflow guidance and instructions to support new and existing
processes, reporting, and data management
5. Schedule maintenance activities using a regular work plan as described in the following
recommendation (Recommendation 99)
The foundation of an effective asset management program is based on sound data to assist in decisionmaking. Recording and gathering data to assist in decision-making requires a strong CMMS and GIS to
support the City’s asset management programs. As a consequence, it will be critical for Public Works to
engage with ITS to develop an effective approach for cataloging, managing, and updating asset information
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using ERP solutions provided by the City’s contract with Tyler Technologies. This platform should be
leveraged consistently by DPW to track and record essential asset information; evaluate service levels,
risks, and costs; and communicate potential risk impacts that exist in the Department’s limited budget
environment.
It is important to identify an internal lead or team of leaders who will navigate the Department through the
complexities and challenges of asset management implementation. Specifically, the Public Works Director
should participate in the asset management team described in the Engineering section of this report. The
Director should also ensure that all Public Works staff are aware of the importance of asset management
practices and strive to maintain accurate records regarding work performed and the condition of assets
maintained by staff. Once implemented, the asset management program will enable the Department to
more clearly identify which assets should be maintained and replaced, guide future workload and staffing
decisions, and maximize the effectiveness of the City’s infrastructure investments.
It is important to note that many elements of program implementation can be overwhelming to Department
staff at the beginning of the process if an organized, phased approach is not taken. Ensuring buy-in and
support from key leaders will help to avoid pitfalls that may occur at the onset and at each critical step of
program development. Other barriers that will need to be overcome include the following:
•

•
•

•

•

•

Avoiding the “boil the ocean” effect. City leaders and staff are likely to feel that current issues
will need to be rapidly addressed after years of maintenance neglect. It is important to remember
that a formal, proactive program will not result in immediately visible benefits but rather lays a
foundation for lasting change and asset preservation.
Asset management overload. The staff effort associated with program planning, CMMS software,
start-up, and ensuring sound management operations can be overwhelming if not carefully planned
and implemented.
Something else to do. The difficulties and redundancy of creating, documenting, and maintaining
the processes, procedures, and data management practices to support a robust CMMS and asset
management program can create staff fatigue and prompt putting this work off in favor of other
activities.
Communicating the value. Typically, it will take a planned level of effort and management-level
support to effectively communicate the benefits of asset management practices enterprise-wide.
This communication will need to expand to customers and stakeholders and should be a
responsibility shared by all departments involved in asset management planning, particularly
Engineering, Public Works, and Public Utilities.
Developing effective workarounds. Not all implementation will be seamless, and there will be
some difficulty incorporating new and existing practices into existing data management systems or
the newly implemented CMMS. It is essential for the Department to forge a productive working
relationship with ITS to maximize the effectiveness of process improvement and software
configuration associated with the Tyler Technologies deployment.
Defining an attainable level of service. Understanding the balance between an existing level of
service and a future attainable level of service is key. Using existing data and parameters that can
gain the backing of staff and key stakeholders is essential.

To avoid these pitfalls, the Department must first ensure that the practices, principles, and objectives of an
effective asset management program are routine. This will require incremental operational changes such
as creating an annual work plan (as described below), as well as change management, training, and
coaching initiatives, which should be woven into the Department’s current regular meetings and
communications.
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Recommendation 99: Create an annual work plan to prioritize preventive and recurring maintenance
activities.
Cultivating effective asset management practices will provide the Department with the data it needs to
develop capital improvement plans and preventive maintenance (PM) schedules for each asset it maintains.
Two types of maintenance activities must be considered and tracked when managing assets: preventive and
corrective maintenance. Corrective maintenance, sometimes referred to as reactive maintenance, is work
that cannot be planned in advance, typically due to emergency, failure, or customer request. Corrective
maintenance usually requires a high level of customer service and resources, a thorough knowledge of
system assets, and a familiarity with policies and procedures to be performed effectively. In contrast,
preventive maintenance is generally planned in advance and typically does not require the same level of
customer service or resources. Preventive maintenance activities can be managed by developing a cleaning
and inspection frequency logic based on condition to predict when optimal maintenance or repairs are
needed to prevent failure and reduce risk.
Once maintenance tasks are identified, the Department should seek to allocate existing resources in a way
that maximizes maintenance impact and preserve the City’s investments in existing infrastructure. This is
best accomplished using a detailed work plan. The goal of effective work planning is to identify
maintenance practices that will reduce the likelihood of asset failure and to schedule these practices
proactively throughout the year. For example, proactive maintenance activities typically have a frequency
logic for inspecting, cleaning, repairing, or performing condition assessments at certain intervals. These
activities should be compiled into an annual, quarterly, and/or monthly calendar, which the Department
can use to assign staff to critical tasks in each division and service area. Once these tasks are compiled, the
Department’s annual work plan will reflect a preventive maintenance program designed to minimize the
life cycle cost of assets while preserving serviceability and public safety.
The Department’s work plan should also identify who will perform scheduled maintenance and estimate
how long this maintenance will take. The benefit of scheduling tasks in this manner is threefold: it creates
a clear forecast for how the Department’s resources will be allocated throughout the year, provides clear
guidance to staff regarding how they will be assigned to tasks, and enables the Department to demonstrate
how reactive service requests impact necessary preventive maintenance work. For example, if staff are
occupied performing preventive maintenance functions but are pulled away to attend to reactive duties, the
Department will be able to estimate the number of labor hours associated with deferred maintenance and
can communicate the impact of that deferral to stakeholders and the community.
Other communities have adopted this approach with some success. For example, the City of Allentown,
Pennsylvania, Parks and Recreation Department utilizes a Microsoft Excel spreadsheet to illustrate core
services and activities, followed by the months and weeks of the year when these activities are expected to
be performed and the number of labor hours allotted for completion. This work planning system enables
Allentown to plan for and schedule around planned changes in labor utilization, adjust to seasonal needs
and constraints, and effectively capitalize on downtime periods. The Allentown work plan is included as
Attachment B to this report. While the Department may be able to utilize a similar approach in the nearterm, it should ensure that the forthcoming Tyler implementation includes the development of work
planning capabilities and analysis of actual work performed.
Recommendation 100: Utilize workload and data tracking software to inform the annual work plan.
In addition to scheduling proactive maintenance activities as described above, the Department should track
staff activities using a work order management process and CMMS. Tracking this information will help
the Department understand which assets create the most issues and inform regular updates to the annual
work plan. For example, if the Department responds to a customer call about potholes in the roadway,
documenting details about the sinkhole location, size, and other assets in the area may help the Department
identify larger, systemic issues or potential problems that require additional planning. This information can
also be used to identify where the majority of the Department’s reactive time and efforts are spent annually,
which will inform where and when to schedule preventive maintenance activities.
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Work order tracking processes should be similar across the Department’s major functions and should
capture essential information about work tasks performed by staff, including whether the task is a proactive
scheduled activity or a reactive service request, the nature of the task, the labor hours involved in the task,
associated materials costs, and the date work was performed. While some of the Department’s operations,
such as Equipment Maintenance, currently utilize work order tracking systems, other divisions track work
activities in a variety of ways or do not consistently track them at all.
The forthcoming implementation of Tyler Technologies software systems creates a unique opportunity to
develop and implement a standardized process and practice for work order tracking in the Department.
The Director and key supervisory staff, including Superintendents, should meet to develop standardized
expectations regarding work order tracking and to implement a communications plan explaining the value
and importance of data management practices to staff. It will also be necessary for senior leadership to
champion the importance of accurate data tracking in the course of everyday work, to ensure employees
receive appropriate training and equipment (where necessary) to track and manage work orders, and to
utilize the work order management system to make assignments and follow up on employee performance.
Transitioning to a more formalized work order and data management structure will likely present a cultural
challenge for many of the Department’s staff, and it is essential for the Director and Supervisors to
encourage this practice and to champion the development of efficient processes, which minimize the
burden on staff to manage and maintain records. As the Department engages ITS to discuss the Tyler
implementation and goals related to that project, it should ensure that creating an effective and easy to use
work management process is a prominent component of the configuration and deployment effort.

Staffing and Structure
Recommendation 101: Merge the Drainage, Streets, and Traffic Control Divisions to create general
labor pools of qualified staff.
One of the most persistent challenges facing the Department involves a lack of available staff capacity to
accomplish core tasks, primarily due to high turnover and persistent vacancy rates. Of the Department’s
120 authorized positions, 12 (nearly 11%) are currently vacant. This is a significant shortage of personnel,
which is exacerbated by the ongoing COVID-19 pandemic. Budgetary constraints due to the pandemic
have also reduced the City’s ability to attract and retain qualified laborers.
The Department currently relies on eight separate divisions to perform core tasks; however, in practice, the
Department has already combined several Divisions under individual supervisors. For example, the Streets
and Traffic Control Divisions currently report to the Streets Superintendent, and the Solid Waste Collection
and Solid Waste Disposal Divisions currently report to the Solid Waste Collection Superintendent. In an
environment where budgets are constrained, and the City’s ability to fill vacancies continues to be limited,
it is essential for the Department to maximize the use of existing staff and resources. One of the most
effective ways of accomplishing this is to eliminate distinctions among specific divisions where appropriate
and to develop generalized labor pools that can undertake a broader array of responsibilities and
maintenance tasks.
Specifically, two key structural consolidations will help the Department to create more generalized labor
pools. First, the Streets, Traffic Control, and Drainage Divisions should be combined into a single Streets
Division responsible for infrastructure maintenance and repair, including asphalt and concrete
maintenance, traffic and wayfinding signage, bridges and culverts, and stormwater infrastructure, as well
as traffic control operations. The following figure illustrates the combined structure of the proposed
Division.
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Streets
Superintendent
1.0 FTE

Field Supervisor
1.0 FTE

Principal Equipment
Operator
4.0 FTE

Senior Equipment
Operator
11.0 FTE

Equipment
Operator
14.0 FTE

Public Works
Scheduler
2.0 FTE

Cement Finisher
9.0 FTE

Laborer
2.0 FTE

Vector Technician
1.0 FTE

Figure 43: Proposed Streets Division, FY2021
This restructuring, combined with outsourcing mowing activities currently performed by Drainage staff as
described in Recommendation 104, will allow the Division to more effectively allocate staff among tasks
that require urgent attention. It also expands the Department’s ability to assign preventive maintenance
tasks across a wider pool of employees based on priority needs identified in the annual work plan. Investing
staff time and materials into preventive maintenance is essential to maximizing the life of existing assets
like streets, which in turn protects the City’s infrastructure and prevents unnecessary or premature capital
replacements. By creating a common labor pool where all staff are expected to capably assist with
maintenance, repairs, and traffic control processes, the Department will be able to break down silos
between working units, create additional cross-training opportunities to preserve institutional knowledge,
and fully utilize existing staff across a variety of disciplines. Additionally, implementing the recommended
structure above will create an opportunity to reassign or reclassify the Drainage Maintenance
Superintendent position as turnover occurs within the organization.
Recommendation 102: Create a single Solid Waste Division budget.
Similarly, the Solid Waste Collection and Disposal Divisions should be combined under the leadership of
a Solid Waste Superintendent. In practical terms, this consolidation has largely taken place: the Solid
Waste Disposal Superintendent position was eliminated during the previous budget cycle, and the Field
Supervisor in Solid Waste Disposal currently reports to the Solid Waste Collection Superintendent. Under
the current structure, the Solid Waste Superintendent’s span of control is appropriate, and the current
structure should be retained.
The following figure illustrates the structure of the proposed Division.
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Solid Waste
Superintendent
1.0 FTE

Administrative
Assistant II
1.0 FTE

Field Supervisor
2.0 FTE

Administrative
Assistant I
2.0 FTE

Sanitation Operator
21.0 FTE

Container
Maintenance
Worker
1.0 FTE

Welder/Fabricator
1.0 FTE

Field Supervisor
1.0 FTE

Principal Equipment
Operator
7.0 FTE

Landfill Scale
Attendant
1.0 FTE

Part-Time Scale
Attendant
0.5 FTE

Sanitation Worker
8.0 FTE

Figure 44: Proposed Solid Waste Division, FY2021
To reflect the current structure more appropriately, the Solid Waste Collections and Solid Waste Disposal
Divisions should be consolidated into a single Solid Waste Division with a combined budget. To further
enhance collaboration among staff in this Division, the Superintendent should foster opportunities for
cross-training and skills development. This will enable staff to engage in collections activities or work at
the City landfill, creating greater resiliency in the event of turnover, leave usage, or ongoing operational
constraints due to COVID-19.
These changes will formalize some of the Department’s current structural practices and help to foster a
working environment where staff can learn new skills and shift easily among several roles, depending on
pressing workload needs and other requirements. As the City continues to address staffing and retention
challenges, utilizing a flexible structure as described in this recommendation will enhance the Department’s
ability to adapt to changing circumstances while continuing to deliver effective service.
Recommendation 103: Consolidate Building Maintenance staff in Public Works.
Building Maintenance functions are currently provided by several personnel in the Parks and Recreation
Department, including a Facilities Supervisor who reports to the Director of Parks and Recreation and 14
Building Maintenance staff who report to the Parks and Grounds Superintendent. These positions are
illustrated in the following figure.
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Facilities Manager
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Director of Parks &
Recreation
1.0 FTE

Parks & Grounds
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Building
Maintenance
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1.0 FTE

Building
Construction
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4.0 FTE

Senior Custodian
1.0 FTE

Custodian
8.0 FTE

Figure 45: Current Building Maintenance Function, FY2021
Although specific data regarding the number of buildings managed by these staff and the associated square
footages of each facility were not readily available, staff estimate the total building portfolio is
approximately 50 facilities. The Facilities Manager primarily attends to maintenance and custodial issues
at City Hall and assists with event setups for meetings and other gatherings. The Building Maintenance
Supervisor and Building Construction Specialists primarily diagnose and repair maintenance concerns at
all City-owned facilities and arrange for contracted repair services where appropriate. The Senior
Custodian and Custodians provide both daytime and nighttime cleaning services at various City facilities.
While there is no single best practice regarding how to structure building maintenance operations, these
responsibilities are often assigned to departments with significant oversight of capital assets that span
multiple internal and external customers, such as a Public Works Department. Given the City’s current
economic climate and operating constraints, transferring responsibility for building maintenance from
Parks and Recreation to Public Works could result in several long-term benefits for the organization.
Aside from the building maintenance function, the Parks and Recreation Department’s responsibilities and
core services are more narrowly focused on amenities and programs that directly relate to City parks and
open spaces as well as arts and cultural engagement opportunities. By reassigning building maintenance
functions to Public Works, the Parks and Recreation Department will be able to focus its operations on the
assets and programs under its direct control and administration, rather than other buildings and assets that
are utilized primarily by other departments.
Second, the Public Works Department is already heavily invested in processes and functions that involve
resource-intensive capital assets, from street and drainage infrastructure to fleet vehicles and equipment.
Assigning building maintenance to Public Works centralizes the maintenance and long-term
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administration of facility assets in a single department, which will help Public Works and the City better
anticipate and prioritize future capital projects in the context of the City’s broader capital asset needs.
Finally, locating Building Maintenance staff in Public Works creates opportunities to link these personnel
more closely to other maintenance activities that involve facilities and trades. For example, over time, it
may be prudent to acquaint Building Maintenance staff with some aspects of work performed by Electronic
Maintenance, particularly regarding specialized electronics systems such as radios and traffic camera
installations. This will help the City and the Department retain institutional knowledge regarding critical
assets and lay the foundation for building a facility maintenance function that can handle a variety of
general and specialized trades-related tasks.
To accomplish this transition, responsibility for supervising the Facilities Manager should be transferred to
the Building Maintenance Supervisor. The Building Maintenance Supervisor and the entire Building
Maintenance staff should then be reassigned to Public Works under the supervision of the Public Works
Director. Together, these staff will be responsible for carrying out and coordinating maintenance and
custodial tasks across all City-owned facilities, as well as coordinating facility-related capital project
priorities. The following figure illustrates the proposed structure of this transfer.
Public Works
Director
1.0 FTE

Building
Maintenance
Supervisor
1.0 FTE

Building
Construction
Specialist
4.0 FTE

Senior Custodian
1.0 FTE

Facilities Manager
1.0 FTE

Custodian
8.0 FTE

Figure 46: Proposed Building Maintenance Function, FY2021
City buildings represent a significant capital investment and require regular maintenance and repair to stay
in good condition. These facilities should be considered in the condition assessment efforts described in
Recommendation 99. Further, equipment requiring regular maintenance should be included in a
maintenance management system such as the Job Cal system used by the water and wastewater divisions.

Operations and Practices
Recommendation 104: Issue a Request for Proposals for all mowing services currently conducted by inhouse staff.
The Department’s Drainage Maintenance Division is currently responsible for mowing approximately 340
acres of drainageways, including ditches and drainage channels. While precise information regarding this
workload is not readily available, staff estimate that one mowing cycle requires approximately eight to 10
business days using three personnel. This is equivalent to 240 labor hours per cycle. In a typical year, staff
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may repeat the mowing cycle up to six times, which results in a total of 1,440 labor hours associated with
mowing activities.
This level of mowing activity is significant and does not represent the highest and best use of Drainage
Maintenance personnel. Mowing is a low-skill function that interrupts other priority work and prevents
staff from being assigned to tasks that better reflect their skillsets and capabilities. If the Department pursues
a general labor pool as described in Recommendation 103 above, it will be important to maximize capacity
for staff to attend to skill-intensive maintenance and repair work associated with managing the City’s
infrastructure assets.
Importantly, the Parks and Recreation Department currently manages a mowing contract related to City
rights-of-way, and the Public Works Department should explore expanding this contract to include areas
currently mowed by Drainage Maintenance staff. If a contract extension is not feasible, the Department
should develop and issue an RFP for mowing services in concert with the Parks and Recreation
Department (as described in Recommendation 50), and it should select the lowest, most responsible bidder
to carry out this work. Outsourcing mowing to a third-party contractor will create greater internal
consistency within the City regarding mowing practices and free capacity for Public Works staff to perform
higher-level work.
Recommendation 105: Rebid the current contract for fleet inventory parts.
In 2017, the Department entered into a five-year contract with NAPA Auto Parts for parts management
and supply services related to Equipment Maintenance, subject to annual renewals. The contract provides
the Department with up to three NAPA employees dedicated to inventory management and procurement,
who operate onsite and interact daily with Equipment Maintenance staff. Before using NAPA, the Division
had its own stock room and staff and directly purchased needed parts and materials from appropriate
vendors.
The Department currently pays NAPA monthly for operational expenses as well as parts procured
according to the contract. NAPA currently charges a premium rate of 5% or 10% on parts depending on
the type of part ordered. On average, since the contract’s inception, the Department has paid approximately
$12,500 per month for operational expenses and $72,500 per month for parts. During fiscal years 2019 and
2020, the City paid over $1 million for operations and parts associated with this contract, as illustrated in
the following figure. Notably, total expenses in FY2018 reflect only a partial year since the contract was
initiated in October 2017.
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NAPA Contract Expenses, FY2018-FY2020
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Figure 47: NAPA Contract Expenses, FY2018-FY2020
The current contract arrangement with NAPA presents key challenges regarding cost-effectiveness and
performance. On average, the City paid approximately $153,000 per year in operational expenses to NAPA
during FY2019 and FY2020, as well as an average of $76,000 per year in premium costs added to parts
procured under the contract. This means that aside from the cost of parts procured under the contract, the
City is paying approximately $229,000 per year to utilize NAPA for procurement. This is a significant
annual expense for inventory services.
In addition to high costs, the quality of service provided by NAPA causes difficulties for staff and impedes
the ability to quickly repair vehicles. During interviews, staff described challenging working relationships
with NAPA representatives, including a lack of responsiveness from the contractor, delays and pushback
from the contractor regarding parts to be procured for fleet maintenance projects, lengthy lead times, and
a lack of communication regarding parts availability. While the costs of these delays cannot be readily
quantified, staff report that the working relationship with NAPA unnecessarily lengthens the maintenance
process and negatively impacts Equipment Maintenance and its customers.
It is unacceptable for any contractor to fail to deliver appropriate services to the City or its departments.
The Equipment Maintenance Superintendent has engaged NAPA representatives to discuss and manage
contract performance; however, it is unclear whether this engagement has yielded effective service
improvements. Because the cost of parts inventory services is significant and the need to ensure smooth
service delivery is critical, the Department should refrain from exercising its annual renewal option for
NAPA parts services and rebid the fleet inventory contract.
Rebidding the parts inventory contract will serve multiple purposes. First, it will serve as an effective
warning to the current contractor that the City and the Department take performance seriously and will
terminate contracts for non-performance or difficult working relationships. If NAPA commits to improving
service delivery, it should participate in the rebid process and demonstrate how it will facilitate and improve
working relationships with staff while remaining cost-competitive.
Second, rebidding the inventory contract will allow the Department to re-evaluate market conditions
relative to parts and inventory management and make an informed decision about whether to continue
contracting or to insource inventory services. If bids submitted by contractors are high, it may be more costeffective to reinstate in-house inventory services, assuming the City’s budget and hiring practices permit
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this option. When considering whether to continue a contractual relationship or insource services, the
Department should also evaluate the procurement time for key parts associated with each option and weigh
this alongside other monetary costs.
Even if insourcing is not feasible, rebidding allows the City to incorporate revised performance metrics into
the parts inventory contract as a mechanism for ensuring future compliance and good performance. It is
essential for the City’s inventory contractor to completely meet the mission and vision of fleet operations
and to effectively support fleet maintenance goals. Under a revised contract, the Department should track
indicators such as the time inventory requests are made to the time parts are ordered, overall procurement
times, the ability for the contractor to keep frequently-used parts in stock, and downtime associated with
inventory delays. This information will help ensure that contractors can be held accountable for lack of
performance and will enable the Department to more effectively communicate when inventory delays
contribute to larger maintenance delays.
Recommendation 106: Negotiate service level agreements between Equipment Maintenance and
customer departments.
Equipment Maintenance plays a central role in supporting the efforts of almost every department in the
City. However, there is considerable dissatisfaction among customer departments regarding both the
timing and quality of service currently provided. Equipment Maintenance and customer departments do
not appear to share the same expectations regarding how vehicles will be maintained and how they will be
prioritized when brought in for maintenance. There are currently no formal service delivery goals or
commitments to customer departments when they send their vehicles for maintenance or repair. This places
considerable stress on the user departments and, in some cases, alters their ability to perform tasks and
responsibilities.
Additionally, minimum expectations for customers regarding care and light preventive maintenance are
unclear. Formal guidance regarding pre/post-trip inspections is limited, and while formal checklists
regarding inspections have been developed, the checklists are not collected or reviewed by Equipment
Maintenance. Minimum expectations regarding how operators should treat equipment are largely
undefined. As a result, maintenance issues that could be identified through the pre/post-trip inspections
process are often left undiagnosed until a failure occurs.
These challenges illustrate a clear need for more formalized relationships between Equipment Maintenance
and customer departments. Internal customer service management is central to the effective performance
of any fleet management organization. Good customer service management stems from an acute sensitivity
to the needs and concerns of fleet users and manifests itself in a set of communication, decision-making,
reporting, and feedback processes that encourage fleet users to actively participate in management and
maintenance practices. A clear understanding of the needs and concerns of customers is also critical to
effectively running a fleet services organization. At present, Equipment Maintenance’s understanding of
customer needs is largely informal, which contributes to lost information, miscommunications, and an
inability to keep pace with customer needs.
Equipment Maintenance is increasingly under customer pressure to perform at a high level regardless of
the resources available to perform these services. To better meet customer expectations, many public
agencies must develop a focused strategy to meet these desired service levels internally and externally. An
effective method for developing this strategy involves leveraging SLAs to formally identify expectations of
customers and service providers within an organization. Well-crafted SLAs are particularly useful in
situations where budgets and resources are limited because they clearly define each party’s responsibilities
for addressing issues in a timely and cost-effective manner. SLAs between different internal departments
help improve clarity and ensure expectations are communicated and met. The major elements of an
effective SLA include the following:
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Purpose/Objective
Duties and Responsibilities
Service Requirements for Provider and Customer
Review and Modification
Term of Agreement
Compensation and Billing
Primary Contacts and Information
Supporting Documentation
Monitoring Plan

Attachment C contains an SLA template, which includes the sections listed above and standardized
language regarding key elements and narrative for each section. This template is based on similar SLAs
our firm has developed for other clients, such as Sanitation District No. 1 in Kenton County, Kentucky.
The Department should review and expand on this SLA template to create more detailed and formalized
service arrangements between Equipment Maintenance and customers in other departments.
Critically, the SLAs developed between Equipment Maintenance and customer departments should
empower mechanic staff to make informed decisions about when to send vehicles out for contracted
maintenance. This is particularly relevant if Equipment Maintenance staff are unable to meet a service
deadline specified in the SLA. Establishing clear criteria for when outsourcing will be pursued (and who
will be responsible for paying the contractor) is an essential element of improving turnaround times and
service delivery through the SLA process.
Another important feature of SLAs in a fleet maintenance context involves setting clear expectations about
how vehicles will be prioritized for replacement. The Department currently utilizes an internal staff
committee (REVRB) to prioritize fleet asset replacements based on several criteria, including age, mileage,
type of service, reliability, maintenance and repair costs, and condition. Evaluating these criteria to make
replacement decisions is an effective and commendable practice. The SLAs developed by the Department
should reference this practice and ensure that customer departments understand the key criteria that inform
replacement decisions. Additional criteria, such as a criticality score describing how essential a vehicle is
to each customer’s mission, can also be a useful indicator to consider, which should be addressed in the
SLA development process. Sample criticality score criteria are included in Attachment C.
Creating SLAs that quantify or measure service level expectations is key. Performance metrics are
quantitative measurements used to monitor the level of service provided by parties to the SLA. It is
important for the SLA to include key measures that will be tracked and reported to help determine whether
each party is complying with its commitments and to motivate each party to behave appropriately. These
measures should be easy to track, collect, and interpret. Attachment A also includes a draft list of example
performance measures that can be incorporated into the SLA development process.
Negotiating and approving SLAs between Equipment Maintenance and its customers will help improve
transparency, accountability, and communication, and provide a clear service standard for fleet
maintenance activities throughout the City organization. It is essential for the Department and its
customers to work collaboratively and engage in the SLA development process in good faith and to provide
accurate, clear, and reasonable service timeframes and expectations as part of the process.
Recommendation 107: Review and enhance data tracking related to fleet management.
Fleet maintenance data provided by the Department indicates that Equipment Maintenance is responsible
for 1,575 assets across nine major asset classes. On average, staff spend approximately 8,750 labor hours
per year maintaining these assets, as illustrated in the following table.
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Table 72: Fleet Assets and Labor Hours, 2019-2020
Asset Class
Fire Emergency Response

Number
of Units

2019 Labor
Hours

2020 Labor
Hours

Average Annual
Labor Hours

Average
Unit Age
(Years)
15.4

27

492.20

854.00

673.10

100

3,925.50

4,334.00

4,129.75

9.8

33

139.95

180.00

159.98

16.1

Non-Rolling Stock (Equipment)

566

243.90

219.00

231.45

10.9

Other Mobile Equipment

236

654.96

461.00

557.98

12.4

Pickups and Light Trucks

313

1,212.44

1,493.00

1,352.72

10.4

92

263.25

171.00

217.13

10.4

179

1,005.76

1,430.00

1,217.88

10.7

29

165.35

263.00

214.18

10.6

1,575

8,103.31

9,405.00

8,754.17

11.1

Heavy Trucks
Large Road-Type Equipment

Riding Lawnmowers
Sedans
Specialized Vehicles
Total

The number of labor hours recorded by the Department is unusual given the number of employees involved
in fleet maintenance activities. Equipment Maintenance currently employs 14 full-time staff and
supervisors who all have some degree of involvement in maintenance efforts, including five light vehicle
mechanics, seven heavy truck mechanics and technicians, and two auto services technicians. This
represents a total of 29,120 scheduled labor hours each year (2,080 hours per position x 14 positions).
Because staff take leave and perform administrative tasks, the actual “wrench time” spent repairing vehicles
is less than the total scheduled hours above. While actual leave usage and administrative time for
Equipment Maintenance is not readily available, a common industry assumption is that 70% of scheduled
hours should be allocated toward actual wrench time. 129 Applying this assumption to the Department’s
current fleet staffing level means that Equipment Maintenance should engage in 20,384 hours of wrench
time each year. However, the actual wrench time tracked by staff is less than half (43%) of this target time.
The current age of the City’s fleet also suggests that labor hours should be higher than those currently
recorded by the Department: existing assets are more than 11 years old on average, and older assets
typically require more maintenance than newer assets.
Several factors may contribute to the data patterns illustrated in the table above, including a lack of
consistency recording labor data, incomplete and/or inaccurate labor hour estimates for work orders, an
emphasis on non-wrench time activities, or some combination of these and other circumstances. Before a
data-driven staffing analysis can be conducted for fleet maintenance activities, it is essential to obtain a
more detailed understanding of how staff utilize their time and how well the Department’s data-tracking
practices support accurate information collection.
Fleet maintenance is a pressing concern for other City departments, as described throughout this report.
Based on the information provided, the Department is unable to clearly demonstrate how Equipment
Maintenance staff allocate their time and how many personnel are required to effectively maintain assets.
To ensure this data is collected, the Department Director and Equipment Maintenance Superintendent
should review expectations regarding workload tracking and performance management. Where necessary,
formal policies and SOPs should be developed that describe where, when, and how data should be tracked
as well as who will conduct regular audits to ensure information is collected accurately.

Owen, Randy. “Calculating Mechanic Staffing Requirements.” Government Fleet. November 2009.
https://www.government-fleet.com/146344/calculating-mechanic-staffing-requirements
129
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It is also critical for the Department Director and Equipment Maintenance Superintendent to regularly
engage Equipment Maintenance staff to communicate the value of accurate data tracking practices and to
ensure staff know how to record this information. While staff may perceive workload tracking as a burden,
this information is invaluable and helps communicate the significant maintenance responsibilities placed
on Equipment Maintenance. Without accurate information, it is impossible to conclusively demonstrate
the need for additional resources, and the Department’s ability to allocate existing resources effectively is
limited. It is in the best interest of the Department and the Equipment Maintenance Division to accurately
track and assess workload practices to inform operational decisions and enhance communication with
customers.
Recommendation 108: Outsource fleet maintenance for fire apparatus.
A specific challenge associated with Equipment Maintenance involves maintenance of fire apparatus.
Equipment Maintenance is currently responsible for maintaining 27 assets operated by the Fire
Department. Most of these assets (21) involve highly specialized firefighting apparatus such as aerial
ladders, light attack vehicles, and pumpers. Equipment Maintenance is currently expected to carry out
nearly all required maintenance for these assets, including pump, hydraulic, and electronics repair.
Fire apparatus maintenance is highly specialized work that frequently involves advanced systems,
components, and time-intensive repairs. As a best practice, any mechanic or technician assigned to Fire
Department vehicles should possess the appropriate credentials, skills, and experience to maintain these
assets, such as Emergency Vehicle Technician (EVT) certification. The Public Works Department does not
currently require mechanics or technicians to obtain these certifications before working on fire-related
assets.
Staff in both the Fire and Public Works Departments discussed challenges associated with fire-related
vehicles, including long service times, an inability to troubleshoot maintenance challenges, and the need
to outsource vehicles for specialized repairs. Equipment Maintenance staff currently outsource some
specialized fire apparatus work to third-party service providers. In the interest of providing more consistent
service and ensuring that mechanics are adequately familiar with and trained to address fire apparatus
maintenance, the Department should issue an RFP for these services and evaluate the cost of outsourcing
all fire apparatus maintenance to a qualified third-party provider.
Although the benefits of outsourcing are not readily quantifiable due to data constraints discussed
previously, there are important qualitative benefits that can emerge from this arrangement. Finding a
qualified third-party provider can ensure that maintenance is performed by staff who are certified and
familiar with the intricacies of specialized firefighting vehicles. It is generally more effective to outsource
specialized vehicle maintenance to providers who focus specifically on those vehicle types because this
allows City staff to focus more attention on managing other fleet risks, which require less specialized
expertise. For example, any City staff time saved by outsourcing fire apparatus can be reallocated to
maintaining refuse trucks and other heavy equipment that provide indispensable daily services to the
community.
Outsourcing also allows the City to offload risk and liability. When a public agency operates its own
maintenance facility operations, there is a high risk to staff and vehicles. For example, if an employee is
hurt on the job, costs associated with the injury are likely to come out of the fleet’s budget. If a technician
misses a repair that leads to an accident, the City may be held liable for the oversight. A third-party
maintenance provider will reduce exposure to the risk of accidents, Occupational Safety and Health
Administration (OSHA) citations, and liability insurance premiums.
Finally, engaging an outside provider may represent a service level improvement for the Fire Department.
By relying solely on another organization for apparatus maintenance and ensuring that preventive
maintenance is performed in a timely and adequate manner, the Fire Department can minimize the need
for emergency repairs and unexpected breakdowns, which will keep vehicles in service at a more
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predictable rate. When unexpected issues arise, the outside provider may also be able to provide a higher
level of service by attending to issues outside of normal business hours and/or mobilizing repair services
during emergency situations.
One of the cornerstones of establishing a successful contract is requiring that a third-party contractor has a
strong representative dedicated to the City’s interests. The Public Works and Fire Departments should
closely coordinate throughout the RFP development and selection process. If a viable contractor is selected,
the Department should identify an internal lead to work closely with the contractor’s representative. If the
contractor’s performance is inadequate, the Departments should engage the contract representative to
evaluate deficiencies and amendments to the contract if necessary.
In the event a contractor is unavailable to absorb the entirety of the City’s workload related to fire apparatus
maintenance, the Department should develop an RFP that seeks service support regarding specialty
components, such as pumps and electronics. This will allow Equipment Maintenance staff to focus on basic
preventive maintenance tasks for Fire vehicles while relying on a third party to support complex repairs
that require specialized technical knowledge or that can take up extended periods of time.
If this contract service delivery model proves successful, the City may choose to evaluate other
opportunities to expand and enhance contracted services for general fleet and equipment maintenance.
Contracting for broader fleet maintenance services is likely to present similar benefits to those described
above; however, the City should ensure that any contractor is able to handle the broad array of general
fleet assets that require service in a way that ensures adequate quality control.

Funding
Recommendation 109: Implement a stormwater utility fee based on impervious surface area.
Currently, Lawton is one of 51 small cities/counties that are regulated under the U.S. Environmental
Protection Agency (EPA) Municipal Separate Storm Sewer System (MS4) Phase II Program. MS4 Phase
II regulations, which became effective on March 23, 2003, require the development and implementation
of a stormwater management program (SWMP) to reduce the contamination of stormwater runoff and
prohibit illicit discharges to the MS4. Much of the City’s SWMP work, including design and maintenance
for public stormwater conveyances and infrastructure, is performed by the Engineering and Public Works
Departments.
To help offset the cost of SWMP activities, the City currently charges a drainage fee of $2 per month per
meter, which is allocated to the Drainage Maintenance Fund, plus a stormwater fee of $0.75 per month
per account, which is allocated to the Stormwater Maintenance Fund. The exact amount of revenue
generated by each fee is not clear based on the City’s available budget documents; however, the following
table illustrates overall revenue trends in both funds over the last several years.
Table 73: Drainage and Stormwater Revenues, FY2017 through FY2021

Drainage Maintenance

FY2017
Actual
$878,997

FY2018
Actual
$871,647

FY2019
Actual
$873,214

FY2020
Projected
$874,588

FY2021
Budgeted
$873,900

Stormwater Management

$330,812

$327,163

$327,753

$328,281

$328,000

$1,209,809

$1,198,810

$1,200,967

$1,202,869

$1,201,900

Fund

Total

The Drainage Maintenance and Stormwater Management Divisions in Public Works are directly
supported by the funds above. Operational expenses associated with these funds have exceeded revenues
in four of the last five years, as illustrated in the following table.
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Table 74: Drainage and Stormwater Expenses, FY2017 through FY2021
Expenses
Drainage Maintenance
Storm Water
Management
Total

FY2017
Actual
$915,302

FY2018
Actual
$758,051

FY2019
Actual
$988,681

FY2020
Projected
$1,015,172

FY2021
Budgeted
$780,801

$379,913

$355,973

$364,350

$517,589

$497,146

$1,295,215

$1,114,024

$1,353,031

$1,532,761

$1,277,947

Revenues from the Drainage Maintenance and Stormwater Funds are also not adequate to support capital
projects such as repair and replacement of stormwater conveyances and drainageways. Instead, capital
projects are currently funded by the City’s Capital Improvement Fund, which receives the bulk of its
resources from transfers out of the Water, Sewer, and Refuse enterprise funds.
As a best practice, special revenue funds should offset the cost of operating and capital expenses associated
with the fund’s primary purpose. Because drainage and stormwater fees do not presently cover the total
cost of service delivery, there is a clear opportunity to adjust fee practices in a way that will best support
the City’s ability to maintain existing infrastructure and support the development of new infrastructure in
future years. Basing fees on the number of meters and accounts is simple and easy to implement, but has
no relationship to the cost of service. Ensuring the City collects sufficient revenue to cover operations and
capital projects while also appropriately balancing equity concerns requires two significant changes to the
current fee structure.
First, the existing drainage fee should be eliminated, and the Drainage Maintenance Fund should be
merged with the Stormwater Management Fund. This approach will streamline accounting for activities
related to stormwater management and enable the City to more transparently allocate stormwater-related
costs to a single fund designed to support all stormwater activities.
Second, the existing stormwater management fee should be restructured away from flat fees and toward a
model based on the amount of stormwater runoff generated by each property parcel. During interviews for
this assessment, staff indicated that resources have been budgeted to complete an analysis of total
impervious surface area for each property parcel in the community. Impervious surface area includes
terrain or features that prevent stormwater from absorbing into the ground. Because the water is not
absorbed, it flows above ground and can contribute to flash flooding, erosion, and other negative conditions
during and after rain events. Common examples of impervious surfaces include buildings, streets,
sidewalks, driveways, and parking lots.
Basing the stormwater fee on impervious surface area allows the City to more equitably charge property
owners for the amount of stormwater their properties generate during rain events. While there are many
ways to structure the fee, a common approach involves calculating the average amount of impervious
surface areas across all of the City’s single-family residential (SFR) parcels and charging these parcels a
standard rate, known as an Equivalent Residential Unit (ERU). For example, if the average amount of
impervious surface area among SFR parcels is 1,000 square feet, then one ERU would equal 1,000 square
feet, and each SFR property would pay a flat charge each year. Using this example, if the impervious
surface area on a commercial parcel equals 10,000 square feet, then the commercial parcel would be
assessed 10 ERUs.
To calculate the fee for commercial and other non-SFR properties, the total amount of impervious area for
each parcel can be calculated in ERUs. For example, a commercial property with 20,000 square feet of
impervious area would be charged for 20 ERUs, because its impervious surface area is 20 times larger than
a typical SFR property.
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This approach allows the City to assess fees based on the actual amount of stormwater generated on each
parcel. As impervious surface area grows, stormwater fees increase to support the level of infrastructure
needed to deal with runoff. Because understanding the total impervious surface area in the community is
critical to this approach, the City should pursue its efforts to complete the proposed impervious surface
analysis.
Once the analysis is completed, the City should establish fee amounts that create sufficient revenue to
recover operating and capital costs related to stormwater activities. The labor and materials costs associated
with stormwater and drainage maintenance of any kind should be consistently tracked and used to recover
operating costs from the Stormwater Management Fund. Improving asset management and condition
assessment practices should also inform the City’s prioritization of stormwater-related infrastructure for
repair and replacement, and the stormwater fee should be sufficient to cover these costs as well.
Implementing a stormwater fee based on impervious area represents a significant policy change that should
be discussed and approved by the City Council. It is appropriate to develop a comprehensive public
engagement effort associated with this process to provide clarity and transparency regarding how the
proposed fee will be calculated and what its impacts are on the community, particularly for large
commercial properties that occupy significant impervious surface area. While this recommendation will
require staff attention and resources to study and implement, the resulting fee structure will help the City
ensure sufficient funding exists to manage and maintain stormwater assets, prevent unnecessary flooding
and erosion, and protect the integrity of the City’s infrastructure investments.

Management and Culture
Recommendation 110: Create a culture of continuous improvement.
Senior Public Works staff currently engage in regular meetings to discuss operations, directives, and
pressing organizational needs. The Director currently meets with Superintendents individually every week
and with Superintendents collectively every quarter. However, the Department does not regularly engage
in Department-wide meetings, team-building, or employee appreciation events, and opportunities for line
staff to provide feedback to senior managers are limited.
It is important to acknowledge that the Department employs many staff. Large meetings are not always
feasible or productive, particularly given the impact of COVID-19 on daily operations. To foster improved
communication and build a culture of continuous improvement in the organization, Department managers
and supervisors should develop a practice of regularly checking in with staff to gather feedback. Regular
check-ins also create opportunities for mentoring and engaging employees to learn more about their
successes and difficulties.
In addition to more regular check-ins between staff and supervisors, the Department should encourage
employees to share feedback with executive leadership about how day-to-day operations may be improved
or about new ideas that may help advance strategic goals and initiatives. By taking these ideas into account,
the Department can consider new ideas from front-line employees who have first-hand knowledge of where
improvements need to occur and where additional focus and budget can improve efficiency and
effectiveness. Several effective steps can be used to achieve a feedback culture:
•
•
•
•
•
•

Encouraging employees to ask supervisors for feedback
Utilizing multiple feedback channels such as creating an anonymous feedback mechanism that
will allow employees to give feedback privately and without judgment
Leveraging online/digital platforms to solicit employee feedback, such as anonymous surveys
Conducting small group sessions to discuss employee experiences and perceptions
Promoting peer-to-peer feedback
Nurturing a continuous improvement mindset
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Providing feedback and continuous improvement training
Creating regular monthly meetings among divisions and work crews

By providing employees with some flexibility when it comes to giving feedback, leadership will be able to
provide a safe haven for those who may not be as comfortable interacting with their peers, thereby
increasing engagement and buy-in.
In implementing this recommendation, it is critical for staff (particularly supervisors) to avoid giving
feedback in a way that marginalizes employee concerns or discourages employees from engaging.
Employees in a continuous improvement culture must be able to share honest, open feedback with one
another without feeling personally attacked or hurt by others. To help reduce this risk, the Department
should coordinate with the City’s Human Resources staff to identify appropriate supervisory and
management training designed to develop soft skills and enhance staff’s ability to engage with each other.
Generational training that discusses differences in communication patterns among older and younger
employees will also be important to educate staff about various communications practices and to increase
the effectiveness of providing healthy, constructive feedback to employees.
Finally, it is important to emphasize that developing a culture of continuous improvement requires the
Director and Superintendents to model and demonstrate a commitment to gathering and utilizing feedback
to make decisions. If leadership tells employees that feedback is important but fails to engage with staff or
utilize feedback, employees are unlikely to trust the process, and the Department’s culture is likely to suffer.
Leadership must be personally accountable for feedback by showing that they are willing to adapt to this
new culture from the top down and can inspire employees to change.
Recommendation 111: Revise and standardize Department policies and Standard Operating
Procedures.
The Department currently maintains several documents that contain policies and standard operating
procedures (SOPs) pertaining to various functions and activities. The table below illustrates SOP
documentation and the latest revision date associated with each SOP document.
Table 75: Public Works Policy and SOP Materials
Document Title
Public Works Department Policies
Solid Waste Disposal SOPs
Standard Operating Procedures: Street Division and Traffic Control Division
Stormwater Management SOPs

Date of Latest Revision
March 2014
October 2019
August 2019
November 2016

The Department has already engaged in policy and procedure reviews, and staff acknowledged that
additional review and consolidation is necessary. Many of the policies listed in the Public Works
Department Policies book are from the 1980s, and the oldest policy (which describes a Driver Training
Program) is dated November 15, 1978. The policy documents themselves also differ significantly in
formatting and level of detail. Important knowledge regarding practices and procedures is also passed down
as oral history and lacks a written record. This makes it susceptible to loss, particularly given the
Department’s ongoing challenges with retention and vacancies, and also makes it difficult to evaluate and
update. Maintaining key operational knowledge and improving upon it is vital for preserving institutional
knowledge, training, and cross-training staff.
The Department should continue its efforts to consolidate and update policies and SOPs into a
standardized, easily-reviewable format. Each policy and SOP should include consistent, standardized
statements regarding purpose and scope, dates, authors, background/contextual information, definitions,
descriptions of procedures, references, measures used to evaluate performance, and guidance regarding
interpretation. At the same time, it is important to concisely balance the level of detail provided in each
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SOP to provide clear guidance to staff. Common mistakes involved in SOP development include the
following:
•
•
•
•
•

Making them too detailed
Attempting to control the wrong activities
Using them as a substitute for management
Developing too many SOPs
Poor implementation

Once finalized, the Department’s policies and procedures should be compiled into a master manual. This
document should be readily available to staff for easy reference and should also be used as a training tool
when onboarding and training new employees or cross-training existing employees to complete unfamiliar
tasks. The manual should also reference the City’s administrative policies where required, such as
employee violations and consequences, and address how policy violations will be handled.
Ensuring that the Public Works Department is operating from a formalized and coordinated policy and
procedure framework increases productivity and reduces the risk of errors. While staff and supervisors may
want to do the right thing, the version of what the right thing is must be consistently agreed upon and
established by managers and should not be different for critical and routine processes. In other words, the
process to accomplish core tasks and the results achieved should not vary according to which team member
is undertaking a given task. Although the existence of a master policy manual will not guarantee excellent
performance or good results, it will support a structured quality system that positions the Department for
consistent service delivery and success.

The Novak Consulting Group
Trusted Advisors Transforming Communities

Page 236

City of Lawton
Management, Operations, Staffing, and Efficiency Study

This page intentionally left blank

The Novak Consulting Group
Trusted Advisors Transforming Communities

City of Lawton
Management, Operations, Staffing, and Efficiency Study

Page 237

Public Utilities
The Lawton Public Utilities Department provides water treatment and distribution services for City
residents, as well as wastewater collection and treatment. These services are provided using 120.5 FTEs,
as illustrated below.
Public Utilities
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Assistant III
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Water Treatment
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Figure 48: Public Utilities Organizational Structure, FY2021

The Department is led by the Public Utilities Director, who is responsible for managing the Department’s
daily operations, coordinating work plans and capital improvement projects across divisions, budgeting
and staffing decisions, and ensuring that service delivery meets community expectations. The Director is
supported by a full-time Administrative Assistant.
The Water Treatment Plant Division includes the Medicine Park Plant and the Southeast Plant. The
Medicine Park plant sources its water from Lake Lawtonka and is rated at 40 million gallons per day
(MGD); however, the plant treats 12 million gallons average daily flow (ADF). The Southeast Water
Treatment Plant is a 10 MGD plant. Both plants treat water using similar processes, including ozone
disinfection, granular activated carbon (GAC) filters, and chloramine as a primary disinfectant.
Both plants operate continuously, 24-hours per day, for the entirety of the year. Plant operators currently
work a mixture of eight and 10-hour shifts: 8:00 AM to 4:30 PM, 2:00 PM to midnight, and 10:00 PM to
8:00 AM. There is some overlap to transition between shifts and for safety reasons. The Maintenance
Technician, Instrumentation Technician, and Laboratory Technician all work eight-hour schedules
Monday through Friday.
Water treatment services are provided by a staff of 26 FTEs, as illustrated in the following figure. The
Deputy Public Utilities Director position is also funded as part of water treatment operations.
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Figure 49: Water Treatment Plants Organizational Structure, FY2021
The Water Distribution Division maintains over 650 miles of water mains in the City, many of which are
or exceed 60 to 100 years old. This Division is led by a Superintendent who manages 21 staff, including
two field crews as well as a Scheduler, Dispatcher, and Pump Station Mechanic. The Scheduler and
Dispatcher work closely to process and triage emergency water service calls (such as main breaks and
brown water coming from taps). The Scheduler primarily creates work orders regarding emergency calls,
while the Dispatcher visits sites to assess the extent of the main break or the emergency and prioritize
repairs based on the type and severity of the leak.
When emergencies are identified, the Dispatcher will contact the on-call Field Supervisor to organize a
response crew and perform work. Field staff are organized into three crews: a weekday crew that operates
Monday through Friday from 7:30 AM to 3:30 PM; a night crew that operates Monday through Friday
from 2:00 PM to 11:00 PM; and a weekend crew that works four 10-hour shifts on Fridays, Saturdays,
Sundays, and Mondays from 7:00 AM to 5:30 PM. Staff on these crews are responsible for initiating repairs
to identified water distribution emergencies, installing and repairing water services, repairing broken angle
valves, and attending to proactive maintenance needs as time allows.
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Figure 50: Water Distribution Organizational Structure, FY2021
The Sewer System Technical Division provides engineering and inspections support for Utilities
operations, including but not limited to developing contract documents for bidding purposes, managing
projects regarding the water and wastewater facilities, performing development review for commercial and
subdivision projects, preparing contract documents for ongoing work, and advising on repair and
replacement questions regarding existing sewer infrastructure. The Division’s inspectors examine private
developments performed by external contractors to ensure that assets are installed to City standards,
including audits of all internal and external construction. The surveyor confirms the field location and
elevations and updates any changes when repairs and replacements are performed. The computer aided
drawing (CAD) Technician makes changes to the City’s CAD system and drawings, as necessary. The
Utility Locator marks all of the water, sewer, and storm sewer utilities, including OKIE811, which is the
one-call underground utility locating system. These positions are illustrated in the figure below.

Civil Engineer
1.0 FTE

Construction
Inspector
2.0 FTE

Survey Party Chief
1.0 FTE

CAD Technician
1.0 FTE

Utility Locator
1.0 FTE

Sewer System Technical Division (SSTD)

Figure 51: Sewer System Technical Division Organizational Structure, FY2021
The Sewer Construction Division provides a broad mixture of services and support to the Utilities
Department. One of the Division’s primary goals involves new sewer construction to address a consent
order with the EPA that requires the City to replace 2000 linear feet of eligible sewer lines per month. The
current phase of the consent order continues through 2024. Given the emergencies that exist within the
Division, it has been difficult to meet this replacement requirement. In addition to this work, the Division
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supports water and wastewater plant maintenance, wastewater collection repairs and maintenance, and
water distribution maintenance as needed.
The Sewer Construction Division is the largest in the Utilities Department, consisting of 23 staff divided
among four crews, including a concrete repair and replacement crew, a concrete and boring crew, and a
clean-up restoration crew. The Division also utilizes its own dedicated Mechanic position to troubleshoot
and repair major equipment items. In addition to full-time staff, the City contracts with a temp agency to
assign one temporary position to each crew. Temporary Crew Members provide physical labor support
such as picking up trash and clean up on the site but cannot drive or operate equipment.
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1.0 FTE

Field Construction
Supervisor
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Figure 52: Sewer Construction Organizational Structure, FY2021
The Wastewater Collections and Maintenance Divisions maintain the sewer collections system using
vactor trucks to clear blockages and perform cleaning and other maintenance activities requiring vactor
support. These staff also perform line breaks and leak checks across 425 miles of sewer system (90% of
which consists of unreinforced concrete pipe) and manage and operate 18 lift stations. Typically, the
Wastewater Collections Division focuses primarily on performing line maintenance, cleaning, minor
construction, and responding to sewer calls, while the Wastewater Maintenance Division operates,
maintains, and manages lift stations and assists with work assigned to Wastewater Collections. This work
is accomplished using 19 total staff, as illustrated below.
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Figure 53: Wastewater Collection/Maintenance Organizational Structure, FY2021
The Wastewater Treatment Plant (WWTP) was built in 1977 and underwent a significant upgrade in
1988, which added secondary clarifiers and an activated sludge system. In 2007, an ultraviolet (UV)
disinfection system was added to the plant. The plant is currently rated at 18 million gallons per day (MGD)
and can handle a maximum daily flow of 24 MGD. Class C sludge produced by the plant is sent to the
City landfill for disposal.
The plant’s authorized staffing consists of 22.5 FTEs. In FY2021, the WWTP Superintendent position was
eliminated to create budget savings in light of the ongoing COVID-19 pandemic. In lieu of utilizing a
Superintendent, daily oversight of WWTP operations is assigned to the Water Treatment Superintendent
with additional support from the Deputy Public Utilities Director. The figure below illustrates the current
organizational structure of WWTP operations.
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Figure 54: Wastewater Treatment Plant Organizational Structure, FY2021

Core Services Matrix
The following table provides an overview of core services provided by the Utilities Department. This list
represents key activities and tasks that constitute a significant amount of staff time; it is not meant to be allinclusive.
Table 76: Department Core Services
Department
Function/Division

Program Area

•
•

Budget

Administration

Capital Planning
Customer Service
Support
Work Planning

Water Treatment
Plants

Plant Operations

•
•

Respond to customer inquiries and complaints as needed

•
•
•
•

Coordinate rollout of JOB Cal CMMS among Utilities staff
Evaluate work orders and performance indicators
Assign work orders and projects to staff as needed
Operate Medicine Park and Southeast Treatment Plants on a
continuous basis, 24/7x365
Perform regular reactive and preventive maintenance on plant
components as needed
Conduct regular water quality tests to ensure water meets
acceptable standards
Respond to reactive service complaints regarding mains and
service lines
Notify customers as appropriate if water will be shut off in the
course of conducting maintenance

•

•
Maintenance

Establish Department budget annually
Evaluate budget to actual expenditures as needed throughout
the year
Monitor budget trends to identify potential cost savings
Identify capital assets for repair and replacement annually (e.g.,
infrastructure, vehicles, equipment)

•

•

Testing
Water Distribution
Sewer System
Technical Division

Activities

•
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Program Area

Activities
•

Engineering

Sewer System
Technical Division
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Inspections
Location Services

•
•
•
•

Sewer
Construction
Wastewater
Collections/
Maintenance

Construction

Collections

•

Maintenance

•

Inspect and maintain 18 lift stations on a regular basis

•

Operate the Wastewater Treatment Plant on a continuous basis,
24/7 x 365
Perform regular reactive and preventive maintenance on plant
components as needed
Coordinate the processing and disposal of biosolids on a regular
basis
Conduct regular water tests to ensure treated effluent meets
acceptable standards

Plant Operations
Wastewater
Treatment Plant

•

Conduct engineering design and/or coordinate contracted
design work for sewer/wastewater infrastructure as needed
Manage and maintain electronic records related to
sewer/wastewater assets, locations, and condition information
Inspect public and private sewer infrastructure projects for
compliance with applicable laws, codes, and City standards
Provide sewer/wastewater location services within 48 hours of
requests
Construct and replace sewer infrastructure according to
engineering design standards and the City’s consent decree
plan
Provide staff and equipment support for other Divisions as
needed
Conduct regular preventive maintenance of 425 miles of sewer
lines, including but not limited to vactoring and flushing

Solid Waste Disposal
Testing

•
•
•

Staffing
Overall staffing levels in the Department have declined by 10% since FY2017. This decline is due in large
part to holding vacant positions open or eliminating vacant positions as a result of the ongoing COVID-19
pandemic. As a result of these changes, several divisions have experienced significant staffing declines,
including Water Distribution, which has lost four positions, and Wastewater Collection, which has lost
five positions.
Table 77: Department Staffing, FY2017 through FY2021
Staffing by
Function
Medicine Park
Water Treatment
Plant - Full-Time
Southeast Water
Treatment Plant Full-Time
Water Distribution –
Full-Time
Sewer System
Technical – FullTime
Sewer System
Construction – FullTime
Wastewater
Collection – FullTime

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

15

15

14

15

14

-7%

11

11

12

11

12

9%

26

26

26

25

22

-15%

7

6

6

6

6

-14%

26

26

27

27

25

-4%

15

14

13

13

10

-33%
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Staffing by
Function
Wastewater
Maintenance – FullTime
Wastewater
Treatment Plant –
Full-Time
Wastewater
Treatment – PartTime

FY2017
Authorized

FY2018
Authorized

FY2019
Authorized

FY2020
Authorized

FY2021
Authorized

Percentage Change
FY2017 to FY2021

10

10

10

10

9

-10%

24

23

23

23

22

-8%

1

0

0

1

1

Not Applicable

135

131

131

131

121

-10%

Total

Budget
Comparing FY2021 budgeted expenditures to FY2017 Actuals indicates a 15% increase, which is largely
attributable to the increasing costs of supplies such as water treatment chemicals. Notably, Capital Outlay
for FY2021 is budgeted at $0 commensurate with freezes on capital expenditures in the FY2021 budget
due to the COVID-19 pandemic.
Table 78: Department Expenses – All Funds, FY2016 through FY2020
Expense
Category
Personnel
Services

FY2017
Actual

FY2018
Actual

FY2019
Projected

FY2020
Budget

FY2021
Budget

Percentage Change
FY2017 to FY2021

$6,956,681

$6,986,519

$7,030,181

$7,805,717

$7,479,407

8%

Supplies

$5,079,817

$4,929,160

$6,029,800

$6,979,433

$6,854,812

35%

Other Services
and Charges

$1,497,119

$1,708,546

$1,703,992

$1,934,015

$1,895,804

27%

Capital Outlays

$635,173

$1,233,772

$713,771

$444,349

$0

-100%

$14,168,790

$14,857,997

$15,477,744

$17,163,514

$16,230,023

15%

Total

Analysis and Recommendations
The Utilities Department plays a critical role in the City’s water treatment and distribution as well as
wastewater collection and treatment functions. Providing all Lawton residents and customers with potable
water and effectively treating wastewater requires significant, dedicated attention to capital infrastructure
maintenance and the efficient delegation of daily workload assignments throughout the year. The Utilities
Department has made significant progress regarding asset management and work planning; however,
ongoing vacancies, high turnover rates, and budget constraints present significant challenges to the
Department’s current service delivery model. The following recommendations are intended to help the
Department continue focusing on effective workload management practices while implementing structural
and operational enhancements to create a more flexible and adaptable service delivery approach.

Asset Management and Work Planning
Recommendation 112: Continue implementing the JOB Cal software program to develop a
comprehensive asset management and work planning approach.
Over the last several years, the Wastewater Collection and Maintenance Division in Public Utilities has
utilized the JOB Cal Plus® computerized maintenance management system by Hach® to track work order
information related to wastewater collection assets. JOB Cal is a full-featured CMMS program that offers
users the ability to schedule and record important information regarding maintenance activities, including
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preventive and reactive maintenance tasks, the number of personnel assigned, equipment usage, and labor
hours, and materials utilized. In March 2020, the Department began deploying JOB Cal to other divisions,
including Water Treatment, Wastewater Treatment, and Water Distribution. As of July 2020, the Sewer
Construction Division was not leveraging JOB Cal.
Relying on a CMMS system to assist with work order creation and workload tracking represents a
commendable effort by the Department to better understand the full scope of its responsibilities and
operational effectiveness. However, this deployment is still in progress, and it is essential to complete and
refine JOB Cal implementation in three critical areas.
First, all Utilities Divisions should be expected to utilize the JOB Cal system, including staff in the Sewer
Construction Division. One of the most important value propositions of CMMS is the ability to obtain a
comprehensive understanding of operations and the resources required to provide service. Unless all
Utilities staff actively participate in the JOB Cal system, information entered into the system will represent
only a partial picture of the Department’s true workload. To this end, the Department’s efforts to extend
JOB Cal to all work units should be continued.
Next, the Department should establish clear proactive service level standards in the JOB Cal system across
all assets and divisions. These service standards should be based on the minimum maintenance
requirements of each asset managed by utilities, from water mains to pumps, valves, pipes, generators, and
related equipment, including equipment at the water treatment plants, wastewater treatment plant, and
infrastructure involved in water distribution and wastewater collections. Proactive work orders should be
developed and scheduled for each of these assets in the JOB Cal system. As a best practice, these work
orders should link to readily available asset inventory and condition assessment information gathered by
the Department, such as paper atlases, GIS data, and other data points that will enable staff to readily
identify, locate, and manage the asset. Each work order should also include the labor and materials costs
required to perform maintenance.
Once service standards for all assets are identified and relevant work orders are generated in the JOB Cal
system, the Department will possess the basic information necessary to create an annual work plan. JOB
Cal enables users to view scheduled work orders on a daily, weekly, monthly, or annual basis. By evaluating
the labor hour impacts of proactive work orders throughout the year, the Department will be able to develop
an annualized work plan illustrating labor requirements for maintaining existing assets and infrastructure
according to best practices and manufacturer recommendations. This information is vital for organizing
and scheduling work crews efficiently and effectively.
Recommendation 113: Continue efforts to revitalize the Wastewater Treatment Plant.
The City’s Wastewater Treatment Plant has experienced several events that have degraded plant
infrastructure and threatened the Department’s ability to reliably treat and discharge wastewater over the
long term. For example, in 2016, several significant flood events impaired the infrastructure systems needed
to effectively handle solids. While federal grants were identified to help make needed repairs, funding has
been slow, which has prompted staff to investigate workarounds and temporary practices designed to
simply keep the plant running. Additionally, several of the parts required to repair the plant have long lead
times, which creates a maintenance bottleneck and leads to even more short-term workarounds.
Another example of a critical plant system that requires attention is the Supervisory Control and Data
Acquisition (SCADA) system, which allows for remote observation and control of the plant’s major
operations. The current SCADA system has been identified by staff and the EPA as a critical component
that currently has limited functionality, and which must come into operational compliance.
In general, the WWTP struggles to resolve non-compliance issues related to failures in its current
infrastructure systems. The repairs needed to restore compliance take precedence over routine preventive
maintenance and repair activities required to improve the long-term sustainability of WWTP operations.
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By ignoring routine repairs and maintenance, which will ultimately prolong the useful life of assets, assets
will have shorter life cycles and will require continued reactive maintenance and untimely repairs and
replacements.
These needs and other significant maintenance requirements prompted the City to engage Garver, a private
engineering firm, to conduct a condition assessment of the WWTP. This assessment was completed in
June 2020 and involved a detailed walkthrough of the WWTP facility to identify existing assets, their
condition, and the evaluation of repairs necessary to ensure the successful treatment of wastewater at the
plant. Garver also applied a risk assessment to the WWTP, which considered the physical condition,
operational performance, redundancy, reliability, and maintainability of the plant’s infrastructure assets.
According to the Garver report, the results of this analysis indicated “there are numerous assets that fall
within the high or significant risk categories. Assets with the most significant risk scores include Influent
Pumps No. 2, No. 4, and No. 5, as well as all Primary Effluent Pumps.” 130
In total, the Garver report identifies over $38 million in estimated repair costs to bring the WWTP up to a
reliable operating standard. Garver also recommends a CIP to prioritize infrastructure projects at the plant,
particularly to address immediate repair needs associated with solids handling and disinfection.
It is essential for the City to prioritize and fund WWTP capital needs and repairs. There is no backup
facility for the WWTP currently, and without a functioning facility, the City will be unable to reliably treat
and discharge wastewater and dispose of associated biosolids. Should the WWTP fail, the City will become
liable for remediation costs and penalties in addition to the cost of infrastructure upgrades to the plant.
These additional costs may be significant, and in the interest of providing effective wastewater services and
avoiding unnecessary costs, the City should prioritize proactive investments in the WWTP. Identifying
and funding these investments should be accomplished in conjunction with a broader CIP planning process
as described in Recommendation 6.

Staffing and Structure
Recommendation 114: Create an interim Assistant Superintendent position for the Wastewater
Treatment Plant.
Working conditions at the WWTP are vastly different than those at the City’s water plants due to the poor
condition of the WWTP and a historical focus on reactive operations management. These conditions and
management practices have contributed to staff morale issues due to the overwhelming amount of
maintenance and repair work required to bring the plant into full compliance. Compounding these
challenges is the recently eliminated Wastewater Treatment Plant Superintendent position. Due to a lack
of available personnel, the Water Treatment Superintendent has assumed the responsibilities for operating
the Water Treatment Plants and WWTP. The Deputy Utilities Director also assists with supervising
WWTP activities and advancing improvement initiatives related to meeting acceptable service levels and
regulatory requirements. These initiatives include value stream mapping to understand and prioritize
critical activities to achieve continual improvement in the WWTP’s overall core processes.
Staff report improvements in morale, preventive operations and maintenance activities, and water quality
under the management and leadership approach used by the Water Treatment Superintendent and Deputy
Director. It is important for the Department to apply continual focus to these ongoing enhancements to
ensure continuous improvement activities are integrated into day-to-day work activities. This focus should
include dedicated daily oversight, mentoring, and coaching to ensure improvements are effectively adopted
by the WWTP.
However, continuing to rely on the Water Treatment Superintendent and Deputy Director to perform this
function is unsustainable. Originally, the goal of this supervisory arrangement was to apply operations and
130
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maintenance strategies that are working at the water treatment plants to the WWTP. While this can be an
effective management strategy, it requires the Water Treatment Superintendent to focus on WWTP
operations and limits the Superintendent’s ability to continue focusing on water treatment operations.
Additionally, water treatment is a fundamentally different process compared to wastewater treatment and
requires significant certifications and skillsets to accomplish in compliance with regulatory requirements.
It is not reasonable to expect the Water Treatment Superintendent to learn and become responsible for
both skillsets while managing all three facilities simultaneously.
Similarly, requiring the Deputy Director to maintain a focus on managing the WWTP with the Water
Treatment Superintendent has created a void that detracts from other important, strategic tasks assigned to
the Deputy Director, including documenting department procedures, creating a culture of accountability
across the entire Utilities Department, and utilizing data to inform future decision-making regarding
operations and staffing. To ensure ample resources are given to managing and operating both plants, the
following steps should be taken to ensure critical and routine processes at both treatment plants are
progressing.
First, the City should create a WWTP Assistant Superintendent position, which can continue developing
a culture focused on preventive maintenance, performance, and accountability at the WWTP. This position
should support ongoing cultural and operational changes already implemented by the Deputy Director and
Water Treatment Superintendent. Upon successfully hiring a WWTP Assistant Superintendent, this person
should spend the first six months of their employment understanding the ins and outs of plant operations
and challenges and become more familiar with personnel, the Department, and the City. During this time,
the Water Superintendent should provide coaching and training on the best practices being implemented
at the Water Plant and assist in developing additional change management and operational strategies to
begin implementing at the WWTP. For example, the WWTP recently started training on JOB Cal and is
currently in the beginning stages of implementation and use. The new Assistant Superintendent should
become familiar with JOB Cal and develop an implementation plan that considers staff training, standard
procedure development, and work order management practices.
After the initial six months, the WWTP Assistant Superintendent should assume responsibility for more
day-to-day oversight of WWTP operations. This will reduce the need for the Water Treatment
Superintendent and Deputy Director to manage WWTP functions and solidify the WWTP Assistant
Superintendent’s role as the person with primary responsibility for managing the WWTP and its staff. To
ensure this transition is effective, the WWTP Assistant Superintendent should maintain regular contact
with the Water Treatment Superintendent and Deputy Director through standing weekly update meetings.
These meetings should be used to discuss progress, challenges, successes, and any new initiatives required
to fill known gaps regarding WWTP operations, and they should serve as the foundation for evaluating the
WWTP Assistant Superintendent’s performance.
If the Assistant Superintendent performs well and maintains the certifications and skills necessary to
continue managing the WWTP, the City should consider elevating this position to a WWTP
Superintendent reporting to the Deputy Director. It is important to note that elevating the position is likely
to require an appropriate salary adjustment commensurate to the duties and responsibilities of this position.
Creating a WWTP Assistant Superintendent position first, as described above, provides the City with a
lower-cost option for recruiting and developing a candidate with sufficient leadership skills and experience
to lead the WWTP. It also provides the Deputy Director and Water Plant Superintendent with ample
opportunities to train and coach a new candidate in understanding the importance of treatment plant best
practices that support improved performance and the consistency of operational practices between the
City’s plants.
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Recommendation 115: Consolidate wastewater maintenance functions into a single Sewer Division.
The Department currently utilizes three separate Divisions to engage in wastewater-related infrastructure
maintenance. The Wastewater Collections Division primarily maintains sewer pipes and conveyances and
engages in small sewer-related construction repairs; the Wastewater Maintenance Division provides
backup support for Wastewater Collections and attends to lift station maintenance; the Sewer Construction
Division replaces sewer infrastructure identified as part of the City’s consent decree and supports other
wastewater-related operations, as necessary.
Although the services provided by these crews are not entirely duplicative, there is a significant overlap in
utilizing three separate wastewater-related Divisions to accomplish assigned tasks. On paper, the
differences in assignments among these Divisions are relatively clear. In practice, the distinction is often
less-well defined due to a variety of factors, including significant infrastructure repair needs across the City,
regular workload interruptions due to emergency service calls, and a lack of available personnel on each
crew. This results in a disconnect between how the Divisions are structured and how their work is actually
assigned and performed.
The Sewer Construction Division, in particular, presents an effective case study of the challenges associated
with the Department’s current approach. While this Division is responsible for new construction projects
that advance the City’s compliance with its EPA consent decree, staff from this division routinely backfill
for staff in other divisions. Sewer Construction staff assist with routine maintenance duties at the WWTP
as well as loaning personnel and equipment to the Wastewater Collections and Wastewater Maintenance
Divisions to perform point repairs and preventive maintenance. The following table illustrates FY2021
authorized staffing for divisions involved in wastewater collections and treatment, compared to current
vacancies at the time of this writing:
Table 79: Current Vacancies in Wastewater Divisions, 2020
FY2021
Authorized FTE
25

Current
Vacancies
1

Sewer System Technical

6

0

Wastewater Collections

10

3

9

0

Wastewater Treatment Plant

22

4

Water Distribution

22

2

Total

94

10

Division
Sewer Construction

Wastewater Maintenance

Based on this information, the vacancy rate for wastewater-related positions is nearly 11%. The Wastewater
Collections Division has the highest vacancy rate currently at 30%, and staffing at the WWTP is also
significantly under authorized levels at 82%. Both of these Divisions currently borrow staff and resources
from Sewer Construction to perform basic maintenance tasks.
The City’s current operating environment also contributes to the practice of reassigning staff and blurring
structural lines. The City implemented two furlough days at the end of FY2020 and reduced expenditures
for the FY2021 budget due to local economic conditions and the ongoing impact of COVID-19. At the
same time, the City’s ability to attract and retain qualified laborers is limited, and if budgetary pressures
continue, the City may not be able to rapidly address compensation and classification issues described in
Recommendation 4. These factors will contribute to a working environment where staff must wear many
“hats” and undertake a broad array of roles to provide effective service.
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As a result, while the Department’s current structure is intended to focus specific divisions on particular
workload assignments, this division of labor is no longer realistic given the City’s present circumstances
and the nature of work assigned to wastewater-related crews. To maximize the effectiveness of existing
staff and create an environment that provides flexibility to address emergency needs and proactive repairs,
the Department should consolidate the Wastewater Collections, Wastewater Maintenance, and Sewer
Construction Divisions into a single Sewer Division. This should be accomplished through a three-step
process, as described below.
First, existing Supervisor positions (such as the Wastewater Collections Supervisor, Wastewater
Maintenance Supervisor, and Field Construction Supervisor) should be retitled and reclassified as Sewer
Supervisors. Although each incumbent Supervisor will possess unique experiences and expertise, each
position should be expected to manage and supervise Sewer crews that will accomplish a variety of
functions, including construction, maintenance, and other asset management duties. The Department
should coordinate with the City’s Human Resources personnel to ensure that the job description for Sewer
Supervisors accurately reflect this broad expectation and appropriately compensate staff in this role based
on skills, experience, and other relevant factors.
Second, the Department should eliminate formal crew assignments and create a general labor pool. This
provides maximum flexibility to compile, deploy, and adjust crews as needed depending on workload
demands, employee skills, and other operational priorities. Eliminating formal crew assignments also
reinforces the concept that all sewer maintenance staff share the same objective: to construct, repair, and
maintain the City’s wastewater infrastructure assets. This approach helps to reduce perceptions that
wastewater work is siloed and creates an expectation that staff should help accomplish a variety of tasks,
rather than only performing specific specialized functions.
Next, the Public Works Scheduler and Administrative Assistant positions currently reporting to the
Wastewater Collections/Maintenance Superintendent should be reassigned to the Sewer Superintendent.
These positions should retain their current function and should be responsible for coordinating emergency
requests and public complaints with the Sewer Superintendent and Sewer Supervisors to ensure crews
address issues in a timely and safe manner. The Mechanic position currently reporting to the Sewer
Construction Line Superintendent should be reassigned to report to the Equipment Maintenance
Superintendent in Public Works, as described in Recommendation 116.
Finally, the Department should reduce the number of Superintendent positions and create a single Sewer
Superintendent responsible for scheduling annual and reactive work, ensuring staff effectively utilize JOB
Cal, measuring staff performance, assisting with the development of work assignments, ensuring staff
receive the appropriate amount of training needed to perform their jobs, and keeping the City on track with
the requirements of the EPA consent decree. Due to present staffing constraints, it is entirely appropriate
to streamline Superintendent positions in future months and years as staff naturally turn over within the
organization.
Implementing these changes will result in the following proposed organizational structure for the Sewer
Division. This recommendation does not create any new positions. Reclassified positions are highlighted
in blue.
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Sewer
Superintendent
1.0 FTE

Public Works
Scheduler
1.0 FTE

Principal
Equipment
Operator
8.0 FTE

Sewer Supervisor
3.0 FTE

Senior Equipment
Operator
27.0 FTE

Administrative
Assistant I
1.0 FTE

Laborer I
5.0 FTE

Temporary Laborer
4.0 FTE

Figure 55: Proposed Sewer Division, FY2021
This proposed restructuring will benefit the Department and the City in two key areas. First, by eliminating
formal distinctions between wastewater utilities divisions and creating a single streamlined structure, the
Department can continue its current practice of assigning staff to areas where they are needed most while
removing internal structural distinctions that create barriers among staff. This approach provides the Sewer
Superintendent and Sewer Supervisors with expanded flexibility to compile crews based on skills,
experience, and qualifications, and potentially makes it easier for staff to rotate among assignments of
various types to gain on-the-job experience and training.
Second, over time, this structure will reduce the number of Superintendent positions needed to perform
wastewater maintenance operations. This creates an opportunity to reallocate a Superintendent position to
another function with significant needs, to reclassify the position in a way that better meets the City’s future
needs, or to eliminate the position entirely to realize some cost savings. Maintaining this flexibility is
crucial, given the City’s budget environment and difficulty attracting and retaining qualified candidates.
Recommendation 116: Reassign supervisory responsibility for the Sewer Construction Mechanic to the
Equipment Maintenance Superintendent.
As described in the previous recommendation, the Sewer Construction Division currently functions much
like a parallel utility maintenance operation within the Department. One of the key areas where services in
Sewer Construction duplicate other existing City services involves fleet and equipment maintenance. The
Mechanic reporting to the Sewer Construction Line Superintendent is solely responsible for maintaining
approximately 139 equipment and vehicle assets. This function is wholly independent of the Equipment
Maintenance function in Public Works, and the Sewer Mechanic uses separate software and inventory
systems to manage the Division’s equipment assets.
Although data regarding the average wrench time and turnaround times for vehicles maintained by the
Sewer Mechanic was not readily available, during interviews, staff indicated that this position provides a
high level of responsive service. This is an obvious benefit to the Sewer Construction Department but
presents challenges for the City organization. In broad terms, it is less efficient to run multiple small fleet
operations than a single, enterprise-wide fleet maintenance solution. Because Sewer Construction vehicles
are not counted as part of the Citywide fleet maintained by Equipment Maintenance and different systems
are used to track work, it is difficult to evaluate the impact of Sewer Construction assets on the City’s
overall fleet. Additionally, utilizing multiple inventory practices reduces the City’s ability to procure parts
and inventory using economies of scale.
Finally, maintaining a parallel operation introduces inconsistency in how the Utilities Department itself
maintains and cares for equipment and vehicle assets. While some assets are maintained by Sewer
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Construction, others may go to Equipment Maintenance. This structure increases the likelihood that assets
will be maintained in various ways and that this difference in maintenance practices will materially impact
asset life and vehicle replacement.
In the interest of streamlining fleet functions across the City, it is important for Equipment Maintenance
to exercise full control over maintenance decisions, quality assurance, and vehicle replacement, as
described in the Public Works section of this report. To that end, the Sewer Mechanic should be reassigned
to the Equipment Maintenance Supervisor and should begin to adopt the software systems and inventory
practices currently utilized by the broader fleet operation. However, it is appropriate for the Sewer
Mechanic to continue to be “embedded” with the Utilities Department and tasked with maintaining
existing Sewer fleet assets as well as other Utilities fleet and equipment assets that may require maintenance
(as time allows).
This change will increase cohesiveness among the City’s fleet operations staff and enable a more thorough
understanding of the City’s fleet needs while striving to preserve the Utilities Department’s current
maintenance practices and service expectations. To ensure all staff share a common understanding of fleet
and equipment maintenance operations, structure, and service goals, it is essential to discuss reassigning
the Sewer Mechanic during the process of developing a service level agreement between Equipment
Maintenance and Utilities, as discussed in the Public Works section of this report. Specifically, the SLA
should formalize the relationship between the Sewer Mechanic and the Equipment Maintenance
Superintendent, describe what Utilities fleet assets will be maintained by this position and how
maintenance requests should proceed, identify target turnaround times for initial diagnosis and project
completion, and identify minimum expectations of staff who operate Utilities fleet vehicles.
Implementing this recommendation will enable the Equipment Maintenance Division to monitor fleet
maintenance activities while preserving the unique, hands-on services the Utilities Department currently
receives. This approach reduces duplicative service delivery, enhances the City’s ability to competitively
source parts and inventory, and provides the City with a more comprehensive understanding of fleet
management and replacement priorities.
Recommendation 117: Consolidate Meter Services into the Water Distribution Division and develop a
formal service level agreement with Finance Utility Services.
Currently, Meter Services staff including the Meter Services Supervisor and six direct reports, are assigned
to the Utility Services Supervisor in the Finance Department, as illustrated in the figure below.
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Finance Director
1.0 FTE

Utility Services
Supervisor
1.0 FTE

Office Supervisor
1.0 FTE

Full Service
Representative
8.0 FTE

Head Cashier
1.0 FTE

Meter Services
Supervisor
1.0 FTE

Meter Technician
1.0 FTE

Meter Services
Worker
5.0 FTE

Figure 56: Current Meter Maintenance Structure, FY2021
Meter Services staff play an integral role in managing and maintaining the City’s water meter infrastructure.
This maintenance is particularly important because the City has adopted automated meter infrastructure
(AMI), with the goal of decreasing the amount of staff time involved in meter reading and increasing
transparency and customer service. Much of the work currently performed by Meter Services staff involves
manually reading AMI meters that have failed or indicate errors, performing new meter installations and
replacements, conducting regular preventive maintenance activities on the City’s AMI infrastructure, and
performing water connections and disconnections.
Because much of the workload assigned to Meter Services staff arises from requests and errors associated
with utility billing, these staff are presently located with other utility billing staff in the Finance Department.
While it is not uncommon for meter maintenance personnel to be assigned to a finance or utility billing
department, some aspects of water service delivery in the City of Lawton complicate this structural
approach. First, the very nature of meter maintenance work involves regular interactions with Water
Distribution staff. For example, if meters cannot be installed due to faulty pipes, or if connections cannot
be turned off due to broken valves, Meter Services staff must rely on Water Distribution to repair lines
before work can be completed.
Second, as the City continues to cope with the impacts of COVID-19, hiring freezes, and budget
uncertainties, it is possible to create efficiencies by incorporating Meter Services staff into the larger pool
of Water Distribution personnel. Of 22 authorized positions in the Water Distribution Division, 20 are
currently staffed. This represents a vacancy rate of 9%. While this vacancy rate is not insurmountable,
combining Meter Services staff with other staff in Water Distribution will create opportunities to enhance
Meter Services staff skills, provide more personnel to perform routine maintenance and repairs, and
enhance the Department’s ability to accomplish preventive maintenance tasks.
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The proposed structure of a combined Water Distribution and Meter Services Division is illustrated in the
following figure. This recommendation does not contemplate new positions. Relocated positions are
highlighted in blue.

Water Distribution
Superintendent
1.0 FTE

Field Supervisor
2.0 FTE

Public Works
Scheduler
1.0 FTE

Public Works
Dispatcher
1.0 FTE

Pump Station
Mechanic
1.0 FTE

Meter Services
Supervisor
1.0 FTE

Principal Equipment
Operator
8.0 FTE

Meter Technician
1.0 FTE

Senior Equipment
Operator
9.0 FTE

Meter Services
Worker
5.0 FTE

Laborer
2.0 FTE
Water Distribution

Figure 57: Proposed Water Distribution Structure, FY2021
It is important to emphasize that this transfer of resources is not intended to sever relationships between
the Finance and Public Utilities Departments. Maintaining open and clear lines of communication,
particularly regarding meter errors and connections/disconnections, will be critical to ensure that the City
appropriately captures bills and charges related to water service. To ensure Finance and Public Utilities
share a common understanding of how Water Distribution staff will perform meter services tasks, the
Departments should develop a formal SLA. This SLA should share common elements and sections as
other SLAs described in this report, such as the proposed Equipment Maintenance SLA discussed in the
Public Works section. Specifically, the SLA should include the following elements:
•
•

•
•

Purpose and Scope: a description of the major topic areas and services covered by the SLA,
particularly regarding meter-related requests that will require assistance from Water Distribution
General Provisions: Identification of the types of meter services provided by the Water
Distribution Division and related performance targets, such as hours of operations, typical
response times, processes for requesting service, and what requests fall outside the scope of the
SLA
Roles and Responsibilities: Definitions of specific roles, responsibilities, and obligations of the
staff within Water Distribution and Utility Services related to the delivery of meter services support
Service Levels and Metrics: Detailed discussions of specific performance measures and targets
that Water Distribution will use to evaluate service delivery and performance
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Dispute Resolution: Processes for reporting and resolving issues with performance,
communication, or other disputes that may arise
Approvals: Authorizing signatures of Public Utilities and Finance staff

After the SLAs are developed, the Utility Services Supervisor and Water Distribution Superintendent
should meet quarterly to discuss service levels and metrics, identify current and anticipated challenges, and
develop solutions collaboratively.

Operations and Practices
Recommendation 118: Implement proactive water management programs.
While the Department currently engages in a variety of reactive maintenance tasks, it is also important for
staff to conduct appropriate preventive maintenance programs wherever possible to reduce the likelihood
of asset failure. A robust preventive maintenance program can reduce reactive maintenance complaints
and help extend the life of City assets, protecting the City’s investment in capital infrastructure and
providing a higher quality of service to residents and businesses. Specifically, the Department should
incorporate preventive maintenance activities related to valve exercising, leak detection, lead identification,
cross-connection, and meter replacement into its daily workflow to the greatest extent possible. Each of
these programs is discussed in the following sections.
Valve Exercising - There is currently no valve exercise program, but the Department purchased a valve
exercising machine in 2019 in preparation for beginning such a program. A valve exercising program is a
systematic program to assist with locating and exercising water valves to ensure they function and operate
properly. Valves are an integral part of the water distribution system, and in the event of an emergency, it
is essential for staff to know where valves are and for the valves to operate correctly. The goal of having a
formal valve exercising program is to ensure customers have reliable, safe drinking water. To ensure valves
work when they are needed most, mechanically exercising every valve in the system is a recommended
industry best practice.
According to the American Water Works Association (AWWA), each valve should be operated through
a full cycle and returned to its normal position on a schedule that is designed to prevent the buildup of
tuberculation or other deposits that would render the valve inoperable or prevent a tight shut-off. Per
AWWA G200-15 Distribution Systems Operation and Management, section 4.2.5, a valve exercising
program should follow AWWA Manual M44 and the manufacturer’s recommended procedure and
include at least the following elements:
1. A goal for the number of transmission valves to be exercised annually based on the percentage of
the total valves in the system.
2. A goal for the number of distribution valves to be exercised annually.
3. A goal that 100% of the valves are tested within a certain time frame (recommend once every five
years).
4. Measures to verify that the goals are met and written procedures for action if the goals are not
attained.
5. Critical valves in the distribution system shall be identified for exercising regularly. Potential water
quality and isolation concerns shall be recognized. The program shall track the annual results and
set goals to reduce the percentage of inoperable valves.
6. The valve-exercising program may be implemented in conjunction with the systematic flushing
program.
7. A goal of replacing the inoperable valves identified during the operation and maintenance process
shall be established as part of the exercising program.
While implementing a valve exercise program is a worthwhile goal, staff and resource limitations often
prevent a functional program from being implemented. Common challenges and complications include
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valves that have been paved over that need to be located and reset; valves found in the closed position
requiring them to be reopened to restore flow and pressure; minor repairs required to resume valve
functionality; and valves that need to be completely excavated and replaced. Other challenges, such as
reactive maintenance demands, may also interfere with staff’s ability to conduct valve exercises.
One way to begin this type of program is to focus on valves that are the most critical to the transmission of
water and prioritize these valves based on criticality, consequence of failure, and probability of failure
factors. To determine which valves are critical, the following steps can be taken when there are pressures
and limitations regarding current resources:
•
•

•

Identify transmission mains affecting service to large groups of customers
Which distribution valves are necessary to maintain service to critical customers such as
hospitals, dialysis centers, nursing homes, medical facilities, manufacturing facilities,
downtown/high-density areas, and service connections where loss of flow could impact
human health due to catastrophe, etc.
Areas with aging distribution systems at the end of their useful life and prone to main breaks

By considering the factors mentioned above, the program can begin with exercising critical valves first. As
the Department becomes more proactive in other areas, additional valves that have not been exercised
should be prioritized using a rating system. By addressing critical valves first and then systematically
prioritizing valve exercising annually based on resources, the Department will be able to work toward the
AWWA recommendation while reducing public health and safety risks in the interim.
Once implemented, a valve exercising program will reduce leak run time, reducing damage and loss of
treated water. It will also provide the City with important information regarding the location and condition
of valves, such as their size, direction of turns, and amount of turns needed to close the valve. Documenting
this information in a CMMS helps with quicker and easier water main shutdowns for main break response.
Leak Detection - Water lost through leaks, waste, or simple theft is often referred to as non-revenue water,
in that it fails to provide revenue to the water supplier because it never reaches its customers. These can
be physical losses of water escaping the system, unaccounted-for water that is not measured due to faulty
meters and meters that have been tampered with, poor accounting and bookkeeping, or as a result of human
error when reading and recording the water system flow meters. These water losses will continue over time
until they are detected. The accumulation of losses over long durations can result in significant losses even
from insignificant leaks. Additionally, if water can get out of water lines, impurities (soil, bacteria, organics,
etc.) can get in and impair the quality of the water, even rendering it unfit to drink.
Currently, there is no system-wide leak detection program that would help improve the City’s non-revenue
water loss. The City utilizes meters on water tanks to assist with water levels, but there are no meters in the
distribution system to assist with monitoring flow. The current leak detection program relies on citizens to
call in leaks. Staff report high levels of lost revenue due to meter tampering, meter failures, water theft, and
faulty angle valves.
Water loss control is the effort of a water utility to provide accountability for operations by reliably and
routinely auditing the water supply and implementing adequate controls to minimize system losses. The
AWWA recommends that “utilities annually compile a water audit meeting acceptable quality assurance
standards to demonstrate accountability and effective use of metering information.” Water audits evaluate
the effectiveness of metering and the meter reading system, as well as billing, accounting, and loss control
programs. Accurate metering, water auditing, and effective loss control allow an equitable recovery of
revenue based on the level of service and wise use of available water resources.
The AWWA has developed several free resources to aid water utilities in compiling and analyzing
nonrevenue water data to identify the primary sources of water system losses. The City should utilize these
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tools to develop baseline data that the City can use to substantiate policy and procedural changes to address
the issue of water loss in Lawton.
A program requires continuous audits to minimize leakage loss. Given the current strain on resources, an
audit program could be performed annually with minimal resources. By utilizing the AWWA Free Water
Audit software, an understanding of the system’s entire leakage profile could be developed to help pinpoint
critical areas that will need to be addressed first. This data does not just include readings on the leaks
themselves but also indirect measurements of potential leaks, such as customer billing and receipts, along
with flow meter and pressure gauge readings. Performing the audit annually will begin to create historical
benchmarks to help measure the progress made by current asset management activities.
The initial development of this program can be easily developed to assist in identifying operational areas
that may require additional improvement due to inconsistent or unavailable data required to complete a
sound audit. An annual water audit will help identify operations initiatives that may have a high return on
investment, ultimately supporting short and long-term capital improvement project priorities.
Lead Identification - Lead enters drinking water when plumbing materials that contain lead corrode,
especially where the water has high acidity or low mineral content that corrodes pipes and fixtures. The
most common sources of lead in drinking water are lead pipes, faucets, and fixtures. Lead pipes are more
likely to be found in older cities and homes built before 1986. Among homes without lead service lines, the
most common problem is with brass or chrome-plated brass faucets and plumbing with lead solder.
The Safe Drinking Water Act requires water utilities to determine the level of contaminants in drinking
water at which no adverse health effects are likely to occur with an adequate margin of safety. These nonenforceable health goals, based solely on possible health risks, are called maximum contaminant level goals
(MCLGs). The MCLG for lead is zero. The EPA has set this level based on the best available science,
which shows there is no safe level of exposure to lead.
Per the EPA, the treatment technique regulation for lead (referred to as the Lead and Copper Rule) 131
requires water systems to control the corrosivity of the water. The regulation also requires systems to collect
tap samples from sites served by the system that are more likely to have plumbing materials containing
lead. If more than 10 percent of tap water samples exceed the lead action level of 15 parts per billion, then
water systems are required to take additional actions, including the following:
•
•
•

Taking further steps to optimize their corrosion control treatment
Educating the public about lead in drinking water and actions consumers can take to reduce their
exposure to lead
Replacing the portions of lead service lines (lines that connect distribution mains to customers)
under the water system’s control

To address lead in the system, an accepted best practice is to annually share the results of drinking water
quality with customers, which includes reporting on detected lead levels in the system. In addition to testing
and reporting lead levels, a Lead Service Line Replacement Program is instituted as a best practice and, in
some cases, mandated by the state. The goal of this program is to identify all the lead service lines in the
distribution system, test the houses for lead in the water that had these service lines, and to systematically
replace these service lines.
The Department currently has no formal Lead Identification and Replacement Program. As a practice, the
City addresses lead services once they are identified during emergency repairs. When identified, the entire
line is typically replaced. Beginning a formal program would require the Department to start working
131
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through the entire water distribution system and replacing lead service lines. Due to resource limitations,
the City should consider completely removing and replacing lead service lines whenever water mains are
replaced or whenever lead service lines are discovered in the field during routine or emergency operations
activities. Additionally, if the Department recognizes areas of concern due to lead, public education and
outreach can be encouraged to customers to evaluate their in-home plumbing systems and fixtures.
Cross-Connection - A cross-connection is an actual or potential connection between any part of a potable
water system and an environment that would allow substances to enter the potable water system.
Implementing a cross-connection program will help ensure that the City’s potable water supply remains
safe throughout the water distribution system and is protected from “backflow events” (an undesirable
reversal of potentially contaminated water from a customer to the City’s system).
This protection is achieved through the installation of backflow control devices and backflow assemblies
on the customers’ side of the meter. For most residential customers, backflow protection is provided by a
dual check device in the meter box. For other services with higher risk, testable backflow assemblies are
installed and typically required by City codes to be tested by a Certified Tester. The City requires that all
of the irrigation systems and fire lines must have a backflow preventer and rely on the plumbing code
requirements to prevent cross-connections.
Per the AWWA, water purveyors have the responsibility to supply potable water to their customers. In the
exercise of this responsibility, water utilities must implement, administer, and maintain ongoing backflow
prevention and cross-connection control programs to protect public water systems from the hazards
originating on the premises of their customers and from temporary connections that may impair or alter
the water in the public water systems. The return of any water to the public water system after the water is
used for any purpose on the customer’s premises or within the customer’s piping system is unacceptable
and opposed by AWWA.
The City has taken critical first steps to monitor and require protection on irrigation systems, and although
the State of Oklahoma has not mandated cross-connection compliance for additional hazards that may
exist in the system, many states are beginning to require water utilities to administer these programs as part
of their state statutes.
The first steps in developing a program when resources are strained is to begin creating and ensuring that
the correct information regarding meters and property usage types is documented. A large majority of the
operations and management issues associated with a cross-connection program is generally the result of a
lack of data governance and data-driven decision-making, inability to effectively enforce non-compliance,
underutilized resources due to focus on non-essential activities, and historical errors and issues that have
compounded over time leading to an increase in overall risks. To combat these challenges and establish a
more effective cross-connection program, the Department should utilize JOB Cal or GIS to document the
following:
1. Records of the location, type, installation date, size, and the associated degree of hazard of
backflow prevention devices whose failure would create a high-health hazard
2. A description of specific ongoing plans, actions, or schedules to inventory existing backflow
prevention devices and to identify and address all uncontrolled cross-connection hazards
3. Final results of all backflow prevention assembly field testing and air gap inspections
At a minimum, if these records are maintained, the initial foundation of the program will be implemented,
and future water quality issues can be easily correlated with this data to help identify the level of concern
associated with an event. This will give the Department the ability to quickly communicate potential crosscontamination hazards to customers.
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Meter Replacement - Staff report that the current AMI meters were purchased and deployed
approximately 10 years ago, and the City does not have a proactive meter replacement or maintenance
program. Staff report that commercial meters, in particular, are beginning to fail and require replacement
regularly.
The Department would benefit from operational and capital investment tactics to reduce meter degradation
and flow inaccuracy. It is important that the Department classify existing meters as small (less than or equal
to 1”) and large (greater than 1”) meters. Large meters typically require more focus in a meter replacement
program, requiring more frequent meter reading, testing, and maintenance since so much flow and revenue
are derived from large meter customers. This is also recommended as the first step for a meter maintenance
program for the Department. Focusing on large meters will likely increase revenue recovery from large
customers because these customers will be monitored more frequently.
Accepted best practices for large meter maintenance require conducting testing and calibration of large
meters once every two years. For small meters, it is important to have an annual replacement program that
replaces meters based on the estimated life expectancy (typically 10 to 15 years). Meters can be categorized
by triple bottom line factors such as financial, environmental, and social criteria to develop consequence
of failure rankings for meters. Using criteria such as age, location, and property type, the Department can
estimate a probability of failure ranking to determine the business risk exposure for each meter. With this
information, the small meter replacement and testing activities can be determined and prioritized to assist
with maximizing resources.
Given the revenues associated with large meters, the Department should first implement an annual large
meter testing and maintenance program. Large meters can experience accuracy declines relatively quickly.
The Department should use the guidelines provided in AWWA’s Manual M6 (Water Meter’s Selection,
Installation, Testing, and Maintenance) to establish testing and maintenance recommended for various size
large meters. Testing and maintaining large meters will require personnel to be designated and trained to
test/maintain meters but will result in increased revenues from more accurate meters. Once the benefits of
the large meter maintenance program are realized and operational practices have been refined, the next
steps will be to execute the first phases of a small meter replacement program.

Funding
Recommendation 119: Conduct a rate study to determine effective rates for covering operating and
capital expenses for the entire Department.
According to staff, the last utility rate study conducted by the City was completed over 10 years ago.
Industry guidance recommends a cost-of-service rate study be performed about every five years, although
these studies are sometimes done more frequently if there are significant changes in revenue requirements
and/or cost-allocation factors. The prior rate study only considered contemporary treatment costs, which
means the City is likely underfunding a capital replacement program to support its aging infrastructure.
It is recommended that the City conduct a comprehensive cost of service study and develop water and
sewer rates that accomplish the following:
•
•
•

Evaluate and balance revenue sufficiency and affordability of the existing rates and charges for
water and sewer service
Recommend appropriate water and sewer rates to support the financial policies and promote the
long-term financial stability of the utility
Provide benchmarks of the City’s water and sewer rates to comparable local utilities, which can be
used to support decision-making regarding ongoing ownership and operations of the water utility
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An important element in conducting a comprehensive rate study is to establish a short- and long-term
financial plan for the City’s utilities by considering various financing options or a combination of options,
such as operating revenue, new debt issuances, and miscellaneous fees. Importantly, this financial plan
should consider the total cost of funding all utility-related operations. According to the latest available City
budget, some utilities-related operations, such as Wastewater Collections and Maintenance, are currently
supported by the General Fund, while other operations, such as Sewer Construction, are supported by the
Sewer Rehab Fund. To reduce reliance on the General Fund and create a fully self-sufficient utility
operation, the City should ensure rates adequately cover operational costs and are accounted for
accordingly. At a minimum, the financial plan used to inform the rate study should do the following:
•
•
•
•

Ensure financial sufficiency to meet operating and capital costs as well as prudent reserves
Meet the City’s service policies and objectives
Fairly distribute financing responsibility to appropriate users
Result in an appropriate capital structure so that the City maintains a high rating with bond rating
agencies

Another important element to consider as part of a comprehensive rate study involves cash flow analysis.
Developing a multi-year cash flow analysis to determine the revenue adjustments needed to meet projected
future revenue requirements will minimize the need to sharply adjust rates in future years. Effective cash
flow analysis considers revenues generated from various sources, expenses needed to maintain the utility
systems, any transfers in and out of applicable enterprise funds, as well as the coverage needed to meet
current and proposed debt service requirements. Appropriate cash reserve balances can then be determined,
which will be consistent with industry standards.
Once the Department’s current and future cash flow trends are known, an optimal rate structure can be
developed that most effectively distributes rate requirements among customers using approaches such as
uniform rates, declining block rates, increasing block rates, lifeline rates, seasonal rates, individualized
rates, and water budget rates, among others. An analysis of non-rate charges that the City assesses its
customers should also be performed and may include tap-in fees and benefit charges, water meter
replacement fee, turn on/off fees, and late fees and determine if the level of the existing charges is
appropriate to recover the City’s costs as well as identify other charges the City may wish to implement to
offset the revenues necessary to be included in the water rates.
Conducting a rate study and maintaining the accompanying detailed financial plan that emerges from this
study will ensure that the City’s utility is self-sufficient, meets debt requirements, and fully finances capital
improvement needs while minimizing impacts to existing ratepayers and complying with existing revenue
bond covenants. A rate study will align future rate increases with tangible asset replacements and forecasted
operational costs and serve as an effective decision-support tool for City staff. Developing a financial plan
that projects the future costs of providing water and sewer services for current customers and system growth
not only prepares the City for potentially unforeseen costs but also gives residents the opportunity to
provide comments and prepare for future rate increases. These efforts are inextricably tied to the financial
performance and management of the Department.
To assist the City in preparing for future unknowns that would have an impact on rates such as economic
downturns, pandemics, droughts, etc., a computer rate model can be used to develop revenue requirements,
perform cost allocation, and calculate rates. The model must be sophisticated enough to perform the
complex calculations involved in a comprehensive rate analysis, yet be simple enough to allow for future
updates by City staff without the need for extensive training or billing system overhauls. An example of a
rate model dashboard is shown below. Dashboards provide City leadership with up-to-date scenario
planning that is essential when managing aging assets and desired performance that is impacted by a variety
of indefinite factors.
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Figure 58: Example Rate Study Dashboard
Models and dashboards such as the one illustrated above can also be used to ensure the City maintains and
grows public trust as it proposes future rate increases, plans for O&M maintenance and repairs, and
proposes capital improvement projects. Effective communication and public outreach increase community
acceptance of rate changes, enhance credibility with stakeholders and policymakers, and increase
awareness of the need for utility investments on behalf of the community. At a time when the public is
empowered by social media and fueled by skepticism of public processes, a strategic communication plan
and proactive public outreach are key components in obtaining public understanding and City Council
approval of the rate study recommendations.
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Attachment A: Performance
Measures
The following table illustrates an example of workload, efficiency, and outcome measures that should be
implemented as part of the City’s performance management program. These are not comprehensive but
are intended to provide examples for each department.
Table 80: Example Measures by Department
Department

Community
Relations Office

Finance

Sample Efficiency
Measures

Sample Workload Measures
•
•

•
•
•
•

Number of social media
posts released
Number of press releases
drafted

Total All Funds Revenue
Total All Funds Expenses
Number of Purchase
Orders processed
Number of Accounts
Payable claims paid

•
•

•
•
•
•

•
•
HR

•
•

Number of recruitments
completed
Number of payroll
disbursements processed
Number of complaints
investigated
Number of union
contracts negotiated

•
•
•
•
•
•

•
ITS

•

Number of help desk
calls received
Number of systems
managed

•
•

Average staff time spent
managing social media
per week
Average staff time spent
drafting each press
release
Financial administration
cost per thousand dollars
managed
Average cost per
processed Purchase
Order
Average cost per paid
Accounts Payable claim
Ratio of HR positions to
Citywide positions
Average time to fill vacant
positions
Average cost per payroll
disbursement
Staff hours per complaint
investigated
Staff hours spent per
contract negotiation
Staff hours per employee
hired
Staff hours per payroll
cycle
Total staff time per help
desk call
Staff hours per system
managed
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Sample Outcome Measures
• Number of engagements
per social media post
• Number of news media
mentions of City initiatives
or announcements
• Bond rating
• Percentage of audit
findings addressed
• Percentage of budgeted
revenue and expense to
actuals
• Percentage of Accounts
Payable transactions
processed without errors

• Staff turnover rates within
one year of employment.
• Staff turnover and vacancy
rates
• Response rate per job
posting
• Percentage of payroll
disbursements processed
without errors

• System availability
• Help desk tickets resolved
within target timeframes
• Number of cybersecurity
incidents
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Department

City of Lawton
Management, Operations, Staffing, and Efficiency Study

Sample Efficiency
Measures

Sample Workload Measures

•
•
Police

•

•
Fire

Emergency
Communications

Public Works

•

Number of calls received
by type

•

Number of preventive
and reactive tasks
completed by location
and type
Number of facilities
maintained and square
footage

•

Public Utilities
•
•

Community
Services

Parks and
Recreation

Number of occupancy
inspections by type
Number of calls received
by type

•

•

Engineering

Number of calls for
service by type
Number of cases referred
for investigation by type

•

•
•

•
•

Number of preventive
and reactive tasks
completed by location
and type
Miles of water main and
sewer main maintained

•

•
•

Cost per occupancy
inspection
Cost per call

• Total fires per capita
• Average call response time

Cost per call

•

Staff hours per
maintenance task by type
Energy cost per facility

•
•

Total plans reviewed by
type
Total number of capital
projects managed

•

Number of inspections
performed, by type
Number of permits
issued, by type

•

Number of recreation
program attendees
Number of acres of parks
maintained

Average number of
minutes spent on reactive
calls per service by hour
of the day and day of the
week
Average labor hours per
investigation by type

• Percentage of calls for
service where response
time meets expected
timeframes
• Percentage of cases
successfully closed (case
clearance rate)
• Percentage of cases
closed within target
timeframes

•

•

•

•
•
•
•

Sample Outcome Measures

Staff hours per
maintenance task by type
Cost per gallon of
water/wastewater treated
Staff hours per plan
review, by type
Staff hours per $1,000 in
capital projects
Labor hours per
inspection
Labor hours per permit
issued
Labor hours per
recreation program
Recreation program cost
per attendee
Labor hours per acre of
parkland
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• Number of calls picked up
within X seconds
• Average time between
when a call is received and
when services are
dispatched
• Changes in Pavement
Condition Index
• Valuation of capital assets
maintained
• Average number of
calendar days to complete
a work order by type
• Percentage change in the
number and cost of repairs
at each facility by year
• Gallons of water used per
household
• Number of water main
breaks
• Water quality rating
• Average number of
calendar days to complete
one round of plan review
• Percentage of capital
projects milestones
completed on schedule
• Percentage of permits and
inspections completed
within X business days of
initial request
• Total valuation of permits,
by type
• Customer satisfaction with
program offerings
• Percentage of programs
that meet attendance goals
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Department

•
•
•

City Clerk’s
Office

Municipal Court

City Attorney’s
Office

Sample Efficiency
Measures

Sample Workload Measures
•

Library
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•
•

Number of items in
circulation by type
Library visitors by type,
both in-person and online
Number of library
cardholders
Attendees at library
programs
Number of City Council
agendas prepared
Number of meetings
staffed by type

•

Number of cases
reviewed per year

•

Number of litigation
claims against the City
Number of legal opinions
offered

•

Sample Outcome Measures

•
•

Library cost per capita
Labor hours per program
offered

• Percentage of programs
that meet attendance goals
• Percentage of Lawton
households with at least
one library cardholder

•

Average staff time spent
preparing each agenda
item
Average staff time spent
supporting each meeting,
by type

• Percentage of Council
packets published within X
business days of a
meeting

•

•

Average labor hours per
case

•

Cost per litigation claim
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• Average number of days
between when a hearing is
requested and when it
takes place
• Percentage of challenged
lawsuits won by City
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Attachment B: Allentown
Work Plan
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Attachment C: Example SLA
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