




Executive Summary 
In October, 2015, the Salt Lake Valley Law Enforcement Service Area ("SLVLESA"), through its Chief 

Executive Officer Sheriff Jim Winder, entered into an agreement with the University of Utah's Sorenson 

Impact Center ("Center") to assist SLVLESA with a five year planning exercise. Specifically, Sheriff Winder 

and the SLVLESA Board of Trustees requested that the Center conduct a planning symposium with 

SLVLESA policy makers to address SLVLESA's five year plan for budgeting, future resource allocation, 

capital facilities planning, and annexation planning. 

Sheriff Winder, the SLVLESA Board and, more broadly, SLVLESA entity leadership are to be commended 

for approaching SLVLESA's five-year planning process thoughtfully and with a data-informed and 

outcomes-focused approach. Especially when it comes to thinking through resource allocation, the 

SLVLESA Board is leading the national policy discussion for local law enforcement. In a 2013 report, Dr. 

James McCabe from ICMA stated that, Police staffing models in the U.S. are generally determined by 

one of five common methods. "[Police] departments traditionally have used crime trends, a per-capita 

approach, minimum-manning levels, authorized/budgeted levels, and least-commonly, workload-based 

models to make staffing decisions ... Relylng on antiquated and unreliable methods to make one of the 

most financially important and critical decisions with respect to the quality of life and safety of a 

community is ill-advised." 

The Sorenson Center team recommends that the SLVLESA Board and policymakers adopt a five-year 

financial plan for SLVLESA that accomplishes the following: 

11% Property Tax increase in 2017 to right size the organization and ~3% annual increases in 2018, 

2019, 2020 and 2021 to accomplish the following: 

► Designated Fund Balance of 25% by 2021: this Is accomplished by dedicating centrally assessed

property tax revenues to fund balance each year for the next five years (projected to be ~$7S0K

per year)

► Revenues deriving from new growth dedicated to new growth resources: this is accomplished by 

dedicating new growth-derived revenue to new resources (projected to be ~$740K per year). As 

proposed, "resources" are defined to include staffing, capital outlay, equipment, pooled

services, and support.

o Allocate the first $156K to capital outlay for construction of SLVLESA-owned facilities in

Millcreek and Kearns. This accomplishes the SLVLESA Board's goal of moving all major

SLVLESA precincts into purpose-built and owned rather than leased space. Riverton,

Millcreek and Kearns will be in purpose-built facilities. Herriman City requested that the

precinct be located in their City Hall for a period of time and the lease payment is part of

their debt service strategy for the new City Hall. When Herriman City officials determine

the time is optimal, the SLVLESA Board can consider a purpose-built facility for the

Herriman precinct.

o Implement a workload-based staffing allocation formula (60% calls for service, 30%

population, 10% geography) for new staffing resource allocation

o Develop and implement a formal administrative support, equipment and pooled

services allocation formula to provide for these services in proportion to the new

staffing resources (current allocation is: 50% direct precinct; 6% rent/administration; 7% 

operations; 38% pooled services)

















which it could consider altering the fiscal year to align with UPD. To accomplish this funded through 
increases in centrally assessed would require annual growth rates in centrally assessed values of 
approximately 9.5% each year through 2021. 

Months of Expense in Fund Balance 1 

Months as Percentage of Year 8.3% 

Capital Facilities 

Generali Recommended Balance Range 

2 3 4 5 6 7 8 

16.7% 25.0% 33.3% 41.7% 50.0% 58.3% 66.7% 

20% = SLVLESA 
Average Fund 

Balance 2012 - 2015 

50% = Point at which SLVLESA 
can begin to consider changing 

fiscal year 

There remains broad consensus that policy makers favor owning versus leasing SLVLESA facilities and 
that policy makers support locating SLVLESA precincts in purpose-built facilities. However, policy makers 
also favor a policy of local entity involvement in spurring the transition of a precinct facility from lease to 
ownership status - i.e. local entity donates land and participates in obtaining favorable mortgage terms 
as appropriate. 

In addition to entering into an agreement with Riverton City in 2013 for construction of a new precinct 
facility, in 2015 the SLVLESA Board adopted a letter of intent to occupy space in Herriman City's planned 
new City Hall, and thereby entered into an agreement with Herriman City for construction of a 
temporary precinct facility to be located in the planned City Hall. The SLVLESA lease revenue for the 
Herriman facility is being pledged as a revenue source for the Herriman City Hall debt obligation. 

For the Kearns, Millcreek and Magna facilities, the SLVLESA Board either needs to invest in existing 
facility improvements or needs to work with the local communities to begin the process of identifying 
land options and potential financial partnership opportunities. The Center and SLVLESA staff believe the 
most prudent financial decision is to invest in SLVLESA-owned facilities while interest rates are amongst 
the lowest of a generation. 

Kearns: Library and community Center opportunity 

Millcreek: Most likely requires SLVLESA to issue the bond 

Magna: Address near term needs by co-locating in Kearns until growth in Magna materializes 

SLVLESA Board Options 

Adopt a precinct development policy: 

Local entity needs to donate land 
Best possible lending terms need to be fully explored before entering into financial 
agreement 
Claw back provisions in the event the entity disconnects from SLVLESA to pay SLVLESA back 



for its investment in the community 

Kearns/Millcreek 

Policy: Donate Land, best possible lending terms, claw back if entity leaves SLVLESA 

Annexation 

A task of the strategic plan and pervasive theme in the conversations with elected officials regarding 

SLVLESA's centered on a process for evaluating potential candidates for annexation into SLVLESA. In 

addition to establishing a recommended a framework to evaluate potential annexations over the next 

five years, the Center was asked to assess the municipalities throughout the Salt Lake Valley for 

potential annexation partners based on the proposed evaluation criteria. 

Evaluation Criteria 

The primary concern for annexation consideration over the next five years is budgetary, therefore the 

first point of evaluation used was strictly financial. To assess the financial viability of annexations, the 

Center and SLVLESA staff conducted a comparison of police service expenses of municipality compared 

to the revenue that would be generated by the SLVLESA funding model if the entity were a part of the 

district. When conducting this comparison, it was important to "normalize" each budget to ensure 

similar expenses were included to ensure standardization with the UPD budget. For example, some 

police districts do not include items such as administrative and fleet costs in their police budget so data 

on these elements must be collected separately to ensure a level comparison of the historical expense 

data. Using this methodology, Cottonwood Heights and Sandy were identified as police districts that 

would generate more in revenue than their current police budgets cost if there were to annex into 

SLVLESA. 

Following this initial financial analysis, the Center and SLVLESA staff initiated further evaluation of the 

districts that passed the initial financial screen using a three criteria annexation evaluation process. 

The first criteria is to conduct a more detailed financial analysis to identify potential synergies or gaps if 

combined with UPD services. This evaluation assess the potential for identifying additional potential cost 

savings created by annexation. For example, if the municipality has large specialty police functions also 

offered by UPD pooled services, there are potential economies of scale to be gained by bringing them 

into the pooled-service umbrella. Conversely if there are gaps in similar services the increased burden 

on UPD pooled services would increase overall expense of annexation. 

The second step of the assessment is to determine the service need of the annexation candidate and the 

subsequent staffing need. This is accomplished through an analysis of the historical call data and staffing 

levels. Applying this data to the resource allocation model proposed in this document, determines if the 

potential annexation would be a net positive or negative impact to resource levels as a result of the 

additional member to the district. 

The third step of the evaluation is to examine the candidate based on length of shared borders with 

current UPD members and overall compatibility of the geographic location. This criterion assess the 

amount of incremental burden the resulting annexation would have on existing resources as a result of 

transit time. 



As a result of the initial financial analysis, the Center identified two potential annexation candidates for 

further evaluation: Cottonwood Heights (+14%) and Sandy (+1%) (e.g. Cottonwood Heights' SLVLESA 

revenue would be 14 percent greater than their current police service expanse). The police service 

expenses of these cities all fit the SLVLESA financial model within a 15% margin of error from the 

SLVLESA revenue for that city. The Center is currently evaluating these potential annexations using the 

three step detailed analysis detailed above and will offer the results of the analysis upon completion. 

Recommendation 

The Center and SLVLESA staff recommend adoption of a two-staged evaluation process to evaluate 

annexation potential of new districts as outlined below. 

Stage 1: Financial Review 

All potential annexation candidates will be evaluated to compare the police service expenses of 

municipality compared to the revenue that would be generated by the SLVLESA funding model if the 

entity were a part of the district. When conducting this comparison, each budget should be 

"normalized" to ensure consistent expense inclusions with the UPD budget. If the entity would generate 

revenue that is within 10% +/- in the SLVLESA model than they currently spend on their policing budgets 

per the comparative analysis, then the annexation should move forward for consideration of operational 

and facilities considerations. An entity can be reconsidered for annexation once it can be demonstrated 

that revenues exceed expenses. 

.,. 

Stage 2: Detailed Financial, Operational, and Geographical Review 

After successfully passing the first stage of review, annexation candidates will be reviewed with the 

following criteria: 

Financial Review: Conduct a more thorough examination of the services offered by the city in 

question to analyze potential synergies or gaps with UPD services to identify potential cost 

savings created by annexation. Specific consideration should be given to evaluation of shared 

service efficiency gains. For example, if the municipality in question is currently paying for SWAT 

services independently and there would be economies of scale gained by bringing them into the 

pooled-service umbrella. Conversely, potential gaps in services should also be identified if the 

annexation would increase the burden on UPD pooled services that outweigh the resources it 

would bring to the district. 

Operational Review: Annexation candidates should be evaluated on the basis of the service 

demands, the subsequent staffing need, and the resources they would bring to district. To 

evaluate the service level demands, call data from the jurisdiction should be evaluated to assess 

volume, severity, and response times. In addition, data on call volume, population, and 

geographic footprint should be analyzed with the resource allocation model proposed in this 

document to evaluate if the new jurisdiction is sufficiently staffed to meet the service levels of 

the existing SLVLESA partners. Any cities that are under the UPD service standard, should 

propose a plan to bring the service level up to UPD standards, including an estimation of the 

cost required to do so, and present it to the SLVLESA board for further evaluation . 



Geographic Review: The final stage of the evaluation is a geographic assessment of the length of 

shared borders and other geographic considerations of the annexation candidates to identify 

potential cost efficiencies or additional complexities to service the new area. 

Upon completion of the analysis, each candidate will be evaluated on the three components (Financial, 

Operational, and Geographic) and the findings on each component presented to the SLVLESA board for 

approval or disapproval of the proposed annexation. 

Resource Allocation 

The determination of a systematic formula to allocate new resources to align with workload is a 

complicated and important topic. Historically, officers per 1,000 is a metric used to assess police service 

levels and while it is widely regarded as an ineffective measure to evaluate service, there is no 

consensus alternative approach. To overcome this challenge, the Center and SLVLESA staff collaborated 

to create an allocation formula to inform resource allocation with more nuance than a simple officer per 

1,000 assessment. 

Call volume is the primary determinant of service demands in each area. The Center and SLVLESA staff 

reviewed call volume data from 2012-2014 with analysis of the volume, the severity, the number of 

officers required to respond, and the time to complete the call response. Informed by this analysis, the 

Center developed a resource allocation formula that accounts for call volume, population, and miles of 

geography covered. 

Workload-Based Resource Allocation 

Formula 

Category 

Call Priority 1-3 

Call Priority 4-9 

Population 

Square Miles 

Total 

Recommendation 

60% 

30% 

10% 

100% 

Call Priority 

Sub 

40% 

The Center and SLVLESA staff recommend adoption of the following process to determine where new 

staffing resources are assigned. 

Define the workload-based resource allocation formula as follows to determine placement of new 

personnel resources: 

• 60% based on call volume

• 30% based on population

• 10% based on geographic area served, as defined by UPD.



Conclusion 

Adoption of the plan recommended by the Center and supported by SLVLESA staff provides for the 5-

year projected needs of SLVLESA precincts, accomplishes the SLVLESA Board's goal of transitioning from 

leased to purpose-built SLVLESA-owned space and stabilizes the SLVLESA's budget and annual cash flow. 

The plan Is reasoned and allows SLVLESA to maintain high quality services that meet the demands of 

growth, while minimizing the impact on individual taxpayers. 

As the Center began its analysis, staff reached out to national sources to learn how other agencies have 

implemented data-informed resource allocation formulas. While much academic research has been 

dedicated to this topic, few examples of implementation exist. The SLVLESA Board's adoption of a 

workload-driven new resource allocation model can serve as a template for other organizations. The 

SLVLESA Board's adoption of the recommendations should be the beginning of a new commitment of 

SLVLESA to data-informed policy making. 

"It would be useful for future research to consider developing work-load-based models to assess staffing 

need for community policing, while also considering the "time" (by hour of day and day of week) during 

which the efforts should occur. Unlike patrol, which can be fairly well predicted based on the easily 

measurable time to respond to calls for service, an approach to determining staffing needs for 

community policing would need to account for 1) fluctuations in the definition and operationalization of 

community policing; 2) the opportunity and need to engage the community and solve problems over 

time; 3) the difficulty of measuring the "time" to complete the typical "community policing activity;" and 

4) the need to strategically engage the community regarding the implementation of and staffing for

community policing. Until such resources exist, it is likely that agencies will continue to staff for

community policing based on general expectations of time commitment required or what can be

afforded (e.g., a certain percentage of patrol officers' shifts or number community policing officers per

beat) rather than on a formal community policing workload assessment." A Performance Based

Approach to Police Staffing and Allocation - Michigan State University 2012
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