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Introduction
The Delhi Township Board requested a comparative analysis of the costs of self-production and provision of police services compared to the current contract with the Ingham County Sheriff’s Office.  In 1989, Delhi Township contracted the Criminal Justice Office at Michigan State University for a detailed study and recommendation related to the township’s police department and whether the township should contract with the county sheriff for police services.  The study ultimately led the then township board to disband the township police department and execute a contract with the Ingham County Sheriff’s Office, a contract that has continued from 1990 to the present time.  The township board has expressed no dissatisfaction with police services via the Sheriff’s Office contract but viewed 2007 as an opportune time to compare costs between the current contractual arrangement for police services and re-establishing a township police department.
Township Police Services
Citizens generally view police and fire protection services as a basic service provided by general purpose governments.  General Law townships are not required to provide emergency services while charter townships must provide such services.  Townships may elect to self-produce and provide, jointly produce with a neighboring unit of government or contract for services to fulfill this legal requirement.  Charter townships across the state vary as to the method of provision.  In Ingham County, two townships (Meridian and Lansing) produce and provide police services.  Delhi Township provides law enforcement services through a contractual arrangement with the Ingham County Sheriff’s Office.  Delta Township similarly contracts law enforcement services with the Eaton County Sheriff Office.

The purpose of the study is not to evaluate whether one production/provision method is superior to another method but rather to provide the Delhi Township Board with comparative data and information for several townships with similar characteristics that will permit the Board to make an informed decision as to the provision method for police services.

1989 Police Study

The comprehensive analysis of the Delhi Police Office by Professors Carter and Payne in 1989 examined the responsibilities, organization, supervision, operational procedures, reporting systems, resources, responsiveness to the community, issues affecting the department, township liability and training.  The consultants after extensive interviewing and analysis developed a series of recommendations targeted at each of the nine study areas.  The consultants also examined the advantages and disadvantages of maintaining a township police department compared to contracting law enforcement services from the county sheriff.  The ultimate outcome of the 1989 Report was the elimination of the township department and the development of a contract for police services with the Ingham County Sheriff’s Office, a provision method that has been continuous since the disbanding of the township police department in 1990.
The 1989 study identified the fundamental issues related to contracting with the Sheriff to be: (1) what types and levels of services will the Township seek from the Sheriff’s Office; (2) whether this arrangement is less expensive than an autonomous Office; and (3) whether the contract meets citizen demand and expectation.
  These key issues remain an important topic for consideration when establishing contractual relationships.
The consultants later in the 1989 report provided discussion and recommendations on how to proceed if contracting with the Sheriff was to be pursued and what criteria should be considered for inclusion in the contract.  The present intergovernmental agreement with the Ingham County Sheriff’s Office is very detailed and includes both quality and quantity criteria as well cost of service (price of services).
Present Contract
The contact with the Sheriff has remained in effect for the past 17 years with minor changes made to the contract related to staffing and price of services.  The township initially provided office space for the contracted officers and in 2004 acquired and remodeled a building to house the Delhi Division of the Ingham Sheriff’s Office.  The Sheriff assigns a Lieutenant to serve as the Division Commander.  The Division Commander while in frequent contact with the Delhi Township Board via the Township Manager reports directly to the Sheriff.  All assigned law enforcement personnel in the Delhi Division are under the jurisdiction of the Sheriff’s Office and are county employees.
Methodology for Study
The current study is by no means as detailed as the 1989 study since the previous study examined all aspects of the production and provision of law enforcement services including an evaluation of management of the department, service output, training and officer performance.  The current study is targeted to examining the cost structure of current police services and comparing Delhi Township’s police service costs with townships of similar size in the mid-Michigan area.  No attempt is being made to evaluate the performance of the Sheriff’s Office or the performance of other police agencies other than through the collection of relevant output data and service units.

The consultant’s collected financial and police service output data and interviewed, in person or via phone, command staff in other township departments, Ingham County Sheriff Office, and command staff with the Delhi Division.
Data Limitations

The analysis does have data limitations.  During the course of data collection and interviews with police command staff it became apparent that no such item as a “standardized police report” exists.  Each department, police chief and sheriff staff have developed its own unique reporting system.  While all police agencies transmit data to the federal “Uniform Crime and Reporting System”, police chiefs acknowledge that consistency in reporting is a problem that hopefully will be resolved in the near future since the state and counties are attempting to establish a uniform report system
.  Therefore, when comparing units of output or activity levels across township police departments in the study, data is aggregated across items by necessity because non-uniformity of data is present.  Activity levels or other output measures are provided to give some sense of what levels of activity the sample township police departments are experiencing.  Readers are also cautioned that the data presented represents a “one year snapshot”.  To be truly representative, data would need to be collected and displayed over time in order to provide a sense of increase or decrease activity or whether 2006 was a representative year for the police agency.

Sample Identification: Comparative Units
The townships included in the comparative purposive sample were selected based on several factors including population, tax base, proximity to a larger city and are organized as a charter township.  In each instance, the townships included in the sample are adjacent to a larger city, an important criterion because of the potential externalities or spillover effects associated with crime and demand for law enforcement services and all are charter townships.  While perhaps other townships in the state are closer in population and tax base to Delhi, other units examined lacked a key characteristic, either they were a general law township or they were not adjacent to a large city.  The sample townships include both production types – self-production  (Blackman, Grand Blanc, Kalamazoo, Lansing and Meridian) and contract with sheriff (Delhi and Delta).  Initially, Frenchtown Charter Township (Monroe County) was included in the original sample mix, however, upon further investigation the contract between Monroe County Sheriff’s Office and Frenchtown Charter Township only includes six officers (two of which are funded by a Lake Association).  The consultants determined that the inclusion of the Frenchtown and Monroe County Sheriff’s Office contract would not serve as a comparative unit for study.
SEV per capita is included in order to capture the ability to pay.  Thus townships with a similar population but differing tax base size exhibit differing capacities to generate property tax revenue.  Another option would be to compare utilizing taxable value per capita but for the purpose of the study, state equalized value is utilized.  However, it should be pointed out that exempt property or property excluded from tax roll such as property under the “industrial tax abatement program” was not included in the SEV base, thus a small error in total tax base may be noted in for each of the comparative townships.

Blackman Township (Jackson County) represents yet another production-provision mix since the township has formed a public safety Office with all employees cross-trained to serve as both sworn police officers as well as fire or emergency personnel.  Blackman was included because their characteristics closely matched Delhi Township.  However, one would surmise at the outset per capita costs will be higher given the dual function of officers (police and fire responders).  Lansing Township, although substantially smaller in population and tax base to the other townships in sample, was included.  Since Lansing Township is in Ingham County and borders the north boundary of the city of Lansing, their inclusion provides additional information as to the cost of a full-time self-production Office.

Table 1: Sample Townships

	Unit
	Population '00
	Population '90
	% Change
	SEV '06
	SEV/Capita

	
	
	
	
	
	

	Lansing (Ingham)
	8,458
	8,919
	(5.1)
	411,157,900
	48,612

	Kalamazoo (K'zoo)
	21,675
	20,976
	3.3
	520,809,550
	24,028

	Delhi (Ingham) **
	22,569
	19,190
	17.6
	867,761,750
	38,449

	Blackman (Jackson)
	22,800
	20,492
	11.3
	661,223,425
	29,001

	Delta (Eaton) **
	29,682
	26,129
	13.6
	1,505,167,800
	50,710

	Grand Blanc (Genesee)
	29,827
	25,392
	17.6
	1,532,819,900
	51,390

	Meridian (Ingham)
	39,116
	35,644
	9.7
	1,909,997,600
	48,829



** Contract with County Sheriff

The population of the sample townships range from a low of 8,458 in Lansing Township to a high of 39,116 in Meridian Township.  Delhi and Grand Blanc Townships experienced the highest population growth between 1990 and 2000 while Lansing Township had lost five percent of its population between 1990 and 2000.
The sample townships exhibited a wide variation in state equalized value per capita.  Delhi’s SEV of $38,449 per capita is in the mid-range of the seven sample townships.  Delta and Meridian Townships have higher SEV per capita, thus translating into increased ability to generate property tax revenue.  The composition of the tax base (Table 2) affects the types of service demands placed upon a police Office.  Townships with a high percentage of their tax base in commercial property such as business, strip malls and regular shopping malls will have a differing police service demand compared to a unit with a high percentage of residential property.  Industrial class although combined in the table represents seven or less percent for each of the townships.  Thus commercial property is the principal component of the combined class.  
Table 2: Composition of SEV Base
	Unit
	Agr'l
	Comm/Indus
	Resid.
	Devlpt'l
	Personal

	
	
	
	
	
	

	Lansing (Ingham)
	0.00
	50.42
	35.95
	0.00
	13.63

	Kalamazoo (K'zoo)
	0.00
	21.59
	71.26
	0.00
	7.14

	Delhi (Ingham)
	0.99
	17.34
	76.28
	0.00
	5.40

	Blackman (Jackson)
	1.79
	41.90
	41.80
	0.38
	14.14

	Delta (Eaton)
	0.23
	36.04
	56.75
	0.61
	6.37

	Grand Blanc (Genesee)
	0.00
	21.07
	72.95
	0.00
	5.98

	Meridian (Ingham)
	0.05
	22.85
	73.25
	0.00
	3.85


As noted in Table 2, of the sample townships have commercial and industrial property comprising more than 20 percent of tax base with the exception of Delhi Township.  Residential property accounts for over 70 percent of the tax base in Kalamazoo, Delhi, Grand Blanc and Meridian townships.

Table 3 provides a breakdown as to the percent of property classified as homestead or non-homestead.  Delhi, Kalamazoo, Grand Blanc and Meridian all recorded homestead property accounting for over 60 percent of their taxable value base which is consistent with the remaining townships having a higher percentage of their tax base in commercial and industrial property.  Another contributing factor to non-homestead percentages is the amount of value apportioned for rental property and mobile home communities.  Both of which may change the demand factor for police services.
Table 3: Homestead vs. Non-Homestead of Sample Townships

	Unit
	% Homestead
	% Non-Hmstd

	
	
	

	Lansing (Ingham)
	29.01
	70.99

	Kalamazoo (K'zoo)
	62.08
	37.92

	Delhi (Ingham)
	69.18
	30.82

	Blackman (Jackson)
	42.09
	57.91

	Delta (Eaton)
	52.16
	47.84

	Grand Blanc (Genesee)
	68.38
	31.62

	Meridian (Ingham)
	68.63
	31.37


Police Expenditures and Staffing For Sample Townships
Police services represent a municipal service that varies widely by unit.  Citizens have widely diverse expectations of what should be the priority for a police Office.  Each police department is somewhat different with the focus of the department shaped by past practices, elected officials directives, and community values.  The combination of these factors results in differing products and service levels in police departments. As a rule, many expenses of governmental units tend to be higher in jurisdictions with larger populations.  One of the principal roles of government is regulating the interdependent relations among people.  Police departments are actively engaged in intervening when the interdependent relationships become strained and conflict arises.  Thus as population density increases, the demand for police services follows.  Thus urban areas generally spend more on law enforcement services compared to governmental units with similar population but perhaps spread out over a larger area leading to lower density.

The expectations in some townships are that the police departments provide the traditional activity such as road patrol, emergency accident response, ordinance enforcements, business checks, drug enforcement, public safety education and neighborhood watch activities.  In other cases, the expectations by elected officials and residents is that in addition to the traditional police activities, the department is expected to be actively engaged in providing visibility and enforcement with local schools and community policing.  Some township officials have expectations that the department will do aggressive enforcement of traffic laws while other townships place a higher priority on community policing, resident vacation checks, supporting the business community through followup on bad checks, weighmasters
 or participating in multi-agency drug enforcement activity.

The consultants met with or communicated with command staff in each of the comparative townships in the sample.  Each police administrator (Chief or Lt.) provided both budgetary and activity or output data.  The financial data were gleaned from annual financial audits on file with the Michigan Office of Treasury or data supplied by the township.  Table 5 and 6 provides a summary of staffing and expenditures for each of the townships for 2006.  Readers are cautioned to remember that data represent a snapshot for one year and may or may not be representative of past expenditure trends.   Blackman Township formed a public safety department and all personnel are cross-trained for both police and fire and personnel are engaged in dual functions thus the costs of public safety would expect to be higher. However, Blackman’s expenditures per capita are within the range for the remaining townships in the sample.
Table 5: Summary Police Expenditures and Staffing (2006) - Audit Data
	Unit
	Total GF Exps.
	Police Exps.
	Police As
	No.
	Officers/1000
	Police Expends.

	 
	2006 ($)
	2006 ($)
	% GF Exps.
	Officers (b)
	Population
	Per Capita ($)

	Lansing 
	3,729,772
	1,307,815
	35.06
	15
	1.77
	154.62

	Kalamazoo 
	6,712,886
	3,820,385
	56.91
	31
	1.43
	176.26

	Delhi 
	7,540,354
	2,161,957
	28.67
	21
	0.93
	95.79

	Blackman **
	3,528,971
	2,697,047
	76.43
	28
	1.23
	118.29

	Delta (a)
	14,546,244
	3,797,717
	26.11
	35
	1.18
	127.95/ 61.96

	Grand Blanc (c) 
	12,216,585
	4,990,147
	40.85
	49
	1.64
	167.30

	Meridian 
	15,933,657
	4,699,140
	29.49
	45
	1.15
	120.13


** Public Safety Office – All personnel are cross-trained both as police officers and certified as fire personnel and emergency responders, thus costs are overstated for police expenditures
(a) Delta Township receives a subsidy from Eaton County.  The actual production cost per capita for police services is $127.95.  However Delta Township costs are $61.96 per capita. The county credits the township a portion of the costs of the contract for services in proportion to the townships SEV as a percent of the total county SEV.  Delta’s total police expenditures include the subsidy are displayed in the table.  The Township also pays the total cost of five additional officers that are not included in the base contact with the Sheriff.
(b) Sworn officers only, does not include clerical support staff.
(c) Grand Blanc Township total police expenditures were adjusted by reducing the total by the cost of the township’s dispatch center that is included as part of the police budget.

Delhi Township’s expenditures for police services are the lowest of the seven townships in the sample at $95.79 per capita.  Police expenditures as a percent of total general fund expenditures are the second lowest in the sample group at 28.67 percent.  Only Delta Township with a 26.11 percent had a lower police expenditure share.  Actual budget costs to Delta are forty percent less than what is stated in Table 5 because of the county subsidy to the sheriff contract.  Both Delhi and Delta contract for services with the county sheriff.  Contracting for services has been found to be a lower cost provision option for townships in accessing police services.  The reason for lower costs will be discussed later in report.
Delhi Township also has the lowest “Officer per 1,000 Population” with 0.93 compared to Lansing Township at 1.77 officers per 1,000.   As noted previously, preferences for law enforcement vary thus no standard exists or is readily accepted as to the appropriate staffing level in each community.  External events have the potential to increase the demand for additional law enforcement activity.  Delta Township cited an example where citizens demanded additional traffic and road patrol personnel following the death of a young girl who was struck by a car while walking on a busy road.  The driver was not cited for any violation of state traffic laws but citizens demanded additional road patrol and traffic enforcement thus leading to the hiring of three additional officers outside the base sheriff contract. 

Table 6: Staffing by Position – Sample Townships

	Position
	Lansing
	Kalamazoo
	Delhi
	Blackman (a)
	Delta
	Grand Blanc
	Meridian

	
	
	
	
	
	
	
	

	Chief/Division Commander
	1
	1
	1
	1
	1
	1
	1

	Assistant Chief
	 
	 
	 
	 
	 
	 
	1

	Captain
	 
	 
	 
	 
	 
	2
	 

	Lieutenant or PS Director
	1
	1
	 
	1
	 
	2
	2

	Detectives
	 
	 
	2
	 
	3
	5
	 

	Sergeants
	1
	7
	2
	4
	5
	6
	8

	Community Policing
	 
	 
	3
	 
	1
	 
	 

	DARE
	 
	1
	0
	 
	 
	 
	2

	Community Business 
	 
	 
	1
	 
	 
	 
	 

	Uniform/Patrol Officers
	12
	21
	12
	22
	24
	30
	31

	Weighmaster
	 
	 
	 
	 
	1
	 3
	 

	Civilian Quartermaster
	 
	 
	 
	 
	 
	 
	1

	Clerical/Records/Secretary
	1.5
	1
	1.5
	1
	2
	 
	6

	Total
	16.5
	32
	22.5
	29
	37
	49
	52


Table 7: Expenditures Per Capita for Area Police Departments Not Included in Sample

	Unit
	Popl'n 2000
	2006 Police Exp’s ($)
	Cost/Capita

	 
	 
	 
	 

	Lansing City
	114,321
	28,579,978
	$250.00

	East Lansing City
	46,525
	8,947,041
	$192.31

	Mason City
	6,714
	1,023,336
	$152.42

	Grand Ledge City
	7,804
	1,220,722
	$156.42

	Williamston City
	3,441
	503,502
	$146.32

	St. John's City
	7,485
	1,013,823
	$135.45

	Dewitt Township
	12,143
	1,230,445
	$101.33


The area police departments in Ingham County display variation in per capita expenditures similar to the sample township included in the study. The range in per capita expenditure exhibits a higher degree of variation compared to the sample group wider ($101 to $250 per capita).
Measuring Output or Police Department Activity
If the premise is accepted that each police department’s mix of services varies then it follows that the measurable output of a department will exhibit variation.  Because no standard police reporting system is utilized in Michigan or at least not standardized among the seven comparative townships, attempting to provide comparative output data is difficult but not insurmountable.   The consultants requested activity data from each of the sample townships utilizing the township police department’s annual summary report to the Township Board.  Townships were not asked to standardize their reports resulting in diverse measures being displayed in Table 8.  
Table 8: Activity or Outcome Measures
	Activity
	Lansing (2)
	Kalamazoo
	Delhi
	Blackman(1)
	Delta
	Grand Blanc
	Meridian

	
	
	
	
	
	
	
	

	Service Calls
	7,730
	Na
	6,816
	12,979
	12,583
	16,186
	16,423

	Felony
	 
	 
	 
	 
	862
	 
	 

	Misdemeanor
	 
	 
	 
	 
	3,670
	 
	 

	NonCriminal
	 
	 
	 
	 
	8,056
	 
	 

	Accidents
	1,224
	 
	736
	 
	1,677
	1,172
	 

	Property Damage
	1,103
	 
	 
	 
	1,534
	738
	 

	Injury
	116
	 
	 
	 
	143
	184
	 

	Fatal
	0
	 
	 
	 
	0
	8
	 

	Paramedic Calls
	 
	 
	377
	 
	 
	 
	 

	Arrests
	662
	 
	 
	 
	1,468
	2,408
	1,564

	Felony
	 
	 
	 
	 
	247
	 
	 

	Misdemeanor
	 
	 
	 
	 
	577
	 
	 

	Civil
	 
	 
	 
	 
	106
	 
	 

	Investigations
	89
	 
	 
	 
	 
	 
	3

	Community Contacts
	 
	 
	 
	 
	1,970
	 
	317

	Traffic Encounters
	 
	 
	5,429
	 
	10,254
	9,068
	 

	Traffic Citations
	1,830
	 
	2,640
	 
	8,104
	5,577
	9,770

	OUI Arrests
	 
	 
	 
	 
	 
	 
	263

	Written Complaints
	 
	 
	4,459
	 
	 
	 
	 

	Property Checks
	 
	 
	2,678
	 
	 
	 
	 

	Business Contacts
	 
	 
	1,095
	 
	 
	 
	 

	Warrant Requests
	 
	 
	32
	 
	 
	 
	 

	Warrants Issued
	 
	 
	27
	 
	 
	 
	 

	House Watch Checks
	 
	 
	 
	 
	 
	1,769
	 

	Neighborhood Watch Groups
	 
	 
	10
	 
	 
	347
	 

	Liquor Inspections
	 
	 
	 
	 
	 
	 
	 

	Watch Group Meetings
	 
	 
	36
	 
	 
	 
	 

	Parking Ordinance
	 
	 
	 
	 
	 
	 
	394

	
	
	
	
	
	
	
	

	(1) Police Service Calls for the Public Safety Office are not broken down as to type of call.
	

	(2) Data for 2004, 2006 data not-available
	
	
	
	
	


Some township police departments did provide detailed listing of incidents but some were not assigned to a category.  Delta Township’s report some degree of standardization.  The consultants aggregated some of the activity data in order to gain some semblance of a standard report.  Interpretation or aggregation errors are the result of either a lack of detail in the reports and misinterpretation of the data reported by the consultants.  Table 8 does support the case for the development of a standard reporting system statewide among police agencies.  The table also illustrates that township police agencies have differing ideas on what to report and how incidents are classified.  Grand Blanc and Lansing Townships did provide total service calls and breakdown by type of incident but the incidents were not categorized as to felony, misdemeanor or civil.   Delhi Township classifies service calls differently compared to the other townships.  In the case of five of the townships, the service call category represents a sum across all incidents.  Due to the non-standardized reporting of outputs or activity, no further analysis of data was attempted.

Contract or Self-Produce Law Enforcement Services for Township?
The central purpose of the study was to examine the differences, if any, between continuing to contract with the Ingham County Sheriff’s Office or re-establishing a township police department.  The cost of producing police services for the four township police departments in the study ranged from a low of $118 per capita for Blackman Charter Township, to a high of $176 per capita for Kalamazoo Charter Township.   The next lower per capita cost for a police department was Meridian Charter Township at $120/capita.   Based on the examination of the township police departments  included in the study, contracting with the Ingham County Sheriff’s Office yields a lower cost for Delhi Township.
Police expenditures for the two townships that contract for services, Delhi and Delta, consume a smaller share of the budget (26.67 and 26.11 percent) compared to townships that produce their own police services.

What would be the costs to Delhi Charter Township if the decision is made to cease contracting and develop a township police department?  Several assumptions need to be made before answering the cost question.  First, what would the appropriate staffing levels for a township department?  Currently with the sheriff contract, Delhi purchases the services of 21 police officers.  Second, would the township hire experienced officers versus inexperienced or recent graduates of a police academy?  Obviously hiring experienced officers adds to the total cost of producing police services but hopefully the acquired experience yields a higher performing police agency.  Third, what would be the expectations of the police department in terms of the type and level of services?  Would the new department deliver the same bundle of services as obtained by contract with the sheriff or would board policy or community preferences dictate a different bundle of police services?  Fourth, would the new department staff for specialized services and capacities currently provided by the sheriff contract or perhaps place a lower priority on such services?   For example, when needed the sheriff is able to allocate additional officers or investigative capacity in the township.  Such an instance occurred in 2006 when a murder took place in the township.  Although the contract with the Sheriff calls for two detective positions, the Sheriff assigned a significant portion of his Detective Division to the case.  If the township did not have a contract with the sheriff it is unlikely that such detective resources would be made available.
In order to assist with determining the cost of establishing a township police department, the following assumptions were made: maintain the current number of sworn officers (21); the t maintain the same mix of positions (see Table 6); maintain the same type of activity level; hired officers and staff would receive the Delhi Township’s benefit package; and current township police facility would be adequate for housing the new department thus no new capital expenditures other then vehicles and equipping an officer would be required.

Establishing a new department involves not only the hiring police personnel but acquiring vehicles, equipping vehicles, police uniforms and associate equipment (weapons, handcuffs, etc.), communication equipment.  For the purpose of the analysis vehicles are amortized over two years with a net salvage value of each vehicle being 15 percent of acquisition price calculated.  The net cost was divided by two thus yielding and annual cost for vehicles. Essentially depreciation is used as a proxy for vehicle costs. 

Table 9: Personnel Costs Own Department
	Position
	Number
	Cost/Position
	Total Cost

	Description
	Positions
	Salary+Fringe
	

	Chief
	1
	97,533
	$97,533

	Sergeant
	2
	93,410
	$186,820

	Detective
	2
	81,763
	$163,526

	Officers
	16
	77,143
	$1,234,288

	Clerical
	1.5
	55,489
	$83,234

	Total
	22.5
	 
	$1,765,401





Source: Delhi Township Manager’s Office Calculation
Table 10: Capital Costs
	Item (1) (2)
	Number
	Cost/Vehicle
	Total

	Police Car
	9
	17,610
	$158,490

	Assembly Costs
	9
	1,026
	$9,234

	Equipment
	9
	5,028
	$45,252

	Computer in Car
	9
	10,000
	$90,000

	Radio & Siren
	9
	2,100
	$18,900

	Total
	 
	35,764
	$321,876

	Capital Cost/Year
	9
	 
	$136,797

	Maintenance + gas
	9
	4,850
	43,650

	Vehicle Costs
	 
	40,614
	$180,447

	
	
	
	

	Total Costs 
	 
	 
	$1,945,848


(1) Cost estimates Ingham County Sheriff Fleet Administrator and Lynn Harvey
(2) State of Michigan group purchase prices used to determine vehicle and accessory costs.
Estimating costs of establishing a new department is not an exact science.  Based on the assumptions stated above and utilizing cost data supplied by the Manager’s Office of Delhi Township and the Fleet Manager of the Ingham County Sheriff’s Office, an annual expenditure of $1,765,401 million for personnel and $180,000 per year for vehicles or $1.945 million total expenditures per year would be required at a minimum to maintain a township police department.  Given the assumptions, the estimate is conservative since the costs of uniforms, weapons, specialized equipment, etc. is not included in the total cost..  Currently the Sheriff provides nine vehicles under the contract, seven sedans and 2 paramedic equipped vehicles.   For analysis purposes, all vehicles were priced out as being equal.  A fifteen percent salvage value was used to net the cost per vehicle per year.  The calculation does not take into account the capital outlay required the first year but annualized for comparative purposes.  The total costs of maintaining a police department could increase or decrease with a change in the assumptions.  For example, if the board elected to hire less experienced personnel, labor costs would decrease but the output of the department may be changed due to the inexperience.  Or the decision could be made to maintain vehicles in the fleet for three years instead of the current two thus reducing capital outlays but increasing maintenance costs.
Concluding Comments
The tendency in local government is often to only look at the bottomline or the costs of a service while ignoring the quantity and quality aspects of the output and outcomes produced by local government.  This is especially true when it comes to police services.  If one was to ask twenty residents what they expect from a police department, one is likely to receive varying responses based on each individuals circumstances, previous contact with law enforcement community, and the benefits they perceive from having law enforcement services provided by their tax dollar.  As discussed earlier, local officials also differ in their expectations of a police department thus providing additional information on the cost structure and output of various police departments while an important input to decision-making will still be viewed from each individual’s perception and values.
Delhi Charter Township has contracted for services with the Ingham County Sheriff’s Office for the past 17 years.  For many residents, the Delhi Sheriff Division is the generally accepted method of producing township police services.  As a growing township some residents were probably not aware that the township at one time had their own Office.  Sheriff vehicles with “Delhi Division” stenciled on the doors are highly visible in the township.  The Division Commander has frequent contact with the Township Board and while reporting directly to the county sheriff, maintains and fosters strong working relationship with the township as part of contract maintenance.

Delhi Charter Township doesn’t just purchase discrete amounts of service from the Sheriff; essentially the contract provides the township access to the full range of services from the Sheriff’s Office.  When situations occur that require additional law enforcement resources in the township above core staffing level, the Sheriff responds with additional resources.  An interesting observation with both Delhi and Delta Townships both who contract for services is that sheriff Office personnel deem it desirable to be assigned to the township as their work location.  The work is challenging and varied thus leading to sought after working conditions.  The township benefits by having officers who are experienced and motivated to work in the township while still maintaining direct connection to the Sheriff Office.
An additional benefit of the contractual arrangement is the ability of the township to avail themselves of specialized services from the Sheriff such as accident reconstruction specialists, a position that smaller Offices would unlikely maintain as a core position.

An often overlooked benefit derived from the contractual arrangement is the ability to maintain full staffing levels in Delhi Township despite vacations, sick leave and vacancies due to training.  The Sheriff backfills the Delhi Township Division positions with county deputies when absences occur.  It would be reasonable to assume that in order to maintain full staffing levels; an additional three deputies would be needed to cover vacations, sick leave and training resulting in an expenditure of additional $230,000.  Contracting for police services reduces the demand on township management staff and township board related to oversight of the police department.  The Sheriff and assigned Lieutenant assume the responsibility of managing law enforcement services
.   However, contracting does require local officials and staff to be vigilant and maintain strong communication ties with the service provider.  

Perhaps the major benefit to contracting for services is the avoidance of long term legacy costs (retirement, and health).  While the contract price includes both personnel and fringe benefits costs, the county assumes the legacy costs, not the township.  On a conservative basis if legacy costs averaged between $10,000 and 15,000 per employee, the township would incur an additional cost of $210,000 to $315,000 annually.
Buyers of contractual services often question the inclusion of “overheads costs” assigned in a contract by the seller.  Both the Delhi-Ingham and Delta-Eaton contracts for police services include county overhead costs.  Such a charge is appropriate since the county assumes the risk and management of the provision of law enforcement services.  
Based on our interviews and examination of data provided by the townships included in the sample, the provision of police services through an intergovernmental agreement with the Ingham County Sheriff’s Office is a lower cost provision option compared to the establishment and operation of a township police Office.   The cost differential of $216,000 between self-production $1.945 million and $2.161 million for the Sheriff’s contract is quite small considering the additional services the township receives under the contract and the costs avoided (additional officers, legacy costs and management/administrative).  It is estimated that the additional costs, excluding administrative/management costs, would total $440,00 to $545,000 or an additional net township expenditure of $329,000.  
Acknowledgements
The consultants would like to express their appreciation to the following individuals for their time and contribution for the Delhi Police Study.

Blackman Township

Mike Jester, Public Safety Director

Jon Johnston, Inspector

Delhi Township

John Elsinga, Township Manager


Wendy Thielen, Assistant Township Manager


Tricia VanderPloeg, Administrative Assistant

Delta Township

Richard Watkins, Township Manager


Lieutenant Jeff Warder, Eaton County Sheriff’s Office
Grand Blanc Township


David Stamm, Police Chief

Cheri Potter, Administrative Assistant

Kalamazoo Township


Timothy Bourgeois, Police Chief


Stephen Rickey, Lieutentant

Lansing Township

Kay Hoffman, Police Chief

John Daher, Township Supervisor
Jan Mulvaney, Administrative Assistant

Meridian Township

David Hall, Police Chief

Ingham County

Gene Wrigglesworth, Sheriff

Jeffrey Cook, Lieutenant, Delhi Division Commander


Matthew Myers, County Controller (former Undersheriff)


Steve Dekett, Fleet Administrator, Sheriff’s Office
Frenchtown Charter Township


Troy Goodnaugh, Lieutenant, Monroe County Sheriff’s Office
� Professor Emeritus, Office of Agricultural Economics and Michigan State University Extension.


� Professor Emeritus, Office of Community, Agriculture Recreation and Resource Studies and Michigan State University Extension.


� An Evaluation of the Organization, Management and Administrative System, A Final Report Submitted to the Delhi Township Board of Trustees, June 1989.  Prepared by David L. Carter and Dennis Payne, School of Criminal Justice, Michigan State University, East Lansing, MI  48824. 
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� Ingham County Sheriff’s Office and other police departments in the county are currently reviewing a new reporting system that should provide some level of standardization. 


� Both Delta and Grand Blanc Townships employ sworn officers who serve as weighmasters.


� Data collected and analyzed by Delhi Township Manager’s Office in July 2007.


� For some officials not being actively engaged in managing the police Office may be seen as a disadvantage to the contractual relationship.
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