MCHENRY COUNTY CONSERVATION DISTRICT
RESOLUTION #20-105
APPROVAL OF THE RESTRUCTURING OF THE POLICE SUPERVISORY STAFFING
REDUCING THE NUMBER OF SERGEANTS FROM THREE TO TWO
EFFECTIVE DECEMBER 1, 2020

WHEREAS, the McHenry County Conservation District (hereinafter referred to as
the "District"), is a conservation district organized and exist ing under the laws of the
State of Illinois (70 ILCS 410); and
WHEREAS, recent changes to police department operations created the
opportunity to review the supervisory structure; and
WHEREAS, the current three police sergeant structure continues to use police
sergeants as part of patrol manpower realizing a cost savings in salary expenditures;
and
WHEREAS, moving to a two police sergeant structure would allow us to increase
patrol staffing and transition sergeants to a role that focuses more on oversight and
supervisory responsibilities; and
WHEREAS, the District is empowered to take such actions as may be necessary
for the proper conduct of its affairs (70 ILCS 410/ 12); and
WHEREAS, this model will better prepare our police sergeants for promotional
opportunities in the future and better serve the current model of police operations.
NOW, THEREFORE BE IT RESOLVED, by the Board of Trustees of the Di strict
that it is necessary, desirable, and in the best interest of the District to reduce
personnel from 3 to 2 Police Sergeants and authorizes the Executive Director to adjust
compensation accordingly to commensurate with the additional responsibilities/ duties
effective December 1, 2020 for a total wage adjustment of $5,000 for each position,
and the President and Secretary of the Board of Trustees are hereby authorized to
execute this resolution and any documents necessary to execute the intent of this
resolution.
IN WITNESS WHEREOF, this Resolution #20-105 has been executed this 19TH day
of November, 2020 by the President and attested by the Secretary of the Board of
Trustees of the District.
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Resolution #20-105

Selecting a supervisory structure designed
to meet the unique needs of our agency
Supervisory Responsibility
The Police Sergeant is responsible for supervisory duties and general police work in
protecting the life, persons, and property of the members of the public using the McHenry
County Conservation District through responsible enforcement of laws and ordinances.
This work includes the responsibility for the supervision of Conservation Patrol Officers
(Patrol Officers) in the performance of their police duties. This is a leadership position that
sets the tone of law enforcement quality for the agency and provides mentorship and
guidance for all subordinate staff. Supervisors are responsible for performing and supervising
all essential tasks performed by Patrol Officers as well as holding the responsibility of
ensuring efficient operations of all shifts. They also act as an information resource for Patrol
Officers on law enforcement procedures and Conservation District policy. Additional
administrative duties are assigned adding even more to the responsibility of the position. This
position may be assigned to lead programs, manage tasks and represent the District at
meetings with community partners and stakeholders. Police Sergeants are also called to
occasionally serve as "Acting Chief in the absence of the Chief of Police.
The individual in this position must interact positively and professionally with the Executive
Director, Directors, Managers, all Conservation District employees, members of the Board of
Trustees, law enforcement partners, members of the business and legal communities and the
general public at all times. This position commands a high level or responsibility and
knowledge of both law enforcement and Conservation District operations. Our Police
Sergeants are our front-line supervisors and are an essential component to the successful
management or our organization.
ADDITIONAL RESPONSIBILITIES
In addition to being responsible for all the essential duties and responsibilities of Patrol
Officer, the Police Sergeant is also responsible for the following as part of their job
description:
1.
2.
3.
4.
5.

Provide supervision and guidance members of the patrol division
Provides direct supervision and back up of patrol staff on police matters
Coordinates daily activities to ensure coverage of Conservation District sites
Responds to emergency calls on a 24-hour basis
Takes responsibility for identifying and addressing areas needing special attention due
to ongoing problems or complaints
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6. Coordinates the police department's response to requests from other Conservation
District divisions
7. Review all subordinate officer's reports and arrests to ensure the proper law and/or
procedure has been followed
8. Confers with Conservation District staff, police, external law enforcement partners and
outside agencies as needed on Conservation District related activities and problems
9. Evaluates Patrol Officers performance and conducts required inspections
10. Assumes command responsibility during major incidents
11 . Coordinates scheduling to ensure shift coverage
12. Coordinates and directs special projects and details
13. Provides oversight and direct supervision of training programs including
field training, firearms proficiency, fleet maintenance and other areas of
operations
14. Maintains patrol division morale by providing leadership and addressing
personnel issues proactively
15. Addresses areas of concern with officers completing counseling and
documentation of any concerning issues
16. Performs various administrative tasks for support the Chief of Police
As you can see from this excerpt of the job description, the Police Sergeant does far more
than the Patrol Officer. It is important we take a critical look at how we are using this
important position in relation to the overall operation of our agency.

COMPARISON OF OUR STRUCTURE TO AGENCIES OF COMPARIBLE SIZE
Agency
MCCDPD
Johnsburg PD
CLPDPD
Wonder Lake PD
Spring Grove PD
Richmond PD
Lakewood PD

LCFPPD

FT Sworn PT Sworn CSO's Number of Su~ervisors
11
0
0 1 Chief, 3 Sgts.
10
8
1 1 Chief, 1 Sgt.
10
0 1 Chief, 1 Sgt. (PT)
1
0
14
2 1 Chief (PT), 1 Lt. (PT) 1 Sgt.(PT)
10
5
0 1 Chief, 2 Sgts.
9
6
0 1 Chief, 1 Sgt.
9
4
0 1 Chief, 2 Sgt's

17

19

2 1 Director, 2 Comdrs. 2 Sgts.
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OIC
Yes
No
No
No
No
No
No

S~an of Control
1 to 2.75
1 to5
1 to5
1 to 5.3
1 to 5
1 to 4 .5
1 to 4.3

Unk

1 to 6.3

SUMMARY AND RECOMMENDATION
The McHenry County Conservation District Police Department is a non-conventional police
department. The unique needs of our Conservation District call for an approach to policing
that is focused on customer care and service. This must be considered when doing any type
of staffing assessment.
While our police organization is unique in many ways, we can get an idea of industry
standards for staffing levels by looking at other organizations that are of similar size and
structure. As you can see from the chart above, we are currently operating with a span of
control far less than other agencies. While there are benefits to having supervision at this
level, it is not absolutely necessary.
When reviewing our call volume, we see a large percentage of our calls (approximately 28%)
are service oriented calls that are non-police specific. These types of calls generally do not
require the same type of supervision as calls involving criminal matters or authoritative
intervention. We must take this into consideration and ask what this means in relation to
supervisory requirements.
After careful review of the current call volume, types of calls for service and the structure of
comparable agencies, it my recommendation to bring our supervisory positions from the
current three Police Sergeants to a structure that supports two Police Sergeant positions.
By decreasing our number of Police Sergeants' positions from 3 to 2 our span of control is
decreased to 1 to 3.6, much closer to the alignment of other agencies of similar size. In some
of the comparable agencies used, the Chief of Police is largely out on patrol; in others, the
Chief of Police spends the majority of the time in administration. For the McHenry Count
Conservation District Police Department, the Chief of Police spends very little time on patrol
in the absence of a major incident. This causes the majority of the line supervision to be
conducted by the Police Sergeants. Taking this into consideration would bring out
supervision to 1 to 5.5, which is in line with comparable organizations.
Many changes have occurred within the police department over the past twenty months that
allow for this shift to happen. The adoption of the county wide computer aided dispatch (CAD)
and report writing system automates many processes that were previously labor intensive
and required a great deal of supervisory time and attention. The new system allows the Police
Sergeants to review officer's status, reports and field activity virtually allowing for supervision
and oversight of officers in a more efficient manner. It also allows for increased oversight and
communication across shift lines.
The ten hour schedule also allows for Shift overlap, allowing all shifts to interact with a Police
Sergeant for at least two hours each workday. The previous schedule allowed for no such
overlap and no supervisory oversight if a Police Sergeant was not working that shift.
Additionally, the take-home vehicles and use of Frontline software allow officers to participate
in virtual roll calls, receiving direction for daily patrol activity and shift pass on to be conducted
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in a virtual format. All of these changes has created a more efficient supervisory process and
allows us to responsibly transition to a two Police Sergeant structure.
The Police Department was asked to decrease its staffing level in 2019, when a Patrol Officer
left the Conservation District to accept employment with another agency. This loss of a Patrol
Officer through attrition left an imbalance in shift staffing with an odd number of Patrol Officers
remain ing on the agency. This was less than ideal for shift staffing and creates some staffing
challenges.
With the most recent Police Sergeant's retirement, we are able to restructure the organization
to a managerial staffing level that continues to serve the needs of the organization while
rebalancing our Patrol Officer staffing levels.
We currently run a schedule with four shifts. The proposed staffing structure would have two
Patrol Officers on each shift on each day off pattern for a total of eight officers creating
balanced staffing. The Police Sergeants would work opposite day off patterns so each day a
Police Sergeant is working and all staff have access to a supervisor. One Police Sergeant
would be assigned to day shift supervision and one would be assigned to night shift
supervision.
Upon return from their days off, the Police Sergeants would be responsible for reviewing the
activities of their assigned personnel while they were off. This is common practice amongst
small police departments, but no small task. We would also need to assign additional areas
of responsibility to the two remaining Police Sergeants to ensure all the areas of responsibility
that were formerly managed by three Police Sergeants can be handled by two. This will take
additional time and effort on the part of those remaining in the Police Sergeant position. If this
is done, our Police Sergeants will begin to spend more time on supervisory functions and less
time doing patrol tasks. This will result in the Police Sergeants being better prepared for
additional leadership roles in the future. It is envisioned that with the Police Sergeants having
increased responsibility with pay commensurate with the additional duties, the Conservation
District will experience a cost savings by moving to a two Police Sergeant structure.
Additional responsibilities with this proposed change would include: supervisory responsibility
and oversight of operations during non-shift hours; report approval for the entire team for
reports taken on Police Sergeant's days off; increase from four specialty areas to six areas for
each Police Sergeant (Police Sergeant Wolfe: fleet management and scheduling and Police
Sergeant Steward: equipment inventory and public outreach); and additional calls and emails
from Patrol Officers during off duty time.
With the strong team members and the excellent supervisory staff we have employed, there is
no doubt that the Police Department can responsibly move towards a model of supervision
that allows for the realization of cost savings while continuing to be able to provide the high
level of police service for the Conservation District.
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PROPOSED COSTS OF RESTRUCTURING PLAN
The reduction of Sergeants from 3 to 2 and the realignment of responsibilities under the two
Sergeants results in a net estimated annual savings of $112,683; as illustrated in the below
schedule.
Estimated Savings From Eliminating (1) Sergeant Postion

Eliminated Sergeant

Wages
Retirement
Total
+2%
&Other
Savings
Bdgt FY22 Bdgt FY2022 BdgtFY2022
$ 96,185 $ 32,701 $ 128,886

Iestimated Annual Savings

$

128,8861

Estimated Cost Increase of Sergeants Wage Increases
Current

Proposed

Total
Total
Additional
Costs
Costs
Bdgt FY22 FY21vs FY22

Total
Proposed
Current
Cost of
Costs
Wages+2% Wage
Cost of
Wages
Benefits
Bdgt FY21
Bdgt FY22 Increase Benefits
Sergeant 1 $
88,379 $ 31,163 $ 119,542 $ 90,147 $ 5,000 $ 32,496 $ 127,643 $
Sergeant 2 $
88,379 $ 31,163 $ 119,542 $ 90,147 $ 5,000 $ 32,496 $ 127,643 $

I

Iestimated Additional Costs $
IEstimated Net Annual Savi!!! $

8,101
8,101

16,2021
112,6831

However, a reduction in overall staffing levels is not something the Police Department can
responsibly recommend at this time. So while a savings will be seen by reducing the
supervisory staffing from 3 to 2 Police Sergeants positions, a significant portion of that
savings is requested to fund an additional 8th Patrol Officer position.
The estimated additional total annual cost increase of the 8 th Officer, (assuming a higher
lateral transfer starting wage) is $87,268. Additionally, the 7 th Officer that started in August of
this year was a lateral transfer and as such was started at a higher wage than what was
included in the FY 2021 Budget for the Officer he replaced. The estimated total additional
annual cost of this higher wage (including wages and 'wage-related' benefits) is $6,992 for FY
2022. When we include the total additional costs of the additional Officer and the higher
wages associated with the lateral transfers, the total estimated net annual savings of the
restructuring is reduced to $18,424 for FY 2022.
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JUSTIFICATION OF ADDITIONAL PATROL POSITION
Under the direction of the Chief of Police, the police department has adopted a proactive
approach to policing in attempt to better serve the larger needs of the Conservation District
and the public we serve. It is the Police Department's goal to suppress crime create a feeling
of safety for all persons visiting McHenry County Conservation District. This effort involves
our officers putting forth substantial effort to engage with site users, identify potential areas of
concern , and work to address those areas before a problem occurs.
While it is impossible to measure crime that was prevented from being committed , it is easy to
see how increased police activity leads to additional involvement and exposure of our police
department. The more people see the police, the safer they feel. The following chart shows
the increase in calls for service and proactive traffic enforcement seen since 2018.

MCCDPD
January
February
March
April
May
June
July
August
September
October
November
December
YTD Total

Calls for Service

2020
84
85
106
98
142
167
225
185
149
167
1241

2019
68
77
92
88
64
97
114
116
95
90
93
65
1059

2018
25
35
34
57
64
71
69
69
81
54
67
43
669

Traffic Stops

2020
19
32
40
12*
21*
58
85
50
36
35
353

2019
14
29
40
41
30
52
38
28
29
22
20
22
365

2018
2
3
6
14
13
21
23
14
11
11
6
15
139

* Denotes time of restricted operations due to COVID-19.
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It is important to note that with this substantial increase in activity, the Police Department saw
no increase in complaints against officers during this same time frame. The Conservation
District's professional law enforcement team is approaching their police duties in a respectful
and courteous manner. This allows them to conduct proactive enforcement designed to keep
our sites safe and crime free while continuing to provide service in line with the Conservation
District's mission.
As the aforementioned chart demonstrates, the workload for the Police Department continues
to increase each year. For most of 2019, the Police Department's approved staffing level was
3 Sergeants and 8 Officers. In September 2019, shortly after the transition to the 10-hour
schedule, a Patrol Officer announced their resignation. When this officer left the agency, the
Police Department was asked to reduce the approved officer positions from 8 to 7. The
Police Department was able to do this due to the additional in-site hours created by the 10hour schedule. This created an imbalance in officers, but due to the third Sergeant, the police
department was able to continue operations without a reduction to the level of service
provided.

In August 2020, the Police Department lost an employee to retirement. This employee held
the rank of Police Sergeant. As a result, this supervisory staffing assessment was completed
and the recommendation to reduce the supervisory structure from 3 to 2 Police Sergeants is
being made. As part of that restructuring, the Chief of Police is requesting to replace the
proposed eliminated Sergeants position, with an additional Patrol Officer. There are several
reasons for this recommendation.
•

This will re-establish a balance in patrol staffing levels with an even number of Police
Officers assigned to both day and night shift.

•

The addition of a patrol position will allow for another Police Officer to carry the
continually increasing workload allowing the Sergeants to spend additional time
focusing on their new areas of responsibility.

•

This allows for the Police Department to maintain their current staffing levels while
reducing the operational expense to the District due to the lower salary level of a Patrol
Officer compared to a Sergeant.

SUMMARY

In summary, it is our recommendation to 1) restructure the Police Department from 3 to 2
Police Sergeants effective December 1, 2020 and providing an economic adjustment of
$5,000 for each Sergeant and 2) unfreeze the 8th Patrol Officer position effective April 1,
2022.
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