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SUBJECT: POLICE DEPARTMENT AFR/RMS PROJECT UPDATE AND
ADOPTION OF A RESOLUTION AUTHORIZING THE CITY
MANAGER AND THE CHIEF OF POLICE TO ACCEPT 2009
COPS TECHNOLOGY PROGRAM GRANT FUNDS

RECOMMENDATION

a) Accept the project update related to the Automated Field Reporting and Records Management
System (AFR/RMS) project.

b) Adopt a resolution authorizing the City Manager and the Chief of Police to accept award of
the 2009 COPS Technology Program Grant in the amount of $695,000 and authorize the City
Manager and the Chief of Police to negotiate and execute additional amendments to the grant
agreement and all related documents for the 2009 COPS Technology Program Grant without
further Council action.

OUTCOME

Approval of the recommended action will allow the City to issue the Request for Proposal (RFP)
for the AFR/RMS project. Additionally, approval will allow the City Manager and Chief of
Police, as required by the grantor, to accept the pending COPS Technology Program Grant award
and negotiate and execute additional amendments to the grant agreement and all related
documents.

EXECUTIVE SUMMARY

This memorandum provides the City Council with an update on the Automated Field Reporting
and Records Management System (AFR/RMS) project. This project will enhance organizational
efficiencies at every level of the Police Department (Department). AFR serves as the platform,
or foundation, upon which the Department can automatically transmit information from the field
to a Department database. RMS provides case management and analysis capabilities while also
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serving as the link between multiple disparate systems to allow information to be accessible and
searchable to all units throughout the Department. The fusion of AFR with RMS maximizes the
time officers spend in the field and the resources needed to proactively prevent crime.

The AFR/RMS project is one project divided into three different phases:

Phase 1 - AFR
Phase 2 - RMS
Phase 3 - Additional Interfaces and Functionality

This will provide the City of San Jos6 (City) with the opportunity to be responsive to the
community by improving the availability and accessibility of information, increasing
transparency and accountability within the Department, and creating real-time data for
investigative services that will enhance crime prevention efforts.

The City intends to release the RFP to gauge the market without creating a financial obligation.
We are carefully analyzing available funding before embarking on long term financial
obligations. For the past three years the City has dedicated resources to ensure an infrastructure
is in place to support a new system and personnel is prepared for a large scale technology
project. As a result, the City has successfully upgraded the cabling on the Police campus,
implemented Broadband and eCitations, and has begun information sharing projects throughout
the Bay Area.

The implementation of the current RMS and success of the above projects has demonstrated the
importance of developing strategies for long-term expansion of an AFR/RMS. This is a very
complex project that will span many years. To be successful, the City will remain flexible and
cognizant of the current budget climate. Recognizing our fiscal constraints, the City has applied
for numerous grants. As new cycles of funding become available, the City will continue to apply
for new funding opportunities. This will require diligent grants and project management along
with a sequenced and phased approach to the project, all with the goal of minimizing the impact
to the General Fund.

The City intends to proceed with a phased approach to procurement and implementation based
upon funding availability. This approach is strategic and will ensure implementation of key
elements that build upon the system, while aligning with available funding. A phased
implementation of AFR/RMS will establish a pace where grant funding can be maximized and
the City has the ability to reprioritize accordingly to minimize the impact to the General Fund.
This will also allow the City to expand and contract the project as funding permits.

As part of the City’s analysis for an AFR/RMS project, an independent consultant firm, URL
Integration, Inc. (URL), completed a Return on Investment (ROI) analysis to develop estimated
costs and a project implementation strategy while clearly articulating both the direct and indirect
benefits of implementing a AFR/RMS. The ROI was last updated in February of 2009 and will
be used to develop the RFP requirements. The executive summary of this report is attached and
a full version of the analysis can be found on the City’s website. However, in preparation of the
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RFP process the City has redefined its analysis to more accurately reflect our current fiscal
climate and technology needs.
The ROI analysis found that an AFR/RMS would help the Department t9 maximize deployment
of existing staff. To come to this conclusion, URL looked at all of the functions the Operations
Support Services Division (OSSD) is tasked with completing. In addition to managing and
maintaining all local, state, and federal databases, OSSD provides countless services that are
non-records related. These daily duties include booking all non-custodial arrests, processing sex,
arson, and narcotics registrants, processing all warrants, stolen, repossessed, stored, recovered
vehicle processes and notifications, insurance and government mail, phone and walk-in requests
for assistance, missing persons, etc.

An AFR/RMS would allow OSSD to sufficiently complete the many non-records functions it
performs and reduce the use of disparate systems. The Court Liaison Unit (CLU) would be able
to more effectively deliver cases to the Court and spend more time in witness coordination and
investigative support; the Crime Analysis Unit (CAU) would be able to focus on crime analysis
rather than performing basic data queries; the Bureaus of Field Operations (BFO) and
Investigation (BOI) would have access to real-time data for more effective deployment of patrol;
and efficiencies in Patrol would allow officer more time for proactive policing. These would all
result in increased officer and public safety.

Currently, Phase 1 is estimated to cost $4.3 million and Phase 2 is estimated to cost $3.3 million.
Phase 3 costs have not been identified; these numbers will be defined through the RFP process
when the full scope of the AFR/RMS becomes clearer. This is because the City is currently
operating with approximately 180 disparate systems that could potentially be interfaced or
included in Phases 1 and 2. Implementation of an AF1URMS will also create additional
maintenance costs of $287,000 annually over the first three years of the project, for a total of
$863,000, as the Department transitions to the new system but continues to need access to old
data. Since this money is for maintenance, it is typically not covered through grant funding and
could impact the General Fund. The City will leverage grants to cover this cost where possible;
however, some may need to be absorbed by the Department’s existing appropriations.

Based on a lack of system design and vendor selection, an accurate estimate of training and
system support has not yet been identified. The ROI analysis utilized the Department’s Five
Year Staffing Plan which identified a need for an addition of 21 employees for system support
which could incur a cost of up to $1.6 million annually. However, this is an area where the City
can be flexible, and based on the current budget situation, the Department is not asking for
additional staffing until further analysis can be done. Depending on the system selected and the
ease of use, training requirements may be limited and can be rolled out on-duty rather than on
overtime, as suggested in the ROI, thereby lowering the associated costs. Results of the RFP
will further define the system needs and system support requirements, which will help witla the
analysis of the potential impacts to the General Fund.

To date, the City has received an award of $3.3 million in grant funds. These funds are sufficient
to cover the cost of Phase 1. The break down of grant funding is as follows:
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¯ The City has received confirmation of a total of $3,252,687 in grant funds.

¯ There is an additional $6,068,940 in grant funds pending grantor approval, which are
either formula grants or earmarks specifically set aside for AFR/RMS in FY 2009-2010.

Additionally, the City has applied for a competitive grant in the amount of $4.2 million.
The City was expecting to receive notification of this grant by October 2009. No
notification has been made. If funding is not awarded, the City will re-apply for funds in
the next grant cycle and will delay subsequent Phases until funding is secured.

Given the economic downturn, the market is prime for buyers and conducive to implementing a
large scale technology project. The City has completed much analysis to ensure the sequencing
of this project is flexible and phased to adjust to the City’s fiscal environment. The previous
implementation of RMS and other technology projects has demonstrated the complexity of such
undertakings and emphasized the importance of managing a system comprised of multiple
procurements and grantors.

If pending grants are not awarded, the City will re-prioritize the components of the AFR/RMS
project. The first priority will be to move forward with purchase of Mobile Data Computers
(MDCs) (since they are the end of life and need to be replaced regardless of AFR!RMS) by
shifting existing grant funding. The priority is to release the RFP and at a minimum, acquire an
AFR system once new grants become available. The City will continue to seek grant
opportunities to finish the implementation of the AFR/RMS project in phases.

BACKGROUND

The City implemented its current RMS in 1997. The current system is highly customized, which
has prevented it fi’om being upgraded. Therefore, it still utilizes technology that was available in
1997. As a result, data is currently stored in approximately 180 disparate systems and
information is backlogged due to a cumbersome data entry process.

In November 2006, the City issued an RFP for Consultant Services (06-07-SJPD01) for: (1) the
development of requirements and specifications for a solutions based RFP towards purchasing a
new AFR/RMS; (2) project management services to implement the selected solution; and (3)
RFP requirements and specifications development for an electronic document imaging and
management system.

In January 2007, the City Council authorized the execution of an Agreement with URL to
develop the RFP requirements. As part of the contract, URL completed a Risk and Opportunities
Analysis. The analysis concluded the current RMS has been very ineffective due to its
architecture and multiple screens, making even simple entries and inquiries labor and time
intensive. The report emphasized that any solution which did not include the AFR component
would result in continuing the data entry delays. Based on the Risk and Opportunities Analysis,
the Department’s RMS Steering Committee determined the RMS should be replaced with a new
RMS that included an AFR system. The decision was based upon a review of current products,
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including pricing, and the expressed need for the Department to focus on data entry and
automation from the field. Also considered was the fact that a mere system upgrade would be
just as labor intensive as implementing a replacement system, due to the age of the current
system.

Upon completion of the Risk and Opportunities Analysis, URL began developing the RFP
requirements. As part of the requirements development process for the RFP, URL and the City
engaged vendors through a Request for Information (RFI). Ten vendors responded to the RFI;
eight were invited to conduct presentations. As part of the RFI, each vendor was provided
specific information about the Department’s history with technology implementations and
problems related to the current environment. Vendors were asked to consider the organization’s
size, the demands of a large agency implementation, the staffing and network infrastructure
barriers, and the many requirements the Department was seeking to address with this one
product. Without fail, each vendor indicated the City plays a key role in the success of an
implementation such as this.

The RFP requirements and specifications were completed in December 2007; however, the
project was delayed while additional funding sources were identified. In the interim, the City
sought to better understand the tangible and in-tangible benefits of the project for both the City
and the public, so the ROI was completed by URL. The City Council approved the execution of
a contract with URL for this analysis in October, 2008. The ROI expanded on the Risk and
Opportunities Analysis document and used cost estimates provided by the vendors responding to
the RFI to estimate the costs of a new system.

The ROI specifically focused on:

Costs related to the hardware, laptops for AFR component, staff implementation, system
support, project management (URL’s contract includes project management through
implementation), maintenance, training, and miscellaneous costs.

Efficiencies (Total 10 years Project Benefit) related to report writing, report retrieval and
data entry, case management, crime analysis and statistical reporting, and reductions in
disparate databases.

Since the ROI was completed, there have been many initiatives related to regional data sharing.
There is a grant-funded project underway to link the RMS of agencies nation-wide through a
product called CopLink. The County of Santa Clara and the City are working closely on this
initiative, which is dependent upon each agency’ s data contribution to the regional system. The
CopLink project is funded through fall 2010. The new AFRfRMS, specifically the RMS
component will allow the City to participate in the CopLink project. Our current RMS does not
contain current data that would facilitate the City partaking in this project without upgrading our
system. Being prepared to move forward when the regional project is ready will result in a one-
time savings for the City of at least $50,000 because it will be able to take advantage of the
guaranteed first round of State funding.
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A number of technology infi’astructure projects have been completed to prepare the City for
implementation of a new AFR/RMS, including upgrading the cabling on the Police campus,
implementation of Broadband and eCitations, and information sharing throughout the Bay Area.
The City continues to strive towards maximizing officer availability to the community and
improving investigative services by presenting near-real time data. In light of chronic budget
shortfalls, the City has been diligent in pursuing funding opportunities for this project because an
AFR/RMS will benefit the entire Department through efficiency enhancements. Specifically,
OSSD, which is tasked with managing and maintaining all local, state, and federal databases, and
provides countless services to both officers and the public in the identification, apprehension and
prosecution of criminals. With the current RMS, their duties have shifted towards focusing on
data entry and management of paper documents. Current field reports are comprised of
numerous repetitive forms. This results in a great deal of time spent by both the officer in the
field and OSSD staff to generate a single incident report through repetitious entry. Implementing
an AFR/RMS will eliminate duplicative data entry and increase the time an officer is available to
be in the field responding to calls and preventing crimes. Decreasing the time spent on data
entry responsibilities of OSSD staff will increase the time spent in their many other duties
including responding to requests for information from both the public and other governmental
agencies. The ROI analysis demonstrates that the Department currently has adequate staffing to
manage records if it implements a new AFR/RMS. Allowing OSSD staff to focus on non-report
related duties will also provide the opportunity for the Department to maximize the use of
existing staff and to complete a true analysis of what support staffing levels are needed.

ANALYSIS

The ROI provided an analysis of the AFR!RMS project, including a projected positive return on
investment. This information can be found on page three of the attached Executive Summary.
However, URL crafted this estimate assuming staffing was brought to levels suggested in the
Department’s Five Year staffing plan, which called for 21 full-time employees to support
technology needs and that 40 hours of overtime training would be completed by every employee
of the Department; both sworn and civilian. However, given the City’s budget environment the
Department will be looking at alternative approaches to minimize cost and need to hire
additional staff.

The analysis also found on page 1 of the attached Executive Summary that the, "purchase a new
AFRfRMS system and, the subsequent organizational efficiencies, would serve to restore a sense
of balance among all functions within the Department." As stated prior, an AFR/RMS would
allow OSSD to sufficiently complete the many non-records functions it performs and reduce the
use of disparate systems. The Court Liaison Unit (CLU) would be able to more effectively
deliver cases to the Court and spend more time in witness coordination and investigative support;
the Crime Analysis Unit (CAU) would be able to focus on crime analysis rather than performing
basic data queries; the Bureaus of Field Operations (BFO) and Investigation (BOI) would have
access to real-time data for more effective deployment of patrol; and efficiencies in Patrol would
allow officer more time for proactive policing. These would all result in increased officer and
public safety.
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Additionally, the ROI and Risk and Opportunities analysis provided the City with the
opportunity to conduct an internal evaluation and identify key lessons learned through its
previous technology implementations. This led to the following criteria being developed for
moving forward with the AFR/RMS project:

Flexibility: The project needs to remain flexible to allow for a changing fiscal
environment and available resources. The City will continue to manage grants to meet
the current demands and priorities of.implementation within the grantor’s requirements.

Sequenced Procurement: The project needs to be implemented in a phased approach
with continual re-assessment of assumptions. This will allow the City to ensure that
estimates for areas such as staffing and ongoing needs are accurate and funded before
proceeding. This will ensure there is minimal impact to the General Fund, because
additional Phases will not progress until funding has been secured. It will also ensure
that the City has the resources necessary to support the system and its users, which will
reduce the use of disparate systems.

Minimize Customization: As the City has learned from past practice, project scope will
be managed to balance customization with future growth as new technology becomes
available.

This criterion will be used in the development of the RFP. The RFP will also include questions
designed to further define the system support needs, training requirements, and ongoing
maintenance of the system to ensure grant funding is sufficient and there is a minimal impact to
the General Fund. In addition, the proposed RFP will include three options of annual
maintenance and support for City to evaluate:

1)100% pro~,ided Proposer,
2)100% provided by City, and
3)50/50 Hybrid Model.

To ensure the project moves forward within grant requirements, the City is proposing a phased
strategy in the RFP. This will result in a contract award for Phase 1, and all subsequent phases
will be proposed as options subject to a "notice to proceed" process upon full appropriation of
funds:

Phase 1 - AFR: Deploy a "fully functional" AFR which allows officers to create
electronic reports. This should include critical interfaces with the SJPD’s Computer-
Aided Dispatch System (to reduce redundant data entry) and the creation of key tables
within RMS which will facilitate the ability to immediately compile and utilize data for
monthly Uniform Crime Reporting (UCR) and crime prevention.

Phase 2 - RMS: Implement the remaining core RMS components.
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Phase 3 - Additional Interfaces and Functionality: Additional interfaces and
functionality identified through the design document that will limit the use of disparate
systems.

The estimated timeline for AFR/RMS will allow for sequenced purchasing so that grants are not
put at risk and would be delineated as such:

November 17, 2009:
December 1, 2009:

December, 2009:
December 15, 2009:
January, 2010:

February, 2010:
March, 2010:

Council consideration of AFR/RMS project update
Finalize and release RFP for AFR/RMS
Council consideration of an extension of the agreement with URL
Posting and outreach regarding the RFP for AFR/RMS
Council consideration of the Mobile Data Computers (MDCs) contract
Evaluation of AFR/RMS RFP responses
Determination on whether to proceed with an AFR/RMS
Formulation of a recommendation for the AFR!RMS project
Report to Council on the results of the RFP process

EVALUATION AND FOLLOW UP

The Department will return to Council with a report on the AFR/RMS RFP in March, 2010.

POLICY ALTERNATIVES

Alternative # 1: Maintain the status quo and not replace or renovate the current RMS.

Pros: Cost avoidance of initial purchase.

Cons: This is not a viable strategy since the current system has proven to be obsolete,
ineffective, and underutflized. There will also be higher total costs for maintenance of the
existing system.

Reason for not recommending: Maintaining the current RMS poses significant risks regarding
the integrity and preservation of information.

Alternative # 2: Retain the current RMS while renovating its technology environment
(including refreshing system hardware and software) and implementing new systems and
applications around the RMS, such as implementing automated field reporting (AFR)
software and/or an enterprise-wide imaging and document management system.

Pros: This strategy has the benefit of mitigating many of the risks associated with the RMS
while allowing the City to take maximum advantage of the potential opportunities available to it.
The option of supplementing the existing RMS has immediate benefits for the City and is
achievable in a shorter period of time at lesser cost.
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Cons: The current RMS is outdated and does not reflect much of the work that has gone into the
development of best practices and new requirements for RMS software.

Reason for not recommending: This does little to remedy the systemic problems with the
current RMS, particularly with regard to the efficiency of the user interface and its ability to
effectively support a large number of concurrent users.
Alternative # 3: Upgrade the current RMS to a current "off the shelf" version from the
current software vendor.

Pros: This would provide benefits to the City and avoid a labor-intensive procurement process.

Cons: It would also include many of the same technical and operational risks and challenges as
would the configuration and deployment of a new RMS.

Reason for not recommending: The options to either upgrade the RMS with a new version of
the product or to replace it with an entirely new (and different) product are almost equal in terms
of their ability to realize opportunities and to mitigate risk, assuming that a new version of
SJPD’s current RMS could meet the Department’s requirements.

Alternative # 4: Pending grant allocations are unsuccessful and the City chooses not to
proceeds with AFR/RMS.

Pros: Cost avoidance of the initial purchase.

Cons: This is not a viable strategy since the current system has proven to be obsolete,
ineffective, and underutilized. There will also be higher total costs for maintenance of the
existing system.

Reason for not recommending: The City has had much success in securing grant funding for
this project. If pending grant applications are unsuccessful, the City has the option to reallocate
funding to move forward with Phase 1. There are also future grants that are becoming available
that the City could apply for. The phased approach of this project allows for the City to continue
with the additional phases as funding becomes available.

PUBLIC OUTREACH/INTEREST

Criterion 1: Requires Council action on the use of public funds equal to $1 million or
greater. (Required: WebsitePosting)

Criterion 2: Adoption of a new or revised policy that may have implications for public
health, safety, quality of life, or financial/economic vitality of the City. (Required: E-
mail and Website Posting)

Criterion 3: Consideration of proposed changes to service delivery, programs, staffing
that may have impacts to community services and have been identified by staff, Council or
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a Community group that requires special outreach. (Required: E-mail, Website Posting,
Community Meetings, Notice in appropriate newspapers)

This memorandum meets the above Criterion i and is posted on the City’s website for the
November 17, 2009 Council agenda.

COORDINATION

This Council Memo has been coordinated with the City Manager’s Office, the City Attorney’s
Office, the Information Technology Department, the Finance Department, and the Budget
Office.

FISCAL/POLICY ALIGNMENT

This action is consistent with the following General Budget Principles "We must focus on
protecting our vital core city services for both the short- and long-term" and "We must continue
to streamline, ilmovate, and simplify our operations so that we can deliver services at a higher
quality level, with better flexibility, at a lower cost" and the Strategic Initiative "Make San Jos6 a
Tech-Savvy City; lead the way in using technology to improve daily life."

COST SUMMARY/IMPLICATIONS:

Phase 1: AFR
The AFR component allows officers in the field to write a report on their MDC and submit it
electronically to a Department database. It also includes the replacement of MDC’ s, completion
of the rollout for e-Cites and Mobile ID, software, and network upgrades. This phase of the
project can be implemented within one year of vendor selection and award of a contract. The
total estimated cost for this phase, including Project Management is approximately $4.3 million.
These estimates do not include additional staffing for implementation or maintenance. The RFP
is requesting an implementation and maintenance strategy that incorporates the least amount of
impact to the General Fund. Grant funding has been confirmed and awarded in the amount of
$2.75 million. Future grant funding is expected within the next 18 months in the amount of
$1.55 million; for total funding of $4.3 million.

Future grant funds are from recurring grants the City has been receiving and continues to expect.
While funds are expected, they are contingent on state and federal appropriations. Therefore,
Phase 1 of this project is sequenced to align purchasing with funding as it is approved and
appropriated. While it is ideal that Phase 2 of this project overlap with implementation of Phase
1, implementation of Phase 2 can be delayed until funding sources are identified and confirmed.

Flexibility in implementing each phase and shifting grant resources is key to minimizing the
impact to the General Fund. If funds do not materialize, the implementation of the AFR
component will be stretched. Current grant funds can be shifted to complete the replacement of
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the MDC’s as current hardware has reached the end of its life and this is the infrastructure
required to eventually roll out AFR. Remaining hardware and software purchases will be
delayed until funding is realized.

As Phase 1 of the project is implemented, training will also be rolled out. Initial estimates for the
cost of training were identified in the ROI. Based on a lack of system design and vendor
selection, tl~e ROI estimated all training to be done on overtime to anticipate the worst-case
scenario. However, this is an area the City can be flexible. Depending on the system selected
and the ease of use, training requirements may be limited and can be rolled out on-duty rather
than on overtime, thereby minimizing the impact to the General Fund.

Phase 2: RMS
The RMS component includes replacement of hardware, new software and network upgrades.
The total estimated cost for this phase is approximately $3.3 million. This estimate is based on
the RFI responses and analysis. The RFP will determine the true cost of the system, as well as
ongoing costs for staffing and maintenance. As mentioned, the City will request in the RFP
multiple scenarios for maintenance and support of this phase (e.g., 100% provided by the
proposer 100% provided by the City, and a 50/50 hybrid model). Grant funding has been
confirmed and awarded in the amount of $500,000. However, future grant funding is expected
through a federal earmark specifically identified for RMS in the amount of $295,000.
Additionally, the City has applied for a competitive grant to fund this phase of the project in the
amount of $4.2 million. The City was expecting to receive notification of this grant by October
2009. No notification has been made. If funding is not awarded, the City will re-apply for funds
in the next grant cycle and this phase of the project can be delayed until funding is secured.
However, releasing the RFP now will allow the City to take advantage of the existing market and
determine the true cost of this project. No commitment needs to be made until funding is
secured; as is the case in Phase 1, Phase 2 can be sequenced to align implementation to secured
funding sources.

Phase 3: Additional Inter_aces & Functionali~_
There are approximately 180 disparate systems in the Department that could be interfaced or
included in the AFR/RMS project. The City has learned from past implementations that it
cannot reach maximum efficiencies by assuming all disparate systems will be linked to the new
AFR/RMS system. Some systems, such as Computer Aided Dispatch (CAD), will be interfaced
with the initial implementation. Others will be prioritized based on functionality, critical needs,
and funding. As funding becomes available and as the City has the resources to implement,
additional interfaces and functionality will move forward. Costs have not been identified for this
phase of the project.

Other one-time and ongoing costs (maintenance & support staff)
Implementation of the RMS will have some additional one-time and ongoing costs associated.
Ongoing maintenance is currently budgeted for the existing RMS in the amount of $355,784.
This budget will cover the ongoing cost of the system maintenance. However, past system
implementations have taught the City that it must have a redundant system for a period of time to
ensure the new system is working effectively. The redundancy will continue for three to four
years and during this period maintenance on both systems will be required. Many grants do not
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allow for ongoing costs or maintenance. While the City may secure funding for the first year of
maintenance within the purchase of the software, there will be an annual cost of $287,000 for
three years of maintenance in the total amount of $863,000. The City will leverage grants to
cover this cost where possible; however, some may need to be absorbed by the Department’s
existing appropriations.

As Phase 2 of the project is implemented, training and system support will need to be re-
assessed. Until the RFP results are evaluated, the City will not know how easy or difficult the
system will be to use, the required training, or the level of system support needed. Based on the
lack of system design and vendor selection, the Department used the 5 Year Staffing Plan to
project staffing needs to support this project, estimating the maximum need of 21 additional
staff. The estimated cost of 21 additional staff is $1.6 million annually. To the extent grant funds
are available to fund staff, although temporarily, additional staff may be added during
implementation and until grant funds are exhausted. Once the product and vendor selection
process is complete, the City will be in a better position to determine what ongoing resources
will be requh’ed to maintain the system. At this time, no new staff is being requested.

Additionally, training needs will be reassessed based on the system design and recommendations
from the vendor selected. This flexibility in managing this project will allow us to minimize the
impact to the General Fund and make decisions along the way as funding is made available.

To allow flexibility in maintenance and support options and evaluate the impact of each, the
proposed RFP will include a request for three cost proposals for maintenance and support
options:

1)100 % Proposer Maintenance/Support,
2)100% City Maintenance/Support, and
3)Hybrid Model Maintenance/Support.

Priorities will continually be re-evaluated based on the amount of funding available and with
special attention to limiting the impact to the General Fund.
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Estimated Cost

SUASI 2008
AIS Encumbrance
2009 Recovery Act JAG
2008-2010 SLES
COPS Technology

SUASI 2009
2009-2011 SLES
COPS Technology

Confirmed and Future/Pending
Funding Total:

$ 4,301,225

$ 700,000
$ 200,000
$ 824,687
$ 400,000
$ 628,000

$ 700,000
$ 500,000
$ 350,000

$ 4,302,687

Estimated Cost

2009 Recovery Act JAG

COPS Technology
Edward Byrne

Confirmed and Future/Pending
Funding Total:

$ 3,311,069

$ 500,000

$ 295,000
$ 4,223,940

$ 5, 018,940

PHASE 3: :ADDITIONAL INTERFACES & FUNCTIONALITY
Unknown at this time

PROJECT TOTALS

Total Estimated Cost $ 7, 612,294

$ 3,252,687Total Confirmed Funding
Total Future/Pending Funding
Total Confirmed and Future/
Pending Funding

$ 6,068,940
$9,321,627
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Maintenance of existing RMS~

Support stafla
$ 863,000
$1, 600,000

BUDGET REFERENCE

Fund # Appn # Appn. Name Total Adopted Last Budget Action
Appn Budget (Date, Ord. No.)

Page
001 3716 2008 SUASI Grant- $1,472,972 IX-27 10/20/09, #28653

Police
414 3701 SLES Grant2008- $430,796 XI-88 10/20/09, #28653

2010
474 3813 Recovery Act JAG $1,353,687 XI-30 10/20/09, #28653

Not a project.

Robert L. Davis
Chief of Police

Stephen R. Ferguson
Chief Information Officer

For questions please contact Tamara Becker, Operations Support Services Division Manager at
277-4198.

RD: TB/MMJ

Attachments: Return on Investment (ROI) Study- Executive Summary
The full R01 can, be found on the City’s website for the November 17tl’ City Council Meeting.

1 These estimates will be further refined through the RFP process. Once these areas are given clear cost estimates,

the City will aggressively pursue grant funding to meet these needs. However, the RFP will specifically ask for
staffing and maintenance proposals that would be either 100% supported by the vendor, 100% supported by the
City, or a hybrid model between the vendor and the City. Therefore, we anticipate these numbers will change.
Currently, cost estimates for training are not included.
2 Based on current analysis, the Department will need to maintain its current RMS for three years after the new

system is implemented. This would incur a maintenance cost of ~; 287,000 annually for three years.
3 This estimate is derived from the ROl’s analysis that utilized the Department’s 5 year staffing plan and estimated

21 additional staff would be needed annually to meet the Department’s technology needs.
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1. EXECUTIVE SUMMARY 

BACKGROUND 
The City of San Jose (City) and the San Jose Police Department (SJPD)  have embarked on an effort to 
identify strategies to overcome the challenges they have faced with regard to SJPD’s current Records 
Management System (RMS) and the large number of outdated and redundant standalone systems that 
have been developed as “workarounds” to the RMS. This effort included an extensive study of the current 
business processes and identified risks and opportunities associated with keeping the existing 
technology, upgrading it, or replacing it.  Additionally, in an effort to ascertain specific information about 
costs and current product capabilities, the City released a Request for Information (RFI) in May of 2008.  
All information collected during the study and the subsequent RFI is leveraged in this analysis. 

The purpose of this return on investment (ROI) analysis is to provide a comprehensive overview of the 
long-term costs and benefits of the AFR/RMS project.  In order to accomplish the overview, the study: 
presents known operational and maintenance costs for the RMS currently in use, including costs 
associated with various standalone systems heavily relied upon by SJPD staff and managers; anticipates 
the implementation costs of a new AFR/RMS including the operational costs and costs of system 
maintenance and scheduled hardware replacement, and; identifies “direct benefits” of a successful 
AFR/RMS implementation. These costs are projected over a ten (10) year period. 

To illustrate the potential benefits of a new AFR/RMS, seven Department workflows were examined 
including: report writing; routing and distribution; data entry; data retrieval; investigations and case 
management; crime analysis and statistical reporting, and; the impact of “shadow” systems. While the 
benefits of a new AFR/RMS are not limited to these specific functions, these processes follow a typical 
crime report through its entire life-cycle within SJPD and touch on the core goals of this project.   Detailed 
discussions of existing and prospective workflows are presented in an Appendix to this document. 

SUMMARY OF FINDINGS 
The findings contained within this ROI are complex and highly interdependent and likely to generate 
discussions on how to utilize the AFR/RMS as a tool to address anticipated budget shortfalls.  The scope 
of this analysis did not include a detailed review of current workloads within the Units and Divisions for 
which savings were identified: the significance of such information became apparent as the financial 
figures developed. In short, SJPD is beginning to feel the results of a “perfect storm” of events.  In an 
effort to “do more with less”, SJPD has had to cut support services while striving to increase patrol 
functions. The inability to keep up with demand in both has resulted in significant inefficiencies in the 
Department’s delivery of services. Data entry is backlogged or in some cases not performed at all 
resulting in a lack of reliable, real-time data. The lack of such data inhibits the ability of patrol and 
investigative units to function effectively.  

In addition, SJPD is a complex organization serving and supporting many customers. It is unrealistic to 
expect that one vendor will be able to address every process, form, or interface to create a truly 
“paperless” system. Staff will still be required to continue to support manual functions to varying degrees 
and to provide on-going support and management of the RMS. Unrealistic expectations and inadequate 
resources for on-going management and maintenance of the current RMS and its users have been 
identified as key problems with the existing RMS. There is no room to ignore the lessons learned from 
that implementation.   

The savings identified in this ROI represent a cost avoidance opportunity. The proposed action to 
purchase a new AFR/RMS system and, the subsequent organizational efficiencies, would serve to restore 
a sense of balance among all functions within the Department: The Operations Support Services Division 
(OSSD) would be better suited to address the many non-records functions it performs and resume the 
functions that have been distributed to other Units in light of staffing shortfalls.  The Court Liaison Unit 
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(CLU) would be able to more effectively deliver cases to the Court and spend more time in witness 
coordination and investigative support; The Crime Analysis Unit (CAU) would be able to focus on crime 
analysis rather than performing basic data queries; The Bureaus of Field Operations (BFO) and 
Investigation (BOI) would have access to real-time data for more effective patrols and better officer and 
public safety.   

SUMMARY OF OPERATIONS AND MAINTENANCE COSTS COMPARISON 
The implementation of the AFR/RMS will certainly be a large and expensive undertaking.  This study 
projects the ten (10) year costs of maintaining the existing legacy system to be $5,196,750.24 or 
$5,066,831.48 applying a net present value of 2.5 percent.  The projected total costs for the new 
AFR/RMS solution over ten (10) years is $34,488,865.62 or $33,626,643.98, again applying a net present 
value of 2.5 percent.  The difference between the existing legacy system costs and the projected costs for 
the new solution - $29,292,115.38 – represents the City’s true costs over the 10-year period of this study. 
 

ROI Financial Analysis Today's Dollars
Net Present Value @ 

2.5% Return
A. Total 10 Year Legacy System Costs $5,196,750.24 $5,066,831.48
B. Total 10 Year AFR/RMS Costs $34,488,865.62 $33,626,643.98
C. Incremental Government Investment (B‐A) $29,292,115.38 $28,559,812.50  
 
It is important to note that the projected total costs for the new AFR/RMS solution include several key 
components to ensure long-term project success:  
 

• The figures budget for 21 information technology (IT) support staff for RMS Support within the 
SJPD’s Systems Development Unit (SDU).  These positions have been identified and articulated 
in the SJPD’s Proposed Five Year Staffing Plan:  2007-2012.  These positions are not currently 
funded.   

• The figures assume all SJPD staff (civilian and sworn) will receive 40 hours of AFR/RMS training 
on overtime pay.   

• The study assumes the purchase of laptops for patrol officers and that this hardware is replaced 
in years seven (7) and eight (8) of the ten (10) years.  

 

SUMMARY OF DIRECT AND INDIRECT BENEFITS OF PROJECT TO THE CITY 
Clearly the difference between the cost projections associated with maintaining the existing legacy 
system and those associated with the procurement and implementation of the new AFR/RMS solution – 
nearly $30 million over ten (10) years – is significant and may beg the question as to why the investment 
in new technology is necessary.  This study presents projections of both direct and indirect benefits that 
make the business case that the new system is well worth the investment.  For the purposes of this study, 
direct benefits are those which result in a direct benefit gained in a defined area of the agency’s budget, 
which we have quantified while compiling this study.  Meanwhile, indirect benefits are those that can be 
identified through extending the inherent ability of the technology.  Indirect benefits are more difficult to 
calculate with a reasonable level of certainty.1   
 
The following table defines the value of the projected direct benefits that are estimated in the study2.     
 
 
 

                                                      
1 Rapid Economic Justification:  A Step-by-Step Guide to Optimizing Investments that Forge Alliances Between IT and 
Business, Microsoft, 2005, pages 68-69 
2 The study addresses the projected costs over 10 years using the value of funds with today’s dollars and then applies a net present 
value, which is a standardized way of depicting the time value of money over time, to appraise the value of long-term projects. 
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SUMMARY OF INVESTMENT RETURN 
Considering the known costs of the proposed AFR/RMS project as well as the efficiencies and benefits 
anticipated with the new system, the study anticipates that the City/SJPD will realize an overall ROI of 
192% and a project payback on the incremental investment of just over five (5) years.  However, for 
reasons that are well articulated throughout the document, there is significant information to suggest that 
these estimates are conservative as indirect benefits are also realized.  Finally, it is likely that the useful 
life of the system will exceed the ten (10) year time span used for this study.  For every additional year 
the system delivers value to the City, the ROI will multiply significantly. 

The following table defines the anticipated ROI estimated in the study. 

C. Incremental Government Investment (B‐A)  $29,292,115.38  $28,559,812.50

 

CONCLUSION 
 
The purchase of the proposed AFR/RMS solution represents a significant investment for the City and the 
SJPD.  The successful implementation will require a considerable commitment of time, energy, and 
resources of all SJPD staff and a long-term commitment on behalf of the agency’s leadership to ongoing 
training and system maintenance.  However, it is clear through our analysis that there are significant 
benefits – both from a cost and operational perspective – in making this investment.  In addition to 
providing a return on the City’s investment, this transition to more contemporary policing technologies will 
position SJPD to shift personnel resources to the priorities of the agency which have been put on the 
“backburner” due to lack of staffing.  It will also allow the organization to be more responsive to the 
increased population of the City and community’s demands of the future, which supports the goals and 
direction of the leadership of SJPD, City Administration, and City Council. 
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