








































































































Project Name
Feasibility Study of a Consolidation of the City of Canal Fulton

 and 
Lawrence Township Police Departments

Nature of Partnership

The City of Canal Fulton and Lawrence Township will partner in an administrative study to 
determine the feasibility of creating a police district by consolidating the two existing 
departments.  Both communities have passed legislation supporting the study and have 
appropriated funds to create the required grant funding match.

The communities of Lawrence Township and Canal Fulton operate professional police 
departments.  The two police departments operate independently and redundancies have been 
identified that are posited to result in duplicated spending in staffing, capital equipment, and 
certain operational areas.  Economies of scale, barriers to effective services exist which CDJ 
Consulting, LLC have identified that will save the respective communities approximately 
$506,000 or approximately 26% of the present combined budgets of $1,950,000. 

The two communities will work together by hiring a consulting firm, mutually agreed upon by 
the communities.  The consulting firm will provide the following: 

(1)Determine the economic and political feasibility of creating a police district to serve 
the City of Newton Falls and Lawrence Township; 

(2) Identify areas where police services can be enhanced without increasing personnel, 
capital and/or operational costs; 

(3) Identify present jurisdictional barriers that may prevent effective community law 
enforcement; 

(4)Assess key policy issues, the stakeholders affected, the values, the traditions and 
mores of each department, the perceived benefits/costs of a consolidation, the level of 
public confidence, support and education needed, and the design, structure and 
identity of what will be a new police department.  

Contact:  Mark Cozy
  City Manager
  155 East Market Street
  Canal Fulton, Ohio 44614
  330-854-2225



Population   2010
Canal Fulton   5,479       
Lawrence Township  8,223 

Project Description

The City of Canal Fulton and Lawrence Township are jointly applying for an LGIF grant for the 
above stated Feasibility Study.   Under the Ohio Revised Code there are two possible formats for 
the combining of municipal and township police departments.  A police district may be formed 
from the two entities by a consolidation or the township may contract with a municipal 
corporation for police services.  The two entities are interested in the consolidation format.

The study approach involves public discussions amongst the respective communities, legislators, 
administrators, and police departments.  Facilitative discussions, online surveys, and online 
sharing of information via city and/or township websites will enhance, inform and supplement 
the public discourse.

The process itself is a four stage strategy of:  Assessment, Planning/Coordination, Transition, and 
Evaluation/Adjustment.

The Assessment Stage is an intensive fact finding process.  It identifies key policy issues, the 
stakeholders affected, the values, the traditions and mores of each department, the perceived 
benefits/costs of a consolidation, the level of public confidence, support and education needed, 
and the design, structure and identity of what is essentially a new police department.  Included is 
an analysis of the “internal infrastructure” of each organization (policies, procedures, training, 
equipment, budgets and statistical reports). 

Interviews will be held with the Mayor and members of the Canal Fulton City Council, 
Lawrence Township Trustees, Canal Fulton City Manager and all police personnel of the 
Lawrence Township and Canal Fulton Police Departments.

Interviews will also be held with citizens from both communities, as determined by the elected 
officials of each community.  Interviewees should include representatives from school system, 
service/fraternal organizations, Faith community, and local businesses.

Components of the Assessment Stage will include a review of key documents and records 
produced and maintained by the City of Canal Fulton Police Department and Lawrence 
Township Police Department: 

 
 1. Written standard operating procedures

2. Organizational charts
3. Statistical operations reports



4. Directives, rules, and regulations
5. Work schedules
6. Inventories of vehicles and equipment (including an inspection of 

  each)
7. Program outlines
8. Budgets (personnel, operations, capital) 
9. Administrative reports
10. Labor agreements, including retirement programs
11. Training records
12. Workload reports
13. Facilities and floor plans (including a physical inspection of each)
14. 5 year crime statistic reports

The Planning/Coordination Stage requires that the path toward creating the single department be 
created in such a manner that the public and department members clearly understand key 
calendar and organizational milestones in creating the new entity.  The governmental entity and 
financial resources must be accounted for and understood.  The organizational chain-of-
command, human resources processes and policies, operational procedures, budgetary resources 
and equipment, and responsibilities will need to be identified and personnel oriented to the 
values, new traditions, mores and culture introduced.

Included in this stage will be an analysis of administrative, technical, operational practices and 
budgetary resources and a determination of the compatibility of the two organization’s cultures
and practices. An observation of the respective departments’ practices, patrol and investigation 
procedures, record-keeping, communications protocols, evidence and property procedures and 
special community programs will be conducted.

The Transition Phase of the consolidation will be marked by some confusion, some adjustments, 
and should not allow for a reduction of or a response to community expectations for safety and 
law enforcement services.  The care and deliberateness taken in the two previous stages will 
inform and predict the ease or difficulty that will be experienced in this stage.  This stage is the
province of the elected and appointed officials leading this organization.  This stage may or may 
not necessitate additional organizational consulting assistance.

An Evaluation/Adjustment program will be ongoing through each of these stages as well as at 
regular intervals during the first two years of the consolidation.  The elected officials and 
administrators need to be poised to respond with appropriate policy changes as needed/required 
or with other action as the environment and situation call for.  

The study is for the consolidation of the city and township police departments, and, therefore 
needs to also address these issues so that the elected officials, appointed officials, and staff can 
educate, respond to and confidently provide the citizens of Lawrence Township and Canal Fulton 



with a Police Department and incumbent services that are sustainable, and provide the assurance 
of a safe, growing community.

Past Success: 

In 1997 Canal Fulton and Lawrence Township entered in to a Shared Services Agreement for 
Fire and EMS services.  In this agreement the city and township fire departments alternate the 
staffing of their fire stations to service both communities.  For example, one week the city 
department covers the 6:00AM to 6:00PM shift and the township covers the 6:00PM to 6:00AM 
shift.  The next week they switch and cover the other shifts.  This has worked very well for both 
departments for fifteen (15) years and enables twenty-four hour staffing that neither department 
can afford to provide without this agreement.  Copies of the Shared Services Agreement and 
updates will be made available upon request.

In 1986, Canal Fulton and Lawrence Township joined efforts with the City of Massillon and 
Jackson Township to provide a consolidated police dispatching service.  

Scalable/Replicable Proposal: 

The proposed feasibility study model will be scalable to larger communities and replicable for 
other similarly situated police departments and non-police agencies.  

The neighboring Summit County communities of New Franklin and Clinton currently 
collaborate with Police and Fire/EMS services.  The proposed feasibility study is a potential 
model for discussing a consolidation of the existing of the Canal Fulton-Lawrence Township Fire 
District with this new Police Department form.

As is noted below (Larger Consolidation), Canal Fulton and Lawrence Township have a history 
of collaboration with each other and with other communities.  Canal Fulton, Lawrence 
Township, Massillon, and Jackson Township are the founding members of the Regional 
Emergency Dispatch (RED) Center that now provides dispatching services for all police 
departments in western Stark County.

It is also intended that the process undertaken in the study will be applicable to expansion and 
include any of our respective neighbors in Stark and/or Summit Counties.

The study stages of Assessment, Planning/Coordination, Transition and Evaluation/Adjustment 
are proven academic and real world processes. 



Probability of Success:

The probability of success is very high given the history of community partnerships (see Larger 
Consolidations, below).  In this particular program, the definition of success will be determined 
by: (1) the ability of the community to arrive at a solution that is embraced by the two 
communities via engaged and educated citizens; (2) the creation of a consolidated police district 
that will deliver police safety services in a more efficient and effective manner and in a reduced 
overall cost to the residents of the two communities.  

The feasibility study process itself is a proven road map to achieve organizational consolidation.  

Larger Consolidation: 
The leaders of Canal Fulton and Lawrence Township have a history of participation and 
collaboration.  The respective elected officials have worked to successfully study and combine 
fire services, fire dispatching and police dispatching.   Leaders from Canal Fulton and lance 
Township are presently negotiating a cooperative economic development agreement for the area 
known as “Marshallville.” (Please see Exhibit A).

In 2010, the City of Canal Fulton and Lawrence Township formed a committee to study the 
creation of a joint fire district.  In 2011 an agreement was reached to provide for a shared fire/
EMS services agreement.  The agreement is providing superior and cost effective fire and EMS 
services to Lawrence Township and Canal Fulton residents.   The two entities are currently 
exploring legal precedents to for the joint purchasing of capital fire/EMS equipment and the use 
of shared facilities.

There have been very informal discussions of a possible consolidation of Canal Fulton and 
Lawrence Township. A successful outcome of the proposed study with the police and fire 
departments may well create the foundation for a merger of the two communities furthering 
consolidated and cost effective local government.

Performance Audit Implementation/Cost Benchmarking:

The Auditor of State has provided nor requested to provide a performance audit.  A cost 
benchmarking study has not been conducted.

Economic Impact 

A significant goal of the proposed consolidation is to provide police services that are sustainable, 
cost effective and provide the assurance of a safe community.  The feasibility study will identify 
the most effective and efficient professional police organization in which to accomplish this goal 
and provide additional community patrol services, like the Ohio and Erie Canal Towpath and 
neighborhood bicycle patrol program.



Safe communities with low taxes are in a better position to attract and retain businesses. The City 
of Canal Fulton presently enjoys the rank of 61st least costly place to locate in Ohio (Exhibit B).  
The online Business Assistance Recruitment Calculator service which highlights the tax and 
utility costs for businesses looking to locate in the community is on the city website; and the city 
is in the process of developing additional online economic development information.  

Canal Fulton and Lawrence Township are bisected by the Ohio and Erie Canal Towpath route.  
Bike/hike trails are a tourism generator and they play a major role in the local economy.  One 
focus of a consolidated department, will be to operate in partnership with the City and Chamber 
of Commerce to create a more bike friendly entrance to downtown Canal Fulton and enhance the 
downtown experience, knowing that for every dollar spent in the community, that dollar in turn, 
is spent another four times throughout the City and Township.  Numerous studies have been 
conducted over the past fifteen (15) years indicating the economic benefit of bike/hike trails 
(http://www.americantrails.org/resources/economics/index.html).  Similar studies have pointed to 
increased safety at crossings and access points which will be highlighted by a new patrol 
program.  Creating safe crossings and access points near the downtown and commercial areas 
will increase the amount of cycle traffic and commerce to these areas. 

According to a recent study completed by Economic Development Data Services, the City of 
Canal Fulton ranks 61st least costly local government in Ohio.  Said another way, the City of 
Canal Fulton is one of the most affordable places for businesses and residents to locate in Ohio.  
Depending on the outcome of the study, potential savings, consolidation of the two departments 
may offer the opportunity for local officials in one or both communities to lower tax rates - 
making Canal Fulton an even more attractive community in which to locate, aiding their 
economic development attraction and retention efforts.

Response to Economic Demand

Canal Fulton and Lawrence Township have seen increases in population since 2000.

 Population   2000   2010  %-change
 Canal Fulton   5,061   5,479        8%
 Lawrence Township  6,235   8,223      32%

 Service Calls   2009  2010  2011  %-change
 Canal Fulton   4,059  4,597  4,978      23%     
  Lawrence Township  3,941  4,067  3,804     - 3%     

Since the past dicennial census, Canal Fulton has experienced an increase in population of 23% 
and Lawrence Township has experienced a 32% increase in population.  Over the past three 
years, Canal Fulton has experienced a 23% increase in calls and Lawrence Township has 
experienced a drop in calls of 3%.  

http://www.americantrails.org/resources/economics/index.html
http://www.americantrails.org/resources/economics/index.html


The feasibility study will consider these increased demands and potential increase of calls in 
Lawrence Township.   The first three stages of the study will look at patterns and geographic 
locations of increased demand in Canal Fulton relative to potential impact and increased criminal 
activity in Lawrence Township.  The study will be able to examine patrol patterns and alternative 
enforcement activities via a consolidated department.

Further, Lawrence Township and Canal Fulton are presently negotiating a CEDA agreement that 
will encompass more than 100 acres.  The potential business growth in this area is significant.  It 
is anticipated that construction in this area will commence within a six to nine month period after 
the conclusion of the negotiations.

The Ohio to Erie Canal Bike/Hike Trail bisects Canal Fulton and Lawrence Township.  While 
there is not hard data available at this time, anecdotally, residents and police officers have 
noticed an increase in bicycle riders and other trail riders.  The Stark County MetroParks does 
provide a volunteer assistance cycling program, and both communities feel that will be necessary  
to begin police bicycle patrols in their respective jurisdictions.  A component of the study will 
consider this impact and integration of regular police bicycle patrolling of the Ohio To Erie 
Towpath and linking these patrols to more compact neighborhoods in the two communities. 

Anticipated Return on Investment:

The purpose of the proposed study is to determine the costs, benefits and potential savings to the 
citizens of the respective communities of a consolidated police department.   It is predicted that 
there will be reduced personnel, operational and capital costs in creating one department, and 
increasing efficiencies in provision of police safety services to two growing communities, with 
an anticipated Return On Investment of 26% (and 27% average over three years).

The potential first year reductions in cost will come from two (2) present full-time positions 
(chief, office clerk) eliminating one (1) Lieutenant position and two (2) presently vacant patrol 
positions within the two existing organizations (approximately $364,000).   It is estimated that 
capital equipment costs will be reduced (approximately $70,000).  The preliminary budgetary 
examination of operating costs and contractual cost comparisons indicate a possible reduction of 
$60,000.

The aforementioned cost reductions are estimated to be nearly $506,000 per year or 26% of the 
combined departmental budgets of approximately $1.9 million.  Definitive figures on the return 
on investment will be a product of the feasibility study and presented to the Canal Fulton City 
Council, Lawrence Township Trustees, the communities and respective department members.

Preliminary discussions with City and Township police officials and the City Manager indicate 
that consolidation could enhance patrol staffing/scheduling to allow for an additional patrol on 
late night shifts, target patrols in both communities, and re-constitute a community bicycle patrol 



program that will involve providing police protection on the Ohio to Erie Canal Towpath section 
that runs through Lawrence Township and Canal Fulton and compact neighborhoods in the two 
communities.

Additional Information



Revenue Projections

Account Description 2009 2010 2011 2013

210.000.4110 REAL-ESTATE TAX 12.56              
210.000.4120 PERSONAL PROPERTY TAX
210.000.4140 MUNICIPAL INCOME TAX 130,727.70     125,415.54     135,054.37        143,333.00       147,633.00        
210.000.4310 S/B 3 & 287 P.U. REIMBURSEMENT 230.00            346.74            
210.000.4320 ROLLBACK & HOMESTEAD 400.00               
210.000.4330 PERS PROP TAX EXEMPTN REIMB 5,378.20         5,447.23         0.40                   
210.000.4368 IMMOBILZTN/NON-COMP FEES-BMV 400.00            235.00            29,408.73          200.00              200.00               
210.000.4491 MISC POLICE FEES 250.00               -                    -                      
210.000.4495 GRANT REIMBURSEMENTS 3,839.03         21,755.40       190.00               -                    -                      
210.000.4510 PARKING TICKET FINES 800.00            590.00            6,575.27            500.00              500.00               
210.000.4520 POLICE RESTITUTION 2,972.39            -                    -                      
210.000.4610 MISCELLANEOUS 13,730.46       269.24            750.00               100.00              100.00               
210.000.4615 POLICE OVERTIME REIMBURSEMENT 4,690.59         3,237.05         -                    -                      
210.000.4650 DONATIONS TO POLICE DEPT -                   -                   -                    -                      
210.000.4990 TRANSFER TO POLICE FUND FROM GENERAL FUND 744,272.30     724,584.46     913,500.00        900,000.00       820,000.00        

213.000.4495 DRUG PREVENTION GRANT 5,890.92         5,095.79         192.88               
213.000.4540 DRUG FINES 635.00            929.00            818.00               200.00              200.00               
213.000.4560 DUI FINES 331.00            100.00            465.00               500.00              500.00               
213.000.4610 D.A.R.E. CONTRIBUTIONS 1,228.34         1,419.98            100.00              100.00               
213.000.4615 DARE FUND MISCELLANEOUS 107.87            1,200.00           1,200.00            
213.000.4650 DONATIONS -                    -                      
213.000.5700 D.A.R.E. STATE GRANTS -                    -                      

1,500.00           1,500.00            
216.000.4540 DRUG FINES 10,515.00       358.62            392.00               
216.000.4560 DUI FINES 35.00                 200.00              200.00               
216.000.4590 SALE OF CONTRABAND/PROP 1,029.00            -                    -                      

391.000.4990
TRANSFERS TO CAPITAL PROJECTS FUND FROM 
GENERAL FUND FOR POLICE DEPT CAPITAL 
SPENDING

35,401.69       43,793.65       12,429.41          54,700.00         50,000.00          

958,082.79     932,265.59     1,105,882.43     1,102,533.00    1,022,133.00     

Historical Revenue Estimated 
2012 Revenue

P



Revenue Projections

2014 2015

152,062.00         156,624.00         

200.00                200.00                
-                      -                       
-                      -                       

500.00                500.00                
-                      -                       

100.00                100.00                
-                      -                       
-                      -                       

885,500.00         905,000.00         

200.00                200.00                
500.00                500.00                
100.00                100.00                

1,200.00             1,200.00             
-                      -                       
-                      -                       

1,500.00             1,500.00             

200.00                200.00                
-                      -                       

54,500.00           50,000.00           

1,096,562.00      1,116,124.00      

Projected Revenue
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