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DearMayor Cooper

We have completed thevaluation ofthe Policeand FireDepartmerd for the City of CovingtonThis

review has included an analysis of operational and procedural practices, budgetary and staffing issues,
service levels and the full scope of responsibilities and activities performed twyotdepartmentsThis

final report contains the findings amdnclusions resulting from this review and recommendations for
improvement.

Our study has been intended to identify every potential opportunity for cost savings and productivity
improvement within the departmentike other municipalities across Louig& and the country more
generally, the continuing economic malaiselimiting available tax revenues and in turn, cisgt
budgetary challenges.udstudy results will hopefully provide the means to preemptively armohally
address this situation fouplic safety services Covington

In reviewing the recommended actions contained in this report, we ask that you remain cognizant of the
following:

e We have proceeded from the assumption that public safety service levels and response should
not be compromised. This point is reaffirmed throughout the study and is considered in
formulating suggested changes to operating systems or personnel levels.

e In regard to the latter, we strongly suggest ttmatthe extent possiblestaff reductions be
achieved through attritohas opposed to the elimination of
City may choose to pursue a more immediate cost cutting approdts ibeen our experience
that a planned program of attriti@an serve to foster organizational acceptance for change and
in turn, assure a higher level of morale and performance.

e Our recommendations include some that are envisioned for immediate iempddion and
others that are longeéerm I n this sense, we have attemp
continuing cost containment.

e In some cases our recommended actionst be considered within the contextQwil Service

law. In these cases will be necessary tmplement changes within the legal parametére
have added our thoughts exding where this might apply, and how it might be achieved.
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The Honorable Michael Cooper
Mayor
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We appreciate the cooperation extended to us by employees of the &ulicEire Departmers,
particularly Police ChiefRichard Palmisan@nd Fire Chief Richard Badonin all cases we found
empbyees of theCovingtonPoliceand FireDepartmerg to be cooperative, candid and willing to offer
suggestions for improving operations.

We have sincerely enjoyed this opportunity to work witea City of CovingtonIf you have questions
concerning thiseport, please do not hesitate to contact me at 734.904.4632.

Very truly yours,

Gy

Mark W. Nottley, Principal
Municipal Consulting Services LLC

3999 Albert DriveA Ann Arbor, MI, 48105A Phone: 734.904.463A FAX: 260.350.0305
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EXECUTIVE SUMMAR Y

In this section of the report we include discussiontled backdrop for the studygroject
objectives and approach, the methodglogised in conducting the study anthe
recommendationthat have resulted. Each discussion point is presented separately below.

BACKDROP: OPERATING AND FINANCIAL OVERVIEW

The City of Covington is a full service municipality serving a permanent population of
approximately 9,000. The City serves as théspaseat for St. Tammany Parish and as such, has
a much larger daytime populatioestimated at 25,00@Quality of life is high, and the citizenry
expects and receives higjuality, responsive municipal services. The City has traditionally met,
or exceedethese service expectationsncluding the provision of police and fire services.

In providing these services, the City has traditionally preferred autonomous service provision
focused exclusively on the City of Covington. On the police side, the Cowirigplice
Depart ment has i mited interaction with the
proximity of the two operations. On the fire side, the Covington Fire Department has limited
interaction with neighboring Fire District 12 despite the geglgyiacloseness of the station

houses and sometimes overlapping service areas. Essettialyity of Covington has viewed

the city proper as a unique public service area and allocated resources accordingly.

This service model haserved the community well but has alsemuired a fairly significant
financial outlay. Blice and fire servicesonsume a large portion of the general fund budget. In
FY 2010, total audited expenditures were $5,434,302 or roughly 50% of total general fund
outlay. Much of thiscost can be attributed to personnelated expense Both departments
requi r ¢hedilr makd i antexgénsiverbgt necessary operational characteristic.

In regard toexpendituresboth departments have experienced sigmifi¢acreases in operating
budgetover the prior five years. This is illustrated in Exhibits 1 apav/ich present historical
trends for Covingtondés police and fire operat
significantly in 2006 and areow maintained at much higher levels. comparisonto 2006
budgetedexpenditure levelfor police and fireservices2011costsarehigher by 54% and 63%
respectively These increases can be attributed to a number of upgrades including a significant
increae in personnel fdfire Department staffingnultiple policerelated upgrades, pension cost
escalation and other factors.
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Covington Police Department
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Covington Fire Department
Historic and Estimated Expenses
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Unfortunately, like other local governments, the City of Covington has been, and continues to be
impacted by the economic climatdaving increased public safety expenditures prior to and
during the 2008 economic collapseghe City is now faced with less certain prospects for
maintaining these spending levelldeavily dependent on sales and ad valorum property taxes,
the City, in the current fiscadnvironment may not be able to prodube revenuestreams
necessary to stanincreagdservice costs. This situation is illustrated in Exhibit&trend line

that tracks the yedry-year general fund equity balance. As seen in the exhibit, fund bglance
discretionary reserves$ias been depleted at a relativedpid rate since 2006. While the balance

is still substantial, the trend line is not positive. As the recession continues, rising costs, coupled
with stagnate revenue streaomild pose financial challenges.

Exhibit 3
City of Covington
Historic Fund Balance
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*A portion of the reduction is the result of the City moving its capital budget to a special unused capital outlay special
revenue fund. Balance was $2,836,000 as e31:29.
Source: City of Covington

A pre-emptive approach to addressing the situation is certainly in order and this study is one
component of that initiativeAs noted above, Police Department and Fire Department costs
consume roughly half of the general fund buddetturn, 2010 personheosts for these two
departments accounted for 82% and 86% of total costs respecketdyed to thisany serious

cost reduction effort mustonsider and scrutinizgublic safetystaffing levels. Consistent with

this requirement, ur evaluation has fased on finding methods fatructuring the respective
operations for greatest efficiencgvaluating shareservices optionsand generallyidentifying

any and all opportunities for improving tlieb o t t o.min inany eases thimay involve
restructuringoperations with fewer personneAny such staff reductions wouldleally be
achieved through attrition.



OBJECTIVES OF THE STUDY AND QUALIFIERS

Based on the abovehd identification of cost savingsd productivity improvemestavebeen
primary objectivesof the study. However, th€ity recognizes the importance of poliaed fire
services to the residents dfovington Related to this, theCity will not entertain
recommendations that result dmamaticservice reductions and decreased serviaditgu We

have been cognizant of this overall directive in conducting the study. Consistent with this, we
have proceeded from the assumption that palia fireprotection should not be compromised.
The residents have come to expect a certain level wicsequality and responsiveness. Our
study recommendations must assure that this service level is either maintained or enhanced.

To identify cost savings within this framework, we have focused on conducting a very thorough
evaluation of all policeandfire service areas and related resources. Our objective has been to
examine virtually all aspects pfiblic safetyoperations for the purpose of:

e Determining appropriate staffinpvels for administration, supervisiorfield
services, support services aridrical operations;

¢ |dentifying and implementing opportunities for improving the utilizatiod/ar
coordination of personnel;

¢ Determining new scheduling systems to achieve better coverage with available
staff in all field operations;

e Specifying andcorrecting any procedural redundancitst are impeding
productivity;

¢ |dentifying opportunities for service and personnel sharing with other agencies;
e Evaluating equipment assignment and use to realize any cost savings;

e And wul ti mat eldy macproe atthiantg caangeogeational as a |
plan forthe City of Covington in managing these key resources

SCOPE OF THE REVIEW

The evaluatiorno f Covingtonds Pol ihaebeanrcampldied theougibteep ar t n
following scope of review:

e Volumes of statistical, operating and budgetary information has been requested, received
and reviewed;

¢ Interviews of personnel have been performed including multiple interviews of a number
of administrative and supervisory personnel;
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e All personnel havebeen offered the opportunity for personal or grooferview or
confidential survey

e The faciliteshas been toureals well as the service area;
¢ Representatives of some neighboring pobcel fire agencies have been interviewed
regarding service outsating or cooperative arrangements simply their perception of

Covingtonds services,

e Representatives of some oth@ity departments have been interviewed or consulted
regarding financial or personnel issues;

e Benchmark comparative sungegf other policeand firedepartmentsn Louisianahave
been conducted;

e Expert sources have been consulted regarding particular operational issues;
e Other tasks have been performed to increase our knowledbe Gity of Covi ngt ond s
operations
CONCLUSIONS AND RECOMMENDATIONS

Based on the above scope of review we have developed specific findings, conclusions and
recommendations. To facilitate review, the report is organized as follows:

Section Il:  Police Departmerftindings and Conclusions

Section Ill:  Police DepartmerfiRecommendations for Improvement
Section IV: Fire DepartmenFindings and Conclusions

SectionV:  Fire Department Recommendations for Improvement

In regard tooverall conclusions, we have found both chiefs to be indivedoélthe highest
integrity. Each operation contains many dedicated employees and service levels are acceptable.
Inevitably a study of this type focuses on the negative aspects of an operation and/or areas where
cost savings can be achieved. Waetundersated are the positive aspects of the organization.
This is undoubtedly the case with our study and should be considered when reviewing the report.

In a number of cases our recommendations focus on staff reductions or service outsourcing.
These are difcult recommendations to implement, due to the impact on employees who, in most

or all cases, have served the City well, possibly through a long career. In recognition of this
concern, we are strongly suggesting that staff reductions be achieved thtatigh,glacement

of an incumbent to another open position in the City government, or in the case of outsourcing,

pl acement of employees into the outsource ope
and depeneht on t he Ci tsyl@osvevdr,iitnwauld de thel prefereed approach to
organizational change.



It mustalso be noted that some recommended actions will require adherence to Civil Service
guidelines or other situations that will impede implementation. In this sense, the iseport
intended as a strategic planvith cost savings to be achieved in both the stzomtl longterm.

We have listed below, the major recommendations that are included in the report. These are
listed separately for the Police and Fire Departments.

Overview of Police Department Recommendations
Our major recommendations for the Police Department can be briefly summarized as follows:

e Two Captain positions should be eliminated and one Assistant Police Chief position
created

e The Lieutenantnternallnvestigations position should be eliminated,;

e The Training Sergeant position should be given additional duties and retitled
Administrative Sergeant;

e Standard Operating Proceduresrfprmance appraisal and information systems should
all be upgraded,;

e A parttime information technology person should be hired or the function should be
contracted to a local company;

e The Public Relations Officer should be assigned totivaké traffic enforcement duty;

Rank should be diminished within the department over iinparticular positions are

specified;
The Narcotics Officer shoul geajtraliperiodt he Sher
The City should consider wutilizing the She

The Evidence Coordinator should assume more responsibilities;

One cerical position should be eliminated

If a longterm contract can be agreed, dispatch service should be outsourced to the
Sheri ffdos; Depart ment

Drive-home car privileges should be ended for nearly all current assignments

Vehicle inventory should be raded from 55 to 29;

A plan to renovate the police facility should be set in motion;

Police building mai nt enance shoul d Ise&entalsnamtenante by
operation;

e A comprehensive compensation system should be developeBofioce Department
empoyees and all other City employee

In regard to the Police Department, we have provided estimates of cost savings for some
recommended changes to operations (such as staff reducteimsle policy changes and
dispatch outsourcingwithin the body oftie report. We estimate these savings at approximately
$500,000 in total. Other recommended actions must be implemented before cost savings can be
accurately determined. Others, such as reductions in vehicle inventory, will require further
analysis to detemnine precise cost savings.



Overview of Fire DepartmentRecommendations

Our major recommendations for the Fire Department can be briefly summarized as follows:

Command should be reduced from three to two positions following the retirement of the
Fire Chief;

Standard Operating Procedures and other documentation should be upgraded;

Senior firefighters should be trained for, and assume command responsibilities as
opposed to creating new command positions;

Members of the volunteer contingent should balusea partime, paidon-duty capacity

in a number of specified situatiotsreduce overtime;

The Northside Station should not be staffed at present, volunteers should eventually
handle this responsibility;

One Assistant Chief should assume additiorspoesibilities related to administration;

The commercial buildingnspectionprocessshould be modified to rely more heavily on
platoon firefighters;

e The City should consider outsourcing dispatch services to Unifire

Inter-jurisdictional coordination wittDistrict 12 should be improved to better service
some geographic areas;
Drive-home car privileges should be ended for most current assignments

In regard to theFire Department, we have provided estimates of cost savings for some
recommended changes to operations (such as one staff reduction, changes in vehicle policies
overtime savingsand dispatch outsourcing) within the body of the report. We estimate these
saving at approximately $5,000 in total. Other recommended actions must be implemented
before cost savings can be accurately determined.

For both departments, we areecommending that the respective chiefs prepare an
implementation plan. The substance of the plan is outlined in the recommendations sections.
Organization charts depicting our recommendédréustaffing are also included at the end of the
recommendationsections.

In thefollowing sectionwe presentour findingspertainingto the Police Department
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POLICE DEPARTMENT
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SECTION I

POLICE DEPARTMENT FINDINGS AND CONCLUSIONS

In this section of the report we summarize the findings and conclusions resulting from our
evaluation of the Covington Police Department. To facilitate review, the information is
organized in a number of subsections as follows:

Overview ofCost and Service Factors
Overall Comman@nd Administration
Field OperationsRatroland TraffiQ
Detective Bureau an8pecialOperations
Support Staff and Dispatch

Vehicles and Equipment

Facilitiesand Other Issues

emMmoom»

Each area is discussedparately below

A. OVERVIEW OF COST AND SERVICE FACTORS

The Covington Police Department (CPD) serves a population of approximately 9,000 within a
service area ofoughly nine square miles. The daytime population of the City is much higher
due to the"center city character of Covington. The City contains ten schools, a branch of
Delgado Community College, th®t. Tammarny Parish Justice Center, St. Taam Parish
Hospital and various other employers and attractions, including a number of restadfaats.
daytime population of the City is estimated at 25,000. Additionally, three major highways flow
through the City, carrying significant traffic counts.

By virtue of the daytime population, the community has different policing needs than a
similarly-populated small city with lesser activity. Most notably, traffic is a concern as is the
need to monitor and service a larger population. However, crime is fortunately low in
Covington. As an example, only 24 violent crime incidents were recorded fofr 2010 (i.e.
murder and homicide, rape, robbery amgigravatedassault). As a result, CPD is able to
concentrate resources on more-potive policing and crime prevention.

I n conducting the study, we have i natdnsitded " b
other police agencies in Louisiana. In consideration of thaineypopulation of Covington, we

have opted to utilize communities that are larger and more comparable than smaller cities with
less activity. The benchmark police agencies thahawes utilized are illustrated in Exhibit 4.

Our rationale for using this group includes the following:

e Theaverage rounthe-clock population of 1824 servedoy the group is 4% larger than
Covington. Note: Some CPD personnel suggested a compariscomimunities of
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25,000 (such as Hammondjaving visited Hammond, Slidell and other larger cities
during the study, & consider this excessive.

e As seen in Exhibit 4, the average crime rate is much higher in the benchmark group than
in Covington, indicahg the needor these agencigs have (on average) at least as many
and likely higher numbers of personnel and related costs.

Exhibit 4
Comparison of Reported Crime in 2010
2010 Census Total Violent Crime Total Other Reported
Police Agency Population Incidents Crime Incidents
Covington 8,765 24 546
Abbeville 12,257 123 856
Denham Springs 10,215 53 1,634
DeRidder 10,578 70 522
Gretna 17,736 89 1,290
Mandeville 11,560 32 679
Minden 13,082 27 506
Morgan City 12,404 89 1,134
Sulphur 14,758 269 2,001
AVERAGE 123824 94 1,078
Notes:

Violent crimes include murder, naregligent homicide, forcible rape, robbery and aggravated assault.
Other reported crimes includegmerty crime, burglary, larcertizeft, motor vehicle theft and arson.
Source: Federal Bureau of Investigation, Uniform Crime Reporting: 2010.

In regard to police cost, Exhibit 5 compares CPD's budget to those of the other agencies. As
seen in thexhibit, cost per capita i€ovington is much higher (i.e. 3d) than the average of the
otherdepartments Some of this cost differential can be attributed to ecorofsgale. Simply

put, it is more costly to maintain a police agency in a smaller community since minimum levels
of personnel are required for diféart functions regardless of size. However, this level of cost
disparity also indicates level of excess expenditures that should be identified, and ideally
eliminated.
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Exhibit 5
Comparison of Police Cost Per Capita

2010 Census FY 2011 Year Adopted
Police Agency Population Police Budget As Reported | Cost Per Capita
Covington 8,765 $3,854,784 $440
Abbeville 12,257 $3,200,000 $261
Denham Springs 10,215 $3,740,405 $366
DeRidder 10,578 $2,550,300 $241
Gretna 17,736 $7,890,908 $445
Mandeville 11,560 $5,650,000 $489
Minden 13,082 $2,798,830 $214
Morgan City 12,404 $4,200,000 $339
Sulphur 14,758 $4,895,812 $332
AVERAGE 12824 $4365782 $336
Notes:

Average population of other agencies @8#thigher than Covington in consideration of dage population increase.
Covington budget is FY 2011 estimated yead.

Source: surveyed agencies

Similarly, Exhibit 6 compares swowfficers per 1,000 population between the agencies. With
four officers for every 1,000 residents, CPD is more generously staffed than most of the
benchmark agencies. Moreover, in 2011 CPD was budgeted for 39 positions.

were currently filled consistent wittihe budgeed tota) theratio of police officers to residents
would increase to 4.4 per 1,000 population. The national average for all ggédineies in 2010
was 3.7 swormnfficers per 1J000population

Exhibit 6
Comparison of Police Staffing

2010 Census Population per
Police Agency Population Total Sworn Staff | 1000 Population
Covington 8,765 35 4.0
Abbeville 12,257 43 35
Denham Springs 10,215 36 3.5
DeRidder 10,578 29 2.7
Gretna 17,736 73 4.1
Mandeville 11,560 40 35
Minden 13,082 70 5.4
Morgan City 12,404 36 29
Sulphur 14,758 57 3.9
AVERAGE 12,824 48 3.7

Average ppulation of other agencies is%6higher than Covington in consideration of dage population increase.

Source: surveyed agencies
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Summarily, benchmark data must be interpreted with care. However, the songarisos of

budget and staffing presented above provides some indication that police service costs in
Covington, as well as staffing levels, are generous. Whether or not this is justified can only be
determined by more definitive analysis. Reaiate this, the remainder of thegolice portion of

the study focuses oan analysis of each division and operating area to determine whereesxcess
might exist, and where cost efficienciesght be realized.

B. OVERALL COMMAND AND ADMINISTRATION

The organiation of CPD is illustrated in Exhibit 7 fom®rn police dficers and Dspatchers
(other civiliansareexcluded). As seen in tlexhibit, there are 35 total swopvlice dficers, of
which 19 are ranked Sergeant or above. (A ratio of command to staibref thanl:1.) The
large number of commanstaff is one issue that we have focused on in evaluating overall

command and administrative requirements. The effectiveness of the command structure is a

second primary factor that has been evaluated.

Exhibit 7
Covington Police Department
Current Organization T Sworn*

Chief of
Police
I
[ [ I I ]
Public Relations Adrgiar:‘i);alrg.tive Captain Lieutenant Ser geant
Officer Operations Internal Affairs Investigations
Support
]
I I | I I ] |
Sergeant Sergeant Shift Shift Shift Shift Lieutenant Ser geant
School Liaison Training Lieutenant Lieutenant Lieutenant Lieutenant Traffic )
| | | | _ L
Officer geant etective
Sergeant Sergeant Sergeant Ser geant Tieiie ©
Police Officer Police Officer Police Officer Police Officer
(©) (©) (©) (©)
Dispatcher Dispatcher Dispatcher Dispatcher

*Civilian Dispatchers also included
Source: Covington Police Department

Specific findings and conclusions include the following:

1. OVERALL COMMAND APPEARS EFFECTIVE IN SOME AREAS AND LESS
SO IN OTHERS.

As seen in Exhibit 7, CPDO6s top command
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Police, CaptairOperations and Capta#dministrative Support.The Chief of Police has

held the position for approximaye4.5 years and the two Captains have a combined 57
years experience with CPD. All appear to approach their respective positions in a
professional manner. In reviewing the command strucfuoen an operational
perspective we have noted both strengtind weaknesses in overall management. In
regard to the positive features of departmental management, we have noted the following:

e The Chief of Police exhibits a high level of personal integrity and commitment.
His police credentials amgell establishe@nd his professional demeanor conveys
the proper level chuthorityand accessibility.

e Morale and internal satisfaction with the Chief of Police's leadership is at an
acceptable level. The vast majority of interviewees or surveyed personnel
respondegbositively to questions regarding internal morale.

¢ Budget management appears to receive more than adequate attentgard to
police department expenditures more generally, overtime is an area in which
budgetary control is often weak. This is not amea of weakness for CPD.
Effective <heduling practices, the use ofompensatorytime and ongoing
attentionto budget detail have served to limit overtime expense. In 2010 for
example, overtime codbtaled $113,640 a miniscule amount within a $3.9
million police budget

e Apparently, a number of operational practices have been upgraded during the
Chi ef 6 s Whileweuo ot have firshand knowledge of past practices,
many interviewees commented ontbei ef 6 s ef forts i®& upgr
training and facilities.Vehicles and weapons have also been upgraded during the
Chief's tenure.

However, we also noted areas in which management practices require upgrade.
Specifically:

e Standard operatg proceduregSOP) are aged and in need of comprehensive
update.Iln our opinion, this should have been a priority that would be at least
underway at thipointof t h e C hPokcé degartmertsihave eome under
increased scrutiny in recent years an area of potentikability. In this regard
standard operating procedurese essential for assuring consistency and
accountability i n a department 6s per fc
conceivedgontainsthe full range of written guidelines and instructions for gmli
officer response and duties. As such, they cover a multitude of issues and
situations, and provide a basis for training and evaluation.

For CPD, it appears that update hHemena A pat chwor k approac
department responding to concerns as thaye emerged.In this situation,

command and patrol officer discretion is heightened, rather ¢batained and
leadership is reactivéMoreover, the lack of documentation limits the ability of
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the department to train new officergito consistent responspatterns For
exampleCPD6 s f i el d t rfoanew emplgyees waulgiealyy employ
conciseSOP as the basis for instruction.

e The department lacks a basis for performance evaluaii®nof January, 2010,
there is a rudimentary system in place, utmeasures onlyery general
gualitative factors (e.g. work quality, initiative, adaptability etc.) it not
sufficiently definitive tohave use asneeffective performancevaluation tool. To
be effective, golice performance evaluation system must be structured to include
individualizedoperational measures such as number of arrests;f@aBgrvice,
citations, citizen requests and other statistical measures of output. This requires
activity-based reporting, arssue discussed in the following bull&he lack of a
performance evaluation system hinders CPD in several significant ways.
Specifically:

T There are several command positions that appear to have been created to
move people from other positions where they were underperforming
andbr poorly suited. Under Civil Service law, termination would not be
an option unless cause could be shown. Witlanueffective performance
evaluation system, it igxtremely difficultto show cause, short of an
egregious offenselhe result is that some individgadre retained in the
workforce & a less than productive level and add to staffing levels
unnecessarily.

I CPD is a rather young department at an average agfeéwith nearly half

the department under the age of 35. Younger officers are often more
aggressive and require more effective supervision. Properly structured, a
performance evaluation system can Isedutoidentify behavioral issues

andmol d behavior into acceptabl e par al
individuals not suited to police work.

e Data management systems do not appear to be organized to support operational
decision making. While raw data available regarding calls for service, crime,
investigative cases and other statistics, it is not organized in a succinct fashion
integrated intca comprehensive management system, or annual report for public
release As an examplef limitations inthe current systeyma request for tickets
written per officer in 2010 could not be filled since data isaaptured regarding
individual output.

The PTSSolutionssoftware used by the departmeeportedlyhas the capability

to produce a multitude ofeports regardingpolice activities howeverit is not

clear if CPD hasthe necessary modules to create and manage the necessary
databasesThe Chief of Police cites cost issues as the reason for this deficiency.

In regard to the abovas a small departentit could not be expected th@PD

would be @ the cutting edge in regard technology. However, there is a need to
determinewhich information would be useful, how this data can be captured and
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what the system is capable of producirds mentioned bove, an activitybased
reporting system would bine best optiorior effective performance evaluation.
With a system of this type, each officer would record his/her daily activities
according to particular categories (calls responded to, time out of service,
citations written etc.)This information would then be sumnmed and used for
management decisiemaking as well as performance evaluation.

However, basic data collection systeemust first be developedhe department
needs to determine a course and then assign an individual to work with PTS (or
another servicerovider) to upgrade data management capabilifies.capability

for instantaneous report generation &amtivities performed by the department
should be the norm rather than the excepthma first stepjnformation needs

will need to beidentified The department can then proceedwork with a
software provider tomodify the police software for the appropriate report
generationAdditional reportingsystemscan then be established, including daily
reporting techniques.

Il n summary, CPDO6s management dgspreaativesin t o be
othersthat are important to operational efficiendy.the current environment, it will be
necessary to initiate and embrace cost effective alternatives. Our findimys a
recommendations offer suggestions for fairly substantial changes from the status quo in
some instances and will require strong leadership and a willingness to alter some
longstanding practices. The Chief of Police has shown a willingness to consider ne

ideas over the course of this study. The implementation of these ideas will be a measure

of the Chief 6s ¢ o mnmmeedroefisdal cantainménth ad peakg oi n g
operational efficiency.

THE DEPARTMENT COULD FUNCTION WITH ONE ASSISTANT CHIEF AS
OPPOSED TO TWO CAPTAIN POSITIONS.

As noted, CPD currently has two captéenel positions, including:

e CaptainrAdministrativeSupport: The duties of this position include responsibility
for vehicle maintenance, management and inventory of property owned by the
department, minor computer and radio maintenance (e.g. computer down, camera
not working or needing installation, maintexsa of car radios and lights, mobile
data system upkeep etc.), purchasing and contract management for vehicle or
technology serviceg.he incumbent has no supervisory responsibilities.

These duties, in our opinion, do not require a command les#ign andpresent

the opportunity to eliminate one sworn position and return the incumbent to more
active police duty. Regarding current duties, responsibilities could be assumed by
others. One workablsolutioncould be afollows:

T Hire a partime civilian tchnology person to handle technologiated
responsibilities related to radios, cameras, mobile data systems etc. This is
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an approach used by many small police departments. Considering the
Cityos i nformati on technol ogime needs
technology position shared wititherdepartmers

I Assign responsibility for vehicle repaiecordsand related contracts, as
well as department equipment inventory another command position.
As discussed later in the repdtie Traffic Lieutenat would be a logical
candidate andshould havethe work capacity to perform these dutjes
assisted by clerical personnel.

I A daytime police officer could be assigned responsibility for transporting
vehicles for repair. The maintenance worker could agsist in this area.

The end result would be the elimination of one position at the Captain level.
Under Civil Service law the incumbent would be allowed to bump to a lower
classified position, setting that process in motion. Ultimately, the position at the
bottom should be eiminated, resulting in a departmental staff reduction of one.

This would ideally be achieved through attrition.

e CaptainOperations: The duties of the position include responsibility for oversight
and management of patrol operations, Traffic Division @mmunications.The
Captain is also responsible for firearms and ammunition and is-erparDARE
instructor and oversees that prograrRatrol Lieutenants report through the
Captain, who has ultimate responsibility for shift scheduling, staffing, conduc
and performance. In some departments these duties would be the responsibility of
an assistanthief with broader job responsibilities.

In practice, theCaptainOperations does not appear to have the scope of
responsibilities listed above. The Chief obliee has a very active role in
supervising these operations and .in tur
Ideally, this wouldchange with the number two position playing a more active

role in dayto-day management. This would allathe Chief ofPolice more time

and opportunity foractivities such as participation and consultation with police
professional groups (and neighboring agencies regarding coepegdtorts),

policy development,grant identification and writingand public and civic
interaction

The current command organizational structure has served the depasieepiately
However, asnoted, at least one of th€aptain positions could be eliminated due to
workload. Ideally, both would be eliminated and replaced with an Assistanf Chie
position. The duties of the Captadperations would be assumed by this new position
with full responsibility for operational management under the direction of the Ghief
Police Additionally, the position could have responsibility for:

T Complaint resolution at the highest level
T Internal investigations
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T Operational and special events planning.

The elimination of the two Captain positions would ideally precede the creation of the
AssistantChief position and selection of an incumbent. The current a&eptvould
certainly be viable candidates but the ultimate choice would be made by the Chief of
Police in accordance with Civil Service law. It is our understanding that Civil Service
stipulates that the selected candidate be a Sergeant or above rankhétdepartment

with eight years seniority.

THE DEPARTMENT HAS OTHER SPECIALTY COMMAND POSITIONS.
ONE COULD BE ELIMINATED AND ONE MODIFIED TO ASSUME
ADDITIONAL DUTIES .

As seen in Exhibi7, CPD has numerous command positions. As ndtes ratio of
command to stafievel positionsis roughly 1:1. The primary reaséor the large number
of command positions is the emphasis on specialization within CPD.

By way of explanation, small police departneetypically strive to limit commandtaff
by assigning ancillary duties to more traditional commandtiposi Duties such as
internal investigationstraining, weaponry vehicles,purchasing and other dutiese
assigned to shift command or other command officers as an additional redjppndimbi
contrast CPD hasa numberof specializedclassifications that only perform specific
support functions.

In conducting the review, we have notete position that cold realistically be
eliminatedwith the duties assigned as supplemental respiitiss for other positions.
Secondlythere is a commangbsition that could assume additional dutiésey include:

e Lieutemantinternal Affairs

The incumbent waformally the Lieutenant irtharge ofinvestigations but was
later slotted into the cuent position. The duties include responsibility for
internal investigations for serious complaints and juvenile investigations. In
regard to the formeinternalinvestigations peaked at seven in 2009 and totaled
three in 2010. Internal investigationgan be intense, involving interviews and
report writing but are not typically considered a-tidhe assignment, particularly

at this volume level.

In regard to juvenile investigation€PD totaled 26 juvenile arrests in 2010.
While there are certainly more cases than arrbstie are also resources in the
DetectiveBureauthat can handle this workloa@he School Liaison Officer can
also assist in this ardxy performing minor case investigatiocsusd follow-up.

Summarily, the position isompiised of duties that could bperformedby others
Specifically, a Captain (oideally a newAssistantChief) could handle internal
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investigations within normal workload. Juveniteestigationsould be asigned
to Detctive Bureau personnel with assistance from the Sdtiadon Officer.

Sergeantlraining

Police training appears to be competently administered by the Sergeamntge. cha
The State of Louisiana does not require specific training #fterbasic police
academy with the exception of annual firearms requalification. Howeaein,oé

C P D (pdiice officers is required to complete 40 hours of minimum training
(CPR, firearms, taser, etannually. Othe discretionary training is determined
according to priority need Training opportunities are limited by an annual budget
of approximately $25,000 but the Sergeant appears ta dompetenfjob of
identifying training resources and keeping much of the trainingpoirse.
Training records also gear to be well maintained. The Sergeant also assists in
the recruitment and hirg process by processing applicarsd coordinating
background checks

As noted above, this function is both necessary andpeelbrmed However, it

is a duty thatin other small police departments is frequently a portion of a
broader duty assignment. Related to this, one optio€RID would be to have

the Sergeant assunsertainadministrative dutieshat are now performebly the
CaptairAdministrative Support (a position we are recommending for
elimination)or Af al l i ngckbét wdbdeseheawoatad i nclud

e Departmental property inventory and related records management.

e Coordination of records management systems (including determination
of activity reportig requirements).

e Oversight of contract or thouse partime employee for radio, camera
and computer maintenanaad software upgrade

e Research and development of performance evaluation tools and
process

e Coordination of processes for the systematic upda®OP, rules and
regulations and personnel policies.

Essentially it is being suggested that the position (and ideally the incumbent),
become theadministrativecommand officerfor the department, supporting the
above areas as well as the training fuorcti Broadly speaking, the position would

be expanded to a higher level of administrative standing than simply training
officer. The position would provide key administrative input for some initiatives
that we are suggesting such as SOP update and penfogreaaluation.

Ultimately, the position woulde elevated to the Lieutenant rank to assure the

necessary level of organizational support for assigned initiatives. This could be a
later promotion, after some level of documented success has been achieved.
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Summarily three command positios could be eliminated entirelgnd one restructured with
greater workload and responsibility. A new Assistant Chief position would also be added.

C. FIELD OPERATIONS

For our discussion, field operations include Brarol and Traffic Divisionsasillustrated inthe
previous Exhibif7). From an overview perspective:

e Patrol is divided into four shifts of 12our duration
e Each shift is staffed with thrgmlice officers, one Sergeant and one Lieutenant
e A Dispécheris assigned to each shift

e A Lieutenant and Sergeant are assigned to traffic, atlt both scheduled on day shift.

In regard to shift staffing, actual head count on any given day is inevitably lower than the
numbers given above due to -tifhe, both sheduled and unscheduled. By practice CPD
maintains a minimum of three officers on duty as the minimum contingent for operations (one
being a command officer). When staffing falls below this numberjrcadl triggered resulting

in overtime or compensary time provided to the employéeat is called in for duty.

Key findings regarding patrol operations include the following:

1. THE 12-HOUR SHIFT EMPLOYED BY CPD IS AN EFFICIENT SHIFT
SCHEDULE.

Police agencies differ in how patrol resourcessateeduled. Some utilizet®ur shifts,
some use Hdour shifts and othewutilize 12hour shift staffing. Under the ##ur shift,
fewer police officers are typically needei staff"roundthe-clock." However, this cost
savings can be offset by the vegment that employees be paid for an additional 104
hours per annum in overtime expense that results from this shift schedule.

CPD's schedule avoids this expenditure by requiring patrol personnel to work eight fewer
hours in each 28ay cycle. These thours are typically scheduled during slow times,
thus minimizing the impact of thiest manpower.Personnel are scheduled only for an
annual total of 2,080 hours, thus satisfyingd€ral Labor Standards Act L(EA)
requirements and avoiding overtime oceumce.

In essence, CPD's shift schedule is very simple, yet very cost effective. As seen in
Exhibit 8, it is a common schedule among small police departments in Louisiana, though
some of these agencies endure the higher costs associated with ovettimetheir
operating models.
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Exhibit 8
Comparison of Shift Staffing

Minimum Minimum
Shift Type | Shift Staffing | Shift Staffing
Police Agency (hours) Days Nights
Covington 12 3 3
Abbeville 12 4 6
Denham Springs 12 4 3
DeRidder 12 - 5
Gretna 12 7 7
Mandeville 12 4 4
Minden 12 4 4
Morgan City 12 4 4
Sulphur 12 4 4
AVERAGE 12 4 5

Dash indicates that response was not clearly stated
Source: surveyed agencies

It can also be seen in Exhibit 8 that minimum manning for CPD is less than the
benchmark average. These are larggencies;consequently the differential is not
surprising. Moreover, when all resources are considered (i.e. heatyngastaffing and

traffic resources) CPD does have the capability of putting additional resources into play,
particularly during the busier dayne hours.In reviewing workload and staffing, we

have concluded that the five person patrol shift and three person minimumdeesttf
address the patrol, crime and service needs of the City of Covington. CPD does need to
staffup for many special events and parades, but this can be accomplished with overtime
and compensatory time as well as the deployment of seven reservesoffic@nducting

the studya number of individualeave commentedn theexcellentperformance of CPD

in coordinating resources and handling these special events.

TICKET WRITING DOES NOT APPEAR TO BE EXCESSIVE, BUT
INDIVIDUAL OUTPUT IS NOT AVAILABLE TO THOROUGHLY EVALUATE
THIS ISSUE.

During project interviews we were informed of a public perception that CPD is overly

aggressive in traffic enforcement. However, as seen in Exhibit Sarthealcitation
count does not support this premise.
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Exhibit 9
Comparison of 2010 Traffic Citations

Total Traffic Citations

Police Agency Issued Total DWI
Covington 1,864 83
Abbeville 1,327 65
Denham Springs 9,549 160
DeRidder 1,285 43
Gretna 17,071 -
Mandeville 2,803 82
Minden 1,500 -
Morgan City 1,024 11
Sulphur 3,963 163
AVERAGE 4,815 87

Dash indicates not reported
Source: surveyed agencies

As seen in Exhibit 9, CPD issued 1,864#ationsfor an average of roughly per day.
The benchmark agencies averdgeper day and.4 if Gretna is removed a much
higher level of activity.

In conducting the evaluation, weveattempted to collect data on individual output but
were informed that ticket writing data is not broken down in this manner. As discussed,
this is indicativeof deficiencies in the current data management system. Without
individual output data, performance evaluation is simply passibleand operational
planning is hindered.

THE PUBLIC RELATIONS OFFICER IS A VALUABLE POSITION BUT
SHOULD ASSUME OTHER RESPONSIBILITIES .

The Public Relations Officer is a commundyiented position that serves as liaison to
neighborhood groups, coordinates the neighborhood watch program, leads the bike
program ¢urrently limited to the incumbenmeets with business owners ageherally
serves as the public relations arm for CPD.

The position is valuable in regard to community interface and should be retained.
However, like other specialty positions in CPD, there are further efficiencies that could
be achieved.More specificlly, we question the need to have one enpsition
dedicated to this taskin reviewing options for a combined position, we hawacluded
thatone viable option would be to hattee incumbent assigned a broader responsibility
that includes traffienforcement. More specifically:

e Traffic is now lacking an afternoon position
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e The Public Relations Officer is currently scheduled 8gpm despite having a
number of evening commitments related to community groups and medtgys.
currentwork scheduies fAfl exedo to accommodate the

¢ |If scheduled on a day/afternoon overlap shift, the Public Relations Officer could
also function as a member of the Traffic Divisiomssisting in peak time traffic
enforcement. Both traffic and public relatiaesponsibilities could be rationally
scheduled whin one overall job assignment. In turn, operational productivity
would be improved.

D. DETECTIVE BUREAU AND SPECIAL OPERATIONS

As seen in Exhibit 7, CPD's Detective Bureau is currently staffed bygeenofficers; three of
whomare at the rank of Sergeant. Due to space constraints, the Detective Bureau is housed in a
separate facility that is located near the water tower.fleyngs and conclusions regarding the
Detective Bureau include the following:

1. DETECTIVE BUREAU STAFFING APPEARS TO BE APPROPRIATE BUT
RANK IS UNEVEN..

As previously discussed, the City of Covington does not have a high crime rate.
Moreover, a civilian w&ff employee is assigned responsibilftyr delivery of court
documentsi relieving the investigators of this duty. Additionally, arraignments are
handled at the jail without the need for Detective Bureau input. Within this framework
investigative staftan allotminimal time on typicatourtand administrativeluties, and

in turn, more time to the investigation akportedcrimesi to the benefit of the
community.

In regard to staffing levels, it is difficult to establish ideal staffing levels for an
investigative unit, since each ageneyd investigator will differ concerning the
thoroughness and quality of case processilmgregard to CPD, we have examined the
historic caseload and closure rate and interviewed several members of the investigative
team. Based on these inputs, we have concluded that the Detective Buvegl is
managedand motivatedunder the direction of the current Sergeant in chawyeo, that

the current staffing levebhould be sufficient to manage sedoad in the City of
Covington, even with the addition dhe juvenile crimescaseloadthat is curretly
assigned to the Lieutenalmternal Investigations.

However, as with other areas dfetorganization, rank is uneven, with three Sergeants
and twopolice officer/investigatorscomprising the unit Ideally, staffing would be as
follows:

e Lieutenant Investigations (1)

e Sergeant Investigations(1)
e Policeofficer/investigator (3)
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With Civil Service restrictions, this change will be difficult to implement. Howeker,
should be a future objective as turnover occurs.

Additionally, it should be noted thahanypolice departments havetation policies for
investigative narcotics andschoolLiaisoDARE positions.For narcotics, the rationale
is that an individual should not be subjectedihe street environment for too long a
period of time. For DARE andc8ool Liaison ficers, it typically concerns the
argument of whether police officer shouldbe rotated backo more active polie duty
and share #se more educationabriented positios among the work forceTo our
knowledge, CPD does not have policies restrictingamsygnments

The School Liaison Officer and DARE officer are scheduled into the paitation
following the school year. This is a cost effective practice that allows the department to
staffup during a time of year when vacations are more frequent. Overtime idvoid
when these two individuals boost staffing levels and @gedor officers taking time off.

It should be noted thdahe School Liaison Officer is also at a Sergeant level. This is an
assignment that does not require a command posiéiosituation thawvould ideally
change in the future, similar to investigative staff.

ONE INVESTIGATOR IS ASSIGNED TO NARCOTICS DUTY. PLACING THIS
INDIVIDUAL ON THE SHERIFF'S DRU G TASK FORCE COULD BE
BENEFICIAL UNDER THE RIGHT CIRCUMSTANCES .

At present, one of the fevinvestigators is assignéal narcotics. Tis Narcotics Officer

may be assisted by other investigators on particular cases or assignments as time allows.
He also works cooperatively with &tate Trooperon drug enforcement as well as
informally with othe agencies. But essentially, he constitutes ap@mson unit.

There ardlistinct limitations on what can be accomplished by affieer. For example,

a drug buy should be staffed withenafficer inside and two out. Active surveillance
cannot be prope performed without fourto five individuals. Consequently, g
enforcemenin Covingtonis generally limited to what can be accomplished in the 40
hour work week of one employesprking with informants, monitoring drug arresasd
working with otherinvestigativepersonnelvhen they are available

In contrast, the Sheriff's Department has a large and active drug task force comprised of
18 assignedfficers, including three fronfederal agencies and oneorh the City of
Mandeville. Reportedlythe Gty of Slidell may soon be adding resources to the task
force.

One issue pertaining tany multi-jurisdictional drug task force is the distribution of
forfeiture moneyi an issue which the Sheriff's task force has apparently addressed. At
present, theSheriff's task force igeportedly realizing between $100,068200,000
annually in forfeiture revenudt is our understanding thahder the Sheriff's distribution
formula, forfeiture funds are allocated as follows:
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e District Attorney and Judges (by Stdaw): 40%
o Leaddetective'sagency: 40%
e Otherparticipatingagencies (divided equally)  20%

In contrast, CPD receives approximately $5,000 per annum in drug forfeiture revenue. If
CPD were to join the task force, it would appear thatewould be potential opportunity
to increase forfeiture fundgvenue to the City

More importantis the issue of service impact. The Chief of Police notes that CPD was
represented in th® h e r task fordesin the past, but withdrew because Covir@y@nug

issues were seldom, if ever targeted. Essentially the City of Covington was not receiving
a fair share of task force resources. If this assertion is true, it poses an issue that would
need to be addressed prior to any serious consideration of aiddgnanpower to the

drug task force.

In reality, much of the burden of assuring equitable resource allocation typically falls on
the officer that is assigned to a drug unit. That individual must monitor local drug arrests
and warrants and aggressivelyshufor more information from arrestees and local
informants. He/she musittenpropose targets to thask forceand make a strong case for
specific drug enforcement initiativewithin his/her home territory Essentially, this
individual(s) must play a keyrole in assuing that his/herjurisdiction receives its fair
shareot he t a gsdsoufces.r ce 0 s

Related to this, any agreement to assign CPD personnel $lthe r task foréeshould
be dependent on several factors:

e An upfront articulation of Covington's expectations and general consensus by
both parties on what is an acceptadiproach

¢ Assignment of an individual who can and will advocate for the City of Covington.
e Ongoing management reporting and communicatioms t h t he Sher
Departmento documentask forceaccomplishments regionally and for the City
of Covington.
Properlystructured, multjurisdictional drug units can be very effective, since drug use

andrelatedcrimes do not recognize and comh to municipal boundaries. As seen in
Exhibit 10, this is a relately common concept in Louisiana, as well as nationally.
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Exhibit 10
Comparison of Drug Unit Participation

Officer(s) in Multi -
Police Agency Jurisdictional Drug Unit?
Covington No
Abbeville Yes
Denham Springs Yes
DeRidder Yes
Gretna Yes
Mandeville Yes
Minden No
Morgan City No
Sulphur No

Source: surveyed agencies

At present, there is no dialogue between CPD and the Sheriff's Department on this, or any
sharedservice issue. The result is a lost opportunity to identify initiatives that could
benefit both the City anBarish properlf acrimony exists, it should besolved. Thee is

simply too much at stake&ot to explore common negdnd potential solutions.

THE SHERIFF'S SWAT TEAM COULD BE USED FOR CRISIS SITUATIONS
IN COVINGTON .

CPD has historically maintained a SWA3écialweaponsand tactics) team to respond
to crisis situations such as hostage rescues, ceignterism operations barricaded
suspects and highisk arrest situations. Since 2001, CPD has called®&WAT team
for response to 21 different recotevents. Many havbeenrelated to higkrisk drug
searches and barricaded guamnwith seven defined as relative/hostage situation

For FY 202, the City has eliminatethe SWAT budgefrom the larger police budget.

The Chief of Police disagrees with this action. He sidke large number of schools
within the City proper and the potential for a shooter or other incident iregjairapid

SWAT response. For CPD, this rapid response would be achievadibgd SWAT

team members on each shift as well asioall The Chef estimates full response at 30
minutes or less. However, at present (due to turnover) there are only seven SWAT team
members of the 3b&fficerson the CPD roster

The Sheriff's Department also has a SWAT team \aitreported 24otal members.
Similarto CPD, it is comprised dffficers from all shifts, allowing for a more rapai
dutyresponse. The Sheriff's Department estasfull response to a Covington situation
would be 3645 minutes. The Sheriff wouldlso reportedlyope amenable to servicirtie
City of Covingtonif that is assistance was desirddowever, in this event, scene
command wouldghift to the Sheriff's Office. CPD would still perform the initial response
as wdl as containment efforts prior to SWAT deployment.
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The ability of the SBr i f f 6 s De p ar énmassdto serious incedeniso n d
impressive. One example was a recent bank robbery in the Covington area in which CPD
also participated in the manhunt. Reportedly, dozens of officers were rapidly mobilized
with the result being quick arrest of a suspect.

Presuming thatesponse rat and manpowelevels are valigs presented above, the

Sheriff's Department would appear to be a viable option to provide this valuable service
to the City of CovingtonAs seen in Exhibit 11Covington would not beniquein such a
sharedservice arragementi five of the eight benchmark agencies depend on a larger
agency or regional approafdr SWAT services.

Exhibit 11
Comparison of SWAT

Police Agency Have Own SWAT Team?
Covington Yes-In FY 2011
Abbeville Yes
Denham Springs No
DeRidder No
Gretna Yes
Mandeville No
Minden No
Morgan City No
Sulphur Yes

Dash indicates not reported
Source: surveyed agencies

As with other shared services or joinitiatives, dialogue is a necessary perquisite to any
decision on such an important issue. Statistics should be examined, resource level
confirmed, procedures discussed and all other aspects of SWAT response examined.
This should be done jointly at the command lewgh later presentations to elected
officials with recommendationgrounded in factProperly structured, an agreement on
SWAT interventioncould bring greater resources #&potential crisis.As such, it
warrants serious investigation.

E. SUPPORTSTAFF AND DISPATCH

CPD's support staff includes eleven ftithe positionsand one partime position assigned to the
following functional areas:

e Clerical and Administrative: Four futime and one patime

¢ Maintenance: One fulime
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e Dispatch: Five fli-time, including an extra reliefispatcher who also performs some
clerical duties.

The organization and reporting relationship for these positions (primary dispatch excluded) is
illustrated in Exhibit 12. Dispatch personnel assigned to the patréd sinéd illustrated in the
previous Exhibit 7.

Exhibit 12
Covington Police Department
Current Organization for Civilian Employees

Chief of
Police
I
[ [ |
Sergeant Captain Administrative
Investigations Operations Assistant
I I
Clerk Evidence L Day
(part-time) Officer Dispatcher
— Clerk
— Clerk
— Clerk
|| Maintenance
Worker

Note: Civilian employees in green
Source: Covington Police Department

Key findings and conclusions include the following:

1. CLERICAL WORKLOAD IS UNEVEN AND STAFFING APPEARS TO BE
EXCESSIVE.

The administrative and clerical positions of CPD provide a full range of internal and
external services ranging from higHevel administrative support to basic clerical tasks.
Our observations regardinghe particular assignmentand positionsinclude he
following.

e Administrative Assistant The incumbent is responsible for thehiouse human
resources functions of th@epartment including payroll, enrollments, liaison to
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the Human Resources Department\WorkersCompensatiorand other statutory
progams maintenance of timeff accrualsand other related dutie§he position

has responsibility for requisitions and purchasing and supervision of other clerical
staff. The workloador the positions adequatalthough some workload capacity
will be freed-up following the pending automation of the payroll system

Ideally, the incumbent would be located contiguous to the Chief of Police's office

to facilitate the personal assistant/seciataaspecs of the job. However, the

design of the administrat area does ndénd itself to thisoption for physical

placement. Compensation for the position totaled $52,929 ini2@HEl beyond

the wage of many sworn personnel. This is one indication of the pay inequities
inherent in the current systeima pointraised by many intervieweeBhe position

is also allowed drivth o me pri vil ege of an automobi l
status as a hostage negotiator. With this being an infrequerdutaduty, there

does not appear a legitimate ratiafalr a car asginment, let alone a driieome

privilege.

Clerk for the Mayor's Court The incumbent handles all aspects of the Mayor's
Court including tickets, payments, files, dockets, fine collections and falfpw
The position is well structured and the incumbeppears to be busy and
productive.

Dispatcher/Clerk The incumbent performs ddiyne dispatch on an overlap
basis, dispatch relief, administrative phone Ipiek-up and ticket entry. The
position is primarily dispatcbriented and provides needed input to the dispatch
function during the busier daytime houn$. the department is to continue
providing dispatchin-house this is a necessary position.

Evidence Clerk The incumbent mintains incoming and outgoing evidence in
three locations and all aspects of property/evidence management. The workload
is not heavysincea small department like CP@bes not generate large volumes

of ongoing workloadUsing a civilian for this responsibility is typically preferable

to assigning a swormwfficer, assuming that other duties were present in the
position However, for CPD's position, paid compensation ex@d&d8,200 in

20107 a level well beyond that af patrol officer. In this situation, CPD would

be better served by a lowpaid swornofficer who could also assist with other
policing duties and responsibilities.

Clerk-Accident Reports and OtherThe incumbent maintains hard copidsath
police incident reportsprovides theCourts and District Attorney with report
copies and responds and satisfaispublic requests. The incumbent provides
expungement reports to tl@ourt, handles routine FOIA requests and performs
other clerical tasks. In our opinion, the jaltids of the position do not constitute
a full-time assignment and could be part of a broader, more productive position.
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e Clerk-Background Checks, Accident Reportsné Alarms The incumbent
processes criminal history checks and maintains false alarm notices and billings.
The incumbent maintains a file of accident reports and responds to public
requests. She alsgenerategshe monthlyUCR ard LIBR reports (state and
federalcrime reporting)for the Chief of Police. This latter duty is performed
manually but could be done electronicaflyhe police officershad the capability
to enter the data. This would eliminate the need fobaila final check. In our
opinion, theposition, as structureddoesnot constitute a fultime assignment and
could be part of a broader, more productive position.

Summarily, it is our conclusiotinat administrative and clerical duties could be performed
by a lesser number of staff. At leastrde positions have workload capacifywo
positions couldbe combined into onehrough consolidation of job duties. Another
position could assume additional duties or be replaced by a police oBm@pensation
levels are also problematievith severalpositions earning greater compensation than
many sworn officers.

As seen in the following Exhibit 13, a comparison of clerical stafimthe benchmark
communities would also tend to support the conclusion that CPD is generously staffed.

Exhibit 13
Comparison of Police Clerical Staffing
Police Agency Nu_mber of .FuII- Nu_mber of Part-
Time Clerical Time Clerical
Covington 5 1
Abbeville 2 0
Denham Springs 5 8
DeRidder 2 2
Gretna 4 4
Mandeville 5 0
Minden 2 0
Morgan City 2 0
Sulphur 5 5
AVERAGE 3.4 2.4

Source: surveyed agencies

THE SHERIFF'S PROPOSAL FOR DISPATCH SERVICES OFFERS
SIGNIFICANT COST SAVINGS BUT ALSO UNCERTAINTY .

The Sheriff's dispatch operates though the 911 Communications Center located on East
Boston Street. Calls are dispatched for Sheriff's Office personnel as well as the
communities of Madisonville, Sun arklsom The centelis typically staffed with four

call takers at any poinh-time.

II-21



CPD also operates its oviAublic Safety Answeringoint PSAP f or Co9®ilngt onod
emergency calls.ife calls are received and transferred to the Fire Department which has

a second set of dispatchers on staffedical calls are transferred to Arcadian, with a
follow-up notification to the Fire Depanent. Total dispatchedemergencycalls from

CPD's PSAP reportedly totaled 4,98201Q

In regard to cost, CPD has the direct cost of dispatch personnel as well as the periodic
captal coss of radio equipment, andonsolesand other utility and facily costs These

latter costs are not budgeted separately (operating or capital) amth wet have a
reliable estimateThe radio equipment and console are reportedly about ten years old, but
appear adequate for the foreseeable fut@eesonnel costghelargest cost component
canbeestimateds followsfor 201Q

e Total W2 Wages of Dispatch Personnel: $156,289
¢ Benefit Cost Estimatedat 50% of wages): $ 78,144
Total Estimated Personnel Cost: $234,433
As an offset to this cost, CPD receivaggproximately $38,00@er annumin phone tax
revenue for operation of the PSAP. Consequently, net operating costs are lower, and
estimated at $196,433 for 2010, exclusive of any facility, utility or maintenance cost

The Sheriff has proposed to prdeidispatch services for the City of Covington for one

year at a fee of $38,000the phone tax revenue amount. Under this scenario, the City
would have an additional oriei me expense of converting to
software. partreent 8stireates thid coss at $3@,000.

On the surface, this would appear to be a significant cost savings of nearly $150,000 in
the first year, and roughly $200,000 penam thereafter. However, the Sheriff is only
offering a oneyear contract.

Viewed from a business perspectjvéhis arrangement could place the City at a
disadvantage as negotiating leverage is lost for future \yead future costs are
uncertain The City would need to make hard decisions regarding current employees and
literally close its operation. It is also conceivable that the PSAP revenue would be
difficult to reinstate if a later startup was desired. Our knowledge of this revenue source
is not sufficient to make this conclusion definitively

There are also service issubat CPD will be quick to point out as related to the benefits

of in-house dispatch service. -louse dispatchers invariably know the community better

than an individual serving multiple communities. Protocols are also more exact with a

local dispatch ah coordination with command and patrol officers more personalized and
familiar. Fur t her , CPDO6s di sip assistdaneerfer complants, d e v
information and ticket payments.

However, the magnitude ¢fiese negative impacts mighmbt be sufficient to offset such
large cost savings. In regard to theQEL service, we have worked with centralized
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dispatch operations with many agencies and have never seen an instance in which a
community reverted to an-mouse dispatch. It ikkely this has happened but it would
be very rare.

Rather, most agencies are satisfied with the service. The technical capabilities of modern
equipment make remote dispatching very acceptable in regard to quality and consistency
of dispatched information. rétocols can be effectively standardized and dispatch
personnel can be used to best advantage in achieving full workload output and improved
economyof-scale.

Summarily, it would be our conclusion that the City of Covingsrould proceed
deliberately inmoving toward this contract option. Issues that should be addressed in
discusgnswith the Sheriff include:

e The establishment of cost parameters beyond year one of the contract.

e The disposition of CPD's current Dispatche(ise. Can they potentiallype hired
within the Sheriff's dispatch operatign?

e The identification of any other indirect costs or liabilities that would impose
additional cost burdensidhe City of Covington.

Essentially, a dispatch contrawsith the Sheriffprovides a tremendouspportunity for
cost savings. However, as with any contractual arrangement, due diligence is in order.

In regard to other Dispatcher duties, these could be addressed with some changes to
operational systems. Walk ticket payments would need to be mallging business

hours, complaints would need to be taken by the command officer (as available) and
emergency situations in which a citizeeeking access to the station house could be
handled with an emergency alarm box, a common method used by ageatigs tiot

have aftethours access and/or dispatchers.

F. VEHICLES AND EQUIPMENT

CPD currently has 55 motorized vehicles assigngmhtml, Detective Bureau, Traffic Division,
administration and other operations. As seen in the following Exhibithisljs roughly 1.6
vehicles per sworn staff, a higher average than any of the eight benchmark agencies used for the
study.
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Exhibit 14
Comparison of Police Vehiclesand Related Policies

Number of Total Vehicles Number of
Police Agency Motorized sSworn Per Sworn | Vehicles Driven
Vehicles Staff Staff Home
Covington 55 35 1.6 37
Abbeville 31 43 0.7 31
Denham Springs 46 36 1.3 35
DeRidder 38 29 1.3 22
Gretna 102 73 14 91
Mandeville 47 40 1.2 35
Minden 18 70 0.3 5
Morgan City 37 36 1.0 21
Sulphur 48 57 0.8 43
AVERAGE 46 48 1.0 35

Source: surveyed agencies

Our findings and conclusions related to vehicles focuses on the quantity of vehicles and vehicle
usage practices. They include the following:

1.

DRIVE -HOME PRIVILEGES ARE GRANTED TO A NUMBER OF POSITIONS.
THIS IS AN EXPENSIVE PRACTICE THAT SHOULD BE ENDED.

At present, thirtyseven individuals are assigned cars with driv®me privileges,
including two clerical/administrative staff reviewing thissituation, we have concluded
that this policy has limited value for the City

For command officersthe vehicles arearely required afteihours for police business.
While there may be occasional eallit after normal working hours, these occasional
incidents could be compensated through a mileage payment for personal auto use on
behalf of the City.Similarly, investigators that are not scheduledcaft would have

limited callout situationsthat could also be compensated in this manner.

Clerical/admnistrative personnepatrol officers and other shift personnel likewise have
very limited operational justification for driving vehicles home. One rationale is that
police cars at residences are a crime deterrent for the neighborhood. However, very few
employees actually live within the City of Covington.

In several cases, 2bur access to a car is justified by workload requirements. In our
opinion, these include:

e The Narcotics Officer (the Chief of Police should ultimately make this
determination bsed on his more complete knowledge of activities).
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e Detective Bureainvestigator when servinan-call.
To calculate the cost of the current driveme policy we have asked the City to provide
an estimated distance from the Police Department to the hofredsincumbents with
drive-home privileges. As notighis includes 37 employees.
We then proceeded to calculate total mileage as follows:
Assume a 44veek year (six weeks off)
Factor in a 1zhour, or 8hour shift and associated work schedule depending
current assignment
e Assume mileage cost at $0.555, the current IRS reimbursement rate.
Based on the above, we have estimated the following:

e Annual Mileage: 252,247
e AnnualCostto CPD: $139,997

In regard to the above, we would suggest that follewing would be more cost
advantageoutor the City

e Consider allowing the Chief of Police to continue the dheene privilege. The

mileage from home to work is modest (i.e. 8.9 miles) and this is a common

perquisite for a Police Chief. Whetherrat this privilege is continued should be
a decision made by the Mayor in his role as operational manager.

e Eliminate drivehome privilegs for all other positions. Infrequent callt for
some positions can be compensated at the IRS rate for persochd ueb.

e Allow drive-home privilege for the Narcotics Officer (with the Chief's
concurrenceand the orcall investigator (a rotating assignment).

The countelargument to our recommendation is that police agencies throughout

Louisiana allow the drivh o me pri vi |l ege i ncl udi fad,this h e

She

does appear to be a common practice. However, changes may be coming as budgets

tighten. As an exampldghe head of the U.S. Marshals Servimxently rescinded this
privilege at the ArlingtorVirginia headquarters for more than 100 vehicles noting the
Aaustere fiscal environmento. DEA and
policies on takéhome vehiclesLocal governments will also likely question the wisdom
of this benefit as budgetsighten. In ending the practice, CPD may be acting
preemptively to a situation that will inevitably change over time.

CPD COULD OPERATE WITH FEWER VEHICLES .

As discussed in the previous finding, ending the drive home privilege could provide
significant savings to the City. As a further benefit, CPD could operate with fewer
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vehicles. The vehicle inventory for CPi3 of August 24, 201k 55 It is includedin
Appendix A. Specific areas in which vehicle reduction could be realized are as follows:

e The Department has 11 vehicles classified as "deadlined”. These are apparently
vehicles that are not in active use. Maintaining the vehicles in inventory has
indirect costs to the City shas insurance expense. These/dlicles should be
disposed of as quickly as possible.

e Two older vehicles assigned to clerical/administrative staff should also be
removed from the fleet.

e The maintenanceworker's car should beliminated from the fleet. The
maintenancevorker can use an unmarked pool car if transportation is needed.

With the above changes, 14 vehicles can be removed from the fleet. If the SWAT vehicle
is also to be removed, total fleet size would drop to 40.

Further reduction can be achieved in the fleet if GRdlitutes a newehicleuse policy
and systemMore specifically:

e The number of patrol cauld be reduced it is not necessary for evepatrol
officer and shift commanadafficer to have an individual car. As one example,
shifts A and D could share vehicles, likewise shifts B and C.

e Most administrative command positions could retain an assigned vehicle.

e A pool of backup vehiclescould be maintainedor vehicles oubf-duty, training
transportation and other needideally, the number of vehicles needeauld be
determined by an analysis of historic time out of service for the patrol vehicles.
However, apresentthere is not much data captured on this isdogroved fleet
data and related managememtuld berequiral to make a definitive assessment

In Exhibit 15, we have prepared one conceptual model for further vehicle reduction. This
model is relatively generous in maintaining individual cars foryy@mmand positions

as well as a pool of unassigned cars. In total this model anticipates thlap#drement

would operate with 29 vehicles as opposed to the current 55. Excess vehicles would
ideally be sold off and future purchases determined by @nadtiturnover and
replacement schedule, such as was previously discussed.
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Exhibit 15
Covington Police Department
Possible Vehicle Scheduling System

Platoons |Traffic |DB Command Admin |SRO| DARE [Training |Utility

Unit Number | Year |A|B|C|D

U5549 2010 Chief X

U5555 2011 Captain X

U5533 2008 Captain X

U5543 2009 [X X Lieutenant (2)

U5534 2008 XX Lieutenant (2)

U5548 2010 X Traffic Lieutenant

U5550 2010 Lieutenant Internall| X

U5556 2011 X X Sergeant (2)

U5546 2010 XX Sergeant (2)

U5531 2008 X DB/Sergeant

U5536 2008 X DB/Sergeant

U5535 2008 X DB/Sergeant

U5545 2010 Training Sergeant X

U5559 2011 X Traffic Sergeant

U5540 2009 | X X Patrol Officer (2)

u5542 2009 XX Patrol Officer (2)

U5553 2010 X X Patrol Officer (2)

U5552 2010 XX Patrol Officer (2)

U5557 2011 | X X Patrol Officer (2)

U5558 2011 XX Patrol Officer (2)

U5537 2008 X Patrol Officer

U5538 2008 X Patrol Officer

U5541 2010 X PR Officer/Traffic

u5544 2009 SRO/Sergeant X

U5530 2008 DARE Officer X

us5547 2010 As needed X

U5532 2008 As needed X

U7525 2007 As needed X

U7501 2007 As needed X

Suggested vehicle assignmentaildbe changed by Chieff Police as well aspecification of
theprecisevehiclesto be retained or removed from the fleéexcess vehiels should be sold
of f or recycled into the Citybds fl eet

In regard to vehicle maintenance responsibility, we would suggest that this be assigned to an
existing command position. As noted, the Traffic Lieutenant would be a logical choice, with
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support preided by theclerical staff. Day-time officers could transport cars for repair as could
the maintenance worker. It should also be noted that the reduction in vehicles can be
accompanied by a reduction in the number of firearms. Each officer /vehicleantbur
assigned a shotgun and rifle. Fewer vehicles will require férearms

Longerterm, a vehicle turnover standard should be established. Currently vehicles are turned
over every five years, or when warranted by condition. With eérowme privilege ended, cars
could be expected to last longer. Many departments use miles rsrdsa gauge for capital
planning. For example, cars might leave the patrol rotation at 100,000 miles. Those in better
condition can then be placed in the car pool with others auctioned Adf.noted, he
department does not currently track total gatndeage driven. This would be a necessary
statistic in determining useful life. In any event, a measure of depreciation should be
establishedo guide the future purchase of police cars.

G. FACILITIES AND OTHER ISSUES

Currently CPD operates fromhree distinct locations. As mentioned, the Detective Bureau is
housed in a separate facility near the water tower. Administrative operations are located in the
office space formally occupied by City Hall apdtrol anddispatch operations are in a segar

wing of that buildingi physically separated from administration by the Council Chambers. The
current facility situation, as well as other issues, are discussed in the following findings and
conclusions.

1.

CURRENT FACILITY ARRANGEMENTS DO NOT SUPPORT T HE
COORDINATION AND EFFECTIVE MANAGEMENT OF RESOURCES .

In the current situation CPD's command and operations are scattered among different
locations. All three locations are poorly structured in regard to the use of physical space.
The administrative aa has been converted from the former City Hall on a limited
budget, with limited consideration of police need®ther facilities are also less than
ideal. Specifically:

e The public walkin areaat the administrative buildings austere and does not
convey a feeling of welcome. Citizens enter into a confined vestibule area and
must use a phone to notify personnel of their presence and communicate through
a small window.

e The administrative area has been converted fronolth€ity Hall administrative
layout. Police dfice assignments haviead toconform to theformer shape of
City Hall. Clerical employees are not contiguous to their supervisor and there are
large areas of undettilized space throughout the facility. There is a distinct
feeling of sepeateness for many of the offices.

e Patrol operations and dispatch are physically separate from the administrative
facilities. Offices in this building are small and poorly designed, as well as
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colorless andlrab. The prisoner holding area is virtually-existent and there is
no sally port for prisoner unloading.

e The Detective Bureau is housed in an aged building that does not appear to be
well kept. Detective Bureastaff appearso make the best of the situation, but
the physical separation fromatrol and other operations not conduwe to
effective communications or teamwork.

Essentially, the Chief of Police, and in turn, other command officers face physical
constraints in the organization and operation ofddgartment. A police agency is like

any other business in the sense that physical facilities should be designed to support,
rather than challenge operations.

As mentioned, the City is constrained on what can be spent on facilities, or other services
and uses. However, as a future comsitien, the following changes could prove
beneficial:

e Determinea new location for the Cit€ouncil Chamber.

¢ Retain an architectural firm to develop a design for thel#imdStreet location to
hous police operations exclusively.

¢ Determine methods farapital fundng and initiaterenovation
e Move all CPD personnel to one location.

THE POLICE DEPARTMENT'S MAINTENANCE OPERATION COULD BE
MERGED INTO THE CITY HALL MAINTENANCE DEPARTMENT

The Police Department currently has one assigmeaintenance worke with
responsibility for custodial, car washing and some minor maintenance. In our tour of the
facilities, we noted a number of areas where custodial ioguitl beupgradedsuch as
windows, floors and other concerns. CPD contends thaemmgloyee is bsy and
productive and limited in what can be accomplished.

In fact, it can be difficult for a Chief of Police or Administrative Assistant (the
Maintenance Worker's current supervisor) to make this determination. Neither are
experts in building and grounds maintenance, and both have other more pressing
managemerntoncerns.

The City has a centralized maintenance operation, staffed by four wdeketsy a

Maintenance Supeisor. The group maintains ther€ater CovingtorCenter, Trailhead
andBogueFalayaPark. Staff are scheduled onsavenday operation with aapd track
record in servicing multiple locations.
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Based on our observations, we would suggest that the City consider moviRglitiee
Department raintenancewvorker under the supervision of the Maintenance Supervisor.
The Police Chief would still have pait into maintenance priorities but supervision and
oversight would be provided bynaintenanceprofessional. As an added benefit,
additional resources could be assigned for special projects. Maintenamtagddacould
also be established.

THE CURRENT PAY STRUCTURE IS IN NEED OF UPDATE.

In conducting the study, the most often mentioned issue of concern to CPD emjdoyees
the pay structure. More specifically:

e The startingpolice dficer rate of approximately $28,000 makes recruitment and
retention ofgood employees difficult. In fact, there have been 14 terminations of
employment since 2007 thaould have resulted from waggsues. The actual
numberof employees leaving for this reassriikely lower, but still significant.

e As mentioned, severatlerical positions are paid higher salaries thamtice
officers.

e Command salaries are also reportedly lower than similar positions in neighboring
agencies.

While these disparities can be docuneehother factors should also be considered:

e With the exeptions of new hires, the City pays the employee's portion of
retirement. This is a rising number, due to pension liability. For 2011, it is 10%
of wage.

e The employee benefit package is relatively generous including retiree baadth
The cost of benefits is estimated at roughly 50% of wiagefairly significant
level ofbenefitcompensation.

In summary, the issue of compensation is mailtered. What is not apparent tise
degree to whichemployeesmight be underpaid whenrall costs are consideredr
similarly, if pay levels would be viewed more favorably édbmpensationwere
restructured to provide more in base ws@ed less in benefits.

What is needed is a pay system tbam guide decisiemaking for these and otheay
issues and provide the best basis for recruitment and retention of quality emplayees.
present, the pay system is viewed wsibme degree ofuspicion and a high level of
dissatisfactionA more transparent and understandable system of pay pragressild
rectify this situation.

* * * * * * * * * *

In the following section, we present our recommendations pertaining to the Police Department
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SECTION Il
POLICE DEPARTMENT RECOMMENDATIONS FOR IMPROVEMENT

Our recommendations for improvement are based on the findings and conclusions contained in
Section Il. Related to this, they focus on the following areas:

e Improving the command structure and ultimately reducing the number of command
positions

¢ "Right sizing" the police operation while maintaining shift staffing at current levels
e Instituting improved information systems and upgragiolicereporting
e Upgrading procedural systems and documentation
e Achieving cost savings in support operations
e Implementing service contracts with other agencies to achieve cost savings
e Realizing cost savings in vehicle practices
e Improving facilities.
Specific recommendations are as follows:

1. THE CHIEF OF POLICE SHOULD PREPARE AN IMPLEMENTATION PLAN
FOR THE STUDY'S RECOMMENDATION S.

The following pages contain a series of recommendations for modifying current
operational practices in CPDRelated tothis, each recommendation must be treated
separately and each will have different circumstances for implementation. Moreover, the
Chief of Police may disagree with some recommended actions, or wish to cite additional
constraints that need to be considered.

For these and other reasons we are recommending that the Chief of Police prepare an
implementation plan for submittal to the Mayor. The plan should address each
recommended action in the following manner:

e In cases in which the Chief of Police concwgh a recommended action
explicitly, an estimated date for implementation should be provided. If the Chief
concurs but must select an alternative approdbb alternative should be
specified.
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e In cases in which the Chief disagrees with a recommendatidasires to modify
it i a written rationale for retaining the status quo or another option should be
prepared.

e I n cases in which Civil Service restric
the Chief should offer input regardirige most expedient and lawful manner of
implementation.

e For longerterm optional recommendations, the Chief should offer input regarding
future feasibility and/or potential value.

From an overall perspectiveew have attempted tawthdfatwehi on a
operation of the departmehitwill be a challenge to implement some changes within the

Civil Service structure. Under this system, seniority weighs heavily in promotions and
cutbacks (i.e. bumping rights). With these constraints, it caiiffi@tl to place or retain

the most qualified person in a particular job. However, it can and must be accomplished

if the department is to maximize cost effectiveness. Management must be firm and
consistent in stating job requirements, monitoring probatiyp periods and applying

effective performance evaluationethods to measujeb performance. Short of this, the

City will be denied the best possible police organization.

AN ASSISTANT CHIEF POSITION SHOULD BE CREATED AND THE TWO
CAPTAIN POSITIONS ELIM INATED.

As discussed in the findings, CRbould function with one Assistant Chief of Police as
opposed to two Captains. The new Assistant Chief would have responsibility for
operational management under the direction of the Chief of Police as well as:

e Complaint resolution at the highest level
¢ Internal investigations
e Operational and special event planning.

The primary managemertuties of the current Cégain-Operations would be assumed by
the new Assistant Chief. Secondary duties, such as weapong/ammad be assigned
to another command officer.

Theduties of the Capin-AdministrativeServicesshould be assigned as follows:

e The Traffic Lieutenant assumes responsibility for vehicle maintenance with
administrativeassistance from the EvidenCeordinator.

e Vehicle records, maintenance contracts, maintenance notification and scheduling
should beperformed by the Evidence Coordinator.

e A parttime information technology person or company should be hired for radio,
camera and computer maintenance, as wadkpsrtisgo assist in
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decisionmaking regarding upgrades to the police software.

¢ Responsibility for property inventory and related records manageshentdbe
assumedby a newAdministrative Sergeant positipasdescribed below.

The twoincumbentCaptainsshould be slotted in the new organizational structure
consistent witlCivil Service law(i.e. bump down to Lieutenant level)ltimately, one
position should be eliminated at the bottom of the organiz#timugh attrition when a
vacancy existsThe net loss of one Captain position will result in an estimated savings of
$89,052 including benefit cost However, there will be additional cost to upgrade the
other position to an Assistant Chief, offsettangortion of these savingsitheror both
incumbentCaptainscould apply for the new Assistant Chief positamscould other

qualified individuals

THE LIEUTENANT -INTERNAL AFFAIRS POSITION SHOULD BE
ELIMINATED.

The Lieutenantnternal Affairs positionshould be eliminated with primary duties
reassigned as follows:

e The new Assistant Chishouldassume responsibility for internal investigations.

e The Detective Bureaghould assume responsibility for juvenile investigations
supported by the SchoBlesource OfficéEergeant

The incumbent Lieutenant should be slotted in the new orgamahstructure consistent
with Civil Service law. Ultimately, one position should be eliminated from the bottom of
the organization through attrition when a vacaexists. The cost of the Lieutenant
Internal Affairs position is estimated at $68,319 including benefiscost

A NEW ADMINISTRATIVE SERGEANT SHOULD REPLACE THE CURRENT
TRAINING SERGEANT POSITION AND BE CHARGED WITH THE
RESPONSIBILITY OF UPGRADING KEY MANAGEMENT SYSTEMS.

As discussed, training is currently well managed by the Training Sergeant, but this duty,
in our opinion, does not constitute an adequate workioadsmall department like CPD

What is recommended is that the position be expanded to assume new duties related to
the development or improvement of management systems. These include:

e Serving as thepoint person for the development of ne&tandard Operating
Procedures and rules and regulations. This could be accomplished with a
committee structure in which individual command officers are given
responsibility for upgrading/drafting certain subjecttteia The Sergeant would
have responsibility for continuing development, integration and review with the
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Chief of Police. The Sergeant wouddtributeand maintain theipgrades to the
documents on an ongoing basis.

e The position should have responsibili for research, development and
administration ofa performance evaluation system. As mentioned, activity data
for individual employees must be captured if a performance tool is to have
substance. Related to this, it will be necessary for the Sergeaking with the
Chief of Police, to identify the appropriate measures and methods for data
collection.

An effective system can be difficult to develop and implem@&ot.begin the
process, the Sergeant should investigate other successful systems. A good
starting point to gather this information would be listservs in Louisiana and
nationally that have been developed for police chief communications and
inquiries. Legal restrictions and the technical and reporting requirements of
activity-based police reptng should also be investigated. Essentially, the
department should make every effort to fully understand the requirements and
benefits of a true performance evaluation system before making the decision on
how thedepartment is to proceed toward this lg@nce the substance of the new
system has been defined, the Sergeant should assist in ongoing adminisyration
working with the Chief of Police to determine which upgrades to the PTS
software are required to provide the needed management information.

In addition to the above, the Sergeant should @gersee the contract for the new
technology person responsible for radio, camera and computer maintenance, as well as
the departmerd property inventory. As mentionedgclerical and administrative duties
related toproperty inventoryshould be assigned to the Evidence Coordinator under the

Sergeant'sdirectiono ease the Sergeantds wor kload in
required for training administration, the Sergeant should also considgeguse of the
SIlidell Training Academyds resources rathe

To be effective in these duties the position must have adequate rank. Otherwise,
directives may well beignored. Ultimately, the position should h#assified as a
Lieutenant. However, this should only be done after some level of measurable success
has been achieved by the incumbent.

THE PUBLIC RELATIONS OFFICER SHOULD BE ASSIGNED TO TRAFFIC
AND PERFORM BOTH DUTIES.

As discussed, the PublRelations Officer performs a valuable function in coordinating
services with business neighborhood groups and the general public. However,
dedicating onepolice officer to this function is extremé the incumbent should have
other policing duties. Rated to this we are recommending that thecumbentbe
transferred to the Traffic Division and serve as an afternoon Traffic Officer. With this
recommendation, the presumption is that workload will be split equally between public
relations and traffi¢ the balance can be shifted to accommodate needs in either area.
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THE SCHOOL LIAISON SERGEANT SHOULD BE ASSIGNED TO THE
DETECTIVE BUREAU. RANK SHOULD BE DIMINISHED WITH IN THE
BUREAU.

As discussed, it is recommended that the Detective Bureau assumesig@poifor
juvenile investigations supported by the School Liai®dfcer. It is also suggested that
the School LiaisoiOfficer report to the Sergeant amarge ofthe Detective Bureau. This
will facilitate the communication of youtklated issues a@ncrimes and provide the
Sergeant with the authority to direct the School Liai€dficer in the investigation of
crimes or particular concerns.

In regard to rank, the Detective Bureau should have three fewer command positions,
including two Detective Sgeants and th&chool Liaison OfficefSergeant All three
positionsshould be at thpolice officer level. This is a situation that should be corrected
over time, agpersonneleavethe department or are reassigne&ventually we would
recommend thahe Detective Bureabe staffed as follows:

Lieutenant in Charge

Sergeant

Police Officers/Investigators (2)
Narcotics Officer

School Liaison Officer.

THE NARCOTICS OFFICER SHOULD BE ADDED TO THE SHERIFF' S DRUG
TASK FORCE ON A ONE-YEAR TRIAL BASIS .

As discussed, CPD is limited in what can be accomplished with one individual assigned
to narcotics. The Sheriff's Drug Task Force has 18 personnel including representatives
from the City of Mandeville (and possibly soon) the City of Slidell. With this level
personnel, major drug initiatives can be mounted. CPD would likely benefit from both
the level of enforcement as well as the amount of forfeiture funds received.

CPD'sChief of Policehas reservations regarding the benefits that would be received by
assigning an individual to the task force. This is understandable and should be
considered.

As a middleground, we would recommend that CPD assign the Narcotics Officer to the
task forcefor a oneyear period. The benefits and disadvantage of this joint arrangement
can then be observed and documented. A decision can then be made on continuation
after the ongyear anniversary.

THE CITY SHOULD SERIOUSLY CONSIDER THE SHERIFF'S
DEPARTMENT F OR SWAT RESPONSE TO CRISIS SITUATIONS.
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10.

As discussed, the City has eliminated the SWAT budgefYoR012. Moreover, CPD
reportedly las only seven SWAT teawofficers at this time. With 24 total SWAT team
personnel deployed on all shifts and its proxynid the City of Covington, the Sheriff's
Department is a logical service provider.

We recommend that CPD enter into dialogue with the Sheriff's Department to provide
SWAT services. As mentioned, statistics on response levels and times should be
requestd and procedural approaches articulated. The Chief of Police can then document
the service that would be received rather than relying on conjecture. In turn, the City will
have definitive information to make this important policy decision. On the sutiaing

the Sheriff'sDepartmenfor thesecrisis situations appears to be a logical use of regional
resources. Unless some negative aspacthe service can be demonstrated, we would
recommend an agreement for the Sheriff to assist.

THE EVIDENCE COORDINATOR SHOULD ASSUME ADDITIONAL DUTIES .

As discussed in the findings, the Evidence Coordinator, in our opinion, has workload
capacity. While this is an important functiohshould not be the exclusive set of duties
assigned to the position.

Without additional dugs (and at current pay level) BRvould be better served to have a
police officer perform the dutyi as part of a broader work assignment that includes
active policing.

In any event, we are not recommending that the position be eledioatthe incumbent

be replaced. We are recommending that additional duties be assigned. These should
include:

e Responsibility for vehicle inventory records such as maintenance and naledge
related reports

e Scheduling of vehicle maintenarideoth preentive and emergency.

o Responsibility for departmental property inventory and records under the
supervision of the new Administrative Sergeant.

e Other needed clerical input.
Since this is &ivil Service position, there may be some limitations on restructuring the
position. If this proves problematic, the City should consider filling the position with a
police officerfollowing theseparation from City employment, @tirement of the
incumbent.

ONE CLERICAL POSITION SHOULD BE ELIMINATED, IDEALLY
THROUGH ATTRITION OR TRANSFER .
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