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The Honorable Michael Cooper 

Mayor 

City of Covington 

317 N. Jefferson Street  

Covington, LA 70433  

 

Dear Mayor Cooper: 

 

We have completed the evaluation of the Police and Fire Departments for the City of Covington. This 

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 by the two departments. This 

final report contains the findings and conclusions 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 departments. Like other municipalities across Louisiana and the country more 

generally, the continuing economic malaise is limit ing available tax revenues and in turn, creating 

budgetary challenges. Our study results will hopefully provide the means to preemptively and rationally 

address this situation for public safety services in Covington.   

 

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

following: 

 

 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.  

 

 In regard to the latter, we strongly suggest that to the extent possible, staff reductions be 

achieved through attrition ï as opposed to the elimination of an incumbentôs position. While the 

City may choose to pursue a more immediate cost cutting approach, it has been our experience 

that a planned program of attrition can serve to foster organizational acceptance for change and 

in turn, assure a higher level of morale and performance.   

 

 Our recommendations include some that are envisioned for immediate implementation and 

others that are longer-term. In this sense, we have attempted to fashion a ñroad mapò for 

continuing cost containment.  

 

 In some cases our recommended actions must be considered within the context of Civil Service 

law.  In these cases it will be necessary to implement changes within the legal parameters. We 

have added our thoughts regarding where this might apply, and how it might be achieved.

https://webmail.covla.com/owa
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We appreciate the cooperation extended to us by employees of the Police and Fire Departments, 

particularly Police Chief Richard Palmisano and Fire Chief Richard Badon. In all cases we found 

employees of the Covington Police and Fire Departments to be cooperative, candid and willing to offer 

suggestions for improving operations. 

  

We have sincerely enjoyed this opportunity to work with the City of Covington. If you have questions 

concerning this report, please do not hesitate to contact me at 734.904.4632. 

        

Very truly yours, 
          

 

 

   Mark W. Nottley, Principal 

Municipal Consulting Services LLC 
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 SECTION I  
 

 EXECUTIVE SUMMAR Y 
 

In this section of the report we include discussion of the backdrop for the study, project 

objectives and approach, the methodology used in conducting the study and the 

recommendations that 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 the parish seat for St. Tammany Parish and as such, has 

a much larger daytime population, estimated at 25,000. Quality of life is high, and the citizenry 

expects and receives high-quality, responsive municipal services. The City has traditionally met, 

or exceeded these service expectations ï including 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 Covington Police 

Department has limited interaction with the Sheriffôs Department despite the geographic 

proximity of the two operations. On the fire side, the Covington Fire Department has limited 

interaction with neighboring Fire District 12 despite the geographic closeness of the station 

houses and sometimes overlapping service areas. Essentially, the City of Covington has viewed 

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

 

This service model has served the community well but has also required a fairly significant 

financial outlay. Police and fire services consume 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 this cost can be attributed to personnel-related expense. Both departments 

require ñround-the-clockò staffing ï an expensive, but necessary operational characteristic.  

 

In regard to expenditures, both departments have experienced significant increases in operating 

budget over the prior five years. This is illustrated in Exhibits 1 and 2, which present historical 

trends for Covingtonôs police and fire operating costs. As seen in the exhibits, costs accelerated 

significantly in 2006 and are now maintained at much higher levels. In comparison to 2006 

budgeted expenditure levels for police and fire services, 2011 costs are higher by 54% and 63% 

respectively. These increases can be attributed to a number of upgrades including a significant 

increase in personnel for Fire Department staffing, multiple police-related upgrades, pension cost 

escalation and other factors.    
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Exhibit 1 

Covington Police Department 

Historic and Estimated Expenses 

 

 
 

*Estimated fiscal year-end 

Source: City of Covington 

 

Exhibit 2 

Covington Fire Department 

Historic and Estimated Expenses 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

*Estimated fiscal year-end 

Source: City of Covington 
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Unfortunately, like other local governments, the City of Covington has been, and continues to be 

impacted by the economic climate. Having increased public safety expenditures prior to and 

during the 2008 economic collapse, the City is now faced with less certain prospects for 

maintaining these spending levels. Heavily dependent on sales and ad valorum property taxes, 

the City, in the current fiscal environment may not be able to produce the revenue streams 

necessary to sustain increased service costs. This situation is illustrated in Exhibit 3 ï a trend line 

that tracks the year-by-year general fund equity balance. As seen in the exhibit, fund balance (i.e. 

discretionary reserves) has been depleted at a relatively rapid 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 streams could pose financial challenges.  

 

Exhibit 3 

City of Covington 

Historic Fund Balance 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
*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 of 12-31-09. 

Source: City of Covington 

 

A pre-emptive approach to addressing the situation is certainly in order and this study is one 

component of that initiative. As noted above, Police Department and Fire Department costs 

consume roughly half of the general fund budget. In turn, 2010 personnel costs for these two 

departments accounted for 82% and 86% of total costs respectively. Related to this, any serious 

cost reduction effort must consider and scrutinize public safety staffing levels. Consistent with 

this requirement, our evaluation has focused on finding methods for structuring the respective 

operations for greatest efficiency, evaluating shared-services options and generally identifying 

any and all opportunities for improving the ñbottom lineò.  In many cases this may involve 

restructuring operations with fewer personnel. Any such staff reductions would ideally be 

achieved through attrition.  
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OBJECTIVES OF THE STUDY  AND QUALIFIERS  

 

Based on the above, the identification of cost savings and productivity improvements have been 

primary objectives of the study. However, the City recognizes the importance of police and fire 

services to the residents of Covington. Related to this, the City will not entertain 

recommendations that result in dramatic service reductions and decreased service quality. We 

have been cognizant of this overall directive in conducting the study. Consistent with this, we 

have proceeded from the assumption that police and fire protection should not be compromised. 

The residents have come to expect a certain level of service quality 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 police and fi re service areas and related resources. Our objective has been to 

examine virtually all aspects of public safety operations for the purpose of: 

  

 Determining appropriate staffing levels for administration, supervision, field 

services, support services and clerical operations; 

 

 Identifying and implementing opportunities for improving the utilization and/or 

coordination of personnel;   

 

 Determining new scheduling systems to achieve better coverage with available 

staff in all field operations; 

 

 Specifying and correcting any procedural redundancies that are impeding 

productivity;  

 

 Identifying opportunities for service and personnel sharing with other agencies; 

 

 Evaluating equipment assignment and use to realize any cost savings; 

 

 And ultimately, creating a ñroad mapò that can serve as a long-range operational 

plan for the City of Covington in managing these key resources.  

 

 

SCOPE OF THE REVIEW  

 

The evaluation of Covingtonôs Police and Fire Departments has been completed through the 

following scope of review: 

 

 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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 All personnel have been offered the opportunity for personal or group interview or 

confidential survey; 

 

 The facilities has been toured as well as the service area; 

 

 Representatives of some neighboring police and fire agencies have been  interviewed 

regarding service outsourcing or cooperative arrangements, or simply their perception of 

Covingtonôs services; 

 

 Representatives of some other City departments have been interviewed or consulted 

regarding financial or personnel issues;  

 

 Benchmark comparative surveys of other police and fire departments in Louisiana have 

been conducted; 

 

 Expert sources have been consulted regarding particular operational issues; 

 

 Other tasks have been performed to increase our knowledge of the City of Covingtonôs 

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 II:  Police Department Findings and Conclusions 

 Section III:  Police Department Recommendations for Improvement 

 Section IV: Fire Department Findings and Conclusions 

 Section V:  Fire Department Recommendations for Improvement. 

  

In regard to overall conclusions, we have found both chiefs to be individuals of the 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. What are understated 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 difficult 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 through attrition, placement 

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

placement of employees into the outsource operation. Ultimately, this will be the Cityôs decision 

and dependent on the Cityôs financial means. However, it would be the preferred approach to 

organizational change.  
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It must also be noted that some recommended actions will require adherence to Civil Service 

guidelines or other situations that will impede implementation.  In this sense, the report is 

intended as a strategic plan ï with cost savings to be achieved in both the short- and long-term.  

 

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:  

 

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

created; 

 The Lieutenant-Internal Investigations position should be eliminated; 

 The Training Sergeant position should be given additional duties and retitled 

Administrative Sergeant; 

 Standard Operating Procedures, performance appraisal and information systems should 

all be upgraded; 

 A part-time information technology person should be hired or the function should be 

contracted to a local company; 

 The Public Relations Officer should be assigned to half-time traffic enforcement duty; 

 Rank should be diminished within the department over time ï particular positions are 

specified; 

 The Narcotics Officer should join the Sheriffôs drug team for a one-year trial period; 

 The City should consider utilizing the Sheriffôs SWAT resources; 

 The Evidence Coordinator should assume more responsibilities; 

 One clerical position should be eliminated; 

 If a long-term contract can be agreed-on, dispatch service should be outsourced to the 

Sheriffôs Department; 

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

 Vehicle inventory should be reduced from 55 to 29; 

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

 Police building maintenance should be assumed by the Cityôs central maintenance 

operation; 

 A comprehensive compensation system should be developed for Police Department 

employees and all other City employees. 

 

In regard to the Police Department, we have provided estimates of cost savings for some 

recommended changes to operations (such as staff reductions, vehicle policy changes and 

dispatch outsourcing) within the body of the 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 determine precise cost savings.   
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Overview of Fire Department Recommendations 

 

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 be used in a part-time, paid-on-duty capacity 

in a number of specified situations to reduce overtime; 

 The Northside Station should not be staffed at present, volunteers should eventually 

handle this responsibility; 

 One Assistant Chief should assume additional responsibilities related to administration; 

 The commercial building inspection process should be modified to rely more heavily on 

platoon firefighters; 

 The City should consider outsourcing dispatch services to Unifire; 

 Inter-jurisdictional coordination with District 12 should be improved to better service 

some geographic areas; 

 Drive-home car privileges should be ended for most current assignments. 

 

In regard to the Fire Department, we have provided estimates of cost savings for some 

recommended changes to operations (such as one staff reduction, changes in vehicle policies, 

overtime savings and dispatch outsourcing) within the body of the report. We estimate these 

savings at approximately $325,000 in total. Other recommended actions must be implemented 

before cost savings can be accurately determined.  

 

______________________________________________________________________________ 

 

 

For both departments, we are recommending that the respective chiefs prepare an 

implementation plan. The substance of the plan is outlined in the recommendations sections. 

Organization charts depicting our recommended future staffing are also included at the end of the 

recommendations sections.   

 

 
*  *  *  *  *  *  *  *  *  *  

 
In the following section, we present our findings pertaining to the Police Department.



 

 

SECTION II  

 

POLICE DEPARTMENT  

FINDINGS AND CONCLUSIONS 
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SECTION II  

 

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:  

 

A. Overview of Cost and Service Factors 

B. Overall Command and Administration 

C. Field Operations (Patrol and Traffic)  

D. Detective Bureau and Special Operations 

E. Support Staff and Dispatch 

F. Vehicles and Equipment 

G. Facilities and Other Issues.   

 

Each area is discussed separately below 

 

 

A.  OVERVIEW OF COST AND SERVICE FACTORS 
 

The Covington Police Department (CPD) serves a population of approximately 9,000 within a 

service area of roughly 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, the St. Tammany Parish Justice Center, St. Tammany Parish 

Hospital and various other employers and attractions, including a number of restaurants.  The 

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 day-time 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 for all of 2010 (i.e. 

murder and homicide, rape, robbery and aggravated assault).  As a result, CPD is able to 

concentrate resources on more pro-active policing and crime prevention. 

 

In conducting the study, we have included "benchmark" data comparing CPDôs operations to 

other police agencies in Louisiana.  In consideration of the day-time population of Covington, we 

have opted to utilize communities that are larger and more comparable than smaller cities with 

less activity.  The benchmark police agencies that we have utilized are illustrated in Exhibit 4.  

Our rationale for using this group includes the following: 

 

 The average round-the-clock population of 12,824 served by the group is 46% larger than 

Covington.  Note: Some CPD personnel suggested a comparison to communities of 
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25,000 (such as Hammond). Having visited Hammond, Slidell and other larger cities 

during the study, we consider this excessive.   

 

 As seen in Exhibit 4, the average crime rate is much higher in the benchmark group than 

in Covington, indicating the need for these agencies to have (on average) at least as many 

and likely higher numbers of personnel and related costs. 

 

Exhibit 4 

Comparison of Reported Crime in 2010 

 

Police Agency 

2010 Census 

Population 

Total Violent Crime 

Incidents 

Total Other Reported 

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  12,824 94 1,078 

Notes: 

Violent crimes include murder, non-negligent homicide, forcible rape, robbery and aggravated assault. 

Other reported crimes include property crime, burglary, larceny theft, 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 the exhibit, cost per capita in Covington is much higher (i.e. 31%) than the average of the 

other departments.  Some of this cost differential can be attributed to economy-of-scale.  Simply 

put, it is more costly to maintain a police agency in a smaller community since minimum levels 

of personnel are required for different functions regardless of size.  However, this level of cost 

disparity also indicates a level of excess expenditures that should be identified, and ideally 

eliminated.  
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Exhibit 5 

Comparison of Police Cost Per Capita 

 

Police Agency 

2010 Census 

Population 

FY 2011 Year Adopted 

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  12,824 $4,365,782 $336 
Notes: 

Average population of other agencies is 46% higher than Covington in consideration of day-time population increase.  

Covington budget is FY 2011 estimated year-end. 

Source: surveyed agencies 

 

Similarly, Exhibit 6 compares sworn officers 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.  If all positions 

were currently filled consistent with the budgeted total, the ratio of police officers to residents 

would increase to 4.4 per 1,000 population.  The national average for all police agencies in 2010 

was 3.7 sworn officers per 1,000 population. 

 

Exhibit 6 

Comparison of Police Staffing 

 

Police Agency 

2010 Census 

Population Total Sworn Staff 

Population per 

1000 Population 

Covington  8,765 35 4.0 

Abbeville 12,257 43 3.5 

Denham Springs 10,215 36 3.5 

DeRidder 10,578 29 2.7 

Gretna 17,736 73 4.1 

Mandeville 11,560 40 3.5 

Minden 13,082 70 5.4 

Morgan City  12,404 36 2.9 

Sulphur 14,758 57 3.9 

AVERAGE  12,824 48 3.7 
Average population of other agencies is 46% higher than Covington in consideration of day-time population increase.  

Source: surveyed agencies 
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Summarily, benchmark data must be interpreted with care.  However, the simple comparisons 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.  Related to this, the remainder of the police portion of 

the study focuses on an analysis of each division and operating area to determine where excesses 

might exist, and where cost efficiencies might be realized.  

 

 

B.  OVERALL COMMAND AND ADMINISTRATION  
 

The organization of CPD is illustrated in Exhibit 7 for sworn police officers and Dispatchers 

(other civilians are excluded).  As seen in the exhibit, there are 35 total sworn police officers, of 

which 19 are ranked Sergeant or above. (A ratio of command to staff of more than 1:1.)  The 

large number of command staff 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 ï Sworn* 

 

Chief of

Police

Captain

Operations

Lieutenant

Internal Affairs

Captain

Administrative 

Suppor t

Sergeant

Investigations

Public Relations

Officer

Shift

L ieutenant

Shift

L ieutenant

Shift

L ieutenant

Shift

L ieutenant

Sergeant

Training

Lieutenant

Traffic

Sergeant

School L iaison

DARE

Officer

Sergeant

(2)

Detective

(2)

 

Sergeant 
 

Sergeant 
 

Sergeant 
 

Sergeant 
Sergeant

Traffic

Police Officer

(3)

Police Officer

(3)

Police Officer

(3)

Police Officer

(3)

 

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, CPDôs top command is comprised of three positions: the Chief of  
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Police, Captain-Operations and Captain-Administrative Support.  The Chief of Police has 

held the position for approximately 4.5 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 structure from an operational 

perspective, we have noted both strengths and weaknesses in overall management.  In 

regard to the positive features of departmental management, we have noted the following: 

 

 The Chief of Police exhibits a high level of personal integrity and commitment.  

His police credentials are well established and his professional demeanor conveys 

the proper level of authority and accessibility. 

 

 Morale and internal satisfaction with the Chief of Police's leadership is at an 

acceptable level.  The vast majority of interviewees or surveyed personnel 

responded positively to questions regarding internal morale. 

 

 Budget management appears to receive more than adequate attention. In regard to 

police department expenditures more generally, overtime is an area in which 

budgetary control is often weak.  This is not an area of weakness for CPD.  

Effective scheduling practices, the use of compensatory time and ongoing 

attention to budget detail have served to limit overtime expense.  In 2010 for 

example, overtime cost totaled $113,640 ï a miniscule amount within a $3.9 

million  police budget. 

 

 Apparently, a number of operational practices have been upgraded during the 

Chiefôs tenure.  While we do not have first-hand knowledge of past practices, 

many interviewees commented on the Chiefôs efforts in upgrading areas such as 

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: 

 

 Standard operating procedures (SOP) are aged and in need of comprehensive 

update. In our opinion, this should have been a priority that would be at least 

underway at this point of the Chiefôs tenure. Police departments have come under 

increased scrutiny in recent years as an area of potential liability. In this regard 

standard operating procedures are essential for assuring consistency and 

accountability in a departmentôs performance and response. SOP, properly 

conceived, contains the full range of written guidelines and instructions for police 

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 has been a ñpatchwork approachò, with the 

department responding to concerns as they have emerged. In this situation, 

command and patrol officer discretion is heightened, rather than contained and 

leadership is reactive. Moreover, the lack of documentation limits the ability of 
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the department to train new officers into consistent response patterns. For 

example, CPDôs field training program for new employees would ideally employ 

concise SOP as the basis for instruction. 

 

 The department lacks a basis for performance evaluation. As of January, 2010, 

there is a rudimentary system in place, but it measures only very general 

qualitative factors (e.g. work quality, initiative, adaptability etc.) It is not 

sufficiently definitive to have use as an effective performance evaluation tool. To 

be effective, a police performance evaluation system must be structured to include 

individualized operational measures such as number of arrests, calls-for-service, 

citations, citizen requests and other statistical measures of output. This requires 

activity-based reporting, an issue discussed in the following bullet. The lack of a 

performance evaluation system hinders CPD in several significant ways. 

Specifically:  

 

ī There are several command positions that appear to have been created to 

move people from other positions where they were underperforming 

and/or poorly suited. Under Civil Service law, termination would not be 

an option unless cause could be shown. Without an effective performance 

evaluation system, it is extremely difficult to show cause, short of an 

egregious offense. The result is that some individuals are retained in the 

workforce at a less than productive level and add to staffing levels 

unnecessarily.  

 

ī CPD is a rather young department at an average age of 40 with 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 be used to identify behavioral issues 

and mold behavior into acceptable parameters or simply ñweed outò those 

individuals not suited to police work.   

 

 Data management systems do not appear to be organized to support operational 

decision making. While raw data is available regarding calls for service, crime, 

investigative cases and other statistics, it is not organized in a succinct fashion or 

integrated into a comprehensive management system, or annual report for public 

release. As an example of limitations in the current system, a request for tickets 

written per officer in 2010 could not be filled since data is not captured regarding 

individual output.  

 

The PTS Solutions software used by the department reportedly has the capability 

to produce a multitude of reports regarding police activities, however it is not 

clear if CPD has the necessary modules to create and manage the necessary 

databases. The Chief of Police cites cost issues as the reason for this deficiency.  

  In regard to the above, as a small department it could not be expected that CPD 

would be on the cutting edge in regard to technology. However, there is a need to 

determine which information would be useful, how this data can be captured and 
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what the system is capable of producing.  As mentioned above, an activity-based 

reporting system would be the best option for 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 summarized and used for 

management decision-making as well as performance evaluation.  

 

However, basic data collection systems must first be developed. The department 

needs to determine a course and then assign an individual to work with PTS (or 

another service provider) to upgrade data management capabilities. The capability 

for instantaneous report generation for activities performed by the department 

should be the norm rather than the exception. As a first step, information needs 

will need to be identified. The department can then proceed to work with a 

software provider to modify the police software for the appropriate report 

generation. Additional reporting systems can then be established, including daily 

reporting techniques.   

 

In summary, CPDôs management appears to be strong in some areas but less pro-active in 

others that are important to operational efficiency. In the current environment, it will be 

necessary to initiate and embrace cost effective alternatives. Our findings and 

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 new 

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

of the Chiefôs commitment to the ongoing need for fiscal containment and peak 

operational efficiency.  

 

2. THE DEPARTMENT COULD FUNCTION WITH ONE ASSISTANT CHIEF AS 

OPPOSED TO TWO CAPTAIN POSITIONS.  

 

As noted, CPD currently has two captain-level positions, including: 

 

 Captain-Administrative Support: 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, maintenance of car radios and lights, mobile 

data system upkeep etc.), purchasing and contract management for vehicle or 

technology services. The incumbent has no supervisory responsibilities.  

 

These duties, in our opinion, do not require a command level position and present 

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 workable solution could be as follows: 

 

ī Hire a part-time civilian technology person to handle technology-related 

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 

Cityôs information technology needs, this could also be a full-time 

technology position shared with other departments.  

 

ī Assign responsibility for vehicle repair records and related contracts, as 

well as department equipment inventory to another command position.    

As discussed later in the report, the Traffic Lieutenant would be a logical 

candidate and should have the work capacity to perform these duties, 

assisted by clerical personnel.   

 

ī A day-time police officer could be assigned responsibility for transporting 

vehicles for repair. The maintenance worker could also assist 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 eliminated, resulting in a departmental staff reduction of one. 

This would ideally be achieved through attrition.  

 

 Captain-Operations: The duties of the position include responsibility for oversight 

and management of patrol operations, Traffic Division and communications.  The 

Captain is also responsible for firearms and ammunition and is a part-time DARE 

instructor and oversees that program. Patrol Lieutenants report through the 

Captain, who has ultimate responsibility for shift scheduling, staffing, conduct 

and performance. In some departments these duties would be the responsibility of 

an assistant chief with broader job responsibilities. 

 

In practice, the Captain-Operations does not appear to have the scope of 

responsibilities listed above. The Chief of Police has a very active role in 

supervising these operations and in turn, the Captainôs responsibility is lessened. 

Ideally, this would change, with the number two position playing a more active 

role in day-to-day management. This would allow the Chief of Police more time 

and opportunity for activities such as participation and consultation with police 

professional groups (and neighboring agencies regarding cooperative efforts), 

policy development, grant identification and writing and public and civic 

interaction.  

 

The current command organizational structure has served the department adequately. 

However, as noted, at least one of the Captain positions could be eliminated due to 

workload. Ideally, both would be eliminated and replaced with an Assistant Chief 

position. The duties of the Captain-Operations would be assumed by this new position 

with full responsibility for operational management under the direction of the Chief of 

Police.  Additionally, the position could have responsibility for:  

 

ī Complaint resolution at the highest level 

ī Internal investigations 
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ī Operational and special events planning.  

 

The elimination of the two Captain positions would ideally precede the creation of the 

Assistant Chief position and selection of an incumbent. The current Captains would 

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 rank within the department 

with eight years seniority.  

 

3. THE DEPARTMENT HAS OTHER SPECIALTY COMMAND POSITIONS.  

ONE COULD BE ELIMINATED  AND ONE MODIFIED TO ASSUME 

ADDITIONAL DUTIES . 

 

As seen in Exhibit 7, CPD has numerous command positions.  As noted, the ratio of 

command to staff level positions is roughly 1:1.  The primary reason for the large number 

of command positions is the emphasis on specialization within CPD. 

 

By way of explanation, small police departments typically strive to limit command staff 

by assigning ancillary duties to more traditional command positions.  Duties such as 

internal investigations, training, weaponry, vehicles, purchasing and other duties are 

assigned to shift command or other command officers as an additional responsibility.  In 

contrast, CPD has a number of specialized classifications that only perform specific 

support functions. 

 

In conducting the review, we have noted one position that could realistically be 

eliminated with the duties assigned as supplemental responsibilities for other positions.  

Secondly, there is a command position that could assume additional duties. They include: 

 

 Lieutenant-Internal Affairs: 

 

The incumbent was formally the Lieutenant in charge of investigations but was 

later slotted into the current position.  The duties include responsibility for 

internal investigations for serious complaints and juvenile investigations.  In 

regard to the former, internal investigations peaked at seven in 2009 and totaled 

three in 2010.  Internal investigations can be intense, involving interviews and 

report writing but are not typically considered a full-time assignment, particularly 

at this volume level. 

 

In regard to juvenile investigations, CPD totaled 26 juvenile arrests in 2010.  

While there are certainly more cases than arrests there are also resources in the 

Detective Bureau that can handle this workload. The School Liaison Officer can 

also assist in this area by performing minor case investigations and follow-up.  

 

Summarily, the position is comprised of duties that could be performed by others.  

Specifically, a Captain (or ideally a new Assistant Chief) could handle internal 
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investigations within normal workload.  Juvenile investigations could be assigned 

to Detective Bureau personnel with assistance from the School Liaison Officer.  

 

 Sergeant-Training: 

 

Police training appears to be competently administered by the Sergeant in charge.  

The State of Louisiana does not require specific training after the basic police 

academy with the exception of annual firearms requalification. However, each of 

CPDôs police officers is required to complete 40 hours of minimum training 

(CPR, firearms, taser, etc.) annually. Other discretionary training is determined 

according to priority need.  Training opportunities are limited by an annual budget 

of approximately $25,000 but the Sergeant appears to do a competent job of 

identifying training resources and keeping much of the training in-house.  

Training records also appear to be well maintained.  The Sergeant also assists in 

the recruitment and hiring process by processing applicants and coordinating 

background checks. 

 

As noted above, this function is both necessary and well-performed.  However, it 

is a duty that, in other small police departments is frequently a portion of a 

broader duty assignment. Related to this, one option for CPD would be to have 

the Sergeant assume certain administrative duties that are now performed by the 

Captain-Administrative Support (a position we are recommending for 

elimination) or ñfalling between the cracksò. These would include:   

 

 Departmental property inventory and related records management. 

 Coordination of records management systems (including determination 

of activity reporting requirements). 

 Oversight of contract or in-house part-time employee for radio, camera 

and computer maintenance and software upgrade. 

 Research and development of performance evaluation tools and 

process. 

 Coordination of processes for the systematic update of SOP, rules and 

regulations and personnel policies. 

 

Essentially it is being suggested that the position (and ideally the incumbent), 

become the administrative command officer for the department, supporting the 

above areas as well as the training function.  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 performance evaluation.  

 

Ultimately, the position would be 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 positions could be eliminated entirely and 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 the Patrol and Traffic Divisions (as illustrated in the 

previous Exhibit 7).  From an overview perspective: 

 

 Patrol is divided into four shifts of 12-hour duration 

 

 Each shift is staffed with three police officers, one Sergeant and one Lieutenant 

 

 A Dispatcher is assigned to each shift 

 

 A Lieutenant and Sergeant are assigned to traffic duty, with 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 off-time, both scheduled 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 number, call-in is triggered, resulting 

in overtime or compensatory time provided to the employee that 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 resources are scheduled.  Some utilize 8-hour shifts, 

some use 10-hour shifts and others utilize 12-hour shift staffing.  Under the 12-hour shift, 

fewer police officers are typically needed to staff "round-the-clock."  However, this cost 

savings can be offset by the requirement 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 28-day cycle.  These off-hours are typically scheduled during slow times, 

thus minimizing the impact of the lost manpower. Personnel are scheduled only for an 

annual total of 2,080 hours, thus satisfying Federal Labor Standards Act (FLSA) 

requirements and avoiding overtime occurrence.  

 

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 overtime within their 

operating models. 
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Exhibit 8 

Comparison of Shift Staffing 

 

Police Agency 

Shift Type 

(hours) 

Minimum 

Shift Staffing 

Days 

Minimum 

Shift Staffing 

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 larger agencies; consequently the differential is not 

surprising.  Moreover, when all resources are considered (i.e. heavy day-time staffing and 

traffic resources) CPD does have the capability of putting additional resources into play, 

particularly during the busier day-time hours. In reviewing workload and staffing, we 

have concluded that the five person patrol shift and three person minimum is sufficient to 

address the patrol, crime and service needs of the City of Covington. CPD does need to 

staff-up for many special events and parades, but this can be accomplished with overtime 

and compensatory time as well as the deployment of seven reserve officers. In conducting 

the study, a number of individuals have commented on the excellent performance of CPD 

in coordinating resources and handling these special events.  

 

2. 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 9, the annual citation 

count does not support this premise. 
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Exhibit 9 

Comparison of 2010 Traffic Citations 

 

Police Agency 

Total Traffic Citations 

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 citations for an average of roughly 5 per day.  

The benchmark agencies average 13 per day and 8.4 if Gretna is removed ï a much 

higher level of activity.  

 

In conducting the evaluation, we have attempted to collect data on individual output but 

were informed that ticket writing data is not broken down in this manner.  As discussed, 

this is indicative of deficiencies in the current data management system.  Without 

individual output data, performance evaluation is simply not possible and operational 

planning is hindered.  

 

3. THE PUBLIC RELATIONS OFFICER IS A VALUABLE POSITION BUT 

SHOULD ASSUME OTHER RESPONSIBILITIES . 

 

The Public Relations Officer is a community-oriented position that serves as liaison to 

neighborhood groups, coordinates the neighborhood watch program, leads the bike 

program (currently limited to the incumbent) meets with business owners and generally 

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 specifically, we question the need to have one entire position 

dedicated to this task.  In reviewing options for a combined position, we have concluded 

that one viable option would be to have the incumbent assigned a broader responsibility 

that includes traffic enforcement.  More specifically: 

 

 Traffic is now lacking an afternoon position. 
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 The Public Relations Officer is currently scheduled 8am-4pm despite having a 

number of evening commitments related to community groups and meetings. The 

current work schedule is ñflexedò to accommodate these changes.  

 

 If scheduled on a day/afternoon overlap shift, the Public Relations Officer could 

also function as a member of the Traffic Division ï assisting in peak time traffic 

enforcement.  Both traffic and public relations responsibilities could be rationally 

scheduled within 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 by five sworn officers; three of 

whom are 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. Key findings 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 staff employee is assigned responsibility for delivery of court 

documents ï relieving the investigators of this duty. Additionally, arraignments are 

handled at the jail without the need for Detective Bureau input. Within this framework, 

investigative staff can allot minimal time on typical court and administrative duties, and 

in turn, more time to the investigation of reported crimes ï 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 agency and investigator will differ concerning the 

thoroughness and quality of case processing.  In regard 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 Bureau is well 

managed and motivated under the direction of the current Sergeant in charge.  Also, that 

the current staffing level should be sufficient to manage caseload in the City of 

Covington, even with the addition of the juvenile crimes caseload that is currently 

assigned to the Lieutenant-Internal Investigations.   

 

However, as with other areas of the organization, rank is uneven, with three Sergeants 

and two police officer/investigators comprising the unit.  Ideally, staffing would be as 

follows: 

 

 Lieutenant ï Investigations (1) 

 Sergeant ï Investigations (1) 

 Police officer/investigator (3) 
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With Civi l Service restrictions, this change will be difficult to implement.  However, it 

should be a future objective as turnover occurs.  

 

Additionally, it should be noted that many police departments have rotation policies for 

investigative, narcotics and School Liaison/DARE positions. For narcotics, the rationale 

is that an individual should not be subjected to the street environment for too long a 

period of time.  For DARE and School Liaison Officers, it typically concerns the 

argument of whether a police officer should be rotated back to more active police duty 

and share these more educational-oriented positions among the work force. To our 

knowledge, CPD does not have policies restricting any assignments.   

 

The School Liaison Officer and DARE officer are scheduled into the patrol rotation 

following the school year. This is a cost effective practice that allows the department to 

staff-up during a time of year when vacations are more frequent. Overtime is avoided 

when these two individuals boost staffing levels and coverage for officers taking time off.  

It should be noted that the School Liaison Officer is also at a Sergeant level. This is an 

assignment that does not require a command position, a situation that would ideally 

change in the future, similar to investigative staff.   

 

2. 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 five investigators is assigned to narcotics.  This Narcotics Officer 

may be assisted by other investigators on particular cases or assignments as time allows. 

He also works cooperatively with a State Trooper on drug enforcement as well as 

informally with other agencies.  But essentially, he constitutes a one-person unit. 

 

There are distinct limitations on what can be accomplished by one officer.  For example, 

a drug buy should be staffed with one officer inside and two out.  Active surveillance 

cannot be properly performed without four to five individuals.  Consequently, drug 

enforcement in Covington is generally limited to what can be accomplished in the 40-

hour work week of one employee, working with informants, monitoring drug arrests and 

working with other investigative personnel when they are available.  

 

In contrast, the Sheriff's Department has a large and active drug task force comprised of 

18 assigned officers, including three from federal agencies and one from the City of 

Mandeville.  Reportedly, the City of Slidell may soon be adding resources to the task 

force.   

 

One issue pertaining to any multi-jurisdictional drug task force is the distribution of 

forfeiture money ï an issue which the Sheriff's task force has apparently addressed.  At 

present, the Sheriff's task force is reportedly realizing between $100,000-$200,000 

annually in forfeiture revenue.  It is our understanding that under the Sheriff's distribution 

formula, forfeiture funds are allocated as follows: 
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 District Attorney and Judges (by State law):   40% 

 Lead detective's agency:        40% 

 Other participating agencies (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 that there would be potential opportunity 

to increase forfeiture funds revenue to the City. 

 

More important is the issue of service impact.  The Chief of Police notes that CPD was 

represented in the Sheriffôs task force in the past, but withdrew because Covingtonôs drug 

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 adding CPD manpower 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 aggressively push for more information from arrestees and local 

informants. He/she must then propose targets to the task force and make a strong case for 

specific drug enforcement initiatives within his/her home territory. Essentially, this 

individual(s) must play a key role in assuring that his/her jurisdiction receives its fair 

share of the task forceôs resources. 

 

Related to this, any agreement to assign CPD personnel to the Sheriffôs task force should 

be dependent on several factors: 

 

 An up-front articulation of Covington's expectations and general consensus by 

both parties on what is an acceptable approach. 

 

 Assignment of an individual who can and will advocate for the City of Covington. 

 

 Ongoing management reporting and communications with the Sheriffôs 

Department to document task force accomplishments ï regionally and for the City 

of Covington.   

 

Properly structured, multi-jurisdictional drug units can be very effective, since drug use 

and related crimes do not recognize and conform to municipal boundaries.  As seen in 

Exhibit 10, this is a relatively common concept in Louisiana, as well as nationally. 
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Exhibit 10 

Comparison of Drug Unit Participation 

 

Police Agency 

Officer(s) in Multi -

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 

shared-service issue.  The result is a lost opportunity to identify initiatives that could 

benefit both the City and Parish proper. If acrimony exists, it should be resolved. There is 

simply too much at stake not to explore common needs and potential solutions.  

 

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

IN COVINGTON . 

 

CPD has historically maintained a SWAT (special weapons and tactics) team to respond 

to crisis situations such as hostage rescues, counter-terrorism operations, barricaded 

suspects and high-risk arrest situations.  Since 2001, CPD has called out its SWAT team 

for response to 21 different recorded events.  Many have been related to high-risk drug 

searches and barricaded gunmen, with seven defined as relative/hostage situations. 

 

For FY 2012, the City has eliminated the SWAT budget from the larger police budget.  

The Chief of Police disagrees with this action.  He notes the large number of schools 

within the City proper and the potential for a shooter or other incident requiring a rapid 

SWAT response.  For CPD, this rapid response would be achieved by trained SWAT 

team members on each shift as well as call-ins.  The Chief estimates full response at 30 

minutes or less.  However, at present (due to turnover) there are only seven SWAT team 

members of the 35 officers on the CPD roster.  

 

The Sheriff's Department also has a SWAT team with a reported 24 total members.  

Similar to CPD, it is comprised of officers from all shifts, allowing for a more rapid on-

duty response.  The Sheriff's Department estimates full response to a Covington situation 

would be 30-45 minutes. The Sheriff would also reportedly be amenable to servicing the 

City of Covington if that is assistance was desired. However, in this event, scene 

command would shift to the Sheriff's Office. CPD would still perform the initial response 

as well as containment efforts prior to SWAT deployment.  
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The ability of the Sheriffôs Department to respond en masse to serious incidents is 

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 a quick arrest of a suspect.  

 

Presuming that response rates and manpower levels are valid as presented above, the  

Sheriff's Department would appear to be a viable option to provide this valuable service 

to the City of Covington. As seen in Exhibit 11, Covington would not be unique in such a 

shared-service arrangement ï five of the eight benchmark agencies depend on a larger 

agency or regional approach for 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 joint initiatives, 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 level with later presentations to elected 

officials with recommendations grounded in fact. Properly structured, an agreement on 

SWAT intervention could bring greater resources to a potential crisis. As such, it 

warrants serious investigation.  

 

 

E.  SUPPORT STAFF AND DISPATCH 
 

CPD's support staff includes eleven full-time positions and one part-time position assigned to the 

following functional areas: 

 

 Clerical and Administrative: Four full-time and one part-time 

 

 Maintenance: One full-time 
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 Dispatch: Five full -time, including an extra relief dispatcher 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 patrol shifts are illustrated in the 

previous Exhibit 7. 

 

Exhibit 12 

Covington Police Department 

Current Organization for Civilian Employees 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

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 higher-level administrative support to basic clerical tasks.  

Our observations regarding the particular assignments and positions include the 

following. 

 

 Administrative Assistant:  The incumbent is responsible for the in-house human 

resources functions of the department including payroll, enrollments, liaison to 
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the Human Resources Department for Workers Compensation and other statutory 

programs, maintenance of time-off accruals and other related duties. The position 

has responsibility for requisitions and purchasing and supervision of other clerical 

staff.  The workload for the position is adequate although 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/secretarial aspects of the job.  However, the 

design of the administrative area does not lend itself to this option for physical 

placement.  Compensation for the position totaled $52,929 in 2010 ï well beyond 

the wage of many sworn personnel. This is one indication of the pay inequities 

inherent in the current system ï a point raised by many interviewees. The position 

is also allowed drive-home privilege of an automobile due to the incumbentôs 

status as a hostage negotiator. With this being an infrequent call-out duty, there 

does not appear a legitimate rationale for a car assignment, let alone a drive-home 

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 follow-up.  

The position is well structured and the incumbent appears to be busy and 

productive. 

 

 Dispatcher/Clerk:  The incumbent performs day-time dispatch on an overlap 

basis, dispatch relief, administrative phone line pick-up and ticket entry.  The 

position is primarily dispatch-oriented and provides needed input to the dispatch 

function during the busier daytime hours. If the department is to continue 

providing dispatch in-house, this is a necessary position.  

 

 Evidence Clerk:  The incumbent maintains incoming and outgoing evidence in 

three locations and all aspects of property/evidence management.  The workload 

is not heavy, since a small department like CPD does not generate large volumes 

of ongoing workload. Using a civilian for this responsibility is typically preferable 

to assigning a sworn officer, assuming that other duties were present in the 

position.  However, for CPD's position, paid compensation exceeded $48,200 in 

2010 ï a level well beyond that of a patrol officer.  In this situation, CPD would 

be better served by a lower-paid sworn officer who could also assist with other 

policing duties and responsibilities. 

 

 Clerk-Accident Reports and Other:  The incumbent maintains hard copies of all 

police incident reports, provides the Courts and District Attorney with report 

copies and responds and satisfies all public requests.  The incumbent provides 

expungement reports to the Court, handles routine FOIA requests and performs 

other clerical tasks.  In our opinion, the job duties of the position do not constitute 

a full-time assignment and could be part of a broader, more productive position. 
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 Clerk-Background Checks, Accident Reports and 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 also generates the monthly UCR and LIBR reports (state and 

federal crime reporting) for the Chief of Police.  This latter duty is performed 

manually but could be done electronically if the police officers had the capability 

to enter the data. This would eliminate the need for all but a final check.  In our 

opinion, the position, as structured, does not constitute a full-time assignment and 

could be part of a broader, more productive position.  

 

Summarily, it is our conclusion that administrative and clerical duties could be performed 

by a lesser number of staff. At least three positions have workload capacity. Two 

positions could be combined into one through consolidation of job duties. Another 

position could assume additional duties or be replaced by a police officer. Compensation 

levels are also problematic, with several positions earning greater compensation than 

many sworn officers.  

 

As seen in the following Exhibit 13, a comparison of clerical staffing in the benchmark 

communities would also tend to support the conclusion that CPD is generously staffed. 

 

Exhibit 13 

Comparison of Police Clerical Staffing 

 

Police Agency 
Number of Full-

Time Clerical  

Number of Part-

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 

   

2. 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 and Folsom. The center is typically staffed with four 

call takers at any point-in-time.   
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CPD also operates its own Public Safety Answering Point (PSAP) for Covingtonôs E-911 

emergency calls. Fire calls are received and transferred to the Fire Department which has 

a second set of dispatchers on staff.  Medical calls are transferred to Arcadian, with a 

follow-up notification to the Fire Department.  Total dispatched emergency calls from 

CPD's PSAP reportedly totaled 4,922 in 2010. 

 

In regard to cost, CPD has the direct cost of dispatch personnel as well as the periodic 

capital costs of radio equipment, and consoles, and other utility and facility costs. These 

latter costs are not budgeted separately (operating or capital) and we do not have a 

reliable estimate. The radio equipment and console are reportedly about ten years old, but 

appear adequate for the foreseeable future. Personnel costs, the largest cost component, 

can be estimated as follows for 2010: 

 

 Total W2 Wages of Dispatch Personnel:   $156,289 

 Benefit Cost (Estimated at 50% of wages):  $  78,144 

      Total Estimated Personnel Cost:    $234,433 

 

As an offset to this cost, CPD receives approximately $38,000 per annum in 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 costs.   

 

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

year at a fee of $38,000 ï the phone tax revenue amount. Under this scenario, the City 

would have an additional one-time expense of converting to the Sheriffôs CAD interface 

software.  The Sheriffôs Department estimates this cost at $50,000.  

 

On the surface, this would appear to be a significant cost savings of nearly $150,000 in 

the first year, and roughly $200,000 per annum thereafter.  However, the Sheriff is only 

offering a one-year contract. 

 

Viewed from a business perspective, this arrangement could place the City at a 

disadvantage as negotiating leverage is lost for future years, and 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 issues that CPD will be quick to point out as related to the benefits 

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

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

local dispatch and coordination with command and patrol officers more personalized and 

familiar.  Further, CPDôs dispatchers provide walk-in assistance for complaints, 

information and ticket payments.  

 

However, the magnitude of these negative impacts might not be sufficient to offset such 

large cost savings.  In regard to the E-911 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 in-house dispatch.  It is likely 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.  Protocols can be effectively standardized and dispatch 

personnel can be used to best advantage in achieving full workload output and improved 

economy-of-scale. 

 

Summarily, it would be our conclusion that the City of Covington should proceed 

deliberately in moving toward this contract option.  Issues that should be addressed in 

discussions with the Sheriff include: 

 

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

 

 The disposition of CPD's current Dispatchers.  (i.e. Can they potentially be hired 

within the Sheriff's dispatch operation?)  

 

 The identification of any other indirect costs or liabilities that would impose 

additional cost burdens on the City of Covington. 

 

Essentially, a dispatch contract with the Sheriff provides a tremendous opportunity 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-in ticket payments would need to be made during business 

hours, complaints would need to be taken by the command officer (as available) and 

emergency situations in which a citizen seeking access to the station house could be 

handled with an emergency alarm box, a common method used by agencies that do not 

have after-hours access and/or dispatchers.   

 

 

F.  VEHICLES AND EQUIPMENT  
 

CPD currently has 55 motorized vehicles assigned to patrol, Detective Bureau, Traffic Division, 

administration and other operations.  As seen in the following Exhibit 14, this is 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 Vehicles and Related Policies 

 

Police Agency 

Number of 

Motorized 

Vehicles 

Total 

Sworn 

Staff 

Vehicles 

Per Sworn 

Staff 

Number of 

Vehicles Driven 

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 1.4 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, thirty-seven individuals are assigned cars with drive-home privileges, 

including two clerical/administrative staff. In reviewing this situation, we have concluded 

that this policy has limited value for the City.  

 

For command officers, the vehicles are rarely required after-hours for police business.  

While there may be occasional call-out 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 scheduled on-call would have 

limited call-out situations that could also be compensated in this manner.  

 

Clerical/administrative personnel, patrol 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, 24-hour access to a car is justified by workload requirements.  In our 

opinion, these include: 

 

 The Narcotics Officer (the Chief of Police should ultimately make this 

determination based on his more complete knowledge of activities). 
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 Detective Bureau investigator when serving on-call. 

 

To calculate the cost of the current drive-home policy we have asked the City to provide 

an estimated distance from the Police Department to the homes of all incumbents with 

drive-home privileges.  As noted this includes 37 employees. 

 

We then proceeded to calculate total mileage as follows: 

 

 Assume a 46-week year (six weeks off) 

 Factor in a 12-hour, or 8-hour shift and associated work schedule depending on 

current assignment 

 Assume mileage cost at $0.555, the current IRS reimbursement rate. 

 

Based on the above, we have estimated the following: 

 

 Annual Mileage:       252,247 

 Annual Cost to CPD:  $139,997. 

 

In regard to the above, we would suggest that the following would be more cost 

advantageous for the City: 

 

 Consider allowing the Chief of Police to continue the drive-home privilege.  The 

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

perquisite for a Police Chief.  Whether or not this privilege is continued should be 

a decision made by the Mayor in his role as operational manager. 

 

 Eliminate drive-home privileges for all other positions.  Infrequent call-out for 

some positions can be compensated at the IRS rate for personal vehicle use. 

 

 Allow drive-home privilege for the Narcotics Officer (with the Chief's 

concurrence) and the on-call investigator (a rotating assignment). 

 

The counter-argument to our recommendation is that police agencies throughout 

Louisiana allow the drive-home privilege including the Sheriffôs Department. In fact, this 

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

tighten. As an example, the head of the U.S. Marshals Service recently rescinded this 

privilege at the Arlington Virginia headquarters for more than 100 vehicles noting the 

ñaustere fiscal environmentò. DEA and the FBI have also enacted strict limits and 

policies on take-home vehicles. Local governments will also likely question the wisdom 

of this benefit as budgets tighten. In ending the practice, CPD may be acting 

preemptively to a situation that will inevitably change over time.  

 

2. 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 CPD as of August 24, 2011 is 55. It is included in 

Appendix A.  Specific areas in which vehicle reduction could be realized are as follows: 

 

 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 such as insurance expense.  These 11 vehicles should be 

disposed of as quickly as possible.  

 

 Two older vehicles assigned to clerical/administrative staff should also be 

removed from the fleet. 

 

 The maintenance worker's car should be eliminated from the fleet.  The 

maintenance worker 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 CPD institutes a new vehicle use policy 

and system.  More specifically:  

 

 The number of patrol cars could be reduced ï it is not necessary for every patrol 

officer and shift command officer to have an individual car.  As one example, 

shifts A and D could share vehicles, likewise shifts B and C.  

 

 Most administrative command positions could retain an assigned vehicle.  

 

 A pool of back-up vehicles could be maintained for vehicles out-of-duty, training 

transportation and other needs. Ideally, the number of vehicles needed would be 

determined by an analysis of historic time out of service for the patrol vehicles.  

However, at present, there is not much data captured on this issue.  Improved fleet 

data and related management would be required 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 for many command positions 

as well as a pool of unassigned cars.  In total this model anticipates that the department 

would operate with 29 vehicles as opposed to the current 55.  Excess vehicles would 

ideally be sold off and future purchases determined by a rational turnover 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   X X       Lieutenant (2)           

U5548 2010         X   Traffic Lieutenant           

U5550 2010           

 

Lieutenant Internal  X         

                            

U5556 2011 X     X     Sergeant (2)           

U5546 2010   X X       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   X X       Patrol Officer (2)           

U5553 2010 X     X     Patrol Officer (2)           

U5552 2010   X X       Patrol Officer (2)           

U5557 2011 X     X     Patrol Officer (2)           

U5558 2011   X X       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     

                            

U5547 2010             As needed         X 

U5532 2008             As needed         X 

U7525 2007             As needed         X 

U7501 2007             As needed         X 

 

Suggested vehicle assignments could be changed by Chief of Police as well as specification of 

the precise vehicles to be retained or removed from the fleet. Excess vehicles should be sold 

off or recycled into the Cityôs fleet.  

 

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 provided by the clerical 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 /vehicle is currently 

assigned a shotgun and rifle. Fewer vehicles will require fewer firearms.  

 

Longer-term, a vehicle turnover standard should be established. Currently vehicles are turned 

over every five years, or when warranted by condition.  With drive-home privilege ended, cars 

could be expected to last longer.  Many departments use miles or hours as a 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 off.  As noted, the 

department does not currently track total patrol mileage driven.  This would be a necessary 

statistic in determining useful life. In any event, a measure of depreciation should be 

established to guide the future purchase of police cars.    

 

 

G.  FACILITIES AND OTHER ISSUES  
 

Currently CPD operates from three 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 and patrol and dispatch operations are in a separate 

wing of that building ï 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 area has been converted from the former City Hall on a limited 

budget, with limited consideration of police needs.  Other facilities are also less than 

ideal. Specifically: 

 

 The public walk-in area at the administrative building is 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.  

 

 The administrative area has been converted from the old City Hall administrative 

layout.  Police office assignments have had to conform to the former shape of 

City Hall.  Clerical employees are not contiguous to their supervisor and there are 

large areas of under-utilized space throughout the facility.  There is a distinct 

feeling of separateness for many of the offices. 

 

 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 and drab.  The prisoner holding area is virtually no-existent and there is 

no sally port for prisoner unloading. 

 

 The Detective Bureau is housed in an aged building that does not appear to be 

well kept.  Detective Bureau staff appears to make the best of the situation, but 

the physical separation from patrol and other operations is not conducive to 

effective communications or teamwork. 

 

Essentially, the Chief of Police, and in turn, other command officers face physical 

constraints in the organization and operation of the department. 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 consideration, the following changes could prove 

beneficial: 

 

 Determine a new location for the City Council Chamber. 

 

 Retain an architectural firm to develop a design for the Kirkland Street location to 

house police operations exclusively.  

 

 Determine methods for capital funding and initiate renovation. 

 

 Move all CPD personnel to one location. 

 

2. THE POLICE DEPARTMENT'S MAINTENANCE OPERATION COULD BE 

MERGED INTO THE CITY HALL MAINTENANCE DEPARTMENT . 

 

The Police Department currently has one assigned maintenance worker with 

responsibility for custodial, car washing and some minor maintenance.  In our tour of the 

facilities, we noted a number of areas where custodial input could be upgraded such as 

windows, floors and other concerns.  CPD contends that the employee is busy 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 

management concerns. 

 

The City has a centralized maintenance operation, staffed by four workers led by a 

Maintenance Supervisor.  The group maintains the Greater Covington Center, Trailhead 

and Bogue Falaya Park.  Staff are scheduled on a seven-day operation with a good track 

record in servicing multiple locations. 
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Based on our observations, we would suggest that the City consider moving the Police 

Department maintenance worker under the supervision of the Maintenance Supervisor.  

The Police Chief would still have input into maintenance priorities but supervision and 

oversight would be provided by maintenance professional.  As an added benefit, 

additional resources could be assigned for special projects.  Maintenance standards could 

also be established.  

 

3. THE CURRENT PAY STRUCTURE IS IN NEED OF UPDATE. 

 

In conducting the study, the most often mentioned issue of concern to CPD employees is 

the pay structure.  More specifically: 

 

 The starting police officer rate of approximately $28,000 makes recruitment and 

retention of good employees difficult.  In fact, there have been 14 terminations of 

employment since 2007 that could have resulted from wage issues.  The actual 

number of employees leaving for this reason is likely lower, but still significant. 

 

 As mentioned, several clerical positions are paid higher salaries than police 

officers. 

 

 Command salaries are also reportedly lower than similar positions in neighboring 

agencies. 

 

While these disparities can be documented, other factors should also be considered: 

 

 With the exceptions 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. 

 

 The employee benefit package is relatively generous including retiree health care.  

The cost of benefits is estimated at roughly 50% of wage ï a fairly significant 

level of benefit compensation. 

 

In summary, the issue of compensation is multi-layered.  What is not apparent is the 

degree to which employees might be underpaid when all costs are considered. Or 

similarly, if pay levels would be viewed more favorably if compensation were 

restructured to provide more in base wages and less in benefits.   

 

What is needed is a pay system that can guide decision-making for these and other pay 

issues and provide the best basis for recruitment and retention of quality employees.  At 

present, the pay system is viewed with some degree of suspicion and a high level of 

dissatisfaction. A more transparent and understandable system of pay progression could 

rectify this situation.  
*  *  *  *  *  *  *  *  *  *  

 

In the following section, we present our recommendations pertaining to the Police Department.
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SECTION II I  

 

POLICE DEPARTMENT RECOMMENDATIONS  FOR IMPROVEMENT  
 

Our recommendations for improvement are based on the findings and conclusions contained in 

Section II. Related to this, they focus on the following areas:  

 

 Improving the command structure and ultimately reducing the number of command 

positions  

 

 "Right sizing" the police operation while maintaining shift staffing at current levels  

 

 Instituting improved information systems and upgrading police reporting 

 

 Upgrading procedural systems and documentation 

 

 Achieving cost savings in support operations  

 

 Implementing service contracts with other agencies to achieve cost savings 

 

 Realizing cost savings in vehicle practices 

 

 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 CPD.  Related to this, 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:  

 

 In cases in which the Chief of Police concurs with a recommended action 

explicitly, an estimated date for implementation should be provided. If the Chief 

concurs but must select an alternative approach, the alternative should be 

specified.  
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 In cases in which the Chief disagrees with a recommendation or desires to modify 

it ï a written rationale for retaining the status quo or another option should be 

prepared.  

 

 In cases in which Civil Service restricts managementôs ability to institute change, 
the Chief should offer input regarding the most expedient and lawful manner of 

implementation.  

 

 For longer-term optional recommendations, the Chief should offer input regarding 

future feasibility and/or potential value.  

 

From an overall perspective, we have attempted to fashion a ñroad mapò for the future 

operation of the department It will 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 can be difficult 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 probationary periods and applying 

effective performance evaluation methods to measure job performance. Short of this, the 

City will be denied the best possible police organization.   

 

2. AN ASSISTANT CHIEF POSITION SHOULD BE CREATED AND THE TWO 

CAPTAIN POSITIONS ELIM INATED.  

 

As discussed in the findings, CPD should 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: 

 

 Complaint resolution at the highest level 

 Internal investigations 

 Operational and special event planning. 

 

The primary management duties of the current Captain-Operations would be assumed by 

the new Assistant Chief.  Secondary duties, such as weapons/armory would be assigned 

to another command officer. 

 

The duties of the Captain-Administrative Services should be assigned as follows: 

 

 The Traffic Lieutenant assumes responsibility for vehicle maintenance with 

administrative assistance from the Evidence Coordinator. 

 

 Vehicle records, maintenance contracts, maintenance notification and scheduling 

should be performed by the Evidence Coordinator. 

 

 A part-time information technology person or company should be hired for radio, 

camera and computer maintenance, as well as expertise to assist in 
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decision-making regarding upgrades to the police software. 

 

 Responsibility for property inventory and related records management should be 

assumed by a new Administrative Sergeant position, as described below. 

 

The two incumbent Captains should be slotted in the new organizational structure 

consistent with Civil Service law (i.e.  bump down to Lieutenant level). Ultimately, one 

position should be eliminated at the bottom of the organization through attrition when a 

vacancy exists.  The net loss of one Captain position will result in an estimated savings of 

$89,052, including benefit costs. However, there will be additional cost to upgrade the 

other position to an Assistant Chief, offsetting a portion of these savings. Either or both 

incumbent Captains could apply for the new Assistant Chief position as could other 

qualified individuals. 

 

3. THE LIEUTENANT -INTERNAL AFFAIRS POSITION SHOULD BE 

ELIMINATED.  

 

The Lieutenant-Internal Affairs position should be eliminated with primary duties 

reassigned as follows: 

 

 The new Assistant Chief should assume responsibility for internal investigations. 

 

 The Detective Bureau should assume responsibility for juvenile investigations 

supported by the School Resource Officer/Sergeant. 

 

The incumbent Lieutenant should be slotted in the new organizational structure consistent 

with Civil Service law.  Ultimately, one position should be eliminated from the bottom of 

the organization through attrition when a vacancy exists. The cost of the Lieutenant-

Internal Affairs position is estimated at $68,319 including benefit costs.  

 

4. 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 workload in a small 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: 

 

 Serving as the point person for the development of new Standard 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 subject matter.  The Sergeant would 

have responsibility for continuing development, integration and review with the 
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Chief of Police.  The Sergeant would distribute and maintain the upgrades to the 

documents on an ongoing basis. 

 

 The position should have responsibility for research, development and 

administration of a 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 Sergeant, working with the 

Chief of Police, to identify the appropriate measures and methods for data 

collection. 

 

An effective system can be difficult to develop and implement. To 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 reporting 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 the department is to proceed toward this goal. Once the substance of the new 

system has been defined, the Sergeant should assist in ongoing administration by 

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 also oversee the contract for the new 

technology person responsible for radio, camera and computer maintenance, as well as 

the departmentôs property inventory.  As mentioned, clerical and administrative duties 

related to property inventory should be assigned to the Evidence Coordinator under the 

Sergeant's direction to ease the Sergeantôs workload in this area. To further limit the time 

required for training administration, the Sergeant should also consider greater use of the 

Slidell Training Academyôs resources rather than scheduling CPDôs training individually.  

 

To be effective in these duties the position must have adequate rank.  Otherwise, 

directives may well be ignored. Ultimately, the position should be classified as a 

Lieutenant.  However, this should only be done after some level of measurable success 

has been achieved by the incumbent. 

 

5. THE PUBLIC RELATIONS OFFICER SHOULD BE ASSIGNED TO TRAFFIC 

AND PERFORM BOTH DUTIES.  

 

As discussed, the Public Relations Officer performs a valuable function in coordinating 

services with businesses, neighborhood groups and the general public.  However, 

dedicating one police officer to this function is extreme ï the incumbent should have 

other policing duties.  Related to this, we are recommending that the incumbent be 

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 traffic ï the balance can be shifted to accommodate needs in either area. 
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6. 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 assume responsibility for 

juvenile investigations supported by the School Liaison Officer.  It is also suggested that 

the School Liaison Officer report to the Sergeant in charge of the Detective Bureau.  This 

will  facilitate the communication of youth-related issues and crimes and provide the 

Sergeant with the authority to direct the School Liaison Officer in the investigation of 

crimes or particular concerns. 

 

In regard to rank, the Detective Bureau should have three fewer command positions, 

including two Detective Sergeants and the School Liaison Officer/Sergeant.  All three 

positions should be at the police officer level.  This is a situation that should be corrected 

over time, as personnel leave the department or are reassigned.  Eventually, we would 

recommend that the Detective Bureau be staffed as follows: 

 

 Lieutenant in Charge 

 Sergeant 

 Police Officers/Investigators (2) 

 Narcotics Officer 

 School Liaison Officer. 

 

7. 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 of 

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's Chief of Police has 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 middle-ground, we would recommend that CPD assign the Narcotics Officer to the 

task force for a one-year 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 one-year anniversary. 
 

8. THE CITY SHOULD SERIOUSLY CONSIDER THE SHERIFF'S 

DEPARTMENT F OR SWAT RESPONSE TO CRISIS SITUATIONS.  
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As discussed, the City has eliminated the SWAT budget for FY 2012.  Moreover, CPD 

reportedly has only seven SWAT team officers at this time.  With 24 total SWAT team 

personnel deployed on all shifts and its proximity to 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 

requested 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 surface, using 

the Sheriff's Department for these crisis situations appears to be a logical use of regional 

resources.  Unless some negative aspects of the service can be demonstrated, we would 

recommend an agreement for the Sheriff to assist. 
 

9. 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 function, it should not be the exclusive set of duties 

assigned to the position. 

 

Without additional duties (and at current pay level) CPD would be better served to have a 

police officer perform the duty ï as part of a broader work assignment that includes 

active policing. 

 

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

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

include: 

 

 Responsibility for vehicle inventory records such as maintenance and mileage and 

related reports. 

 

 Scheduling of vehicle maintenance ïboth preventive and emergency. 

 

 Responsibility for departmental property inventory and records under the 

supervision of the new Administrative Sergeant. 

 

 Other needed clerical input. 

 

Since this is a Civil 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 officer following the separation from City employment, or retirement of the 

incumbent. 
 

10. ONE CLERICAL POSITION SHOULD BE ELIMINATED, IDEALLY 

THROUGH ATTRITION OR TRANSFER .  
 




