Shared Police Services

Opportunities for Efficiency In
Somerset County



Goals of the Study

* To examine the current structure for delivery
of police services within Somerset County to
determine whether the use of a regional police
structure is likely to provide increased
efficiency and lower cost.

* To the extent that regionalization appears to
have merit, outline a possible structure to be
used as the basis for participatory
consideration of the idea.



Context for the Study

 Significant Increases in Property Taxes
 Significant Increases In the Costs of Police
Personnel
— Binding Arbitration Awards
— Rapid Growth in Health Care Costs
— End of Pension Holiday
— Est. 2010 Cost for Somerset Police: $144,618

« Tightened CAP on Municipal Revenue










The Approach

|dentify Legal Constraints

Conduct Literature Review

Examine Financial Data

Review Performance Data

Interview Municipal and Police Management
Consider Alternative Models

|dentify Potential Advantages

Formulate Plan for Participatory Review



Legal Issues

o Uniform Shared Services and Consolidation
Act
— Performance Standards
— Cost Allocation
— Optional Local Referendum
— Joint Meeting Structure

— Personnel
 Seniority Retention
e Integration of Labor Contracts



The Pricing Problem

Distribution of Demand Differs From
Distribution of Value (e.g. North Plainfield:
7.4% of Police; 3% of Value)

Savings Not Distributed Fairly If Assessments
Used For Cost Allocation

Baseline Method Okay Initially, Difficult To
Adjust In Future Years

Budget Approvals Complex



Literature Review

USDOJ National Report on Local Police
|ACP Report on Consolidation

NJSACP Report on Consolidation

Case Studies on Existing Regional Depts.
NJ Uniform Crime Report
Other State UCR Documents
NJDCA Docs on Consolidation




Data Collection

Budgets and Resource Inventories
County Dispatching Call Data

Site Visits to All Facilities

Interviews with Administrators & Chiefs

Review Structured Data Sources
— Uniform Crime Reports (NJ & Federal)
— USDOJ Local Law Enforcement Reports



Somerset Police Data

19 Municipal Departments

County Prosecutor & Sheriff Support
627 Sworn Officers (wo County)
Estimated Budget: $104.1 Million
Crimes per 1,000 Pop.: 14.2

Violent Crimes per 1,000: 0.8
Crimes per Sworn Officer: 7.2















Current Shared Services

Emergency 911

Dispatch

Criminal Investigation

Specialty Squads (SWAT, Dive, Arson etc.)
Training Academy

Jail Operations

Prisoner Transport



Alternative Models

County Assumption
Municipal Consolidation
Regional Shared Services
County-Wide Shared Services



County Assumption

e |ssues
— Unclear Statutory Basis
— “Pricing Problem” Causes Inequities
— Loss of Local Input

o Benefits
— Access to Established Support Systems
— Permits Economies of Scale



Consolidation vs. Sharing

Consolidation
Permanent
Loss of Identity
Inflexible Pricing Structure
Simplifies Decisions
Loss of Political Control

Shared Services
Changeable
Continued Sense of Place
Multiple Pricing Models
Complicates Decisions

Retention of Political
Structure



County-Wide vs. Regional

e Pros:
— Largest Economies of Scale
— Greatest Flexibility with Resources
— Natural Relationship to Support Services

e Cons:
— Logistical Challenges

— Cultural Conflicts
— Reduced Identification with Local Issues



Potential Sources of Savings

Peak/Non-Peak Differential Scheduling
Improved Supervisory Ratios

Optimized Service Delivery Priorities
Civilianization of all support functions
Increased Automation

Full Integration of Communications
Reduction in Operating Facilities
Standardization of Equipment & Systems
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Improved Supervisory Ratios

e Current Ratio: 1 Supervisory Ranking Officer
for Every 2.1 Police Officers

e Organizational Theory: Reasonable Span of
Control from5to1to9to 1



Optimized Priorities

 Priority of Response
— Crime In Progress
— Other Emergency Response (e.g. Flood)
— Traffic Accident/Health Emergency
— Criminal Complaint Response
— Criminal Investigation
— Traffic Enforcement
— Community Policing/Crime Prevention
— Other Services



Civilianization

Dispatch

Information Technology
Vehicle Maintenance
Court Security



Increased Automation

Crime Analysis/CompStat
Automatic Vehicle Locator
Electronic Ticketing

Video Surveillance
Gunshot Detection
Fingerprint Analysis



Integration of Communications

Department-wide Access

Expanded Records Management Access
Expanded Channel Capacity

Optimal Call Assignment

County-wide Resource Management




Reduction in Operating Facilities

 Eliminate Antiguated Facilities

 Common Use of Specialty Facilities
— Police Desk
— Firearms Range
— Evidence Room
— Armories
— Crime Lab

* Reduce Facility Maintenance Costs



Standardization

Broader Amortization of Development Costs
Lower Levels of Inventory Required
Increased Flexibility in Personnel Assignment
Simplified Training Requirements




Disadvantages of Scale

Bureaucracy

De-personalization
Homogenization of Service Levels
Culture Clashes



Potential Structure

Establish County Wide Regional Department

Organize with 3 Precincts (North, Central & South) &
Central Office of Chief

Patrol & Traffic At Precincts

Centralize Dispatch at County
Investigation & Special Squads Centralized
Civilianize Support Functions

County Support for Non-Police Functions
— (e.g. Vehicle Maintenance, Building Services)



Comparative Capacity

e Patrol Levels Meet or Exceed Current
Capacity in Peak Demand Periods

* Workload Unlikely to Cause Excess Call
Queuing

« Key Ratios Comparable to State and National
Norms









Typical Precinct Structure












Transition Concepts

o Attrition-based Reductions to Sworn Personnel
— Estimated 4-5 Year Process

— Provides Additional Resources During Change

 Transfer of Some Dispatch Personnel to
County

 Priority for Reassignment of Other Civilians



Proposed Locations

e Bernards/Watchung (North)
* Bridgewater (Central)
* Franklin (South)



Budgetary Impact

e Current Budget: $104.1 Million (2010)
o Stabilized Comparable Budget: $86.3 Million
o Est. Savings at Stabilization: $17.8 Million*

* Excludes savings from reduced facility,
reduced equipment & reduced overhead
requirements



Cost Allocation Plan

o |nitial Distribution Based on 2007-2010
Average Municipal Police Budgets

o After 5 Years, Based on Annual Adjustment
Using Patrol Time Allocation

— Dispatch to capture time on task
— Technology to capture area of patrol



Implementation Schedule

Task Force Review: January 2011

Public Presentations: May — August 2011
Local Approval: Sept — December 2011
Facility Preparation: Jan - December 2012
Communications Phaseover: December 2012
Full Implementation: July 2013



Other Issues

o Controlling Unit Costs
— Salaries
— Benefits

 Future Pension Liability Distribution



Next Steps

Towns to Supply Members for Review Task
Force Headed by Prosecutor (by 12/28)

Task Force Subcommittees Provide Findings
and Recommendations (by 3/15/11)

Full Task Force Report Presented (4/15/11)

County/Municipal Joint Conference on Actions
to be Taken (5/1/11)



Subcommittee Topics

Management Structure & Municipal Contracts

Expansion/Standardization of Communications
& Records Management

Crime Analysis, Scheduling & Deployment
Standardization of Operating Procedures
Reconfiguration of Host Facilities
Integration of Labor Contracts
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