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October 30, 2007

The Honorable Jack Ball
Mayor, Township of Ewing
2 Jake Garzio Drive

Ewing, New Jersey 08628

Dear Mayor Ball:

I am pleased to enclose the final report of the assessment of police operations
conducted by the Division of Local Government Services at your request.

The Division wishes to thank the Borough Administration and the Police Department for the
courtesies and considerations extended to staff during the review. We hope that this report will
be of benefit to the Borough in its ongoing efforts to improve municipal operations.

If you have any questions or need further assistance, please do not hesitate to call my
office at (609) 292-6613.

Sincerely,
.
& *
Susan Jacobucci, Director
Division of Local Government Services

Enclosure



The report represents an overview of DLGS’ issues and concerns effecting the

staffing and operation of the Ewing Police Department (EPD). The report is based

upon information and observations gained through direct contact with the Police

Department on 28 separate days.

DLGS staff finds that the Chief of the Department and command staff are

highly educated, sincere, dedicated individuals.

The EPD has completed the New Jersey Law Enforcement Agency
Accreditation Program offered by the New Jersey State Association of Chiefs
of Police. The program is an alliance with the Commission on Accreditation
for Law Enforcement Agencies (CALEA). The certification award date is July
28, 2007.

The EPD is confronting increasing demands for services with
limited resources. One remedy for the dilemma is the greater use of civilian
employees. Civilianization enables more officers to answer calls that require
full police powers. To determine whether a position could be civilianized, the
following questions must be asked:

1. Does the position involve responding to police emergencies?

2. Does the position require peace officer status or arrest powers?
To ensure the success of the program, prudent personnel selection and
effective training are essential. Hiring retired officers, with job knowledge and
the respect of the current staff, may be a choice in filling civilian positions.
The fleet vehicle maintenance Officer (VMO) and the two part-time retired
officers who provide security for the court, in addition to other duties, are
excellent examples of civilianization. Other areas to be considered are:

1. Communications supervision



Records supervisor
Property & evidence
Fire arms Range master

Training
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Administer the alarm program and crime prevention

There are two collective
bargaining agreements, one for officers and another for sergeants, lieutenants
and captains. The agreements are effective July 1, 2004 until June 30, 2008.
Issues mentioned are common to both agreements unless noted.

"¢ $ % $
% In addition to the customary time off granted to conduct PBA
business, attend state meetings and conventions “the association shall receive
sixty (60) Business Days”. Each association receives this benefit. The loss of
police productivity is 120 nine-hour days (1,080 hours).

() *fficers are entitled to 12 sick days each year, which if
not used, can be saved. Additionally, after having exhausted all saved sick
time, officers are entitled to receive full payment up to 251 additional working
days due to sickness. The result of this provision is that officers have little
incentive to save days to guard against major illness with the availability of an
additional 251 days.

"+ , Sets the maximum number of hours per
year at 2,080; however, the current work schedule only calls for 1,965 hours
per year. The loss of police productivity of 115 hours for 80 officers is 9,200
hours each year.

G+ 8 Officers receive wages for 14 holidays included in the
base pay for pension purposes and wage increase purposes.

4 Employees who work more than 12 continuous
hours in a 24-hour period can receive up to $8.00 for meal expenses for the

shift. When this occurs, the officers would be on overtime and the average OT



rate is $53.00 per hour, average Sergeant OT rate is $71.00 per hour and

average Lieutenant OT rate is $80.00 per hour.

1. EPD grants officers leave time identified as “Specialty Day”, which is
not mentioned in the contract. It is compensation for being qualified to
perform duties such as breathalyzer operator, K-9 officer, emergency
response team and other specialty assignments. There is no definition
of what qualifies as specialty and the compensation is based on “past
practice”. The loss of police productivity for 41 officers was 371 hours
in 2006.

2. Compensatory time is limited to 50 hours carried into the next year,
which results in officers selling back time in blocks of 40 hours at the
overtime rate. Officers should be required to either take the pay when
earned or take time off when it will not generate additional overtime.

3. The accumulation of compensatory time for “on call” status should be

reviewed.

A total of 10,651 hours were lost due to Specialty Day, work schedule and PBA
Business Days, the equivalent of five full time officers.

. 0 work two different schedules. Eight
dispatchers are assigned to a 35-day shift rotation, 12-hour shifts, with two
dispatchers assigned to each shift. Two additional dispatchers are assigned
to work an 8-hour shift, Monday through Friday. The duty hours for these two
dispatchers are 7AM to 3PM and 3PM to 11PM. Retaining staff has been a
problem and there are difficulties attracting new employees. Compared to
nearby towns and the State Police, compensation is low and when a vacancy
exists within the schedule, dispatchers are called for overtime (OT rate
$25.95/hour) rather than assigning a sworn officer (Average straight time rate
$38.00/hour). While this practice is cost effective for the Township and

increases the compensation for dispatchers, when all positions are filled,



overtime goes down, overall compensation is reduced and dispatchers leave.
To address the issue, the Township could:
1. Create senior dispatcher positions with commensurate compensation.
2. Employee ten full time dispatchers and maintain adequate numbers of
part time dispatchers to cover all positions without using sworn officers
to cover vacancies.
3. Explore shared service consolidation or regionalization of the
communication/dispatch function. This is in the study phase with

Hopewell, Ewing, Lawrence and Pennington.

$ / Of the many problems facing the
Chief, one of the most important is the allocation and distribution of labor. The
largest portion of the police budget consists of personnel costs with
approximately ninety-five percent (95%) of the 2006 budget for salaries. In
order to determine and justify the size of the Department, the Chief must first
establish how many officers are necessary to staff the uniformed patrol force.
Officer Availability: In order to determine the appropriate number of patrol
officers needed to staff the Patrol Bureau, it is necessary to calculate the
average number of hours each patrol officer actually works. The term
“availability” refers to the average number of days or hours that officers
actually report for work per year. Availability is determined by the work
schedule and the average contracted leave time utilized by an average
officer.

1.1 ( 0% The Patrol Bureau comprises 5-squads working a
thirty-five day rotating schedule of 9-hour shifts. The work schedule is
four days on two days off, four on two off, three on three off, three on
three off, three on two off, and four on two off, and repeats. The result
is a 1,965-hour work year. The 1,965-hour schedule is 115 hours short
of the traditional 40-hour workweek. The 115-hour shortfall for 80
officers equates to 9,200 hours of productivity.



2. " The average number of vacation days taken by officers
assigned to the patrol division was 20.48 days or 184.32 hours.

3. ($ The average number of sick days taken by officers was 6.2
days or 72.6 hours sick.

4. "2 $ $ 3¥* 4the average number of days lost due to injuries
was 2.1 days or 19.2 hours.

5 ) $ Two days or 18 hours was the number of days the
average officer was excused from patrol duty to attend training.

6. 5% $ Includes 1.11 day or 9.9 hours to attend meetings and
conventions in addition to “business days” allowed by contract.

7. 0 $ Includes 3.23 days or 29.07 hours lost due to funeral
leave, jury duty, military leave, time assigned to desk duty and other
excused leave time such as 6 $ 7.

8. )O &889 for the average officer assigned to the
Patrol Division was 1,631.2 hours (181 days).

A call for service (CFS) is an event either generated by phone and dispatched
by the department or initiated by officers on patrol. We have relied on data for
the year 2006. EPD responded to 19,329 calls for service. The average time
per call was 51 minutes.

The CFS data helps to determine the minimum number of officers needed to
staff the Patrol Bureau. The number does not include supervisors, officers
assigned as traffic officers, K-9 officers or CSI officers (non-patrol functions).
The Chief has integrated traffic officers, K-9 officers and CSI officers into the
patrol squads while most departments have separate units. The advantage is
having officers available to handle calls when other patrol officers are
engaged and separate units would require additional supervisors.

Using 19,329 CFS and an average time per call of 51 minutes per call results
in 16,429 hours of “obligated” time or time directly spent on servicing calls.
There is an accepted rule for the utilization of officers, stating that one third of

the officer’s time spent answering calls (obligated time), one third of the time



spent engaged in administrative tasks and one-third “un-obligated” time. Un-
obligated time is also known as preventive patrol, which is “time and effort
oriented toward the prevention of crimes and accidents, maintenance of
public order, and discovery of hazards and delinquency-causing situations”.
In order to compensate or adjust for administrative time and un-obligated
time, a factor of three is used. By multiplying 16,429 hours (obligated time) by
3 results in 49,288 total hours of patrol officers’ time. Dividing 49,288 by
1,631 (officer availability), results in a minimum of 30 officers needed to staff
the Patrol Bureau.

Another method used to determine staffing of the Patrol Division is the
minimum staffing method. The Chief determines the minimum amount of
officers needed to deploy a patrol shift safely. This is often the amount of
officers to staff a tour, with any less requiring overtime. The Chief has
determined the minimum staffing is seven officers on days, 6 officers on
evenings and five officers on midnights. Therefore, a minimum of eighteen
patrol officers must report for duty each day.

Multiplying eighteen by the length of the tours equals 162 hours per day or
59,130 hours per year. Dividing the total hours per year by the officer
availability of 1,631 hours, the result is 36 patrol officers needed to staff the
Patrol Bureau. When the two methods have different results, DLGS suggests
the method that is the larger of the two. In this case, the minimum number of
officers to staff the Patrol Bureau is thirty-six (36) officers. The Chief has
included Traffic, CSI and K-9 officers assigned to the patrol squads when

determining minimum staffing, so the current number of officers is adequate.

0O 5 % : The method used to determine the
minimum number of officers needed to staff the Patrol Bureau does not
include supervisors. Patrol supervision is always challenging because of the
nature of police work. Officers are separated and spread out over a wide

area. EPD had assigned one Lieutenant to supervise the day-to-day



operations of the Patrol Bureau. The Lieutenant reports directly to the
Uniformed Services Division Captain.
The Patrol Squad sergeants are considered squad commanders and as such
are responsible for administrative tasks associated with fielding a squad of
officers such as:

1. Record time and attendance
Verifies status of employees requesting emergency leave time
Conduct line up/roll call
Assign officers to cars and districts
Responsible for all contacts with outside agencies

2

Responsible for requests for additional assets such as detectives,
mutual aid, etc.
7. Supervises the dispatch center
8. Acts as Officer in Charge of the entire department until relieved by a
superior officer
9. Reviews all reports generated by officers and generates reports for the
oncoming squad.
10.In addition to the above, the Sergeant is the only supervisor of the 4 to
10 officers assigned throughout the fifteen-square miles of Ewing.
DLGS suggests ensuring adequate supervision, guidance and coordination of
patrol officers, with a minimum of two Sergeants assigned to each of the five
patrol squads, one Sergeant assigned to each squad for first line supervision
and a senior Sergeant assigned as shift commander.
) 5 - (Gang Unit) has a Sergeant and three officers assigned.
The unit is the primary response for gang enforcement activities, narcotic
enforcement and street crime suppression.
; #< program has five dogs. Dogs are trained in patrol operations, explosive
detection, drug detection and search operations. The handlers use police cars
to take the dog home. For the five K-9 officers, there are seven cars equipped
to handle the dogs. Each officer has a car assigned; there is an unmarked car

and a spare car for use when a K-9 car is being serviced. Justification for the



take home policy is that officers can be dispatched from home when needed.
The patrol Sergeant provides supervision of these Officers.

% (CSB): CSB has two Lieutenants that report to
the Uniformed Services Division Captain. It appears that most of their time is
devoted to administering alarm calls. The Lieutenants are responsible for
developing crime prevention and crime suppression tactics while addressing
quality of life issues. The positions could be eliminated and the
responsibilities reassigned within the department.

% : A Detective Lieutenant, who is responsible to the
Investigative/Administrative/Service Captain, commands the Detective
Bureau, Youth and Family Service (YFS) and Property and Evidence. Three
Sergeants were assigned to these areas (Bureau, YFS, and Property). The
Bureau handles approximately 1,600 cases a year. When staffing permits,
additional detectives should be assigned as juvenile officers. Nine detectives
should be assigned to handle the caseload.
> 4 , : The EPD has a large off duty work program, which is
administered by the Administrative/Support Lieutenant. The Lieutenant spends
about an hour per day scheduling officers and a payroll person spends about 3
hours per day supporting the program. The officer’s rate of pay is $47.00 per
hour for road duty and $36.00 per hour for security duty. In 2006, the Township
collected and reimbursed officers over $391,000 for off-duty work. The amount
of hours was not supplied. DLGS estimates the number of hours employed to
be approximately 10,000. There is a Police Department General Order issued
that limits the maximum number of hours an officer can work to seventeen

hours in a twenty-four hour period.

The Township collects an administrative fee of $1.00 per hour for most, but not
all, off duty jobs. This cannot cover the cost to administer the program. The
Township also collects $5.00 per hour for the use of a police car, if needed.
The vehicle rate is also low and we would refer to the FEMA’s schedule of



equipment rates for stationary police cars, which is $14.35 per hour. The

Township should:

1. Assign the task of administrating this program to civilian personnel.

2. Review and issue a policy that governs the amount of off-duty work

officers can accept.

3. Review total cost to administer program and adjust rates accordingly.

4. Increase the rate for police car rental.

> 0 .5

Ewing PD Staffing

Current
Chief 1
Captain 2
Lieutenant 8
Sergeant 14
Officer 55
) =8
Civilian
Admin. Asst.
Clerk
Dispatch
)

) 5

Ordinance

1
2
10
15
70

Suggested
1

2

4

15

61

88






