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INTRODUCTION
The Intergovernmental Cooperation Authority for Cities of the Second Class (ICA) engaged the International Association of Chiefs of Police (IACP) to examine effectiveness, productivity, and resource utilization in the Pittsburgh Police Bureau (PPB).  Three phases of work will be conducted, each building upon the preceding phase:

· Phase 1:  Resource Recovery Assessment.  The objective of Phase 1 has been to provide information, observations, and recommendations to illuminate the ICA’s understanding of the PPB resource situation, the public safety setting, resource recovery possibilities in the PPB, and to support the ICA’s obligation to recommend a FY 2005 budget for the PPB.
This deliverable is submitted, as scheduled, in mid-September, 2004.
· Phase 2:  Patrol Requirements and Deployment.  The objective of Phase 2 is to specify the minimum adequate number of first responders required to police, service and secure the citizens and streets of Pittsburgh and a plan  to deploy these assets most cost-effectively, temporally, and geographically.  
This deliverable is scheduled for mid-December, 2004.

· Phase 3:  The Comprehensive.  The objective of Phase 3 is to examine all PPB operations, merge the work from all phases, and produce findings and recommendations to maximize the effectiveness and productivity of PPB services and operations.

This deliverable is scheduled for mid-February, 2005.

ASSESSMENT METHODS
Phase 1 work entailed data collection, data analysis, on-site presentation to the ICA Commissioners, and report preparation.  

Three site visits were conducted, August 18-20, August 26-28, and August 30-September 2, by teams of two or three.  A variety of conventional data collection methods were employed:  document collection; all staff (PPB) meetings; and one-on-one interviews with PPB personnel of varying ranks, including Chief Robert McNeilly.  Most units of the agency were surveyed, in at least an introductory manner.  PPB and Emergency Operations Center (EOC) professionals were tasked with data collections, a number of which are still in progress.

We have begun to build a database to be used throughout the study.  For this phase we assembled and analyzed the following contextual documents:

· Act 47 Recovery Plan
·  Transforming Pittsburgh – Mayor’s Presentation
·  Allegheny Institute Benchmarking Analysis
·  McKinsey and Company Organizational Culture Analysis
· Labor Agreement

The tables that follow are built from statistics generated by many units of the PPB and the Department of Public Safety Emergency Operations Center (EOC).
Deliberate effort was undertaken to contact key stakeholders/decision makers, external to the PPB.  We interviewed or held conversations and discussions with:

· Mayor Tom Murphy
· Robert Kennedy, Director of Operations, Office of the Mayor

· James H. Roberts, Eckert Seamans

· Charles Moffatt, Superintendent, Allegheny County Police Department

· Michael R.  Havens, President, Fort Pitt Lodge No. 1, FOP.
The progress presentation to the ICA Commissioners was particularly valuable for feedback, direction, and self (IACP) assessment of study direction.  Henry Sciortino, Executive Director of ICA, has been especially diligent in facilitating our effort.
REPORT STRUCTURE
This report has an Executive Summary and three chapters:

· Chapter 1:  The Policing Environment.  Examination of factors and trends that presently influence policing requirements in Pittsburgh, and will continue to do so in the future:  population; crime; service levels; workload; and resources.  Implications of factors and trends for resource allocation and recovery are discussed.

· Chapter 2:  PPB Capacity.  Examination of PPB organization, staffing, and downsizing history.  A preliminary treatment of the Allegheny County Police Department’s capacity is included.  Implications for resource recovery are discussed.
· Chapter 3:  The FY 2005 Budget – And Beyond.  Recommendations for PPB 2005 funding, no-risk productivity improvement initiatives, and an alternative model for policing Pittsburgh are discussed.  A comment on managing change is provided.
PROJECT STAFF
The Phase 1 work team consisted of:

· Dr. Robert E. Ford, Department of Criminal Justice, University of Central Florida; Chief, Port Orange, Florida Police Department  (retired)

· Palmer D. Wilson, Associate Consultant.  Lieutenant, Montgomery County, Maryland Police Department (retired)

· Timothy J. Freesmeyer, Associate Consultant, President, Etico Solutions Incorporated; Faculty, Northwestern University, Center for Public Safety (former).

The project was managed by Jerome A. Needle, Director of Programs and Research, International Association of Chiefs of Police.

EXECUTIVE SUMMARY
We are prepared to assert at this early stage of study that the PPB is a highly professional organization, staffed by committed and motivated leaders, officers and civilians, who serve the city’s neighborhoods and citizens effectively.  The Bureau has already absorbed major reductions, having done so in ways that minimize erosion to core field services, a strategy that evidences mature understanding of best police practice.

For the 2004 fiscal year, $62.3 million is appropriated for PPB operations.  We recommend an FY 2005 budget calculated upon this base, adding funds for any programmed salary/wage increases that may exist.  The FY 2004 base is, we believe, the operating budget only.  Data provided to us do not earmark capital expenditures.  We also assume this total does not incorporate grant funds.  Accordingly, grant funds and scheduled capital outlays should not be regarded as offsets to the base.

Our recommendation is anchored in examination of more than a dozen factors, trends, and conditions central to the police enterprise.   Collectively, and in preponderance, the examination argues decisively against further reductions in critical PPB resources, of material proportion, for the present.  Factors that we find most compelling are:

· Increasing violent crimes, 16% year-to-date in 2004
· Burgeoning workload, perhaps as much as 9.0% in the most recent 12-month period

· The prospect of major retirements, perhaps 50-100, at such time as the current pension benefits package is reconfigured, very likely during 2005
· The prospect of peeling away too much of the PPB’s “critical mass” through continuing mergers and transfers

· Absence of evidence of eagerness and capacity of the Allegheny County Police Department to host and deliver police services to the city as effectively as the PPB.

Significantly as well, it is important for the PPB to ramp-up for post 9-11 anti-terrorism and domestic security responsibilities.
With recognition, respect and regard for the city’s fiscal stress, the gravity of decisions that must be made, and the risks of the consequences of those decisions, we urge the ICA to refrain from downsizing the PPB until we are able to supply additional diagnostic information and data-based professional judgments – a platform for more predictable decision outcomes.  In particular, the Patrol Allocation and Deployment work planned for the next phase of this study will settle numerous questions regarding PPB capacity, resource needs, and the ability to further absorb fiscal recovery burdens.

At the same time, the fiscal recovery focus of the city and state has generated an impressive portfolio of imaginative and promising productivity improvement strategies.  Framed by the work of the Act 47 team, supplemented by offerings from the PPB itself, and a series of ideas that are emerging from IACP’s Phase 1 work, a strong consensus is emerging with regard to at least five strategies:
· Call Management/Reduction.  Creating a TRU and a web-based reporting capacity.
· Revenue Generation.  Fees for administrative services.

· Court Practices.  Strategies for reducing officer time commitments/ costs.

· In-Car Technology.  Accelerating MDT installation.

· Impound Lot.  Moving forward on efficiencies.

No time should be lost moving forward on these fronts.

Finally, merger and transfer recommendations suffuse the fiscal recovery debate.  In lieu of the piecemeal approach to mergers and transfers that seems to be unfolding, the ICA, Act 47 Team, and city and county police should pursue their search for cost-effectiveness by at least considering the viability and advantages of total consolidation – creating a Pittsburgh-Allegheny County Metro Police Department.  Cities and counties such as Charlotte-Mecklenburg, North Carolina, Jacksonville-Duval, Florida, and Metro Toronto, Ontario, have achieved superior policing capacities through this approach.  This alternative may seem daunting, even unachievable, to some.  Yet, Pittsburgh and Allegheny County have, in fact, started down this path.  The communications merger that has occurred, those now being mandated (by Act 47), and those being discussed can readily be viewed as building blocks.  The notion of a consolidation should be put front and center.
I. THE POLICING ENVIRONMENT
Population, incidence and composition of crime, workload, resources, and trends in these factors condition current and future policing requirements in Pittsburgh.  Discussion of these factors and trends and their implications for resource allocation and recovery follows.

SECTION 1:  POPULATION
The 2000 U.S. Census set Pittsburgh’s population at 334,563.  City officials estimate 2004 population to be the same.  Decline in population has been dramatic, numerically and proportionally, 45% since 1960.  During the most recent full decade, 1990-2000, the decline was almost 10%, less than during the previous two decades.  Our regression work suggests continuing decline, to 331,950 in 2005 and 329,003 in 2006, a projected total of 5,560, 1.66%.
Of total 2000 population, 79,358, 24% were 10-24 years of age – the “crime prone” years.  Eleven percent (11%) were under 10 years of age, poised to move into the crime prone range.  Just over 55,000, 16%, were 65 years of age or older.  Like youth, the elderly are often a special population with regard to demand for/consumption of police services.

County population was set at 1,281,666 by the 2000 Census.  Approximately 947,000 persons reside outside of Pittsburgh.  There are well over 100 municipalities in the county.  One estimate references 270,000 as the number of commuting workers, students, and visitors who augment Pittsburgh’s resident population on a regular basis.  (Transforming Pittsburgh, Office of the Mayor.)
SECTION 2:  CRIME IN PITTSBURGH – A PROFILE
Crime accounting is governed in the United States by the conventions of the FBI’s Uniform Crime Reporting System (UCR).  Part I Crimes, the more serious “index” offenses, consists of eight categories of person and property offenses:

· Violent Crime.  Four serious person crimes:  murder/non-negligent manslaughter; forcible rape; robbery; aggravated assault

· Property Crime.  Four serious property crimes:  burglary; larceny – theft; vehicle theft; arson.

Part II Crimes include 21 additional offenses, many of which are also quite serious, including weapons violations, DUI, family and child abuse, and drug law violations.

Pittsburgh’s crime profile shows:
· Almost 26,000 recorded crimes year-to-date January through July 2004
· A total of just over 44,000 projected for the year, a rate of 131 crimes per 1,000 population
· Less crime is projected to occur in 2004 than 2003, 1,844 incidents, 4.0%

· Part I – Serious Crime accounts for 44% of recorded crime.  Part II, Less Serious represents 56%.  2003 data
· The most prevalent crimes in Pittsburgh (YTD 2004) are:

	Crime
	Number
	Percent of Total

	
	
	

	· Larceny-Theft
	  5,664
	22.0%

	· Simple Assault
	  4,342
	16.9%

	· Vandalism
	  3,621
	14.1%

	· Burglary
	  1,836
	  7.1%

	· Vehicle Theft
	  1,428
	  5.5%

	· Drug Violations
	  1,550
	  5.0%

	· Aggravated Assault
	  1,249
	  4.9%

	· Robbery
	     978
	  3.8%

	
	
	

	
	20,668
	79.3%


· Over 2,300 violent crimes have been recorded thus far in 2004, 9.0% of the total, a rate of seven per 1,000
· Compared to the same period in 2003, violent crime has increased by 317 events, 16%.

SECTION 3:  CRIME – FIVE YEAR TRENDS
Number and trends in crime for the five-year period 1999 through 2003 are displayed in Table 1.  For the period, Part I and Part II crime declined 5.5%, from 48,648 to 45,954, annual averages of 1.4%, 674 offenses.  The decline was uneven, characterized by an increase in 2001 and a parallel decrease in 2003, 6.1%.

	Table 1

RECORDED CRIME   1999-2003



	Year
	1999
	2000
	2001
	2002
	2003
	Change 1999-2003

Number
	Change 1999-2003
Percent

	
	
	
	
	
	
	
	

	Part I Crimes
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	Murder-Manslaughter
	48
	37
	55
	48
	69
	21
	44%

	Forcible Rape
	136
	137
	134
	148
	136
	0
	  0%

	Robbery
	1,581
	1,594
	1,384
	1,616
	1,635
	54
	  3%

	Aggravated Assault
	   1,310
	   1,518
	   1,391
	   1,983
	   1,721
	          411
	       31%

	Violent Crime
	3,075
	3,286
	2,964
	3,795
	3,561
	486
	15.8%

	
	
	
	
	
	
	
	

	Burglary
	3,115
	3,167
	3,246
	3,298
	3,180
	65
	    2%

	Larceny-Theft
	11,895
	10,557
	10,766
	10,108
	10,610
	-1285
	-11%

	Vehicle Theft
	3,190
	2,809
	2,728
	2,537
	2,645
	-545
	-17%

	Arson
	      144
	      150
	      173
	       114
	        97
	           -47
	      -33%

	Property Crime
	18,344
	16,683
	16,913
	16,057
	16,532
	1,992
	-10.8%

	
	______
	______
	______
	______
	______
	________
	_______

	TOTAL PART I CRIMES
	21,419
	19,969
	19,877
	19,852
	20,093
	-1,326
	-6%

	
	
	
	
	
	
	
	

	Part II Crimes
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	Forgery
	449
	374
	447
	432
	463
	14
	3%

	Simple Assault
	9,010
	8,903
	9,094
	8,867
	7,332
	-1,678
	-19%

	Fraud
	781
	633
	879
	996
	965
	184
	24%

	Embezzlement
	120
	83
	97
	96
	64
	-56
	-47%

	Stolen Property
	284
	254
	255
	295
	236
	-48
	-17%

	Vandalism
	5,767
	5,512
	6,046
	6,346
	6,196
	429
	7%

	Weapons Violations
	235
	243
	459
	351
	415
	180
	77%

	Prostitution
	696
	513
	591
	479
	492
	-204
	-29%

	Sex Offenses
	454
	464
	379
	415
	336
	-118
	26%

	Drug Violations
	2,095
	2,034
	2,758
	2,632
	2,513
	418
	20%

	Gambling
	51
	44
	51
	25
	27
	-44
	-88%

	Family Violence
	128
	199
	140
	174
	117
	-11
	-9%

	Drunken Driving
	1,014
	1,025
	1,092
	1,075
	952
	-62
	-6%

	Liquor Law Violations
	665
	573
	783
	512
	193
	-472
	-71%

	Public Drunkenness
	297
	357
	417
	531
	400
	103
	35%

	Disorderly Conduct
	2,854
	1,733
	2,168
	2,410
	1,815
	-1,039
	-36%

	Vagrancy
	79
	135
	92
	13
	0
	-79
	-100%

	Other
	   2,250
	   2,125
	   2,401
	   3,413
	   3,345
	        1,095
	          49%

	
	
	
	
	
	
	
	

	TOTAL PART II CRIMES
	27,229
	25,204
	28,194
	29,062
	25,681
	-1,368
	-5%

	
	
	
	
	
	
	
	

	TOTAL CRIMES
	48,648
	45,173
	48,026
	48,914
	45,954
	-2,694
	-5.5%

	(PART I AND II)
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	


Part I Crime declined from 21,419 to 20,093, 1,326, 6.2%.  Declines were progressive, mainly marginal, until 2003, when a very modest 1.2% increase was recorded.  The decline was uneven within the classification.

Violent crime increased 15.8%, from 3,075 in 1999 to 3,561 in 2003.  With the exception of rape, which remained unchanged, increases characterize each offense category, aggravated assault accounting for 85% of the increase.
Serious property crime declined from 18,344 in 1999 to 16,532 in 2003, 1,992 offenses, 11%, annual averages of 498, 2.8%.  Each property crime decreased except burglary.  Larceny theft, which accounts for just over half of all recorded Part I Crimes, drove the decrease for the entire category, declining 1,285, 10.8%.

Part II Crimes declined from 27,229 in 1999 to 25,681 in 2003, 1,548 incidents, 5%, annual averages of 387, 1.25%.  The most significant changes, numerically, occurred in simple assault (-18.6%); disorderly conduct (-36%); and drug violations (-19.9%).

SECTION 4:  CRIME RATES
Absence of valid and reliable annual population totals precludes calculation of crime rates (crime per unit of population), a crucial and revealing measure of crime patterns.

SECTION 5:  CRIME – 2004
Table 2 itemizes recorded crime for the first seven months of 2003 and 2004.  For 2004, 25,735 offenses have been recorded, 258 more than for the same period in 2003, 1.0%.  Part I Crimes have increased by 274, 2.5%.  Increases have occurred in robbery (140), aggravated assault (199), burglary (99), and vehicle theft (99).  Numerically, the major offset (decrease) occurred in larceny-theft (244).  There have been fewer murders (6) and rapes (16).
Comparative violent crime totals are 2,319 for 2004 and 2,002 for 2003, increases of 317, 15.8%.  Comparative property crime totals are 8,980 in 2004 compared to 9,023 in 2003, a decrease of 43 recorded crimes, less than 1%.

Part II Crimes have decreased very marginally, 16.  Changes in several offense categories are more significant.  Vandalism has risen by 132 and simple assault by 109.  Drunken driving offenses have decreased, 187, as have disorderly conduct, 62 offenses.  Fraud and embezzlement, two white collar crimes, show upward movement, 88 offenses, combined.

	Table 2
RECORDED CRIME   2003 – 2004 (THROUGH JULY)


	Year
	2003
	2004
	Percent Change

2003-2004

	
	
	
	

	Part I Crimes
	
	
	
	
	
	

	
	
	
	
	
	
	

	Murder-Manslaughter
	33
	
	27
	
	-18.2%
	

	Forcible Rape
	81
	
	65
	
	-19.8%
	

	Robbery
	         838
	
	         978
	
	         16.7%
	

	Violent Crime
	2,002
	
	2,319
	
	15.8%
	

	
	
	
	
	
	
	

	Aggravated Assault
	1,050
	
	1,249
	
	19.0%
	

	Burglary
	1,737
	
	1,836
	
	5.7%
	

	Larceny-Theft
	5,898
	
	5,664
	
	-4.0%
	

	Vehicle Theft
	1,329
	
	1,428
	
	7.4%
	

	Arson
	            59
	
	            52
	
	        -11.9%
	

	Property Crime
	9,023
	
	8,980
	
	-0.4%
	

	
	________
	
	________
	
	_________
	

	TOTAL PART I CRIMES
	11,025
	
	11,299
	
	2.5%
	

	
	
	
	
	
	
	

	Part II Crimes
	
	
	
	
	
	

	
	
	
	
	
	
	

	Forgery
	277
	
	310
	
	11.9%
	

	Simple Assault
	4,233
	
	4,342
	
	2.6%
	

	Fraud
	577
	
	632
	
	9.5%
	

	Embezzlement
	33
	
	48
	
	45.5%
	

	Stolen Property
	129
	
	160
	
	24.0%
	

	Vandalism
	3,489
	
	3,621
	
	3.8%
	

	Weapons Violations
	278
	
	240
	
	-13.7%
	

	Prostitution
	305
	
	343
	
	12.5%
	

	Sex Offenses
	206
	
	227
	
	10.2%
	

	Drug Violations
	1,582
	
	1,550
	
	-2.0%
	

	Gambling
	17
	
	21
	
	23.5%
	

	Family Violence
	93
	
	86
	
	-7.5%
	

	Drunken Driving
	611
	
	424
	
	-30.6%
	

	Liquor Law Violations
	25
	
	36
	
	44.0%
	

	Public Drunkenness
	136
	
	123
	
	-9.6%
	

	Disorderly Conduct
	902
	
	840
	
	-6.9%
	

	Vagrancy
	0
	
	0
	
	Not calculable
	

	Other
	      1,559
	
	     1,433
	
	      -8.1%
	

	TOTAL PART II CRIMES
	14,452
	
	14,436
	
	-0.1%
	

	
	________
	
	_______
	
	________
	

	TOTAL CRIMES
	25,477
	
	25,735
	
	1.0%
	

	(PART I AND II)
	
	
	

	
	
	
	


SECTION 6:  WORKLOAD
The Emergency Operations Center has recorded the following total number of police-related transactions for the past three 12-month periods:

	Period
	Transactions
	Change

	
	
	

	· August – July, 2001-2002
	451,975
	--

	· August – July, 2002-2003
	455,551
	  3,576  (0.8%)

	· August – July, 2003-2004
	496,675
	41,124  (9.0%)

	
	
	


These data indicate a two-year increase of over 44,000 events, 9.9%.  The increase from 2002 to 2003 was marginal, from 2003 to 2004, dramatic.  “Transactions” include calls-for-service, administrative activities, inquiries, and events which do not require further action or service.  The following data subsets convey a series of field activity.  On the Afternoon Shift, 4:00 p.m. to 12:00 midnight, nine activities account for nearly one-third of calls-for-service:

	Transaction Type
	Number
	Percent of Total

	
	
	

	· Traffic Stop
	17,867
	  7.6%

	· Domestic
	14,440
	  6.2%

	· Alarm – Burglar
	12,398
	  5.3%

	· Disturbance
	  8,819
	  3.8%

	· Fight
	  6,332
	  2.7%

	· Auto Stolen
	  3,719
	  1.6%

	· Shots
	  3,287
	  1.4%

	· Assault
	  3,125
	  1.2%

	· Accident – Hit and Run
	  2,799
	  1.2%

	
	
	

	
	72,786
	31%

	
	
	


Day shift pattern (8:00 a.m. – 4:00 p.m.) differs notably in level of activity, but mirrors the Afternoon pattern, with traffic stops, domestics, and burglar alarms, and disturbances also ranking first, second, third and fourth in frequency.  Fights and shots appear on both lists.
	Transaction Type
	Number
	Percent of Total

	
	
	

	· Traffic Stops
	10,087
	  9.4%

	· Domestic, Domestic w/Injury, Violent Domestic
	  9,373
	  8.7%

	· Alarm – Burglar
	  7,081
	  6.6%

	· Disturbance
	  6,527
	  6.1%

	· Disorderly Person
	  4,348
	  4.1%

	· Fight
	  4,039
	  3.8%

	· Shots
	  3,172
	  3.0%

	· Person Needing Removed (sic)
	  2,055
	  1.9%

	· Burglary – Residence
	  2,037
	  1.9%

	· Unknown Trouble
	  1,905
	  1.8%

	
	
	

	
	50,624
	47.3%


Alarms, a high volume activity in all police departments, is more an after hours phenomenon, occurring with less frequency during the day (shift).

SECTION 7:  RESOURCES – APPROPRIATIONS AND EXPENDITURES
Tables 3 and 4 summarize appropriations and expenditures since 1999.  Appropriations history is characterized by three years of increases (1999 to 2002) and two successive decreases, $7.5 million this year, 2004.  From the 2002 peak of $73 million, appropriations have decreased almost $11 million to $62.3 million for 2004, approximately the 1999 funding level.
Salaries and other wage payments account for over 90% of appropriations.  Accordingly, there are few material fluctuations in non-salary categories.  We do not have data on capital expenditures.  We presume these items are appropriated from a separate budget.
For the five-year period, 1999-2003, expenditures increased $5.2 million.  With the exception of the year 2000, expenditures have remained well within appropriation limits:




Year



  Surplus

1999  $   914,895

2000 ($   735,654)

2001  $2,312,270

2002  $1,266,025

2003  $2,498,765.
	Table 3
PPB APPROPRIATIONS     1999-2004



	Category
	1999
	2000
	2001
	2002
	2003
	2004
	Change

1999-2003

	
	
	
	
	
	
	
	

	Salaries
	$50,774,842
	$51,342,312
	$51,254,365
	$56,279,072
	$52,050,024
	$48,342,706
	

	Longevity
	2,707,341
	2,863,682
	3,520,434
	4,241,514
	4,196,087
	4,276,890
	

	Ingrade
	265,153
	240,362
	116,530
	113,981
	131,000
	168,000
	

	Premium
	5,639,994
	7,297,432
	7,057,853
	7,656,375
	9,145,809
	6,300,000
	

	Education/Training
	190,000
	210,000
	160,000
	160,000
	111,000
	76,000
	

	Uniforms/Allowances
	1,376,600
	1,533,450
	1,605,473
	1,300,350
	974,750
	879,125
	

	Supplies
	355,395
	364,790
	369,990
	367,940
	293,220
	295,980
	

	Equipment
	148,115
	108,115
	103,115
	81,000
	160,000
	139,000
	

	Repairs
	11,000
	16,000
	8,000
	10,000
	8,000
	8,000
	

	Rentals
	198,000
	116,880
	165,000
	130,000
	114,758
	139,758
	

	Miscellaneous Services
	474,960
	1,695,868
	1,841,715
	1,869,640
	1,831,760
	1,662,907
	

	50% of ID Expenses
	      800,000
	     910,662
	     880,578
	     812,882
	     778,000
	                --
	

	
	
	
	
	
	
	
	

	TOTALS
	$62,941,400
	$66,699,553
	$67,083,053
	$73,022,754
	$69,794,408
	$62,288,366
	$653,034

	
	
	
	
	
	
	
	


	Table 4

PPB EXPENDITURES     1999-2003



	Category
	1999
	2000
	2001
	2002
	2003
	Change

1999-2003

	
	
	
	
	
	
	

	Salaries
	$50,298,077
	$51,341,059
	$49,681,888
	$55,803,864
	$51,622,800
	

	Longevity
	2,681,219
	2,844,814
	3,551,885
	4,184,318
	4,295,776
	

	Ingrade
	245,582
	260,483
	109,561
	142,214
	150,926
	

	Premium
	5,639,994
	7,057,557
	6,750,278
	7,330,993
	7,079,513
	

	Education/Training
	103,837
	123,356
	119,637
	81,455
	28,308
	

	Uniforms/Allowances
	1,308,137
	1,210,252
	1,335,699
	1,186,764
	953,118
	

	Supplies
	322,974
	279,641
	365,723
	346,233
	291,476
	

	Equipment
	136,897
	105,447
	102,086
	77,531
	264,901
	

	Repairs
	3,127
	3,788
	7,718
	7,072
	7,309
	

	Rentals
	132,173
	68,510
	135,216
	113,478
	113,965
	

	Miscellaneous Services
	354,488
	1,629,638
	1,761,092
	1,679,925
	1,709,551
	

	50% of ID Expenses
	     800,000
	    910,662
	    850,000
	    812,882
	     778,000
	

	
	
	
	
	
	
	

	TOTALS
	$62,026,505
	$65,835,207
	$64,770,783
	$71,766,729
	$67,295,643
	$5,269,138

	
	
	
	
	
	
	


City appropriation and expenditure capacity has been supplemented with state and federal grants.  Identified award levels for a three-year period are:

· 2002



$1,235,433

· 2003



$6,537,943

· 2004



$   411,000

The 2003 total includes a $6 million interoperability grant from the USDOJ.  We are unable to classify/attribute several grants to specific years.

SECTION 8:  RESOURCE RECOVERY IMPLICATIONS
To cope with its deteriorating fiscal condition, the City of Pittsburgh has reduced appropriations and expenditures, one of a comprehensive array of strategies to regain solvency.  For the PPB, city actions have resulted in material downsizing of sworn capacity, 53 positions in 2002 and 194 positions in 2003, a total of 247.  The downsizing decisions have been taken in a context characterized by appreciable long-term decline in population and recorded crime, each a direct correlate of police manpower requirements.

Within this context, we do not find the downsizing decisions to have been at all illogical and, as is eminently clear, were unavoidable.

The sworn manpower complement of the PPB has settled just below 900.  The department appears to have absorbed recent reductions without  clearly evident damage to first-response public and officer protection capacity.  Activity data even suggests that the PPB may have managed to absorb increasing patrol workload while downsizing overall capacity.  The operative question for ICA resource allocation decisions is whether the PPB can absorb further reductions without risking public and officer safety.  The factors and trends examined in this and the next chapter suggest that further reductions, of a material nature are inadvisable for the 2005 fiscal year, in absence of the definitive study to be undertaken by the IACP.
· Population.  Normally, population correlates directly with police service and manpower requirements.  Declining population, in major proportion, tends to reduce citizen demand for police services.  Our projections suggest loss of about another 5,500 persons by 2006, a decline not likely to influence service demands sufficiently to allow for more than marginal patrol manpower reduction.  The picture is also clouded by the absence of information regarding whether the population lost will be composed of high or low police service consumers.  Often persons/families who move to suburbs, for example, are not usually the highest consumers of police service.
· Crime Incidence.  The city has recorded modest decreases in crime, approximately 1.1% annually since 1999.  While cause for guarded satisfaction, this decline is marginal.  Year-to-date data for 2004 indicate an equally marginal increase, one percent.  These data do not argue for reductions, in sworn, first responders, or prevention personnel.
· Crime Rates.  Crime rates, which we were not able to calculate, might alter the foregoing interpretation, if we can assemble necessary data.
· Serious Crime.  Part I Crime had been comparatively stable for three years, 2000-2002.  It increased in 2003, 241 crimes, one percent (1.2%) and is increasing this year, 2.5% for the first seven months.  We project an additional increase of approximately 500 crimes this year.  These data argue against downsizing in patrol and prevention functions.
· Violent Crime.  The most compelling finding of our analysis is a dramatic bulge in violent crime, 16% for the first seven months of this year.  Reductions in police strength in an environment characterized by rapidly mounting violent crime seem imprudent until such time as overall department capacity and strategy interventions have been sorted out.
· Workload/Activity.  The data suggest increasing police workload and activity, 41,000 additional events recorded from August 2003 through July 2004.  Especially in an environment with a mildly declining residential population, a commuting population not known to be increasing at an unusual rate, and absent dramatic upward movement in the number of crimes, a 9% increase in activity is not expected.  This phenomenon requires further diagnosis.  If reliability of statistics is confirmed, this factor argues strongly against manpower reductions and resource withdrawals, unless service cuts accompany the actions.
· Workload Composition.  The workload profile reveals significant volumes of violence-correlated police calls – domestic violence, fights, shots fired, disturbances, and assaults.  Simply stated, the city, streets, and homes of Pittsburgh require a strong police presence.  In fact, the numbers we have in regard to these crimes and calls – all personal, all serious, all violence-correlated, call for further analysis to determine whether the PPB has and, if so, is properly investing prevention resources and is employing best practice violence control strategies.
· Funding Supplements.  The PPB has supplemented its assets with state and federal grant funds.  A number of excellent prevention programs, DARE and GREAT, are now gone.  To fuel homeland security needs, the federal government has gutted police funding programs.  The 2005/2006 federal budgets appropriate even less DOJ funding than 2003 and 2004.  When funding the PPB for 2005 and beyond, the disappearance of federal grants should be considered.  Some supplements that were previously available no longer are.  Funding for homeland security is likely to become more plentiful.  Whether the equation balances is an open question.
The current growth in incidence of violent crime, the recorded increase in activity, an identifiable erosion in community-based prevention activities (discussed in the next chapter), and the need for a visible, powerful street-presence combine to argue against further material downsizing of the PPB in the immediate future.  The remaining factors and trends either reinforce our perspective or do not cause us to qualify our conclusion.  Further study may reveal that police services can be sustained at a quality level with internal redeployments and justify additional resource recoveries, though current study suggests, if present, they would be proportionately unlike those that have occurred to date.  These possibilities cannot clarify until we have completed the second phase of work, the patrol allocation and deployment study.

II.
PPB CAPACITY
A “first-cut” assessment of PPB organization and staffing has been conducted.  Unit workload data was assembled when readily available.  The patrol, investigations, and training functions were accorded priority.  In view of the prominence of the Allegheny County Police in Act 47 recommendations, we visited that organization.

SECTION 1:  ORGANIZATION
The PPB is organized by branch:  Operations; Investigations; and Administration.  The Office of the Chief of Police is a fourth constellation of activities.  The latest organization chart, functional responsibilities, and staffing patterns are presented in the Appendix.

The Office of the Chief is staffed by four executive command positions (including the Deputy Chief) and two non-sworn professionals, the Public Affairs Officer and Legal Advisor.  A number of civilian support positions are assigned.  The organization chart does not list non-sworn personnel.  We have not yet audited this grouping.

The Operations Branch, headed by an Assistant Chief, houses primary field functions.  A community-based zone model, with decentralization features, has been developed to deliver direct services.  Zones house first responders, community policing officers, canine officers, bike patrol officers, and investigators.  Two specialty units are built directly into zones, SERT in Zone 1 and Traffic in Zone 2.  From department data compiled earlier this year for the Act 47 field investigators, we are able to count 644 positions in the Operations Branch, including five commanders, 16 lieutenants, and 21 sergeants, 6.5% percent of the Bureau total, an overall ratio of one to 15.

The Investigations Bureau, also headed by an Assistant Chief, is organized by investigative/offense specialties.  The AC’s Office includes a night lieutenant and one crime analyst.  We are not sure whether the Crime Stoppers is staffed.  The Major Crimes Section houses 12 squads.  The Narcotics and Vice Section houses six squads/units and a federally-funded Weed and Seed unit.  Current staffing approximates 156, including 2 commanders, one lieutenant, and 17 sergeants, 4.8% of the Bureau total, a ratio of one commander/supervisor to 6.8 detectives.  We do not yet know whether supervisors (sergeants) carry caseloads.
The Administrative Bureau, headed by an Assistant Chief, houses seven sections:  Personnel and Finance; Support Services; Research and Planning; Alarms (billing); Audits and Review; Training Academy; and Crossing Guards.  Identifiable total staffing is 288, 170 of which are crossing guards.  Sworn personnel totals 56, 19.4% of the Bureau.  There are 13 sergeants and two lieutenants.

The PPB no longer houses a series of traditional police functions professionally considered to be essential or desirable:

· Communications/Dispatch

· Internal Affairs

· DARE

· GREAT

· Helicopter Unit

The PPB no longer houses the following traditional functions professionally considered to be non-essential, but useful when employed productively:

· Mounted Patrol

· Vehicle Maintenance.
SECTION 2:  PPB STAFFING
Table 5 displays the number of and trends in force strength for the six-year period, 1999-2004.  Sworn staff totals 881 today, 165 fewer than in 1999, 16%.  Staffing has decreased by 239 positions, 21% since peaking at 1,120 in 2001.  Decline has been progressive since that year, with the largest reduction in 2003, 194 positions, 18%.  Decline stabilized in 2004.

	Table 5

FORCE STRENGTH     1999-2004     (Sworn Only)



	Rank
	1999
	2000
	2001
	2002
	2003
	2004

	
	
	
	
	
	
	

	Chief
	1
	
	1
	
	1
	
	1
	
	1
	
	1
	

	Deputy Chief
	1
	
	1
	
	1
	
	1
	
	1
	
	1
	

	Assistant Chief
	3
	
	3
	
	3
	
	3
	
	3
	
	3
	

	Commander
	14
	
	15
	
	15
	
	15
	
	12
	
	12
	

	Lieutenant
	32
	
	28
	
	34
	
	35
	
	26
	
	26
	

	Sergeant
	90
	
	94
	
	95
	
	98
	
	70
	
	77
	

	Det/DFG
	67
	
	52
	
	47
	
	43
	
	26
	
	24
	

	A/Det
	--
	
	127
	
	124
	
	124
	
	117
	
	141
	

	MPO
	--
	
	--
	
	110
	
	112
	
	98
	
	102
	

	PO4
	817
	
	674
	
	532
	
	481
	
	487
	
	439
	

	PO3
	21
	
	--
	
	--
	
	86
	
	32
	
	49
	

	PO2
	--
	
	--
	
	88
	
	31
	
	--
	
	6
	

	PO1
	--
	
	67
	
	30
	
	37
	
	--
	
	--
	

	Recruit
	        --
	
	       36
	
	       40
	
	       --
	
	       --
	       
	       --
	

	
	
	
	
	
	
	
	
	
	
	
	
	

	TOTAL STAFF
	1,046
	
	1,098
	
	1,120
	
	1,067
	
	873
	
	881
	

	
	
	
	
	
	
	
	
	
	
	
	
	


Reductions have occurred in most ranks:  






Reductions


Reductions




Rank


 Since 1999


 Since 2002 
· Chief



         0



            0

· Deputy Chief


         0



            0
· Assistant Chief

         0



            0
· Commander


         2



            3
· Lieutenant


         6



            9
· Sergeant


       13



          21
Subtotals

       21



          33

· Det/DFG


       43

   
 
          19
· A/Det


   
    +14



       +17
· MPO



         8 (since 2001)
   
         10
· PO4



     378


       
         42
· PO3



    +28



         37
Subtotals

    344


 
         91
TOTALS
 
    365



       124

In August 2003, the PPB was directed to eliminate 100 positions.  They complied by eliminating:

· Mounted Officers




  4

· Warrant Officer




  1

· Academy Officer




  1

· Intelligence Officer




  2

· Crime Analyst




  1

· DARE/GREAT Officers



  5

· Detectives





21

· Desk Officers





10

· Patrol Officers




20

· SWAT Officers




15

· Reductions in Rank




20

Table 6 arrays the experience level (years of service) of 884 sworn members of the PPB.  Three quarters have 10 years of experience or more.  Only 15% have six years or fewer.  No officer has fewer than two years.  Twenty-six (26) have two years of service, 55 have three.  Not one member of the command staff has fewer than 10 years of service. 

	Table 6

EXPERIENCE PROFILE      2004



	
	0-1
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11-15
	16-20
	21-25
	25+
	Total

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	· Chief
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  1
	    1

	· Deputy Chief
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  1
	    1

	· Assistant Chief
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  3
	    3

	· Commander
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  1
	  5
	  6
	  12

	· Lieutenant
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	    2
	    4
	  6
	10
	  4
	  26

	· Sergeant
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	    7
	  27
	18
	16
	  9
	  77

	· Master Police Officer
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	    9
	45
	29
	19
	102

	· Police Officer 2
	--
	--
	  8
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	    8

	· Police Officer 3
	--
	--
	18
	29
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  47

	· Police Officer 4
	--
	--
	--
	26
	50
	--
	--
	16
	--
	58
	  96
	195
	--
	  1
	--
	442

	· Detective First Grade*
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  4
	  4
	    8

	· Detective
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	    4
	  5
	  5
	  2
	  16

	· Acting Detective**
	--
	--
	--
	--
	  1
	--
	--
	  4
	--
	14
	  39
	  65
	12
	  2
	  4
	141

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	TOTAL
	  0
	  0
	26
	55
	51
	  0
	  0
	20
	  0
	72
	144
	304
	87
	72
	53
	884

	Percent
	0.0
	0.0
	2.9
	6.2
	5.8
	0.0
	0.0
	2.3
	0.0
	8.1
	16.3
	34.4
	9.8
	8.1
	6.0
	99.9

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	*   There used to be 3 grades of detectives years ago.  These are the last remaining graded positions.
	

	**  Acting Detectives are patrol officers working investigative positions.
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


Fifty-three (53) officers, including 43 in supervisory, command, and executive ranks/ assignments have 25 years of service or more.  Detectives are a highly experienced class, 161 of 165 having nine or more years of service.

The ages of 879 officers are displayed in Table 7.  Only 10% (9.45%) of the force is 29-31 years of age.  Forty-two percent (42%) is in the 32-40 range.  About the same proportion, 39%, are 41-52.  Only 8% are 53 or older.

SECTION 3:  COMPARATIVE REDUCTIONS
The PPB absorbed the largest numerical and second largest proportional staff reduction in the 2003 city-wide downsizing/right sizing action, 262 of the overall reduction of 530 positions, 49%:
	Department
	Position Reduction
	Percent

	
	
	

	· PPB
	262
	49%

	· Public Works
	  65
	12%

	· Parks and Recreation
	  49
	  9%

	· Fire
	  36
	  7%

	· EMS
	  34
	  6%

	· Crossing Guards
	  22
	  4%


SECTION 4:  THE COUNTY POLICE DEPARTMENT
The Allegheny County Police Department has first-response 911 responsibility for the County Park System.  It operates from headquarters in the city and has sub-stations at the airports (International and County), and the parks.  Not all substations are staffed.  The department is functionally organized with a current staff of 240 officers and 50 civilians (county police website).
· Park Patrol:  18 (all uniform); patrols two large park areas (North and South Parks), as well as smaller facilities (five to seven).

· Detective Bureau:  61, lieutenant in command, two sergeants; two units, General Investigations and Homicide/Narcotics; both units conduct investigations at the request of the more than 135 towns, boroughs, and townships, most of which have small police departments.  Two larger departments conduct their own investigations, except for homicides.  The county cannot assume an investigation.  It must have a request.
	Table 7
AGE PROFILE      2004



	
	Unknown
	23-25
	26-28
	29-31
	32-34
	35-37
	38-40
	41-43
	44-46
	47-49
	50-52
	53-55
	56-58
	59-61
	62+
	Total

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	· Chief
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  1
	--
	--
	--
	    1

	· Deputy Chief
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  1
	--
	--
	    1

	· Assistant Chief
	--
	--
	--
	--
	--
	--
	--
	--
	--
	--
	  1
	  1
	  1
	--
	--
	    3

	· Commander
	--
	--
	--
	--
	--
	--
	--
	    2
	  3
	  2
	  3
	  1
	--
	     1
	--
	  12

	· Lieutenant
	--
	--
	--
	--
	    2
	    2
	    2
	    2
	   1
	  6
	  4
	  3
	  1
	
	1
	  26

	· Sergeant
	2
	--
	--
	--
	    3
	  11
	  10
	  11
	  8
	16
	  8
	  1
	  4
	  1
	1
	  77

	· Master Police Officer
	--
	--
	--
	--
	--
	    2
	    6
	  12
	15
	20
	16
	16
	10
	  3
	1
	101

	· Police Officer 2
	--
	--
	  2
	--
	    1
	    3
	--
	-- 
	--
	--
	--
	--
	--
	--
	--
	    6

	· Police Officer 3
	--
	--
	  1
	16
	  3
	--
	--
	--
	--
	  1
	--
	--
	--
	--
	--
	  21

	· Police Officer 4
	4
	--
	25
	36
	  70
	  94
	  80
	  63
	41
	25
	13
	  4
	  5
	  2
	2
	    6

	· Detective First Grade*
	--
	--
	--
	--
	--
	--
	--
	    1
	--
	  2
	  2
	  1
	--
	  1
	1
	    8

	· Detective
	--
	--
	--
	--
	--
	    1
	    1
	    4
	  2
	  4
	  2
	  1
	--
	  2
	--
	  16

	· Acting Detective**
	--
	--
	--
	  3
	  21
	  37
	  24
	  24
	  12
	  10
	  7
	  4
	--
	  1
	--
	143

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	TOTAL
	6
	0
	28
	55
	100
	150
	123
	118
	85
	86
	57
	33
	22
	10
	6
	879

	Percent
	0.68%
	0.00%
	3.19%
	6.26%
	11.38%
	17.06%
	13.99%
	13.42%
	9.67%
	9.78%
	6.48%
	3.75%
	2.50%
	1.14%
	0.68%
	100%

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	*   There used to be 3 grades of detectives years ago.  These are the last remaining graded positions.
	

	**  Acting Detectives are patrol officers working investigative positions.
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


· Airports Detail:  74 (predominantly uniform); budgeted for by the Airports Authority
· Academy:  Five assigned personnel, including Deputy Sheriff; Inspector commands

· Administration:  Mostly civilian, including a police radio room (part of the county communications system).
Several units are staffed as an additional duty including a SWAT team and a bomb squad.  Mounted and K-9 units are part of the parks and airport details.  

The county’s police training academy conducts firearms training and re-qualification for its own personnel as well as for the municipal agencies within the county, about 7,000 persons annually.  The academy conducts entry-level training (six months in length) for its own personnel as well as for the municipal departments, in-service training, and a pre-hire entry-level class for personnel desiring state police officer certification, but not currently employed by any agency.

The Allegheny County Police do not supervise the 911 function or handle dispatch for their agency,  the EOC does.  The airports have internal radio systems, and use the county-wide system for emergencies only.

Last year, the county separated 500 employees to improve its fiscal situation.  We do not know whether the ACPD absorbed any reductions.

SECTION 5:  RESOURCE RECOVERY IMPLICATIONS
The subjects summarized in this chapter reinforce our position, counseling against immediate resumption of downsizing the PPB.  Several shed light on issues that are currently attracting considerable attention, namely protection and immunity of PPB’s command/supervisory structure from downsizing and, second, readiness of the Allegheny County Police Department to absorb and deliver PPB functions and services.
· Organization.  Functionally, the PPB is reasonably lean.  A cluster of traditional operations have already been separated, communications and IA being two.  Others have been jettisoned to effect economies, DARE and the GREAT program, two successful youth-serving prevention programs.  Peeling away additional functions and services, of core value to the policing enterprise, especially the investigations function, risks impairing overall PPB effectiveness by complicating coordination among naturally interdependent operations, interdicting information flow and convenient inter-personal collaborations, and eroding “critical organizational mass.”
Organizationally, field services are reasonably flat.  The decentralized, zone-based Operations Bureau model reflects considerable thought and incorporates the best of the contemporary community policing experience.   The number of specialized units has been constrained by incorporating SERT (special missions) and Traffic into zone structures.  Tampering with this model through staff reduction is not advisable.

The organization of Investigations does not incorporate similar innovation and best practice.  Investigations is over-specialized and over-staffed.  The third bureau, Administration, is ripe for civilianization.  The impound and ID functions can be reconfigured without risk to critical mass/critical mission.
· Staffing.  Patrol requirements study results will illuminate, indeed define, the range of staffing options, indicate whether reductions can be made safely and if current staff can or needs to be redeployed.  What we have found thus far does not argue for anything other than modest and very targeted reductions:

· Sizeable reductions in staff have already occurred, almost 200 positions since 2002, twice the constantly repeated “100 positions” reference.

· Although the PO4 class has served as the reservoir for reductions, cuts have been distributed widely, by function and class, including command and supervision.

-
The command and supervisor structure is not only minimal in number, it is undersized in Field Operations, with an overall ratio of one to 15.
-
The sergeant to officer ratio, even lieutenant and sergeant to officer ratio (in Patrol), is stretched as far as we have ever encountered, reaching 1:16 (Zone 2).  The recommended level is 1:8.  We are likely to recommend an augmentation to this class.

The PPB’s experience profile does not argue against reductions.  Experienced officers are often able to continue to cope effectively in resource stretched settings.  It is entirely possible that this phenomenon accounts for the apparent capacity of the PPB to have coped with the increased activity level in 2003.
· Comparative Reductions.  Having already absorbed the deepest cuts in city government, prudence suggests looking to other agencies for fiscal recoveries, until such time as the PPB’s asset and service delivery conditions can be crystallized through planned IACP study.
· Retirement Prospects and Impact.  “Grapevine” estimates from the rank and file suggest that up to 100 sworn members of the PPB will choose retirement to reap the benefits of the current retirement package rather than risk losses under a new package that is negotiated/imposed by the fiscal recovery teams.  The Age and Experience Profiles leave little doubt that many officers are positioned to retire.  If this eventuates, in whole or part, a series of consequences will arise that require consideration and/or management.
For the Act II and 47 teams it promises instant and “bloodless” reductions of substantial proportion, $80,000 per officer per year.  For the PPB it could, at the 50-100 level, strain capacity to field sufficient officers.  This prospect, too, will clarify with results of the Patrol Allocation Study.  We urge the ICA to consider this eventuality when making budgeting decisions.  In our view, this possibility argues strongly against further manpower reductions until the staffing requirements picture clarifies.  Public safety could be threatened by an understaffing situation.

· County Capacity.  We have much more study ahead of us with regard to the ACPD capacity and readiness to host/supply transferred PPB services.  Our initial impression is that this organization is not prepared for such roles at this time and would not be during FY 2005.  We also find some of the transfer/merger recommendations to be premature, requiring further study.

III. THE FY 2005 BUDGET – AND BEYOND
We are prepared to assert at this early stage of study that the PPB is a highly professional organization, staffed by committed and motivated leaders, officers and civilians, who serve the city’s neighborhoods and citizens very well.  The organization has absorbed major reductions, having done so in ways that minimize erosion to core field services, a strategy that testifies to mature understanding of the police mission.

More than a dozen factors, trends, and conditions central to the police enterprise have been examined.  Collectively, and in preponderance, they argue decisively against further reductions in critical PPB resources for the present.  
With recognition, respect and regard for the city’s fiscal stress, the gravity of decisions that must be made, and the risks of the consequences of those decisions, we urge the ICA to refrain from downsizing the PPB until we are able to supply additional diagnostic information and data-based professional judgments – a platform for more predictable decision outcomes.

A series of productivity improvement and revenue generating strategies have been recommended by the Act 47 Team.  We have preliminarily identified a number of additions.  The men and women of the PPB have also cited a number of possibilities.  From among this expanding portfolio, a number of actions can be implemented without foreseeable jeopardy to public and officer safety and/or PPB capacity.  Planning and implementation of a productivity improvement action can and should begin immediately.
We are pleased that our work to date does, in fact, support and reinforce a consensus that seems to have emerged regarding stabilization of PPB sworn manpower at the 900 level.
SECTION 1:  THE FY 2005 BUDGET
For the 2004 fiscal year, $62,288,366 is appropriated for the PPB.  We recommend an FY 2005 budget calculated upon this year’s base of $62.3 million, plus any programmed salary/wage increases that may exist.  The FY 2004 base is, we believe, the operating budget only.  Data provided to us do not earmark capital expenditures.  We assume this total does not incorporate grant funds.  Accordingly, grant funds and scheduled capital outlays should not be regarded as offsets to the recommended base.
SECTION 2:  A RESOURCE RECOVERY AGENDA
We recommend immediate planning and implementation of “no-risk/low-risk” productivity initiatives.  The Act 47 Team identified 38 positions for Civilianization.  Subject to further study and validation, we are inclined to concur with most of the civilianization recommendations.  Our work to date has isolated one more position worthy of further scrutiny, a detective in the Arson Squad.

The Act 47 Team identified a series of Productivity Improvement Opportunities.  Subject to further study, we strongly concur with most, in concept.  Differences in form may be called for.  The Act 47 Team may have underestimated potential budget impact of two recommendations:

· The TRU:  the calculation base of 17,000 calls (saved) may be somewhat conservative.
· Impound Lot:  complete privatization should be considered.

The Act 47 Team identified two positions for Elimination, the Legal Advisor and Fitness Coordinator.  We agree only with the Fitness Coordinator recommendation.  In addition, we expect to focus on the following 11 possible reductions:

· Auto Theft (1 detective)
· Homicide (1 detective)

· Robbery (1 detective)

· Night Felony Squad (1 sergeant and 4 detectives)

· Witness Protection Unit (1 detective)

· Firearms Tracking (offset by 1 civilian) (2 detectives)

Table 8 references the primary Act 47 recommendations and our position with regard to each.

We will consider transfer of the entire Identification Section to the Allegheny County Sheriff’s Office.  This would relieve the PPB/City of the costs of half of the 43 personnel now assigned to Identification.  Finally, we see no reason whatsoever for the PPB to retain crossing guards.  Transfer to the School District could relieve the PPB of the costs of half of the current 161 crossing guards.  

	Table 8

ACT 47 PRODUCTIVITY RECOMMENDATIONS



	Act 47 Recommendation
	Concur-Subject to Further Examination

	
	

	1.  Civilianize 38 positions
	Strongly concur.  Unsure about Chief’s office and crime analyst.  We would privatize Impound Lot.

	
	

	2.  Eliminate 2 positions (Legal Advisor and Fitness Coordinator)
	Disagree on Legal Advisor.

	
	

	3.  Reduce Impound Lot hours of operation
	Privatize.

	
	

	4.  Establish TRU
	Strongly concur.  Could recover more than Act 47 Team projects.  Needs to consider web-based reporting programs also.

	
	

	5.  Install MDTs
	Strongly concur.  Public/officer safety advantages outweigh cost recovery.

	
	

	6.  Modify Training Academy    operations
	Innovative idea.  Consolidating academies viewed as quite feasible.  Outline of most cost-effective arrangements still needed.

	
	

	7.  Pagers for court appearances.
	Concur.  This is standard procedure.

	
	

	8.  Fees:  background check; finger-prints; taxi driver Ids; false alarms; prisoner processing.
	Concur.

	
	

	9.  Red light cameras.
	Concur.

	
	

	10.  Crossing guard cost sharing.
	We would transfer this function out of the PPB altogether.

	
	

	11.  Re-evaluate River Rescue.
	Cannot comment.

	
	

	12.  Labor/Management Changes.
	An economic matter.

	
	

	13.  Fee Increases
	Strongly concur.

	
	


In response to an IACP convened all-command staff gathering, the PPB submitted recovery/productivity ideas.  Fee and court practices recommendations parallel and reinforce Act 47 recommendations.  A number of new ideas emerged.  Some commentary raises questions about the mechanics of Act 47 recommendations which will prove to be of immense value for implementing the actions effectively.  The FOP suggested recovery strategies as well.
Synthesis of recovery strategies recommendations reveals substantial consensus concerning:
· Call Management/Reduction.  Creating a TRU and a web-based reporting capacity.

· Revenue Generation.  Fees for administrative services.

· Court Practices.  Strategies for reducing officer time commitments/costs.

· In-Car Technology.  Accelerating MDT installation.

· Impound Lot.  Moving forward on efficiencies.

No time should be lost moving forward on these fronts.

SECTION 3:  AN ALTERNATIVE VISION:  THE PITTSBURGH-ALLEGHENY COUNTY METRO POLICE DEPARTMENT
Merger and transfer recommendations suffuse the fiscal recovery debate.  Communications, Identification, Training, and Investigations are among functions already merged or recommended for city/county merger.  The newer of these potential actions, which are gaining momentum largely and properly due to presumptive fiscal advantage, have yet to be examined in finalized detail.  Our concern that excessive merger or transfer could erode critical mass of the PPB has already been expressed.  In lieu of the piecemeal approach to mergers and transfers that seems to be unfolding, the ICA, Act 47 Team, and city and county police should pursue their search for cost-effectiveness by at least considering the viability and advantages of total consolidation – creating a Pittsburgh-Allegheny County Metro Police Department.  Cities and counties such as Charlotte–Mecklenburg, North Carolina, Jacksonville–Duval, Florida, and Metro Toronto, Ontario, have achieved superior policing capacities through this approach.  This alternative may seem daunting, even unachievable, to some.  Yet, the local governments involved have, in fact, started down this path.  The communications merger that has occurred, those now being mandated (by Act 47), and those being discussed can readily be viewed as building blocks.  The notion of a consolidation should be put front and center.

SECTION 4:  INCLUSION AND CHANGE MANAGEMENT
There is evidence that the PPB and the Allegheny County Police Departments are spectators to the processes that are unfolding rather than affected primary stakeholders.  They seem not only to have limited opportunities to influence their futures but seem uninformed.  Experience indicates, without qualification, that greater inclusion of the agencies in the changes that will occur would be of value to all – the ICA, the departments, officers, and citizens.  The respective agencies have much information and many insights to contribute that are certain to enable the ICA to produce the best recovery plan possible.
FY 2005 FUNDING
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The Administrations Branch is headed by one Assistant Chief and is separated into seven sections:  Personnel and Finance, Research and Planning, Support Services, the Training Academy, the School Crossing Guards, the Burglar/Fire Alarm billing section, and the Administrative Review section.
The Assistant Chief of Administrations is responsible for the operations of the Collision Review Board, which investigates all on-duty police vehicle accidents, and reviews all work-related accident injury claims.  A civilian manager for each section manages the Personnel and Finance section and the Support Services section.  Two school guards supervise the School Crossing Guards.  There is one Commander in charge of the Research and Planning Section and one Commander in charge of the Training Academy.  The members assigned to the Administrations Branch provide necessary support and services to the Police Bureau relating to the specific title of each of the sections.
The Assistant Chief of Administrations Office includes the following sections:


Burglar/Fire Alarm Billing Section

Responsible for the billing of alarm permits and the billing for false alarms.
1 Police Officer

1 Civilian employee

Administrative Review Section
Conducts the review of all Subject Resistance Reports (use of force) and

Field Contact/Search and Seizure Reports generated within the Bureau of Police.  Enters all data related to the Subject Resistance Reports and the Field Contact/Search and Seizure Reports into the CRIMES database, the Bureau of Police’s records management system.
1 Police Officer

1 Civilian employee

The Research and Planning Section includes the following units:

Accreditation/Policy Development Unit
Policy Development and Review
The Pittsburgh Bureau of Police requires the annual review of the 215 policies contained in the Manual of Procedural Orders.  The purpose of the reviews is to identify areas needing revision as a result of changes in state or federal statutes, city ordinances, case law, or internal policy.

Policy development involves researching and writing policies that are needed to regulate the ever-changing practices, equipment, training requirements, and police response to community needs.
Inspections
The Research and Planning Section is responsible for conducting quarterly inspections of all Bureau duty locations.  These visits involve the inspection of the duty locations’ order and read boards, vehicles, facility and locker rooms, performance files, complaint referral information, supervisor daily activity files, and training files.
Accreditation
The Pittsburgh Bureau of Police is currently working toward accreditation with the Pennsylvania Accreditation Commission or PLEAC.  This involves achieving compliance with the 109 “best practice” standards that have been established by PLEAC through the review/revision of existing policies and the development of new policies.

1 Lieutenant

Crime Analysis
Performs a systematic, analytical process directed at providing recent and significant information relative to crime patterns and trends.  Assists operational and administrative personnel in planning the deployment of resources for the prevention and suppression of crime, aiding the investigative process, and increasing apprehensions and the clearance of cases.

1 Police Officer

Criminal Intelligence/Dignitary Protection Unit
Provides a central, criminal intelligence database.  Collects, evaluates, analyzes, and disseminates information about criminals, particularly as it relates to traditional organized crime, narcotics, street gangs, and emerging crime groups.  Identifies and monitors gangs and gang members, monitors and tracks hate crimes and hate crime groups, and identifies new and emerging trends in criminal activity.  Provides dignitary protection, conducts threat assessments, and monitors threat groups.  Conducts investigations and strategic planning on issues related to homeland security.
1 Sergeant

3 Detectives

The Personnel and Finance Section performs a variety of fiscal duties in the preparation, maintenance, and processing of bureau-wide accounting records and transactions related to accounts payable, accounts receivable, initiating new contracts, reviewing old contracts, suggesting the award of the expired contracts, and budget support and submission.  The Personnel and Finance Section includes the following units:

Grants and Funding

Responsible for researching new grants, writing proposals, preparing quarterly reports, and maintaining existing grants.
1 Sergeant


The following units are staffed by civilian employees and perform these duties:  process requisitions, purchase orders, and vouchers; prepares invoices; maintains the necessary accounting records to support processed transactions; reconciles with the City Controller’s Office; verifies accounting entries to ensure accuracy; enters payroll for the Bureau of Police; maintains employee personnel files; maintains seniority and bureau rosters; prepares all transactions related to hiring, terminating, transferring, and promoting employees; prepares monthly overtime reports; prepares cost recovery reports for special events.
Accounts Payable

Accounts Receivable

Budget

Contracts

Payroll

Personnel Actions

Purchasing
The Support Services Section includes the assignment of 1 Lieutenant and includes the following units:

Court Liaison Unit
The sergeants supervise the officers assigned to testify in city, criminal, and juvenile courts.  The sergeants oversee the assignment of court cases and assure the officers’ compliance with Bureau of Police rules and regulations as it relates to court appearances.  The police officer assigned to this unit testifies at preliminary traffic citation hearings, in place of the officer who issued the citation.

3 Sergeants

1 Police Officer

Identification Section
Process individuals, by fingerprinting and photographs, arrested for misdemeanors and felonies within Allegheny County.  Perform data entry into the Bureau of Police records management system so that information can be used by members of the Bureau of Police.

40 Civilian employees

Police Records
Stores police reports generated within the Bureau of Police.  Responsible for data entry for the UCR (Uniform Crime Report).  Provides police reports to the public when requested.

1 Sergeant

19 Civilian employees

Property Room/Quartermaster
Stores evidence for court cases and some seized or recovered property.
Responsible for destruction of old evidence no longer needed for court cases.

Maintains a uniform and equipment exchange system for police officers.

1 Sergeant

2 Police Officers

Sorts and delivers mail within the Bureau of Police and other city departments.

1 Police Officer

TAC Officer
Reviews entries to NCIC for conformance to FBI (Federal Bureau of Investigations) and PSP (Pennsylvania State Police) guidelines.  Prepares data for audits.  Updates NCIC (FBI’s National Crime Information Center) privileges checks.  Performs “wanted” entries to NCIC.  Conducts J-net training and audits.  Downloads certificates into J-net system.  Verifies status of information entered into NCIC.

1 Police Officer

Warrant Office
Prepares criminal complaints for all on-view and warrant arrests.  Maintains an updated arrest warrants file.  Schedules officers for preliminary hearings.  Sergeants review and approve police reports before they are processed for compliance to Bureau of Police rules and regulations.

4 Sergeants

12 Police Officers

Training Academy Section
Provides state-mandated and city-mandated training to new police officer recruits.  Provides annual state-mandated and city-mandated training to Bureau of Police members.  Maintains training certification records for officers and instructors.  Oversees state inspections of training facility and training records.  Provides regular training for canine teams.  Trains new canine teams for both the Bureau of Police and outside agencies.  Facilitates a Junior Police Academy (two-week summer program for children) and a Citizen’s Police Academy (twelve-week program for adults).  Prepares quarterly and annual Pittsburgh Bureau of Police Subject Resistance Report Reviews.

1 Sergeant

8 Police Officers

(
17 Canine Officers (work in zones)

School Crossing Guards Section
Ensure the safety of children crossing public streets to attend the public, private, parochial, and Hebrew schools within the City of Pittsburgh.

2 Supervisors (also school guards)

168 School Crossing guards


The Investigations Branch is headed by 1 Assistant Chief and is separated into two sections:  Major Crimes and Narcotics & Vice.  There are 2 Commanders assigned to the Investigations Branch, one Commander in charge of each section.  There are 3 Lieutenants assigned to the Investigations Branch.  The members assigned to the Investigations Branch investigate criminal offenses, detect, arrest, and prosecute criminals, and recover lost or stolen property.

The Major Crimes Section is comprised of various squads, supervised by a sergeant.  Each squad investigates criminal offenses related to the specific title of the squad.

Arson Squad
Works with the Pittsburgh Bureau of Fire to investigate suspicious fires or any fire as directed by fire supervisors.

1 Sergeant (Also supervises Auto Squad)

3 Detectives

Auto Squad
Investigates serial auto thefts, “chop shops”, insurance fraud involving vehicles, tow truck inspections, and garage inspections.

5 Detectives

Burglary/Pawn Squad
Investigates all burglaries with the City of Pittsburgh.  Also investigates any serial theft or substantial theft as determined by the Sergeant.

Recovers stolen property by utilizing information received from pawn, antique, and second-hand shops.

1 Sergeant

17 Detectives

Child Abuse/Domestic Violence/Hate Crimes/Missing Persons Squad
Investigates all non-sexual child abuse cases referred to the Investigations Branch by CYF.

Investigates any child abduction or attempted abduction cases.

Investigates hate/bias crimes.

Investigates all missing persons cases and responsible for all NCIC updates.

1 Sergeant

6 Detectives

Homicide Squad
Investigates all suspicious or unnatural deaths.

Investigates all aggravated assaults in which the victim is in danger of dying or when requested by uniformed officers investigating an incident.

Investigates kidnapping.

Investigates fatal accidents in cooperation with the Accident Investigations Unit.

Starts investigations of Pittsburgh Police officer-involved shootings until relieved by the Chief of Police.

Investigates incidents in which a Pittsburgh Police Officer is wounded, no matter how slight the injury.

1 Sergeant

18 Detectives

Mobile Crime Unit
Conducts a thorough search of all crime scenes in order to identify, document, collect, and preserve all physical evidence.

1 Sergeant

12 Detectives (one detective assigned to computer crimes)

Night Felony Squad
Investigates any major crime or process any crime scene between the hours of 0001 and 0800 hours when the appropriate Investigations Branch Squad is unavailable.

1 Sergeant

4 Detectives

Robbery Squad
Investigates all commercial robberies, including cab and delivery driver robberies.

Investigates all home invasion robberies.

Investigates all robberies in which the victim is shot (including home invasion and Carjackings).

1 Sergeant

10 Detectives

Sex Assault Squad
Investigates all sexual assault cases.

1 Sergeant

12 Detectives

Witness Protection Unit
Provides assistance and protective services to victims/witnesses of violent crimes.

1 Sergeant

3 Detectives


The Narcotics and Vice Section investigates all drug, gambling, and prostitution related crimes.  The Narcotics and Vice Section also has staff dedicated to a Firearms Tracking Unit and an Asset Forfeitures Unit.  This section deploys “Impact” squads in high crime areas that are trained and experienced in identifying criminal activity.

Asset Forfeiture Unit
Converts monies and properties seized during narcotic and vice raids into Pittsburgh Police property.

1 Sergeant

3 Detectives

Firearms Tracking Unit
Investigates the origin of all firearms seized by the Pittsburgh Police.

1 Sergeant

4 Detectives

Impact Squads
Suppress street distribution of illegal drugs and firearms with the emphasis on high crime neighborhoods.

2 Sergeants (2 squads)

18 Detectives (9 per squad)

Narcotics/Vice Investigative Teams
Investigate the use and distribution of all controlled substances within the City of Pittsburgh.

Investigate illegal, gambling, prostitution, and nuisance bars.

2 Sergeants (2 teams)

11 Detectives (6/5 per team)

Weed and Seed (Federally-funded program)
Investigates violent crimes, gang activity, drug trafficking, and drug use, in the targeted high-crime neighborhoods and arrests and prosecutes criminals associated with crimes in these neighborhoods.

Coordinates impact squad efforts with Pittsburgh Police units and other police agencies to suppress street distribution of illegal drugs and firearms.

1 Sergeant

3 Detectives

There are 3 additional detectives assigned to this branch but are currently working with Federal Task Forces.


The Operations Branch is headed by 1 Assistant Chief and is separated into 5 geographic zones.  One commander heads each zone.  Each zone has 3 Lieutenants (1 per shift) and 9 sergeants (3 per shift).  Tow of the zones also have an additional Lieutenant known as a Relief Lieutenant.  Each zone is staffed at a level determined by the Chief to be appropriate, based on geographic size, demographics, and criminal activity.  The Operations Branch functions as the uniformed, patrol branch of the Bureau of Police.  Officers assigned to the police zones perform the following duties:

· Observe zone conditions or respond to incidents as required, via vehicle or foot patrol.

· Prepare written forms or reports.

· Arrest, detain, process, and lodge prisoners.

· Identify, secure, collect, and log evidence and property.

· Issue traffic citations for moving and parking violations to improve traffic flow and traffic safety.

· Respond to scenes of traffic accidents and complete necessary reports.

· Perform searches to locate suspects, victims, evidence, and property.

· Make official notifications regarding incidents and conditions in the zone to other officers, supervisors, or the public.

· Make official requests for assistance from both inside and outside the Police Bureau.

· Implement or support programs to address community conditions and problems.

· Perform other related tasks or duties as assigned or required.

Each zone has six community problem-solving officers (CPS).  The CPS officers work with the community to identify problems and solutions.  They also perform a patrol function, responding to calls and complaints within the neighborhoods of their assigned zone.

Each zone also has four detectives who supplement the work of the Investigations Branch within their respective zones.

Canine teams (Police Officer and canine partner) have also been assigned to work at each zone (see description below).  The number of teams varies from zone to zone.  Each zone has Bicycle Patrol Officers (see description below) that perform a uniformed patrol function within the police zones.

There are 30 officers assigned to Zone 2 whose primary assignment is to improve traffic flow, reduce the number of accidents, and enforce the laws contained in the Pennsylvania Vehicle Code.  These officers are also assigned to special events, such as baseball and football games, festivals, parades, and dignitary visits.  This unit also has officers trained in accident investigation and reconstruction and intoxilyzer machine operation.

Zone 1

1 Commander


3 Lieutenants


9 Sergeants (1 vacant)


90 Officers

· Also has 3 Canine Teams, 3 bicycle officers

· 12 of the 90 Officers and 1 Sergeant are assigned to a SERT (Special Emergency Response Team) providing a tactical response team for a variety of critical incidents and special details.

Zone 2
1 Commander

4 Lieutenants

10 Sergeants

118 Officers

· Also has 4 Canine Teams, 8 bicycle officers

· 29 of the 188 Officers and 1 Sergeant are assigned to a Traffic Unit and are subdivided into the following:

1 Sergeant

2 Officers- Truck Safety-Inspect/Weigh Trucks traveling through the City

5 Officers-Tow Pound-Salvor, Boot (apply immobilization to scofflaw violator),


Night Security

18 Officers-Motorcycle Officers-Traffic law enforcement, general police patrol

4 Officers-Utility/Intoxilyzer Operators-Traffic law enforcement, general police


Patrol

Zone 3

1 Commander


3 Lieutenants


9 Sergeants


136 Officers

· Also has 3 Canine Teams, 2 bicycle officers

Zone 4

1 Commander


3 Lieutenants


9 Sergeants


83 Officers

· Also has 2 Canine Teams, 5 bicycle officers

Zone 5

1 Commander


4 Lieutenants


9 Sergeants


110 Officers

· Also has 4 Canine Teams, 5 bicycle officers

ADDITIONAL INFORMATION
Canine  Unit

The canine teams of the Pittsburgh Bureau of Police have been created and trained in the following areas to assist the Bureau’s members in the following tasks:

Area/building/woods searches

Suspect apprehension

Narcotic detection

Tracking felons or lost persons

Evidence recovery

Public relations and education

Crowd control (A trained K-9 dog could replace approximately 3-4 officers in a crowd control situation).

Other duties as required.

There are currently 18 canine teams working in the Bureau of Police.  There are 17 teams working in the police zones and 1 working in the Investigative Branch (Narcotics).  There are also 2 bloodhound teams available for use on an as-needed basis.  The five-year projected staffing plan is to have 22 canine teams; twenty to be assigned to the police zones, one to Narcotics, and one bloodhound team.  To meet the goal of 20 canine teams in the police zones, 3 teams would need to be added.

To meet and maintain these numbers, it is anticipated that the Bureau of Police would purchase 17 dogs over the 5-year period or 3-4 dogs per year.  The Police Bureau currently purchases dogs that are between the ages of 18 months and 2 years old.  Most of the dogs have been retired at an average of 7 years old, due to medical or physical problems.  In general the number of years we can expect a dog to be able to work is 5 years.  The Bureau of Police would need to replace all except for the five dogs purchased in 2003.

The Bureau of Police has purchased an average of 3 dogs per year over the past five years.   There have been 15 dogs purchased since 1999.

Bicycle Patrol Unit
The Bicycle Patrol Unit is comprised of 25 police officers assigned to the five police zones.  Utilizing mountain bikes as their primary mode of transportation, these officers provide a flexible and mobile level of uniformed police patrol to the communities of the City of Pittsburgh.  The areas conducive to Bicycle Patrol operations include:

Business districts, including the Downtown area

City parks/recreational areas

Campus/School Zones

High pedestrian traffic areas

Residential areas with a limited amount of extreme terrain features.

The Bicycle Patrol Unit operates and an “all season unit”, except in the most extreme conditions.  The Bicycle Patrol Unit is utilized for special events such as festivals, parades, for special patrol deployment operations such as dignitary protection details, or in high crime areas at the discretion of the Chief of Police.
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