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STEP IV
DEPARTMENT REVIEWS

INTRODUCTION

The purpose of Step IV of the Early Intervention Program (EIP) is to provide an
independent review of agency management practices to help the City of Erie improve its
operations. It is the assumption of the EIP team that the aim of all local governments
should be one of continual improvements in providing services to their citizens.
Organizations dedicated to continuous learning and improvement experience change
regularly, and require the development of management practices to lead and track
change.

Our analysis provides evidence that the City of Erie has employees dedicated to
services of the citizens, but that many of the structural and management tools required
to lead, manage, and track change are not currently available. There are significant
opportunities for improvement in most of the management processes reviewed in this
report. The city’s financial environment and the need to make substantial cuts in many
departments have led to a largely reactive, rather than proactive, management culture.

There are significant opportunities for improvement in many major management
processes including personnel management, scheduling, and operations. The city has
limited long-term plans upon which decision-makers can depend for guidance in short-
term planning and operating decisions. Without long-terms plans, the city has struggled
to invest in its capital infrastructure, and much focus has centered instead on an annual
budget-building process that is not guided by trended indicators or predetermined
policies on pension management, equipment replacement, performance measures, and
use of one-time funds. Furthermore, the city has not designed or implemented a
personnel system that measures and fosters improvements in employee performance.
Taken together, these shortcomings have directly or indirectly influenced nearly all
aspects of operations and resulted in a culture characterized by minimal accountability,
limited centralization, and coordination of operations. Thus, every department has
operated independently of the overall city agenda.

The City of Erie needs to begin a systematic effort to improve its management
processes. Council and other city leaders must take a proactive approach to managing
the city’s operations that focuses on planning and implementing standard management
procedures to help improve organization performance. The focus of these efforts
should be on developing greater organizational accountability using accepted
performance standards for both individual departments and the organization as a whole.
The following recommendations for each department provide a framework the city can
use to begin this systematic effort.
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The City of Erie is composed of the following major departments, which were the focus
of this management review:

e City Clerk

e Finance & Administration:
o Office of Personnel
o Office of Revenue

o Payroll
e Police
e Fire

e Public Works, Property & Parks
o Engineering

Public Building Maintenance

Sewers

Streets

Municipal Garage

Refuse & Recycling

Parks & Recreation

e Code Enforcement

O 0O O0OO0OO0Oo

In addition, the EIP team reviewed the elected offices of the treasurer and controller, the
overall council/mayor responsibilities; and economic development.
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CONTROLLER'S OFFICE

MISSION, FUNCTIONS & TASKS

The city controller is an elected city official, serving a four-year term. Erie has adopted
a strong mayor-council form of government under the Optional Charter Law of 1957.
This limits the responsibilities of the controller. The controller is responsible for
examining, auditing, and settling all city accounts. To perform this pre-audit function,
the controller receives a list of bills and payroll to be paid, along with supporting
documentation from the finance office. The controller examines the lists of bills and
payroll to be paid, along with supporting documentation from the finance office. The
controller examines the lists of bills and payroll, makes corrections as needed, and
reports to council. Following council action, the finance department makes the
approved payments. The controller also serves on the pension board.

The controller has been asked by council to make special reports. Recently, he has
been asked to look at cell phones and take-home cars.

The controller is not responsible for the comprehensive annual financial report. This
report is prepared by an independent audit firm retained by city council. Except on
request by council, the controller does not conduct program audits. The city’s
accounting system is maintained in the finance office under the direction of the mayor.

STAFFING

In addition to the elected controller, there are three employees in the office. They
include the deputy city controller, the audit clerk, and the pension clerk. The deputy and
the audit clerk are members of AFSCME. The deputy is responsible for the day-to-day
operation of the office. There have been no changes in the number of positions in
recent years.

Controller

Deputy
Controller

Audit Pension
Clerk Clerk
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DEMAND FOR SERVICES

The controller’s office examines all bills and payroll as part of the pre-audit function. A
previous controller expanded the pre-audit function to include all bills and payroll. The
present controller reports that he would prefer to examine only a sample and devote
more time to program audits.

DEPARTMENTAL SPENDING

BUDGET
Acct|OFFICE OF CITY CONTROLLER 2000 2001 2002 2003 2004 2005 2006

4006 | OVERTIME WAGES - - - - 1,328 382
4007 | SHIFT DIFFERENTIAL WAGES
4008 | HOLIDAY WAGES
4009 | VACATION WAGES
4010 | SICK WAGES
4011 | SALARIES 132,573 137,895 141,731 147,050 149,755 151,054 151,079
4016 | FICA/MEDICARE TAX 10,142 10,509 10,801 11,114 11,836 12,729 11,558
4017 | PENSION CONTRIBUTION 4,501 2,492 3,410 9,557 15,213 14,027 16,903
4018 | GROUP INSURANCE 29,538 23,922 30,030 32,492 27,699 38,628 51,325
4020 | WORKERS COMP INSURANCE 615 610 612 700 367 1,484 668
4021 | DEFERRED COMPENSATION 373 1,998 2,084 2,870 3,453 3,206 3,022
4031 | OFFICE SUPPLIES 1,496 1,673 1,458 2,425 1,123 1,306 1,850
4033 | OPERATING SUPPLIES 55 39 26 73 20 - 100
4039 | CONSUMABLE ITEMS 2,076 926 713 489 380 191 1,000
4041 | PROFESSIONAL SERVICES E 5,720 4,025 1,638 5,500
4043 | EDUCATION & TRAINING 872 - 825 791 590 671 1,350
4045 | COMMUNICATION 89 474 493 600
4046 | POSTAGE 231 340 296 370 111 267 400
4052 | ADVERTISING - - - - B - 500
4056 | REPAIR/MAINT SERVICES 697 656 435 459 324 764 1,050
4059 | OTHER SERVICES/CHARGES 477 429 847 833 562 837 655
4065 | MISC INSURANCE AND BONDS - - - - - 1,518
4078 | MACHINERY/EQUIPMENT
4079 | OFFICE EQUIPMENT 2,034 - - 1,489 2,191

185,680 181,489 193,270 216,522 219,453 229,193 247,560

Financial Observations

Spending in the controller’s office has increased from $185,680 in 2000 to $229,193 in
2005, an increase of $45,513. This represented an annual increase of 4.7% for the
period. Salaries and wages increased from $132,573 to $151,436, an increase of 2.8%
per year. Benefits increased from $44,181 to $64,934, an increase of 9.4% per year.
The largest dollar increases occurred in health insurance and pension contributions,
which increased by $9,090 and $9,526 respectively for the period. Discretionary
spending for the office actually declined from $7,938 to $7,685 for the period.
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The 2005 actual expenditures were within 92% of the 2005 budget figures. The 2006
adopted budget was approximately 1% less than the 2005 budget.

During the course of the last year or so, the controller has gained access to portions of
the accounting system so that he can perform pre-audit functions. This enables him to
stop payments for unbudgeted items.

SIGNIFICANT ISSUES, CHALLENGES & PROBLEMS

The controller recognizes the city’s challenges and understands the need to cut costs
and consider additional revenue increases.

During the coming year, the controller is committed to having the office work with the
new mayor and council to improve the city’s fiscal performance. In addition, the office
would like to upgrade the computer system; and begin to perform program audits. The
time to do program audits can be gained by cutting back on the scope of the pre-audit
from all transactions to a sample of transactions. The golf course and the municipal
garage operations are areas that appear ready for program audits.

e The city should consider redirecting the controller’'s office toward program
audits and cutting back on the scope of the pre-audit function.

e The controller, working with the finance director, local universities, and the
private sector, should develop an intern program for undertaking cost
accounting reviews of various city functions.
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TREASURER'S OFFICE

MISSION, FUNCTIONS & TASKS

The mission of the office is “to efficiently and accurately collect city taxes and distribute
them appropriately”.

The tax collection functions are limited to the property tax for all three taxing bodies.
Mortgage companies are billed on electronic media. Approximately 80% of the
residential taxes are collected through mortgage companies. The office uses a lock box
to collect the taxes. The lock box cannot be used if the payment does not match the tax
bill and the taxpayer then has to come into the office with the payment. The city collects
99% of the adjusted net levy.

Taxpayers are allowed to pay their taxes in four installments. They are billed for each
tax at the beginning of the discount period for the tax, and then again after the end of
the discount period. Because they are billed twice and can pay in four installments,
some taxpayers are confused by the process.

The county and the school district each pay the office $100,000 a year to collect their
property taxes. At one point, the office was reimbursed on the basis of actual costs.
Each taxing body paid 1/3 of the costs. Delinquent taxes are turned over to the county’s
Tax Claim Bureau.

The finance department collects the earned income tax. The treasurer’'s office did
collect the earned income tax, but this function was transferred to the finance
department a number of years ago.

The office collects liens for the CDBG program. The program has recently begun to
reimburse the office for this service.

The office is also responsible for depositing monies received by the city, regardless of
where they are collected. Fines and fees are collected by a number of departments and
then forwarded to the treasurer’s office. These transactions are first recorded on a five-
part carbon receipt form and then entered into the accounting system. The office is not
responsible for investing the funds. The finance department handles the funds once
they are deposited.

Both the treasurer and the controller endorse all city checks.
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STAFFING

The office has six staff, including the elected treasurer.

CITY OF ERIE
TREASURER'S OFFICE

Staff 2005

Elected Treasurer

Deputy Treasurer/Office Manager

Auditor/Accountant

Chief Lien Clerk/Teller

1
1
1
Teller 2
1
6

Total

The staffing has been reduced by one from 2004 to 2005. The position of executive
assistant has been eliminated.

The deputy treasurer/office manager is responsible for the day-to-day operations of the
office and has a strong IT background. The remaining staff report to him.

DEMAND FOR SERVICES

The volume of services provided by the office remains relatively constant on a year-to-
year basis.

There are fluctuations in the level of activity during the year. School district taxes are
due at discount by February 28, city taxes by March 31, and county taxes by April 30.
In order to meet the school district deadline, the office needs the property file from the
county in December. Because the Erie School District is the only district with such an
early due date, there have been problems getting the file on time. There has been
discussion about moving the school district due date until the fall. This could, however,
create a cash flow problem for the district.
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DEPARTMENTAL SPENDING

BUDGET

OFFICE OF CITY TREASURER 2000 2001 2002 2003 2004 2005 2006
4007 | SHIFT DIFFERENTIAL WAGES
4008 | HOLIDAY WAGES
4009 | VACATION WAGES
4010 | SICK WAGES
4011 | SALARIES 225,765 227,075 247,439 256,106 249,618 236,782 224,861
4016 | FICA/MEDICARE TAX 17,271 17,420 18,929 19,258 19,780 17,958 17,202
4017 | PENSION CONTRIBUTION 7,866 4,156 5,714 16,725 26,623 21,041 25,355
4018 | GROUP INSURANCE 51,618 39,906 52,547 58,053 65,875 77,257 85,225
4020 | WORKERS COMP INSURANCE 1,075 1,017 1,069 1,228 636 2,170 1,022
4021 | DEFERRED COMPENSATION 665 3,200 2,786 2,505 2,279 2,215 4,497
4031 | OFFICE SUPPLIES 5,871 4,842 6,555 9,885 4572 7,242 8,800
4039 | CONSUMABLE ITEMS 3,999 387 2,886 - - - 850
4041 | PROFESSIONAL SERVICES 11,212 10,901 13,375 12,975 12,490
4043 | EDUCATION & TRAINING 2,328 3,210 2,757 1,221 528 831 1,750
4045 | COMMUNICATION 3,327 4,860 6,080 1,613 514 73 500
4046 | POSTAGE 25,296 5,784 10,182 15,222 15,000 13,059 14,300
4056 | REPAIR/MAINT SERVICES 837 1,335 882 1,497 405 2,365 1,500
4058 | TELLER OVERAGE/SHORTAGE
4059 | OTHER SERVICES/CHARGES 121,488 104,257 104,627 115,253 30,125 20,501 42,270
4065 | MISC INSURANCE AND BONDS : - - - 1,875 1,875 2,000
4078 | MACHINERY/EQUIPMENT
4079 | OFFICE EQUIPMENT 20,280 81,528 18,942 3,543 3,624

TOTAL OFFICE OF CITY TREASURE] 498,898 509,878 494,770 515,084 433,944 403,369 430,132

Financial Observations

In reviewing spending in the treasurer’s office there are three cost centers — city tax
collections, county tax collections, and school district tax collections. During 2000,
2001, and 2002 the office expenditures were broken down into these three categories.
Since 2003 all of these costs were shown under the overall treasurer's office
expenditures. To more accurately reflect the overall costs of these functions, the above
table combines the detailed spending for the period into one table.

Overall spending has actually decreased for the 2000 to 2005 period, going from
$498,898 in 2000 to $403,369 in 2005. In 2003, spending peaked at $515,084 and has
declined in both 2004 and 2005. The largest areas of decrease from 2003 occurred in
salaries and in professional services, which declined by approximately $25,000 during
the 2003 to 2005 period.

Actual 2005 expenditures exceeded 2005 budget by $10,348, or 2.6%. The 2006
adopted budget of $430,132 was an increase of 9.4% over 2005, budget and an
increase of 6.7% over 2005 actual expenditures.
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Prior to 2003, the office costs were split three ways between the city, school district, and
the county. During 2000, 2001, and 2002, the city received an average of
approximately $165,000 from the school district and the county. Since 2003, the city
has received $100,000 per year from the school district and county. Thus, the city’s
costs have increased from approximately 33% of the treasurer’s office costs to between
54%-61% of the costs. The actual dollar increase to the city ranged from $55,000 to as
high as $136,000 as a result of the reduction in school district and county sharing of
costs.

SIGNIFICANT ISSUES, CHALLENGES & PROBLEMS

The round of lay-offs by the city in late 2005 led to employees bumping into other
positions based on seniority. It is not possible, with the present job descriptions and
classifications, to stipulate all of the skills that are needed by employees who are
bumping into a position in the treasurer’s office. For example, the teller’s position calls
for two years prior experience as a cashier with at least one year of experience as a
teller. The applicant is expected to operate data entry equipment. There is no mention
of skill with a typical package of office applications. The treasurer tries to insist on Excel
skills.

Because of the potential turnover in the office with bumping, the treasurer has made
sure that employees are properly cross-trained. The loss of one employee will not result
in the loss of the function that the employee performed.

Reimbursement by the County & School District

e The city should renegotiate the reimbursement arrangement with the other
taxing bodies. The county and the school district should each cover one-third
of the costs associated with collecting current real estate taxes.

Consolidation of Teller Windows

e The city should consolidate collections in one office. This does not need to be
the treasurer’s office, but it would make sense to have the treasurer’s office
perform this function as all of the collections eventually are funneled through
the treasurer. Currently, there are three teller windows on the first floor of the
city’s municipal building. These include parking tickets, traffic tickets, and the
treasurer’'s office. Golf fees are collected on the third floor and fees for
building permits on the fourth floor. There was a sewer and refuse window,
but this function was transferred to the water authority.
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In consolidating the teller functions, the city should streamline the process so
that data is entered into the accounting system and receipts for transactions
are printed out when they are needed. The city should eliminate the use for
the five-part carbon receipt form.

The consolidation of these functions in one office should reduce the staff required to
manage these functions.

Position Descriptions

Employees should be expected to have up-to-date office skills including
familiarity with Microsoft Windows applications. The position descriptions in
the treasurer’s office (and in other departments) should be brought up-to-date
to include computer skills. This could increase the likelihood that employees
bumping into positions in the treasurer’s office will have the needed skills.
The introduction of the Windows interface in the accounting system should
ease this transition.

Role of Treasurer in City Government

Unless changed through the adoption of a home rule charter by the city, the
treasurer will remain an elected position and an integral part of city
government. The treasurer should have full access to revenue account
information. The administration and the treasurer should have a cooperative
working relationship.

PILOTS

A number of tax-exempt institutions make payments in lieu of taxes. These
payments are based on one-half of what they would have paid in the year the
agreements were made. Since executing these agreements, some of these
institutions have improved their properties. No adjustments to the payments
have been made. The agreements should be updated to reflect current
property values.

Tax Abatements

The city has granted 10-year tax abatements for all new construction and
building improvements. The city should keep track of these abatements so
that the city will be able to tax these properties once the abatements end.

RDM
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CITY CLERK
MISSION, FUNCTIONS & TASKS

The office of the city clerk serves as the secretary for the city council and is responsible
for preparing and maintaining the records for the council. This office is required under
the Third Class City Code. Duties include: advertising meetings; preparing resolutions
and ordinances; preparing correspondence; keeping minutes; codifying ordinances; and
maintaining other required records. The clerk prepares special reports requested by
council. The clerk also serves as a notary public for the city.

The city ordinances are regularly codified under the direction of the clerk. Council
minutes are now indexed and up-to-date using a software system in the clerk’s office.

Prior to the recent installation of the new software, minutes had not been indexed for
about 20 years. Council agendas and minutes are now available on-line.

STAFFING
The staff of the office includes the clerk, the deputy clerk, and a legislative aide. The

clerk and his staff have been in their positions for years, with the clerk having been in
his position for 33 years.

DEMAND FOR SERVICES

The workload in the office does not change greatly from year-to-year.
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DEPARTMENTAL SPENDING

BUDGET

OFFICE OF CITY CLERK 2000 2001 2002 2003 2004 2005 2006
4006 | OVERTIME WAGES - - - - 761 381 500
4007 | SHIFT DIFFERENTIAL WAGES
4008 | HOLIDAY WAGES
4009 | VACATION WAGES
4010 | SICK WAGES
4011 | SALARIES 117,499 122,689 129,249 135,871 141,065 142,588 139,913
4016 | FICA/MEDICARE TAX 8,989 9,392 9,888 10,424 11,194 10,877 10,742
4017 | PENSION CONTRIBUTION 3,376 1,869 2,558 7,168 11,410 10,521 12,677
4018 | GROUP INSURANCE 22,154 17,946 22,517 25,428 27,979 34,072 43,843
4020 | WORKERS COMP INSURANCE 462 457 459 525 340 1,395 501
4021 | DEFERRED COMPENSATION 301 1,357 1,419 1,437 1,159 1,060 2,798
4031 | OFFICE SUPPLIES 2,064 1,612 973 2,454 1,954 788 2,000
4033 | OPERATING SUPPLIES 46 282 287 513 140 353 350
4039 | CONSUMABLE ITEMS 1,670 1,006 726 555 74 750
4043 | EDUCATION & TRAINING 713
4045 | COMMUNICATION 591 598 635 539 544 562 550
4046 | POSTAGE 1,139 749 907 988 460 951 1,000
4052 | ADVERTISING 7,083 3,270 6,160 5,347 4,494 7,045 5,500
4054 | RENTALS 2,075 2,500
4056 | REPAIR/MAINT SERVICES 438 475 569 1,739 1,575 1,857 2,075
4059 | OTHER SERVICES/CHARGES 5471 8,011 2,082 5,026 9,124 2,161 3,500
4079 | OFFICE EQUIPMENT 1,577 1,244

TOTAL OFFICE OF CITY CLERK 173,573 170,955 178,427 198,013 212,198 216,761 229,199

Financial Observations

The table above shows the detailed spending for the office of the city clerk for the 2000
to 2005 period. Spending for the period increased from $173,573 in 2000 to $216,761
in 2005, an increase of $43,188 for the period. This amounted to an average increase
of approximately 5% per year in office spending. There was a significant increase in
spending from 2002 to 2003. Personnel related costs increased from $152,781 to
$200,894, an increase of 6.3% per year for the period. These increases were largely
due to increased benefit costs, which increased approximately 11% per year for the
period.

Actual 2005 expenditures ran approximately 1.2% under budget. The 2006 budgeted
number is an approximate 5% increase over the 2005 budget.

RDM
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SIGNIFICANT ISSUES, CHALLENGES & PROBLEMS

The city is putting forth an effort on developing a working relationship between the new
mayor and his staff, and city council and its staff. The relationship between the past
mayor and council was somewhat strained and often made it difficult to conduct the
city’s business in a productive manner.

e The city clerk’s office should continue with the increasing use of the city’s
website for council agendas, minutes, and other documents that could be of
interest to the residents of the city.
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DEPARTMENT OF FINANCE &
ADMINISTRATION

MISSION, FUNCTIONS & TASKS

The finance and administration department is responsible for the core administrative
services performed by the city including: budget and finance; accounting; payroll;
purchasing; human resources management; and revenue collections, particularly
income tax collections.

The department in the past has gone through a series of reviews and reorganizations.
The current department is comprised of the following offices and bureaus all coming
under the director of finance and administration:

[ Director J

Office of
Accounts, O ffice of Office of

Bureau of Office of

Revenue Personnel

Finance & Payroll Purchasing
Budget

STAFFING

The department current has a staff of 19, including the director. This is down from 23
positions in 2004. The current director and assistant director are new and were
appointed by the new administration. The following positions were eliminated:

e Office of personnel (2)
e Office of accounts, finance, and budget (2)
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DEMAND FOR SERVICES

The demand for services in the department has increased as a result of the city’s
financial crisis. Department leadership is often pulled in numerous directions and is
constantly faced with the need to constantly deal with crisis issues. There is a need for
the implementation of many operating policies and procedures in all phases of the
department’s core areas of responsibility. Additionally, there is a real need to begin
identifying opportunities for change in the way the city provides certain services.

DEPARTMENTAL SPENDING

BUDGET

FINANCE & ADMINISTRATION 2000 2001 2002 2003 2004 2005 2006
OFFICE OF DIRECTOR 115,157 168,935 158,569 128,336 74,925 80,141 88,473
BUREAU OF REVENUE 494,926 512,062 753,614 644,929 785,668 857,263 339,410
OFFICE OF PERSONNEL 244,466 193,236 246,246 297,261 265,754 301,574 238,727
ACCOUNTS, FINANCE & BUDGET 372,722 276,962 315,546 269,056 316,975 309,014 349,302
OFFICE OF PAYROLL N/A N/A N/A 166,393 222,099 196,786 180,994
OFFICE OF PURCHASING 168,839 161,554 158,720 115,014 97,900 92,219 116,639
TOTAL FINANCE & ADMINISTRATION 1,396,110 | 1,312,749 | 1,632,695| 1,620,989 | 1,763,321 | 1,836,997 1,313,545

Financial Observations

As part of this review, each individual office within the department is examined on its
own. However, it is important to review the overall department spending for the 2000 to
2005 period.

The department has seen a steady increase in expenditures over the period. The
largest increase occurred in the bureau of revenue, which increased from $494,926 in
2000 to $857,263 in 2005. In 2000, 2001, and 2002, these expenditure numbers were
accounted for under the collection of income and occupation tax in the treasurer’s office.
This approximate $362,000 increase in expenditures was a 73% increase over 2000
expenditures. When one examines the cost of collection vs. the actual revenue
collected via EIT, OPT, and other 511 taxes, the cost of collections runs extremely high
relative to the cost of these services on the private market. These high costs of
collection can be substantially reduced by privatization of this service. A further benefit
of privatizing this effort may be in increased current collections.

SIGNIFICANT ISSUES, CHALLENGES & PROBLEMS

e There is a lack of adequate job descriptions which reflect current position
responsibilities and requirements. Thus, the lack of such descriptions does not allow
the city to “disqualify” individuals when jobs are posted.

e The department does not function as an overall “department”, but as a series of
individual “bureaus” with no real sense of being part of a larger “department”.
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e The department has in the recent past operated in a “crisis” mode which has
prevented department leadership from addressing longer-term issues.

e The city lacks an overall document management system. The utilization of
technology has increased, but is nowhere near where it should be for a city the size
of Erie. There are too many paper-based systems being utilized throughout the city.
Additionally, when documents are saved electronically, they are not always saved
correctly.

e The accounting system has not been fully implemented and utilized, and the lack of
staff training in the system is evident.

e The department should update its job descriptions in the immediate future to
more accurately reflect the duties, responsibilities, and requirements of each
position.

e The department should initiate efforts to function as a true “department” and
hold department level meetings to address issues relative to the department’s
overall mission, and the important role that each office/bureau plays in the
overall mission.

e The department needs to identify its top three to five long-range priorities and
begin addressing these through the utilization of inter- and intra-department
task forces who are given the responsibility and authority for addressing the
particular issue.

e The city should pursue a “document management solution” to address the
storage and retrieval of city documents, and lessen the amount of paperwork
stored throughout the city.

e The city needs to implement the latest upgrades to its Pentamation accounting
systems and develop a series of training sessions for all personnel to fully
understand and utilize the system.

Office of Personnel

BACKGROUND

The City of Erie employs approximately 700 employees. The city office of personnel is
responsible for all aspects of the city’s personnel/human resource functions. The
current human resource (HR) manager reports directly to the director of finance and
administration. She recently assumed these duties having previously served as the
benefits coordinator. In addition to the human resource manager, the office is staffed
with a benefits coordinator and an audit/safety clerk.

L Erie City EIP Step IV - Department Reviews 16



Many of the duties and responsibilities within the office of personnel are performed by
the HR manager, including: maintaining a close relationship with the solicitor’s office,
particularly for employment litigation; preparing data and information for use in
negotiations; preparing data for utilization in arbitrations under Act 195, or Act 111
police and fire arbitrations; the day-to-day management of all the personnel matters;
and the day-to-day administration of various labor contracts which include grievance
meetings and hearings.

The employee benefits coordinator serves as a liaison between the city and the various
insurance carriers, and: coordinates with underwriters and inspectors; administers
workers compensation claims; administers employee benefits; and conducts new
employee orientation, as well as exit interviews. With respect to the benefits area, she
maintains the census and also participates on the safety committee.

The audit/safety clerk is primarily responsible for all safety issues and processing
various workers compensation reports and claims.

OFFICE SPENDING

BUDGET

OFFICE OF PERSONNEL 2000 2001 2002 2003 2004 2005 2006
4006 | OVERTIME WAGES
4007 | SHIFT DIFFERENTIAL WAGES
4008 | HOLIDAY WAGES
4009 | VACATION WAGES
4010 | SICK WAGES
4011 | SALARIES 156,953 134,910 166,248 204,708 167,318 197,655 138,753
4016 | FICA/MEDICARE TAX 11,906 10,007 12,698 14,708 13,659 15,493 10,615
4017 | PENSION CONTRIBUTION 5,064 1,869 2,768 9,557 15,213 17,534 12,677
4018 | GROUP INSURANCE 33,231 19,071 26,279 28,776 33,572 40,296 43,189
4020 | WORKERS COMP INSURANCE 692 457 519 702 480 2,003 668
4021 | DEFERRED COMPENSATION 444 2,607 2,732 3,166 3,131 2,788 2,775
4031 | OFFICE SUPPLIES 1,189 2,013 2,356 2,242 1,475 686 1,000
4033 | OPERATING SUPPLIES 807 22 - 150 69 22 100
4035 | REPAIR/MAINT SUPPLIES - - - 257
4039 | CONSUMABLE ITEMS 373 489
4041 | PROFESSIONAL SERVICES 22,303 14,587 25,982 22,447 22,617 23,020 25,000
4043 | EDUCATION & TRAINING - 189 - 1,680 720 - 250
4045 | COMMUNICATION - - 338 381 155 150 200
4046 | POSTAGE 27 - 15 (15) - 511 500
4052 | ADVERTISING 1,002 1,381 1,106 3,051 2,427 68 1,500
4054 | RENTALS
4056 | REPAIR/MAINT SERVICES 80 185 65 - 39 1,348 1,500
4059 | OTHER SERVICES/CHARGES 2,767 5,449 5,140 5,173 4,880
4079 | OFFICE EQUIPMENT 7,629 - - 278 -

TOTAL OFFICE OF PERSONNEL 244,466 193,236 246,246 297,261 265,754 301,574 238,727
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Financial Observations

The office of personnel’s costs ranged from a low of $193,236 in 2001 to $301,574 in
2005. From 2000 to 2005, costs increased by $57,108, or an average of 4.7% per year
for the period. Personnel and benefit costs increased by $67,479, or 6.5% per year for
the period, while all other costs decreased by $10,372, or 1% per year for the period.

The costs for 2005 were approximately 97% of the budget. The 2006 budget is
approximately $72,000 less than the 2005 budgeted figure, and is largely due to the
decrease in personnel.

STAFFING

The office of personnel has been downsized in recent years, going from six to three full-
time positions. During this same period the data and documentation generated by the
office has steadily increased. The office appears to be understaffed and lacks the tools
necessary to adequately support the city’'s human resource needs. With the recent
downsizing the city needs an overall reorganization of the office to provide a more
efficient delegation of responsibilities.

e The office should be restructured and many of the duties currently being
performed by the HR manager should be delegated to her subordinates.

e All positions should be restructured:
o The benefits administrator should be classified as the assistant to the HR
manager.

o The audit/safety clerk’s duties should be expanded.

e The city should consider adding a full-time clerical position in this office, OR
the city should entertain proposals to outsource the entire HR function.

Outdated Job Descriptions

The city lacks updated job descriptions. Many of the existing job descriptions do not
accurately reflect current duties and responsibilities of a position. No one can recall
when or if a proper job analysis was ever conducted by the city.

Job analysis is critical in implementing the Americans with Disabilities Act (ADA),
particularly the need to describe the essential and non-essential functions of a job. The
best methodology to accomplish job documentation and the specification of duties and
responsibilities is through job analysis.
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Although the ADA does not specifically require employers to have job descriptions, it is
clear that they serve as a vehicle for employers to document essential job functions and
state the physical/mental, organizational, and environmental factors inherent in all
positions to provide a defensible basis for personnel decisions. The written job
description is considered evidence of the essential functions of a job.

e The office of personnel should complete a thorough job analysis by reviewing
all existing job descriptions to determine current duties and responsibilities,
and to specify them in formal updated job descriptions.

No Centralized Personnel Policies

The city lacks an updated personnel policy manual. Many of the policies are excerpted
from the various labor contracts. It is obvious in employment law that personnel policies
and procedures must be uniformly and consistently applied to all employees. The
inconsistent application of a policy could mitigate an otherwise appropriate management
action. In other words, management could have a very sound basis for its action;
however, it could be cancelled if an employee can demonstrate disparate treatment or
the inconsistent application of the policy under which the action is taken.

Based on emerging trends in employment law, personnel actions must be carefully
documented; personnel records must be updated and centrally maintained; and the
access to personnel records must be strictly limited.

e Accordingly, to avoid unnecessary exposure and to adequately protect the
city’s management rights, the city should update and centralize all policies
and procedures.

No Employee Handbook

The city currently lacks an updated employee handbook. Applicable law requires that
specific personnel policies be communicated in writing to employees, i.e., Equal
Employment Opportunity, Sexual Harassment, Discrimination, Family and Medical
Leave Act requirements, Cobra notification, etc.

e The city should develop an employee handbook and conduct information
sessions with all employees so that everyone clearly understands the city’s
personnel policies and procedures.
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No Performance Evaluation Procedures

The city currently lacks a formal performance evaluation process. The genesis of a
performance evaluation system is a valid classification plan which results from a
thorough job analysis of current positions, which includes a determination of all the
primary tasks and subtasks, and the documentation of specific job responsibilities into
formally written updated job descriptions.

The updated job description constitutes the foundation of a performance evaluation
system. The basic job description defines the tasks integral to the job and specifies the
gualifications, skills, and ability to perform that job. The system establishes the scope of
responsibility and accountability, and the delineation of performance standards in each
position.

In developing a performance evaluation system, two issues are critical. The first
pertains to the identification of performance dimensions. That is, the work behaviors or
outcomes necessary to accomplish an organization’s goals and objectives. The second
issue involves establishing performance standards for each dimension upon which
judgments can be made about whether an employee is performing satisfactorily or
unsatisfactorily.

The overall evaluation process must be formalized, standardized, and be as objective
as possible. The standards of performance being measured must be related to job
criteria. The appraisal instrument must consider the essential functions delineated in
the job description and the performance outcomes desired. The criteria used to assess
the performance of employees must be stated in measurable and/or behavioral terms.

e The city should develop a performance evaluation system consistent with its
overall operational goals and objectives. This evaluation should be conducted
on an annual basis by all city departments.

Office of Revenue

MISSION, FUNCTIONS & TASKS

The function of the office of revenue is to collect all Act 511 taxes imposed by the city.
In doing so, the office deals with employers and individual taxpayers. In addition, the
office collects earned income tax (EIT) from employees who work within the city limits
and who reside outside the city. In this fiduciary responsibility, the city must distribute or
remit to the various taxing bodies.

The function had been outsourced to a tax collection agency prior to 2003. However, in
2003 to 2005, the city brought the collection back in-house. Current plans are to once
again outsource tax collection to a private firm, Berkheimer Associates, in 2006.
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The income tax collection office has been part of the office of revenue, along with sewer
and refuse billing. Sewer and refuse billing has been transferred to the water authority
effective January 2006.

STAFFING

The office has a staff of three augmented by an outside vendor. The vendor is entering
data for the department. At one point, the office had a staff of six. Once this function
has been completely outsourced a further reduction in staffing is appropriate.

Manager
Employer
Services

. —

Office
Manager

p——

Claims
Clerk

DEMAND FOR SERVICES

The demand for services should remain constant. The use of an outside tax collector
should alleviate some of the past problems with reporting and distributions. This activity
is a high priority of the city and requires a great deal of city focus. An outside private
collector should increase the development of the city’s data base of taxpayers, as well
as improve the rate of collections.
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FINANCIAL OBSERVATIONS

The following table shows the revenue collected by the Office of Revenue for the 2000
to 2005 period:

2000 2001 2002 2003 2004 2005 2006 2006 Budget
3148[SPEC EIT LEVY FOR PENSION E B B B 3,236,139 730,000 2,700,000
3149|EIT SPECIAL REVENUE E B 150,000 48,473 47,608 82,919 E 48,000
3150|INCOME TAX NON-RESIDENT E B 750,000 E 325,859 289,412 55,000 250,000
3151|INCOME TAXES 5,077,686 5,500,000 5,730,437 6,325,598 5,455,060 5,707,872 1,416,384 5,800,000
3152[INCOME TX-INTEREST INCOME E B 154,986
3154|INCOME TAXES-PRIOR E B - B 427,456 48,962 E 48,000
3182|REALTY TRANSFER TAXES 582,192 535,029 649,896 727,027 831,232 798,800 132,987 750,000
3183|OCCUPATIONAL PRIV TAXES 325,159 320,000 260,000 310,000 320,000 1,580,000 E 2,800,000
3184|OPT-INTEREST INCOME E B 5,604
3185|OPT-SPECIAL REVENUE E B E 4,650 4,800 4,800
Total 5,985,037 6,355,029 7,700,924 7,415,748 7,412,015 | 11,748,904 2,334,371 | 12,396,000

The main source of revenue collected by the office is the EIT and the EIT special levy
for pension purposes. Current EIT increased every year from 2000 through 2003,
increasing an average of 8% per year during the period. Between 2003 and 2004, there
was a significant drop of approximately 16%. In 2005, the collections returned to 2002
levels. During the period there were significant reductions in employment at many
employers in the city. The newly imposed EMS tax in 2005 and the significant increase
in 2006 is the other large source of revenue collected through the office.
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The following table identifies the costs associated with the office of revenue for the 2003
to 2005 period. Prior to 2003, the functions were outsourced at a percentage of
collections.

BUDGET

DEPT OF REVENUE 2000 2001 2002 2003 2004 2005 2006
4006 | OVERTIME WAGES : E - - 7,932 3,110
4007 | SHIFT DIFFERENTIAL WAGES
4008 | HOLIDAY WAGES
4009 | VACATION WAGES
4010 | SICK WAGES
4011 | SALARIES E E 54,133 475,024 423,278 414,967 102,053
4016 | FICA/MEDICARE TAX - - 4,141 32,086 34,145 31,775 7,807
4017 | PENSION CONTRIBUTION B B - 22,024 30,426 45589 12,677
4018 | GROUP INSURANCE B - B 87,723 74,921 95,455 43,843
4020 | WORKERS COMP INSURANCE : - - 1,837 697 4,452 501
4021 | DEFERRED COMPENSATION : E - 5,255 6,545 5,567 2,041
4024 | TOOL ALLOW/UNIFM BENEFITS - - - 248
4031 | OFFICE SUPPLIES : - - 3,447 2,128 1,943 1,000
4033 | OPERATING SUPPLIES B - B 1,894 1,531 12,470 25,000
4035 | REPAIR/MAINT SUPPLIES R B - 7 188 12 13
4039 | CONSUMABLE ITEMS E - - 1,222 805 840 375
4041 | PROFESSIONAL SERVICES - B B 23,398 95,171 125,896 100,000
4043 | EDUCATION & TRAINING - - 344 2,601 314 98 100
4045 | COMMUNICATION - - E 3,731 1,723 1,592 500
4046 | POSTAGE § X - 38,230 40,594 59,601 11,250
4052 | ADVERTISING : B - 146
4054 | RENTALS
4056 | REPAIR/MAINT SERVICES - - - 2,623 2,231 1,985 1,000
4058 | TELLER OVERAGE/SHORTAGE : E - (6)
4059 | OTHER SERVICES/CHARGES : X B 101,900 63,039 51,680 31,250
4078 | MACHINERY/EQUIPMENT
4079 | OFFICE EQUIPMENT B B E 15,008
4997 | EIT RECONSTRUCTION PROJ : B 133,161 | (159,194)

TOTAL DEPT OF REVENUE - B 191,779 659,064 785,668 857,263 339,410

Since 2003, the cost of the office has steadily increased from $659,064 in 2003 to
$857,263 in 2005, an increase of $198,199, or an increase of 30% for the two-year
period. A review of the numbers indicates the largest increases occurred in:
professional services, $102,498; pension contributions, $23,565; postage, $21,461;
operating supplies, $10,596; and group insurance, $7,732. All other expense
categories, including salaries, declined during the period.

In 2006, expenditures will be significantly reduced as a result of the transfer of sewer
and refuse billing to the Erie Water Authority. Expenditures will be further reduced
when all 511 tax collectors are turned over to an outside vendor.
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FINDING(S)

e The office has been able to resolve some past problems related to revenues that
were collected by the office and not distributed to other municipalities and school
districts. The office has been able to make a significant reduction in the $5 million in
suspense accounts. About $1 million remains to be resolved. The resolution of the
remaining $1 million is a significant problem that needs to be resolved over the next
12-18 months.

Database Utilized By the City Lacks Sophistication

e The database will be upgraded as a result of privatizing this function. Currently, the
city utilizes an Excel spreadsheet. The software available at private providers is
much more sophisticated and will allow the city to extrapolate data more readily.
The privatizing of this function should not only increase the performance, but will
significantly reduce the costs associated with this function.

e The city should, as soon as possible, outsource all the Act 511 tax collection
currently being undertaken in-house to a private experienced vendor.

e The city should resolve the remaining issues relative to the fiduciary suspense
accounts during the next 12-18 months.

Payroll

The payroll office prepares the payroll for the city. The city pays on a bi-weekly basis.
In one week, the “big payroll” is processed and paid, in the other week, the “small
payroll” is processed and paid. The “big payroll” includes all regular employees. The
“small payroll” includes part-time and temporary employees.

The payroll is processed in a three-step process. In the first step, the time and
attendance information is collected in the individual departments. In the second step,
the information is entered into the city’s accounting system. In the third step, the checks
are printed and direct deposits made.

There are 23 clerks throughout city government who prepare timesheets that are sent to
the payroll office. These clerks depend on a combination of paper and time clock
records to prepare the timesheets. The timesheets are done in Excel and printed out
for delivery to the payroll office. The sheets are not transmitted electronically. Because
of the complexity in keeping police and fire time, the timesheets for these two
departments are prepared in the payroll office. These timesheets are not standardized.
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Timesheets reach the payroll office at the beginning of the week. The clerks in the
office manually enter the information into the payroll system. Once this is done, the
payroll and supporting documentation is sent to the controller. After the controller has
approved the payroll, it is sent to council for its approval.

At the end of the week, the clerks prepare checks and pay stubs. These are stuffed in
envelopes and distributed to employees. The employees are paid by check and direct
deposit.

Because information is not transmitted electronically until the final step, the payroll
information can be recorded manually up to three times. The employee records his or
her own time. The department clerk then enters this information into an Excel sheet.
The payroll office takes a copy of the sheet and enters the information in to the
accounting system.

STAFFING

There are three clerks, a senior payroll clerk and two payroll clerks. The clerks have
some cross-training so that each one is able to handle the payroll from all departments.
In the recent past there was a fire payroll clerk who handled only the fire payroll. This
clerk now handles both police and fire payroll. At mid-year 2005, the staff was reduced
from four to the present complement. The payroll staff has done a commendable job
carrying out the workload, particularly with the antiquated and cumbersome
time/attendance reporting system.

In addition to the staff in the payroll office, there are 23 clerks in the individual
departments who are responsible for submitting timesheets to the payroll office.
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FINANCIAL OBSERVATIONS

The following table shows the detailed

2003 to 2005:

expenditures for the payroll office for the years

PAYROLL 2003 2004 2005 2006
4006 | OVERTIME WAGES - 10,485 1,475 5,000
4007 | SHIFT DIFFERENTIAL WAGES - - - -
4008 | HOLIDAY WAGES - - - -
4009 | VACATION WAGES - - - -
4010 | SICK WAGES - - - -
4011 | SALARIES 100,380 134,414 109,722 100,810
4016 | FICA/MEDICARE TAX 7,496 10,928 8,442 8,094
4017 | PENSION CONTRIBUTION 9,557 15,213 14,027 12,677
4018 | GROUP INSURANCE 36,469 39,374 51,889 44,171
4020 | WORKERS COMP INSURANCE 702 299 1,255 501
4021 | DEFERRED COMPENSATION 1,933 3,026 1,670 2,016
4031 | OFFICE SUPPLIES 2,217 1,797 2,534 3,375
4033 | OPERATING SUPPLIES - - 22 -
4035 | REPAIR/MAINT SUPPLIES - - 21 -
4039 | CONSUMABLE ITEMS 117 - - -
4041 | PROFESSIONAL SERVICES 5,425 4,162 4,275 -
4043 | EDUCATION & TRAINING 615 345 - 500
4045 | COMMUNICATION - - 7 -
4046 | POSTAGE - - 444 500
4056 | REPAIR/MAINT SERVICES 737 963 1,003 1,250
4059 | OTHER SERVICES/CHARGES - 1,093 - 2,100
4079 | OFFICE EQUIPMENT 745 - - -

TOTAL PAYROLL 166,393 222,099 196,786 180,994

Expenditures increased from $166,393 in 2003 to $196,786 in 2005, an increase of 18%
over the period. The 2005 expenditures were approximately $25,313 less than 2004
due mainly to the reduction in personnel during 2005. During the 2003 to 2005 period,
the office did manage to come under budget each year. The 2006 adopted budget was
approximately $58,647 less than the 2005 budget, primarily due to the staff reduction
and subsequent benefit reductions.

The above numbers do not take into consideration the additional personnel costs
involved in the various department personnel who participate in the payroll process at
the department level relative to accumulating time/attendance information.
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If we assume the city issues paychecks to 700 employees 26 times per year, the
cumulative paychecks issued by the city are approximately 18,200. For rounding
purposes, it will be assumed the city issues 20,000 paychecks over the course of a
year. At 2005 costs, the city pays approximately $9.84 per issued check. This number
is significantly higher than private payroll service companies. This number does not
include additional costs of the processing of time records within the individual
departments.

FINDING(S)

Antiquated Time/Attendance Reporting System

The city employees keep time on paper timesheets. The current use of a paper
timekeeping system and non-standardized timesheets is time-consuming and
inefficient. The adoption of a standardized, electronic timekeeping system could
lead to a reduction in the workload in the payroll office and the departments. The
city has in the past considered centralizing and automating time and attendance
recordkeeping. The current Pentamation payroll module was installed about five
years ago and has not been upgraded. Upgrades available from the vendor include
automated time and attendance-keeping modules.

The current manual reporting of time and attendance is not efficient and must be
constantly audited for error. Further options relative to outsourcing the total payroll
function are not available until the automation of the time/attendance records.

In 2002, the city, via an outside consultant, undertook an extensive review of the
payroll process. That study concluded, “the collection of time, attendance, and
employee benefit records was very cumbersome and antiquated due to the lack of
an automated system.”

The estimated savings via an automated system was projected to be as high as
$400,000 per year through a combination of better control of overtime and a
potential reduction in staffing throughout the city. It was anticipated that a net
reduction of three clerks would be possible throughout the city departments. The
recommendations of the study were not implemented at the time.

Overtime

The city pays approximately $2 million in overtime each year. The overtime is not
carefully monitored. Industry experience indicates that monitoring overtime can
reduce the cost by 15%-20%. A 15% reduction would save the city $300,000 a year.
Monitoring overtime can reduce its use by making managers more conscious of the
cost; by identifying and eliminating abuses; and by improving scheduling so that
overtime is not built into the work schedules.

RDM
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The city should centralize and automate the entire payroll system. This would
significantly reduce the time spent on timekeeping and preparing payroll. If
the city accepts this recommendation, the city may be able to eliminate
additional clerk positions in the city departments.

Once the time/attendance system is automated, the city can review its options
relative to outsourcing the check preparation process.

The city should analyze overtime payments to identify the overtime that has
been structured into work schedules and to reduce the structured overtime.
This is particularly important when there are staff reductions because
managers may use overtime to replace lost staff.

The fiscal impact of these recommendations could be a savings of as high as $700,000
per year.

RDM
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POLICE DEPARTMENT

MISSION, FUNCTIONS & TASKS

The City of Erie Police Department is a full service, seven days a week, 24 hours a day
police agency. The 156-member police department provides patrol services, traffic
enforcement, crime prevention, investigative services, and drug enforcement for its
115,000 residents. The department responded to a total of 72,775 calls for service in
2004. In 2004, the city experienced 3,827 Part | UCR Offenses, and 8,196 Part Il UCR
Offenses were committed.

The department maintains a fleet of 120 vehicles. The fleet includes 18 motorcycles.
Approximately 10 new vehicles are purchased annually.

This management review of the City of Erie Police Department is intended to provide
ideas for efficiency and cost-cutting, while maintaining an effective level of police
presence, crime suppression, and crime solving. As the consultants reviewed
organizational charts, staffing levels, and officer deployment throughout this study, it
became immediately apparent that the previous staffing level of 204 officers allowed for
adequate shift coverage and unit specialization. Units such as SWAT, auto theft,
insurance fraud, narcotics, neighborhood action team, motorcycles, traffic, and adult
and juvenile detective units have provided a necessary and effective crime fighting
entity.

With the depletion of manpower, funds, and resources, the consultants believe it is now
necessary for the agency to reorganize. A recommendation of no fewer than 180 police
officers has been made based on the predicted crime rate, calls for service, and level of
UCR crimes. City officials must determine what the actual staffing level will be, and the
agency must be restructured according to that number.

STAFFING

Currently the structure of the department is based on a staffing level of 204 officers.
The number of vehicles, special units, schedules, and most importantly, service levels
have been modified due to layoffs and retirements. The department has had to adjust
to and deal with the adversity the staff reductions have caused. Furthermore, there are
an excessive number of corporals and sergeants in the department due to mass
promotions by a previous mayor. Many of these positions are unnecessary and only
serve to disrupt the chain of command.
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Chief Bowers has announced his retirement effective in the spring of 2006.

e The consultants recommend the incoming chief of police reorganize the
department based on a newly established staffing level. Included in the
reorganization should be:

o Elimination of non-essential specialty units not fully funded by grants or
outside revenue sources;

o Establishment of command level officers to oversee newly organized
agency divisions;

o A new chain of command establishing unit, squad, and department heads;

o Utilization of ranking officers in appropriate supervisory positions
(avoidance of paying supervisors for doing patrolmen work);

o Consolidation of units where possible, i.e. adult/juvenile detectives,
insurance fraud, and car theft units;

0 Maintain SWAT team and negotiators due to the high level of violent crime,
number of team callouts, and estimated time of arrival of PA state police
team; and

o0 Use of civilian personnel where possible.

Many of these recommendations have already been approved or initiated. The
consultants cannot provide recommendations for specific staffing levels of special units,
but the agency reorganization must be based on:

Approved staffing level
Service levels

Funded programs
Crime problems

In 2004, 20 officers retired from the police department. These officers were not
replaced. The vacancies created by these retirements caused overtime to increase by
$256,164. In 2005, the city laid-off 13 police officers and is planning to lay off additional
officers in 2006. The city estimates the savings yielded from the layoff of 12 additional
police officers to be $700,000.

Projected manpower for 2006 is 162 officers, which is a 23% reduction from the 2002
levels. Additional vacancies have occurred due to injuries, short-term disabilities, and
disciplinary actions.
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Police departments owe their existence to supporting the activities of the patrol officers.
From the secretary/records clerk, through each rank to the chief of police, each member
of the police department should focus their efforts to support the patrol officer. These
combined and focused efforts are to provide services directed towards the achievement
of public goals. Progressive police departments are becoming more and more
responsive to the needs of the community. The effectiveness of the department, its
image, and relationship with the community will be directly related to its ability to
achieve these public objectives.

Although the police administrator must be responsive to the needs of the community, he
cannot lose sight of preventing and controlling crime. This becomes difficult since the
typical police department spends only 15% of it's time in this area, while 85% is spent
providing services to the community and in other activities not associated with criminal
activity. In the final analysis, however, the effectiveness of the department will most
often be judged on its ability to cope with crime when it occurs.

The most utilized measurement of police effectiveness is the Uniform Crime Report
(UCR). This is a national standard for measuring crime in the United States, which has
been in place since 1930. The Federal Bureau of Investigation (FBI) regulates the
UCR. Municipal police agencies submit specific information to the Pennsylvania State
Police (PSP) on all criminal activity reported to the local agency each month. This
information is recorded by the State Police and subsequently forwarded to the FBI.

The UCR is broken down into two major sections, Part | and Part Il crimes. The Part |
crimes include criminal homicide, forcible rape, robbery, aggravated assault, burglary,
larceny theft, arson, and vehicle theft. Part Il crimes include eighteen less serious
classifications. This information is used to determine the patrol needs of a police
department. In jurisdictions like Erie that experience high levels of violent crime, Part |
crimes are given greater weight in calculating force needs. The analysis below utilizes
crime data for 2004 and 2005.

Calculating Patrol Force Staffing Needs

Step 1.

Determine the number of complaints or incidents received and responded to in a year
by the police agency. Complaints and incidents include all forms of police activity when
an officer responded and/or took an official action. It does not include situations where
advice was given over the telephone, delivering messages, handling internal police
department matters, etc.

Based on 2004 Statistics

Calls for service 72,775
Weighted calls for service 83,246
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Based on 2005 Statistics

Calls for service 69,115
Weighted calls for service 78,351

Step 2.

Multiply the total complaints or incidents by 0.75 (45 minutes). It is generally accepted
that 45 minutes is the average time necessary to handle a complaint or incident.

Based on 2004 Statistics

Calls for service 72,775 x .75 = 54,581.25
Weighted calls for service 83,246 x.75 = 62,434.50
Step 3.
Multiply by three to add a buffer factor and time for preventive patrol.  General

experience has shown that about one-third of an officer’s time should be spent handling
requests for service. Other requirements for servicing police vehicles, personal relief,
eating, and supervision must be considered. Time for preventative patrol must also be
taken into consideration. Multiplying by three makes up the unknowns.

Based on 2004 Statistics

Based on calls for service 54 581.25 x 3 =163,743.75
Weighted calls for service 62,434.50 x 3 = 187,303.50

Based on 2005 Statistics

Based on calls for service 51,836.25 x 3 = 155,508.75
Weighted calls for service 58,763.25 x 3 =176.289

Step 4.

Divide the product by 2,920, the number of hours necessary to staff one basic one-
officer patrol unit for one year (365 days x 8 hours = 2,920).

Based on 2004 Statistics

Based on calls for service 163,743.75/ 2,920 = 56.08
Weighted calls for service 187,303.50/ 2,920 = 64.15
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Based on 2005 Statistics

Based on calls for service
Weighted calls for service

155,508.75 / 2,920 =53.27
176,289 / 2,290 =60.37

According to the application of the IACP formula, it will take between 53 and 56 patrol
elements to handle an average complaint load. When complaints are weighted for more
violent crimes, the analysis recommends between 60 and 64 patrol elements.

If police officers worked everyday of the year without any time off, then seven to eight
officers would be all that would be needed in the City of Erie. Since police officers
cannot be expected to work every day, the amount of time an officer is actually on duty
must be determined to establish precisely how many officers are required to staff the
patrol elements. A review of the labor agreement and department records indicates
that the average police officer in the police department has the following amount of time
off-duty.

Time-Off Chart
(Non-Available Patrol Officer Time)

Type of Time Off Days Hours
Regular pass days (104 days x 8 hours) 104 832
Holidays (11 days x 8 hours) 11 88
Vacation (25 days x 8 hours) 25 200
Sick leave (15 days x 8 hours) 15 120
Bereavement leave (5 days x 8 hours) 5 40
Personal days (2 days x 8 hours) 16
Birthday (1 day x 8 hours) 1 8
Training (10 days x 8 hours) 10 80
Comp time (8.5 days x 8 hours) 8.5 68
Total 181.5 1,452

Of the 2,920 hours needed to staff one patrol element, a police officer is not available
1,452 hours, or is available 1,468 hours. To determine how many officers are necessary
to staff one patrol element, divide the 2,920 hours needed for one year by the number of
hours available (2,920 / 1,468 = 1.99). This means that 1.99 officers are required to fill
each of the patrol elements. By multiplying the availability factor (1.99) by the number
of patrol elements, you determine the number of patrol officers needed. This 1.99 factor
is extremely high and is well beyond the typical ratio. The following table shows other
calculations completed by the consultant in other recent EIP engagements:
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OFFICERS REQUIRES TO FILL 1 PATROL UNIT

City Ratio
Butler 1.84
Erie (highest) 1.99
New Castle 1.71
Qil City 1.69
Titusville 1.78

Based on 2004 Statistics

Based on calls for service 56.08 patrol elements x 1.99 = 111.60
Weighted calls for service 64.15 patrol elements x 1.99 = 127.66

Based on 2005 Statistics

Based on calls for service 53.27 patrol elements x 1.99 = 106.01
Weighted calls for service 60.37 patrol elements x 1.99 = 120.14

Due to non-available officer time and review of both population and calls for service,
data suggests a need for 86 patrol officers based on population, 112 patrol officers
based on calls for service, and 128 patrol officers based on weighted calls for service.

e The consultants do not recommend that the staffing level of the City of Erie
Police Department be maintained below 180 total officers, with approximately
120 assigned to patrol. Levels below this could allow violent crime problems
to escalate and endanger police officer safety.

Use of Patrol Resources

The chief has informed us that each shift has a minimum staffing level of 12 officers.
These 12 officers are assigned as follows:

e Four patrol units are staffed by a single officer
e Four patrol units are staffed with two officers
e This calculates to 64 patrol unit hours

As stated earlier, the police department received 72,775 calls for service in 2004. Of
that total, 3,827 are reported Part | offenses and 8,196 are reported Part Il offenses.
The following chart breaks these totals down to show the average level of each
category of call per day and per shift:
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2004 Annual Per Day Per Shift Patrol Unit
Part | 3,827 10.49 3.5 0.43
Part Il 8,196 22.45 7.48 0.94
All Other Calls 60,752 166.44 55.48 6.94
Total Calls 72,775 199.38 66.46 8.31

The following chart provided the same breakdown of calls for service in 2005:

2005 Annual Per Day Per Shift Patrol Unit
Part | 3,374 9.24 3.08 0.39
Part Il 7,301 20.00 6.67 0.83
All Other Calls 58,440 160.11 53.37 6.67
Total Calls 69,115 189.36 63.12 7.89

The IACP formula assumes that the average call takes forty-five minutes to complete. It
is important to keep in mind that although twelve officers staff each shift only eight patrol
units are realized since two officers are assigned to four of the patrol units. Since there
are eight patrol units working eight hours, a total of 64 patrol unit hours are realized.

Utilizing the above information it is possible to calculate how much of each patrol unit's
time is being spent in responding to calls for service.

Average Time Per Time Spent
Year Calls Per Shift Call For Service Answering Calls
2004 66.46 .75 (45 minutes) 49.85
2005 63.12 .75 (45 minutes) 47.34

This may lead one to believe that current staffing is adequate. Before arriving at any
conclusions based on this calculation, additional information must be entered into the
equation. Officers are permitted time for lunch and breaks. They also need time for roll
call and to gas their unit. Allowing 45 minutes for lunch, one break of 15 minutes, fifteen
minutes for roll call, and 10 minutes to gas the patrol unit, an additional 1.66 hours per
patrol unit is spent. Multiplying that by eight patrol units adds 13.33 hours to the total
number of hours spent.

Remaining

Breaks/Misc. Total Time Time for
Year Calls Time Used Patrol Unit
2004 49.85 13.33 63.18 .21 hours
2005 47.34 13.33 60.67 .42 hours
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Based on the above calculations, patrol units are consuming, on the average for 2004,
49.85 hours answering calls for service, and another 13.33 hours of personal and
preparation time, for a total of 63.1 hours of time spent per shift, resulting in 12.6
minutes left per patrol unit for routine patrol.

In 2005, patrol units consumed 47.34 hours answering calls for service, and another
13.33 hours for personal and preparation time for a total of 60.67 hours of time spent
per shift, resulting in 25.2 minutes left per patrol unit for routine patrol.

Diversionary Call Program - The chief recognized the strain the level of calls for service
is having on his department. In an effort to relieve some of this strain, a diversionary
calls for service program is in place. This program funnels miscellaneous calls to
civilian call takers. This program handles approximately fifty-nine hundred (5,900) calls
per year. The following chart shows the average level of each category of calls per day
and per shift taking into consideration the diverted calls for service program.

2004 Annual Per Day Per Shift Per Officer
Part | 3,827 10.49 3.5 0.43
Part Il 8,196 22.45 7.48 0.94
All Other Calls - Diverted Calls 54,852 150.28 50.09 6.26
Total 66,875 183.22 61.07 7.63

Revising the same calculations that were performed on the previous chart after the call
diversion program was implemented provides the following information:

64 patrol unit hours

61.07 X .75 = 45.80 hours spent answering calls for service

45.80 + 13.33 hour for lunch, roll call, vehicle service, etc. = 59.13
Based on the 2004 calculations, patrol units are consuming 45.80 hours answering calls
for service, and another 13.33 hours for personal and preparation time, resulting in a
total of 59.13 hours of time consumed. The time remaining for routine patrol by eight

patrol units is 4.87 hours. This calculates to 36.6 minutes of patrol time for each of eight
patrol units.

2005 Annual Per Day Per Shift | Per Officer
Part | 3,374 9.24 3.08 0.39
Part Il 7,301 20.00 6.67 0.83
All Other Calls —Diverted Calls 52,540 143.95 47.98 6.00
Total 63,215 173.19 57.73 7.22
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Performing the same calculations using 2005 data provides the following information:
64 patrol unit hours
57.73 X .75 = 43.30 hours spent answering calls for service
43.30 + 13.33 hours for lunch, roll call, vehicle service, etc. = 56.63

Based on the 2005 calculations, patrol units are consuming 43.30 hours answering calls
for service, and another 13.33 hours for personal and preparation time, resulting in a
total of 56.63 hours of time spent. Then, 7.37 hours remain for routine patrol by eight
patrol units. This calculates to 55.2 minutes of patrol time for each of eight patrol units.

e It is apparent that this diversionary program has a positive impact on the
amount of time patrol officers have for routine patrol. The analysis above
suggests routine patrol time has been doubled. Every effort should be made
to improve on this program.

REORGANIZATION OF PATROL SHIFTS

The department currently maintains three squads of 24 patrolmen each to staff patrol on
a 24/7 basis. These officers work a 4/2 schedule. As noted above, minimum staffing is
12 officers and a supervisor per shift. Each shift maintains four two-man cars. These
two-man units are assigned to dangerous high crime areas. Due to the need for four
two-man cars and at least a two officer response to a majority of calls, there is not
sufficient staffing in patrol with a 12 officer minimum.

e The consultants recommend that the chief of police review the current patrol
schedule in order to determine the costs associated with it in terms of time off,
court time, and overtime vs. a 5/2 schedule or use of power shifts. Utilization
of power shifts on alternating shift times can sometimes provide adequate
coverage at reduced costs. The consultants realize that there are other
issues related to this recommendation, but believe other options should be
explored in order to provide maximum coverage at the lowest cost.

e The consultants have given the department a schedule memorandum from the
City of Allentown as an example of how other commonwealth agencies similar
in size to Erie operate which could benefit the city in its scheduling practices.
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ISSUES, PROBLEMS & RECOMMENDATIONS

Rank Officers

When one examines the current staffing levels of the police department, two things
stand out. One is the amount of supervisory personnel that exist. The current rank
structure was determined by the past practices of a mayor and a staff level of 200+
officers. Second, there are individuals holding rank that do not have any subordinates
to supervise.

A significant issue regarding transfers from special assignments and units to patrol is
the inordinate amount of rank within the police department. A previous mayor
promoted 42 officers immediately prior to leaving office. The chief of police is
hampered by this unbalanced rank structure in terms of decreasing special units full of
ranking officers to staff patrol officer positions. Many units have nothing but
supervisors working in them.

RANK/UNIT BREAKDOWN

PATROL
Corporals 13
Sergeants 10
Lieutenants 5

OFFICE OF THE CHIEF

Captains
Lieutenants
Sergeants
Corporals

NN

SUPPORT DIVISION

Lieutenants 3
Sergeants 6
Corporals 1

CRIMINAL INVESTIGATIONS DIVISION

Lieutenants 6
Sergeants 15
Detectives 15
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The criminal investigations division is a good example of the problem. As documented
above, supervisors in the investigations unit outnumber detectives. Not only is this
structure inefficient, it is expensive. A 15-year lieutenant earns $2,000 more than a
comparable sergeant, and $4,351 more than a class A patrolman. A 15-year sergeant
earns $2,422 more than a class A patrolman.

e The consultants recommend considerable reduction in rank through attrition.
It is recommended that no positions of rank be replaced when a member
leaves the service, particularly corporals and sergeants. The chief of police
should conduct a planned assessment study for agency organization once it
is determined what the staffing levels will be long-term.

Use of Civilian Staff

One means of supplementing a police force during shortages is the use of civilians to
staff positions currently filled by sworn officers. Areas where the change seems most
appropriate are in property control and evidence. Elimination of a sergeant and
detective from this function and the utilization of civilian personnel under the supervision
of a support division lieutenant could result in the potential savings of $52,000 to
$75,000 annually.

10-year sergeant base salary $ 51,273
10-year detective 49,809

30% fringe 30,092
Total $131,407
Two civilians base salaries $ 60,000

30% fringe 18,000
Total $ 78,000
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A second area for consideration may be the identification unit which now utilizes three
detectives and two sergeants. The use of civilian personnel within this unit could yield
an annual savings of $100,000 to $150,000 depending upon how the unit is re-staffed.

Additional areas that should be considered for civilian staffing include:

e Criminal intelligence/analysis 1 sergeant

e Fleet and towing operations 2 sergeants

e Information management 1 lieutenant

e Communications 1 lieutenant

e Warrant control/quartermaster 1 corporal

e Building security 1 corporal

e Traffic court/boot officer 1 sergeant & 1 officer

Utilizing civilians in lieu of two corporals, four sergeants, two lieutenants, and one officer
could yield a potential savings of $122,797 per year.

Civilian Cost Savings Breakdown

(4) 10-year sergeant salaries (2006 rate) $205,093
(2) 10-year corporal salaries 99,617
(2) 10-year lieutenant salaries 106,455
(1) 10-year patrolman salary 48,833
Total $459,998
30% fringe 13,799
$473,797

(9) Civilian employees @ $30,000 $270,000
30% fringe 81,000
$351,000
Net Savings $122,797
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The consultants reiterate the fact that drastic measures must be considered due to the
severe lack of revenue and funding faced by the City of Erie and its police department.
These recommendations for the use of civilian personnel in no way suggest that the
sworn officers previously performing these jobs did not do so efficiently and effectively.
The use of civilians can provide for cost savings and the use of sworn officers in
enforcement positions.

The consultants warn that assignment of non-uniformed staff to patrol has historically
resulted in increased sick time and on the job injuries due to a drastic change in
required job performance and in decreased morale.

e The consultants recommend a complete review of agency functions in order to

ascertain where civilians can replace officers as a substantial cost savings
without adversely affecting efficiency.

FINANCIAL OBSERVATIONS

BUDGET |
POLICE CIVILIANS 2000 2001 2002 2003 2004 2005 2006
4006 OVERTIME WAGES - - - - 146,503 108,663 100,000
4007 SHIFT DIFFERENTIAL WAGES - - - - 23,924 24,122 20,000
4008 HOLIDAY WAGES
4009 VACATION WAGES
4010 SICK WAGES - - - -
4011 SALARIES 1,175,358 1,325,797 1,431,365 1,422,220 1,324,544 1,316,370 1,452,289
4012 EMPLOYEE PAYOUTS - - - - - - 165,000
4014 CROSSING GUARDS - - - - 78,944 169,294 132,903
4016 FICA/MEDICARE TAX 90,130 97,803 109,868 108,737 123,770 123,356 173,256
4017 PENSION CONTRIBUTION 38,258 23,671 32,406 105,128 59,024 136,066 524,668
4018 GROUP INSURANCE 251,077 215,325 292,765 393,364 158,682 179,940 157,183
4020 WORKERS COMP INSURANCE 13,539 5,792 5,962 7,715 1,282 10,621 26,735
4021 DEFERRED COMPENSATION 2,047 13,242 15,214 13,639 17,379 16,750 2,040
4024 TOOL ALLOW/UNIFM BENEFITS - - 210 - 7,510 1,181 150
4031 OFFICE SUPPLIES - - - - - - 500
4041 PROFESSIONAL SERVICES 294 - - - -
TOTAL POLICE CIVILIANS 1,570,702 1,681,629 1,887,789 2,050,804 1,941,561 2,086,364 2,754,724
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W‘
00206130000 BUREAU OF POLICE 2000 2001 2002 2003 2004 2005 2006

4006 OVERTIME WAGES - B B - 974,563 642,525 585,000
4007 SHIFT DIFFERENTIAL WAGES - B B - 153,425 150,432 130,000
4008 HOLIDAY WAGES
4009 VACATION WAGES
4010 SICK WAGES - B B - B B -
2011 SALARIES 8,749,779 | 9,325,678 0,398,527 | 10,324,819 9,776,051 0,431,198 | 8,833,395
4013 SEASONAL WAGES B B B - B B -
2016 FICA/MEDICARE TAX 72,338 79,100 88,678 99,331 122,036 120,033 102,468
4017 PENSION CONTRIBUTION - 144,796 882,758 657,982 671,014 873,332
4018 GROUP INSURANCE 1,959,704 1,494,783 1,896,444 | 2,440,697 1,837,728 1,878,359 | 1,823,724
4020 WORKERS COMP INSURANCE 415,808 424,613 434,233 474,743 344,652 352,650 312,422
2021 DEFERRED COMPENSATION B 9,110 145,751 151,747 158,432 196,845 174,045
2024 TOOL ALLOW/UNIFM BENEFITS 184,537 206,603 201,536 215,291 220,147 153,263 164,090
4031 OFFICE SUPPLIES 22,385 24,063 23,850 30,664 19,503 19,039 31,350
4033 OPERATING SUPPLIES 165,159 159,916 150,951 204,130 220,932 251,668 260,000
4035 REPAIR/MAINT SUPPLIES 106,626 91,168 105,625 85,708 109,160 111,313 125,000
4039 CONSUMABLE ITEMS 26,502 22,056 35,113 14,184 20,690 4,749 16,000
2041 PROFESSIONAL SERVICES 5,613 2,448 6,200 6,287 3,294 4,208 58,560
4043 EDUCATION & TRAINING 72,493 46,811 81,915 82,240 63,137 58,874 70,000
4045 COMMUNICATION 34,258 39,242 48,843 52,322 42,917 41,319 28,000
4046 POSTAGE 2,891 2,900 4,503 5,140 2,462 5,044 5,500
4047 HEAT,LIGHT,POWER/WATER - B B - 1,365 980 1,000
2052 ADVERTISING B 57 3,112 64 1,475 100 100
4054 RENTALS B B B 864 B B -
4056 REPAIR/MAINT SERVICES 80,671 83,553 110,457 133,159 94,867 98,489 120,000
4059 OTHER SERVICES/CHARGES 172,974 155,534 101,026 78,055 74,289 65,751 80,000
4072 LAND/BUILDINGS - B B 68,260 2,872 B -
2078 MACHINERY/EQUIPMENT 3,403 28,168 B 5,543 1,499 61,110 84,430
4079 OFFICE EQUIPMENT 7,925
4096 OPERATING TRANSFER OUT 23,624 B B - B 170,208

TOTAL BUREAU OF POLICE 12,106,601 | 12,340,599 | 12,836,763 | 15,356,003 | 14,903,477 | 14,490,070 | 13,878,416

Police bureau expenditures increased by $2,383,379 from 2000 through 2005, an
increase of 20% over the period, or an increase of 4% per year. The 2006 adopted
budget shows a decrease of 4.2% in department spending as a result of the personnel
reductions.

The excessive rank within the department is costing tens of thousands of dollars. The
purpose of rank is to provide oversight, guidance, supervision, command or
management of personnel. In units such as the detective squad there are more ranking
officers than workers. Most of these ranking officers are not providing supervision to
any subordinates but are collecting supervisor pay. As stated at the beginning of this
report, the consultants recommend a complete reorganization of the agency once a new
staffing level is established. An effective rank structure cannot be developed until
reorganization occurs. The consultants can not effectively recommend the number of
ranking officers without knowing the provisions of an actual reorganization.

Police civilian expenses increased by $515,662 during the period for an increase of
33%, or an increase of 6.6% per year. The adopted 2006 budget further increases this
budget category by 32% with significant increases budgeted for payouts, group
insurance, and pension contributions. Additionally, the city’s costs associated with the
school crossing guards have steadily and drastically increased.
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The city does receive reimbursements and revenue from numerous programs for police
services, including:

Weed and Seed program

Community Development Block Grant

Tobacco compliance initiatives

Neighborhood Action Team

District Attorney’s Drug Task Force

Insurance fraud initiatives

Community oriented police and probation programs

NouokrwhE

These reimbursements and grants offset the overall cost of the department’s operations
to the general fund.

e The consultants recommend the city conduct a thorough review of all police
related revenue and reimbursements to ensure it is being credited against
expenditures accurately through the general fund.

e The consultants recommend the cost of the city’s school guards be turned
over entirely to the school district. Due to the severity of the budget crisis
and the real possibility of escalation of violence and street crime with the
elimination of police officers, this arrangement is necessary. The resulting
savings to the City would be approximately $180,000 to $190,000 annually, or
the equivalent of three police positions.

Police Benefits

The consultants have reviewed the Erie police contract, as well as the arbitration award,
for the years 2006-2008. The consultants strongly recommend that the city review the
sick leave buy-back provision and attempt to limit sick time to 100-120 days, and to
eliminate the additional vacation day provision for sick days over 150. Overtime and
vacation days awarded due to sick leave accumulation and comp time result in undue
expenses to the city and should be reviewed closely during the next contract
negotiations.

A review of the police department medical benefits indicates a number of cost savings
opportunities. A 10% premium share, $20 doctor visit co-payment, and higher
prescription drug co-payments are commonplace in financially secure communities.
The consultants recommend that the City of Erie attempt these changes during the next
contract review.

L Erie City EIP Step IV - Department Reviews 43



Review of Patrol Unit

The current minimum staffing for patrol is 12 officers. Discussed elsewhere in this
report is data showing that the crime rate in Erie is so significant that the 12 officers
staffing shifts are busy for seven and one-quarter hours of their eight hour shift handling
calls. The consultants have recommended expanding the diversionary call program to
decrease the call impact on patrol. The addition of two more one man patrol units
would further improve the call volume overload on patrol.  Currently funding and
manpower levels prohibit such an expansion.

e The consultants recommend that agency officials explore the use of power
shifts to further supplement regular patrol shifts (7 pm-3 am, 8 pm-4 pm, noon
to 8 pm, etc.). Many agencies utilize K-9 officers during peak hours on power
shifts to supplement patrol staffing.

In order to continue patrol coverage, the chief of police has had to transfer officers from
special units to patrol. These transfers have included 10 motorcycle officers, 11
criminal investigators, and the elimination of the officer neighborhood action team which
consists of seven officers. Although the primary function of the police department is to
answer 911 calls and provide patrol services, a number of problems will arise due to the
layoffs and subsequent transfers.

Review of Detective Unit

As discussed elsewhere in this report, the detective unit is overstaffed with excessive
rank. Before mass layoffs occurred, there were six lieutenants, 15 sergeants, and 15
detectives in the criminal investigations division.

e The consultants recommend consolidation of units within the criminal
investigations division as caseload and manpower permit.

e To adequately maintain workload and clearance rates, the consultants
recommend consideration of the use of a priority matrix. This matrix can be
based on service levels determined to be appropriate based on staffing levels
and available resources. Detectives can be assigned cases based on their
priority, solvability, and placement in the matrix.

With consolidation of detectives, there may be a need for fewer ranking officers in the
criminal investigations unit.  These supervisors could be transferred to patrol or other
special units.
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Review of Motorcycle Division

The motorcycle officers account for 50% of the traffic citations issued in the City of Erie.
As a result of their transfers, there may be a reduction of traffic citations by as many as
5,000-6,500. Although patrol officers can issue citations, call volume and crime
statistics indicate little or no time for proactive or specialized enforcement by patrol
units. Revenue may be decreased by as much as $200,000 per year, in addition to lost
revenue from the 2,600 parking tickets motorcycle officers issue annually.

e The consultants recommend at least a portion of the motorcycle unit be
considered for reinstatement as manpower and staffing levels permit. The
transfer of these officers has resulted in a loss of revenue that could amount
to $200,000 per year. Without traffic enforcement, violations will increase,
accidents will increase, and public safety will be adversely affected.

e Once a determination has been made regarding the unit’'s staffing level, the

consultants recommend the sale of any extra motorcycles if the unit is not
returned to 18 officers.

Review of Neighborhood Action Team

Elimination of the seven officer neighborhood action team will cause a breakdown in
focused enforcement and relationships with the residents and the business owners in
those areas most in need of additional support. The team is responsible for high
numbers of arrests and a successful problem oriented policing strategy in crime ridden
areas. Layoffs and transfers will likely result in a return of street crime and narcotics
trafficking. The transfer of investigators and other desk assigned officers will cause a
decrease in the ability to investigate and solve crimes already committed.

e The consultants recommend that this team be reinstated and returned to duty.
The team’s relationship with the community and impressive positive impact on
crime make it one of the most effective tools within the agency’s arsenal.
Officers replaced with civilians, consolidation of units, or reassignment of
officers to a staffing level of 180 would permit reinstatement of this unit.

Review of SWAT

The SWAT team is expensive, time consuming, and believed by some to be a luxury
that Erie cannot afford. The team has been involved in numerous callouts providing
sound, tactical, and well-planned resolution to violent incidents. The Erie SWAT Team
is recognized in the region as one of the most cohesive, well-trained, and effective
tactical teams in the area.
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Due to the large number of violent and life threatening incidents occurring in the City of
Erie, the consultants recommend that the team be kept in service. The team’s high
level of training and tactical experience raises the skill level of all officers on the team,
those working with team members and receiving training direction from team members,
and instructors.

e The consultants recommend that the agency review team training schedules
and work to establish a training curriculum that utilizes minimum overtime and
comp time. Safety and skill levels, however, cannot be diminished through
this process.

Traffic Court

[ BUDGET |

OFFICE OF TRAFFIC COURT 2000 2001 2002 2003 2004 2005 2006
4006 OVERTIME WAGES - - - - 256 -
4007 SHIFT DIFFERENTIAL WAGES
4008 HOLIDAY WAGES
4009 VACATION WAGES
4010 SICK WAGES
4011 SALARIES 207,952 224,907 267,405 252,055 256,375 240,944 149,590
4016 FICAIMEDICARE TAX 15,908 17,271 20,456 19,315 20,350 18,305 11,443
4017 PENSION CONTRIBUTION 9,002 4,989 7,633 21,503 26,623 28,055 12,677
4018 GROUP INSURANCE 59,077 47,853 60,060 82,061 68,899 81,532 73,618
4020 WORKERS COMP INSURANCE 1,231 1,219 1,223 1,577 503 2,371 2,127
4021 DEFERRED COMPENSATION 835 3,802 4,821 5,044 5,361 4,689 2,992
4024 TOOL ALLOW/UNIFM BENEFITS - 240 132 578 604 220 425
4031 OFFICE SUPPLIES 15,499 7,220 14,691 16,807 7,125 8,518 8,500
4033 OPERATING SUPPLIES 304 328 - 28,608 E - 1,250
4035 REPAIR/MAINT SUPPLIES - - - - - - 125
4039 CONSUMABLE ITEMS 5,115 1,829 557 460 - - 125
4043 EDUCATION & TRAINING - - 1,299 2,402 - - 300
4045 COMMUNICATION 192
4046 POSTAGE 53,000 30,000 10,000 45,000 20,071 24,790 17,500
4056 REPAIR/MAINT SERVICES 254 3,265 1,127 695 530 498 325
4059 OTHER SERVICES/CHARGES 193,085 193,350 193,085 181,103 97,000 100,000 100,000
4078 MACHINERY/EQUIPMENT - E 8,100
4079 OFFICE EQUIPMENT 1,143 6,187 - - - - -

TOTAL OFFICE OF TRAFFIC COURT 562,597 542,460 590,588 657,207 503,695 509,922 380,997

The City of Erie currently employs clerks to process both parking tickets and traffic
citations. There are six district justices within the city limits. Each district justice
handles approximately 9,000 cases per year utilizing a staff of three clerks each. The
City of Erie processes 23,000 traffic cases through “traffic court” utilizing five clerks.
The chief of police estimates revenue from parking tickets at approximately $1,000 to
$1,500, and revenue from moving violations at approximately $300,000 to $400,000
annually.

e Traffic citations should be processed and handled by the district justice who
has jurisdiction. Citations should be marked according to the district court
area in which a violation occurred and submitted to the appropriate court
office for processing.
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Elimination of this function by the city will result in personnel costs savings of
approximately $256,000, plus a savings of approximately $7,000 for supplies and
miscellaneous office items, for a total savings of approximately $263,000 annually.

e The consultants recommend that the city retain processing of the parking

tickets issued within the city, and that handling and processing of moving
violations be turned over to the county.

Communications & Dispatch

The City of Erie is currently initiating a consolidation of police and fire communications.
It is estimated that there will be a savings of approximately $877,000 per year as a
result of this action. There is currently a proposal for the reduction of 10 fire alarm
operators from the communications center.

e Although the consolidation must be accomplished quickly, the consultants
recommend cross-training of all current communications employees. There
is no practical reason why each call taker and dispatcher can not be trained in
both fire and police call handling. Cross-training and task sharing allow for
fewer employees per shift due to the elimination of specialization.
Communication employees should be trained in all areas of public safety. If
layoffs are to take place there will be less impact if remaining staff are trained
and competent to perform the tasks associated with the vacated positions.

Hearing Attendance

The chief of police reports that his staff initiated a screening process of all police related
hearing attendance in October 2005. By reducing the number of officers attending
hearings through this process, the department realized a savings of $9,000 in overtime
for the month.

For instance, in the case of drunken driving arrests, the officer who observes the
violation, pulls the vehicle over, conducts field sobriety tests, and makes an arrest
should be the only one necessary for court attendance. This screening may require
cooperation with the district attorney’s office and the district justices.

The City of Erie police department made 248 DUI arrests in 2004. If just one officer was
screened from hearing and court attendance in each of these cases the city would save
1,488 hours of overtime, or approximately $52,000 annually.

This process can be applied to all traffic and criminal cases. Obviously, complicated
narcotics investigations and other serious criminal matters will require a larger number
of officers to attend court.
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e The consultants recommend that the hearing review process continue and be
utilized for criminal court proceedings as well. The consultants recommend
that supervisors be tasked with the responsibility of regulating the number of
officers recorded on department prosecution sheets as necessary for court
attendance. Continued screening of hearings alone will save $108,000
annually.

Drug & Vice Unit

If layoffs are going to continue, it will be necessary for the chief of police to discontinue
or severely reduce service levels. The patrol component must be fully staffed at all
times. Reduction in specialty units such as the drug and vice unit will result in the loss
of revenue and a serious increase in violent crime. Elimination of these units or their
functions will be necessitated due to layoffs, retirements, and restrictions on transfers
due to excessive rank and the current labor agreement.

The drug & vice unit and the neighborhood action team are responsible for the arrests
of over 92% of the identified street crime offenders (drugs, violence, and vice). In just
two years, the drug and vice unit made 117 arrests, and seized 16 fire arms and 18
vehicles. They seized $157,120 in cash and $689,000 worth of illegal drugs. Due to
regulations by the district attorney’s office, all of the seized money is turned over to their
office for distribution throughout the county as they deem appropriate.

e The consultants recommend that the city negotiate an arrangement with the
district attorney regarding distribution of seized property to help fund this
unit. At least a 50/50 split should be considered. If the city must eliminate
this special unit, the district attorney’s office will not realize any of this
revenue. This arrangement could yield $40,000 a year for the city plus
revenue achieved through the sale of seized vehicles ($14,000 annually
utilizing a $3,000 average sale and a 50/50 proceed share).

Review of Training

Officers are qualified and trained at the firearms range at least four times per year. The
department noted that all officers receive state mandated training, CPR, and first aid as
required by the Commonwealth. Officers receive another two days of use of force
training. Each vehicle is equipped with less lethal devices and patrol rifles. It is quite
obvious that the agency does an excellent job training, equipping, and preparing their
officers for use of force encounters. Faced with a high crime rate and frequent
violence, the officers must maintain their readiness and skill level to deal with these
threats.
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The City of Erie Police Department has done an outstanding job of equipping,
preparing, and training officers to face the violent environment in which they work. This
is especially impressive given their financial and manpower limitations. Reorganization
and reduced staffing due to revenue shortages greatly increases the challenge of
preparing and training officers. Due to retirements, turnover, and layoffs, it is more
important than ever to have a professional, well-trained, balanced workforce. Many
officers trained in specialties find themselves working assignments and positions not
associated with their specialized training. Cross-training and balanced training
provides for a well-rounded foundation and better prepared officers to face
reassignments when necessary.

An example of a potential problem is the mass promotion of 42 officers by a former
mayor. None of these officers received formal training in supervision or management
such as that offered by the University of PA, including “Posit”, “Polex”, and “Advanced
Polex”. Integrating 42 newly promoted officers into the workforce without career path
development or fundamental supervisory training poses a potential problem.

Without a structured promotion procedure where only the most prepared and well-suited
candidates are promoted, the city may face great liability if one of these officers fails to
perform appropriately as a supervisor.

e Absent from the department’s training curriculum is subject matter not related
to the use of force or state mandated training. It is suggested that the
department implement additional training as resources become available.
Suggested subject matter would include:

Management training for command level officers
Supervisory training for sergeants and lieutenants
Joint response training with fire and EMS

Crime scene handling for patrol officers
Preliminary investigations

Defensive and pursuit driving

Interview schools

Career path development oriented training

Court testimony/case preparation

Technology related training

O 0000000 O0Oo
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Review of the Agency Fleet

Motorcycles 18
Patrol 23
K-9 8
Criminal investigations 23
SWAT 10
Drug enforcement 9
Misc. 29
Total 120

The Erie police department fleet is based on an agency staffed with 204 officers. The
elimination of a portion of the fleet can lead to a savings in the maintenance budget,
minimal insurance cost savings, and other vehicle related costs. The consultants
recommend that the agency conduct a review of the fleet and evaluate the agency’s
vehicle needs as well as vehicle conditions. Marked patrol cars require more
maintenance, break down frequently, and are involved in the largest number of vehicle
accidents. Maintenance of the current number of marked patrol cars is recommended.
Based on data provided to the consultants, it appears that a reduction of the fleet by
10% could result in maintenance savings of approximately $10,000 annually.

e The consultants recommend reduction of the fleet by 10-15% based on the
chiefs recommendations regarding vehicle priority and usage.

e The agency routinely purchases ten new vehicles each year. Nine were
purchased in 2005. The consultants recommend that the police department
explore the Ford Motor Credit Leasing Program. This program allows for
vehicle costs to be spread out over two or three years. At the end of the lease
period, the city can purchase the vehicle for $1, or trade it in. The lease
interest rate is approximately 5%.

Facility Review

The Erie police facility is aging, cramped, and in need of repair and updating. As is the
case with all aspects of the agency, the police command staff is doing a commendable
job working with the resources they have. No one questions the need for renovation of
the police quarters. As funding becomes available and manpower issues are resolved,
the facility needs to be repaired, updated, or replaced.
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Job Descriptions

The issue of job descriptions was addressed during the police department review. The
Chief advised that job descriptions exist but are outdated and not generally referred to.

Priorities within the agency at this time are directed toward maintaining safe and
adequate staffing and finding adequate funding in order to survive day to day. With
mass layoffs, reassignments, and necessary reorganization within the agency, job
descriptions are more important than ever because of the required shifting of expertise,
experience, and exposure.

e The consultants recognize the dilemma faced by the chief and his staff. With
Chief Bowers’s retirement and the implementation of a new chief, and
recommended reorganization of the department, the consultants recommend
that job descriptions be developed for each position within the agency.
These documents will provide the employees who fill those positions with
direction and purpose, while allowing supervisors the ability to review,
oversee, and evaluate personnel based on what is expected of them.

Performance Assessment

The Erie police department currently does not perform regular performance
assessments or evaluations. Chief Bowers advises that his staff is familiar with officer
capability and performance and that any officer not performing at an acceptable level is
dealt with as necessary. From all indications, officers of the Erie police department
perform in exemplary fashion under very difficult circumstances.

The use of performance evaluations, however, not only holds employees accountable, it
allows supervisors and command officers to identify employees’ strengths and
weaknesses. This information provides insight into training needs and deficiencies and
identifies officers who are well-suited or not so suited for special assignments. Properly
structured evaluations also allow employees to set and achieve desired goals and
objectives.

Implementation of a performance evaluation program should coordinate with updated
job descriptions and agency reorganization. There must be a clear vision for the
agency and employees and an understanding of what resources, manpower, and
funding will be made available to carry out their mission.

e All employees should be evaluated at least once a year by their immediate
supervisor.  Attached are sample job descriptions for review. Job
descriptions specific to the City of Erie may be developed as deemed
appropriate by the chief of police and the mayor
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Policy Development

As part of the management overview, the Erie police department’s law enforcement
policies and procedures (rules and regulations) were reviewed. This document was
placed in effect in April 2005. Prior to completing this review, and to set the framework
for the discussion of the law enforcement policies and procedures, some basic concepts
must be understood.

The basic idea underlying the drafting of a manual is to provide guidance and direction
to employees of the organization. It assures that the goals and objectives of the
community and the police department are clearly defined and understood, and that
procedures dealing with police problems will be consistently applied. Employees must
know what is and is not acceptable behavior before they can be held accountable for
their actions. Otherwise, discipline cannot be properly administered.

Policy provides generalized direction or a goal which is being sought. Procedures are
step-by-step guidelines, or a course of action that provides more specific direction on
how to achieve compliance with policy. In this way, policy and procedure complement
one another.

In completing the task of generating policies and procedures, there are a number of
things that must be kept in mind. Any policy, procedure, rule, or regulation must have
three central characteristics. If these characteristics do not exist in the policy,
procedure, rule, or regulation, it will be useless and subsequently abandoned at every
level of the organization.

It must be reasonable.
It must be based on a need to insure group effort and discipline.

3. The goals that the policy was developed to address must be achievable by
conformance to the rule.

The structure of the manual should follow a logical sequence. The sequence should
include a mission statement, table of contents, the organizational structure, job
descriptions of those individuals the policies are drafted to assist, chain of command, a
method for dissemination of information, rules of conduct, and policy and procedure.

The passage of a new law or a recently rendered court decision can necessitate the
revision of policies, procedures, rules, or regulations. This ever-changing environment
mandates an annual review of policies, procedures, rules, and regulations in an effort to
stay current.
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Once the appropriate materials are drafted, they should be reviewed by council and
department personnel for any problem areas which might have gone unseen.
Feedback should be encouraged, and serious consideration should be given to any
comments submitted. When the final draft is prepared, it should be submitted to the
city’s solicitor for review and finally presented to council for approval.

Upon approval, the process does not end. The municipality is obligated to provide its
employees some instruction relating to this document. Furnishing this manual to
department personnel and expecting them to read it on their own is a mistake. This
error will become evident when an employee is held accountable for some violation of
the manual and he fights whatever action is taken.

Although the responsibility of developing policy and rules of conduct usually falls upon
the chief, a more effective process would be to include elected officials, the chief of
police, and the officers. Additional benefits may be derived from the development of a
labor management committee.

A labor management committee may serve to improve the relationship between the city,
police administration, and the bargaining unit. If this committee is properly established
and functions effectively, it will provide the best avenue to improve productivity, increase
morale, reduce grievances, and improve the overall environment within the working unit.

There is an alternative to the labor management committee. As each section is edited
or drafted, it should be placed in a binder and placed in the squad room. An order
advising personnel that the rules and regulations are being revised and that their input
is being sought should accompany the first section. Personnel should be made aware
that any comments or suggestions they might have are encouraged and will be given
serious consideration.

As stated earlier, the policy manual should contain a mission statement, table of
contents, the organizational structure, job descriptions of those individuals the policies
are drafted to assist, chain of command, a method for dissemination of information,
rules of conduct, and policy and procedure.

Erie’s policy manual is divided into five sections:

Introduction

Standards, Ethics, & Personnel
General Police Work

Use of Force
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Special Operations
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The introduction contains six pages. These pages discuss the value the policy manual
has, and explain it can only be effective if supervisory personnel and the rank and file
abide by these rules and regulations. There is also an explanation on how to use the
policy manual, and a page for suggestions to the manual.

Section 2, standards, ethics and personnel begins with a mission statement followed by
Six objective statements established to accomplish the stated mission. The mission of
the organization provides the legitimate basis to exist and forms the basis upon which
the professional ethics, rules, regulations, operating policies, procedures, and practices
of the agency rests. The mission is functionally defined by the powers established by
legislated authority, as well as the demands the public makes upon the organization for
services. Defining the mission is the direct and ultimate responsibility of the
administration, and is an interpretation of public demands and the delivery of expected
services.

A formalized system of dissemination of information is an absolute necessity. It is
important to note section 2 also contains and describes a departmental directive
system. An organization chart also appears in this section.

Since the title of this section is “standards, ethics & personnel”, one might logically
expect to find job descriptions cited here. There are no job descriptions in any section
of this manual.

It is the responsibility of the city to provide its employees with current, clearly defined job
descriptions. The job descriptions should accurately define the job tasks and
responsibilities for each position. When both the employer and employee have a clear
understanding of expectations, the job performance of any position can be addressed.
Since the job descriptions are not part of the policy manual, employees may not know
they exist or where to find them.

Use of Force Policies - The policy manual does contain the majority of the rules
commonly found in police department manuals. When a policy Manual is reviewed,
particular concern is given to the areas presenting the greatest liability. Two of those
areas are the “use of force” and “police pursuits”.

Use of force is a very difficult issue with which to deal. Material is available that makes
this issue somewhat easier to address. One source of information is PPCT (Pressure
Point Control Tactics) management system. This material was published in 1985 and
remains one of the best sources of information on this subject. PPCT has drafted a
model policy on this issue.

The use of force continuum recommended by PPCT Management System, a nationally
recognized expert in the use of force, is as follows.

1. Verbal Direction - Most situations can be resolved through good communication
skills or verbal direction. Mere presence of an officer and proper verbal direction
may be sufficient.
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2. Empty Hand Control
Soft Empty Hand Control - techniques that have minimal implication of injury

Hard Empty Hand Control - techniques that have a higher probability for subject
injury

3. Intermediate Weapons - use of impact weapons & chemical agents

4. Lethal Force

The establishment of a use of force continuum is currently being questioned. Recently,
two articles that have been published arguing continuums have outlasted their
usefulness. These articles state that the problem posed by continuums rests with the
way judges and juries view continuums. The articles state that judges and juries view
continuums as a requirement, meaning that the officer must pass through every step in
a natural progression. None of these continuums require this progression. A continuum
simply identifies levels of force available to the officer to address varying levels of
resistance.

Realistically, officers are faced with situations that can go from a peaceful conversation
to an all-out brawl or gun battle in a matter of seconds. The use of the continuum
should include provisions for immediate progression to better represent actions officers
must take.

The department’s “use of force policy” was reviewed. The first section should be a
statement of policy. Five sentences comprise the two paragraphs, but they fail to make
a policy statement.

The next section, “discussion”, actually contains two sentences which define part of the
policy statement. Those statements are:

This Department recognizes and respects the value and dignity of all human life
without prejudice to anyone. It is also understood that vesting officers with the
authority to use reasonable force and protect the public welfare requires a careful
balancing of all human interests.

The finishing statement to complete this policy statement is:
Therefore, it is the policy of this department that police officers shall use only that

force that is reasonably necessary to effectively bring an incident under control,
while protecting the lives of the officer or another.
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There are four procedural statements outlined in this policy. Each of these procedural
statements contains one of the following words: “however,” and “unless or except that”.
These denote some type of exception, which further complicates the procedure. For
example, procedure 2 states:

“A peace officer making an arrest pursuant to an invalid warrant is justified in the
use of any force which he would be justified in using if the warrant were valid,
unless he knows the warrant is invalid.”

If a police officer serving a warrant knows it to be invalid, there is a real problem. If this
is truly a concern, then the rule, not necessarily in this section, should read:

Prior to serving any warrant, the officer shall contact the issuing authority to
insure that the warrant is current and valid.

The remaining exceptions in this policy can be rectified just as easily.

On page five of this policy, deadly force considerations are found. it is interesting to
note that while “deadly force” is defined, other lawful, and less than lethal force is not.
“Use of force” policies commonly define both of these types of force. This should be
corrected to include a definition of the lawful “use of force” by an officer.

The final two paragraphs in this section are “firing from a moving vehicle” and “firing into
a moving vehicle”. Both cite “extreme situations”, but there is no definition or
explanation of an extreme situation. Rules are to provide guidance. Without any
explanation of an extreme situation, it is difficult to ascertain how an officer is to know
when he is confronted with one and is authorized to act accordingly.

Reporting Use of Deadly Force - The next section to be addressed is entitled “reporting
use of force.” The first sentence begins with, “Members employing the use of deadly
force”. The remaining content of this section relates to deadly force. The title of this
section should be edited to reporting use of deadly force. Reporting the “use of force”
should not be neglected as a policy topic.

Pursuit Policies - The pursuit policy was also reviewed. This policy is well written and
covers all the aspects of a pursuit. The department has also made use of outside
resources (helicopters) to assist in apprehending fleeing vehicles

Tactical Folding Knives - There is one policy in this manual unique to the consultants.
The policy manual specifically addresses tactical folding knives. It authorizes each
officer to possess and use a tactical folding knife, both on and off-duty. There are no
procedures outlined to support this policy. There are specifications as to the types of
knives the officers are permitted to carry, including switchblades.
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As a result of discussion with the chief, the basis for this policy was discovered. This
policy was recommended by a hand to hand combat instructor that the department
brought in. Department personnel are in fact trained in the use of knives.

As stated earlier in this document the procedures should provide the information to
assist the employee in achieving the policy. Each of these four statements contains an
exception to the stated rule. This places an additional burden on the employee. These
statements should be reworded.

Reqular Review of Department Policies - Once a complete manual has been drafted
and officially adopted, council must then realize these materials need reviewed on a
regular basis to keep them current and continue to provide proper direction to
department personnel. The passage of a new law or a recently rendered court decision
can necessitate the revision of policies, procedures, rules, or regulations. For example:

1. As of December 5, 1994, Pennsylvania law mandated every police department
must have a Domestic Violence Policy. (The consultant found two sections on
Domestic Violence, one entitled Spouse Abuse, and the second, Mandatory
Procedures in Domestic Violence Cases.) The second section complies with the
mandate, but the fact that the first section remains could result in confusion.

2. Act 154, known as the Police Pursuit Policies Act, was passed December 27,
1994. This act requires police departments to develop and implement written
policies for the pursuit of offenders. The Act requires that certain procedural
elements be included in each policy.

3. The Crime Bill of 1994 also affects the content of domestic violence policies and
the handling of domestic violence incidents. Specifically, it makes it a violation of
federal law for the individual who is the subject of a court issued PFA to possess,
purchase or carry a firearm. The unique problem is this, “What if one of your
officers becomes the subject of a court ordered PFA?” Both of these issues need
to be addressed in a domestic violence policy.

4. Changes in Handling of Juveniles - A variety of laws have been passed in 1996
specifically dealing with changes in the handling of juveniles. These new laws
permit law enforcement officers to fingerprint juvenile offenders for a wider range
of offenses, and permits departments to share juvenile information more readily
with other law enforcement agencies. The section in existence is primarily
concerned with how juveniles are held while in custody.

5. Zero Tolerance Law (passed in July of 1996) - This new law has affected three
different sections of the motor vehicle code relating to minors (anyone under the
age of 21 years) who operate vehicles with alcohol in their system. This law
permits the arrest of a minor for drunk driving when their blood alcohol is 0.02 or
higher.
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6. On September 30, 1996 President Clinton signed the Omnibus Appropriations Bill
(H.R. 4278). Section 658 bans individuals convicted of most criminal acts,
involving domestic violence, from owning or possessing a firearm. This law makes
no provision for applying this ban only to convictions after September 30, 1996.
Law enforcement officers are specifically not exempted from this prohibition. This
section can have serious implications on current personnel who have a previous
conviction relating to domestic violence. Department should also carefully screen
all new applicants for any such convictions.

This ever-changing environment mandates procedures be developed that require an
annual review of policies, procedures, rules, and regulations.

Every municipality seeks to protect itself by purchasing liability insurance. Insurance
carriers require certain policies exist covering specific issues. The following list was
developed after reviewing insurance applications from four such liability carriers. The
items in bold type are those found in the department’'s manual. The specific policies
commonly requested include the following:

* Use of non-deadly force

e Use of deadly force

¢ Complaint review

* Vehicle "HOT" pursuit

e Domestic violence

* Aids

e Off duty conduct & powers of arrest
¢ Post shooting procedures

* Transportation of prisoners

* Evidence control

* Emergency vehicle warning device