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Introduction

Police services are provided to communities in the United States in a patchwork of methods: there
are state and large metropolitan agencies; sheriff and countywide police departments; and most
commonly, small municipal police departments, many of which operate on a part-time basis. In
the Commonwealth of Massachusetts, there are 331 law enforcement agencies with 19,650
employees of which 14,915 are sworn officers; nationwide, 13,051 agencies employ 902,410,
including 626,942 sworn officers.’

One of the most critical responsibilities of local governments is establishing the correct level of
‘police service for their communities. Based on assessment of the community’s needs, they must
determine the staffing levels necessary to respond to calls for service and emergency incidents
and to provide an appropriate level of proactive patrol within the constraints of limited municipal
budgets. It is critical in the current climate that municipal officials look at all options to ensure that
public safety services are delivered in the most effective and fiscally sustainable manner.

The Massachusetts towns of Deerfield, Sunderland, and Whately share borders and are no
strangers to shared municipal services. The communities are all part of the Union 38 School
District, which also serves the Town of Conway, and share a regional combined high school and
middle school, the Frontier Regional School. They also jointly serve the senior citizens of the three
communities through the Frontier Councils on Aging Consortium, a long-time collaborative effort
that operates a senior center in a former school building in South Deerfield. In 2013, the towns
approved the consolidation of their emergency medical services (EMS) into a regional entity,
South County EMS, which became operational in 2014.2

The towns requested funding from the Franklin Regional Council of Governments (FRCOG) to
seek consultant services to explore options for shared services among their three police
departments. FRCOG is a regional organization offering a variety of programming, products and
services, both on the municipal and regional level, to its member towns. It serves 26 towns in
Franklin County, located in the upper Connecticut River Valley in Western Massachusetts, the
most rural county in the Commonwealth.

FRCOG retained The Novak Consulting Group (TNCG) to assess potential benefits or obstacles
associated with consolidation or sharing of personnel, facilities, or equipment between the three
police departments. This study is intended to be a preliminary review of a complex process.

To conduct this analysis, TNCG reviewed data regarding calls for service, staffing, scheduling,
and budgets from the three police departments. TNCG also conducted field work, meeting with
the respective Chiefs of Police, Town Administrators, and elected officials, and visiting the towns’
police facilities.

This has enabled TNCG to develop a preliminary understanding of the areas served by the three
police departments, the desired levels of service from the perspectives of both staff and elected
officials, the financial constraints within which the towns operate, and the challenges faced by the
departments. The result is several recommendations aimed at providing both municipalities with
options for full or partial consolidation of their police departments.

' U.S. Department of Justice, Federal Bureau of Investigation, Crime in the United States 2013, Tables 77 and 78.
2 In another example of intermunicipal collaboration, the Town of Deerfield partnered with the towns of Greenfield and
Montague in 2013 to share the services of an Animal Control Officer.
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Summary of Current Operations

The Town of Deerfield, the Town of Sunderland, and the Town of Whately have a history of
cooperation in public safety and in other areas of local government. While there are similarities
between the three towns, there are important distinctions as well, especially regarding the delivery
of police services. Profiles of each community and their demand for police services are
summarized below.

Town of Deerfield
The Town of Deerfield was settled in 1673 and incorporated in 1677. It operates under the open
town meeting form of government, with a three-member Board of Selectmen. Under this form of

government, an annual Town Meeting, open to all residents, is essentially the legislative body for
the town, and decides three major items:

e |t sets the salaries of elected officials.
= It votes to appropriate money for town operations.
e |t votes on the town’s local statutes.

All town residents are eligible to vote on all matters. The Board of Selectmen consists of elected
officials who serve as the town’s executive officers. They may call town meetings; supervise town
employees; and may appoint a Town Administrator to administer town operations under their
supervision.®

The total area of the Town of Deerfield is 33.4 square miles, of which 32 .4 square miles is land,
and it includes the villages of South Deerfield and Old Deerfield. The population of 5,125 people
consists of 2,053 households and 2,181 housing units, with an average population density of
153.4 per square mile. Median household income is $76,726, and per capita income is $35,998.
Approximately 4.6% of individual residents are considered living below the poverty line.*

The Town of Deerfield Police Department is currently staffed by 24 employees — eight full-time
sworn, 15 part-time sworn, and one civilian — allocated as follows:

One full-time Chief of Police

Two full-time sergeants

Five full-time police officers

15 part-time police officers

One Administrative Assistant

Full-time police officers and sergeants are covered by a collective bargaining agreement
between the Town of Deerfield and the Massachusetts Coalition of Police.®

The Police Department is responsible for all aspects of policing within the town, including the
investigation of crimes other than homicides.® The Massachusetts State Police provides forensic
assistance as well as investigative support, but investigations remain under the department’s

3 “Citizen’s Guide to Town Meetings,” Commonwealth of Massachusetts, Secretary of the Commonwealth,
hitp://www.sec.state.ma.us/cis/cistwn/twnidx.htm
4U.S. Census Bureau, 2009-2013 5 Year American Community Survey
® The collective bargaining agreement also covers a position referred to as “the permanent part-time police officer
position (the ‘part-time plus’ position), “an officer who regularly works more than 24 hours per week.
& The District Attorney is charged with the investigation of homicides, with the exception of certain designated cities in
the Commonwealth, under Massachusetts General Law Title VI, Chapter 38, §4.
The Novak Consulting Group
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jurisdiction. Investigations are typically handled by the reporting patrol officer. However, a
sergeant is responsible for reviewing cases, and if he determines that an investigation requires a
higher level of experience, he will reassign the case to a senior full-time officer.

The Police Department is housed in a wing of Town Hall at 8 Conway Street in South Deerfield.
The department is equipped with six vehicles: one Sport Utility Vehicle (SUV) assigned to the
Chief of Police, and three SUVs and two sedans assigned to patrol. Department vehicles are
equipped with Mobile Digital Terminals, as well as first aid kits and Automatic External
Defibrillators (AEDs).

The Police Department’s operating budget for Fiscal Year 2015 is $756,790. Of that, $679,790 is
allocated for police salaries and $77,000 for expenses.

During the past three years, the department has responded to an average of 2,637 calls for
service annually. The call volume for 2012, 2013 and 2014 is detailed below:

e 2012: 2,723 calls

e 2013: 2,615 calls

e 2014: 2,573 calls

Emergency calls are dispatched by Shelburne Control, a centralized regional dispatch center
operated by the Commonwealth of Massachusetts. Consequently, these statistics reflect only
those calls received and dispatched by the dispatch center. They do not include calls received
directly by the Police Department, self-initiated calls, administrative tasks, or other items, which
the department's records indicate would bring the total call volume to an average of 11,310:

e 2012: 11,972 calls

e 2013: 8,039 calls

o 2014: 13,919 calls

In 2013, the last year for which Uniform Crime Reports are currently published, Deerfield reported
seven violent crimes (two Robberies and five Aggravated Assaults) and 86 Property Crimes (16
Burglaries, 67 Larcenies, and three Motor Vehicle thefts).”

The department provides coverage by two officers seven days per week, 24 hours a day. One
officer is assigned to patrol the village of South Deerfield: the other covers the remainder of the
town and Old Deerfield. The Chief of Police works during the day shift, Monday through Friday,
and a sergeant is assigned to evening shifts seven days a week. One sergeant works four evening
shifts, followed by two days off; the second sergeant also works four days followed by two days
off, but performs two evening shifts weekly, when the other sergeant is off, and two day shifts.
Patrol officers perform 8.5 hour shifts on a rotating basis, working four days followed by two days
off. One full-time officer works day shifts; one works evening shifts; one works midnight shifts;
and one works a split schedule of two evenings and two midnight shifts. As of August 17, 2015,
one officer has been assigned as a School Resource Officer, working day shifts Monday through
Friday (with every third Friday off); that position is funded by a grant from Deerfield Academy. All
other shifts are filled by part-time officers. Based on staffing needs, part-time officers typically
cover between 40 and 90 shifts per month. The following table illustrates typical scheduled
coverage (since officers work a 4/2 schedule, their days off change; this is an illustrative snapshot
view of coverage).

7 Federal Bureau of Investigation Uniform Crime Reports, “Crime in the United States 2013,” Table 8

The Novak Consulting Group
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Table 1. Typical Deerfield Shift Schedule Coverage

Chief Chief Chief Chief ~ Chief

Day S§’T9§"g‘t . PTPO FTPO#3 FTPO#3 FTPO#3 FTPO#3 PTPO
Shift L PTPO PT PO PT PO PT PO P PO .. i FPEPO
o~ _ FTPOSRO FTPOSRO FTPOSRO FTPOSRO FTPOSRO :
Evening Sergeant Sergeant Sergeant Sergeant Sergeant  Sergeant FT Sergeant
Shift FT PO #4 PT PO PT PO FT PO #4 FT PO #4 PO #4 FT PO #4
Midnight FTPO#1 FTPO#2 FT PO #2 FT PO #1 FT PO #1 FTPO#1 FTPO#
Shift =~ PTPO PT PO PFRPOsSE S P PE) PT PO PT PO PT PO
Town of Sunderland

The Town of Sunderland was settled in 1713 and incorporated in 1718. It is also operates under
the open town meeting form of government, with a three-member Board of Selectmen. The total
area of the town is 14.7 miles, of which 14.2 square miles is land. It borders the Town of
Williamsburg on the east. The population of 3,684 consists of 1,648 households and 1,729
housing units, with an average population density of 250.6 per square mile. Median household
income is $47,000, and per capita income is $28,057. Approximately 21.2% of individuals are
considered living below the poverty line.®

The Town of Sunderland’s Police Department is currently staffed by nine employees — five full-
time sworn, three part-time sworn, and one civilian — allocated as follows:

One full-time Chief of Police

One full-time sergeant

Three full-time police officers

Three part-time police officers

One Administrative Assistant

Part-time staffing is low at this time. Typically, a complement of six to as many as 10 officers on
staff is available for deployment.

Full-time police officers and sergeants, as well as part-time police officers, are covered by a
collective bargaining agreement between the Town of Sunderland and the Massachusetts
Coalition of Police, Local 378.

Like its neighboring agencies, the Sunderland Police Department is responsible for all aspects of
policing within the town, including the investigation of crimes other than homicides.® The
Massachusetts State Police provides forensic assistance as well as investigative support, but
investigations remain under the department’s jurisdiction and are assigned to the reporting officer.
The level of effort that is devoted to case follow-up is limited by staffing constraints; cases are
investigated only when resources allow.

The department is housed in a public safety building, shared with the Fire Department, at 105
River Road in Sunderland. It is equipped with four vehicles: one SUV and three sedans. The
vehicles are not equipped with Mobile Digital Terminals. However, the department recently

8 U.S. Census Bureau, 2009-2013 5 Year American Community Survey
® The District Attorney is charged with the investigation of homicides, with the exception of certain designated cities in
the Commonwealth, under Massachusetts General Law Title VI, Chapter 38, §4.
The Novak Consufting Group
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acquired iPads, which are in the process of being installed in department vehicles to provide a
level of digital communication.

The Police Department’s operating budget for Fiscal Year 2015 was $346,380.60, of which
$317,506.87 was for salaries.

During the past three years, the department has responded to an average of 1,448 calls for
service annually. The call volume in 2012, 2013 and 2014 is detailed below:

e 2012: 1,418 calls

o 2013: 1,524 calls

e 2014: 1,403 calls

As in Deerfield, emergency calls are dispatched by Shelburne Control. These statistics reflect
calls dispatched by Shelburne Control; the department does not separately track calls received
directly by the department, self-initiated calls, or administrative duties.

A review of the Uniform Crime Reports published by the Federal Bureau of Investigation®
indicates that crime data has not been reported for the three most recent years for which data has
been published (2011, 2012, and 2013)."" In 2008, the last year for which statistics were published
for Sunderland, the town reported 14 violent crimes (one Robbery and 13 Aggravated Assaults)
and 43 property crimes (21 Burglaries, 19 Larcenies, and three Motor Vehicle Thefts)."2

The department attempts to provide coverage of the town on a 24 hour per day, seven day per
week basis. The Chief of Police normally works the day shift, Monday through Friday. The
sergeant works 3:00 PM to 11:00 PM Sunday through Thursday. One full-time officer works the
midnight shift from Sunday through Thursday; a second officer works the midnight shift on
Monday and Tuesday, and from 7:00 PM to 3:00 AM Thursday through Saturday. One full-time
officer works the day shift from Tuesday through Thursday and the evening shift on Friday and
Saturday. Part-time officers and a limited amount of overtime are used to fill open positions. A
civilian clerk works 30 hours per week, Monday through Thursday. The table below illustrates
typical scheduled coverage.

Table 2. Typical Sunderland Shift Schedule Coverage

Chief

E : Chief Chief ¢

Day Shift PT PO Chief FT #:I;O FTPO#3  FTPO#3 Chief PT PO
Evening G FTPO FTPO

Shift Sergeant Sergeant Sergeant Sergeant Sergeant #3 #3
Midnight FT PO FT PO FT PO

Shift VFTPO #1 .FT PO #2 ® FT PO #1 FTPO #1 # #1
FT PO FT PO

7 PM — 3AM FTPO#2 # #

Limited funding for overtime and part-time salaries results in an average of 15 to 20 unstaffed
shifts per month. Limited funding for fuel restricts the number of miles driven on patrol vehicles.

'% Federal Bureau of Investigation Uniform Crime Reports, “Crime in the United States 2011, 2012, 2013 Table 8
' Although participation in the Uniform Crime Reporting system is technically voluntary, it is common practice for
police agencies to report this data.

'2 Federal Bureau of Investigation Uniform Crime Reports, “Crime in the United States 2008 Table 8

The Novak Consulting Group
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When no officers are on duty, coverage and response to calls for service defaults to the
Massachusetts State Police.

Town of Whately

The Town of Whately was settled in 1672 and incorporated in 1771. It is also operates under the
open town meeting form of government, with a three-member Board of Selectmen. The total area
of the town is 20.7 square miles, of which 20.2 square miles is land. The population of 1,496
consists of 626 households and 661 housing units, with an average population density of 72.3 per
square mile. Median household income is $80,298, and per capita income is $36,054.
Approximately 4.8% of individuals are considered living below the poverty line."

The Town of Whately’s Police Department is currently staffed by nine employees with one
vacancy — two full-time sworn, seven part-time sworn, and one part-time sworn vacancy —
allocated as follows:

e One full-time Chief of Police

e One full-time sergeant

e Seven part-time police officers (plus one vacant position)

The department also has four Reserve Officers and an Animal Control Officer.
Department personnel are not covered by a collective bargaining agreement.

Like its neighboring agencies, the Whately Police Department is responsibie for all aspects of
policing within the town, including the investigation of crimes other than homicides.’ The
Massachusetts State Police provides forensic assistance as well as investigative support, but
investigations remain under the department’s jurisdiction. Cases are assigned to either the Chief
of Police or the Sergeant; however, the department’s budget does not allow for flexibility in the
use of overtime for case follow-up.

The department is housed in a building located at 77 Christian Lane in Whately. It is equipped
with two vehicles, both marked sedans. The vehicles are not equipped with Mobile Digital
Terminals.

The Police Department’s operating budget for Fiscal Year 2015 was $171,889, of which $147,404
was for salaries.

During the past three years, the department has responded to an average of 797 calls for service
annually. The call volume in 2012, 2013 and 2014 is detailed below:

e 2012: 836 calls

e 2013:810calls

e 2014: 746 calls

As in its neighboring agencies, emergency calls are dispatched by Shelburne Control. These
statistics reflect calls dispatched by Shelburne Control; the department estimates that it handles
approximately 700 calls monthly (calls received directly by the department, self-initiated calls, or
administrative duties), but was not able to provide precise statistics as of the time of this review.
However, on August 4, 2015, the department began publishing monthly statistics on its Facebook

13 U.S. Census Bureau, 2009-2013 5 Year American Community Survey
4 The District Attorney is charged with the investigation of homicides, with the exception of certain designated cities
in the.Commonwealth, under Massachusetts General Law Title VI, Chapter 38, §4.
The Novak Consulting Group
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