RPS Subcommittee A - Meeting #9

Monday, December 20 | 4:30-6:00 pm ET

RPS Subcommittee Attendees: Travis Brooks, Laura Lewis, George Mcgonigal, Rob
Gearheart, Mary Orsaio, Tim Little, Harry Smith

CPE Attendees: Josh Young, Hans Menos, Lillian Hua

MEETING PURPOSE:
e Discuss unarmed responders’ workload and responsibilities, and identify suggested
number of unarmed hires for pilot program
e Begin discussing un/armed officers’ community engagement strategies

AGENDA & NOTES:
4:30-4:40pm Welcome | All
e Check-in

4:40-4:45pm Housekeeping | Lillian
e Next meeting is Monday, December 20 at 4:30-6:00pm EST
e Subcommittee working sessions
o January 3 (M) 4:30-6:00pm EST
o January 10 (M) 4:30-6:00pm EST
o January 20 (Th) 6:00-7:30pm EST
o Review of Subcommittee Recommendations: January 31 (M) 6:00-7:30pm EST
e What do we still have to cover?
o Unarmed officers’ workload and responsibilities (today, Jan)
Community engagement strategies (today, Jan)
Beat design: Finish establishing guiding principles (mid-Jan)
Beat design: Analysis (mid-January)
Laying out models for shift assignments for after the contract expires in 2023
(Jan)

O O O O

4:45-5:30 Unarmed Responders Workload and Responsibilities | All
e Unarmed responsibilities workload per spreadsheet recommendations
o What are public safety needs that have been identified by Ithaca communities,
but are currently not addressed by IPD call types?
m  Community Service Officers, Mental health responders, Homelessness
and substance abuse specialists, Gorge rangers
o - | think what we’re looking for something that is a combination of
Community Service Officers and Mental Health Responders
m  Unarmed officers could deal with admin, reports, etc. but if the bulk of
their work is with mental health clients then it would be appropriate
m  Some officers have the appropriate training in social work but many could
use more
o - People could be trained in many different things but should also be
centered around a certain skillset - should be cautious in defining too broad a
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brush
o - Agree - we should be working with the community but not duplicating roles
m Training and skillsets is important, e.g. de-escalation
m | answered joint response to quite a few call types, since we expect that
they can shift depending on the situation
o - | want to err on the side of caution in assigning unarmed officers’
responsibilities. An officer was killed on a welfare check 25 years ago - that’'s one
too many, and one more is all it would take to derail the whole program
- Agreed - an officer could leave once it’s clear a situation is not a risk
Q: How are warrants taken care of?
m Josh: Typically by parole officers, and these checks are rarely ever
violent.

e Want to flag that it’s not an either/or, contrary to how the WG has
been discussing it. Things can go south. Officers could appear
initially and then leave once it's secure

o - What do the unarmed officers have authority to do?
m Josh: That's something we need to look into - and perhaps invest funding
into training/certification

e Would be good to check in with Tim Little

o - | see a need for armed and unarmed officers to work together, especially
given that workloads can ebb and flow

n - Agree, even if the unarmed unit is small, collaboration will be
important

[ Agree
[ Something we haven’t discussed is evidence gathering.

Unarmed officers could do investigative work, talk to the community, etc.
m Josh: In England, there are PSOs - they investigate crime scenes, make
reports, etc. and are unarmed
o Josh: Should we continue discussing training and certifications? Do we like the
name of CSOs?
[ - We do have CSOs already - it would be good to get a read on that.
Can we get a job description or responsibilities of current CSOs?
e Josh: Will reach out to Schelley to get this
= [ 't would be useful to get senior IPD officers’ input on this - what
do they think, and what would be useful to have offloaded
= [l This is worth clarifying - names are definitely important, and
causing controversy now
m  Who to reach out to?
o [ Scott Garin, John Joly, and/or Vince Montecello (sp?).
Someone with supervisory experience about call types
° - And Natalia, who is current outreach worker. Tammy Baker
is outhouse now but was also outreach worker
o I Vary would be my choice
o - We should put out recommendations and take some control on the org

CONFIDENTIAL CPE-0000023



chart around naming conventions, responsibilities, etc.
= [l 't's the CSOs who were moved to under DPW. Community

outreach workers are currency funded by the county.
= [l LEAD is under the City’s budget but grant funded for 3 years.

O

® 12/16 (Thursday) notes
o Our analysis suggests hiring additional 5 unarmed officers for the pilot
m  Rob: 5 feels small to me. I’'m concerned that having too few will limit the number of people
available at any given time, or limit how often this service is available.
e Balance between armed and unarmed services
= [l Unarmed unit would collaborate with LEAD and other programs, but wouldn’t be
housed together in the new department. The opportunity for collaboration between all 4
entities - Community Outreach, LEAD, IPD, new unarmed unit - would however be
Substantial. If the new unarmed unit has too many officers, then people might think their
responsibilities transgress LEAD and Community Outreach’s.
m Josh: Let’s put up some guardrails around these models to delineate their roles
e  Outline unarmed unit’s responsibilities, values, mission so their tasks do not
bleed into other things over time - and a few other things
o Community Service Officers
m  Expand number of CSOs
Behavioral health responders
“Gorge rangers” - unarmed force might support this program
m  Weakness of gorge rangers is their inability to enforce laws
e  How many officers are on leave?

o Include in the final recommendation: how many officers are on patrol, are on leave, how the actual
workload affects the analysis, how these actual numbers compare to and nuance the analysis
numbers, etc.

o - We’ve been given numbers of around 18-20 for number of officers who are out: military,
maternity, etc., but long-term injury is the one that is really taking up bandwidth

m  State regulations make it difficult to move those people to retirement

5:55-6:00pm Community Engagement Strategies | All

5:55-6:00pm Wrap Up | All
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What is a beat?

A beat is the territory that a police officer patrols. Beat policing is based on fraditional
policing models developed in the late 19th and early 20th century, and utilizes the close
relationship with the community members within the assigned beat to strengthen police
effectiveness and encourage cooperative efforts to make a safer community.

Ithaca'’s Patrol Division (sourced here)

The mission of the Patrol Division is to improve the quality of life in the Ithaca community
while working within the framework of the United States Constitution, New York State
laws, and local Ithaca city codes. Officers assigned to the Patrol Division are proactive
in their approach to helping serve the Ithaca community and work hard to ensure
public safety is not compromised. You will find officers that are active in their assigned
sectors; getting to know employees, business owners, and developing working
relationships with the people in their sector neighborhoods. The Patrol Division responds
to more than 20,000 calls for service each year.

The Patrol Division is the largest and most visible division of the Police Department. It has
3 platoons:

B-Line 7 a.m.-3 p.m.

C-Line3p.m.-11 p.m.

A-Line 11 p.m.-7 a.m.
Each platoon consists of 1 Lieutenant, 2 Sergeants, and 12 officers. The patrol officers
are currently assigned to permanent shifts with rotating days off. The city is divided into
4 sectors and 2 walking posts. Officers cover their respective sectors and posts using
cars, bicycles, and foot patrol.

An image of the Ithaca Police Department’s current beat/patrol design can be found

below. A higher-definition PDF can be found here in the shared Subcommittee drive as

well.
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Guiding Principles Questions

The subcommittee should try to have a comprehensive discussion and reach some

consensus around the topics below, with the understanding that the notes taken here

will be translated by a technical writer into the subcommittee’s recommendations.

How might officer
workloads currently be
imbalanced by the beat
designe Where is there
excessive variation?

- Sergeants have supervisory discretion as to who is
assigned to beats.

- If there is a sense that some officers are not pulling their
weight, how does that affect their beat assignment? Think this is
related to culture shifts of the whole department.

Should individual officers
be assigned to specific
beats long term, or does
it change periodically?

[l Officers should rotate in and out of various beats so
people (especially newer recruits) aren't left with *easy” or
relatively relaxed beats.

- If you assign someone a walking beat and they don't
want to be proactive, they will do their best to not be
proactive. But an officer who wants the walking beat will do it
well. Maybe they receive some sort of incentive for doing so
and get a e.g. 4 month tenure on it. Should it be randomized or
assigned/incentivized?

Hans: Both might be good; deliverables might be effective.
Recent example of an officer handing out business cards with
QR codes for people to rate how they're doing re:
communicating with the community, etc. If supervisors reframe
what they want from officers to be “communication and
engagement with the community” instead of “gun arrests,” it
could change things.

° - Metrics and such are hard because if officers are
e.g. down on a quota, they might just end up pulling
over whomever. | don’'t want arrests and such to be
prioritized over de-escalation, etc.

- | like the incentives ideq, | like the quesﬂons- raised.
People being assigned something they don’t want to do is a
fundamental problem - incentives might help. You also have to
hold people accountable. When | look at the structure of
Ithaca, there are only so many places you could be effective
on foot. A few hotspots are downtown but most are on the Hill.
Also, beats made decades ago don't represent where people
actually live in the community now. There are good,
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implementable ideas being suggested to quantify and
promote community engagement.

How should the design of | Hans: Most foot patrols in Philadelphia were focused on hot

the beats facilitate spots/"problem areas,” with the idea that foot patrols would be
community policing? Do | more effective at deterring crime and violence. Foot patrol
officers have specific consisted of district officers; they did not constitute their own
assignments for unit. They found that this did decrease the problem, albeit
community policing sometimes shifted the problem.

within their beat (e.g. I | ihink we really need to listen to IPD, since they do this
attending community work.

meetings) ¢

Should call diversion and - Not sure, because we need to see the descriptions and
expanded alternative figure out how they will be most useful.
response systems affect
beat design? If so, how?

- Is it possible or beneficial, instead of having 12 officers/platoon, for day or evening shift
to have more bodies than the 11-7 shift?

| don’t think so - when something happens at night, it's very hard to reach people or find
enough assistance. Even though call volume is lower, there are also fewer resources available
(ex. there are currently no investigators, investigative supervisors, etc.). Night shift would benefit
from having more resources

Rob: Perhaps looking at a zone and identifying certain places where you can expect officers to
get out of their car to engage people would be helpful. There is a lot of pedestrian traffic in
certain places; if officers were engaging there it'd be great.

| can’t imagine that we would want officers who don’t want to talk to people; it's a
fundamental part of the role.

It's important that a cultural shift in the department and an acknowledgement of what
culture is valued play a fundamental role. It seems important that all officers respond when there
is a crisis. It's important that we have metrics to ensure that needs are being met, but that they
aren’t seen as quotas to be met.

Our most important charge is not changing the name but changing the culture of IPD. |
would love to see officers walking in West Village, Chestnut, my ward. Let’'s say someone is in
West Village walking, then goes to Chestnut, walks, gets to know people, then goes downtown.
Is that practical? Is that something one person could do?

No, because we don’t have enough people.
When you say at our current levels, who do you mean?
If we were back up to 12-12-12 on our platoons, then it'd be possible and would
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really change things. But we have so many officers out that there is no way people can get out
of their calls and walking beats.

- Agree - what’s on paper does not accurately show who is showing up to work. My
understanding is there has been real displacement of people of color in particular; there used to
be a more spread out population of Black and brown community members, who are now more
concentrated in West Hill. There has been population growth as a whole, but in the central part
of the city, there is more housing being built and correspondingly will have greater population
density, so needs may shift.

I B hit the nail with where walking beats would be helpful. Capacity is an
issue but let’s think about this long-term. | do want to get into some ideas about how we can
increase and build relationships between officers and the community. This whole thing falls flat if
we don’t figure that out.
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