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Land Acknowledgement

The Reimagining Public Safety Working Group acknowledges that Ithaca and Tompkins
County are located on the traditional homeland of the Gayogoh6:n¢’ (Cayuga Nation).
The Gayogoh6:n¢’ are members of the Haudenosaunee Confederacy of sovereign
Nations that currently reside on this land. The Gayogohd:ng’ predate the formation of
the City of Ithaca, Tompkins County, New York State, and the United States of America.
The Working Group acknowledges the painful history of Gayogohé:ng', recognizes

the dispossession of Gayogohd:ng’ land, and honors the continued local presence of
Gayogoh6:no’ people and culture.
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In April of 2021, Common Council unanimously ap-
proved the creation of a new public safety agency.
This new agency would center the experiences of
the city’s marginalized and vulnerable populations;
focus police resources on crime solving and preven-
tion; and add a new unit of non-law enforcement first
responders to address public safety issues better
served through non-criminal justice interventions.

In June 2021, at the behest of Common Council,
then-Mayor Svante Myrick created the Reimagining
Public Safety Working Group, whose members repre-
sent the community, law enforcement, business, Com-
mon Council members, and students. As the selected
co-leads of the Working Group, we had the privilege of
shepherding the group to its suggestions for how the
new public safety agency could be implemented. Four
Subcommittees, which included additional communi-
ty members, were also created to independently build
implementation plans for specific areas of the new
public safety agency’s work.

Throughout the process, we were clear-eyed about
both the importance and difficulty of our task. For
too long, marginalized and vulnerable commu-
nities in the City of Ithaca have lived without the
true sense of peace and safety we are all promised.
Those same communities, along with allies from ev-
ery facet of our community, have been asking and
working for change to the city’s overreliance on
police to resolve non-criminal or non-violent pub-
lic safety concerns. These asks and this work came
many years before George Floyd’s May 25, 2020 mur-
der, the national event which sparked communities
across the country to re-examine their approach to
policing and public safety.
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While we understood the need and mandate for
change, we also understood the challenges of reimag-
ining a new way of approaching public safety. What
made Common Council’s groundbreaking resolution
exciting also made it daunting-very few communities
have attempted what the City of Ithaca is undertaking
with its new public safety agency. Even if the entire
Working Group was in total agreement on all key facets
of the new agency, the audacity of our task makes it a
hard endeavor.

And to be frank, while the plan below has a majority
of Working Group and Subcommittee support, the
suggestions were not unanimous decisions. We had
some very difficult conversations as a Working Group:
some thought our pace too fast, others too slow; some
hoped for more change, others wished for much of the
current public safety structure to stay intact; some
felt heard, others felt misunderstood. Through any
disagreement or difficulty, our ethos remained the
same: we would treat all Working Group members
with respect and dignity; we would honor the lived
experiences of all participants; and we would make
informed decisions democratically and transparently.

The result of this work is the below plan for a new city
agency for public safety. We believe this plan fulfills
our Working Group responsibilities as elucidated in
Common Council’s resolution and then-Mayor Myrick’s
charge to the group. We know this is just one step in
the reimagining public safety process, with other rec-
ommendations to follow suit in the coming months
and years.

Everything about the plan-the suggested new public
safety agency’s name; the role of the agency leader;

the structure of its police and non-police functions; the
resources to support training, equipment, technology,
and research-is designed to stand-up an agency that
will expand and enhance our city’s public safety ap-
proach, and keep as its beating heart the best interests
of those who call upon it in times of need.

We care deeply about the City of Ithaca. We believe
in all of its people. We put forward this plan with the
conviction that, if approved, it will provide a more ex-
pansive, inclusive and effective public safety reality
for every one of us.

Sincerely,

Eric Rosario & Karen Yearwood
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a Reimagining Public Safety Working Group was formed

(“the Working Group”) to “facilitate the replacement of the City of Ithaca

Police Department with a Department of Public Safety,” in accordance with
the first recommendation of the Reimagining Public Safety Plan.

Subscribers

As of February 2022 an email
list the City of Ithaca and
Tompkins County created to
keep the community apprised
on the process had just under
1,000 subscribers.

Meetings

The Working Group met

16 times to advance an
implementation plan for the
new public safety agency.
There were 4 subcommittee
meetings, each Subcommittee
met at least 9 times each.

Members & Advisors

Former Mayor Myrick named
the Working Group leaders from
various stakeholder groups in
Ithaca, including community
members. The Working Group
and Subcommittees have over
35 members and advisors.
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EXECUTIVE SUMMARY & SUGGESTIONS

sdfety.

This new agency would contain law enforcement officers
as well as non-law enforcement first responders. Born out
of a desire to center the city’s marginalized and vulnerable
populations, the vision for the new agency is to direct police
resources to the activities that require and merit law en-
forcement intervention, and to use the new unit of civilian
first responders to address public safety issues that would
be better served by a different expertise and approach. In so
doing, the agency will provide a better public safety reality
for all.

The suggestions contained within this report were deter-
mined by majority vote or consensus within the Working
Group, and by consensus within the four specific Subcom-
mittees. The Working Group and the Subcommittees were
made up of leaders from the community, law enforcement,
health and human services, business, and education. The
Working Group and the Subcommittees considered several
inputs in crafting these suggestions, including: their own
lived experience and expertise; perspectives gathered from
the community (especially from Black, Brown, and other
vulnerable community members); research evaluating evi-
dence-based practices in other jurisdictions; and analysis of
City of Ithaca data. In discussing and debating these sugges-
tions, the Working Group and the Subcommittees sought a
process that was inclusive of all stakeholders, that centered
the experiences of Black and Brown and other vulnerable
communities in Ithaca, and that reflected the best available
evidence on innovative approaches to reimagining public
safety.

This report details the implementation plan for
the City of Ithaca’s new public safety agency. In
accordance with Common Council’s April 2021
resolution, this implementation plan represents
the city’s next step towards reimagining public

The suggestions of the Working Group and the Subcommit-
tees to the Common Council are summarized as follows,
and are detailed in the body of this report:

» Naming a new umbrella city agency for public
safety:

o The new city agency for public safety should be
named the Department of Community Safety.

o Leadership of the new Department of Community
Safety:

0 The title of the leader of the Department of
Community Safety should be “Commissioner
of Community Safety”,

o The Commissioner of Community Safety posi-
tion should be filled by a civilian leader, who
brings a background in racial justice, social
work, public health, public or business admin-
istration, and demonstrates in-depth knowl-
edge of the intersections of race, public health,
and public safety.

o« Names and leadership structures of the two
Department of Community Safety units:

0 The two units of first responders within the
Department of Community Safety should be
titled the Division of Police (staffed by po-
lice officers) and the Division of Community
Solutions (staffed by civilian first respond-
ers).
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o The Commissioner of Community Safety
should oversee both divisions.

0 Reporting to the Commissioner of Commu-
nity Safety, the head of the Division of Police
should be called the Director of Police (who
may also be referred to as the Police Chief,
where necessitated by state law). Initially,
this division will consist of all existing staff
of the current Ithaca Police Department
(IPD).

0 Reporting to the Commissioner of Com-
munity Safety, the head of the Division of
Community Solutions should be called the
Director of Community Solutions. This divi-
sion should consist of unarmed civilian first
responders.

o Key responsibilities of the two Department of
Community Safety units:

o The Division of Police should retain key law
enforcement responsibilities, in particular
those calls that represent a serious threat to
public safety and/or that state law requires
be conducted by a police officer.

o The Division of Community Solutions should
respond to quality of life and other incidents
(including those involving referrals to men-
tal health or other social service providers),
and may also include law enforcement du-
ties that can be carried out by non-police
(i.e. the administration of certain kinds of
fines and penalties).

« Call delineation:

« The Working Group voted to delineate the follow-
ing call types between “armed” and “unarmed”
responses, but recognizes that these decisions
will need to be refined and adjusted under the
leadership of the Commissioner for Community
Safety, and based on factors including staff ca-
pacity, departmental policies, and further anal-
ysis of call types:

o The new Division of Police should respond to

the following calls for service (in alphabetical
order):

« Assault; Bomb Threat; Burglary; Crim-
inal Mischief; Dead Body; House Alarm
Triggers Police; Intoxication; Robbery;
Shots Fired; Stabbing; Warrant; Weap-
ons; 911 Call Hangup.

o The following call types should be handled

by unarmed responders, from the Division
of Community Solutions and other depart-
ments (in alphabetical order):

e Animal Bites; Animal Problem; Bad
Check; Child Abuse; Civil Complaint;
Escort; Fire Outside; Fireworks; Fraud;
Hazmat; Information; Local Law; Noise
Complaint; Parking Problem; Personal
Injury Collision; Property Check; Prop-
erty Complaint; Repossessed Vehicle;
Service Call; Special Detail; Theft of
Mail/Packages; Traffic Collision; Un-
classified; Vehicle Fire; Welfare Check.

o The following call types were categorized

as “it depends.” These call types should be
further analyzed to determine if they need
to be broken down into smaller categories
(new call types) in order to effectively delin-
eate a response, if they need an in-person
response at all, orif they merit a co-response
between armed and unarmed responders
(in alphabetical order):

o Assisting Another Government Re-
source; Disorderly Conduct; Dispute;
Domestic; Drugs; Harassment; Missing
Person; Overdose; Psychiatric; Sex Of-
fense; Suspicious; Traffic Complaint;
Traffic Offense; Transport; Trespassing;
Unsecured Premise; 911 Call with No
One Talking.

0 Ajoint response between the Division of Po-

lice and the Division of Community Solutions
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Born out of a desire to center the
city’s marginalized and vulnerable
populations, the vision for the new
agency is to direct police resources
to the activities that require and
merit law enforcement intervention,
and to use the new unit of civilian
first responders to address public
safety issues that would be better
served by a different expertise and
approach.

should be considered in cases which merit it
(for example, trespassing incidents where
there is a potential threat to public safety). A
co-response model will be determined under
the leadership of the new Commissioner of
Community Safety.

« Staffing level, beat design, and shift assignments
for the Department of Community Safety divisions:

o Forthe new Division of Community Solutions:

o The City of Ithaca should initially hire five
unarmed responders for the Division of Com-
munity Solutions under the Department of
Community Safety, with the Commissioner
of Community Safety to determine addition-
al staffing needs.

o Unarmed responders should have the title of
“Community Responders,” and be responsi-
ble for addressing calls that do not require
law enforcement expertise. These unarmed
responders should bring skills in community
engagement, de-escalation, crisis interven-
tion, and referral to mental health and social
service providers.

o The Division of Community Solutions may
be assigned beat assignments, but only as

appropriate to increase community engage-
ment, and to be concentrated within beatsin
which their services are most needed.

e For the Division of Police:

o The Division of Police should restructure its

beat design with the priorities of creating
an even distribution of 911 calls between
beats and incorporating walking beats, while
maintaining neighborhood integrity.

By the next collective bargaining process,
the City of Ithaca and it’s Police Department/
Division of Police should adopt the Pitman
shift assignment configuration® in order to
meet community needs, and maximize offi-
cer sustainability, efficiency, and equity.

¢ For both divisions:

o The Division of Community Solutions and

the Division of Police should work in tandem
to improve intra-departmental efficiency
and communications.

Responders from both the Division of Com-
munity Solutions and the Division of Police
should provide ten hours of paid service per
month to predetermined community service
sites; for patrol officers, the sites they serve
should be located within the geographic
boundaries of their beats.

Common Council should create a committee
or task force to further investigate details re-
garding implementation of these recommen-
dations, particularly the questions identified
by this Subcommittee as relevant but merit-
ing more consideration.

¢ Training for the Department of Community Safety:

o Training for staff of the Department of Commu-
nity Safety (including the Division of Police and
the Division of Community Solutions) should
emphasize a community-centered model which
prioritizes community protection through
de-escalation tactics, alternatives to use of
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force, trauma-informed approaches, mental
health awareness, holistic responses, and data
collection practices;

Training resources should focus on trainings
that are shown to have a positive impact on offi-
cer engagement with the community.

To better assess the impact of the recommend-
ed training, the Department of Community
Safety should establish an evaluation process
for its training program.

Information on the Department of Community
Safety’s annual training offerings and mandates
should be publicly listed.

o Equipment and technology needs for the Depart-
ment of Community Safety:

 In addition to the existing equipment and tech-
nology of the Division of Police and the start-up
equipment and technology necessary for the
new Division of Community Solutions, the new
Department of Community Safety should pro-
vide the following:

o Improvements to the online records man-
agement system (RMS);

o Speech recognition technology to make re-
port writing more efficient and accurate;

o A mechanism for reporting lower-priority oc-
currences online.

o Certain outcomes of Division of Police activ-
ities, disaggregated by race and other demo-
graphics;

o Complaints filed against responders from ei-
ther the Division of Community Solutions or
the Division of Police.

o The Department of Community Safety should

standardize data entry practices to align with
other city and county services, and consistently
and proactively input data into the city-county
data dashboard, as defined in the Reimagining
Public Safety Collaborative resolutions.

The Department of Community Safety should
establish partnerships with the Community
Justice Center and with academic institutions
in the Ithaca area to explore more complex re-
search questions.

The Department of Community Safety should
dedicate staff resources within the Depart-
ment of Community Safety to continue this
work (including leading the work in the above
suggestions, and contributing to the other da-
ta-related recommendations contained in the
“Public Safety, Reimagined” report), including
the hiring of a data analyst for the new depart-
ment.

¢ Research and data needs for the Department of
Community Safety:

o The Department of Community Safety should
collect and publicly report the following data:

o The type, number, and share of 911 calls by
response;

o Certain outcomes of Division of Community
Solutions activities, disaggregated by race
and other demographics;
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Executive order 203, the New York State Police Reform and
Reinvention Collaborative, compelled all jurisdictions with
a “police agency” to develop a plan to improve public safe-
ty policies and practices to better serve the community,
including addressing “any racial bias and disproportionate
policing of communities of color.” Local legislative bodies
were directed to vote on their plan and report to the Gover-
nor’s Office by April 1, 20212

In response to Executive Order 203, then-Tompkins County
Administrator Jason Molino and then-City of Ithaca Mayor
Svante Myrick convened a joint city and county collabo-
rative to assess the state of policing in their jurisdictions.?
This 40-person group, made up of individuals appointed
for their expertise, role, and ability to implement solutions,
convened in September 2020.* The collaborative, which also
included the Center for Policing Equity (a national nonprof-
it focused on racial justice in law enforcement practices)
sought to center its approach within the safety needs and
perceptions of the community, and with an eye towards re-
imagining (rather than reforming) what policing could mean
for public safety, equity, and justice for all. The collabora-

tive committed to recommending the kinds of systems and

structures necessary to achieve sustainable and meaningful
community well-being.

In February 2021, the collaborative released a report for
public comment, “Public Safety, Reimagined.” The final
report, based on the collaborative’s deliberations, as well
as extensive additional community input, included an

in-depth analysis of the policing functions of the county and
city as well as 19 recommendations for reimagining public
safety in Tompkins County and the City of Ithaca.> On March
31, 2021, the Tompkins County Legislature accepted and
the City of Ithaca Common Council unanimously voted to
accept the “Public Safety Reimagined” report, and to adopt
the recommendations contained within it.° The report was
then submitted to the New York State Division of Budget and
the Governor’s Office.”

The first recommendation within the “Public Safety, Re-
imagined” report forms the center of the City of Ithaca’s
public safety restructuring. As approved by the City of Ithaca
Common Council, this recommendation calls for the City of
Ithaca to: “Create a new department, tentatively named the
Department of Public Safety (DPS), which may be led by a ci-
vilian to manage various public safety functions in the City.”
At the direction of Common Council, the new department
is to include two units: one of “unarmed first responders”
who will be tasked with responding to “certain non-violent
call types,” and a unit “whose members will qualify in all re-
spects under New York State law as police officers...led by
someone who shall qualify in all respects under New York
State law as a Chief of Police.”® In the resolution, the City of
Ithaca Common Council members noted the goal of advanc-
ing “positive changes in policing practices.” The resolution
also called for the formation of a working group, consist-
ing of various city stakeholders and technical experts, to
produce implementation recommendations for Common
Council to vote upon.
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Executive Order 203

Joint City of Ithaca and Tompkins County collaborative is convened

Collaborative releases “Public Safety Reimagined” report

City and County legislative bodies vote to adopt recommendations
contained within “Public Safety Reimagined”

“Public Safety Reimagined” report submitted to Governor’s office
in compliance with Executive Order 203

City of Ithaca forms Working Group for the implementation of

Recommendation #1; first Working Group meeting is held

First Subcommittee meetings are held

Reimagining Public Safety website is launched to solicit
community input

Recommendation #1 implementation report is submitted to
common council
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IMPLEMENTATION PLANNING PROCESS

The Reimagining Public Safety
Working Group

In June 2021, then-Mayor Myrick, working closely with
City of Ithaca Director of Human Resources Schelley Mi-
chell-Nunn, formed the Reimagining Public Safety Working
Group (“the Working Group”) to “facilitate the replacement
of the City of Ithaca Police Department with a Department
of Public Safety,” in accordance with the first recommenda-
tion of the Reimagining Public Safety Plan.® The Working
Group was tasked with delivering specific plans for the new
public safety agency: the new department’s title; “naming
conventions" for the new department’s staff and units; job
descriptions for key leadership positions; delineated call
type responsibility between the two units; training of de-
partment members; and an operating budget. As outlined
in the Common Council resolution, the Working Group was
to include “some combination of IPD staff, other City staff,
Alderpersons, interested City residents, and outside experts
or consultants.”*!

Then-Mayor Myrick named Eric Rosario, a community leader
and former member of the City of Ithaca Common Council,
as project lead for the Working Group. The Mayor named
the Working Group leaders from various stakeholder groups
in Ithaca, including community members.> Rosario then
selected Karen Yearwood, an administrator with Cornell
Cooperative Extension and a former Executive Director of
the Village at Ithaca, to serve as co-project lead with him.
The Center for Policing Equity would serve as facilitators
for the Subcommittees and as content advisors for both the
Subcommittees and the Working Group. Technical advisors
would be brought into Working Group meetings and discus-
sions according to the expertise and support needed for any
given meeting or planning process. The Working Group and
its technical advisors participated in a two-day orientation,
which introduced them to one another’s working and de-
cision-making preferences and provided background and
context for the history of policing in Ithaca, the reimagining
public safety work to-date, and the Working Group’s role in
making suggestions for the implementation of the first rec-
ommendation of the public safety redesign.

Working Group subcommittees
and technical advisors

In order to inform Working Group decisions on the first rec-
ommendation, the collaborative created four Subcommit-
tees consisting of Working Group members and additional
community members. These Subcommittees were tasked
with addressing key aspects of the new department: Sub-
committee A on Staffing Levels, Shift Assignments, and
Beat Designs; Subcommittee B on Training, Equipment,
and Technology; Subcommittee C on Research and Data;
and Subcommittee D on Proposed Operating Budget for the
New Public Safety Model. The Subcommittee to address Call
Type Responsibility (which units would respond to which
types of calls) was of such centralimportance to the new de-
partment that it was subsumed into the Working Group as a
whole. (For a full list of Working Group and Subcommittee
members, and technical advisors, please see Appendix A).

Community input

Community input was a cornerstone of the decision
making process. In order to solicit community input
and to keep the community updated on the Working
Group’s progress, the City of Ithaca and Tompkins
County created a website: www.publicsafetyreimagined.

org. The website contains: a list of all resolutions and
plans passed by the City of lthaca Common Council
and Tompkins County Legislature related to reimagining
public safety; news releases and other updates on the
process; and tools for the community to provide their
input on key Working Group decisions. Through the
website, community members also have the opportunity
to sign up for email updates on the Working Group’s
progress. The city and county held in-person and virtual
information sessions for community members to learn
more about the website, and how to use the website to
provide input on the public safety reimagining process.
The website will contain information on all current and
future reimagining plans, and serve as both an archive
for past plans and tool for future plans.
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For the new public safety agency, there were two key deci-
sions for which community input was solicited: the name for
the new department, and the delineation of responsibility
for various call types. Community members were encour-
aged to submit their own ideas for each of these decisions.
Community members could also comment on ideas posted
by others, including those submitted by the Working Group,
generating conversation within the community, and helping
the Working Group assess the level of community consen-
sus or conflict around various ideas. In order to post or com-
ment on the website, community members had to create an
account confirming their residency in the City of Ithaca or
Tompkins County.

The City of Ithaca and Tompkins County held in-person
and virtual community forums where community members
could share ideas. The in-person forums were designed for
those who did not have easy access to participate virtual-
ly. Weekly half-page ads were placed in the free Tompkins
Weekly newspaper from September2021 and will run for
one calendar year featuring process updates and a cut-out
section for community members to write and mail-in ideas.
And at libraries in Tompkins County, reference librarians re-
ceived communications on how to use the website, and how
to help community members access it via library computers.

Throughout the process, the City of Ilthaca and Tomp-
kins County kept the community apprised on updates
through the website, in-person and virtual forums, and
an email list (members of the public can continue to sign
up using this link).® The goal was maximum transparen-

cy, allowing the community to track the process from the
origination of an idea to its implementation. The collabo-
rative’s email list had just under 1,000 subscribers as of
February 2022.

Decision-making process

The Working Group held its first meeting on July 21, 2021,
and met 16 times to advance an implementation plan for the
new public safety agency. In order to aid in the group’s de-
cision-making process, the full group received briefings on
public safety information to help inform decision making.

Community input was a cornerstone
of the decision making process...
the City of Ithaca and Tompkins
County kept the community
apprised on updates... The goal
was maximum transparency,
allowing the community to track
the process from the origination

of an idea to its implementation.

Subcommittees held their first meetings in late September,
and each met between 9 and 13 times to advance their work.
Subcommittees also received briefings specific to their com-
mittee assignment. At the end of their deliberation process,
each Subcommittee shared suggestions on which they had
reached consensus to the larger Working Group for inclusion
in this report.

The Working Group’s decisions on a department name and
call type delineation were informed by the community input
collected on those decisions. Working Group co-leads Eric
Rosario and Karen Yearwood assessed the community ideas
collected on these issues, and incorporated finalists into a
list from which Working Group members voted. Each sug-
gestion considered by the Working Group was presented to
the full Working Group for a vote. Suggestions with majority
support were included in this report plan.
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IMPLEMENTATION PLAN FOR
THE NEW PUBLIC SAFETY AGENCY

Naming a new umbrella city
agency for public safety

SUGGESTION

The Working Group suggests to the Common Council that
the new city agency for public safety be named the Depart-
ment of Community Safety.

CONTEXT

In its April 1, 2021 legislative mandate, Common Council
charged the Reimagining Public Safety Working Group
with recommending a name for the new public safety
agency.® Working Group members submitted name
suggestions to the Working Group co-leads. Members of
the public submitted name suggestions through the City
of lthaca and Tompkins County website for this project
(www.publicsafetyreimagined.org), as well as through

online and in-person community forums.™

Submissions from both the Working Group and the public
were then reviewed by the co-leads of the Working Group,
and assessed using four criteria:

o Whether the name reflects the charge for a new
department.
o Does the name effectively communicate an
agency that will adopt and implement alter-
native response models to calls for service?

o Whether the name allows for future responsibili-
ties of the new department.
o Does the name allow for a broader scope of
“public safety” that may include other units
in the future?

o Whether the name is intuitive, meaning that it
will help people understand what the department
does.

o Will people who hear or see the name under-
stand that it is responsible for multiple pub-
lic safety activities?

o Whether the name is inclusive and innovative.
o Does the name capture the goal of reimagin-
ing public safety?

0 Isit responsive to the needs of Black, Brown,
and other vulnerable communities in Ithaca?

The Working Group co-leads presented a list of finalist names
to the entire Working Group, which the Working Group voted
on in accordance with the same criteria articulated above.
The majority of voting Working Group members selected the
“Department of Community Safety” as the new name. The
name underscores the vision for the new department as an
umbrella agency that will grow to become the hub for com-
munity safety in Ithaca, and may eventually come to include
some of the City’s other safety-related units.

Leadership of the new Department
of Community Safety

SUGGESTIONS

The Working Group suggests to Common Council that:

o The title of the leader of the Department of Com-
munity Safety should be “Commissioner of Com-
munity Safety”’;

o The position of Commissioner of Community Safe-
ty should be filled by a civilian leader;
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o The Commissioner of Community Safety should
bring a background in racial justice and social
work, public health, public or business adminis-
tration, and demonstrates in-depth knowledge of
the intersections of race, public health, and public
safety.

CONTEXT

This position represents the first time that the City of Itha-
ca will have a leader whose sole job is to oversee multiple
facets of the city’s public safety system. The title of this po-
sition, “Commissioner of Community Safety,” was chosen
to reflect the breadth of the department’s charge and the
seniority of this leadership position within the city’s organi-
zational structure.

In its April 1, 2021 resolution, Common Council articulated
that the new public safety agency “may be led by a civilian
to manage various public safety functions in the City.”
Given the impetus for reform, the Working Group felt it was
important to have the Commissioner be a civilian, and not
a current law enforcement officer. The Working Group be-
lieves that a civilian leader with full-time oversight of public
safety will give the Department of Community Safety its best
chance to develop a culture of service and transparency that
centers the community experience and will define the de-
partment’s values. The Commissioner would report directly
to the Mayor.

In terms of the Commissioner’s qualifications, the Working
Group agrees that the position will require a strong leader
with a passion for racial and social equity. As the Commis-
sioner of Community Safety will be responsible for devel-
oping and implementing the newly formed Department of
Community Safety, this position will also require extensive
project management and interdisciplinary leadership expe-
rience.

Names and leadership structures
of the two Department of Community
Safety units

SUGGESTIONS

The Working Group suggests to Common Council that:

o The two units of first responders within the De-
partment of Community Safety should be titled
the Division of Police (staffed by police officers)
and the Division of Community Solutions (staffed
by civilian first responders).

o The Commissioner of Community Safety should
oversee both divisions.

o Reporting to the Commissioner of Community
Safety, the head of the Division of Police should be
called the Director of Police (who may also be re-
ferred to as the Police Chief, where necessitated by
state law). Initially, this division will consist of all
existing staff of the current Ithaca Police Depart-
ment.

o Reporting to the Commissioner of Community
Safety, the head of the Division of Community
Solutions should be called the Director of Commu-
nity Solutions. This division should consist of un-
armed civilian first responders.

CONTEXT

In its April 1, 2021 resolution, Common Council mandated
that the new public safety agency include two units: one
of “unarmed first responders” who will be tasked with re-
sponding to “certain non-violent call types,” and a unit
“whose members will qualify in all respects under New
York State law as police officers...led by someone who shall
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IMPLEMENTATION PLAN FOR THE NEW PUBLIC SAFETY AGENCY continued

qualify in all respects under New York State law as a Chief of
Police.”*

When a 911 call for service comes in, dispatch must “hand-
off” the call to a unit of first responders. Currently, in the City
of Ithaca, there are only three units of first responders: the
fire department, emergency medical services (EMS) and the
police department. This means that for all calls not related
to afire or medical emergency, dispatch hands off the call to
the police department, even in cases that do not require law
enforcement authority or expertise. A new division of un-
armed civilian responders, the Division of Community Solu-
tions, provides the ability to deploy first responders who are
better suited to address certain call types (more detail on
this in the call delineation suggestion below). The division
will be led by the Director of Community Solutions.

Recognizing that law enforcement will continue to play an
important role in public safety, the Department of Commu-
nity Safety will also house the Division of Police. This divi-
sion will contain the staff of the Ithaca Police Department,
and will continue to be bound by the labor contract agreed
to by the City of Ithaca and the Ithaca Police Benevolent
Association (unanimously passed by Common Council in
December 2021). State law requires that if a jurisdiction has
a staff of more than four police officers it must have a police
chief.® Thus, the head of the Division of Police will have two
formal titles: the Director of Police and Police Chief (where
required by state law). Unless certain protocols require oth-
erwise, the primary title for this position will be Director of
Police, designed to align with the title of Director of Commu-
nity Solutions.

Key responsibilities of the two
Department of Community Safety
units

SUGGESTIONS

The Working Group suggests to Common Council that:

o The Division of Police should retain key law en-
forcement responsibilities, in particular those
calls that represent a serious threat to public safe-
ty and/or that state law requires be conducted by a
police officer.

o The Division of Community Solutions should re-
spond to quality of life and other incidents (in-
cluding those involving referrals to mental health
or other social service providers), and may also
include law enforcement duties that can be carried
out by non-police (i.e. the administration of certain
kinds of fines and penalties).

CONTEXT

Currently in the City of Ithaca, the Tompkins County Emer-
gency Response System (911) can dispatch calls to three
response units: the fire department, the police department,
and emergency medical services. All 911 calls received
by dispatch must be routed to one or more of these three
options. By establishing a new Department of Community
Safety, including a Division of Community Solutions staffed
by civilian first responders, the City of Ithaca would create
an alternative to the three existing dispatch options.

Thisisin line with models established in jurisdictions across
the country, where public safety systems are adopting and
evaluating alternative responses to 911 calls. In particular,
public safety systems are assigning responsibility for quali-
ty-of-life and other non-violent incidents to civilian respond-
ers, rather than armed police officers. As stated in the Center
for American Progress report “The Community Responder
Model”: “dispatching armed officers to calls where their
presence is unnecessary is more than just an ineffective use
of safety resources; it can also create substantially adverse
outcomes for communities of color, individuals with be-
havioral health disorders and disabilities, and other groups
who have been disproportionately affected by the American
criminal justice system.”®
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The Working Group recognizes the importance of and, in
some cases, the legal requirement of having police engage
in and respond to public safety threats. For example, certain
kinds of crime reports require the response of police officers
based on state law, insurance requirements, or other param-
eters. The Working Group suggests that the core responsibil-
ities of the Division of Police remain similar to those of the
current Ithaca Police Department.

Regardless of any change in the responsibilities of the Di-
vision of Police, the Working Group emphasizes that it is
particularly important to change the culture of policing in
Ithaca. Over the course of the process, the Working Group
gathered community input from particularly vulnerable
community members, some of whom noted experiencing
physical and/or verbal abuse from IPD, and voiced a strong
desire that their public safety system inflict no mental or
physical harm on the civilians it interacts with. As such, the
Division of Police should create a culture that prioritizes
the needs and safety concerns of Black, Brown, and other
marginalized communities in Ithaca. By building a culture
that is respectful of community needs and protective of all
community members, the Division of Police can begin to re-
pair the mistrust that continues to exist between vulnerable
communities and the police. The work starts with division
leadership and accountability. It can be enhanced by giving
police the time and training they need to build better com-
munity relations in purposeful and meaningful ways.

The Working Group recognizes that certain public safety
functions that are currently handled by the police would be
better served by unarmed civilian first responders within
the Division of Community Solutions or in coordination with
the County Mobile Crisis Unit (for example, certain incidents
related to mental health or homelessness). The Working
Group considered alternative response models from other
jurisdictions in the US. For example, for over thirty years,
the CAHOOTS (Crisis Assistance Helping Out On The Streets)
program in Eugene, OR has been rerouting 911 calls relat-
ed to addiction, disorientation, mental health crises, and

homelessness to teams of first responders (including a med-
ic and a crisis worker) from a local mental health clinic.?°The
calls diverted to CAHOOTS exclude those in which there is a
danger posed to others (for example, incidents involving a
weapon). Similarly, in Denver, CO, the STAR (Support Team
Assistance Response) program deploys Emergency Medical
Technicians and Behavioral Health Clinicians to non-violent
calls involving mental health issues, poverty, substance
abuse, and homelessness.?! The new Division of Commu-
nity Solutions in Ithaca could have similar responsibilities.
A co-response by the Division of Police and the Division of
Community Solutions might further address both public
safety threats and holistic community needs. The responsi-
bilities of the Division of Community Solutions will continue
to be refined as part of the implementation of Recommen-
dation #2 of the “Public Safety, Reimagined” report (“Eval-
uate existing models and implement an alternative to law
enforcement response system for crisis intervention and
wraparound health and human services delivery”).

Call delineation

SUGGESTIONS:

The Working Group offers the following suggestions on call
delineation, meant to serve as high-level guidance for which
types of calls should be handled by law enforcement and
which types of calls should be handled by unarmed first
responders. There were certain call types that contained a
wide range of possible circumstances, and thus could not be
clearly delineated between units. These call types may need
to be refined (broken into more specific subcategories) in or-
der to be delineated in an effective, responsible way. There
were other call types which may necessitate a co-response
between law enforcement and unarmed responders. Co-re-
sponses may be varied, and could include units on standby
in case a co-response need emerges, telephonic responses
to calls, or other forms of alternative responses. As such, the
Working Group did not come to a delineation decision on all
call types, and grouped these into an “it depends” category
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IMPLEMENTATION PLAN FOR THE NEW PUBLIC SAFETY AGENCY continued

for further analysis. These remaining details of call delinea-
tion would come under the leadership of the new Commis-
sioner of Community Safety.

The Working Group suggests to Common Council that:

« The Working Group voted to delineate the follow-
ing call types between “armed” and “unarmed”
responses, but recognizes that these decisions will
need to be refined and adjusted under the leader-
ship of the Commissioner for Community Safety,
and based on factors including staff capacity, de-
partmental policies, and further analysis of call
types:

o The new Division of Police should respond to the
following calls for service (in alphabetical order):

o Assault; Bomb Threat; Burglary; Criminal
Mischief; Dead Body; House Alarm Triggers
Police; Intoxication; Robbery; Shots Fired;
Stabbing; Warrant; Weapons; 911 Call Han-

gup.

o The following call types should be handled by
unarmed responders from the Division of Com-
munity Solutions and other departments (in al-
phabetical order):

o Animal Bites; Animal Problem; Bad Check;
Child Abuse; Civil Complaint; Escort; Fire
Outside; Fireworks; Fraud; Hazmat; Informa-
tion; Local Law; Noise Complaint; Parking
Problem; Personal Injury Collision; Property
Check; Property Complaint; Repossessed
Vehicle; Service Call; Special Detail; Theft
of Mail/Packages; Traffic Collision; Unclassi-
fied; Vehicle Fire; Welfare Check.

« The following call types were categorized as “it
depends.” These call types should be further
analyzed to determine if they need to be broken

down into smaller categories (new call types) in
order to effectively delineate a response, if they
need an in-person response at all, or if they merit
a co-response between armed and unarmed re-
sponders (in alphabetical order):

o Assisting Another Government Resource;

Disorderly Conduct; Dispute; Domestic;
Drugs; Harassment; Missing Person; Over-
dose; Psychiatric; Sex Offense; Suspicious;
Traffic Complaint; Traffic Offense; Transport;
Trespassing; Unsecured Premise; 911 Call

with No One Talking.

» A joint response between the Division of Police
and the Division of Community Solutions should
be considered in cases which merit it (for exam-
ple, trespassing incidents where there is a poten-
tial threat to public safety). A co-response model
will be determined under the leadership of the
new Commissioner of Community Safety.

CONTEXT:

In the context of this report, call delineation refers to the
assignment of 911 calls for service to either the Division of
Poliln the context of this report, call delineation refers to the
assignment of 911 calls for service to either the Division of
Police or to unarmed responders, including from the Divi-
sion of Community Solutions. The Working Group analyzed
approximately 60 call types, selected from a list of all call
types provided by the Tompkins County Emergency Re-
sponse (911) dispatch system. (For a complete list of consid-
ered call types and their definitions, please see Appendix B.)

Several call types reflect broad categories, within which a
range of incidents could be included and necessitate dif-
ferent types of response. For example, one call type is “Do-
mestic,” which includes calls involving abuse in progress
(requiring a Division of Police response), and calls without
an immediate threat to personal safety (which may be bet-
ter served by a Division of Community Solutions response).
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Other calls may be better served by a co-response, for exam-
ple “psychiatric”, which includes incidents where the person
in crisis poses a threat to others (requiring a Division of Po-
lice response) and is in need of social services assistance
(which may be better served by a Division of Community
Solutions response). In order to implement call delineation
on the remaining call types, the call types may have to be
segmented into smaller categories (creating new call types).
These new call types should be crafted for ease of clear de-
lineation between an armed response, unarmed response,
a co-response, or perhaps an administrative response that
does not require a responder being sent to the scene at all.
Over the course of COVID-19, the Ithaca Police Department
was handling an increasing number of lower-priority calls
telephonically (for example, a call related to bike theft).
This practice could potentially be expanded to ensure that
response resources are being deployed to the incidents that
most require in-person support.

The Working Group considered several factors in making its
suggestions on call delineation: community input, analysis
of 911 call data, consultation with 911 dispatch experts,
research on the value of alternative responses, and model
practices from alternative response programs in other US
cities. The principle applied was to route call types requir-
ing law enforcement expertise to the Division of Police, and
diverting call types better served by a non-law enforcement
response to unarmed first responders. In making determi-
nations about call delineation, the Working Group adopted
the following criteria:

o Decisions should be inclusive and innovative;

» Decisions should capture the intent of reimagining
public safety;

o Decisions should be responsive to the need of
Black, Brown, and other vulnerable communities
in Ithaca;

o Decisions should include input from experts, Com-
mon Council, and the surrounding community.

Taking into account all of these inputs, the Working Group
then held a series of facilitated discussions culminating in
a vote. The suggestions for call delineation listed above re-
flect decisions on which either a majority of Working Group
members were in favor or, in case of a tie, the Working Group
co-leads decided with the counsel of the Director of Depart-
ment of Emergency Response (DoER).

The City of Ithaca and Tompkins County will continue this
process as they work to implement Recommendation #3 of
the “Public Safety, Redesigned” report: “Better align avail-
able resources with emergency response needs by estab-
lishing a pilot program for non-emergency calls.” This pilot
program will include responses by the new Division of Com-
munity Solutions within the City of Ithaca, and also may
include collaboration with and responses by the County’s
Mobile Crisis Team.

Staffing level, beat design, and
shift assignment suggestions for
the Department of Community
Safety divisions

SUGGESTIONS

The Subcommittee on Staffing Levels, Shift Assignments,
and Beat Designs suggests to Common Council that:

o For the new Division of Community Solutions:

o The City of Ithaca should initially hire five
unarmed responders for the Division of
Community Solutions under the Department
of Community Safety, with the Commission-
er of Community Safety to determine addi-
tional staffing needs.

o Unarmed responders should have the title of
“Community Responders”, and be responsi-
ble for addressing calls that do not require
law enforcement expertise. These unarmed
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responders should bring skills in community
engagement, de-escalation, crisis interven-
tion, and referrals to mental health and so-
cial service providers.

o0 The Division of Community Solutions may
be assigned beat assignments, but only as
appropriate to increase community engage-
ment, and to be concentrated within beats in
which their services are most needed.

« For the Division of Police:

o The Division of Police should restructure its
beat design with the priorities of creating
an even distribution of 911 calls between
beats and incorporating walking beats, while
maintaining neighborhood integrity.

o By the next collective bargaining process,
the City of Ithaca and its police department/
Division of Police should adopt the Pitman
shift assignment configuration®? in order to
meet community needs, and maximize offi-
cer sustainability, efficiency, and equity.

« For both divisions:

o The Division of Community Solutions and
the Division of Police should work in tandem
to improve intra-departmental efficiency
and communications.

o Responders from both the the Division of
Community Solutions and Division of Police
should provide ten hours of paid service per
month to predetermined community service
sites; for patrol officers, the sites they serve
should be located within the geographic
boundaries of their beats.

o Common Council should create a com-
mittee or task force to further investigate
details regarding implementation of these

recommendations, particularly the ques-
tions identified by this Subcommittee as rel-
evant but meriting more consideration.

CONTEXT

Guiding principles

The Subcommittee considered several guiding principles in
making these suggestions, intended to capture the spirit of
reimagining public safety in a community-centered way:

¢ The Department of Community Safety and all of its
employees should show respect and kindness to
all members of the community, regardless of race,
class, sexual orientation, occupation, etc.

o The staffing and beat design of the Department of
Community Safety should pay particular attention
to the experiences of disproportionately impacted
Black and Brown communities in Ithaca.

o The staffing and beat design of the Department of
Community Safety should serve the holistic needs
of community members, and enable genuine and
empathic community engagement.

The Department of Community Safety should be aware of
and integrated with existing infrastructure and wraparound
services in Ithaca.

Staffing Levels

To determine potential staffing levels for the Division of
Police and the Division of Community Solutions, the Sub-
committee analyzed existing Ithaca Police Department
(IPD) workload by call type, identifying which calls could in-
volve an unarmed response. The subcommittee noted that
about one-third of the community-generated 911 calls IPD
responds to could potentially be handled by unarmed offi-
cers or with some kind of co-response. This number is only
intended to be a rough approximation, especially since the
Division of Community Solutions will be expected to provide
additional services that IPD is not currently responsible for.
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For a more precise breakdown of suggested call diversion to
the Division of Community Solutions, please see the section
titled “Call delineation” within this report. The implications
of this analysis inform the Subcommittee’s subsequent
suggestions on the roles and responsibilities of unarmed
responders.

This Subcommittee suggests that the City of Ithaca initially
hire five full-time responders for the Division of Commu-
nity Solutions, with potential staffing expansion based on
an evaluation of initial outcomes after one year. Unarmed
officers are intended to 1) provide the Ithaca community
with services and skill sets that would improve public safe-
ty outcomes, particularly those of Black, Brown, and other
vulnerable communities; and 2) supplement IPD’s capacity
by reducing workload that can appropriately be handled
by unarmed officers. The subcommittee recommends that
hired unarmed officers represent the diversity of Ithaca, and
be hired from within the local Ithaca community.

Roles of unarmed responders

Drawing inspiration from other call diversion models across

the country, the Subcommittee has outlined the proposed
role of “Community Responder”: a civilian responder po-
sition that works collaboratively as part of the Division of
Community Solutions within the Department of Community
Safety. Community Responders would respond to calls re-
lated to quality-of-life concerns, some community conflicts,
and some mental health issues that do not require an armed
intervention. This could include 911 call types like “Welfare
Checks”, “Noise Complaint”, “Property Complaint”, “Traffic
Collision”, “Civil Complaint”, and “Animal Problem”.

The Community Responder’s primary duties involve:

o Responding to non-hazardous, non-emergency
and other calls for service in lieu of or in tandem
with an armed officer.

o Performing a variety of specialized and technical
duties in the areas of patrol, community services,
training, and other areas as assigned.

o Conducting active patrol of public spaces to pro-
mote community safety and engagement.

o Writing reports documenting incidents and calls
for service and preparing other written correspon-
dence as needed.

o Supporting a variety of administrative functions
for the department and assisting with projects as
needed.

 In the event of emergencies, requesting emergen-
cy services assistance, including providing key
information to other responders and evacuating
persons.

o Accompanying armed responders on patrol as al-
lowed by the officer in charge.

» Working in collaboration with other community
resources—including but not limited to armed re-
sponders, unarmed responders, Downtown Com-
munity Outreach Workers, and Law Enforcement
Assisted Diversion (LEAD)—to make appropriate re-
ferrals to mental health and other social services.

For more information on the proposed training for Division
of Community Solutions responders, please see the section
“Training protocols for the Department of Community Safe-

ty”

The Subcommittee recognizes that the precise roles, re-
sponsibilities, and configurations of unarmed responders
will require further inquiry once operational, and that their
job descriptions will be refined under the leadership of the
new Department of Community Safety and as part of the
Common Council recommendation to: “Evaluate existing
models and implement an alternative to law enforcement
response system for crisis intervention and wraparound
health and human services delivery.” Of specificimportance
will be determining responses to mental health crisis calls,
which may involve collaboration with the Tompkins County
Mobile Crisis Unit.
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The Subcommittee also recognizes that staffing structure
and responsibilities for the Division of Police will be gov-
erned by the current and next collective bargaining agree-
ment. Out of deference to that process, and recognizing the
expertise behind IPD’s current staffing configurations, the
Subcommittee does not make recommendations on staffing
levels for armed responders.

Beat design

Given the addition of a new Division of Community Solu-
tions, the Department of Community Safety has an oppor-
tunity to restructure its beat design. A “beat” is the assigned
territory and times in which a police officer patrols within
the community. These patrols can happen by car, bicycle, on
foot, or a combination of all three.

While recognizing that any formal re-drawing of beats will
require additional review and approval, the Subcommittee
does suggest that beats be restructured, with the following
priorities in mind:

o Equalizing call volume and workload between the
beats.

o Keeping neighborhoods together in order to facili-
tate community engagement.

o Accounting for the unique and diverse geography
of Ithaca, including the ways its six square miles
are shaped by waterways that create transporta-
tion barriers.

o Responding to community input on where walking
beats would be most useful.

Areport by Matrix Consulting Group (Appendix C) represents
a useful starting point for this restructuring of beats. It sug-
gests an alternative beat configuration that equalizes work-
loads between beats to within a 20% variance, and proposes
areas for walking beats. To account for fluctuations in the
volume of community-generated call activity and variations
in the types of call activity, the Subcommittee also raised the

possibility of having different beat schedules depending on
time of day, days of the week, and seasonality. The subcom-
mittee also raised the question of whether officers should
rotate in and out of patrol beats based on a predetermined
schedule or be assigned to patrolling the same beat for an
extended duration. The subcommittee flags both questions
as important for future stakeholders to consider before fi-
nalizing beat redesign for the department.

Where appropriate, the new beat design and patrol sched-
ule should encourage collaboration and co-responses be-
tween the two units. Research shows that, in cases involving
a behavioral health crisis, a co-response by police officers
and mental health professionals reduced the likelihood that
the individual in crisis would be arrested, compared to a po-
lice-only response.?

Furthermore, to promote sustained and generative interac-
tion between the community and public safety officers, and
to orient the culture of armed officers towards community
engagement, both armed and unarmed officers should pro-
vide at least ten hours of paid service per month to predeter-
mined community service sites. For patrolling officers, the
sites they serve should be located within the jurisdiction of
their beats.

Shift assignments

Because of the current contract between the Police Benevo-
lent Association and the City of Ithaca, the shift schedules for
responders within the Division of Police cannot be adjusted
until the collective bargaining process is engaged again in
2023. As part of the new collective bargaining process, the
subcommittee suggests that the Division of Police adopt the
12-Hour Schedule, also known as the Pitman Configuration,
to improve department efficiency, workload equalization,
and officers’ work-life balance.

Currently, the IPD operates with 8.25 hour shifts, with offi-
cers working in a pattern of 4 days on followed by 2 days off
(equating to 38.6 hours per week). Because the current cycle
repeats every 6 days, officers do not have fixed workdays.

CITY OF ITHACA 00026



According to Matrix Consulting Group: “A constantly chang-
ing set of workdays can, for some, misalign and isolate offi-
cers from life outside of work that generally follows a regular
weekly pattern.”

Under the proposed Pitman Configuration, officers would
have 12-hour shifts, with a regularly repeating set of fixed
workdays over a 2-week cycle. In this schedule, over 14
days, officers would work: 2-on, 2-off, 3-on, 2-off, 2-on, and
3-off. This cycle translates to 84 hours biweekly, with consis-
tent days on and off, allowing for more predictable work-life
balance.

For more details on the proposed Pitman Configuration and
other shift schedules, please see the full Matrix Consulting
Group report in Appendix C.

Training protocols for the
Department of Community Safety

SUGGESTIONS

The Subcommittee on Training, Equipment, and Technolo-
gy suggests to Common Council that:

 Training for staff of the Department of Community
Safety (including the Division of Police and Division
of Community Solutions) emphasizes a communi-
ty-centered model which prioritizes community
protection through de-escalation tactics, alterna-
tives to use of force, trauma-informed approaches,
mental health awareness, holistic responses, and
data collection practices.?

« Training resources should focus on trainings that
are shown to have a positive impact on officer en-
gagement with the community.

o To better assess the impact of the recommended
training, the Department of Community Safety
should establish an evaluation process for its train-
ing program.

o Information on the Department of Community
Safety’s annual training offerings and mandates
should be publicly listed.

CONTEXT

The Subcommittee on Training, Equipment, and Technol-
ogy received detailed briefings on the current training re-
quirements, offerings, and protocols for the Ithaca Police
Department, as well as information on promising training
programs for police and other first responders.

Responders within the Division of Police are police officers
under New York State, serving the City of Ithaca. As such,
they are mandated by state law to complete the state’s Basic
Course for Police Officers (BCPO). Training suggestions in
this section for these officers are in addition to the state’s

basic training program for new officers.

In its work, the Subcommittee on Training, Technology, and
Equipment evaluated: the BCPO training schedule offered
by the Broome County Sheriff’s Law Enforcement Academy;
a list of the Ithaca Police Department’s annual training offer-
ings; and heard from Ithaca Police Department Acting Chief
John Joly and Sgt. Dave Amaro, who runs the department’s
training, about the department’s approach to its training
program.

The BCPO training curriculum, which includes around 700
hours of training, is set by the state, not the city.” The BCPO
requirements cover a wide range of issues, including crisis
intervention, use of force, ethics & professionalism, and
cultural diversity. For a complete list of the BCPO training
curriculum, please see Appendix D. While New York State’s
BCPO training is widely-regarded, it’s training curriculum
has received criticism, including from law enforcement
officers. For example, in a Times Union opinion piece, Tim
Dymond, President of the New York State Investigators As-
sociation, noted, “The New York State Police...offers some
of the best police training available. However, the amount
of training we receive in mental health, crisis negotiation
and de-escalation is woefully inadequate compared with
the amount of time spent on vehicle operation, firearms,
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defensive tactics, penal law, criminal procedure law and in-
vestigation techniques.”?®

Apart from an officer’s initial BCPO training, New York State
does not set any additional minimum training requirements
for police officers. While not required by the state, the Itha-
ca Police Department has offered various annual training
opportunities for its officers, on a wide range of topics. (For
the IPD curriculum please see Appendix E.) The IPD has ex-
pressed a goal of having its own police academy-like struc-
ture to deliver comprehensive training for its officers, but
currently lacks the resources to institute such a service.

The basic training program for the Division of Community
Solutions is still to be determined. But, For the Department
of Community Safety, the Subcommittee suggests all re-
sponders (including the Division of Police and the Division of
Community Solutions) have access to the following training
(above and beyond the training included in BCPO, existing
IPD training, and any additional basic training required for
the Division of Community Solutions). These suggested
trainings are designed to improve the full scope of inter-
actions between responders and the community, shifting
focus towards the most common, everyday ways that first
responders and community members are likely to interact.
The suite of suggested trainings is intended to ensure every-
one in the Department of Community Safety is able to effec-
tively engage with the community, making the community
feel valued and protected.

o Crisis intervention training?’

o With a focus on mental health crises, crisis
intervention training teaches responders
about mental illness, connects them to local
mental health professionals, and emphasiz-
es non-violent tactics.

» Procedural justice training*

 This training covers the four pillars of procedural
justice as they relate to public safety:

Voice: To provide people with the opportu-
nity to share their side of the story, and to
take their story into consideration before a
decision is made;

Neutrality: To make decisions without bias
and with transparent reasoning;

Dignity and respect: To treat all people with
dignity and respect;

Community trust: To establish the authentic-
ity and sincerity of the officer’s motives and
approach to justice.

o Implicit bias training®

o This training teaches responders about rec-

ognizing their implicit bias (the unconscious
and differential treatment of a person based
on a set of discriminatory factors including
race, sex, religion, sexuality, disability, age,
nationality, and others) and the impact it has
on their community interactions.

o Enhanced communication techniques, including
training in “verbal judo”*

o Verbal judo trains responders to diffuse

conflict through advanced verbal communi-
cation techniques; it can help ameliorate a
common civilian complaint of police: how
the officer communicates with them during
an interaction.

o Trauma informed training

o Trauma is a response to physical and emo-

tional harm, and can have a significant
impact on one’s physical, psychological,
emotional, and social health. Trauma-in-
formed training provides responders with an
understanding of trauma and how to recog-
nize its effects in victims, suspects, and the
larger community. Through a trauma-lens,
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responders learn how to: navigate victim’s
needs; connect with early intervention pro-
grams to disrupt cycles of violence; and
identify appropriate community services for
traumatized individuals.

o Brain development training™

o Research shows that the human brain is not

fully developed until our mid-20s. Under-
standing the brain development of adoles-
cents and young adults can help responders
navigate interactions with teens and early
adults, resulting in better communication,
trust, and outcomes for both young civilians
and responders.

o Conflict resolution training™

0 Responders are often present to manage
conflict between individuals, and conflict
resolution training provides officers with
practical verbal and non-verbal techniques
to manage conflict towards a safe and peace-
ful resolution for all parties.

o Critical thinking/problem-solving training**

o Critical thinking or problem solving training
teaches responders to identify and imple-
ment solutions to advance the holistic needs
of community members.

o Collaborative public safety training*

o Collaborative public safety models approach
public safety as a shared responsibility of
law enforcement, community groups, gov-
ernment health and social service agencies,
and individuals. Training can provide re-
sponders with concrete tools to coordinate
across different public safety functions and
engage community members.

» Data collection training

o High-quality data collection is essential to
understanding the impact of Department of
Community Safety activities, including any
disproportionate impacts on racial or ethnic
minorities. Training on the value of data and
how to input data into RMS would help en-
sure that the Department’s data is as consis-
tent and useful as possible.

» Training on the history of policing and public safe-
ty in Ithaca

o By understanding the dynamics of the Itha-
ca community and the history of policing in
Ithaca, responders will be informed on the
relationship between public safety systems
and various communities, providing context
to the present day work of implementing a
reimagined public safety system.

The City of Ithaca will continue to refine this training plan
as it works to implement Recommendation #5 of the “Pub-
lic Safety, Reimagined” report: “Identify new curriculum,
redesign and implement a culturally-responsive training
program that incorporates de-escalation and mental health
components into a comprehensive response for law en-
forcement.”

Equipment and technology needs for
the Department of Community Safety

SUGGESTIONS

The Subcommittee on Training, Equipment, and Technol-
ogy suggests to the Common Council the following equip-
ment and technology investments for the Department of
Community Safety:
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IMPLEMENTATION PLAN FOR THE NEW PUBLIC SAFETY AGENCY continued

o Improvements to the online records management
system (RMS);

o Speech recognition technology to make report
writing more efficient and accurate;

o A mechanism for reporting lower-priority occur-
rences online.

These technology investments would be in addition to the
existing equipment and technology of the Division of Police
and the start-up equipment and technology necessary for
the new Division of Community Solutions.

CONTEXT

The Subcommittee’s equipment and technology sugges-
tions are meant to apply to both units of responders within
the new Department of Community Safety. The suggested
improvements are in addition to the existing equipment and
technology being used by various public safety agencies in
Ithaca (for example, police body cameras, a 211 helpline
for community resource inquiries, traffic cameras), and the
start-up equipment and technology necessary for the new
Division of Community Solutions.

Improvements to the online records management
system (RMS)

An RMS* is an automated tool that allows a department to
store, retrieve, retain, and view reports, records, files, or any
other information documenting a department’s work. Such
a tool can save a department time, and enhance internal
and external data collection and data sharing opportunities.

The Department of Community Safety needs access to a
records management system (RMS) that allows for efficient
and consistent data entry, and easy extraction of public
safety data. The RMS should capture and produce key statis-
ticsincluding but not limited to: the number and outcome of
pedestrian stops, the number and outcome of vehicle stops,
and the number and outcome of use of force incidents. All
statistics captured and produced via the RMS should allow

for disaggregation by race and other demographic attri-
butes.

There exists a county-level RMS system currently used by
IPD and other public safety agencies. This system should be
evaluated to identify whether and how it can meet the De-
partment of Community Safety’s RMS needs.

The lack of an effective RMS system will impede the De-
partment of Community Safety’s ability to assess depart-
ment-generated information, and would make it difficult
for policymakers, police oversight entities, and members of
the public to effectively assess the operations of the depart-
ment.

The RMS system would be useful to and used by all respond-
ers within the Department of Community Safety.

Speech recognition technology for report writing

When a police officer responds to a call, that officer com-
pletes paperwork that describes the nature of the call, the
actions of the citizens involved in the call, the actions of the
responding officers, and other relevant information. Thus,
paperwork can represent a significant portion of an offi-
cer’s job. Speech recognition technology allows officers to
dictate rather than write reports, offering the possibility of
increased efficiency and of capturing a fuller extent of any
given incident call.>” The increased efficiency provided by
speech recognition technology will give responders within
the Department of Community Safety more time for criti-
cal thinking and community engagement. The suggested
speech recognition technology would be provided to all re-
sponders within the Department of Community Safety.

A mechanism for reporting lower-priority occurrences
online

This would provide a way for community members to report
lower-priority incidents from their phone or computer. On-
line reporting of non-emergency incidents is convenient for
community members, allowing them to report at any time of
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day, without needing to wait for an officer to respond. It also
reduces face-to-face interaction, which may reduce dispro-
portionate minority contact with the criminal justice system
and help mitigate the spread of COVID-19 for as long as the
pandemic continues. For the responding agencies, it allows
the department to reallocate its resources to higher-prior-
ity activities. While there are models for online reporting
systems in other jurisdictions, the concept will need to be
tested and refined within the context of the Ithaca commu-
nity, including specifics on which incidents would qualify for
various responses, and how the response outcomes will be

tracked.

Research and data needs of the
Department of Community Safety

SUGGESTIONS

The Subcommittee on Data Analysis and Recommendations
suggests to the Common Council the following data collec-
tion and research practices for the Department of Commu-
nity Safety:

o Collect and publicly report data on the type, num-
ber, and share of 911 calls by response:

o Division of Community Solutions only re-
sponse;

o Division of Police only response;

o Division of Community Solutions and Divi-
sion of Police co-response.

o Collect and publicly report data on the following
outcomes of Division of Community Solutions
activities, disaggregated by race and other demo-
graphics:

0 The type, number, and frequency of different
outcomes from Division of Community Solu-
tions responses (e.g. transport to a domestic
violence shelter);

o The number of individuals experiencing
mental health crisis served by the Division
of Community Solutions, and the nature of
service provided;

o0 The number and share of Division of Com-
munity Solutions responses that ended in an
arrest.

o Collect and publicly report data on the following
outcomes of Division of Police activities, disaggre-
gated by race and other demographics:

o0 The number and rate of community mem-
bers stopped by the Division of Police;

o The number and rate of community mem-
bers arrested by the Division of Police;

o The number and rate of community members
who experience use of force by responders
from the Division of Police (as documented
by the Division of Police or as reported by
community members).

o Collect and publicly report data on complaints
filed against responders from either the Division of
Community Solutions or the Division of Police:

o Number of complaints;
o Number of investigations;
o Outcomes of investigations.

» Standardize data entry practices to align with oth-
er city and county services, and consistently and
proactively input data into the city-county data
dashboard as defined in the Reimagining Public
Safety Collaborative resolutions.

o The Department of Community Safety should es-
tablish partnerships with the Community Justice
Center and with academic institutions in the Ithaca
area to explore more complex research questions.:
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IMPLEMENTATION PLAN FOR THE NEW PUBLIC SAFETY AGENCY continued

o Partner with researchers at Ithaca College,
Cornell University, and Tompkins Cortland
Community College to explore complex re-
search questions (e.g. changes in commu-
nity perception of public safety, community
reactions to new alternative response mod-
els, etc.)

o The Department of Community Safety should ded-
icate staff resources within the Department to con-
tinue this work (including leading the work above
suggestions, and contributing to the other data-re-
lated recommendations contained in the “Public
Safety, Reimagined” report), including the hiring
of a data analyst for the new department.

CONTEXT

As the Department of Community Safety is established, it
is important to measure its impact in real time, to publicly
report that data to the community, and to use that data to
identify and implement improvements in service.

One major piece of this research would be to measure the
usage of the new Division of Community Solutions. As a unit
designed to divert some call types away from law enforce-
ment, one metric of success would be the type, number, and
share of 911 calls handled by the Division of Community
Solutions. This would allow the community to clearly under-
stand the role of the new Division of Community Solutions
(i.e. what call types they actually responded to), and the
extent to which they served as an alternative to law enforce-
ment (i.e. what share of those call types they responded to).

It is also important to measure the outcomes of Division of
Community Solutions activities. For example, did the pres-
ence of the Division of Community Solutions reduce the like-
lihood of negative outcomes, like arrest or use of force? To
what extent did the activities of the Division of Community
Solutions drive positive outcomes, like referral to mental
health services or substance abuse treatment? In order for

this data to be useful and available, Division of Community
Solutions officers will need to be trained in data entry into
the shared service system managed by the county (includ-
ing RMS), as outlined in the training section above.

When it comes to the Division of Police, this plan represents
an opportunity to fill key gaps in existing data collection and
reporting. Currently, IPD reports very little data on the na-
ture and outcomes of its activities. For example, IPD doesn’t
track the racial breakdown of traffic stops, and also does not
report what share of calls result in arrest. Part of this is due
to inconsistent data entry on the part of IPD, and part is due
to limitations in the shared services RMS system managed
by the county. The county-managed RMS system is capable
of collecting this data and should be optimized to require
standardized data inputs, including clearly capturing the
race of all community members stopped and arrested as a
mandatory field. These changes may require collaboration
with other agencies that use the RMS system as changes
would potentially affect all users. In addition, the new Divi-
sion of Police should also train officers on the value of data
collection, and how to input data into the county-managed
RMS in a consistent and high-quality manner. In particular,
Division of Police officers should collect and publicly report
data that clearly connects police activities to outcomes,
and disaggregates this data by race, ethnicity, geography,
and other key demographics. For example, the community
should know the number and rate of police stops by race.
These data points would be an essential component in iden-
tifying and measuring the disproportionate racial impact of
policing in Ithaca.

Aunique strength of the Ithaca community is its proximity to
leading research institutions like Cornell University, Ithaca
College, and Tompkins Cortland Community College. The
Department of Community Safety should leverage these
relationships, forming partnerships with local researchers
to study the impact of the Department in greater depth. For
example, social science researchers could explore ques-
tions beyond the scope of RMS data collection, measuring
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changes in community perception of public safety, and lay-
ering additional variables into analysis (e.g. poverty, educa-
tional attainment, etc.)

Finally, the Department of Community Safety should ded-
icate staff resources to continue to improve research and
data practices, which includes the hiring of a data analyst
for the new department. The Department of Community
Safety will continue the work outlined above, and contrib-
ute to implementing the remaining data-related recommen-
dations in the “Public Safety, Reimagined” report: including
a recommendation to “Collect and evaluate the results of
officer-initiated traffic stop enforcement”; a recommenda-
tion to “Standardize data entry and review existing data sets
for more actionable insights and allocation of public safety
resources'’; and a recommendation to “Develop a real-time
public safety community dashboard”.
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IMPLEMENTATION PLAN FOR THE NEW PUBLIC SAFETY AGENCY continued

Budget

SUGGESTIONS

The Subcommittee on Proposed Operating Budget for the New Public Safety Model (Budget Subcommittee) suggests to Com-
mon Council that the new Department of Community Safety be initially provided with $1,150,000.00 in additional budget
(which may be spent over multiple years, depending on the pace of hiring new staff and purchasing other improvements).
This budget would be in addition to the existing budget of IPD (whose staff will continue to work within the Department of
Community Safety), and is broken down as follows:

Item Budget

DEPARTMENT OF COMMUNITY SAFETY LEADERSHIP

New Commissioner of Community Safety salary $139,000.00
New Director of Community Solutions salary®® $105,000.00
Benefits for the above positions®® $117,000.00

DIVISION OF COMMUNITY SOLUTIONS STAFF
AND START-UP COSTS

New Community Responders (5) $285,000.00
Benefits for new Community Responders (5) $136,000.00
Vehicles with radio equipment (2) $100,000.00

Uniforms, computers, other tech costs,
) . . $66,000.00
and office supplies for Community Responders
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RESEARCH AND DATA STAFF

New Data Analyst position (1) $57,000.00
Benefits for new Data Analyst position (1) $27,000.00
TRAINING

Additional training for all responders within the

Department of Community Safety*° $90,000.00
EQUIPMENT AND TECHNOLOGY IMPROVEMENTS*

Speech recognition technology $28,000.00
TOTAL $1,150,000

CITY OF ITHACA 00035



34

IMPLEMENTATION PLAN FOR THE NEW PUBLIC SAFETY AGENCY continued

CONTEXT

The intent of this proposed budget is to represent the initial
financial commitment necessary to fully implement the pro-
posed Department of Community Solutions, and to reflect
the goals and principles of the Reimagining Public Safety
efforts. The proposed budget is based on the suggestions
of the Working Group and the three RPS Subcommittees
(detailed above in this report). The Working Group and
each Subcommittee worked independently to develop sug-
gestions for policy, programs, and personnel. Additionally,
the Working Group and Subcommittees provided recom-
mendations and budget implications. Where possible, they
provided cost estimates, which the Budget Subcommittee
supplemented with its own research.

The Working Group suggests two new leadership positions
for the Department of Community Safety: the Commission-
er of Community Safety, and the Director of Community
Solutions. For the Commissioner of Community Safety, the
Budget Subcommittee suggests an annual salary of approx-
imately $139,000.00; and for the Director of Community
Solutions, the Budget Subcommittee suggests an annual
salary of approximately $105,000.00 (both commensurate
with experience). These suggestions are based on bench-
marking of similar positions within Ithaca and beyond. A
salary for the Director of Police position is not reflected here
because that line item is already contained within IPD’s bud-
get (as the Chief of Police position). For all new positions,
the Budget Subcommittee suggests the City calculate bene-
fits at approximately 48% of salary (a standard ratio).

For the new Division of Community Solutions, the Sub-
committee on Staffing Levels, Shift Assignments, and Beat
Designs suggests that five civilian responders (called “Com-
munity Responders”) should be initially hired. The Budget
Subcommittee suggests an annual salary of approximate-
ly $57,000.00 for these Community Responder positions,
based on benchmarking of similar positions. The Commu-
nity Responders will require two new vehicles with radio
equipment, computers, uniforms, and other office supplies;

the Budget Subcommittee suggests that $140,000.00 be al-
located to these start-up costs.

The Subcommittee on Training, Equipment, and Technolo-
gy suggests several new trainings that should be made avail-
able to responders from both the Division of Police and the
Division of Community Solutions. The Budget Subcommit-
tee suggests that $90,000.00 be initially allocated to these
additional trainings, with a focus on crisis intervention, im-
plicit bias, de-escalation, and verbal judo training. Some of
these training sessions could be provided in Ithaca by the
RITE Academy and the Verbal Judo Institute. With Ithaca
acting as the host for the RITE Academy trainings, there may
also be an opportunity to subsidize Ithaca’s costs by selling
seats to other jurisdictions.

The Subcommittee on Training, Equipment, and Technol-
ogy also suggested investment in speech recognition tech-
nology. The Budget Subcommittee suggests purchasing 28
licenses for Dragon Law Enforcement reporting software, to
be used by all responders within the Department of Com-
munity Safety. This investment in speech recognition tech-
nology would cost approximately $28,000.00.

The Budget Subcommittee recognizes that additions or ad-
justments to this proposed budget will be necessary once
the Department of Community Safety is operational and
its impact can be evaluated. The Budget Subcommittee
suggests that this proposed budget continue to be refined
under the leadership of the Commissioner of Community
Safety.

The Budget Subcommittee also recognizes the importance
of impact evaluation, and tying future budgeting, policy,
and management decisions to departmental performance.
Public-facing performance measures and results build trust
and support from the community. (For more detail on sug-
gested performance metrics for the Department of Commu-
nity Safety, see the Research and Data section of this report.)
In making future budget decisions, the City of Ithaca should
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adjust funding based on which aspects of the Department of
Community Safety are driving positive outcomes.

Conclusion

The above plan for implementing a new public safety agen-
cy represents the first step in reimagining public safety in
the City of Ithaca: a shared vision and commitment to look
at public safety through an equity lens, and create a sys-
tem that serves all community members. Beyond the es-
tablishment of a new public safety agency, the resolutions
passed by the City of Ithaca and Tompkins County contains
18 more recommendations (covering topics such as offi-
cer recruitment, data dissemination, and creating a public
safety review board), which will be implemented over the
coming months and years. As with the creation of this plan,
implementing the remaining recommendations will require
extensive collaboration between city leaders, public safety
agencies, and community members. The City of Ithaca and
Tompkins County have begun planning for the implementa-
tion of the remaining recommendations.

CITY OF ITHACA 00037

35



CITY OF ITHACA 00038



— Schelley Michell-Nunn

Director of Human Resources, City of Ithaca

Project Management Team Member,
Reimagining Public Safety, City of Ithaca
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APPENDIX A:

WORKING GROUP AND SUBCOMMITTEE MEMBERS

Ithaca RPS Working
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9. Luca Maurer

10. Mar’Quon Frederick
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12. Scott Garin

13. Tom Condzella
14. Travis Brooks
15. Yasmi