Westford Police & Westford Fire & Rescue
2017 Public Safety/Staffing Discussion

Working Group Members:
Thomas McEnaney — WP Chief
Joseph Targ — WF&R Chief
Mark Chambers — WP Captain
Daniel Britko — WF&R Deputy Chief
Scott Hazelton — BoS Member
Tom Clay — BoS Member

Dennis Wrona — FinCom Member



1980-WPD Coverage & History

e 1980-BoS set minimum staffing level of 3 Patrol
Officers per shift for 2 shifts, and 2 Patrol Officers
on the overnight shift (3/3/2). All shifts require a
shift supervisor to be on duty.

 WPD had 21 full time officers and 105 part time
officers in 1980. (The same % of Superior Officers,
2 Detectives and 14 Patrol Officers)

e State law and requirements have changed since
1980 to require academy training to qualify as
police officer, therefore WPD no longer has any
part time officers.



Westford — 1980 vs. 2016

1980

Population = 13,434
Miles of Roads = 70

# Officers = 21 FT (105 PT)
# Businesses = Low

# Commuters = Low

Role of Police Officer:

— Law Enforcement = High
(proactive = high, reactive =
low)

— Legal Req’s = Moderate

— Paperwork = Moderate

— Social Service Agent = Low

2016

Population = 23,232

Miles of Roads = 153

# Officers = 45 FT (43 FT,2 SRO)
# Businesses = High

# Commuters = High

Role of Police Officer:

— Law Enforcement = High
(proactive = moderate, reactive
= high)

— Paperwork = High

— Social Service Agent = High



Roadways added since 1980
(red coded roads added since 1980)
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Patrol Initiated (Proactive) vs. Dispatched
Calls (Reactive) — FY’16 vs. FY’17
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WPD — Call Volume Growth
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WPD Proactive vs. Reactive Calls — 2016-17 -
% of No. of Calls vs. % of Time Spent on Calls

WPD 2 No. of Calls-Proactive vs Reactive-
2016-17
< =@ Proactive @ Reactive

: WPD 26 of Time on Proactive vs. Reactive
; Calls ~ 2016-17
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WPD STAFFING vs. Other Towns

Belmont* 23,570

48 5,7,6 3,4,4 2 1
Burlington* 25,463 11.8 116.0

65 7,7,5 5,5,4 2 2
Danvers 27,483 13.3 128.1

46 7,7,5 6,6,5 1 1
Hingham 22,740 225 130.3

53 7,7,6 5,5,4 2 1
Lexington

7,7,5 5,5,4 2 1

Marshfield 25,509 28,5 165.7

45 5,6,5 4,5,4 1 1
Chelmsford* 34,722 22.7 206.7

53 9,9,7 5,5,4 3 2
Westford 23,265 30.6 167.2

45 4,4,4 3,3,3 2 1
Wilmington* 23,147 17.1 124.2

48 5,5,6 4,44 1 1
Acton 22,891 20.0 1233

46 5,5,5 4,4,3 2 1
Lexington 32,650 16.4 160.8

50 7,7,5 5,5,4 2 1
AVERAGE: 6,7,5 4,54 2

* indicates market basket town g



Westford Police Staffing Summary

 Westford operates under a minimum safety level of three officers per shift
set in 1980

— The third shift moved to three in 2014

 Westford has changed dramatically since 1980 and the role of a police
officer has also expanded significantly

* Resource intensive reactive calls are climbing while the proactive
community policing actions are declining

* We have the lowest minimum staffing level of comparable communities

* New development and continued growth will add stress to this already
challenging situation and residents will experience longer response times
and less proactive policing support

Our current minimum staffing level is low, leading to declining service



Estimate of Time — Domestic Call

WPD responded to 122 Domestic incidents in 2016

Average time on call was 41 |
(D. A.’s response protocol ),
cover entire Town

Complications
1. Reports 1 hr, ¥2 an hour for other supplemental

2. Arrest additional paperwork, time constraint, 6 hr mandator)
hold

Booking additional paperwork, bail commissioner
DYS- 51A, additional time if responding
Emergency Restraining Ordexdditional paperwork

Each layer added increases the time spent with 1 Ofc. covel
entire community
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New Growth Projected

Residential
/Commercial Bedrooms

Unknown waiting for submittal/ *Based on past

Abbot Mill 9 & 11 90-110 history divided 50/50 for 1 and 2 bedroom units for
Multi Resd. Units 165* 110 Units
. . o *Bed Rooms estimated upon 3 / waiting for
e Gl et enllehe) Residential 18 Lots 54* submittal
Spalding Hill (St. Augustine) Residential 30 Lots 120* *Bed Room based upon 4 waiting for submittal
. 282
Tech Park West (Gutierrez) . . o )
Multi Resd. Units 471 3 Buildings mixed 1 & 2 Bedrooms
Powers Rd (Sugar Maple Rd) Multi Resd. 28 Units 60 24 Units 2 Bedrooms / 4 Units 3 Bedrooms
180 * ;
Robbins Rd (Princeton Prop) . . 169 Apartments 20 Town' Houses 104-1 Bedro?m
Multi Resd. Units* 226 Units, 104-2 Bedroom Units, 18-3 Bedroom Units
434 Groton RD Multi Resd. 8 Units 16 8 Units 2 Bedrooms each
19 Littleton Road Multi Resd. ? Possible 40B project
Totals 656 1,112

More than 1100 new bedrooms are being proposed, as well as 10 new

or upgraded commercial properties
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Recommendations

B.O.S has made it a high priority in their budget direction
to make additional hires in WPD (and WEFD).

FY’19 Budget — Authorize the hiring of two additional
police officers. Since hiring takes about a year, in Dec.
authorize recruitment for one new hire to be on board

10/1/18 and one on 4/1/19.

FY’19 Budget — T.M. change minimum patrol staffing
levels from 3/3/3 to 4/4/4 effective 7/1/19 because at
3/3/3 any resource intensive call could require two
officers leaving one officer to cover the town.

FY’20 Budget — Budget to hire additional three officers to
meet 4/4/4 policy.



Adopting Minimum Staffing Level of 4/4/4
with 2 Supervisors Scheduled

* Moving to a minimum staffing level of 4/4/4 will:

— |leave 2 officers covering the town during a resource
intensive call

— increase capacity to do desired levels of proactive
community policing

— still place us at the low end of comparable
communities in terms of coverage



Time Estimate — Typical Hiring Process

1 week request list with HRD

1 week to get 3 names

1 week for signatures FOR ACCEPTANCE
2 weeks for application

3 weeks for oral boards

2-3 weeks background check

1 week post background interview

2-3 weeks to schedule psychological

2 weeks physical agility test

8 to 16 weeks to get accepted to academy
26 week Police academy

6 week WPD FTO training

« TOTAL TIME + 1YEAR

NOTE : APPLICANT CAN BE DISMISSED AT ANYTIME



Westford Fire and Rescue Staffing —
From Challenging to Critical

Call Volumes/complexity increased substantially since FY’10
— 50% increase in emergency calls, + 40% increase in total calls and
— 1,015 ambulance calls were >1 hr vs 1,147 < 1hr (CY’16)

— FY’20 projected call volume growth +76% higher than FY’10

Service levels are decreasing & call duration times are
Increasing:

— In FY’16 there were 35 Fire calls out for about 2 hrs/call and 66
Ambulance calls out for almost 2 hrs/call (39 cancelled @ 40min/each)

— Significant impact on overtime
— Revenue loss ~S241K in FY’16 due to use of other ambulance services

Staffing has been level since FY’10 and staffing ratios are below
comparable towns

Projected growth (without additional staffing) will make
today’s challenging situation tomorrow’s critical situation



FY’16 WF&R - Benchmark —
Market Basket Towns

| Town | Popultion [ sgqmile | FT |  Totalincidents | FTE per 1000 Incidents per EMS calls per
resident FTE FTE
Acton 22,000.00 20.00 42.00 5,500.00 1,600.00 1.91 130.95 38.10
Andover 33,201.00 31.00 70.00 7,663.00 2,992.00 2.11 109.47 42.74
Bedford 14,058.00 14.00 31.00 3,286.00 1,443.00 2.21 106.00 46.55
Belmont 23,570.00 466 56.00 2,814.00 1,596.00 2.38 50.25 28.50
Billerica 40,243.00 26.00 75.00 5,995.00 2,721.00 1.86 79.93 36.28
Burlington 24,498.00 1190 61.00 4,457.00 3,002.00 2.49 73.07 49.21
Chelmsford 32,171.00 22.54  62.00 7,371.00 3,990.00 1.93 118.89 64.35
Concord 17,699.00 2591 42.00 3,468.00 1,889.00 2.37 82.57 44.98
Dracut 29,468.00 24.00 40.00 3,543.00 2,306.00 1.36 88.58 57.65
Lexington 31,394.00 16.40 56.00 3,619.00 2,300.00 1.78 64.63 41.07,
North Andover 28,352.00 28.00 55.00 4,117.00 2,629.00 1.94 74.85 47.80
Reading 22,955.00 9.90 45.00 3,459.00 2,026.00 1.96 76.87 45.02
Stoneham 21,437.00 6.60 39.00 3,176.00 1,837.00 1.82 81.44 47.10
Tewksbury 30,309.00 21.00 54.00 5,343.00 3,476.00 1.78 98.94 64.37
Wakefield 24,804.00 7.90 50.00 3,499.00 2,381.00 2.02 69.98 47.62
Westborough 18,272.00 21.60 37.00 3,537.00 2,240.00 2.02 95.59 60.54
Westwood 14,618.00 11.10 38.00 3,325.00 1,809.00 2.60 87.50 47.61
Wilmington 23,000.00 17.00 40.00 3,645.00 2,448.00 1.74 91.13 61.20
Average 25,113.83 17.75 49.61 4,323.17 2,371.39 2.02 87.81 48.37
Westford 23,831.00 32.00 39.00 4,820.00 1,950.00 1.64 123.59 50.00
Difference -1,282.83 14.25 -10.61 496.83 -421.39 -0.38 35.78 1.63
Percent

Difference -5.11%  80.28% -21.39% 11.49% -17.77% -18.79% 40.74% 3.37%

Westford has 19% fewer Fire and Rescue personnel than comparable communities,

while responding to a similar number of incidents and EMS calls on a per capita basis




FY’16 WF&R Benchmark Towns —
Based on number of Full Time Staff

Bedford
Belmont
Hingham
Hopkinton
Lexington
Reading
Southborough
Westborough

Westwood

Average
Westford

Difference

Percent Difference

14,058.00
23,570.00
22,157.00
24,770.00
31,394.00
22,955.00
10,000.00
18,272.00

14,618.00

20,199.33
23,831.00
3,631.67
17.98%

14.00

4.66
26.29
28.15
16.40

9.90
13.00
21.60

11.10

16.12
32.00
15.88
98.49%

31.00
56.00
55.00
23.00
56.00
45.00
22.00
37.00

38.00

40.33
39.00
(1.33)

-3.31%

3,286.00
2,814.00
4,372.00
2,165.00
3,619.00
3,459.00
1,386.00
3,537.00

3,325.00

3,107.00
4,820.00
1,713.00

55.13%

1,443.00
1,596.00

2,674.00

2,300.00
2,026.00

769.00
2,240.00

1,809.00

1,857.13
1,950.00
92.88
5.00%

FTE per 1000 | Incidents per [EMS calls per
residents FTE FTE
2.21 106.00 46.55
2.38 50.25 28.50
2.48 79.49 48.62
0.93 94.13
1.78 64.63 41.07,
1.96 76.87 45.02
2.20 63.00 34.95
2.02 95.59 60.54
2.60 87.50 47.61
2.06 79.72 44.11
1.64 123.59 50.00]
-0.43 43.87 5.89
-20.64% 55.03% 13.36%

Westford has 21% fewer Fire and Rescue personnel that comparable communities, while

responding to 55% more incidents and 14% EMS calls on a per capita basis




WF&R Department Responses Since 1988

Emergency Non-Emergency Total Fire Ambulance Total AMB/FIRE
Year Calls Calls Calls Calls Calls
1988 233 259 492 658 1150
1989 271 250 521 632 1153
1990 232 176 408 680 1088
1991 279 299 578 678 1256
1992 268 225 493 728 1221
1993 286 251 537 755 1292
1994 292 230 522 813 1335
1995 417 164 581 874 1455
1996 547 227 774 945 1719
1997 724 247 971 971 1942
1998 723 302 1025 1074 2099
1999 794 422 1216 1166 2382
2008 1152 704 1856 1395 3251
2009 1299 595 1894 1388 3282
2010 1269 745 2014 1424 3438
2011 1235 726 1961 1398 3359
2012 1482 700 2182 1381 3563
2013 1476 769 2245 1505 3750
2014 1519 947 2466 1670 4136
2015 2235 709 2944 1889 4833

2016 1917 953 2870 1950 4820



Call Volume Growth FY'10-FY’16
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Expected Call Volume in 2020

e Call volume has been increasing an average of 6%
per year

— At the current rate the call volume would be 30%
higher than 2016 levels by 2020

* This rate may accelerate

— New residential and commercial activity currently
under consideration

— Aging of Westford population (37% of calls are for 70+)

— A reasonable range for 2020 call volume levels would
be 30-45% over 2016 levels



WF&R-Risks of Insufficient Coverage

 When a call or multiple calls are being addressed,
any additional calls will see a meaningful delay in
response time

— Different mutual aid responses have additional wait
times of (avg. 10 min for Fire, 13 min for Ambulance)

* |f an urgent situation needs response while
manpower is too low, we put the public and our
firefighters at additional risk (e.g. fire fighting
requires “2 inside and 2 outside” for safety)

e Additional work load puts pressure on proactive
steps like inspections and safety training



Actual Example - Critically Low Coverage: July 61" 2017

e 12:43 Medical call on Hildreth

e 12:44 Structure Fire call on Vineyard
— Initial response was 2-Engines each with 2-FF’s (NFPA 1710-15 FF’s on scene)
— Because of staff needed for medical, ladder was called in from Lowell

* 1:23 Motor vehicle crash on Hildreth

— Acton engine and Westford ambulance respond

e 1:38 Medical call at Kimballs

— Acton engine, Groton ambulance and Emerson ALS respond

— Westford ambulance from first Hildreth call transports firefighter from
Vineyard fire to Lowell General due to heat exhaustion

 These kinds of events are increasing in frequency

During this period the only resource available to respond to any

further call was a Chelmsford Engine



WEF&R Staffing and Evolution

Currently: 39 uniformed personnel consisting of 1 Chief, 1
Deputy Chief, 1 Fire Prevention, 9 Firefighters per shift.

1985 — Added 3 Daytime Positions

1987 — Added 6 Positions, 2FF/24 hours
1989 — Added 3 Positions, 3 FF/ 24 hours
1997 — Added 4 Positions, 4 FF/ 24 hours

1999 — Added 5 Positions, 5 FF/24 hours (fire prevention
days)

2001 — Added 8 Positions, Staffed Nab, 7 FF, 24 hours
2008 — Added 8 Positions, Staffed Rogers, 9FF/24 hours
2010 Added 1 Position




WEF&R — Presentation Summary

Call volume is growing (+6% per year and
expected to continue to grow)

Emergency calls +50% since FY’10
Complexity of calls increasing (+1,015 ambulance
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Is were over an hour in CY’'16)

-D metrics are very favorable compared to
ner comparable communities

-D Level staffing since FY'10

Today’s challenging situation will become critical
without adding additional resources



WF&R Working Group Recommendations

BoS give the TM budget guidelines that prioritize
adding staff to WF&R (and WPD) in FY’19 & FY’20

* To make progress in reaching a safer level of
staffing we recommend adding:
— 8 fire fighter/ paramedics (4 in FY’19 & 4 in FY’20)
— 1 EMS coordinator in FY’19 (trained as a paramedic)

* With expected call volumes this would still leave

Westford staffed at a lower ratio to call volume
than comparable communities



