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IALEP Minutes

Southwest Chapter Meeting

Host: Tempe Police Department

Tempe, Arizona

June 28, 2005
Opening Remarks:

8:30-9:00 AM Registration and Refreshments

9:00 Meeting Opens
Welcome and Opening Announcements
Lt. Charles Miiller, IALEP Southwest Chapter President, welcomed and thanked the attendees for their participation.  Lt. Miiller introduced Tempe’s Police Chief.   
Chief Ralph Tranter, Tempe PD, welcomed the group and thanked them for coming.  Chief Tranter said DROP does not have the impact for Tempe that it has in other departments.  However, they are watching it closely.  Tempe has increased the number of officers hired annually from 10 to 12 to help compensate for DROP affects.  They are also looking at rehiring retired officers on a contract, and are doing that now with School Resource Officers.  All police agencies are all competing for officers from the same pool of candidates, and Tempe doesn’t want to lose those they have already trained.  DROP is a critical concept and places a lot of demand on the training academy.  About 5 years ago, lobbyist did a lot of work to get DROP passed, but the program has created issues.  DROP does a good job of retaining good officers, however, costs employers more money.  Chief Tranter thinks it will be interesting to see what happens in the future.
Meeting Topic: “Succession Planning and Recruitment”

Lt. Miiller said that he hoped the meeting would help separate fact from fiction.  He also gave accolades to Shelly and Mark for making all the meeting preparations.  Lt. Miiller welcomed Lana Laker back from an extended absence, and congratulated Don Ijams on his upcoming retirement.
Lt. Miiller introduced Sgt. Ron Snodgrass.

Sgt. Ron Snodgrass, Phoenix Police Department: Deferred Retirement Option Plan (DROP)

Impact on Policing in Arizona
Sgt. Snodgrass has 34 years experience with the Phoenix Police Department and was instrumental in developing the Deferred Retirement Option Plan.  The bill passed before Governor Jane Hull in 2000, and became effective in 2001.  
Impact:  

· 1025 police officers entered DROP since June 2001. 

· 190 have already retired
· 835 still in DROP
· 294 will end their 60 months in DROP between June1, 2006 through July 1, 2007.

DROP breakdown by counties:

· Maricopa has 646

· Pima has 99

· Pinal has 28
· 3 counties with no one in DROP
Mandatory Exit Numbers by Month show spikes in Jan/Feb and again in June: June-July –August 2006 has h/July from 2006-2009.

The number retiring in the first year of DROP:

· DPS 42 
· Phoenix 151
· Tucson 24
· MCSO 21

The number retiring by county in the first year of DROP:

· Maricopa 249

· Pima 29
The number retiring in the first 4 months alone: Note that 59% (177) will be gone by end of September 2006.
· DPS 27
· Phoenix 95
· Tucson 13
· MCSO 8

Number retiring by the second year: 238
Number retiring by the third year: 215

Statewide there are approx. 1300 police and fire personnel in DROP.  About 500 of that total are firefighters.  There are another 1324 that qualify for DROP but have not entered to date.  Of the 49% in DROP, approximately 20% have already exited DROP before completing 60 months.  Something to note is a person’s level of tolerance is greatly reduced when they join DROP.
The main purpose of DROP was to increase the retention of police officers, and it is working.  Before DROP, police officers were retiring with just over 20 years of credited service.  The latest figures show that the average DROP participant serves for 25.7 years, and retire at the age of 55.9.  Those not in DROP serve for 21.2 years, and retire at 47.5 years of age.

Back DROP, or Reverse DROP, is a new wrinkle to the plan.  It is basically another payment option to consider.  Overall, it pays less money in the long run.  The advantage is a lump sum of money up front, however you receive smaller monthly payments for the rest of your life than if you had stayed an additional 5 years and retired without being in DROP.

· To enter Back DROP requires 20 years and one day.  But then you only receive one day’s worth of payment.  
· Back DROP for up to 60 months, but must then have 25 years of credited service.  For example, if you have 22 years of credited service, then you can only Back DROP for 2 years.  

· If you elect Back DROP for 60 months, then it will be calculated as a 20 year pension at 50% (That is less than 62.5%) 
· Something to note, you cannot buy back years toward Back DROP.  Have to have the 20 years of credit.
How do we calculate the high 3 year average?  It is based upon dates prior to the completion of 20 years.  If you retire at the end of 25 years, then you have to look back a minimum of 8 years (5 years over the 20 plus the 3 years of the average high).  To determine the Back DROP amount, determine the highest 3 year average, calculate your DROP and add in 3.5%, compounded monthly, for the duration of the DROP period.  Back DROP may be good for some folks, but not many. (Example: Firefighter with terminal cancer and an 8 year old child.  Lump sum up front will help the child, and the firefighter doesn’t care if the amount decreases over time.)
Examples of payout for different plans:
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Future: 
Defined benefit programs are going under and rolling it back into corporate profits.

DROP was accepted for public safety.  It is a state plan.  Not a corporate plan, which makes it more secure.  San Diego had a board that controlled the money.  Our board does not have that control.  San Diego ran a check every five years.  We check it every year.  San Diego has not been making their part of the payments for over 20 years.  Employees were putting money in.  The board was using the employee funds and using it for other things.  

Alaska changed their plan from defined benefit program to a defined contribution program.  This is based on the stock market, and provides no guarantees.  
The website to assist with DROP and retirement questions is www.psprs.com.  

For retirement, you really need to have a plan.  Call Ron Snodgrass at 602-440-1166 for questions or further assistance.
Lt. Miiller:  We want to look at this as how does it affect us as an organization?  Police tend to be poor planners and need professional planners to help.  We thought DROP was always a good thing.  Now we know it may not always be a good choice.  Our responsibility, now that we have some of the facts, is to help our departments plan for it. 

Phoenix, what are you doing?  Sgt. Charrier:  It hasn’t had the negative affect it was thought it would.  Phoenix is looking at critical areas and will double-fill those positions for knowledge transfer.  We will be losing approximately 23% of our leadership.  It is a challenge, but Phoenix is using this as an opportunity and making decisions on our leadership practices and philosophy.  
DPS:  We are looking at sworn positions to see which can be civilianized and put those sworn officers back in patrol.  We are looking at volunteers of retired personnel to do some jobs.  Sworn retirees are being paid a flat fee to conduct background checks of potential candidates.

Lt. Miiller: Professional staff has not been filled over the last few years.  Council will give a sworn position, but not the support staff to assist with crime suppression efforts.

Sgt. Charrier:  One of the emerging opportunities we are looking at, by process mapping, we hope to be able to sell increasing civilian staff as a budget savings.

Lisa Kogel: Peoria doesn’t have DROP issues, but has to educate the Council to increase the number of new hires to compete with other agencies taking from the candidate pool to fill their DROP issues.  It is difficult for smaller agencies to maintain.

Mark Regester:  Tempe had to increase the base pay of officers 7 1/2%.  Now ranked #3 for topped out officers, and used to be 15th.  We also reinstated mandatory rotation after 5 years in a position, although several positions are earmarked as non-mandatory rotation due to learning curve for the position.

DPS:  Will accept any lateral from any where in US, after regular background checks.  We have to take a step outside the box to get candidates not necessarily just in the southwest.  Will also have some increases in pay to help compete.

Det. Suggs:  Should look at the months of highest DROP affect, to plan for hiring that will fill those gaps in those timeframe.

LUNCH BREAK

1:00 PM
Ms. Ilona Guzman, Mesa Police Department presenting for Mark Bach, Acting Lieutenant for Fort McDowell

Retentions and Turnovers: How to calculate what you got and what you don’t
Why calculate the rates?

· Establish trends

· Prepare for the future

· Ensure sufficient funding exists

· Comparison with other agencies and groups (are we all calculating the same stats the same way)

Turnover – the number of total separations for the year divided by the average monthly employment for the year times 100

Five Calculations

· Turnover:

# of employees who left during the study period /
(# of employees at start of period + # of employees 

at end of period)/2
· Instability rate (example: car dealership)

# of employees who were employed at start of study and left /
# of employees at start of study

lose culture, education, training, expertise

· Wastage
# of employees hired after start of study who left 
before end of study period /
# of new employees hired during study period

Might look for commonality of characteristics among those leaving
· Mean service of leavers 

Total # of months of service of leavers /
# of leavers

· Mean service of stayers

Total months of service of stayers / 
# of stayers

Extra indicators

· Eligible leavers

# of employees eligible to retire /
# of employees

· Soon to be leavers

# of employees eligible to retire within 3 years /
# of employees

Look at better recruitment tool / retirement plan
Fiscal impact

Confirm your agency’s buy out policy
Do employees cash out sick leave, vacation leave, seniority benefits?

Who pays for these benefits? 

If an employee cashes out 3 months of leave when does your vacancy exist?
If four employees cash out 3 months of leave, that equals a year’s pay for doing nothing

One option is have agency budget for these “unfunded liabilities” through a formula.  This allows you to hire after an employee leaves, not when his pay runs out.  Tempe used to use a 3-year rolling average to figure out how much they need.

Sgt. Tony Lopez, Phoenix Police Department

Recruitment and Retention Techniques

Recruiters have a hard job.  The valley has the second fastest growing job market.  There are so many available positions; we have to work hard to hire people.  Phoenix takes out of state laterals and thought it would be a windfall for the department.  However, it is very hard to find people that can pass the polygraphs.  Detroit is laying off officers, so we will be looking to hire some of them.  They cut back to 5 years experience.
By July 2006, Phoenix will lose 10 lieutenants, 4 commanders, and 1 assistant chief through DROP and normal attrition.  By January 2007, Phoenix will lose 70 officers, 17 sergeants, 10 lieutenants, 4 commanders, 1 assistant chief by Jan 2006

How do we deal with DROP?  Council gave us 70 positions to soften the blow from DROP, can overfill by 70, so will only be down about 30 positions.  On vacancy report, had 70 vacancies.  Started at zero.  Now at 58 vacancies.  Phoenix loses 27% at the academy.  Other agencies lose 37%.  Now down to 18.6%.  Hope to get attrition into single digits.  Added pre-academy to help.  It includes physical conditioning every day (3 days), inspections and formations every day (dressed in black and whites) message from the chief, homework assignments, formation and drill movements, benefits class, time management, spelling tests, policy supply, mental prep for stress, shoe shine class, write and essay, radio code test, family support class
Pre-academy is a work in progress, using feedback.  

3 fulltime recruiters, $200,000 for recruiting plus a budget for printing and travel.  

Big competitors: Vegas

We cannot survive in our own backyards.  Will be going to LA to recruit.  We have 20 spots reserved for every academy, but rarely get it filled.  Everybody is hiring, so it is hard to get the numbers needed.

Vision of starting a training class with Maricopa County College system that would be worth a college credit.  Will help with minorities and those who have been out of school for a while.  Makes them more competitive on the hiring process, and for those who fail the Nelson-Denny or essay evaluation.  No oral board process for a while, but now back to part oral board and a written part.  Will pass if do well on oral board or written, even if not so great on the other half.
1. Trying to increase unit:  college fairs, emails, phone calls – not into high schools and cheating ourselves.  Hope to have two more recruiters.  Explorers not choosing to be employed by PD, many go to military.

2. Want to go to TV.  Should have a hiring commercial on TV soon.  Should see effect by second test in July.  Billboards work well, radio works okay.

3.   TV is 10,000 a month – cable first.

4. Diversity:  Need 20 people every single month.  Lose some from attrition.  Will get worse as DROP gets closer.  If you only look at volume, you will miss the diversity needs.  13 native Americans in department in last decade.  So change focus on diversity.  The volume drops a little bit.  Have to try to capture both markets.  Recruited from Texas last year.  Only had one get to the academy out of 68 that took the test.

Next is southern California, good market and lots of diversity.  Maybe in 2006.

New poster.  Developing new website.

2740 people tested in 2004.  Wasn’t enough to hire the 20 needed every month.

Took months to recover from low recruiting during spree of officers shot in the line of duty in 2004.

Females are 13% of organization, and 15% of those who take the test.

Diversity costs money.  Have to have face to face contact with potential candidates.

Phoenix focuses on African American candidates – city is 5% African Americans.

Hispanics have a glaring discrepancy – city at 38%, Phoenix has 400 on the force.  Would need 1100-1200.

Maybe use SROs to plant the seeds for recruiting.  
Second to the website, the police employees are the best recruiters.

Could we coordinate some type of joint advertising component?  Would discuss the education and qualification factors.  Yes, may be a media relations thing.  Would be very helpful.

Tutoring or ESL at the Academy or by the agency.  English is the barrier.  Not comfortable with applying or testing.

Commander Lyle Rodabough, Planning and Research Bureau, Phoenix Police Department

Honored Don Ijams

Randall Greeley treasurers report

Payments for website, couple of get well and donations, seminar for last quarterly meetings

Balance of approximately $4600.00

Tiffany will take over the website from Don Ijams

3rd quarter of this calendar year: Do we want to get together, with planners conference in September.  Suggest meeting in early November 2005.  Vote?

Second from Tony Lopez.

Topics for November:

Keeping with them of the year ( ? )
Diversity Recruiting strategies / AzPOST uniformed background packet / Hiring enough people – money from agency, councils, state / streamline hiring practices and possibly lowering the standards / planning for personnel needs

Human Resource Capital planning

Written requirements for entrance exam

Bring AzPOST into the picture

Chapter is allocated $500 for training from International

Filling civilian position (communications)

Retention efforts – study by the University of Colorado


Dispatchers leave because of too much forced overtime


apco.com has retention study from U of Colorado

How to help the smaller agencies retain staff from leaving for larger agencies


Why are people leaving during FTO

Group presentation or sharing of exit reviews, why are they leaving, what trends do we all have in common 

Retention of new recruits / Scottsdale study

Mentoring Programs – Gilbert has talked of implementing a program of this nature

Results of pre-academy / Phoenix PD and Scottsdale and Peoria (2 week)

Need to have elections at November meeting

Certification information – bring information to educate members

Certification requirements will be changing next year.

There is a 40 week planners course.  Now two sessions offered per year and has recently maintained a waiting list.

Ilona Guzman: Fort Worth annual conference, Sept 18, 2005, 2 Chandler, 2 Phoenix.  Boise in November – planners course.  Conference planned for New Port, Rhode Island (2006)

Phoenix in 2009???

Chapter Rep needs to be selected by first of next year.  Must be current or past president, 2 year commitment. 

$500 is available to help chapters get started or bring in speakers for training.  Randall will check into the money.  

Need chapter sponsorships for the conferences.  We have been asked to donate for conference.  Chapters are not very active, but international is active.
Rodabough:

Regional Training Facilities – How do we get there?
Start with Chiefs to get their buy in.  Then let the planners work on the idea.

Peoria lady(name?): Asked for a concept paper before she takes the idea to her chiefs.

Tony Lopez requested a monthly email for updates.

ROUND TABLE DISCUSSION

Charles Miiller:  Since we are short on time, instead of going round table if anyone has anything please come forward.
Will Davis w/ Scottsdale:  Position advertised for a police support specialist.  A police clerk equivalent.  A police analyst position will be opening up soon.
Peoria lady:  Getting ready to do a Strategic Plan and will be contracting out and was asking if anyone else has done something like that.  She doesn’t have the resources to do it themselves.  Will be using forfeiture money for the contractors.  Randall will give her a number.  Is looking to have something out by mid-summer.

No other round table discussion.  Meeting adjourned @1551.
