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EXECUTIVE SUMMARY

The Town of Center Harbor is like so many other small Towns in New
Hampshire. It is a very community-oriented, friendly, attractive place to live. The Town
government provides services in the same way most New England and New Hampshire
Town governments do. This includes Police services.

While we make many recommendations in this report relating to various technical
approaches to police management, our review of the Department over the past couple of
months has led us to the general conclusion that the Department is well equipped and -
generally has, or is in the process of adopting, policies and procedures that should serve
the citizens of the Town very well.

The most serious problem that appears to exist with respect to the Center Harbor
Police Department is tension in the relationship between the Chief and the Board of
Selectmen and perhaps division in the community between those who are supporters of
the Chief and those who are less so. Divisions in a democracy will always occur.
However, when divisions in the community are encouraged by actions of the Chief,
unnecessary and avoidable dysfunction is the result.

While in no way minimizing the importance of the above issue, we perceive that
the Board of Selectmen has some work to do as well. It is important that the Board of
Selectmen find means to see that they (or someone they delegate that function to)
properly carry out the Executive function of the Town government organization. There is
little question that acting and properly carrying through the executive function can be
quite difficult for a lay Board of three individuals. It requires them to act and follow
through as one in personnel matters that are often difficult for single-person paid
professional executives.

Executives have the responsibility to lay out very clearly what type of
performance they expect of their Department Heads. It cannot be left to one’s
imagination. It is fairly clear to us that this has not occurred with respect to the Chief and
the Police Department. Executives have the responsibility to frankly and fully evaluate
Department Heads, at least on an annual basis, if not more often. An Executive cannot
give an employee an adequate evaluation and then complain about their performance to
others. When the Executive has issues and concerns about the Department Head or about
the Department, the Executive has the responsibility to fully communicate those concerns
and have a full discussion about them with the Department Head. It is our perception that
this basic Executive function has not been occurring in the way it should in Center

Harbor. (
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In summary, we believe that while the Center Harbor Police Department is
moving towards being reasonably solid in terms of the fundamentals of having
appropriate policies and systems in place, there has been a significant, but we believe
potentially retrievable, breakdown in the relationship between the Board of Selectmen
with the Chief. Everybody needs to step back and take a breath here.

We believe that the situation is potentially retrievable because we see a well-
intended Board of Selectmen and a well-intended Chief, professional police personnel
and good police systems. The missing link is good communications first between the
Board of Selectmen and the Chief and some changes in the way both the Chief and the
Board of Selectmen carry out their functions.

i
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PURPOSE, SCOPE AND METHODOLOGY

Municipal Resources, Inc., was engaged by the Town of Center Harbor, New
Hampshire, to conduct an assessment of the Center Harbor Police Department. We were
requested to review the operation of the department to determine how it compares to
contemporary Police Department practices. Herein, we have attempted to produce a
report containing recommendations that will assist the Department and the Town to set a
clear course of improvement for the future.

Once the primary objectives of the study were understood, MRI established a 5-
member team to undertake the engagement. Donald R. Jutton served as Principal in
Charge, assisted by MRI Associates Bob Babineau, Tim Pickel, Mike Pardue and Pat
MacQueen. The Consultant team members all bring considerable public sector
management and operations experience in the area of police agency organization and
management, and in the area of municipal government operations and administration.

Members of the study team interviewed Town Officials and members of the
Department. In addition, we gathered a variety of statistical information and data on the
department, including copies of the rules and regulations, historical budget information,
crime reports and the like. Several days of on-site work in Center Harbor were
performed. It is not our purpose here to study, investigate or re-investigate prior events.

We looked into such areas as the command structure, chain of command, span of
control, community policing efforts, recruitment, selection and training, budgeting,
controls over property and cash, the deployment of personnel, the communications and
data processing functions, internal discipline, working relationships with other persons
and agencies, responsiveness, internal regulations, facilities and equipment, and
compliance with various state and federal regulations.

Following the on-site visits, data collected and observations made were subjected
to analysis by the project team, individually and collectively, and compared with
contemporary police management practices, in order to formulate the recommendations
contained in this report.

We would be remiss in not thanking all of the people of the Town of Center
Harbor government from the Board of Selectmen and the administrative staff of the
Town Hall, to the entire staff of the Center Harbor Police Department for being most
cooperative and helpful in assisting us to carry out this work.

#
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The Study Team

The following MRI personnel participated in the study:

Donald R. Jutton, founder and President of MRI, is a graduate of Bradford
College with a BA in Urban Planning and Management. He holds an MS in Community
Economic Development from New Hampshire College and has done graduate work in
management and administration at Harvard University. He has a broad government
management and operations background, having served as Town Manager in Littleton,
Meredith, Salem, and Wakefield, New Hampshire. Mr. Jutton maintains a strong
working knowledge of local government process, and has demonstrated abilities in the
areas of departmental operating policies and procedures, economic and community
development, land planning and regulation, personnel and labor relations. In the last 5
years, Mr. Jutton has been involved extensively in contracting services and alternative
service delivery approaches for local governments.

Timothy Pickel has extensive law enforcement experience having served three
years with the Laconia Police Department and twenty years with the New Hampshire
State Police. Mr. Pickel spent eight years as a Detective Sergeant with the State Police
Major Crime Unit as a lead investigator and primary interviewer and interrogator for
homicide cases and other serious crimes. His duties included planning, organizing, and
directing major case investigations; crime scene management including evidence
collection and preservation, photography, cause and manner of death; supervising
numerous detectives from various law enforcement departments; coordinating efforts
with numerous agencies during investigations which involved other jurisdictions such as
the Federal Bureau of Investigation, U. S. Attorneys Office, N. H. Attorney Generals
Office, and other state and local agencies. Mr. Pickel also served fifteen years in the
uniform division enforcing both criminal and motor vehicle law. Mr. Pickel’s training
included New York, New Jersey, and Massachusetts homicide schools in addition to
specialized courses in management, Officer-involved shootings, interviews and
interrogation, crime scene processing, suicide investigation and numerous other
investigative and management training schools.

E— % =

Robert Babineau retired as Chief of the Laconia, New Hampshire Police
Department after a twenty-six year career in law enforcement, eight as Chief of Police. In
addition to expanding the Department’s Community Policing efforts, he introduced a
police mountain bicycle program, motorcycle patrol, and initiated a mobile data terminal
program to be integrated with the Department’s dispatch software. He has been
professionally trained in Liability and Leadership Performance, Police Productivity,
Management of the Investigative Function, Police Supervisory Responsibility and
Liability Management. He has instructed at the New Hampshire Police Academy on First
Line Supervision, Interviews and Interrogations, Maintaining Discipline, and evaluating
the Subordinate Officer. I ' I
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Patrick MacQueen has an undergraduate degree in Political Science from Yale
University and a Masters Degree in Public Administration from the Maxwell School of
Citizenship and Public Affairs, Syracuse University. Mr. MacQueen’s experience
includes twenty-eight years of local government management, the last seventeen of which
were as City Manager of Keene, New Hampshire. Mr. MacQueen has extensive local
government general management, labor relations, community development, and
intergovernmental relations experience. He is a past President and long-time Board
member of the New Hampshire Municipal Association as well as a Trustee from its
inception of the Compensation Funds of New Hampshire.

Michael W. Pardue has served in the profession of law enforcement for twenty-
two years and holds a Criminal Justice Administration Degree from Northwestern
Connecticut College. Mr. Pardue served as the Chief of Police of the Ogunquit, Maine
Police Department and was the Chairman of the Maine Chiefs of Police Coordination of
Services Committee and further serves as the Chairman of the Maine Chiefs of Police
Awards Committee. In addition to serving as the Chief of Police of Ogunquit, Mr.
Pardue was appointed Town Manager of Ogunquit, Maine in 1994. He served in this
dual capacity for more than two years, managing over one hundred full-time and seasonal
employees. In addition to his professional accomplishments, Mr. Pardue is very
committed to community involvement. He has served on numerous local boards and
commissions with a strong emphasis placed on the quality of life enhancement.
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DEMOGRAPHICS

The Town of Center Harbor is situated on the northern tip of Lake Winnipesaukee
in Belknap County about 61 miles north of Manchester, NH. It is also includes the lakes
of Squam, Waukewan, and Winona at least partially within it. It was incorporated as a
municipality in 1797 when it was separated from New Hampton, and sits between
Meredith and Moultonborough. It was in Strafford County until 1840 when it became
part of Belknap County. Likewise, it did not border Lake Winnipesaukee until 1873 when
a portion of Meredith was annexed to it.

It is thirteen miles east of I-93 located on State Route 25. The Towns of Ashland,
Holderness, Moultonborough, Meredith and New Hampton bound it. There are no public
transportation, rail or air services within the Town.

The Town is primarily rural residential and its natural environment is truly scenic

with significant lake frontage. It also is on the summer tourist route and has much to offer
in recreation and tourist accommodations.

Town Government

The Town government consists of an elected three-member Board of Selectmen
and the New England Town Meeting. It has the normal complement of small Town
operating functions, including Police, Volunteer Fire/Ambulance, Building, Health,
Planning, Highway, Welfare, Library and the like. The Board of Selectmen regularly
meets each Wednesday evening. It is not a Senate Bill 2 Town or a Municipal Budget Act
Town.

Population

The 2000 Census lists the population of the Town of Center Harbor at 996. This
of course does not include the summer population, which probably increases the
population several fold.

Table 1 below compares Town population figures over the last several decades.
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1960
1970
1980
1990

2000

As can be seen from the above Table 1, the rate of growth in the Town was quite
substantial through the 70°s and 80’s. In the 90’s that growth appears to have come to a
screeching halt in spite of the fact that the rest of the County continues to grow at a
healthy rate. The land area of the Town is a little over 11 square miles. We do not know
what accounts for the cessation of population growth over the last decade. We have heard
that a great deal of the developable land may have been purchased by non-profits groups
to preserve it. In any event, population growth has been at a stand still for this recent

period.

The median household income was $41,250 in 1989. Close to 80% of the
population commutes elsewhere to work, revealing that Center Harbor is generally a
community where people live while working elsewhere.

Development

The Town is primarily rural and residential in character, with the largest
employers being EM Heath, Inc., a supermarket/hardware store with 50 employees,
Keepsake Quilting with 30 employees, Bay Gull Bagel Shop with 10 employees and Boot
Leggers Sport Shoes with 10 employees. The Town is the home port of the MS Mount

Washington.

Education

The Town is served by the Interlakes School District which includes Meredith and
Sandwich. None of these public schools are in Center Harbor. The nearest college is

Population of Belknap County Towns

Table 1

except Laconia

Town of %
Center Harbor  Change
511 na
540 6%
808 50%
996 23%
996 0%

Belknap
County

%
Change

28,912

32,367

42,884
49,216

56,325

na

12%

32%

15%

14%

Plymouth State and the nearest technical college is in Laconia.
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Medical

The 117 bed Lakes Region General Hospital in Laconia is the closest medical
center, approximately 15 miles away.

Property Values and Tax Rate

The real property tax base of the Town breaks down as 93% residential, 6%
commercial and 1% other. The equalized property tax rate in 2000 was $12.07/K and the
assessment ratio was 99%. The local assessed rate in 2000 was $12.35/K which is one of
the lowest tax rates in the state. The Town portion of this rate was a low $3.51/K.!

Table 2 reflects equalized assessed value for all the Towns in Belknap County

. except for the City of Laconia for the year 2000. As can be seen, Center Harbor’s
EAV/Cap. is far higher than the median of the other Towns in the County. In other words
Center Harbor has approximately 3.5 times the property value per capita of the median
per capita income of the surrounding Towns.

This same table shows the 1989 Median Family Income for these same Towns.
While Center Harbor’s Median Family Income is above the median, the fact that per
capita property values are so high is likely a result of wealthy owners of lakefront
property who do not reside year round in Center Harbor.
Table 2

Belknap CountyTowns except Laconia

89 Median
00 Family
POP 00 EAV EAV/C Income
Alton 4,502 635,052,517 141,060 34924
Barnstead 3,886 213,395,573 54,914 33259
Belmont 6,716 337,499,205 50,253 37554
Gilford 6,803 794,446,116 116,779 43207
Gilmanton 3,060 199,498,533 84,131 38583
Meredith 5,943 766,885,433 133,678 33137
New Hampton 1,950 122,439,721 62,790 35976
Sanbornton 2,581 226,744,471 77,295 36042
Tilton 3,477 260,874,756 75,029 31563
Average 4,324 395,204,036 88,436 36,027
Median 3,886 260,874,756 77,295 35,976
Center Harbor 996 257,441,708 258,476 41250
% above or below median -1% 234% 15%
! Rates obtained from NH DRA.
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Observations/Recommendations:

e Center Harbor population growth has been at a stand still for the last decade.

¢ The median household income was $41,250 in 1989, slightly higher than the state
median income of $38,828.

¢ Close to 80% of the population commutes elsewhere to work, revealing that
Center Harbor is generally a community where people live while working
elsewhere.

e Center Harbor’s Equalized Assessed Value per Capita is far higher than the
median of the other Towns in the County of similar population.

e Center Harbor is fairly typical rural residential community. It does not have any
particularly unique or difficult physical characteristics, which would require
special police services or planning.
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BUDGET

The Town of Center Harbor operates under the traditional Town Meeting form of
government provided in New Hampshire law. The Town and Center Harbor Police
Department operate on an annual budget, as do all municipalities in New Hampshire.
This budget is based on a calendar fiscal year with the Town Meeting held in March of
each year. Consequently, like many Towns in New Hampshire, the Town is three months
into its new budget before it is actually passed in March.

Our discussions with Town officials revealed no particular issues or problems
with respect to the administration of the annual police budget.

Table 3 below lists total police operating budgets for the last five years along with
the percent increase for each year along with these same figures for the General Fund
budget:

Table 3

Recent General Fund & Police Budgets

GF % Police %

Year Budget Increase Budget Increase
1997 1,016,426 NA 88,260 NA
1998 1,113,800 10% 96,698 10%
1999 1,141,534 2% 102,491 6%
2000 1,131,000 -1% 118,686 16%
2001 1,163,700 3% 126,515 7%

Clearly, Center Harbor Police Budgets in recent years have been increasing at a
rate well beyond inflation and generally beyond the rate of the overall Town General
Fund budgets. Such increases in the Police Department budget are not unusual in small
Towns, which are wrestling with modern day service demands, particularly if there is
growth pressure. Center Harbor does not appear to be experiencing significant growth
pressure, so we surmise that the increases reflect perceived modern day societal changes.

As shown in Table 4 below, the increases themselves primarily reflect increases
in the police personnel line items, but show significant increase in all categories. This
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reflects either an upgrade in pay or increasing demand for personnel to cover the
increasing demand for police services. As personnel increase, so do the costs for all the
other categories. This does not count the very large personnel benefits cost increases that
most Towns have absorbed in recent years, which are included in the personnel section of

the Town Budget.
1997

Full time 61,405
Part time 7,500
Call-Out
Training 300
Subtotal 69,205
Tel.fax 1,600
Computer 100
Uniforms 500
Dues 850
Supplies
Non-Elec. 2,000
Equip.
Subtotal 5,050
Oil, Tires etc. 1,000
Maint. and Rep. 3,000
Gasoline 1,900
Cruiser 6,925
Subtotal 12,825
Animal Control 730
Misc. 450
Subtotal 1,180
Total 88,260

Table 4

Police Budget Detail Increases

annual

avg,

%+/-

1998 % +/- 1999 % +/- 2000 % +/- 2001 % +/- 97-'01
63,474 68,400 74,425 81,205
14,000 14,000 14,000 15,000
7,488 8,500
300 500 700 700

77,774 12.4% 82,900 6.6% 96,613 16.5% 105,405 9.1% 13.1%
1,600 1,900 1900 2,000
100 200 1000 500
400 500 500 600
850 850 400 400
150 250
2,500 3,000 1000 1,600

5,450 7.9% 6,450 18.3% 4950 -23.3% 5350 8.1% 1.5%
1,000 1,000 1000 1,000
3,000 3,000 1500 2,000
1,800 1,000 2000 2,500
6,924 6,927 11423 8,710

12,724 -0.8% 11,927 -6.3% 15,923 33.5% 14210 -10.8% 2.7%
300 664 800 1,150
450 550 400 400

750  -36.4% 1,214 61.9% 1,200 -1.2% 1,550 29.2% 7.8%

96,698 9.6% 102,491 6.0% 118,686 15.8% 126,515 6.6% 10.8%

Table 5 below is data obtained from the Department of Revenue Administration.
It shows the public safety appropriations for the budget year 1999 as reported to DRA for
all the Towns except Laconia in Belknap County.
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This data puts Center Harbor’s police budget in more perspective. All Towns
report appropriations to DRA on the same forms, but they do not necessarily record their
costs in exactly the same way. As mentioned above, probably the biggest discrepancy
which can creep into this data is the fact that most Towns, but not all, report their benefit
costs separately under the Personnel category on the state form. Some Towns, like New
Hampton do not, and instead, include those costs in the Police line we are comparing in
this table.

In Belknap County where Center Harbor is located, Center Harbor’s spending in
1999 in total for all Town services was substantially more (74.5%) than the median
spending of the other County Towns on a per capita basis. At the same time, the per
capita spending for police services in Center Harbor was about 11% less than the median
of police spending for these same Towns.

Table 5

Belknap CountyTowns except Laconia
98 OSP 99 Police ~ Approp. 99 Total Total

Approp

TOWNNAME Population Approp.  per capita Approp. per capita

Alton 4,502 448,213 100 3,974,501 883
Barnstead 3,886 207,750 53 2,297,748 591
Belmont 6,716 560,459 83 4,420,026 658
Gilford 6,803 884,618 130 6,919,370 1,017
Gilmanton 3,060 243,690 80 1,908,670 624
Meredith 5,943 743,185 125 7,605,096 1,280
New Hampton 1,950 255,796 131 1,671,497 857
Sanbornton 2,581 264,970 103 2,247,782 871
Tilton 3,477 524,909 151 2,486,974 715
Average 4,324 459,288 106 3,725,740 862
Median 3,886 448,213 115 2,486,974 640
Center Harbor 996 102,491 103 1,112,549 1,117
% above or below median -10.8% 74.5%

Clearly, the other Towns in Table S are generally quite a bit larger than Center
Harbor in population. While one cannot rely too heavily on such gross data, an 11% lag
in per capita spending behind the median of these other Towns does not seem terribly
significant and would indicate that the Town is reasonably in line in this category with its
County counterparts. It is and should be the residents of the community who are best able
to determine the appropriate level of police services in the Town.
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Observations/Recommendations:

o C(Clearly, Center Harbor Police Budgets in recent years have been increasing at a
rate well beyond inflation and generally beyond the rate of the overall Town
General Fund budgets. Such increases in the Police Department budget are not
unusual in small Towns, which are wrestling with modern day service demands
and growth. However it does not appear that Center Harbor is experiencing
significant growth.

e Center Harbor’s spending in 1999 in total for all Town services was
substantially more (74.5%) than the median spending of the other County
Towns on a per capita basis. At the same time, the per capita spending for police
services in Center Harbor was about 11% less than the median of police
spending for these same Towns.

e Itis and should be the residents of the community who are best able to
determine the appropriate level of police services in the Town. The above figures
indicate to us that the Town has increased funding for its police services
significantly in the last several years. In doing so it has approached the median
of other county Towns in its police spending.

f
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RECRUITMENT, PROMOTION, PERFORMANCE REVIEW

Recruitment

A task as important as the selection of law enforcement personnel should be
approached very carefully. The process is generally acknowledged as a key activity in
determining the operational effectiveness of a law enforcement agency.

The goal of a police hiring process should be to hire and retain the very best
candidate, a person who demonstrates those skills, abilities and personality traits that the
Department identifies as the “ideal” Officer for the Town of Center Harbor. Recognizing
that today’s hiring practices and decisions can impact the Department and the Town for
many, many years demonstrates the critical need for a strong and effective hiring process.

The project team noted that the Center Harbor Police Department does not have
clearly defined job-related standards that provide a description of the duties,
responsibilities, requisite skills, educational level and other minimum qualifications or
requirements for employment. In addition, there is no formalized selection process in
place that conforms to the requirements of the NH Police Standards and Training
Council.

The Center Harbor Police Department should provide the most accurate and
precise job description possible to avoid undue delay and wasted time on the part of the
agency and the applicant. When the most important performance dimensions are known,
potential applicants are in a better position to relate their particular knowledge,
understanding and skills to those required by the position to be filled. The Department
should also ensure that job announcements describe all elements and activities of the
selection process, and do not set standards or criteria that even unintentionally screen out,
or tend to screen out, an individual with a disability or class of individuals with
disabilities, unless the criteria are job-related and consistent with business necessity. In
addition, job announcements should not set standards that cannot be specifically
supported and should avoid general requirements such as “excellent health” or “no
history of psychological or emotional disorders.”

The project team encourages the Center Harbor Police Department to adopt the
following selection process sequence recommended by the NH Police Standards and
Training Council:

1. Position announcement through electronic, print, or other media with an application
deadline

2 Standards for Law Enforcement Agencies. The Standards Manual of the Law Enforcement Agency
Accreditation Program. Third Edition (Chapter 31, RECRUITMENT, and Chapter 32, SELECTION).
Commission on Accreditation of Law Enforcement Agencies, Inc., Fairfax, Virginia, April 1994. See also
American with Disabilities Act, Section 102,
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Check for high school diploma, G.E.D. and citizenship requirement
Written examination

Notify candidate of examination results

Physical agility with a physician’s slip clearing the applicant to participate

Structured Oral Interview
Conditional Offer of Employment
Polygraph examination

RPN, PEWDN

Physical examination

10. Psychological examination
11. Background investigation
12. Appointment

In addition to a professional interview panel comprised of law enforcement
officials, the project team also recommends that in each hiring process and promotional
process there should be citizen participation. Through the use of a structured citizen
interview board comprised of various facets of the community, there would come a better
understanding of the demands on personnel and the agency. Additionally, it would
provide a focus and input into the personality and skills of those applying for the
positions or promotions.

A citizen interview board that is a voting portion of the process brings valuable
insight. For example, a board comprised of a member of the business community, a
representative of the school system, a senior citizen representative, a working mother or
father of school children, a homeowner, etc., all bring individual visions of what they
believe patrol Officers policing their Town should be.

It is very easy for a department to appear to be “closed” to any scrutiny and not
interested in public input. Efforts such as providing citizens with the opportunity for
input into the hiring and promotional processes demonstrates a department’s commitment
to those they serve.

Further, the appointment of personnel without testing leads to questions of
favoritism. As stated elsewhere in this report, career development of employees is a
serious consideration of management. If employees know that the Department policy is
to provide a testing mechanism and opportunity for each position then personnel can
prepare accordingly. It provides for a fair and equitable process and an opportunity for
every employee meeting the required established qualifications.

With respect to police applicant background investigations, the project team
found that, in most cases, documented investigations appeared superficial at best. The
background investigation is the most important tool to evaluate the qualifications of law
enforcement Officer candidates. Relevant information concerning the applicant’s
integrity, lawful or unlawfulness of past behavior, motor vehicle driving record, previous
job performance, and many other topics can and should be explored to assess an I I
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applicant’s suitability for appointment. A thorough background investigation involves
inquiries into the acts or conduct of an applicant, which bear a demonstrable relationship
to his/her fitness for employment as a law enforcement Officer. These relevant facts may
then be used as a basis to hire or not hire the applicant.

There was no indication in the personnel files that the Chief had followed the
recommended hiring and appointment practices as recommended by the Police Standards
and Training Council. He indicated that his hires were either part-time officers from
other departments or his own. There were no documents to indicate the Chief relied on
background investigations done by other departments. There were no copies of same in
the officer's files. There was no indication of a structured oral board including rating
forms, etc. If he relies on background investigation reports from other departments,
copies of the reports should be in the personnel file and the Chief should conduct an
investigation with reports regarding the time between his hiring the officer and the prior
investigation.

We recommend that the Center Harbor Police Department take immediate steps to
correct this deficiency by ensuring that all background investigations for police
employees (full-time or part-time) are thorough, clearly documented and consistent with
the background investigation guidelines established by the NH Police Standards and
Training Council. In addition, personnel records should also contain the required
documentation (i.e., fingerprint cards, etc.) reflecting the Department’s compliance with
the Council’s administrative rules. Equally important, the personnel who will conduct
these investigations should receive the requisite training.

The Chief of Police is vested with the responsibility to recruit, select, and
recommend to the Board of Selectmen the appointment of new members. The
Department should adopt a standardized policy for recruitment, which includes valid
testing procedures and valid job requirements, while emphasizing the importance of
making every effort to recruit minority and women candidates. This policy should be
based on the model policy from State of New Hampshire Accreditation or National
Accreditation Standards. All members of the Department should be encouraged to
become involved in the recruitment process. The purpose of this policy would be to seek,
and ultimately select, the most qualified candidate for any position within the
Department. To that end, the Department should develop a rigorous selection procedure
while simultaneously affording equal opportunity to everyone regardless of race, creed,
color, sex, national origin, or age.

Promotion
This is a small organization and therefore it has generally little opportunity for

promotion. During the Chief’s tenure, he has made only one promotion, to the rank of Sergeant.
At that time, the department’s only other full time Officer was promoted to Sergeant without any

formal process.
MRI
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Given the frequency of promotional opportunities within the organization, the study
recommends, after higher priorities are addressed, the Center Harbor Police Department adopt a
formalized policy for promotions using State and National Accreditation standards as a model.
This policy should establish and maintain a comprehensive promotional process for its members
as prescribed by the Chief of Police. The Department should conduct all aspects of the
promotional process in a fair and equitable manner so that the most qualified person for the
position is selected according to ability and merit. The procedures used for the promotional
process should be job-related and nondiscriminatory and satisfy professional, legal, and
administrative requirements designed to ensure that validity, utility, and minimum adverse
impact have been achieved in selecting members for promotion.

Announcement of the promotional process should be in writing, available to all members
of the Department, and include, but not be limited to the following:

1) A description of the positions or job classifications for which vacancies exist;

2) A schedule of dates, times, and locations of all elements of the process;

3) A description of minimum eligibility requirements; and

4) A description of the process to be used in selecting members for vacancies and the
relative weighting of each element in the process.

After the promotional process has been conducted, the Chief of Police should make
recommendations to the appointing authority, the Selectmen.

Performance Review

Personnel Evaluations should provide an accurate account by the immediate supervisor of
each individual’s ability to perform the tasks associated with designated positions. Personnel
evaluations will showcase individual accomplishments, point out shortcomings and outline that
person’s individual goals and objectives. The purposes of the evaluation system are to (1) allow
fair and impartial personnel decisions; (2) maintain and improve performance; (3) provide a
basis and a medium for personnel counseling; (4) assist in decisions about the tenure of
probationary employees; and (5) identify training needs. Personnel evaluations will outline
career paths that are being pursued by the individual Officer. If instituted correctly, personnel
evaluations will be the predictors for future assignments, possible promotion opportunities and
avenues of interest for particular specialties within the Police Department.

The evaluation of an employee’s daily work activities is an important means for
management to ensure that continued high standards of performance are achieved. Likewise,
evaluations are a tool that allows an employee to recognize that the Department recognizes good
and outstanding performance; promotes a feeling of confidence by the employee and allows an
employee to work towards improving any recognized deficiencies.

Currently, the Police Department does not complete personnel evaluations. The Chief of
Police has obtained, from a neighboring department, a proposed policy that outlines a process for
conducting employee evaluations. It is modeled after a sample policy that meets State
Accreditation Standards and a high priority should be given to its implementation. The pr
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utilizes a set of performance and rating criteria that should be distributed to all the employees.
The policy in its entirety should be reviewed with all members of the Department prior to
beginning the first evaluation period.

Observations/Recommendations:

e The goal of a police hiring process should be to hire and retain the very best
candidate, a person that demonstrates those skills, abilities and personality traits
that the Department identifies as the “ideal” Officer for the Town of Center Harbor.

e The project team noted that the Center Harbor Police Department does not have
clearly defined job-related standards that provide a description of the duties,
responsibilities, requisite skills, educational level and other minimum qualifications
or requirements for employment.

e The Center Harbor Police Department should provide the most accurate and
precise job description possible to avoid undue delay and wasted time on the part of
the agency and the applicant.

e The project team encourages the Center Harbor Police Department to adopt the
selection process sequence recommended by the NH Police Standards and Training
Council.

e In addition to a professional interview panel comprised of law enforcement officials,
the project team also recommends that in each hiring process and promotional
process there should be citizen participation.

e With respect to police applicant background investigations, the project team found
that, in most cases, documented investigations appeared superficial at best.

e We recommend that the Center Harbor Police Department take immediate steps to
correct this deficiency by ensuring that all background investigations for police
employees (full-time or part-time) are thorough, clearly documented and consistent
with the background investigation guidelines established by the NH Police
Standards and Training Council.

e This is a small organization and therefore it has generally little opportunity for
promotion.

e Given the frequency of promotional opportunities within the organization, the study
recommends after higher priorities are addressed, the Center Harbor Police
Department adopt a formalized policy for promotions using State and National
Accreditation Standards as a model.

o The evaluation of an employee’s daily work activities is an important means f
management to ensure that continued high standards of performance are ach i I
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e Currently, the Police Department does not complete personnel evaluations.

e The Chief of Police has obtained, from a neighboring department, a proposed policy
that outlines a process for conducting employee evaluations.

e The policy in its entirety should be reviewed with all members of the department
prior to beginning the first evaluation period.
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FACILITY AND EQUIPMENT

The Center Harbor Police Department is quartered in the Town’s municipal
building along with the Fire Department and other Town departments. The facility is a
single story brick structure originally constructed in 1970. Since that time, few
modifications have been made to update the building.

The municipal services building is centrally located within the Town but not
easily identified. A small granite marker in front of the building is lettered “Town
Offices” and is the only “sign” identifying the building’s use. This may be appropriate
for the local populace, but the community is a tourist destination as well as a major
gateway to some of the State’s most popular attractions. Travelers not familiar with the
Town would have significant difficulty locating the Police Department even though the
structure itself is visible from the main road.  The project team recommends the Town
consider measures that would make the Police Department more easily identifiable from
a distance.

The rear parking lot of the building is need of leveling and resurfacing. This
condition may pose a safety risk during winter months or while Officers rush to get to
their cruisers during emergencies. There are no reserved spaces for parking police
cruisers near the building. Interviews with department personnel indicated that during
the summer months this lot is very congested with boat trailers and vehicle parking from
the public boat launch a short distance away. On numerous occasions the Officers have
difficulty driving through the lot or finding a place to park. The Town’s effort to make
the facility handicap accessible has been the construction of a heavy wooden portable
ramp stored inside the building. This ramp would have to be moved into place to allow
wheelchair access to the any portion of the building. The Town should consider
eliminating the single step in front of the main entrance to the building and installing a
permanent ramp to accommodate the walking impaired.

There is no outside bulk storage designated for police use to store large items of
evidence or found property. There is an emergency generator located in the “loft” of the
Fire Department that will run some of the building’s electrical systems during power
outages. The building is not equipped with an intrusion alarm system. The Town’s two
cruisers are kept at the Officer’s residences during the evening and therefore are not a
security concern when not in use. Of a security concern, however, are the large glass
windows along the north wall of the Police Department. This condition limits privacy
and has in the past been a target for vandals. The Town should consider efforts to reduce
the amount of glass or install protective screening.

Public access to the Police Department is through the front entrance of the
building, past the Town Clerk/Tax Collector’s office and through a set of double glass
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doors to a wooden doorway. Employee access is through an entrance at the rear of the
building opposite the front entrance.

The Police Department is housed in one room of approximately 200 square feet. The
room is fairly neat and three workstations set up for employee use. The Department has done
very well developing the limited space available. They should be commended for this effort.
The Officers usually share the work areas. The room has the typical file cabinets, shelves, and
storage areas for supplies and equipment. Bulletin boards notify the Officers of various activities
and notices as well as the disposition of pending court cases. A single wall locker designated for
evidence storage is insufficient to hold all of the evidence in the department’s custody and some
evidence items were found in unsecured areas of the room. This condition poses a serious
liability concern regarding the integrity of the chain of custody for this evidence as well as
increasing the possibility of mishandling or loss of items. Appropriate storage for these items
needs to be identified or procured to eliminate the current condition. As the community looks to
the future, a facility with more space is appropriate

There is also some indication that access to the Police Department is not as restricted as it
should be. The Town Planning Board has two file cabinets in the Police Department that require
occasional access. The review team recommends that alternative storage arrangements be found
for these files in some other location in the building. The situation of unsecured evidence not
withstanding, the potential exposure to civil liability is increased whenever non-police
employees have access to confidential records and files. The review team recommends the lock
to the Police Department door be changed and access formally restricted to Police Department
employees only. Other Town employees should not have independent access to the Department.
We recommend the installation of an alarm system for the police area and the Town office area
to ensure that the facility is not tampered with when personnel are not on site, and for reporting
trouble from the Town office area.

Fleet

The Center Harbor Police fleet consists of two Ford Crown Victoria police sedans. The
Chief of Police operates a 1996 model that has approximately 125,000 miles of service. The
Sergeant and part time Officers share a model year 2000 vehicle. Both vehicles are painted a
dark blue and the markings on the 1996 vehicle are not reflectorized. Neither vehicle is
equipped with a roof mounted light bar. The review team recommends in future vehicle
purchases, that the Town consider changing to light colored vehicles with reflectorized markings
and roof-mounted emergency light bars. Emergency vehicles should be as highly visible and
identifiable as possible to afford safety to the Officers and recognition to the public. This is our
recommendation. However, we believe that ultimately, such decisions should be left up to and
made by the Department.

Both vehicles are well equipped and include the appropriate amount of protective
equipment as well effective enforcement tools to assist the Officers in the performance of their
duties. The Officers’ vehicle has a radar unit, video camera, laptop computer, and GPS vehicle
locator system interfaced with the County dispatch agency. The Chief's cruiser also has rad
laptop, and new digital mobile radio. Both cars have prisoner transport protective panels.
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Warranty maintenance is performed by the authorized vendor. The local highway garage
performs routine oil changes every 3,000 miles. An approved local garage performs other
maintenance.

The vehicle operated by the Chief is showing its age. The Town’s vehicle replacement
program for the Police Department should be reviewed and modified. Currently, the Town
lease/purchases a new cruiser every three years. The new cruiser is assigned to the Officers for
front line use and the Chief receives the three-year-old cruiser for his use for the next three years.
Since the Chief’s position in Town is that of a working Chief, and his vehicle is also a front line
emergency response vehicle, the current replacement schedule poses a possible safety risk and
quite likely adds to increased maintenance costs.

The practice of keeping front line vehicles for six years should be evaluated and revised.
After about 80,000 miles a front-line vehicle should be replaced.

Equipment

The Center Harbor Police Department has most of the equipment typical of a department
its size. Generally, it is in good condition and well maintained. The personally issued
equipment, uniforms, leather gear, and accessories are issued in sufficient amount and generally
good quality. Ballistic vests are available to the Officers but some may be outdated and worn
out. A vest replacement schedule should be implemented as well as a policy requiring they be
worn. There are a variety of make and caliber of pistols being carried by department personnel.
Several different firearm manufacturers are represented and calibers ranging from 9mm to 45
calibers are being carried. The Town purchases the duty weapon for the full time Officers while
the part time Officers purchase their own, with the Chief’s approval. The review team
recommends implementing a weapons replacement program that standardizes the make, model
and caliber of the issued weapon and ammunition. The Town should purchase firearms for all
Police Department personnel.

The Department's cruiser radios are the latest upgrade to digital technology obtained by
the participation in a Federal grant program for their purchase. The portable radios used by the
Chief and Sergeant are adequate, but the spares available for use by the part time Officers should
be upgraded. Both the Chief and Sergeant are issued pagers and cell phones. A cell phone is
available to the part time Officers when they work.

Because ballistic vests, firearms, and radios are major expense items for any sized
department, the review team strongly recommends the Chief develop a formal five-year
purchase/replacement program. These programs will not only aid in budget projections, but also
help ensure the safety of the Officers by providing high quality and effective equipment.

Observations/Recommendations:
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o The municipal services building is centrally located within the Town but not easily
identified.

e The project team recommends the Town consider measures that would make
the Police Department more easily identifiable from a distance.

e The rear parking lot of the building is need of leveling and resurfacing.

e The Town’s efforts to make the facility handicap accessible have been the
construction of a heavy wooden portable ramp stored inside the building.

e The Town should consider eliminating the single step in front of the main
entrance to the building and installing a ramp to accommodate the walking
impaired.

o There is no outside bulk storage designated for police use to store large items
of evidence or found property.

e Of a security concern, however, are the large glass windows along the north
wall of the Police Department. This condition limits privacy and has in the
past been a target for vandals.

e The single wall locker has been designated for evidence storage is insufficient
to hold all of the evidence in the department’s custody and some evidence
items were found in unsecured areas of the room.

e As the community looks to the future, a facility with more space is appropriate.

e There is also some indication that access to the Police Department is not as
restricted as it should be.

¢ The Town Planning Board has two file cabinets in the Police Department that
require occasional access. The review team recommends that alternative storage

arrangements be found for these files in some other location in the building.

e The review team recommends the lock to the Police Department door be changed
and access formally restricted to Police Department employees only.

e We recommend the installation of an alarm system for the police area and the Town
office area to ensure that the facility is not tampered with when personnel are not on

site, and for reporting trouble from the Town office area.

e The Center Harbor Police fleet consists of two Ford Crown Victoria police seda,
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e The review team recommends in future vehicle purchases, the Town considers
changing to light colored vehicles with reflectorized markings and roof mounted
emergency light bars.

e Both vehicles are well equipped and include the appropriate amount of protective
equipment as well effective enforcement tools to assist the Officers in the
performance of their duties.

« The Town’s vehicle replacement program for the Police Department should be
reviewed and modified. The practice of keeping front line vehicles for six years
should be evaluated and revised. After about 80,000 miles, a front-line vehicle
should be replaced.

e The Center Harbor Police Department has most of the equipment typical of a
department its size.

e A vest replacement schedule should be implemented as well as a policy requiring
they be worn.

e The review team recommends implementing a weapons replacement program that
standardizes the make, model and caliber of the issued weapon and ammunition.
The Town should purchase firearms for all department personnel.

e The portable radios used by the Chief and Sergeant are adequate, but the spares
available for use by the part time Officers should be upgraded also.

e Because ballistic vests, firearms, and radios are major expense items for any sized
department, the review team strongly recommends the Chief develop a formal five-
year purchase/replacement program.
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CITIZEN COMPLAINTS

Every citizen has a right to make complaints about the actions of a law
enforcement official when that official is acting in his or her official capacity. Citizens
want a reasonably objective evaluation of their allegations and that their complaint will
be treated with importance by the Police Department, both in perception and in actual
practice. Similarly, communities have their fiscal livelihood threatened by a single act of
misconduct. As a result, the community has a genuine concern over how complaints of
police misconduct are handled by the agency. The lack of public confidence in the
process frequently results in calls for various configurations of citizen oversight
mechanisms, attributable to the perception that the police cannot objectively investigate
themselves.

Many complaints are the result of misunderstanding. It is to the advantage of the
accused police Officer that the complaint and the circumstances surrounding the incidents
prompting it are thoroughly investigated and resolved. Though punishment of aberrant
police Officers is necessary at times, exercising a proactive influence over the behavior of
police personnel is far more important. From the perspective of the accused Officer,
police Officers have their professional careers on the line when accused of misconduct.
Every complaint, its investigation and outcome, can have a direct impact on assignments,
promotions, income, and their professional future. As a result, police Officers have a
right to expect that internal affairs investigations be accomplished objectively,
thoroughly, and in conformance with due process protections. An internal affairs process
that is considered fair by police Officers will enhance Officer learning and mitigate
against behaviors that lead to misconduct. On the other hand, a process that is perceived
as unfair or biased by police Officers will adversely effect Officer learning and result in
their attempts to undermine or otherwise obstruct the process.

By its very nature, the position of Chief of Police is one of the most important
positions in the community. The Chief of Police has the authority and responsibility for
the direction, control, and supervision of the operation of the Police Department. This
includes the responsibility for the security, safety, and protection of the rights of all the
citizens of the community. It is the obligation of the Chief of Police to ensure that these
fundamental principles are executed and fulfilled in the most impartial, efficient, and
effective manner possible.

Under the management and leadership of its Chief of Police, the Department must
identify and continually address the ever-changing needs and desires of the various
segments within the community. It is imperative that the Chief of Police is responsive,
concerned, and informed and provides clear and decisive direction to the agency. The
Chief of Police must be answerable to the citizens of the Town for all operations of the
Department through the Board of Selectmen.

The Department must always be alert to potential behavior problems and set up a ’u
proactive system of internal affairs investigations, whereby all complaints from the
at
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