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 INTRODUCTION

This performance audit on Pittsburgh Police and Housing Authority Police Merger was conducted pursuant to the Controller’s powers under section 404(c) of the Pittsburgh Home Rule Charter.  Generally accepted government auditing standards were followed.

OVERVIEW


In the 1970’s, many municipal housing authorities, including the Pittsburgh Housing Authority, formed their own police departments to provide more security for public housing residents. At its October 26, 2006 meeting, the Pittsburgh Housing Authority Board authorized the Executive Director to enter into a 3-year collective bargaining agreement with the Authority’s housing police that would not raise salaries.  The effective date of the agreement is January 1, 2006, the date when the previous contract expired.   
Nationally, some housing authorities have disbanded their police departments and merged with city police departments. Baltimore, Chicago and Los Angeles disbanded their housing police forces between 2004 and 2005.  New York City’s Housing Police merged with the New York Police Department in 1995.  Other housing police departments such as Boston have remained autonomous and supplement the efforts of the local police.  Major reasons for disbanding housing police departments are more scattered site public housing and the reduction in Housing and Urban Development (HUD) funding for public housing.
Baltimore


The Baltimore Housing Police Department (BHPD) merged with the Baltimore Police Department (BPD) in 2004.  At its peak, BHPD had 120 officers.  Just prior to the merger, many had resigned and the final count at time of merger was 80 officers.  
Hiring Process


Housing officers wishing to join the BPD had to apply as individuals and go through the same hiring process as all regular police applicants.  Thirty two (32) former housing officers graduated from the police academy.  Several of the housing officer applicants who met the minimum application requirements were later excluded after failing the required background investigation.

Deployment 

These remaining officers were assigned to the Public Housing Section within the Patrol Division of the Baltimore Police Department but are deployed outside of public housing when needed.  This section was created as a result of the merger.  Other officers within the police department are allowed to transfer into the housing section as vacancies exist.  Those currently assigned to the housing section may also opt out to a different assignment.
Funding and Equipment

The Baltimore Police Department received no salary reimbursement or other funding from the Housing Authority for the merger.   The BPD did receive, at no cost, all Housing Police vehicles, furniture and some weaponry.  According to the Baltimore Public Housing Section Commanding Officer, “all weaponry and ballistic vest which were not given to the Baltimore Police Department was destroyed under the watchful eye of the housing authority”.  When the former Housing Police facility lease expired, the Baltimore PD renewed the lease for themselves.    
Pension


All incoming 32 officers were considered first year employees in terms of seniority for job assignments, vacation scheduling, etc.  It is not know whether they were able to “buy back” or transfer years of service to the Housing Authority to the City police pension plan.
New York City
Deployment


Unlike Baltimore’s individual merit requirement, New York City merged the entire New York Housing Police into the New York Police Department (NYPD) and created a new Department of Housing Police within NYPD.  The NYPD housing police are stationed in 9 Police Service Areas (PSAs), located throughout the city’s five boroughs.  These PSAs are almost identical to police precincts.  

New York City has multi-story public housing where housing officers do vertical patrols, making sure illegal activity does not take place in the halls, stairways or on the roofs.  Some new police officers are randomly assigned to housing units.  Although the Housing Police are not dispatched from regular precincts, the NYPD has a policy whereby regular precinct units can answer or assist with calls in a housing development.

Funding

A 2005 Memorandum of Understanding requires the Authority to pay the City $58 million each year, adjusted for inflation.  The Authority primarily used Public Housing Operating Fund and Public Housing Drug Elimination Program revenue to pay the city for police services.  Elimination of the drug elimination program in 2002 has cost the Authority $35 million per year.  Rising NYPD personnel costs have outstripped the basic payment from the Authority.  As a result of rising costs and cuts at the federal level, the city is paying an increasingly large share of the cost of policing public housing.  

Pension and Seniority


Whether the former housing officers retained pension and seniority rights is unknown.  After repeated email and telephone requests, no information was received from the NYPD.

Pittsburgh Housing Police and City Police Jurisdiction

As of January 2007, the HAPD consists of 22 officers, 6 sergeants, one commander and one chief at an annual salary cost of $1,638,564.00.  A July 18, 1997 Authorizing Agreement (“Agreement”) between the City and Authority indicates that Housing Police “shall have full authority commensurate with the authority held by CITY police officers….when the (housing) police officers are at or on property expressly owned, leased or contracted by (the Authority) including but not limited to (Housing) communities, Section 8 housing and Scattered Site housing”.  According to its website, the Authority currently manages 11 housing communities and 13 senior high rises.

 However, Housing police jurisdiction is more restricted than is indicated by the Agreement.  The Housing Authority Act limits Housing police jurisdiction to grounds and buildings owned and maintained by the authority.  Because Section 8 properties are privately owned and managed, Authority police have no jurisdiction.  The Authority’s approximately 6000 Section 8 households are under City police jurisdiction only.
All Housing Authority properties are also under City police jurisdiction.  The Agreement states that City Police will “investigate all incidents involving infernal devices (explosive devices), sexual assaults, hostage situation, sudden death, use of deadly force by the HAPD and any other felony crime incident that occurs on HACP properties”.
According to the Authority Executive Director, Housing police respond to 911  dispatches to Housing Authority properties if they are more available than City police.  Housing police are considered first responders.  City police respond to calls about alleged major crimes.  Major crimes are felonies such as arson and homicide and certain misdemeanors such as aggravated assault.

The City Police Bureau is staffed at approximately 845 officers. Applications were being accepted until November 27, 2006 for a new recruit class.  A press release issued on October 16 by City Personnel and Civil Service anticipates that a minimum of 25 recruits will be in this class. 


At a November 13 budget presentation, Mayor Ravenstahl pledged to increase the number of uniformed officers to 900 in 2007: “We will work to increase our police force to a responsible and optimal 900 police officers”.  State grants of $2 million for 2007, 2008 and 2009 to fight violent crime will fund the hiring of forty of these additional officers.  
As long as the City is under Act 47 receivership, any increase above 900 officers must be approved by the Intergovernmental Cooperation Agreement Committee and the Act 47 overseer.  This would occur if budgetary reductions are made elsewhere or if a dedicated funding source, such as the state grants mentioned above, is found. 

This audit examines how a merger with the Housing Authority Police Department could fit into this 900 City police officer scenario.  

METHODOLOGY

The auditors interviewed the Pittsburgh Police Assistant Chief and Director.  A phone interview was conducted with the Housing Authority Executive Director (ED).  The Executive Director would not allow the auditors to interview the Housing Authority Police Chief.  Questions were emailed to the ED’s Assistant and to the Pittsburgh Police Manager.  
Surveys were sent to the NYPD and Baltimore PD about the merger of their respective city police and housing police departments.  NYPD did not respond to the survey even after three follow up phone calls.  The Baltimore PD did respond to the initial survey and to follow up questions.  The auditors attended a meeting with the City and Housing Police Chiefs and staff to discuss merger issues.
SCOPE


Scope is limited to the City of Pittsburgh Police Officer application requirements and Housing Authority Police Office applicant requirements as of November 2007. 


The Housing Authority declined to provide a written audit response.

OBJECTIVES

1. To assess options for a Pittsburgh and Housing Authority Police merger.

2. To assess benefit to the City from a merger of Pittsburgh and Housing Authority Police.

3. To make recommendations as to how the Pittsburgh and Housing Authority Police department should merge.

FINDINGS AND RECOMMENDATIONS
FINDING:  The City and Housing Authority are exploring merger of their police departments.  At issue is 1) whether Housing police officers will be held to the same qualification requirements as other new recruits; 2) the amount and term of salary reimbursement from the Authority; 3) how accrued pension time will carry over for purposes of City police pensions.
Merger Incentives for City

Due to federal funding cuts, the HACP executive director indicated that he would like to phase out the Authority’s police department at some point. There is no longer special funding for Authority police and all police services must be paid from the general operating budget.

 As an incentive for the City to hire some of its 30 officers, the Housing Authority is willing to pay the city $1 million annually for 3 to 5 years.  This payment to the City would be less than the $1,638,584.00 the Authority spends annually on its police salaries.  Some City Police Administrators assumed that the City would receive $3 million for the first year and yet to be determined amounts for subsequent years.  The source of this funding is unknown, but is assumed to be Public Housing Operating Fund monies.
 According to the HACP Executive Director, this money would be a quid pro quo for an as-yet-to-be-determined level of City police service in public housing communities.  The quid pro quo appears to be fluid.  According to the ED, the source of police service could be a special unit manned by former housing officers or a certain level of service stipulated in a contract between the City and Housing Authority.
RECOMMENDATION NO 1:  

 Federal housing funds are concerned with the level of police service rather than the source of police service in public housing properties.  
Should the Housing Authority police disband, federal funds could be a potential funding source for City police whether or not an official merger of the departments occurs.  City police administration should explore federal funding for City police service in public housing communities.
 In addition, the City could obtain all Authority firearms and other police equipment, including 44 vehicles. The vehicle models consist of 25 Crown Victoria cars, 13 Ford Expeditions, 3 Chevy Blazers, 1 Chevy Impala, 1 Ford Expedition and 1 Ford Pick-up.  Vehicle age ranges from 1998 to 2006.  The City will not be getting this equipment for free.  Housing Police administrators have indicated that Housing and Urban Development (HUD) wants the City to pay fair market value for the Authority’s police cars and other equipment.  

Housing Authority police are headquartered in the old State Police facility on Washington Road.  This facility is already owned by the City and is adjacent to the City’s Police and Fire training academy.  Conversations with City police administrators indicate that after the Authority’s nominal lease will be up in January 2007 and the City has plans to convert the building into the new Zone 5 station.  

RECOMMENDATION NO. 2:  

The City should continue to lease the Washington Road facility at nominal charge to the Housing Authority.  The lease should be a month to month lease, to facilitate timely conversion of the building into the new Zone 5 station if the Authority Police merge or disband.
Federal Funding as Merger Incentive
 
As previously noted, the Authority is willing to pay the City one million or so dollars for three to five years if the City takes on housing authority officers. This money cannot be used for general police operations and must be used to guarantee a specific level of police service to the City’s public housing communities.  

RECOMMENDATION NO 3:   

The City must decide whether specific housing community policing would be desirable or feasible, especially given the shortage of officers citywide.   
Funding appears to be in place for the Mayor’s stated goal of 900 officers for 2007.  In this scenario, adding former housing officers to provide an additional level of service to the public housing communities could supplement general police deployment.
Police Officer Eligibility Requirements 

Possibly the greatest merger issue is whether incoming housing officers must be merit hires who meet standard City police recruit criteria.   Baltimore’s recent recruitment of Spanish speaking officers from Puerto Rico made no allowance for prior experience.  All recruits must complete Baltimore’s six month police academy regardless of their experience and training.  
Union officials and some City police administrators do not want to repeat the problems of 1996 when early retirement incentives left the force severely undermanned.  Veteran officers from other police forces were hired as replacements, bypassing regular recruitment screening and testing criteria.  According to Fraternal Order of Police personnel, a disproportionate number of these hires became problem officers.  
City Police and Housing Authority Police Applicant Requirements

Applicants for the City and Housing Authority Police Officer examinations must meet criteria before they are allowed to sit for the respective police exams.  A comparison of City police and Housing police recruitment requirements indicates that the City’s is more stringent.  


Authority police applicants must be at least 21 years old, have a high school diploma or equivalent and a valid PA driver’s license.  In addition to a minimum age of eighteen (18) and possession of valid PA driver license, City police officer applicants must have “sixty (60) semester credits of completed coursework at an accredited college, university, technical or trade school”.  The City Personnel Department will waive 15 credits if the applicant is already Act 120 certified or 30 credits for two years of military service.  Act 120 is police training mandated by state law.  Before a municipality may use a person in the capacity of a police officer to enforce criminal laws, vehicle laws, or to carry a firearm, that person must be trained as specified in the Act.  The minimum training (currently 700+ hours) is set by the State Municipal Police Commission. 
Waivers cannot be combined.  Therefore, an officer from another force who is also a two year military veteran could get a maximum waiver of 30 credits and must still meet the other 30 credit requirement.
 Both the Authority and City require written, physical and psychological examinations.  Additionally, the Authority requires a polygraph test.  The City also requires oral and medical suitability examinations and a background check. 

 Applicants who pass the written and oral examinations are given a score and placed on the City’s Eligibility List for Police Officer.  From this list, which is good for one year after posting, the City chooses its recruit class(es).  Selected recruits must pass a background check, State of Pennsylvania Municipal Police Officers’ Education and Training, physical fitness and reading testing, psychological evaluation and medical examination.
RECOMMENDATION NO 4:  
If former Housing police officers are to be deployed within the general police department, they should meet the same hiring requirements as all other City police officers, i.e., 60 semester credits.  To waive this requirement would be a disservice to the applicants who applied in good faith for a position on the City Police Officer eligibility list and those who did not apply because they could not meet the 60 hour requirement.  A mass waiver for purposes of merger would likely result in law suits from applicants who did meet the posted requirements.
RECOMMENDATION NO 5:  
If the City decides to acquire HACP police on other than individual merit basis, these officers must be deployed in a special Housing Unit, akin to NYPD’s Department of Housing Police.  This special deployment would result in housing communities getting specialized policing and the City obtaining federal funds.  A Memorandum of Understanding between the City and Housing Authority should require the Authority to make a payment annually, adjusted for inflation, as long as the Authority receives this funding from the federal government.  This must be a dedicated trust fund so that the funds cannot be transferred to any other department (as operating funds can be). 
Other Merger Issues – Pension and Seniority
Pension


How incoming housing officers would be treated for pension purposes also needs to be resolved.  Whether these officers should be permitted to buy into the City Police Pension Plan for years served as Housing Police officers is not known.  

RECOMMENDATION NO 6:  

The City must carefully explore the pros and cons of allowing former Housing Police officers to get pension credit for years served in the Authority.  Actuarial studies must be done on incoming officers to insure they would not be eligible for full City police pensions shortly after joining the force.
Seniority

RECOMMENDATION NO 7:  

All incoming officers should be considered first year employees for job assignments, vacation scheduling and other seniority purposes.  The City should follow the Baltimore Police Department model in this regard.  
Housing Community Police Coverage


Currently, public housing community residents get the best police protection in the City, being policed by two police forces.  The streets, grounds and buildings of the Housing Authority are patrolled by the authority police officers over the course of two work shifts (10 PM to 6 AM and 3 PM to 11PM).  In addition, City police officers are available 24 hours a day. 

Crime data compiled by the Housing Authority indicates that Housing police officers were busiest in housing communities located in City Police Zones 1 and 2, which cover areas of the North Side and Hill District.  Four of the Authority’s eleven family communities (Allegheny Dwellings, Northview Heights, Bedford Dwellings and Addison Terrace) are located in Zones 1 and 2, respectively.

  The Housing Authority separates calls into three categories, Crime 1 offenses, Crime 2 offenses and service calls.

Crime 1 offenses include murder-manslaughter, forcible rape, robbery, aggravated assault, burglary, larceny theft, vehicle, and arson.  Crime 2 offenses include simple assault, vandalism, weapons violations, prostitution, sex offenses, drug violations, gambling, family violence, drunken driving, liquor law violations, public drunkenness, disorderly conduct, vagrancy, traffic violations, receiving stolen property, criminal mischief, criminal/defiant trespass, harassment and terroristic threats.  Service calls include home invasion assistance, assisting City police and answering false calls. 
The following table shows Housing police activity in the six city police zones in 2005 and 2006.  
	HOUSING POLICE CALLS BY ZONE

2005 and 2006

	
	ZONE 1
	ZONE 2
	ZONE 3
	ZONE 4
	ZONE 5
	ZONE 6

	YEAR
	2005
	2006
	2005
	2006
	2005
	2006
	2005
	2006
	2005
	2006
	2005
	2006

	Crime 1 Offenses
	179
	119
	160
	113
	11
	8
	0
	0
	13
	3
	2
	2

	Crime 2

Offenses
	1249
	1013
	1446
	1019
	95
	48
	3
	2
	136
	75
	10
	15

	Service Calls
	347
	213
	323
	220
	21
	4
	0
	2
	43
	6
	1
	0

	TOTALS
	1775
	1345
	1929
	1352
	127
	60
	3
	4
	192
	84
	13
	17



As noted above, City police respond to the more serious Crime 1 calls.  This leaves 2,939 Crime 2 offenses that the housing police responded to with or without city police assistance.  It is not known how much City police assistance the housing police received for Crime 2 laws.

City Police Administration indicates there will be no separate Housing Unit within the City force if the two departments merge.  Without current housing police patrols and a commitment to increased City police service, overall police presence will be reduced in housing communities.  If the hypothesis that an increased police presence deters crime is true, then a reduced police presence in these areas would reduce the deterrent effect to crime.  The magnitude of this reduced deterrent effect is unknown.
CONCLUSION:  
If City Police Administration wants to hire current Housing police officers, these hires should be done on an individual merit basis as was done in Baltimore, with Housing officers meeting the same requirements as all City police officer applicants.  To do otherwise would allow a group of officers to bypass the City’s 60 credit educational standard and open the City to the possibility of litigation.
 
If the Housing Authority Police Department is eliminated, the City can apply for a HUD grant to help cover the costs of increased public housing policing.  A merger of the police departments is not a prerequisite for the grant.  The City already has a presence in public housing areas and could opt for increased police presence in these areas.  The amount of the HUD grant would be determined by the level of service the City agrees to provide to communities formerly serviced by the Housing Authority Police Department. 
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