	
	

	
	

	
	

	From:   
	"Lockwood, Steve" <LockwoodS@PBWORLD.COM> 

	Subject:   
	Service Patrol: outsource or not??? 

	
	

	
	


Given all the discussion about the pros and cons of outsourcing, is it the consensus of this group that contracted SSP cannot really play and effective role in IM? 

	
	

	
	

	
	

	From:   
	Bob Rella <brella@DOT.STATE.NY.US> 

	Subject:   
	Re: Service Patrol: outsource or not??? 

	
	

	
	


I don't believe that the conclusion can be reached that contracted SSP cannot play an effective role in IM. The SSP in the Lower Hudson Valley of New York State (HELP) is run by NYSDOT but operated by NYSP under an MOU. The following information is provided By Sgt. Ira Promisel, who is in charge of administering the HELP program for us; 

There can be a role for both State provided and for Contract services. There are several issues that can tip the scales in one direction or the other: 

Cost: Although contract services can appear more expensive, they also provide a very specific and "unloaded" cost (meaning significantly lower benefits, retirement, etc.). Rule of thumb for calculating benefits for as state salary is 35% of what they make (not including retirement) once that is factored in the costs may shift rather quickly. 

Cost of Living: Closely related is the relative cost of living of certain areas, particularly the population centers were the service patrols would be most likely deployed. Traditionally State employees are not paid as well in a relative measurement (their buying power) as those in less expensive areas. This creates significant turnover, hiring, and other problems in these high cost areas. The contract services can pay at more sustainable rate and reduce the turnover significantly(we have done this with great success in the Hudson Valley TMC ). The experienced personnel tend to have a more positive impact on IM. 

Equipment: Equipment can be much easier to purchase / replace through a contract system as part of the overall contract. This means it will be more likely be working and state of the art and thus will have a more positive impact on IM. Much of the State owned equipment is very old, in poor condition, and or obsolete. This leads to more down time and less efficiency (they are not on the road or if they are, they take longer). 

Service and Scope of the Job: Excluding what we have already mentioned, the type service the patrol provides can effect which may be better. If they have a specific statutory requirement and function (i.e.; peace officer status), it obviously needs to be a Government employee (as in the case of NYPD's service patrol). If they have a IM role, it is more of toss up; however many States have very specific job titles that do not allow employees to do certain things or make it inordinately difficult to do. Finding a specific job title that can do the work and perform things like call out's during off duty hours, patrolling non-traditional roads (i.e.; we moved service patrols to NYC during 911), etc can be very difficult. If the patrols are just providing gas, etc. they're relevance to IM is virtually nil except as a probe and a quick clearance device. 

Supervision: In our Region, the HELP program is run by DOT but operated by the NYSP. They are directly supervised, trained, counseled, etc. on all operational matters by two Troopers and a Sergeant. The program in this area is dispatched by the police that handle the roadway they patrol (800 miles in 7 counties and 4 major police commands including the Thruway and Westchester County PD). This has led to a knowledgeable and trusted partner that knows, internalizes, and practices IM. 

Flexibility: We are able to be more flexible with our workforce to include "decertifying drivers" and mandating drug and alcohol testing after any accident. We do not hire or fire individual contractors, but we do certify their ability to drive a service patrol vehicle. This quickly removes problem employees (much faster than the state system can). 

Cost-Benefit and performance standards: As part of insuring that State dollars are spent in an efficient and effective manner, our Service patrol has undertaken three rigorous cost-benefit studies since 2000. The latest, by the University of Maryland, was accepted by ATS, a peer reviewed academic journal and presented at TRB. This irrefutably shows the significant benefit of this program. In addition, performance surveys are analyzed on continuous basis. The public has consistently rated the program extremely effective. 

In all, we have a proven model that works for our Region. It is cost effective, it is a major player in IM, and it works. This exact model may not be optimal for all areas, but contracted SSP can most definitely play an effective role in IM. 

	
	

	
	

	
	

	From:   
	"Lockwood, Steve" <LockwoodS@PBWORLD.COM> 

	Subject:   
	Re: Service Patrol: outsource or not??? 

	
	

	
	


This is great stuff regarding the benefits and flexibility of outsourcing (as good as I have seen) but if tne outsourcing is to uniformed law enforcement personal, it is quite different from most of the contracted SSP which are to civilian entities that don’t have the authority or experience. I think the issue is still unresolved in this (more common) context regarding the effectiveness of non-DOT in the IM part of SSP function?? 

	
	

	
	

	
	

	
	

	
	

	
	

	From:   
	John Bassett <jbassett@DOT.STATE.NY.US> 

	Subject:   
	Re: Service Patrol: outsource or not??? 

	
	


To further clarify the role of the police in the service patrol (HELP program) in New York State: 

The State Police MANAGE the service patrol in the lower Hudson Valley. The trucks are operated by a contractor (Typically one with a background in towing). We have seen many benefits having the State Police manage the program in this area: Better buy-in from the State Police patrols, respect for the program by other first responders, etc. But most importantly, I think the contractors that operate the trucks provide a different level of respect to the uniformed troopers than they would with us "state workers". 

Outside of the lower Hudson Valley Region (just north of NYC), the NYSDOT HELP program is a hybrid, where we have a mixture of state forces operating state-owned vehicles and contractors operating their own vehicles. (NYC is the exception where NYSDOT "contracts" with the city police to manage and operate the HELP trucks. The operators of the trucks within the city limits are specialized NYPD officers - they have most of the same legal status as a patrol cop.) 

With regards to their role in incident management - we have had mixed results as well! Some of our Service Patrol managers have historically played the role of "fix tires, and give gas and directions only" where others have long felt that IM was a key role of the program. This has proven true with both state employee operated trucks and contractor trucks. 

We are slowly bringing the program into a more uniform approach statewide where Incident Management is being recognized as a legitimate role for DOT and, as such, a legitimate role for our service patrol. Although the program in the Hudson Valley is the most advanced in this area, other parts of the state are assisting at accident scenes more and more regularly. 

Directly to the question of State Employee versus Contracted: 

The argument for using contractors in certain locations is well documented below so I will speak toward some of the benefits of using state employees: > Cost of employee - Although the argument can be made that the "real cost" of state employee operated program runs pretty close with a contracted one, the reality is (in NYS) that the Department does not pay the salary of the state worker - that money comes out of a different "pot". Therefore, you don't need to pony-up cash to pay for that worker. Depending on how staff is juggled, a driver can work the morning rush hours in the service patrol truck and work the remaining balance performing regular highway maintenance duties. The afternoon rush hours can be handled by a second employee who works the first half of his day doing hwy maint. work. > Equipment - This all comes down to establishing a regular replacement program (depending on the routes, trucks might not last much more than 5 years). In NYS, we have had a difficult time replacing vehicles, although we recvently got creative with financing and used some unique sources to fund the purchase of a whole new fleet this year. Our trucks were loooooong overdue to be replaced. You will need to replace some consumables on a regular basis, but the majority of those can be buried in regular fleet and operations procurement. > Employee Cooperation - Like so many other things in state work, it all comes down to getting the right person in the right job. Yes it is easier to fire an operator that is working for a private contractor, but that comes with it's own set of problems. We have been able to operate most of our state-run vehicles with good people who take a lot of pride in their work. But the key is, all of these state employees are normally highway maintenance workers whose regular job is to fill potholes, repair guiderail, fix signs, unclog drainage pipes, picking up dead deer, etc. These guys & gals love the opportunity to do something different and, for many of them, they simply enjoy being able to help someone in-need. If you think about it, the folks on the receiving end are always very grateful that the HELP truck came along. This is one of those intangibles that you can't really show in a spreadsheet comparison of the two models. In NYSDOT, our Highway Maint workers are some of the lowest paid employees we have and they do some of the hardest, most thankless work. Being able to give them something better, even if it's just a little, goes a long way toward morale. Having said all that, employee union issues can become a problem when first rolling out the program, but they can be overcome with some work. >Call Outs - As noted below, depending on your individual circumstances, you may have difficulty getting state employees to respond to an after-hours call out in a timely manner. Not because they are less willing to roll, but because of logistics. In NYS, our service patrols are in the congested urban areas, which also happen to be the more expensive areas to live. Given their salaries, many of patrol drivers tend to live in the outskirts. Getting to the shop, picking up the truck and then getting to the scene (after hours) can take an hour or more. However, I think this argument carries less weight because the after-hours calls are few and far between. Not much of a factor. 

	
	

	
	

	
	

	From:   
	"Lockwood, Steve" <LockwoodS@PBWORLD.COM> 

	Subject:   
	Re: Service Patrol: outsource or not??? 

	
	

	
	


This is very interesting. Does who is doing the contracting for SSP impact the "leverage" that the DOT has in improving the IM process in terms of tighter procedures, post-incident briefings, performance measurement? 

	
	

	
	

	
	

	From:   
	paul.jodoin@DOT.GOV 

	Subject:   
	Re: Service Patrol: outsource or not??? 

	
	

	
	


Before we leave this discussion... 

New York State DOT made brilliant decision years ago to fund 3 State Police positions to manage the SSP and TIM (I think) programs for the DOT. This is a great model for other States to follow when looking to upgrade their TIM program. However, this is a luxury that many DOT's do not have at this time when outsourcing SSP services. NY is able to provide an ongoing training and input from these troopers. It is my understanding that the troopers assigned to Sgt Promisel also respond to incidents and provide input at the scene on behalf of DOT interests. Again, this is a huge benefit to the DOT. 

It is interesting that contractor SSP operators are looked at with more respect than fellow State workers by the NY uniformed troopers. This is very different than my experience in Massachusetts and my understanding of how many other states operate. Although usually not considered a full partner in Unified Command, the DOT staff can and frequently do provide input. Experienced DOT staff is often in the best position to know how to push along clearance efforts, insure that lanes are opened as appropriate, request that clearance be performed after the peak period and can at times provide input on the best way to approach a recovery effort. Knowing how and when to push a recovery effort comes with experience that is more likely available with seasoned DOT staff. 

We would like to see SSP Programs evolve into Full Function Safety Service Patrols (FFSP). One aspect of a FFSP would be to have operators with the experience and training to be in a position to represent the DOT interests as I have described above and to fully represent the DOT. A contractor cannot represent the DOT. DOT supervisors can save time by not responding to a scene if there is a high comfort level with the DOT FFSP operator. 

My opinion is also based on the understanding that the most successful FFSP Programs are operated with DOT staff. 

The program managed by Sgt. Promisel is very successful and among the best. No question. There are also many, many good contractor run programs. I still maintain that given the choice, Denise and others should keep it staffed by DOT. 

