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EXECUTIVE SUMMARY

In the 2012 Joint Chairmen’s Report, the GenerakAtly directed the Department of
Natural Resources (DNR) to submit “a report onNla¢ural Resources Police level of
service standards,” including “a workload analysesponse time metrics, staffing levels
for authorized and filled law enforcement officasgiions, evaluation of law
enforcement officer work for civilianization, anentinent crime rates-”

This report has five parts:

» Background describes the responsibilities of theuNé Resources Police (NRP)
and discusses current staffing levels for authdreaed filled positions;

» Data Collection discusses patrol officer and corapaided dispatch system
reports, regional differences in law enforcemesgponse time to calls for
service, seasonal variations in law enforcemertppdata trends, crime rates,
and staffing levels in 2004 before the merger efrtigjority of the law
enforcement officers in the Maryland Park Servite the NRP;

» Best Practices reviews best practices for conservéw enforcement that have
developed since 2004 and are developing now, inauithe potential for
civilianization of law enforcement officer (LEO) gitions;

» Workload Analysis analyzes the collected data uaingethodology developed by
the International Association of Chiefs of Polioestudies of other natural
resource police agencies; and

» Conclusion describes the actions being taken toileethe capacity of the NRP.

Key findings of the report are:

Standards
* There are no universally applicable standardsgeessing the adequacy of
natural resource policing;
» Patrol staffing and deployment requirements ar¢ ésablished by careful
analysis of all available data;
* The Department has not conducted a workload asabfsiatural resource police
staffing needs until this report.

Enforcement Trends
» Statewide patrol hours for boating safety have elszd 20% since 2004;
» Conservation patrols have decreased by 16% in teeEaRegion, where the
largest amount of commercial fishing and crabbictivay takes place;
* Not including public lands, total annual NRP patrolrs have decreased
statewide by 6.5% since 2004,

! Report on the Fiscal 2013 State Operating Budg®ti50) and the State Capital Budget (SB 151) and
Related Recommendations by the Chairmen of thet&&halget and Taxation Committee and House
Appropriations Committee 2012 Session, pages 46-47.
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* Maintaining a patrol presence in the Maryland Faekvice system, with over 10
million visitors and 66 parks, presents significkat enforcement demands since
the 2005 merger;

» Law enforcement demands on public lands and pwaierways are seasonal,
peaking in the June to September time frame;

» Changes made during the past eight years are ma&imggrvation law
enforcement more streamlined and effective.

Callsfor Service
* The median time for an officer to arrive on therscéor urgent calls for service
for a Priority 1 call (where an officer is needede¢spond immediately) is 20
minutes; for Priority 2 calls (where prompt attentis required), the median time
is 28 minutes;
e Calls for service from the public and other polagencies have increased over
the past three years.

Staffing Levels

* To maintain the existing number of officers to cangate for coming
retirements, NRP will need to hire and train enorgguits to replace a minimum
of 14 officers during each of the next five years;

» Atotal of 233 patrol officers — 70 more than cutrstaffing — would be able to
meet the year-round patrol workload of recent years

» A total of 33 contractual seasonal officers coulfdilf the seasonal June through
September peak workload demand in state parksu#tstantial cost savings
compared to hiring additional permanent, year-rooffiders;

* An additional 5 officers and 5 civilians in non-ptfunctions would provide
sufficient support for the increased number of @atfficers.

Rebuilding the NRP

The report concludes by noting measures that aeady underway to rebuild NRP
capability, including enactment of the Governor¥ #2013 Supplemental Budget request,
continuing improvement in management and enforcém@cedures, reduction of
officers’ non-patrol workload, and civilianizatiai support functions.



BACKGROUND

A. Responsibilities

The Maryland Natural Resources Police (NRP) isstifercement arm of the Department
of Natural Resources and is the only police fomideafrom the Maryland State Police
with statewide jurisdiction. Maryland law makes thRP responsible for:

» Enforcement of natural resource and conservatias (&R 1-204);

* Maritime and rural search and rescue (NR 1-201(1)])

* Public education in hunting, boating and watertyafdR 1-201.1(b)(2));

* Primary law enforcement for State parks, Statestsrewildlife management
areas, and public lands owned and managed by DNRL(R01.1(b)(3));

» Maritime homeland security on State waterways,iegras the lead state agency
(NR 1-201.1(b)(4)).

The NRP patrols over 470,000 acres of public lattdsMaryland portion of the
Chesapeake Bay and its tributaries, coastal bdy3agfan City and Assateague, three
miles off the Atlantic coast, and over 9,000 mié$reshwater streams. In 2011
Maryland had 120,317 licensed hunters, 380,048 died sport fishermen, 5,961 licensed
watermen, and 193,232 registered vessels.

Numerous memorandums of understanding (MOUS), grand joint agreements with
federal, state, regional, county and municipal agex) including mutual aid or reciprocal
enforcement agreements, assign additional dutigetdlRP. For example, in order to
comply with Maryland’s obligations under U.S. Faartd Drug Administration rules, an
MOU with Maryland’s Department of Health and Meritblgiene requires NRP to
“conduct adequate patrol activities so as to pretrenharvesting of shellfish from other
than approved areas” and to be “responsible foapipeehension and prosecution of
persons violating the restrictions on harvestinglébh.” The FDA rules require specific
levels of patrol depending upon the health riskle§al harvesting of shellfish in
restricted areasFailure to meet these requirements would placeyMad’s interstate
shellfish shipping at risk for closure.

As the lead agency for homeland security on watgsWdRP conducts frequent checks
of designated critical infrastructure from both araéind land. The checks include 18
critical infrastructure sites designated by the.UD8partment of Homeland Security and
an additional 9 sites identified by the State ofrjfind.

2U.S. Food and Drug Administration, NSSP 2009 $ecli Chapter VIII Control of Shellfish Harvesting,
National Shellfish Sanitation Program Guide for @antrol of Molluscan Shellfish 2009, Section II.
Model Ordinance, Chapter VIII. Control of Shellfistarvesting, viewed online 11/7/2012 at
http://www.fda.gov/Food/FoodSafety/Product-
Specificinformation/Seafood/FederalStatePrograntsdNalShellfishSanitationProgram/ucm047104.htm




B. Staffing L evels

As of December 1, 2012 the NRP had 238 authoriaedehforcement positions and 216
of these positions are filled, including 17 relativnew officers who graduated from the
NRP Academy on November 9, 2012. The sworn lawreafaent officers (LEOSs) are
supported by 55 authorized civilian personnel pas# (50 filled) and 5 part-time
contractual LEOs. Volunteer Natural Resources BdReserve Officers assist the NRP in
support, training and outreach, and their efforésa@ordinated by 2 contractual Reserve
Officer Coordinators. Another 13 civilian positioase set aside for hiring NRP cadets.
The total number of filled positions is 273.

Patrol activities are conducted in 4 regions ofdtate, which are further divided into 8
“areas” (multiple counties) and 26 “districts” (imdlual counties or parts of counties).
Each region has a captain, each area a lieutearahigach district a sergeant and between
1 and 3 corporals and 1 and 5 officers. Patrotef are deployed from seven field
offices within the eight areas. A total of 175 offis are assigned to field offices, with

163 dedicated to patrol activities. In addition,Bfcers provide service as investigators,
special operations, communications and planning @), and technical services (TS)
which includes the NRP Academy/Training and maiatee units. Nine law

enforcement officers in headquarters oversee sidgevperations.

NRP Filled Positions as of December 1 2012

HQ | East| South Central We StS%%c;al C&P| TS Total 'glljlt\lhs
Colonel 1 0 0 0 0 0 0 0 1
Lt. Colonel 1 0 0 0 0 0 0 0 1
Major 3 0 0 0 0 0 0 0 3
Captain 1 1 1 1 1 1 1 1 8
Lieutenant 1 2 2 2 2 1 1 2 13
Sergeant 1 7 5 4 5 3 3 2 30
Corporal 0 19 13 15 12 13 1 2 75
S/Ofc./Off. 1 22 24 22 15 1 0 0 85
Total Officers 9 51 45 44 35 19 6 7 216 238
Contractual Off. 0 4 1 0 0 0 0 0 5
Res. Off. Coord. 0 0 1 0 1 0 0 0 2
Civilian 5 2 2 1 1 0 26 13 50 55
NRP Cadets 13
Grand Total 14 57 49 45 37 19 32 20 273 306




The FY 2013 Supplemental Budget included fundingite 8 additional LEOs and
reinstate the long-unused NRP cadet progt&adets may be hired directly from high
school and will assist NRP officers in the fieldhiah provides the cadets with practical
hands on education and experience. Both the agemtyhe cadets have the opportunity
to determine if a career as an NRP officer bess fadth parties, prior to the individual's
investment and the agency’s expense of formal NfR€eotraining. The process for
selecting and hiring the NRP cadets and 8 additib&E®s has begun, but the people are
not yet on board.

NRP has traditionally held open 20 LEO vacanciesctmount for turnover, but the
number of vacancies held open is reduced to 12useaaf the funding to hire 8
additional LEOs. In October of 2012, 8 LEO PINs evexclassified to Cadets/civilian
and 5 PINs were transferred to NRP from other Diepamt units to be used for NRP
cadets. Also in October, 1 LEO PIN was reclassifisctivilian as the position of public
information officer was civilianized.

The current authorized strength of NRP is 238 LE3sCadet/civilians, and 55 other
civilians, for a total authorization of 306 persehn

A significant number of current NRP officers argegted to retire during the next five
years. NRP officers participate in the Law EnforeamOfficers’ Pension System
(LEOPS) and are eligible to retire when they re2islyears of service or 50 years of
age? As of December 1, 2012, 88 (41%) of the currel® RRP officers are eligible to
retire.

Number of NRP Officers Becoming Eligibleto Retire, by Year
2012 | 2013| 2014 2013 2016 2047 Tofal

Eligible to Retire 88 12 12 8 12 6 134§

Officers who are eligible to retire have an optiorenter the Deferred Retirement Option
Program (DROP) which enables them to keep working as officersufoto five years
beyond formal retirement. As of December 1, 2012o#icers (22% of current officers)
are participating in the DROP with required retisgrndates between 2012 and 2017.

Number of NRP OfficersWho M ust Retire, by Year
2012 | 2013| 2014 2013 2016 20147 Tofal

Must Retire (DROP) 1 7 8 3 7 21 47|

From 2000 to 2011, 152 NRP officers retired — agrage of 14 per year. This number of
annual retirements is expected to continue, oeame slightly, because of the high
numbers of NRP officers eligible to retire and athg in the DROP. To maintain the

3 Chapter 148 (SB 150) of 2012, page 250.

* State Retirement Agency, Pension System for LaferEament Officers of the State of Maryland
Benefits Handbook, Revised July 2011, page 20.

® Ibid., pages 31-35.



existing number of officers NRP will need to hiredarain enough recruits to replace a
minimum of 14 officers during each of the next fixears.

1. DATA COLLECTION

A. Reports

Primary data sources for determining field offitmrel of activity are NRP officers’
reports of daily activity and time allocation (“20@&ports), and data from the computer
aided dispatch (CAD) system, which includes arrestations, warnings, and all
incidents reported to dispatch. The data was cliefdkequality and corrected as
necessary before it was used in calculations.

Data for the last 3 years (2009 through 2011) veasido “smooth” any unusual or
anomalous data. To identify changes in enforceraettities, the recent-year data was
compared to data from 2004, the last year befaerterger of state park law
enforcement officers into the NRP.

Interviews with officers and command staff in eacka NRP office provided
information that was vital to understand the datal also information about local
conditions and factors that affect NRP’s law enéonent responsibilities in each part of
the state.

B. Regional Differencesin L aw Enforcement

Eastern Region

Area 1 (Johnsony includes the lower Eastern Shore (Somerset, Wimm and
Worcester Counties). Major patrol activities inauttal fisheries (commercial crabbing,
oysters, striped bass), boating (including jetliskery operations in Ocean City), and
hunting/wildlife. Major public lands include Assatpie State Park, Pocomoke River
State Park, Janes Island State Park, and SomeesNarna. Public lands account for
18% of current patrol time in this Area.

Area 2 (Hillsboro)- includes the upper Eastern Shore (Caroline, Iizsster, Kent,
Queen Anne’s, and Talbot Counties). Major patréivées are crabbing and tidal
fisheries, hunting/wildlife, and boating. This ates had major cases involving
commercial striped bass, oysters and waterfowlagjidnd anticipates increased patrol
needs for enforcement around shellfish leasesidkalolds account for 5% of current
patrol time in this Area.




Southern Region

Area 3 (Broadnecky includes Anne Arundel and Prince George’s Casntiiajor patrol
activities include boating, crabbing and tidal &sles, and hunting/wildlife. Marine “raft-
up” gatherings require significant enforcement gffdhis area has seen a large increase
in nuisance wildlife complaints since the Anne AdahCounty animal control agency

cut back its services. Public lands, primarily SaRdint State Park, account for 15% of
patrol time in this Area.

Area 4 (Waldorf)- includes Calvert, Charles and St. Mary’s Countiajor patrol
activities include crabbing and tidal fisheriesating, and hunting/wildlife. This area has
had major cases involving commercial striped bRsslic lands include Point Lookout
and Greenwell State Parks. Public lands accourit8&& of current patrol time in this
Area.

Central Region

Area 5 (Gwynnbrooky}- includes Carroll, Howard and Montgomery Counéed all
marine operations in Baltimore City and County. &gatrol activities include
hunting/wildlife, non-tidal fisheries, and boatingajor public lands include Seneca
Creek and Patuxent River State Parks, and muchtapBco Valley State Park (except
the portion in Baltimore County). Public lands aacbfor 21% of current patrol time in
this Area.

Area 6 (also in Gwynnbrook) includes Cecil and Harford Counties and the ke of
Baltimore City and County. Major patrol activitieslude hunting/wildlife, tidal
fisheries, and non-tidal fisheries. Major publinda include Gunpowder Falls, Elk Neck,
Rocks and Susquehanna State Parks and Fair HilfdN&esource Management Area.
Public lands account for 26% of current patrol timéhis Area.

Western Region

Area 7 (Echo Lake} includes Frederick and Washington Counties. Magtrol
activities include hunting/wildlife, non-tidal fighies, and boating. Major public lands
include Cunningham Falls, Greenbrier, Gambrill, &odith Mountain State Parks and
the Western Maryland Rail Trail. Public lands agtdor 18% of current patrol time in
this Area.

Area 8 (Town Hill)- includes Allegany and Garrett Counties. Majdrgdactivities are
hunting/wildlife, non-tidal fisheries, and boatingajor public lands include Rocky Gap,
Deep Creek Lake, New Germany, Swallow Falls, andifigton Manor State Parks and
the Western Maryland Rail Trail. Use of illegal dsus a significant issue in Green
Ridge State Forest. Rocky Gap State Park is aat@ipto need additional law
enforcement attention when the new gaming faaiggns. Public lands account for 25%
of current patrol time in this Area.




C. Response Timeto Callsfor Service

NRP operates a single statewide dispatch centeséinges as the 24/7 communications
hub for officers in the field. The dispatch cerdaeswers calls from the public on both
emergency and non-emergency lines (the dispatdiercanswers several 800 numbers
that are available for the public to report viatas and questions relating to wildlife,
poaching, fishing, boating and parks). When cakllsraceived the dispatchers use a
Priority Classification Chart based on the naturthe incident and its urgency to
determine the priority for response.

Priority 1 denotes incidents when an officer isuieed to respond in person immediately.
This includes incidents where human life or injigat risk. Priority 2 includes incidents
that are in progress where notification of a fiefficer is necessary and some type of
prompt attention is required. Priority 3 includesd urgent incidents where some type of
action by phone call or personal contact is needed.

During calendar years 2009 to 2011, NRP officer iaredesponse time from the dispatch
of a Priority 1 call to arrival at the scene wasn2i@utes. The median response time for
Priority 2 calls during the same time period wasr#B8utes.

Data from the dispatch system indicate that callsérvice from the public and other
police agencies have been increasing in recensyaarshown in this table:

Callsfor Service by Calendar Year

2009 6,848

2010 7,184 +59%

2011 7,807 +9%
D. Seasonal Variationsin L aw Enforcement

Enforcement of natural resource and conservatws leas seasonal variations resulting
from life cycle or migration patterns, hunting dighing season openings and closures,
and warm weather for recreational boating. Tidsthifig enforcement is becoming more
year-round with the seasonal variation being thgetaspecies rather than the level of
effort required. Year-round demand for shellfisfioecement is expected to increase
along with the increase in leased areas for oysjeaculture.

The Maryland Park Service manages 66 State packsdd throughout Maryland, with

an average of 10.4 million visitors each year. Phaek Service’s main law enforcement
priority is maintaining a visible patrol presenoehe parks to keep the peace and ensure
a safe and welcoming environment for park visitufrall ages to enjoy. While some
enforcement of natural resources laws does ocqoariks, the main activity is on the
same types of public safety issues encounterealmnipolice forces. Park visitorship is
very seasonal and is highest in the months of didlyAugust. The busy season for most
state parks can be described as May through Septesni\pril through October.



Visitorsto Maryland State Parks by Month
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During the 2009 to 2011 time period 64% of the<all service in state parks were
during the May through September busy season, @#dwere during the extended busy
season of April through October.

Responding to law enforcement needs in state @arttother public lands has been one
of the highest NRP priorities since the mergerarkd.EOs into NRP at the beginning of
2005. Officers stated that maintaining adequate@me of law enforcement needs in the
parks during the summer months has strained ress®fnc other enforcement priorities,
particularly boating safety patrols, and the ayddagpatrol data (discussed below) provide
confirmation.

The need for additional officers during the sums®ason is one of the major findings of
the workload analysis. Possible solutions incluaeltiring of additional seasonal officers
on contract as done currently by the NRP and byoitean City Police Department for
the summer months in Ocean City. The solutionsddzessed in the Workload Analysis
section of this report.

E. Patrol Data Trends

Statewide patrol hours for boating safety have ekszrd 20% since 2004 and
conservation patrols have decreased 2% duringgtine sime period. Within those
overall trends are some significant regional vaorat.

Boating safety patrols have decreased 33% in teeeEaRegion, 12% in the Southern
Region, 35% in the Central Region, and increaséd B2the Western Region. The three
regions with decreases in boating safety patr@sarthe Chesapeake Bay. The Western
Region has Deep Creek Lake.

Conservation patrol includes hunting/wildlife, cbatny, and both tidal and non-tidal
fisheries. Conservation patrol decreased 16% ifctstern Region and 7% in the
Southern Region while increasing 17% in the Cemedion and 31% in the Western
Region. The largest part of the decrease in theeBaand Southern regions was
hunting/wildlife patrol, followed by tidal fishersepatrol. The largest part of the increase
in the Central Region was non-tidal fisheries daand the largest part of the increase in
the Western Region was hunting/wildlife patrol.
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The data confirms observations provided by NRRcefi. In particular, the need to be
available to respond to urgent calls from the pubdiuses reductions in boating safety
and conservation patrols, and in the intensivealiance and investigation that are
needed to apprehend and make a solid case adardtliberate repeat violators who
cause damage to natural resources.

The data also shows that public lands enforcemamdtitutes a significant part of NRP
activity, particularly in the suburban areas of 8tate with high park usage and in rural
areas having a high percentage of public lands falleving chart illustrates this
finding:

% of NRP Patrol Time Directed to Public Landsin Each Patrol Area

Patrol Major Public Lands % of
Area Patrol
Time

6 Gunpowder Falls, Elk Neck, Rocks, SusquehanniaHila 26%
8 Rocky Gap, Deep Creek Lake, New Germany, Swallow 25%
Falls, Herrington Manor, Western Maryland Rail Trai
Green Ridge State Forest

5 Seneca Creek, Patuxent, Patapsco Valley (except f 21%
Baltimore County)

4 Point Lookout, Greenwell 18%

1 Assateague, Pocomoke, Janes Island, Somers CarieaVl 18%

7 Cunningham Falls, Greenbrier, Gambrill, South ktain, 17%
Western Maryland Rail Trail

3 Sandy Point 15%

2 Tuckahoe, Wye Island 5%

F. Crime Rates

The annual Uniform Crime Reports present statisticsrimes known to, and reported
by, law enforcement agencies, including murdere rapbbery, aggravated assault,
breaking or entering, larceny-theft, motor vehitieft, and arson. Statewide, July and
August were the months of highest reported crinldab/(in 2009 and 2011, and August
in 2004 and 2010). February was the lowest monéilifour years® The Uniform Crime
Reports do not include data on natural resourdaiims.

Many natural resource violations do not have immadhuman victims or complainants,
and are often discovered only when a law enforcemiicer finds the violation or its
aftermath on self-initiated patrol. As a resuisihot possible to obtain complete statistics
on the prevalence of hunting, fishing, and otheéursd resource violations; the best
statistics available are the number of citation$ warnings issued, but those statistics

® The statewide statistics are contained in the arigmiform Crime Reports for 2004, 2009, 2010 and
2011. The reports are all titled Crime in Maryland.
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may reflect more the amount of NRP officer patihaty than the number of actual
violations.

The number of citations issued by NRP officerseéased by 10% from 2004 to 2009-
2011, and the number of warnings decreased by Z&#main components of the
increase in citations were crabbing, oyster, asha fisheries violations. The
overwhelming part of the decrease in warnings veadibg violations; that is very likely
a result of the significant decrease in boatingtygbatrols noted earlier in this report.

G. Pre-Merger | nfor mation

At the beginning of 2005, law enforcement autharitgtate parks was assigned
exclusively to the NRP, and a majority of the LE@state parks became LEOs in NRP.
The numbers of officers in the state parks and [dRRe time of the merger are shown
below:

Total Officers (LEQS) in 2004 (pre-mer ger)

Other NRP
HQ East South| Central West  Units* Total
LEOs in Parks 10 18 21 46 48 - 143
LEOs in NRP* 11 71 54 33 20 21 210
Total 21 89 75 79 68 21 353

* Adjusted by removing Aircraft and Waterway Managmt (placing regulatory markers and
navigation aids), which are no longer part of NRP

The merger had been recommended by the Commissitmedstructure and Efficiency
of State Government chaired by former Governor Makandel. In its report, the
Commission included this statement, which provioheplart a justification for the
merger:

The current State classification system requirasRark Managers be sworn
Rangers. In many cases, this requirement has draa#uation where sworn
police officers spend the majority of their timegark management operations
rather than police operatiofs.

The report does not quantify the “many cases” aed‘najority of time” that Park
Service sworn officers spent on park managemermniatipas. However, this qualification
should be taken into account when interpreting datthe number of LEOS in the Park
Service before the merger. In addition, other datduding the hours of patrol time prior
to the merger in 2005, should be considered. Binafiprovements in conservation law
enforcement and technology developed over thegigist years, in addition to future
efficiencies, should be considered as discuss#tkimext section.

" Report of the Commission on the Structure ancckgificy of State Government, Marvin Mandel,
Chairman, December 8, 2003, page 43.
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The Mandel Commission report noted “some issuegrdagg staffing” and personnel
allocations® but did not contain a workload analysis or detadata. The number of
LEOs in both NRP and the Parks had declined fro8016 2003. In July of 2005, 95
PINs were moved from the Maryland Park Service RPNo effectuate the merger; 35 of
those PINs were abolished or transferred to otbhgygses. Some LEOs remained in the
Maryland Park Service but today they have advateegnior park management and do
not spend any significant part of their time pemorg law enforcement.

V. BEST PRACTICESFOR CONSERVATION LAW ENFORCEMENT
This section considers best practices for conservéw enforcement that have
developed since 2004, are developing now, and raalekeloped in the future, including

the potential for civilianization of LEO positions.

A. Recent Changesin Natural Resour ce M anagement and Enfor cement
Procedures

The Department continually strives to identify ardpond to opportunities to improve
resource management and enforcement procedureg &dire improvements have been
enacted by the General Assembly, such as Chaf@8rantl 469 of 2011 that authorized
NRP officers to inspect places where fish may beest on commercial fishing vessels.
Other improvements have been made administratiwethe Department, including
development of the Maritime Law Enforcement Infotioia Network (MLEIN).

Working with the Maryland Judiciary, NRP establidleenatural resources day — one day
per month per court for hearing only natural resewiolations in Anne Arundel,
Dorchester, Wicomico and Worcester Counties. Alsidgy for hearing natural resource
violations has improved natural resources casdutso in the courts and reduced the
number of days NRP officers need to leave patrblktpresent in court.

State park managers continue to make changes edd@ndeduce the incidence of
behaviors that would otherwise lead to law enforeenproblems, including installing
speed bumps, extending campground quiet hoursjeeidring the state parks alcohol-
free.

The Maryland Fisheries Service recently inauguratedot “hail in, hail out” system that
will assist enforcement by letting NRP officers inehere crabbing activity is

occurring. The Department’s new licensing softw&@®MPASS, will by next summer

be producing license documents that clearly sh@ndttes of all authorizations, which
will make that information available to NRP patoflicers at the scene and eliminate the
need for checking of remote sources and paperdscor

8 Ibid, pages 42-43.
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The Wildlife and Heritage Service recently begatebnic deer and turkey check-in,
with data available to NRP officers instantly.

B. Potential | mprovementsin Natural Resource M anagement and
Enfor cement Procedures

Several opportunities for improvement in technolagg administrative procedures will
help patrol officers make more effective use ofetiamd improve NRP operations:

I mprovementsin Dispatch — While managing communications with patrol off&e
NRP dispatchers also answer several phone linestfie public. Having to answer low
priority phone calls or multiple citizen reportsasituation already being managed can
distract a dispatcher and interfere with theircédincy in managing an urgent situation.
Some emergency operations centers use a two-sgstem for handling incoming calls;
one person answers a call and determines whetheathneeds to be given to a
dispatcher or can be handled in a different wagviding this extra person during the
busiest hours would allow dispatchers to maintagu$ on the officers in the field and
the most urgent and important situations they aaraging.

Automated Record Checks — When an officer in the field wants a record ¢hec an
individual, the officer currently reads the indival’s identification over radio to a
dispatcher, who does the records check and givesbal report to the officer. Making
drivers’ licenses and perhaps other forms of idieation scannable would enable
officers to simply swipe the identification in a bile device, saving both officer and
dispatcher time for other duties.

Warrant Validation — The FBI's National Crime Information Center (N&}Irequires
validation of warrants in the NCIC database aferfirst 30 days and yearly thereafter.
The NCIC generates computerized monthly lists afraras due for validation, but
civilians in the NRP’s Records and Communicatioestér validate them manually.
Automating at least part of the validation procesgjetting the warrants served so
validation is not necessary, would free considerataff time for other work.

Transmission of Court Data— Prompt response after a violation is one of #uedrs

that lead to effective deterrence. The Fisherigsi&erelies on data regarding citations

and court actions to assess points and imposetjgsavhich can include suspension or
removal of license to fish. The Forest Service alses court data. The data is currently
being rekeyed by hand. Sending the data direatiyfone computer system to the other
would improve accuracy and promptness.

Boating lmprovements — The Department’s Boating Services unit is wogkio replace
old style references in laws and regulations wxhoe coordinates, and is planning to
propose regulations that will provide a detailetirdion of “negligent operation” of a
vessel; both efforts should increase clarity amhlice the number of difficult issues in
court cases.
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C. Potential for Civilianization

By law, only certified and sworn officers are auihed to conduct enforcement
activities. However, support functions can andtaeiag performed by civilian
employees. These include administrative and adiratiige support, taking and
dispatching calls at the NRP Communications Cerntssel maintenance and repair,
record keeping and data entry, and scheduling pdopboating and hunter safety
courses. Using civilians where possible for supporttions saves cost because civilians
do not need all of the support equipment proviaelhw enforcement officers.

As part of the study leading to preparation of teisort, the Department has identified
several additional support positions now beingqrened by officers that can be
civilianized, freeing up officers for patrol actiyi While conducting the study, the NRP’s
Public Information Officer position became vacdht Department moved forward to
reclassify the position as a civilian. The Depaningill continue efforts to identify
additional support positions that can be civiliaaiz

NRP operates a NRP Training Academy to train nemurts. Academy subject matter is
taught by active NRP officers who are pulled awayt patrol or other duties to teach
academy classes. Some of the subject matter imaimeng relates specifically to natural
resource and conservation laws and enforcementhatdubject matter needs to be
taught by active or retired NRP officers. Howeaesignificant amount of the training
that leads to law enforcement certification is mgeeeral. The Department plans to look
into the possibility of having recruits learn thengral law enforcement material in the
Maryland Police and Correctional Training Commig&dolice Entrance Level
Training, followed by training in natural resour@ed conservation matters by retired
NRP officers (instead of pulling active officersanfrom patrol).

When NRP is recruiting new officer candidates,\actfficers are pulled away from their
duties to perform background investigations of mapits. The Department evaluated the
possibility of hiring a consulting firm to perforbackground investigations but found
that alternative to be very costly. The Departnvailitconsider the feasibility of hiring
retired officers from NRP or other police departitseperhaps on a contractual basis, to
perform background investigations.
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V. WORKLOAD ANALYSIS

A. M ethodology

While a number of observers have offered opinidrmiaithe levels of staffing and
service by law enforcement officers in the NRP,eohthose previous opinions have
resulted from a detailed analysis of the documewtaitkload. The workload analysis
described in this report is the first data-drivealgisis of NRP that has been conducted.

The International Association of Chiefs of Polit&GP) has conducted workforce
analyses for state and federal fish and wildlifesgyvation agencies, including the
Florida Fish and Wildlife Conservation Commissitite Washington Department of Fish
and Wildlife, the National Park System, and theidtatl Wildlife Refuge System.

The IACP states, “Ready-made, universally appliegdaltrol staffing standards do not
exist. Ratios, such as officers-per-thousand pajmaare totally inappropriate as a basis
for staffing decisions®

The IACP starts with the “common practice” of divig patrol officer time equally
among three types of activities: (1) response tingalls from the public, (2) officer-
initiated patrols to identify and deter naturala@se violations, and (3) administrative
duties, such as writing reports or conferring veitipervisors. According to the IACP,
“Variations of this basic formula occur, especiahyjurisdictions committed to problem-
solving and/or neighborhood-oriented approachethdse jurisdictions, the portion of
time allocated for proactive activity must be sabsially greater.*

This report applies the IACP methodology as closslypossible in conducting the
workload analysis, using data available from thePNf&spatch system and officers’
weekly reports of the time spent on each actiwitigh one exception. The CAD and 206
reports do not provide a record of the total tirffecers spend in response to calls for
service (i.e., number of officers who respondadeteach spent at the scene and in
follow-up), or distinguish clearly between callg &ervice from the public and incidents
discovered by officers while on patrdhe workload analysis, therefore, examines the
overall patrol officer workload without distinguisig between officer-initiated
enforcement and response to calls from the public.

The workload analysis focuses primarily on patf@icers — officers in the field who
have responsibility for responding to urgent chdlsservice in addition to conservation
and other public safety priorities. Details of #wne of the calculations for the analysis
are shown irAppendix A.

° IACP, “Patrol Staffing and Deployment Study”, pajé/iewed online at
http://www.theiacp.org/LinkClick.aspx?fileticket=AK 8d4MBw8%3D&tabid=252n 11/6/2012.
1% 1bid, page 3.
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B. Officer Hour s Available for Patrol

The amount of time each patrol officer is availaiol®e on patrol is:
(a) the number of hours the officer is availableduoty (i.e., not on leave)
(b) minus the hours of on-duty time the officerrsg® on administrative, non-
patrol tasks.

On average, current NRP patrol officers are avhlédr duty 32.5 hours per 40-hour
week, for a total of 1,694 on-duty hours per y&mwly hired officers are estimated to
have an additional 45 hours of availability (lesave), for a total of 1,739 on-duty hours
per year. Officers hired on contract without betsefrould not be entitled to paid leave
and would be available for duty 40 hours per week.

The amount of time an NRP officer while on dutyrsi®on non-patrol, administrative
activities is slightly less than 30%. While offisesuggest that administrative time is
slightly underreported, the level of slightly lekan 30% is in line with the IACP
guideline of one-third of patrol officers’ time.

The calculation of officer hours available for diis shown in the following tables:

Calculation of Officer Hours per Year Availablefor Patrol

Available Admin. Available

for Duty Time* for Patrol
Existing LEO/year 1,694 508 1,186
Newly Hired LEO/year 1,739 522 1,217
Contract LEO/year 2,080 624 1,456

* Data show that patrol officers spend 30% of their
on-duty time doing administrative, non-patrol tasks

The time periods were calculated on a per montls basllow detailed comparison with

the workload needs for patrol:

Calculation of Officer Hoursper Month Available for Patrol

Available Admin. Available

for Duty Time* for Patrol
Existing LEO/month 141 42 99
Newly Hired LEO/month 145 44 101
Contract LEO/month 173 5p 12

* Data show that patrol officers spend 30% of their
on-duty time doing administrative, non-patrol tasks

The existing 146 previously serving patrol officarel 17 recently trained officers can
meet 16,171 hours of the monthly patrol ne€ds.

1146 officers times 99 hours/month each = 14,454s$imonth + 17 recently graduated officers times 10
hours/month each = 1,717 for a total of 16,171 &imoonth.
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C. Officer Hour s Needed for Patrol

The data collected and analyzed establishes sdw&saline findings:

» Statewide patrol hours for boating safety have elsrd 20% since 2004;

» Conservation patrols have decreased by 16% in teeEaRegion, where the
largest amount of commercial fishing and crabbictivay takes place;

* Not including public lands, total annual NRP patrolrs have decreased
statewide by 6.5% since 2004;

* Maintaining a patrol presence in the Maryland Faekvice system, with over 10
million visitors and 66 parks, presents significkwt enforcement demands since
the 2005 merger;

» Law enforcement demands on public lands and pwaierways are seasonal,
peaking in the June to September time frame;

» Calls for service from the public and other poliggencies have increased over
the past three years;

* The median time for responding to urgent callsstenvice for a Priority 1 call —
the time to arrive on the scene — is 20 minutesPfrity 2 calls, the median
time is 28 minutes.

The IACP approach urges police agencies to “constyachoose” a policing style. Here,
it is evident that the reduction in staffing hdtet the NRP more toward responding to
calls for service than patrol and prevention. Bvglent that more hours of officer-
initiated patrols to identify and deter naturalo@se violations are needed.

Examination of the data and discussions with offideth confirm that the nature of the
patrol workload varies both by calendar month aatlgb area. In order to calculate the
number of additional hours needed for patrol, thelysis proceeded as follows.

1. For each month of recent years (2009-2011pphturs reported by officers
within each of the eight patrol areas were groupgmthe following seven categories:
boating, game/wildlife, crabs, non-tidal fisherigdal fisheries, public lands, and other
patrol. The data includes all hours of patrol, leetduring regular shift hours or on
overtime.

2. The maximum patrol hours spent for each okthesn categories in each of the
eight patrol areas and month of recent years wegiiced, and they were summed to
give the hours of workload demand for each montthefyear. As documented earlier in
this report, boating safety and some conservatdro[s have declined since 2004. To
calculate the patrol hours that would be neededstore those patrols to 2004 levels, the
recent year figures for each patrol category, mamithgeographical area were compared
to 2004 and the larger number was used in the legilcn of monthly workload. The
table inAppendix B shows the results of these calculations.
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As seen from Appendix B, the season of highestaidlpatrol demand is June through
September. Patrol demand for the other months,i@cthrough May, was averaged to
arrive at a consistent need for 23,212 officergldtours per month to meet year-round
workload. June has the highest demand of 27,226Ig=iurs, so an additional 4,014
patrol hours are needed to meet this peak demaimuydhe summer months.

To use an analogy with the way electricity demanddascribed, the year-round baseload
patrol demand is 23,212 officer hours per monththedpeak demand in the June
through September busy season is 27,226 patrospairmonth.

D. Number of Officersto Meet Year-Round Patr ol Workload

As noted above, the existing 163 patrol officens weeet 16,171 hours (70%) of the
monthly patrol needs, leaving 7,041 (23,212 — 16) hiburs per month to be covered by
newly hired patrol officers to cover the calculatearkload. Since each new patrol
officer will have 101 hours available for patrokcbamonth, 70 additional patrol officers
will be able to meet the year-round patrol demartaut relying on overtime.

E. Number of Officersto Meet Peak Season Patrol Workload in State
Parks

The June through September busy season has a pedk demand for 27,226 patrol
hours, 4,014 hours more than the year-round denfemddditional 40 full time officers
would be needed to meet the seasonal derffarddwever, staffing the NRP with enough
full time year-round officers to meet the needha busiest summer months would result
in having more patrol officers available than abselly needed in the slower winter
months.

This leads to the possibility of hiring seasondicefs for just the busy summer months.
The fact that the greatest need for law enforcenmestiate parks occurs in the summer
months opens an opportunity to meet that seas@mahdd by hiring short-term, seasonal
officers on contract — at a significant savingsrabe cost of hiring permanent, year-
round officers.

The seasonal officers would be hired at a low rardyld not receive the full benefits
available to permanent officers, and would be stiped by permanent officers.
Contractual employees do not receive the leavepiiiahanent employees receive, so
contractual seasonal officers would have more hauaslable for patrol; 33 seasonal
officers could perform the same number of patralre@s 40 permanent officers.

The seasonal officers could be either retired NRBavs hired under a program similar
to the “DROP-back” program of the Maryland Statdéideo or freshly trained young
adults similar to those hired each summer seasaheéb@cean City Police Department.

12 4,014 patrol hours/month divided by 101 hours/rhquer new officer = 40 new full time officers
13 A seasonal officer would have 121 hours per mantilable for patrol. 4,014 divided by 121 = 33.
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Ocean City’s hiring of seasonal officers is authed by state la#” and their seasonal
officers receive four weeks of training before tigeyon duty*®> The Maryland State
Police “DROP-back” program is also authorized atestaw*®

Hiring seasonal patrol officers to handle at Igest of the peak summer load will
provide a considerable cost savings compared todsieof hiring permanent officers to
handle the peak load.

The Department would prefer to hire already cetifiexperienced officers under a
“DROP-back” program for retired NRP officers beaatisose officers would not need a
full month of paid training before going on dutyowever, the number of recently-retired
NRP officers available will likely be less than thember of seasonal officers needed.

Number of Patrol Officersto Meet Patrol Workload Demand

Existing Patrol Officers 163
New Year-Round Permanent Officers 70
Existing Seasonal Contractual Officers 5
New Seasonal Officers for Seasonal Peak 28
Total Officers to Meet Patrol Demand 266

F. Support Personnel for Patrol Officers

With only a few exceptions, the command and supgtouttures of the NRP appear to be
sufficient to support the larger number of patridicers that are needed to meet demand.

The workload of some of NRP’s support units vadesctly with the number of officers
on patrol in the field. Investigators in the SpéQ@aerations Division follow up on leads
and events generated by patrol officers, partibplarinvestigations of crimes and deaths
on public lands, reconstruction of boating accideahd in-depth conservation law
enforcement. Along with the increase in the nunddgratrol officers, an increase of 3
specially trained investigators in the Special @tens Division is warranted, plus one
civilian to provide administrative support.

The position of in-service training coordinatonist included in the table of current filled
positions because the position is currently vachmis civilian position is vital, however,
to coordinate scheduling of in-service training éarsting officers and to keep records of
that training to maintain the law enforcement diedtion of those officers.

A small Internal Affairs Unit (IAU) is responsibfer investigating the discharge of
agency weapons, maintaining all records pertaitoregdministrative investigations and
alleged traffic violations, investigating allegatgoof serious misconduct or criminal

1 public Safety Article, section 3-216(b).

!5 The Ocean City Seasonal Police Officer progradeicribed online at
http://oceancitymd.gov/police/police_employment.htm

16 State Personnel and Pensions Article, section0®-#s amended by Chapters 643/644 of 2009.
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activity, and reviewing the disposition of all diginary actions taken against NRP
employees. The IAU also conducts inspections of KiRHities to maintain compliance
with required evidence handling procedures anateeall integrity of the agency. A
significant increase in patrol officers will gener&nough workload for 2 additional
LEOs in the Internal Affairs Unit.

Increasing the number of patrol officers on dutil eause increased workload for
dispatchers who communicate with those officersraathtain knowledge of all ongoing
situations in the region. Adding call takers (3il@wns) to do triage and screen calls
during the busiest shifts at the communicationgeremill allow dispatchers to focus on
deploying and communicating with the increased nemalb patrol officers.

The total number of new support filled positionsuléng from the workload analysis is 5
LEO positions and 5 civilian positions.

G. Summary of Workload Analysis

The key findings of the workload analysis are:

» There are no universally applicable standardsg$eessing the adequacy of
natural resource policing;

» Patrol staffing and deployment requirements ar¢ éstablished by careful
analysis of all available data;

» Calls for service from the public and other poliggencies have increased over
the past three years;

» Statewide patrol hours for boating safety have elesed 20% since 2004;

» Conservation patrols have decreased by 16% in teeEaRegion, where the
largest amount of commercial fishing and crabbictivay takes place;

* Not including public lands, total annual NRP patrolrs have decreased
statewide by 6.5% since 2004;

* Maintaining a patrol presence in the Maryland Faekvice system, with over 10
million visitors and 66 parks, presents significkat enforcement demands since
the 2005 merger;

» Law enforcement demands on public lands and pwaierways are seasonal,
peaking in the June to September time frame.

The data examined and analyzed in the workloadyaisahdicates that 233 fulltime
patrol officers, supplemented by 33 contractuatefs in state parks during the peak
summer busy season, could handle the current patrddoad. Five additional officers
and 5 civilians added to the existing staff wouldyide adequate support for the patrol
officers.
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V. CONCLUSION

Rebuilding the NRP’s capacity is being led by thepBrtment in partnership with the
Department of Management and Budget, the Goveamat the General Assembly. A
class of newly-trained officers graduated from eural Resources Police Academy on
November 9, 2012, and those officers are now oropiat the field.

In the spring of 2012 the Governor proposed andzeeral Assembly adopted a FY
2013 Supplemental Budget item that includes fundiinigire 8 additional officers and to
reinstate the long-unused NRP cadet program. Tactsens are now being implemented.

While increasing the number of patrol officers ssential to achieving the desired levels
of service, other means of increasing patrol effeaess and efficiency are equally
important. Improvements to management and enfonoeprecedures, reducing officers’
non-patrol workload, and civilianizing support ftioois among other things will help to
offset increased patrol demands that result fraregsing calls for service and
increasing responsibilities.

In the past eight years, conservation law enforegnmeMaryland has become more
streamlined and effective, and further opportusife efficiency exist in the future.
Among other things:

* DNR managers have worked with General Assemblynfwove NRP
enforcement measures, including increased penaitmsding added deterrence
for offenders;

* A natural resources day has improved outcomesurntsand reduced the number
of days NRP patrol officers need to leave patrddé@resent in court;

* Making the state parks alcohol-free has reducedat®eof alcohol violations;

* New technology, including MLEIN, a pilot “hail imail out” system for crabbers
and electronic deer and turkey check-in, contiriaesprove law enforcement
efficiency;

* Improvements in communication dispatch and autothegeord checks, among
others, will result in additional efficiencies; and

» The NRP public information officer position has beeclassified to civilian
status, and the Department has identified additisugport positions now being
performed by officers that can be civilianized girgg up officers for patrol
activity.

The Department will explore the possibility of Isigition to amend the current law that
authorizes the hiring of contractual NRP officexptovide eligibility for benefits to
retired officers rehired under contract in a “DR@#&tk” program if they suffer death or
disabling injury in the line of duty, similar todteligibility now provided by law for
officers in the Maryland State Police “DROP-backdgram. The legislation could also
require any officer in the “DROP” to complete andgt ¢he “DROP” before being rehired
under contract.

22



The Department will also explore the possibilityejislation to authorize the hiring of
seasonal officers to serve in state parks duriagsthtmmer season, under the supervision
of fulltime NRP officers. The authorization for seaal NRP officers could be similar to
the existing law that authorizes seasonal offibershe Ocean City Police Department.

The Department will continue these and other efftotrebuild the capability of the NRP
to provide desired levels of service.
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APPENDIX A

Workload Analysis Calculation Details

Officer Time Available for Duty

The amount of time officers are available for dwgs computed as follows. Leave data
for existing patrol officers during calendar ye@d2 was obtained from payroll
timesheet records and compared with the numbeeeks/each officer was employed by
NRP during the year. On average, patrol officersevevailable for duty 32.5 hours per
40-hour week, for a total of 1,694 on-duty hours yesar.

Patrol Officer L eave Breakdown
Accident Leave 6.9%
Annual Leave 32.0%
Personal Leave 16.7%
Sick Leave 18.29
Holiday Leave 24.49
Other Leave 1.8%

Time recovering from work-related accidents amodinte6.9% of patrol officer leave
during 2011; annual leave 32.0%; personal leavé%gsick leave 18.2%; and holiday
leave 24.4%. Personal leave includes leave fofitkadays that Maryland state
government was closed during the year.

Long-term state employees can earn as much asydsoflannual leave per year; new
employees earn 10 days that they cannot use dimnfiyst 6 months. Average annual
leave taken by patrol officers during 2011 was h@érs, which is more than the 80
hours a new officer can earn in a year. Newly ho#ters are estimated to have an
additional 45 hours of availability, for a total bf739 on-duty hours per year.

Officers hired on contract without benefits woulat be entitled to paid leave and would
be available for duty 40 hours per week.

Timeon Administrative, Non-Patrol Tasks

NRP patrol officers fill out weekly reports sumnzanig their daily activity and time
allocation, called “206” reports. Hours coded asenistrative, maintenance, training,
court time, meetings and other non-patrol actigitseere summed for each year to
calculate the percentage of patrol officer timeorggd as spent on administrative, non-
patrol tasks. The results were 26.7% in 2009, 2822010, and 29.4% in 2011. The
average of 28.0% in recent years compares to 3th45a04.
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The actual percentage in practice is believed tsligatly higher than shown by the
recorded data; both senior management and pafroéis indicated in conversations that
there is a tendency to report time as being spesubstantive law enforcement rather
than administrative duties (officers, for exampleght report time spent writing reports
on a fishing arrest as being spent on fisheriesreament rather than administrative
work).
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Patrol Workload Hours by Month with Boating Safety and Conservation Patrols Restored to 2004 Levels*

APPENDIX B

Patrol Workload Hours by Activity and Month

Peak Months

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
Boating 1,852.5 2,308.5 2,798.0 3,466.5 4,748.0 7,235.5 7,157.0 4,825.5 4,822.0 2,447.5 1,677.5 1,692.5
Game/Wildlife 8,532.0 3,674.5 2,989.0 4,275.5 1,655.5 1,509.0 1,394.5 1,963.0 6,365.5 9,582.0 12,307.5 13,016.5
Crabs 33.0 67.0 263.0 660.0 1,432.5 2,740.5 2,500.0 2,614.0 2,330.5 773.5 292.5 62.0
Nontidal Fisheries 801.5 2,157.0 4,813.5 3,872.0 2,963.0 2,523.5 1,961.5 1,573.0 992.5 619.0 326.5 325.5
Tidal Fisheries 3,144.5 6,932.0 6,370.0 4,835.5 4,580.5 4,663.0 3,907.5 3,432.5 3,878.0 3,241.5 3,675.5 4,208.0
Public Lands 4,522.0 5,080.5 5,145.0 5,298.5 6,172.0 6,996.0 7,112.5 5,757.5 6,119.5 4,106.0 3,546.5 4,078.5
Other Patrol 1,686.5 2,478.0 1,739.5 1,676.0 1,503.0 1,558.0 1,496.5 3,987.5 2,338.0 1,427.0 2,118.0 1,645.0
Total 20,572.0 22,697.5 24,118.0 24,084.0 23,054.5 27,225.5 25,529.5 24,153.0 26,846.0 22,196.5 23,944.0 25,028.0

23,211.8 = average of non-peak months (October through May)
* Patrol area boundaries in Central and Western regions changed between 2004 and 2009 so calculations were done for those two regions as a whole.
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