RESPONSIVE RESULTS-ORIENTED TRUST-BUILDERS ACCOUNTABLE

Memo

To: Clay Pearson, City Manager

From: J.L. Spires, Chief of Police
CC:
Date: November 6, 2017

Re: Police Department update to the Berkshire Advisors’ Report

In August of 2016 Berkshire Advisors completed and presented a staffing and utilization study for the
Pearland Police Department. The study provided recommendations for an innovative and sustainable
method of determining current and future staffing needs. Chief Doyle assembled an implementation team
to study the recommendations and determine the most effective and responsive measures to be
undertaken by the department.

In 2016, the original implementation team reviewed the documents provided by Berkshire Advisors and
determined that some recommendations made good sense while others raised more questions than
answers. The implementation team members drilled down into each recommendation as it applied to
their area of responsibility for additional facts, issues, and other information that should be considered by
the team. The results of this in depth review validated Berkshires’ findings in some instances, negated
them in others and in some caused us to take much greater and wide ranging actions than were
recommended in the report.

Following the retirement of Chief Doyle, | included new command staff members, Captain J.K. Nichols,
and Captain P.D. Savage, as part of the implementation team. In September of this year, | asked this
group to review the recommendations from 2016 to determine which changes were implemented, to
determine any future actions that may need to be taken, and to determine any recommendations that
should be abandoned. Each area of concern has been addressed within the attachments previously
submitted.

Some of the highlights of the implementation, to date, include:

» Development of the Organizational Structure of the department through the appointment of a
second Assistant Chief and reclassification of a Lieutenant to Captain.
(Attachment B)

» The development of a succession plan outlining specific goals for Command and Supervisory
personnel. These goals will develop the leadership of the department well into the future.
(Attachment D)

» Reduction of response times through re-districting and review of priority codes for all calls-for-
service.

» The expansion of the Crime Analysis program with the addition of a second civilian Crime Analyst
has provided a more comprehensive and responsive unit. (Attachment CC)
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» The civilian Business Manager position has provided considerable specialization for finance and
budgeting functions, allowing sworn Command Staff more time to focus on operational decisions.
(Attachment CC)

» The establishment of a civilian Crime Scene Technician will explore the benefits of a more
economical and specialized unit for the investigations of crime scenes. (Attachment X)

» The training of current K-9 teams for Patrol use is being completed to provide four canines trained
in suspect apprehension as well as narcotics and explosive detection.

(Attachment Q)

» Increasing the civilian Support staff in the police department, adding two dispatchers, and a jailer
to support police operations. (Attachment CC)

» Increasing Police positions by adding two Police Officer positions in 2018. (Attachment Z)

» The formalization of a City Council Policy regarding Take-Home vehicles along with the purchase
of vehicles allowing marked vehicles to be taken home by officers living within the City and ETJ.
(Attachment V)

Some of the areas which require additional or continued efforts include:
» The continued development of a Strategic Plan to answer the challenges presented in a rapidly
growing city. (Attachment A)

» The continued focus on accountability and reducing the reporting errors in offense and crash
reports. While there has already been some success, we continue to identify areas for
improvement. (Attachment C)

Develop the ALPR program by acquiring additional mobile or stationary units. The department
supports widening this program when funding is available. (Attachment J)

Deploy additional AED’s if they are made available through grants or donation funding.
(Attachment Y)

Annual renegotiation of the SRO contract to provide full reimbursements to the city. (Attachment
W)

Modification of Professional Standards (Internal Affairs) practices for classified and civilian
personnel. (Attachment U)

Longer term increasing of Support Staff through the addition of two more dispatchers, another
jailer, a records clerk, and an animal control officer. (Attachment CC)

Increase the Police positions with the addition of at least three Police Officers in FY 2019.
(Attachment Z)

Provide a formal structure and strategy for recognition or the accreditation of the police
department. (Attachment B)
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Attachment A -

Develop a Strategic Plan That Defines Strategic
Objectives and Methodology for Achievement

Revised Date: November 1, 2017
2017 Update

The Strategic Planning Committee was unable to meet the self-imposed goal of completion by January,
2017. Scheduling conflicts delayed the start of planning committee project meetings until January, 2017.
While several project meetings were held between January 3, 2017 and March 23, 2017, due to
department promotional testing the planning sessions stalled and have not resumed.

Though stalled, the meetings were able to both clarify the objective of the strategic planning committee
and identify the need to not just set an overall set of department goals but to set short- and long-term
goals for each division within the department that would assist in achieving the overall department goals.

At the start of the project, goal-based planning was identified as the preferred method of identifying both
short-and long-term goals for each division within the department. As noted in the 2016 response, goals-
based planning identifies specific and attainable goals and timelines as well as strategies to achieve
goals. The use of ‘stepping stone’ goals allows divisions to experience positive return for efforts and
encourages adherence to objectives to achieve future success.

Project meetings identified the need for each division within the department to have its own set of short-
and long-term goals that as achieved would further the attainment of the department’s overall strategic
mission. These individual division goals and objectives were placed in a standardized format. Each
division goals and objectives report will contain the following elements:

e About
o A brief description of the division and identification of service functions for both internal
and external stakeholders;
o Current division staffing;
o Location of site and available workstations.
o Statistical data for previous year.
¢ Immediate Needs
o Immediate needs including personnel, equipment, and facility for more efficient operation.
o Goals
o Three-Year Goals — Personnel, equipment and facility needs to be attained three years
from goal publication.
o Five-Year Goals - Personnel, equipment and facility needs to be attained five years
from goal publication.
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Each division’s short- and long-term goals would be created to further the department’s overall stated
mission of providing professional service to the community and developing citizen partnerships to work
together to enforce laws, reduce fear and positively impact the quality of life in Pearland.

Strategic planning project meetings will resume in the Fall of 2017 with a revised target goal of project
completion by January 2018.

2016 Response

The report recognizes that the department has not established a strategic direction that defines the kind
of police department it will be once the recommended changes have been completed. It is recommended
that the department develop a formal strategic plan that defines its strategic objectives and the
approaches it will use to achieve them. A strategic plan could also reaffirm the department’s commitment
to providing high quality service to the citizens requesting assistance. By creating a strategic plan the
department could communicate to both internal and external stakeholders the type of agency the
Pearland Police Department aspires to become.

Strategic Planning

The purpose of a strategic plan will be to anticipate where the department will be in the future and ensure
that resources and personnel to achieve goals and objectives are allocated in advance of need. A
strategic plan is a document drafted by department leaders that identifies the long-term goals and
direction of an organization. The department recommends creation of a goals-based strategic plan

Goals-Based Planning

In this type of plan, the department will first need to craft new mission, vision and values statements to
establish the department’s purpose. Next, the strategic planning committee will take those statements
and use them to identify specific and attainable goals and timelines as well as strategies to achieve those
goals. Short-term tactical plans would likely be used as stepping stones in the achievement of long-term
goals identified by the strategic planning committee.

Strategic Planning Committee

The strategic planning committee will be composed of appointed department employees representing a
cross-section of sworn and non-sworn personnel. The members will include:

e Lt. O. Lopez, Chairman

e Administration: Assistant Chief J. Spires

e CID: Det. J. Albin, Det. C. Turner

e Patrol: Ofc. T. DuRant, Ofc. M. Gonzalez

e Traffic: Ofc. N. Palomo

e Civilian: E. Appman, Jailer; A. Lopez, Dispatcher

e Added: Civilian T. Coleman, Animal Control Officer
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The strategic planning committee will begin meeting in late September and it is anticipated that draft work
will be completed by January, 2016. The final recommendations/work product will be presented to the
Chief of Police for his support and imprimatur.
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Attachment B -

Organizational Structure

Revised Date: November 1, 2017

2017 Update

In April 2017, the appointment of J.L. Spires as Police Chief was confirmed by City Council. Chief Spires
recommended the funding of the second position for Assistant Chief of Police. Additionally, City Council
approved the re-classification of a Lieutenant to the rank of Captain. This provided the department with
the Command Structure originally proposed by the police department.

The department has not supported the civilianization of the Support Services Captain, leaving this
classified position to represent our civilian personnel.

The built out Command Structure currently appears as follows:

J.L. Spires
Chief of Police
| |

R.]J. Fraser C.A. Randall

Assistant Chief Asst. Chief

Support Operations
0. Lopez J.K. Nichols P.D. Savage T.R. Moncrief

Captain Captain Captain Captain
Admin. Services Support Services Patrol C.I.D.

The goal of a staff position to order “Change Management” remains in order as the goals of accreditation
and improved community outreach are developed.

Further adjustments will arise as the workflow adapts to the new structure.

2016 Response
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This attachment is prefaced by the department’s position that, following the upcoming retirement of Chief
Doyle, the next chief will have recommendations on how his/her command structure is set. The
department recommends deferring any implementation of restructuring until that appointment is made.
The current structure has been in place since 1999 and has proven to have been successful for our
department.

The Berkshire Advisors’ report recommended a change to our organizational structure. The report
questions the “one-over-one” reporting structure between the Chief and the Assistant Chief. (Berkshire,
IlI-4)  The department agrees that this structure has shortcomings. Texas Local Government Code
Chapter 143, limits the number of positions appointed by the Chief to two Assistant Chief’s without going
through the promotional process. In 1998 there were two Assistant Chief’s, one over operations and one
over support services. When Chief Doyle promoted in 1999 the other position was never filled. The
department has made supplemental budget requests to establish this position regularly since 2001.

The report emphasizes the importance of senior management selection by the Chief. It was their opinion
the police chief should be able to pick his top three advisors and/or command staff. In an effort to
accomplish this goal, Berkshire recommends civilianizing the Support Services Commander position and
retaining one Captain as an advisor. The Captain position would be retained in order to allow the
appointment of Assistant Chiefs under Civil Service. It should be considered that these changes run
counter to the purpose of Civil Service. (See Attachment X)

The Patrol and Criminal Investigations Divisions are currently commanded by Captains. The proposed
structure does not consider the work load of these positions, nor does it consider the coordinating
functions of the current Assistant Chief, who appropriately organizes the efforts of the two divisions. We
feel this plan is circumventing the spirit of civil service. The officers holding Captains positions have to
test to promote. Testing serves to take politics and bias out of promotions. (See Appendix M) This would
be eliminating two Captain position’s for the mere purpose of having that person serve at the pleasure of
the Chief. Berkshire identifies a concern of a “weak manager” being promoted; however, there is a
mechanism by which the Chief can address this concern.

The department does concur with the direct reporting recommendation of Internal Affairs to the Chief of
Police. The professional development functions of recruiting, hiring, and training currently have direct
involvement of the Chief of Police through review boards and the Training Advisory Board.

The Berkshire Advisors’ report outlines the supporting structure for “Change Management”. Responsible
directly to the Chief, the Captain only has three staff, two officers and a civilian crime analyst. The Captain
would serve as PIO. The purpose of this structure serves to center intelligence and community outreach
functions around the office of the Chief of Police. This would help “ensure community outreach functions
are included as a key component in crime reduction efforts.” (Berkshire, 111-5) The police department
recommends placing the community outreach and crime analysis functions in closer proximity to field
operations where the information is readily acted upon by officers and detectives. The department does
support an additional crime analyst position, as requested in the FY2016 budget, which could serve to
more directly provide administrative information to the Chief.

We also stated concerns about a civilian supervising support services in Attachment X. The report stated
emphasized a concern with the relationship between our civilians and our officers. We feel the best way
to bridge that gap is to have an advocate, a Captain, which would carry more weight with classified
command personnel. A meeting with most telecommunication operators supported this argument. They
unanimously agreed a Captain or Assistant Chief would serve them better than a civilian commander.

As stated earlier, a command structure should be recommended by the incoming Chief of Police.
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Attachment C -

Increased Accountability

Revised Date: November 1, 2017
2017 Update

The committee regarding these errors reconvened in August 2016. It was determined that the number
of errors has decreased, while the types of errors are consistent. Captain Nichols was charged with
addressing these issues and has already scheduled a follow up meeting for January to determine
progress.

2016 Response

The Berkshire Advisors’ report recommends strengthening Police Department accountability with an
approach generally consistent with the program developed in 2012 designed to monitor and hold Patrol
officers accountable for their time. (Berkshire 111-7) Any program implemented would need to establish
an accountability structure for management first, then supervisors, and then line personnel. Statistical
accountability for Patrol is addressed in Attachment N.

The Berkshire Advisors’ report stated “the Pearland Police Department suffers from inconsistency
throughout its operations.” (Berkshire, p. I1l-6) The report references report quality as an indicator of this
inconsistency, and references an “estimate” of as many as 75 percent of the reports reviewed by the
Records Division have errors. The Berkshire report suggests “offense report errors reflect poorly upon
police officers as well as the supervisors that approve them.” The report is not specific as to the type of
errors and did not outline the data supporting this contention.

In order to address the inconsistencies in the reporting structure, a committee was formed consisting of
the Patrol Commander, the Criminal Investigations Commander, the Support Services Commander, a
Crime Analyst and the Lead Records Clerk.

The initial committee meeting identified a number of “errors” which Records clerks were correcting.
These errors were related to NIBRS (National Incident Based Reporting System) reporting compliance
issues not previously identified as reporting errors by the IBR audit performed by the Mobile Field
Reporting system.

The meeting identified a number of training issues for officers and supervisors to address the following
issues:

1. The coding of “Drug Paraphernalia” as property.

2. The completion of all “Case Status” and “Disposition” fields.
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3. Completion of the “Relationship to Offender” for Assault cases as well as the identification of
a weapon used for the assault.

4. The classification of property as “Merchandise” for Theft — Shoplifting cases.

5. Verifying stolen property entered into NCIC/TCIC is entered by serial number as opposed to
being entered by SKU #s.

6. Associating property to the respective owner in cases with multiple victims.

7. Entering vehicles in the “Vehicle” screen rather than in the “Property” screen. Completing the
“Towed” screen when a vehicle is towed.

8. Patrol Officers should never pick the Status of Direct File to Grand Jury. Any case where an
officer is told to Direct File should include those details in the offense report and have the report
forwarded to CID for review/investigation

The Records Division was provided with a procedure by which they should notify officers and supervisors
of errors in reports as well as a procedure for following up on corrections.

This committee will meet quarterly to evaluate the progress in correcting these errors at the officer level
and to identify additional errors to be corrected.

In order to address accountability in other areas, each area of responsibility will need to clarify
expectations for each position, develop a system to monitor performance against expectations, regularly
review results, establish a consistent and appropriate system of sanctions and rewards, and
communicate the result through the department. While the Tenzinga evaluation system addresses many
of these points, each area should revisit the expectations to validate performance criteria.
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Attachment D -

Succession Planning

Revised Date: November 1, 2017
2017 Update

With the appointment of Chief Spires, specific leadership development goals have been established for
Command Staff members with the intent of expanding their leadership and management abilities in
serving the City.

Assistant Chiefs

Assistant Chiefs of Police will have attended the Law Enforcement Management Institute of Texas
(LEMIT), completing the Leadership Command College, including Module IV. They will also attend the
Command Staff Leadership Series at LEMIT. The Incident Command Simulation training will be
evaluated for value at this level. In addition, they will have completed the LEAD (Leading, Educating, and
Developing) program at the Senior Executive Institute at the University of Virginia. The Assistant Chiefs
will attend the Texas Police Chiefs’ Association (TPCA) “Developing Leaders for Texas Law
Enforcement” training class. Assistant Chiefs will also attend a Civil Service Conference through TPCA
or SGR on a regular basis. Additional training, expanding their knowledge of their specific bureau, may
be sought by Assistant Chiefs.

Assistant Chiefs of Police will be members of the International Association of Chiefs of Police, (IACP);
the International City/County Management Association, (ICMA); the Police Executive Research Forum,
(PERF); the Southeast Texas Chiefs of Police Association; and the Texas Police Chiefs’ Association,
(TPCA). The Assistant Chiefs will attend the IACP Conference on a biannual basis.

It is recommended that Assistant Chiefs of Police possess or pursue a graduate degree with an
application to law enforcement or public administration.

There is an emphasis at this level on inter-divisional, inter-departmental, inter-agency, and inter-
organizational operations.

Captains

Captains will be scheduled to attend the Law Enforcement Management Institute of Texas (LEMIT),
completing the Leadership Command College. The Incident Command Simulation training will be
evaluated for value at this level. In addition, they will be scheduled to attend the LEAD (Leading,
Educating, and Developing) program at the Senior Executive Institute at the University of Virginia.
Captains will also attend a Civil Service Conference through TPCA or SGR on a regular basis. Additional
training, expanding their knowledge of their specific division, may be sought by Captains.

Captains will be members of the International Association of Chiefs of Police, (IACP); the International
City/County Management Association, (ICMA); and, if possible, the Police executive Research Forum,
(PERF), and the Southeast Texas Chiefs of Police Association. The Captains will attend the IACP
Conference once every four years.
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It is suggested that Captains possess or pursue a baccalaureate degree, preferably with an application
to law enforcement or public administration

There is an emphasis at this level on inter-divisional, inter-departmental, inter-agency operations.
Lieutenants and Managers

Police Lieutenants should apply (Civilian Managers may apply) to the Law Enforcement Management
Institute of Texas (LEMIT) to complete the Leadership Command College. Lieutenants and Civilian
Managers may be selected to attend the LEAD (Leading, Educating, and Developing) program at the
Senior Executive Institute at the University of Virginia. Additional training, expanding their knowledge of
their specific division, may be sought by Lieutenants and Civilian Managers.

Development through assignments:

The following is a list of programs and projects and the supervisor responsible for each. It should be
noted these responsibilities are rotated every few years for two reasons. First it provides professional
development and second that particular area of responsibility gets a fresh look from a different
prospective and could, and usually does, improve the program.

*Lt. Cowan - Special Events Liaison with Parks & Rec, SNAP

*Lt. Vance - Racial Profiling Reports, Legislative Updates

*Lt. Dunham - Honor Guard Commander,

*Lt. Dacy - FTO Program

Sgt. Kennimer - Field Training Supervisor for the Squad

Sgt. Hunt - Field Training Supervisor for the Squad

Sgt. Eschete - Primary Bike Patrol Supervisor

Sgt. Rusk - Chaplain Program Liaison, CISM Coordinator & Mental Health Peace Officer Instructor

Sgt. Pratt - State Mandated Gang Reporting

*Sgt. Myers - Supervision of Criminal Investigations

*Sgt. Jernigan — Supervision of Criminal Investigations, SWAT

*Sgt. Patterson — DDACTS, K-9

*Sgt. Carroll - Traffic Committee, Traffic Complaints, Wreckers

*Sgt. Ybarra — Field Training Supervisor for the Squad

*Sgt. Thomas — Community Outreach, Quartermaster Equipment and Logistics

*Sgt. Matherne — Case Law Review — Search and Seizure
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*Sgt. Gray — Case Law Review — Use of Force

*Sgt. Harvey - Mandated Supervisory training, Leadership in Challenging Times Training, Arrest Search
and Seizure training.

*Sgt. Vlasek — Mandated Supervisory training, Leadership in Challenging Times Training, Arrest Search
and Seizure training.

* Indicates a new promotion or a change in areas of responsibility.
2016 Response

The Berkshire report identified the need to develop a succession plan. This appendix will provide an
outline of the steps to implement a plan, keys to developing leaders, and some of the processes already
in motion here at the Pearland Police Department.

1. Goal Setting — Every future police leader should be given annual goals aimed at helping them
learn and develop leadership skills. Whether these goals are assigned as part of the annual
performance review process or some other skills development plan, the establishment and
attainment of goals provides developmental targets that help build leadership skills.

Goal setting can involve everything from specialized training to academic instruction to
individualized research on specific leadership qualities. Goal setting, when used in this manner,
will help to build leadership skills incrementally and provide for progressive development of
leadership knowledge.

2. Modeling — Modeling, like mentoring, illustrates a desired set of behaviors with the goal of
having those behaviors replicated. Modeling differs from mentoring, however, in that mentoring is
often a one-to-one exchange while modeling allows opportunities for potential leaders to see
positive examples of the leadership exchange in a variety of situations with other members of the
organization.

When future leaders see the positive outcomes of modeled leadership behaviors, it helps them see
the practical applications of the leadership skills that they began to learn and develop during goal-
setting.

3. Followership — Followership builds on the concepts of modeling and can be used in much the
same manner. Every effective leader understands that their daily responsibilities include both
leadership and followership roles.

A leader who doesn’t understand the value of effective followership will eventually undermine their
own potential and effectiveness. Study any number of biographies of great leaders and you will
see a commonality among them: Exemplary leaders do not come from weak or passive followers.
Practicing effective followership is critical to the development of effective leadership skills, and also
serves to bolster the understanding that each of these roles play in the leadership exchange.

4. Individualized Vision — One of the biggest impediments to the development of future leaders
is that they don’t yet see themselves in a leadership role. As a result, they miss opportunities to
practice and replicate effective leadership skills. One piece of advice that | often give to young
officers looking to advance their careers is, “If you want to be a sergeant, act like a sergeant.”
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This advice boils down to these simple points: There is no reason to wait until you are in a
leadership role to practice your leadership skills. Develop that internal vision of yourself as a leader
now. (PoliceOne.com Sept 4, 2014)

Developing an individualized leadership vision results in two significant benefits for the future
leader:

» First, it allows those potential leaders to begin to formulate the confidence that is needed
to be effective in a leadership role.

¢ Secondly, by actively engaging in leadership behaviors it allows others in the organization
to begin to recognize and acknowledge them as informal leaders. Thus, when the formal
leadership role is a finally attained, others have already developed a positive view of their
leadership skills and are more likely to affirmatively respond to their leadership efforts.

Any succession plans needs to consider the agency's personality, culture, history, politics, union issues,
resources, budget, and community concerns. Succession planning is a long-term investment in the
agency's future, not a short-term fix. Systemic and inherent problems aside, departments must be willing
to try, to change, to imagine the benefits of developing internal candidates for their leadership positions.
Working collaboratively with the human resources department, union leaders, city and county officials,
and members of the community, a department will soon recognize that there is a high degree of success
in such a proposal. Succession planning does not require extensive funding, equipment, staffing, or
resources. It does require a change of thinking. To paraphrase a mantra from community-oriented
policing and problem-solving policing, it requires a philosophical and attitudinal paradigm shift in
organizational thinking.

Any succession planning program should stress the skills required of the leadership position, the
challenges the leader faces, and the transferable skills that any candidate for the position is already using
in the candidate's present assignment. The department's role is to offer candidates the opportunities, the
choices, and the challenges to succeed. In the end, it is all about skills, personality, and relationships.

The department could provide skill development opportunities to potential candidates by having them
carry out a few tasks:

Plan an event

Write a training bulletin

Review and make recommendations to improve or update department policies or procedures
Conduct training

Conduct research

Write a proposal

Write a newsletter article

Write a grant

Manage a committee, write a report on the committee's actions and recommendations, evaluate
the committee's success, and make a presentation on the committee's findings

Assess equipment and supplies, research replacement costs and options, and recommend
replacing or updating them

Counsel peers

Become mentor to younger officers

Become a mentor to high school and college students

Make a presentation to a local community group
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Conduct a program evaluation with recommendations

Recommend a peer or other for a commendation

Write contingency plans

Write after-action plans

Work on unit effectiveness report, to include use of statistical analysis

Review the department's and the jurisdiction's master plans

Review staffing and budget requirements for the current and upcoming fiscal year
Determine how staffing and budget will affect the role of sergeants and lieutenants

These and many other activities are functions required of managers in any police department. By
involving the younger officers now, veteran managers can teach the necessary administrative and
management skills beyond police work.

Transferable Skills

As a field training officer, tactical officer, K-9 officer, traffic investigator, or criminal investigator, many of
the same skills one uses every day are directly connected to the new role of a sergeant. Some agencies
use rotational experiences or at least a brief assignment with a variety of unit supervisors so they can
see what's expected of them in the future.

Take the initiative and use transferable skills part of succession planning. Highlight these transferable
skills and use them to build confidence and competence. Review the job descriptions with officers and
help the officers to develop those skills where they have not had much experience.

The use of performance appraisals or evaluations, when done properly, is actually one of the best tools
for succession planning. Give employee benchmarks and attainable goals to achieve to encourage
growth and development.

The Officer's Responsibilities

The focus of this article has been on what the department can provide in succession planning but it does
not overlook the responsibility of the individual to prepare themselves for future leadership role. Individual
preparation for leadership requires the following:

e Undertaking a formal academic course of study

e Taking a team leadership role in departmental activities

e Participating and leading in civic opportunities, such as parent-teacher associations and civic
clubs

Networking with peers

Engaging in intellectual discussion groups

Attending voluntary conferences and training sessions

Reading the professional literature

Studying national and local reports and analyzing the report results

Using the Web as a resource

Serving as a guest lecturer in college class or accepting other speaking engagements
Engaging in research and reporting the findings

In addition to developing these skills and knowledge, it is also important to document the major
accomplishments. Any serious future leader would develop and maintain a detailed curriculum vitae.
(The Police Chief Sept. 2016)
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The following is a list of programs and projects and the supervisor responsible for each. It should be
noted these responsibilities are rotated every few years for two reasons. First it provides professional
development and second that particular area of responsibility gets a fresh look from a different
prospective and could, and usually does, improve the program.

Lt. Caballero - FTO Program

Lt. Cowan - Special Events Liaison with Parks & Rec

Lt. Nichols - ALERTT, CRASE & SWAT

Lt. Vance - Racial Profiling Reports

Lt. Savage - Traffic Committee Member, SWAT, DDACTS duties
Sgt. Thomas - Vehicles & Equipment

Sgt. Castillo - Legacy Album program

Sgt. Kennimer - Field Training Supervisor for the Squad

Sgt. Hunt - Field Training Supervisor for the Squad

Sgt. Eschete - Primary Bike Patrol Supervisor

Sgt. Rusk - Chaplain Program Liaison, CISM Coordinator & Mental Health Peace Officer Instructor
Sgt. Pratt - State Mandated Gang Reporting

Sgt. Myers - N/A at this time, newly promoted

Sgt. Jernigan - Field Training Supervisor for the Squad
Patterson - Field Training Supervisor for the Squad

Sgt. Dunham - Traffic Committee, Traffic Complaints, Wreckers, Honor Guard Commander, Secondary
Bike Patrol Supervisor

Sgt. Dacy - K9 program, DDACTS, Municipal Court Liaison

Many are also instructors of other classes and of course have their normal supervisory duties and special
projects as assigned, these are all on-going projects they oversee. In addition we have quarterly
supervisor meetings in which someone, usually a couple of supervisors, are tasked with providing some
training.
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The Sergeant position is the hardest transition. As such, we are developing a program to train them on
documentation in evaluations, many city forms and policies, processes and responsibilities. This could
take place in a training center for a specified amount of time, rather than on the job training as has been
done in the past.

The Captains are rotated every few years to give them experience in CID, Patrol, and Support Services.
This gives them an opportunity to have experience leading each division, development of a departmental
budget and working on the civilian side of the department. They are also mandated to attend LEMIT, the
premier leadership development for law enforcement in Texas. All the Captains are members of the
IACP (International Association of Chiefs of Police) The three Captains and Asst. Chief rotate, 2 per year,
attending their annual conference.

The City also has an educational assistance program which is available to help anyone in their
development.

In order to expand on what we are already doing | can foresee our plan developing guidelines and
timelines for pre-established goals for each rank. Also, some procedures for line officers to prepare for
their next step in their career, whether it be though promotion or transfer to another division.
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Attachment E -

Establish Supervisory Mentoring and
Strengthen FTO Program

Revised Date: November 1, 2017
2017 Update
Supervisory Mentoring

The department has continued to provide the same level of training to new supervisors as described in
the original response. Newly promoted supervisors have been spread throughout patrol division to
ensure they are paired with more experienced supervisors. New supervisors meet with command staff
to receive information on expectations and new supervisors are now provided with electronic
documentation on forms, processes, and procedures for their job. The department has not yet created
a formalized supervisory mentoring program, but agrees this should be done. The department has just
assigned a lieutenant to research this topic and provide recommendations.

Field Training Program

While the department has added several FTO personnel, it has also lost personnel to this task. The
patrol division has about 10% fewer personnel this same time period, as it did last year. This is due to
personnel out on military leave, retirements, indefinite suspensions, and officers leaving for private sector
jobs or moves out of the state of Texas. Regardless, the department believes that currently there are
enough field training staff to handle the number of student officers on the program.

With the promotion of Chief Spires, a stated departmental goal is to update policies. One of those policies
is the field training policy. The assignment to update this is being assigned to one of the day shift
lieutenants. The department is also performing a survey of officers who have recently completed their
probationary period in order to gauge the effectiveness of the program.

The PD continues to believe that replacement field training staff is a non-issue.

2016 Response

This recommendation has two parts, first establishing a supervisory mentoring program for new
supervisors and second, strengthening the field training program. Both of these are issues that the
department has been aware and working on, before the study. The number of personnel promoted varies
year to year and often times it is years between promotions. The field training program has reached a
point it is almost an on-going program.

Supervisory Mentoring
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All newly promoted sworn personnel are placed initially in the patrol division. Within patrol division, these
officers receive guidance from fellow supervisors and the squad commander. These supervisors are
sent to the TCOLE mandated #3737 class on “New Supervisor”, the PATC course on “Leadership for
Challenging Times” and an intermediate course on Arrest, Search & Seizure. While this process is not
currently written down in any location, this has been the practice for the last four years. In addition, the
squad commanders or another Sergeant provide non-documented training on City of Pearland forms,
uses, job descriptions and departmental processes for different incidents. Much of the decision making
is led by job knowledge and experience.

The department concurs that a more formalized approach to supervisory mentoring is needed. A
departmental supervisor within patrol will be assigned to lead a project to create additional accountability.
HR will be consulted for input on supervisory training and issues related to City of Pearland policies and
procedures.

Field Training Program

The Berkshire report defines three places that they believe need to be addressed within the Field Training
Program to improve the program. The field training program is the hand’s on training program of new
police officers and occurs within the patrol division. Field training officers are picked through a process
of recommendations by supervisors and requests by personnel wanting to perform the function. Past
efforts to provide an incentive pay as defined in Civil Service law 143 have failed and currently the
department is only able to provide incentives in the form of recognition and better equipment when
available. Most field training officers do the job as a calling to make the department more successful and
to impact the agency in a positive manner. Being an FTO can be intrinsically rewarding, however it is
also a lot of work, often leading to multiple 16 hour days during a week.

The first Berkshire recommendation is to add additional field training officers. This is a constant struggle,
many of the same personnel who choose to go in to field training, also choose to broaden their careers
with transfers to other divisions and attempts to promote. In fact, most of the supervisors within the
department were field training officers prior to promoting. The problem has been compounded by the
high number of personnel assigned to patrol with the least experience. The department requires all FTOs
to have at least completed their probationary period, but most have experience beyond that time frame
and have had to show a positive attitude toward the organization, a willingness to be productive and a
desire to teach. Due to the number of new hires the department has been bringing on-board over the
last 18 months, many FTOs find themselves having to train back-to-back. In order to relieve this, the
department has added additional FTOs in just the last 6 months. Many will be training their first officers
this fall. In addition, officers who serve in specialized positions such as motors, K9 and CID are ready to
fill gaps if needed, however when they are serving as FTOs, they are unable to address their normal
assignments.

The PD believes with the addition of the newest field training officers, we have enough to handle the
current training cycles of new personnel.

The second Berkshire recommendation is to ensure consistent training is given to trainees and to conduct
surveys of trainees to assess the extent to which that training message is delivered. Currently the PD
has a policy on the FTO program, however all agree that this policy must be re-written to be up to date
with the practices of the program. This duty will be assigned to a patrol commander to provide a draft
policy for review by command staff. The department currently has meetings set up with probationary
officers to gauge the work of FTOs. A meeting early this summer identified that there is insufficient
anonymity for the new hires to provide constructive feedback and that some of the current feedback the
department receives is overly positive.
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The PD believes that this area could be strengthened with an updated policy and surveying of
probationary officers and agrees with Berkshire’s assessment.

The third Berkshire recommendation was to ensure that when an FTO is absent, that the replacement
FTO is up to date on the trainee’s status and needs. Currently, an assigned FTO is not permitted time
off during the time period they are assigned a probationary officer. The only time off that occurs does so
during an exigent circumstance, such as the FTO calling in sick or going out on FMLA. If the absence is
prolonged, the probationary officer is reassigned and the new FTO is tasked with catching up on the
training process. The department also extends the training so as not to punish the probationary officer,
understanding that some duplication that is not needed may occur. However, if the FTO is out sick and
for a short time period, the oncoming FTO has no reasonable means to catch up with the status of the
probationary officer. As an example, training documents over the 14 week program can require
thousands of pages of material and documentation. It is not reasonable for a temporary FTO to catch up
sufficiently for a one or two day time period. In these cases the probationary officer is not punished and
the program is extended to ensure continuity of the training program to the new officer.

The PD believes this is a non-issue, that probationary officers are not unduly punished when an FTO is
unexpectedly absent and that procedures in place are sufficient to overcome the temporary absence of
an FTO.
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Attachment F -

Develop a Recruiting Plan

Revised Date: November 1, 2017
2017 Update

The department’s recruiting for diversity efforts were explained in detail for the 2016 response to the
Berkshire study. The original respond focused on two areas: Recruiting and Hiring Standards.

Recruiting efforts for hiring cycles subsequent to those reported in the original study focused primarily in
those areas that have shown the most success: Leveraging existing officers and staff to identify potential
recruits; Developing a marketing/advertising plan via web-based platforms that highlight the department
and city’s attributes most attractive to applicants with families; and, Recruiting at Texas basic peace
officer academies.

Historic pre-employment testing revealed that during each entry level testing process, the department
loses between one-third and one-half of all applicants during the Physical Agility Test. Those
encountering the most difficulty on the Physical Agility Test are females. For example, at the most recent
testing, of the nine females that passed the written test only one was able to pass the Physical Agility
Test (It should be noted that this lone female was not considered for employment as she failed to turn in
her application).

Pearland Police Department’s Standard Operating Procedure 100.01, Selection, governs the required
hiring standards for police/cadet applicants. The procedure includes the pre-application Physical Agility
Test standards as well as the criteria background investigators use to conduct their investigations. Under
the Physical Agility Test standard for the obstacle course, applicants must run an 800 foot course that
included a 5’3" running jump, scaling a 6’ wooden fence and passing over a 3’6" barricade. This evolution
is intended to simulate a prolonged pursuit and the surmounting of obstacles typical of those found in the
city. It is on the obstacle course that the department fails the most applicants, regardless of sex or race.

In an effort to increase the passing rate, department recruiters hold two ‘Run With a Recruiter’
events in the weeks before pre-employment testing. These events allow prospective applicants to
practice each evolution of the Physical Agility Test under the direct supervision of recruiters in a controlled
environment. Recruiters offer tips and techniques to participants to assist them with successful
completion of each obstacle. The most time spent with potential applicants is at the 6-foot wall obstacle.
In addition to providing hands-on experience with each obstacle, recruiters suggest exercises prospective
applicants should try to better prepare themselves for the Physical Agility Test.

2016 Response
The Police Department Utilization and Staffing Study recommends that the department’s recruiting efforts

should focus on increasing the department’s diversity, increasing the number of female officers, and
increasing the number of officers who are fluent in a language other than English.
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The study recommends several best practice findings to be used to recruit for diversity. The
Administrative Services Division of the department maintains that recruiters have used many of the
suggested recruiting strategies. The perceived lack of diversity is not representative of groups targeted;
instead, it is a testament to the stringent hiring standards of the Pearland Police Department.

Recruiting Efforts

The Pearland Police Department maintains in informal team of recruiters composed primarily of officers
assigned to the Administrative Services Division. Additional team members include non-sworn Dispatch
employees.

The following are the study’s recommended best practices and efforts relative to the recommendation:

e Outreach to local schools and community representatives to augment recruiting efforts.
o In 2015, Officer Zenaida Davis launched a ‘Teen Citizens Police Academy’ targeted for
Junior and Senior High School students in Pearland. The program provides instruction on
police practices and procedures but provides a venue that encourages work-based
exploration of law enforcement as a career for participants. Founding participants have
not reached eligible employment age for police departments; therefore, the effectiveness
of this program cannot be measured.

¢ Development of cadet programs (or other similar approaches) that allow both the candidate and
the department to evaluate interest prior to offering a job.

o The department currently hires non-certified civilians as ‘cadets.” These cadets are
employees that earn approximately 65% of an entry-level officer’s salary as the complete
the required Basic Peace Officer Course contracted through an area law enforcement
academy. Persons hired as cadets must pass the same competitive entry-level exam
and background investigation required of sworn police applicants. Throughout the
academy, cadets are monitored and assessed for suitability for employment.

e Leveraging existing officers and staff to identify potential recruits.

o The recruiting team encourages each officer to be a recruiter. During hiring cycles, the
recruiting team will contact officers and ask that they encourage persons they know with
an apparent aptitude for policing to apply. Anecdotal information from the last hiring
cycle showed that at least two applicants hired were friends with current officers and this
officer’s encouragement was the impetus for the applicant’s applying.

¢ Focus recruiting attention on experienced officers.

o Advertising for prospective applicants includes that officers with at least an Intermediate
Peace Officer Certification from the Texas Commission on Law Enforcement are exempt
from the minimum college credit requirement for entry-level employees.

o Officers with more than two years of law enforcement experience are reluctant to leave
their current agency for Pearland because the city does not have a lateral transfer policy.
The City of Pearland offers step-pay increases for years of experience with the
department. New officers, regardless of experience, all start at the base/bottom of the
scale and may actually lose pay based on their level of seniority at another agency. A
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lateral transfer policy would enable officers with prior work experience at other agencies
to ‘transfer’ those years of seniority to Pearland. For example, (under the current pay
plan) instead of starting at a base hourly rate of $25.15/hour, an officer with three years of
prior experience at a police agency would start at $27.28/hour. A project to implement a
lateral transfer policy in Pearland was explored by the Pearland Police Officers
Association; however, to date no progress has been made on such a program.

The City of Pearland offers a hiring incentive for experienced officers. Licensed Texas
peace officers may qualify for a $5,000 signing bonus. Future printed and internet-based
recruiting material will include this incentive in an effort to attract experienced officers.

e Target officers with military police experience.

O

The recruiting team has visited military-specific recruiting events in an effort to encourage
veterans with policing experience to apply. These events (for the 2015-2016 hiring cycle)
included:

» Non-Commissioned Officers Association (NCOA) Veterans Career Fairs

= Ellington Field Veterans Career Fair

» Veterans Career Fair @ Minute Maid Park

= Veterans Expo @ Lonestar Convention Center

» Veterans Career Fair @ Toyota Center

= San Antonio Military Hiring Fair

e Sending recruiters out of state in an effort to widen the applicant pool

o

Travel out of state for recruiting would be cost-prohibitive as there are limited funds in the
department’s budget to devote to recruiting. In the Fiscal Year 2015 department budget,
only $4,200 was budgeted for ‘Recruitment Costs.” To date funds expended in furtherance
of recruiting efforts are deducted from budgeted operations funds in Division 223- Admin
— Community Services. Additionally, the recruiting team has had limited success in
attracting college-level applicants at campus-based recruiting events. College students
typically pursue careers specific to their college major and students attending college
hiring fairs are seeking immediate employment based on their existing educational
qualifications without the need to compete for positions.

e Developing a marketing plan that emphasizes the department's benefits (large vs. small;
suburban vs. urban; specialized units; competitive salaries and benefits)

O

The City of Pearland Communications Department has managed several recruiting video
campaigns that highlight different benefits of working for Pearland PD:

= The excitement of policing

= Expanding specialized divisions

=  Opportunities for advancement

= Location adjacent to Houston

= Small-town feel with big city amenities

= Pay (including incentives for education)
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¢ Implementing an Explorer program (focused on youth who may be interested in a career in law
enforcement) and a Cadet program (similar to an internship with the added benefit of automatic
entry into the department's police academy upon graduation)

o The department founded an Explorer program in 1994 and maintained the program until
2014. During its 20-year run, a number of participants went on to careers in the military
and law enforcement; none were able to successfully transition from ‘Explorer’ to ‘Officer’
with the department.

o In 2015 the department switched focus from law enforcement Exploring to the Teen
Citizens Police Academy as a way to interact with teens in a positive, work-based
environment. Rather than have a core group of the same participants involved in the
program from year to year, the Teen CPA enables the department to hold two academy
sessions per year with each class composed of up to 30 different teens. This expands the
reach of the program and enables greater involvement with area teens.

e Recruiting at colleges with criminal justice programs
o The recruiting team has visited several law enforcement academies (LEA’s) in Texas with
the goal of encouraging academy attendees to test with the Pearland Police Department.
Locations visited (for the 2015-2016 hiring cycle) included:
=  Wharton Community College LEA
= Victoria LEA
= Corpus Christi Comm. College LEA
= Alvin Comm. College LEA
= University of Houston Downtown LEA
= Houston Community College LEA
* Lonestar Comm. College LEA
= Brazosport College LEA
= College of the Mainland LEA
= Harlingen Lower Rio Grande Valley Academy
= Hidalgo Lower Rio Grande Valley Academy
= Texas Southernmost College of Criminal Justice
= Alamo Area Regional LEA

e Recruiting at military bases
o Attendance at military base job fairs is coordinated by a third-party, Civilianjobs.com. To
attend a single military base recruiting event, the company charges a $950 attendance fee
(per event) that includes:
= Attendance for two recruiters
= A job fair booth with table and chairs.

As previously noted, funds dedicated to recruiting are limited and attendance fees alone
would deplete funds needed for promotional giveaways, travel and other expenses.

¢ Displaying hiring information on billboards, variable message boards, and trailer-mounted arrow
boards
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O

As previously noted, there are limited funds available for recruiting. Outdoor advertising in
the form of billboards and variable message boards costs between $1,750 and $4,250 per
sign for a display run of 4 weeks. This type of advertising is cost-prohibitive.

o Developing public service announcements (PSAs) for different media formats (‘'urban' radio
stations, community newspapers)

O

O

The City of Pearland Communications Department has assisted with the creation and

maintenance of internet-based social-media advertising during department recruiting

cycles. Communications provide recording, editing and distribution services at no cost to

the department.

According to the article, “Internet-Based Communication,” by Morton Ann Gernsbacher

(PubMedCentral, 2014):

= [In] the United States, men are just as likely as women to use the Internet daily

(85% and 84%). Black non-Hispanic Americans (85%) are just as likely as White
non-Hispanic Americans (86%) to use the Internet daily, with only a small dip for
Hispanic Americans (76%). Americans who live in urban areas are just as likely to
use the Internet daily (86%) as Americans who live in suburban areas (86%), with
just a small decrease for those who live in rural areas (80%) (retrieved from:
http://www.ncbi.nlm.nih.gov/pmc/articles/PMC4553240/ )

Those interested in Pearland and that ‘like’ or follow feeds from City of Pearland web sites

are ideal for targeted advertising in the form of social media campaigns for employment

opportunities.

¢ Devising recruiting strategies that take into account the characteristics of a younger workforce

o

o

Gernsbacher also noted that:
= As in many countries, it is the younger adults who go online most frequently; for

example, 98% of Americans age 18 to 29 and 92% of Americans age 30 to 49 use
the Internet daily. But more than half of U.S. senior citizens use the Internet daily
(Pew Research Center, 2013). It is this older age group who is demonstrating the
most rapid increase in Internet usage. In just a few years, when the rest of the
baby boomers join this age group, the age-Internet use disparity will undoubtedly
diminish (Madden, 2010).

Online media campaigns similar to those already undertaken by the department are

anticipated to provide the highest dividends in terms of attracting a younger, technology-

savvy applicants.

¢ Offer — and highlight — incentives that are attractive to the targeted group.

O

O

As previously noted, the City of Pearland Communications Department has managed
several recruiting video campaigns that highlight different intangible benefits of working
for Pearland PD that include pride in the community, pride in the department and the
nobility of policing.

Print and internet-based media campaigns will highlight the City of Pearland’s hiring
incentive for experienced peace officers. Prospective applicants that have been
continuously employed by another law enforcement agency in Texas in a full-time paid
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patrol position for at least two (2) years may qualify for a $5,000 hiring incentive.
Conditions apply, including a partial payout at signing and the remainder when the
applicant meets the required tenure of service.

Hiring Standards

The Pearland Police Department has a multi-tiered hiring process. The purpose of this process is to
select the most qualified and suitable candidates for employment with the department. Great care is taken
throughout the hiring process to ensure that persons are selected for employment on an equal basis
without regard of race, sex, or religion. The process consists of a Civil Service Exam, Physical Agility
Test, thorough and complete Background Investigation, Oral Review Board, and pre-employment testing.

There are very few prerequisites for applicants to sit for the City of Pearland’s Civil Service Exam. In
accordance with Local Government Code 143.023, applicants must be at least 18 years of age and
cannot be aged 45 or older. Additionally, in accordance with City of Pearland Local Civil Service Rules
Section 023, applicants must possess a high school diploma, must read, write and speak English fluently,
must possess a valid driver’s license and be a citizen of the United States. In order to proceed to the
Physical Agility Test, applicants must score a minimum of 70 on the Civil Service Exam. The Physical
Agility Test is given the same day as the Civil Service Exam

The Physical Agility Test consists of five stations and is graded on a pass/fail standard. The stations
consist of :

1. Obstacle Course: 800-foot course during which applicants must complete a 5°3” running jump,
pass over a 6'00” wooden wall, and pass over a 3'6” barricade. The maximum qualifying time is
sixty (60) seconds.

2. Body Transport: Applicants are required to move a life size “dummy” of approximately one-
hundred seventy (170) pounds in weight, a distance of seventy-five (75) feet. The maximum
qualifying time is thirty (30) seconds.

3. Vehicle Push: Applicants are required to push a mid-sized motor vehicle (a police vehicle) a
distance of thirty (30) feet. The maximum qualifying time is twenty (20) seconds.

4. Stairway Run: Applicants are required to ascend and descend a flight of stairs (approximately 20
steps) a total of three (3) times. The maximum qualifying time is thirty (30) seconds.

5. Quarter Mile Run: Applicants are required to run one quarter (1/4) mile, including turns. The
maximum qualifying time is two (2) minutes.

In past years, a sixth station consisting of a single pull-up was required. The department found that the
pull-up was eliminating many female applicants. Additionally, upon consideration the department
determined that a pull-up was not job-related as no practical police function during a police officer tour of
duty required the execution of a pull-up. The pull-up was removed from the Physical Agility Test in mid-
2015.

Finally, applicants are required to complete a personal history statement and submit required supporting
documentation. All are reviewed and verified during a comprehensive background investigation after
which applicants that pass are offered the opportunity to sit for an Oral Review Board made up of Division
Commanders for the department. Those passing the oral board are then sent for pre-employment testing
(medical and psychological). Only after successful completion of all steps are applicants extended a job
offer.
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The City of Pearland Human Resources Department collected demographic data for persons that sat
for the last Civil Service Exam held in April, 2016. The following data was collected:

e Black/African American: 50
o Female: 10

o Male: 40
e Asian: 1
o Male: 1

o White (Non-Hispanic): 42

o Female: 3

o Male: 38

o Chose not to answer: 1
e White (Hispanic): 48

o Female:7

o Male: 41
e Multi-Racial: 6

o Female: 1

o Male:5
e Unknown/Chose not to answer Race: 7
o Male:7

The data collected showed that 105 minorities sat for the April Civil Service Exam while only 42
White/Non-Hispanic attempted the test. Of the total taking the test, 21 were female and 132 were male.

This demographic data suggests that recruiting and hiring efforts have been successful in attracting
diverse personnel to sit for the test.

2015-2016 Officers Hired

While recruiting efforts have been successful in attracting diverse personnel, those that are ultimately
chosen for employment are selected based on their ability to pass the City of Pearland’s multi-tiered
applicant screening process.

The department has no control over an applicant’s ability to pass the Civil Service Exam, Physical
Agility Test, background investigation, oral board and required pre-employment testing. The process is
impartial and does not give preference to any person based on race or sex.

Between January 1, 2015 and September 1, 2016 the department extended job offers to 15 individuals
that were able to successfully pass the applicant screening process. This number included:

e Black/African American: 5
o Female: 1

o Male: 4
o White (Non-Hispanic): 6
o Male: 6

e White (Hispanic): 4
o Male: 4
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Attachment G -
Establish Additional Recruiters

Revised Date: November 1, 2017
2017 Update

As noted in the original response, the assignment of permanent, full-time recruiters is not prudent as
active recruiting occurs only after an entry-level exam is posted and scheduled. The current informal team
of recruiters composed of member so the Administrative Services Division is adequate to effectively reach
the target audience of recruits at area law enforcement academies and via social media. The
recommendations made in the 2016 response to the Berkshire Study remain relevant.

2016 Response

The Police Department Utilization and Staffing Study recommends that the department establish
additional recruiter positions. The department maintains that the establishment of full-time recruiter
positions is impractical. Recruiting is undertaken when vacant positions exist and there is no active
Eligibility List from a past Civil Service Exam. The number of open positions is primarily dependent on
positions allocated in each fiscal year’s budget and is marginally affected by employee turnover. An
informal recruiting team is then pressed into service.

The Pearland Police Department’s informal team of recruiters is composed primarily of five officers
assigned to the Administrative Services Division. Additional team members include two non-sworn
Dispatch employees. This team of officers and civilians is composed of individuals with a variety of racial
and ethnic backgrounds. This diverse team appeals to a broad pool of applicants and enhances the
department's efforts to employ a more diverse staff.

Team members’ primary responsibilities are their regularly assigned duties with the recruiting function
performed on an ‘as needed’ basis. Schedules may be adjusted to accommodate recruiting events when
vacancies exist and there is a need for recruiters to actively attract applicants to test.

An Eligibility List is created from those persons that pass both the written Civil Service Exam and Physical
Agility Test. Applicants are ranked by score with those scoring the highest at the top of the list. As
required by Local Government Code 143.024 and City of Pearland Local Civil Service Rules Section 025,
the Eligibility List is effective for one year from date of testing.

Due to variable personnel needs it is uncertain how many positions will be open at any given time and
how much time needs to be devoted to recruiting efforts. Additionally, the existence of an active Eligibility
List based on prior testing also dictates whether or not recruiting efforts should be undertaken.

For example, as of September 1, 2016 there was only one open/unfilled sworn officer position. To fill this
position the city must select from among the 20 qualified persons that remain on the Eligibility List created
by the Civil Service Exam held in April, 2016.
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The department has the option to expand the number of part-time recruiters beyond the seven currently
utilized. This expansion is determined on a case by case basis and is dependent on the number of
vacancies that exist and the number of recruiting events scheduled.
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Attachment H -

Collaborate with Other Jurisdictions

Revised Date: November 1, 2017
2017 Update

The Pearland Police Department continues to identify multi-agency solutions to the challenges of law
enforcement. The Combined Agency Response Team continues to provide a SWAT Team that Pearland
could not staff on its own. Additionally, in 2017, the department renewed its five year commitment with
the League City Consortium for breath testing services. The department further continues its participation
with Brazoria County Children’s Assessment Center for quality investigative services that cannot be
provided locally.

The expansion of the K-9 program outlined in Attachment Q, involved the acquisition of an Explosives
Detection K-9. This acquisition allows for a more effective response prior to the request for assistance
from Houston Police Bomb Squad. The Explosives Detection K-9 has already proven valuable in
securing locations for special events, including a Presidential visit to Pearland.

As previously established, Crime Scene services will not be outsourced; however, civilianization is an
avenue being explored, as stated in Attachment X.

2016 Response

The Police Department Utilization and Staffing Study recommends that the department collaborate with
other jurisdictions to provide selected services. The study recognized that the department is developing
capabilities to perform services or functions that require specialized expertise but for which demand is
low. The example cited in the study is the deployment of a patrol canine able to detect explosives.

When other communities request specialized services of the department, the Pearland Police
Department extends the use of these services. The staffing study recommends that rather than subsidize
outside agencies that are either too small to either afford specialized services or lacking in the proper
service or function, the Pearland Police Department should form a cooperative team to provide
specialized services or functions. The study recommended that bomb detection, crime scene
investigations and computer forensics be among those functions provided by a cooperative team.

The recommendation to collaborate with other jurisdictions to provide specialized functions is aimed at
providing a cost savings for the department. This recommendation seeks to essentially ‘outsource’
specific functions and services that require significant investment by the department to perform but are
seldom needed.

The department considered whether or not the need to maintain specialized functions within the
department was prudent and cost effective. The example cited in the report, canine explosives detection,
will be considered.
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Prior to the department securing the explosives detection canine, all requests for assistance regarding
explosives were directed to the Houston Police Department. Houston would dispatch their specialized
Bomb Squad; however, the unit could take up to two hours to arrive. By creating the specialized function
within the department, the canine will be more readily available and deployable.

The City of Pearland is anticipated to top over 120,000 by 2020 and will need a more officers to service
the increased population. Additionally, the department will need to diversify its services in order to best
serve the citizens. By obtaining specialized resources and functions now, the police department is laying
the groundwork for its future service area. In addition, with the increase in terrorist activity nationally, the
explosives detection canine will serve an important role in securing City functions at various venues.

Another function considered for outsourcing was the Crime Scene Investigation unit. The department
determined that this was a function that cannot be outsourced. As a larger agency, the department has
the ability to fund specialized positions within the department and is able to secure function-specific
training for persons assigned to those positions. For the integrity of case evidence and professionalism
of investigations, it was determined that the CSI function must be kept within the department. A
cooperative or contract service created between Pearland and Brazoria County may pay short term
dividends in the department CSI officers could be reassigned, but in the long run the ability to control the
skill and proficiency of the CSI officer may cause the evidence gathering function to suffer.

The department has had success in past cooperative efforts. These multi-agency cooperatives have
enabled the department to expand its capabilities and resources beyond those available to the agency
alone. These successes have been with the cooperative SWAT team, Intoxilyzer consortium and
narcotics task force.

The Pearland Police Department has participated in a multi-agency Special Weapons and Tactics
(SWAT) team since 1993. Participation in this effort has brought a number of benefits to the department
by providing access to a complete professional team that the department would not be able to field alone.
Participation in such an endeavor also has its costs. In addition to the high level of training required,
interagency training is also required to ensure consistency and coordination of efforts.

Additionally, by being involved in a cooperative for Intoxilyzer operation and a narcotics task force, the
department has been able to share the expense and liability of operation with partner agencies. These
partnerships multiply the department’s effectiveness and efficiency through inter-agency cooperation.
While the department can explore the benefits of additional areas for interagency programs, the areas
recommended by Berkshire would provide limited benefits without a significant reduction in costs.
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Attachment | -
Integrate DDACTS Broader Effort

Revised Date: November 1, 2017
2017 Update

The Data-Drive Approaches to Crime and Traffic Safety policing model remains in effect and progress
regarding the previous year’'s recommendations has been made. Just as the core principles of the model
include continual evaluation of strategies and tactics, similar methods were used to ensure that the data
being obtained provided the highest degree of accuracy possible. In order to track activity in the
designated DDACTS zone, specific computer codes were created to track all activity inside the zone.
This included time, traffic stops, citations, arrests, calls for service, and reports that occurred in the
DDACTS zone. Over the course of the year the methodology changed slightly, with input from the crime
analyst, in order to improve tracking. Automated reports regarding activity in the DDACTS zone serve to
inform all officers of focal points for enforcement. These initiatives not only served to inform and track
data, but to also account for time spent on these activities, as with other patrol duties. This method of
accountability helped prompt broader efforts within the Patrol Division to join the efforts of the designated
DDACTS officers.

As mentioned in the previous year’s update, e-ticket writers were submitted as a request for the FY18
budget for the efficient tracking and issuance of citations and possibly warnings. Given the numerous
changes to tracking requirements of bias-free policing efforts enacted in the latest legislative session, the
e-ticket writers may be one of the most efficient ways to both track the required data.

Also mentioned in the previous year’'s update was the use of ALPR technology. One of the officers
assigned to the DDACTS unit, and thus focusing specifically on the zone, had a vehicle equipped with
ALPR technology and he utilized it frequently as a basis for stops while the unit passively collected data.
For the FY18, budget requests were completed for an ALPR equipped radar trailer as well as ALPR
computer access so that the crime analysts could more effectively use the data being collected as an
investigative tool.

A one-year evaluation of DDACTS zone 1 was completed and showed a slight increase in reported crimes
and crashes over the five year average; this was similar to increases in the City as a whole. Some of the
increase is attributable to increased reporting of crimes due to the new relationships forged with
stakeholders. Along with the increase in volume of reported crimes, there was an increase in “capture
rate” of suspects being caught. For all calls (excluding traffic stops) there was an increase of 8% over
the previous year and for all Theft related calls there was an increase of 6%. In short, more offenders
were being caught for offenses that they committed in the DDACTS zone.

Of particular interest, however, were the type of crimes that dropped significantly during that time.
Robbery decreased 51%, all other Theft (excluding shoplifting) decreased 27%, and Vandalism
decreased 69%. This seems to be an indicator that the high visibility nature of DDACTS has a deterrent
effect. It should be noted that the unit was not fully staffed by assigned officers until January 2017, which
was midway through the evaluation period.
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Potential DDACTS zones for the future were identified and will be considered for the upcoming calendar
year based on the needs of the Department and the City as a whole.

2016 Response

The Pearland Police Department recently adopted DDACTS as a policing model. The efforts made by
the department have been unprecedented according to IADLEST in that we are the first agency to send
all of our personnel to training on the program. This training was completed in August of 2016 and will
be featured in an upcoming nationwide publication in Police Chief Magazine. The department has a
special unit specifically assigned to this task and the department continues to integrate the principles of
DDACTS into our policing. The unit is being staffed as new officers’ complete training.

The department is hoping to expand data collection and is in the process of ensuring better data. One
of the ways this is happening is through verification of data and working to ensure we don’t suffer from
“Garbage In, Garbage Out.” The department has taken this seriously and is convening meetings and
updates to personnel in order to fine tune data collection. There has already been a marked improvement

While not granted in the FY2017 budget, the department will continue to request and explore the use of
“e-ticket” writers. These devices help build departmental databases, ensure more accurate information
is transferred to courts, reduce the loss of citations in transit to the court (or tickets turned in past
arraignment dates) and very importantly have the ability to collect data for bias free policing. In addition,
Berkshire recommends adding additional ALPR units in their study. While that is discussed in another
attachment, this idea is something that the police department would like to see further implemented and
believe it could help create better intelligence. One of the two vehicles equipped with an ALPR is being
moved specifically to the DDACTS unit to address this additional intelligence gathering. The department
is constantly working on improving intelligence. While also not granted in the FY2017 budget, the
department will be seeking a second crime analyst to bolster intelligence dissemination.

The department agrees with Berkshire that the DDACTS policing model efforts should be used to support
additional proactive policing measures and the department believes this is an ongoing daily effort already.



RESPONSIVE RESULTS-ORIENTED TRUST-BUILDERS ACCOUNTABLE

Attachment J -
Assess Acquisition of ALPRs

Revised Date: November 1, 2017
2017 Update

For the FY18 budget, the police department requested via a supplemental a trailer based ALPR solution
that included a speed monitoring radar. The trailer would cost approximately $46,825. The trailer will
not be included in the final FY18 adopted budget. The department has floated information concerning
this product to private sector groups, looking for interest from outside CoP funding.

During the past year, the police department has continued to utilize its one vehicle based operational
ALPR. There have been 98 arrests made due to the ALPR’s detection of wanted persons and
vehicles.

2016 Response

The Berkshire report, while addressing technology, reported “best practices” should include the use of
Automated License Plate Readers (ALPRs). The report states one city in California was able to produce
a 34% decrease in crime in only one year, with the help of ALPRs. Berkshire reports this should be a
low priority for the department, but also notes it has the potential to help with proactive policing.

The Pearland Police Department currently has two ALPR systems mounted to two patrol vehicles. The
systems cost approximately $21,000 each. The department has not been actively monitoring the use or
success of these systems, however it will set up a means to do so for further evaluation. Anecdotally,
we do know from at least one officer who uses one states he has had “good success” with the systems.

The department reached out to our current ALPR provider for information on expanding the system. One
option the department liked was the possibility of acquiring a dual purpose trailer. The trailer would be
equipped with both a radar and an ALPR. The radar would display motorists’ speeds as a means of
education and the ALPR would be collecting data on passing vehicles. This would have the ability to be
set up in specific areas with crime and traffic safety issues, such as those identified in DDACTS.

Another system, similar to the one used in the referenced California study, is a pole based system. Using
existing power on poles owned by the city (such as those at intersections) an 8 camera system would be
capable of recording data for 8 lanes of traffic. While not readily mobile, those areas identified suffering
from long term criminal activity could find it useful to have this additional data collection. A system such
as this would cost approximately $75,000.

The department concurs that ALPRs can be a helpful technology to improve investigations, potentially
reduce criminal activity, but the systems are a lower priority. The purchase of ALPR systems could be a
fairly large budgetary impact and would further need to be evaluated by our IT staff for maintenance
issues and feasibility. If funding was available, the department currently finds the trailer option to be the
best at this time.
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Attachment K -

Reinforce Bias Free Policing

Revised Date: September 20, 2017
2017 Update

The cornerstone of the recommendations regarding bias-free policing in the 2016 response was the need
for training. While the legislatively-mandated TCOLE Course 3939 Cultural Diversity would seem
adequate to address bias and disparate treatment in law enforcement, this training is inadequate to
sufficiently meet the study’s recommendation.

The 2016 response recommended that a department instructor receive training on a specific topic
relevant to bias-free policing: Police and Minority Relations. It was reasoned that this training could be
presented to department officers to help officers: identify and understand the problem of cultural diversity
and policing; communicate more effectively with minorities; ensure compliance with federal & state laws;
prepare for hostile encounters; and continue to engage in proactive policing without jeopardizing their
safety. Captain O. Lopez attended PLETC's Police and Minority Relations in March, 2017. In addition,
Captain Lopez attended the Law Enforcement Management Institute of Texas’ “Understanding Implicit
Bias” course in February, 2017.

Following appointment and swearing in, all newly hired officers attend an in-house training course
of between two and four weeks in length, depending on prior experience. This course provides new
hires department-specific training on report writing, traffic stop, investigations, use of intermediate
defensive weapons, etc. Since November, 2015 the final class presented is an 8-hour session on Ethics
and Ethical Decision-Making instructed by Captain Lopez. To expand the scope of the class, since March
of 2017 Captain Lopez has incorporated information from ‘Police and Minority Relations’ and
‘Understanding Implicit Bias’ into his block of instruction.

The department’s goal for Captain Lopez’ class is two-fold: first, for field officers to have a firm
understanding of expectations for ethical conduct; and second, for officers to understand and be
sensitive to the need for objectivity and respectful treatment of all persons. To date, twenty-seven
officers have received this module of training.

An audit of citizen complaints received by the Professional Standards Division showed that between
November 1, 2015 and September 20, 2017 a total of 124 complaints were received. Seven of those
complaints were for courtesy-related conduct or racial profiling and involved one of the 27 specially-
trained officers. Six of the complaints were either Unfounded or Exonerated following the Professional
Standards investigation. Only one was found to be Sustained: One officer was found to have used
profanity when addressing an individual during an arrest (the officer received counseling).

These statistics, though not exclusively attributable to the specialized Ethics and Ethical Decision-Making
class, would suggest that training in Ethics and Ethical Decision-Making, Police & Minority Relations, and
Understanding Implicit Bias has been successful in encouraging respectful dialogue among officers and
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the citizens served. The department will strive to expand this training to veteran officers to stress the
importance of ethical conduct and ensure that the community we serve is treated fairly and justly.

The department has taken steps beyond internal education to promote positive community interaction.
The Community Outreach Division of Administrative Services has initiated several programs with the
specific aim of interacting with minority or underserved communities. In early 2017 the department
initiated a ministerial outreach program entitled “THRIVE.” This program was started as a quarterly
meeting among area faith leaders to educate them on department programs and initiatives as well as to
serve as a forum for community concerns and dialogue.

The department has also partnered with the Univeristy of Houston — Clear Lake to bring their TAPS
Academy program to Pearland ISD Schools. This program is designed for at-risk youth, who have
typically been minorities. The youth are partnered with department mentors to discuss issues such as
bullying, anger management, and drug use. Participants are trained on coping and avoidance strategies
in a non-confrontational environment.

On the horizon is a new program entitled, “UNIDOS.” This program, Spanish for “United,” The goal of the
program is to bridge the gap between the Pearland Police Department and the Latino community but also
to act as a resource for Spanish-speaking residents. The plan is to have quarterly meetings on topics of
concern to the Spanish-speaking community, such as immigration, CPS, or Health and Human Services.
The program is expected to launch in early 2018.

2016 Response

The Police Department Utilization and Staffing Study recommends that the department reinforce its
commitment to bias-free policing. The study recommends that the department ensure that all officers
receive training on bias-free policing at regular intervals; that policies clearly state employee
responsibilities with regard to bias-free policing; and that supervisor review randomly selected samples
of in-car camera video using a structured evaluation template and review findings with each officer.

In accordance with the Texas Commission on Law Enforcement training requirements, all peace officers
are required to take TCOLE course 3939 Cultural Diversity. This 8-hour course includes topics on
diversity, inclusiveness, equal treatment, generational differences and communication with diverse
groups. Officers holding a Basic peace officer license must take this course every two years. Officers
with an Intermediate or above peace officer license do not. A random sampling of training logged for six
senior officers (those with more than 10 years of service) showed that all six last attended Cultural
Diversity training in February 2009.

In Texas and all across the country there have been calls for an increase in diversity training for police.
Recent high profile incidents including the shooting of unarmed persons of color and the death of Sandra
Bland in 2015 should be cause for departments to reevaluate their diversity training standards and create
programs or initiatives that promote inclusiveness, tolerance and fair treatment for all.

A check of available training providers outside of the department found that other than the State-
mandated course 3939, Cultural Diversity, found that Professional Law Enforcement Training (PLETC)
offers a course entitled, “Police and Minority Relations.” This one-day program is advertised to help
officers: identify and understand the problem of cultural diversity and policing; communicate more
effectively with minorities; ensure compliance with federal & state laws; prepare for hostile encounters;
and continue to engage in proactive policing without jeopardizing their safety.
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The department recommends having a department instructor attend the training and then bring back
course material and training information for the department to conduct the same training in-house. Based
on the information obtained, the designated instructor will be charged with creating a program for training
officers on critical issues related to race relations and ensuring that employees respond accordingly when
confronted with challenging situations involving minorities. Such training could be scaled down to 15
minute roll call training or 2 to 4 hour in-service training, depending on course content.

The department has scheduled Lt. O. Lopez to attend the course, “Police and Minority Relations” in
Georgetown, TX on February 27, 2017. Lt. Lopez will prepare a 15 minute bloc of training to be conducted
at roll calls for the Uniformed Services Division starting the week of March 5, 2017. Additional training
will be conducted for School Resource Officers, detectives and other sworn personnel beginning the
week of March 19, 2017 with the goal of having the majority of the department trained by March 31, 2017.

In regards to internal policies, the department has existing General Order 300.12, Racial Profiling that
addresses bias-based policing. The policy statement states that:

The Pearland Police Department recognizes that no person should be targeted by law
enforcement because of their gender, race, ethnicity, or national origin.

The non-consensual interruption of a person’s freedom based on biased enforcement is
viewed as a very significant challenge to that person’s Constitutional rights. Officers of this
department will ensure that the stopping, detaining, frisking, and/or searching of
individuals is based upon solid legal principles that conform to their training in arrest,
search, and seizure. Police action must be based upon credible information known to the
officer, which leads to the belief that an individual is, has been, or is about to engage in
activity, which is a violation of the law. Any other motivation for such actions is strictly
prohibited. The Pearland Police Department profoundly rejects the practice of racial
profiling.

This policy also defines specific acts that constitute racial profiling, video/audio recordings and directing
that complaints alleging racial profiling be filed with the Internal Affairs Division.

Between January 1, 2013 and September 20, 2016 there were fourteen complaints alleging racial
profiling filed against the department. All were investigated. Of these, four were found to be unfounded,
two were exonerated, six were never formalized and two are still pending.

Of the six that were never formalized, one involved a complaint for contact that was found to be an
investigation of a suspicious person at a suspicious place at a suspicious time. Another complaint was
from a suspect in a physical altercation; and the last four were complaints of harassment that were found
to be legitimate contacts for observed violations of the law.

The numbers suggest that complaints of racial profiling are taken and investigated to their logical
conclusion and no officers were found to have engaged in conduct that rises to the definition of racial
profiling.

In order to encourage greater supervisory involvement and ensure that subordinates are meeting
minimum standards for performance, the Patrol Division Commander issued a directive in regards to
video reviews. All patrol sergeants are required to randomly review a minimum of five videos from persons
in their span of control in order to ensure that performance meets department minimum standards.
Supervisors are charged with reviewing in-car videos to ensure that officer-initiated contacts are based
on valid law violations or justified under their community caretaking function. Supervisors are also
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reviewing videos to ensure that verbal contacts are properly respectful and that subordinates do not
disproportionally initiate contact with a particular group or class or people. The verifiable performance of
this supervisory function is documented in the department's performance management system,

Tenzinga.
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Attachment L -

Strengthen Relations between CID and Patrol

Revised Date: November 1, 2017
2017 Update

The elimination of patrol roll calls has required a change in strategy relation to detectives visiting with
officers during those hours. Detectives are now encouraged to talk to members of other divisions in the
PSB setting as well as on police scenes. The target group has been expanded to all divisions within the
department to improve relationships in all areas. In January of 2018, two of the existing CID sergeants
are moving back to the patrol division and two from patrol are moving into CID. This should help bring
the differing perspectives and appreciations into each of the divisions.

Many detectives and CID supervision have sent positive emails to patrol officers who have done a good
job in their investigations prior to them being forwarded to CID. This has received positive feedback for
the recognition occurring. While a formal meeting between division supervisors has yet to occur, division
supervisors have been meeting one on one when problems have been discovered and meet as a
department wide group during the quarterly all supervisor meetings.

2016 Response

Historically, the relationship between criminal investigations and patrol has been strained and at the
present, it is no different. As expressed in the Berkshire Study, this is not unique to the Pearland Police
Department but a problem in many departments.

A primary cause is the failure to understand each other’s function and how those functions have evolved
in recent years. It is often easier for investigators to understand the role of patrol officer as each one of
them has spent time in that division, performing patrol functions. However, the longer a detective has
been away from those duties, the less they understand the role and how they have changed. Patrol
officers; usually have not been assigned previously as an investigator, sometimes do not know the role
and scope of the investigator as they have never performed that function.

It is important to note that while the two divisions have differing roles, they share the same overall
objectives and cooperation and understanding are paramount to that endeavor.

Interaction between Divisions

Several steps have been implemented to improve the relationship between investigations and patrol.
Detectives have been encouraged to visit patrol roll calls and build positive rapport with patrol staff.
Detectives and detective division supervisors have been encouraged to send positive emails to patrol
officers when they have done something to make the investigators job easier or their work has been
important to solving a case. Detectives have been encouraged to include patrol officers in the conclusion
of their cases and possibly assisting in the arrests in cases where they initiated the initial offense report.
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Investigation and patrol supervisors will meet periodically determine each division’s issues and find
solutions to difficulties each is facing in relationship to the other division. The meetings will include ways
to improve preliminary investigations as well as how investigative intelligence could improve patrol

operations.

The Department believes that these adjustments will have a positive effect on the inter-divisional
relationships and morale of the Department.
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Attachment M -

Modify Promotional Requirements

Revised Date: November 1, 2017
2017 Update

The Pearland Police Officers’ Association has not proposed an Alternate Promotional System for election
in accordance with Local Government Code, Chapter 143. Chief Spires remains open to an election
upon a proposal from the Association. The department has not moved from its previous position.

2016 Response

The Berkshire Advisors’ report contends that the current promotional process fails to ensure that the best
candidates for supervisory and management positions are selected. “At present, the person who scores
highest on a written evaluation is promoted. This ensures that the person best at taking the test, not the
person who has the potential to be the best supervisor, will be selected.” (Berkshire, 1V-2) Berkshire
proposes that the department should adopt a “rule of three”, which would allow the Chief of Police to
select for promotion any of the three individuals who scores highest on the test. Berkshire further
suggests that the department consider incorporating an assessment center as part of the promotional
process.

The final recommendation Berkshire makes with respect to promotion is to extend the service time
required before an officer is eligible for promotion from 2 years to 4 years. Berkshire states that
“increasing the amount of time before an officer is eligible for promotion will provide them with a greater
depth of experience to draw from when serving as supervisors.” (Berkshire, 1V-3)

The recommendations made by Berkshire are possible in two scenarios. The first would be the adoption
of an Alternate Promotion System under LGC Section 143.035.

Sec. 143.035. ALTERNATE PROMOTIONAL SYSTEM IN POLICE DEPARTMENT.

(b) On the recommendation of the head of the police department and a maijority vote of the sworn
police officers in the department, the commission may adopt an alternate promotional system to
select persons to occupy non-entry level positions other than positions that are filled by
appointment by the department head. The promotional system must comply with the
requirements prescribed by this section.

This manner of adoption would require approval of a majority vote of the officers in the department. There
has not been a consensus among officers as to the format or structure of an Assessment Center.

The second mechanism would be through the adoption of a “Meet and Confer” agreement under Local
Government Code Chapter 142; or through a “Collective Bargaining” agreement under Local Government
Code Chapter 174. The Meet and Confer agreement would require adoption by City Council and
establishment of a bargaining unit. The Collective Bargaining agreement would require a local
referendum.
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The Police Department questions the necessity and effectiveness of these recommendations. While
taking a written examination may not be consistently indicative of the effectiveness of a supervisor; the
process requires considerable more effort than showing up for an examination. The test materials are
extensive and are generally studied over a three month period of time. The effort required to pass these
examinations is indicative of determination and work ethic. The materials used are intended to develop
the officer in the expectations of the supervisory position.

While a number of our supervisory officers have contributed to the assessment centers of neighboring
police agencies, the department has not conducted any research into the quality of supervisors that those
systems have selected. Some feedback has indicated that the selections are no more reliable than
promotion by examination.

The current promotional system is predicated upon State law; specifically Texas Local Government Code,
Chapter 143 Municipal Civil Service for Firefighters and Police Officers. This statute was adopted for the
Pearland Police Department in 1984. In addressing these recommendations, it is important to note the
purpose of this statute as provided in LGC 143.001:

Sec. 143.001. PURPOSE.

(a) The purpose of this chapter is to secure efficient fire and police departments composed of capable
personnel who are free from political influence and who have permanent employment tenure as public
servants. (Emphasis added.)

(b) The members of the Fire Fighters' and Police Officers' Civil Service Commission shall administer this
chapter in accordance with this purpose.

The statute further provides an outline for eligibility in LCG 143.028 (b), ELIGIBILITY FOR PROMOTION:

(b) Except as provided by Sections 143.013 and 143.102, a police officer is not eligible for
promotion unless the person has served in that police department in the next lower position or
other positions specified by the commission for at least two years immediately before the date the
promotional examination is held. A police officer is not eligible for promotion to the rank of captain
or its equivalent unless the person has at least four years' actual service in that police department.
(Section 143.013 refers to the appointment of the Police Chief, and Section 143.102 only applies
to the appointment of an Assistant Chief in the City of Houston)

The statute does provide up to 10 additional points on the written examination for an officer’s years of
service within the department. (LGC 143.033(b)) This mechanism already provides the senior officer an
advantage in promotion.

The recommendation to increase this requirement to four years does not take into consideration an
officer's background. The Pearland Police Department currently has 19 Sergeants. The average time
of service for these officers at the time of their promotion was 10.68 years. The least time of service prior
to promotion was four years. This recommendation does not take into consideration service within
another department. Nine of the 19 Sergeants had prior service with another law enforcement agency.
Six of the 19 developed leadership skills within the United States Armed Forces. While the department
has historically promoted officers with less than four years’ service, the likelihood at this stage in our
growth is limited. The Pearland Police Department has promoted the recruitment of experienced officers
in order to bring experience into the department. Many of these officers come from other agencies
because of the potential for growth and advancement. The department feels that it would be
counterproductive to raise this requirement and limit the number of officers eligible for promotion.
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It should also be noted that limiting the number of officers eligible for promotion may have a negative
impact on the diversity of the supervisory staff.

While the “rule of three” as proposed by Berkshire is a possibility with regard to any of the Alternate
Promotion System avenues identified above, there is some question as to whether the recommendation
runs counter to the purpose of the Civil Service statute. In that regard, the statute does provide the Chief
with a mechanism by which he can avoid appointing an officer who is unfit to hold a supervisory position.

Sec. 143.036. PROCEDURE FOR MAKING PROMOTIONAL APPOINTMENTS.

(f) Unless the department head has a valid reason for not appointing the person, the department
head shall appoint the eligible promotional candidate having the highest grade on the eligibility
list. If the department head has a valid reason for not appointing the eligible promotional
candidate having the highest grade, the department head shall personally discuss the reason with
the person being bypassed before appointing another person. The department head shall also
file the reason in writing with the commission and shall provide the person with a copy of the
written notice. On application of the bypassed eligible promotional candidate, the reason the
department head did not appoint that person is subject to review by the commission or, on the
written request of the person being bypassed, by an independent third party hearing examiner
under Section 143.057.

This procedure requires affirmative action by the Chief as well as recourse for the individual bypassed.
The legislature affirmatively limited the authority of the Chief in this regard in order to limit the political
influence upon the officers.

The Police Department will support the officers should they move to adopt an Alternate Promotional
System under LGC 143.035. However, the department does not support the change in promotional
eligibility from two years to four years, nor does it support the “rule of three”.
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Attachment N -

Strengthen Patrol Discipline

Revised Date: November 1, 2017
2017 Update

The department continues to believe this is not an issue and that the reason for this stands. A reminder
was sent out and the patrol division specifically continues to ensure that no more units are on a scene,
than needed. In addition, the department uses opportunities such as the CPA program to educate the
public on why there are sometimes additional police staff at a scene.

2016 Response

The Berkshire report stated “Patrol supervisors should take steps to ensure that only the number of patrol
officers needed to provide a safe and effective response are deployed to an incident scene (and that
officers return to service promptly when they are no longer needed at the scene).” In addition, the report
notes there is a variation in the number of personnel dispatched to the same types of calls.

The department agrees in part and disagrees in part. With regard to the proper number of officers going
to a scene, the department believes this has not been an issue. Berkshire uses, as an example, data
from CAD about the number of officers deployed to a scene, based on call type. The problem regarding
this approach is these call types do not always relate to the same set of circumstances. Take these four
examples for instance:

1. Burglary call — A report from a citizen stating they just arrived home and found their home had
been burglarized will get a different response than a call from a citizen that they just observed 3
armed men enter the back of their neighbors home. While they are both burglary calls, the
response to the second one will be much higher. In a real world example, last month the PD had
over 20 officers deployed from multiple divisions trying to catch a burglary suspect who had ran
for over 1.7 miles. The perimeter kept moving and the scene jumped around, however it was a
burglary call as far as CAD was concerned.

2. Forgery call — A call of a person’s check being forged would get a single officer response.
However, a forgery at a drug store, in progress where the suspect is in a vehicle in the drive
through line, may have four or five officers responding. Experience has taught us the subject may
try to flee, may be armed or may have multiple occupants in the car.

3. Assault in Progress — When the assault in progress call is a man and woman in a car, we might
expect 2-5 officers to respond. When the Assault in Progress is at a local bar and we are informed
10-20 subjects are fighting, all available units will respond and there is a good chance we will
even request help from other nearby agency personnel.
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4. Past Car Burglary — An officer may get sent to the call from an adjoining district and be en route,
when the officer working that area completes a call and disregards the previous officer. While en
route, the field training unit comes on the air and disregards the other officers, needing the call
type for training purposes. In such a case, three officers would have been shown dispatched to
the call, even though only one responded.

In addition to the above, the nation has seen numerous attacks on police officers. In many of the
circumstances, officers are being “ambushed.” Many of these ambushes have come from mundane
types of calls, those in which a single officer is dispatched. For this reason, officers are currently
encouraged to check by with each other, but if they are not needed, to go back in service and make
themselves available. The same goes for traffic stops, officers are encouraged to go by the traffic stops
of nearby officers to ensure the violator is aware other officers are in the area.

The department agrees it is the responsibility of the officers on scene and the supervisors to ensure no
more officers stay on scene, than are necessary to safely complete the call. This has at times been a
problem, however it is often resolved by officers being put back into service. This reminder has been
provided to the patrol supervisors as something they need to be sure to pay attention to. The division
will continue to monitor this as a possible problem, but in all, the department believes the number of
officers going to a scene are an appropriate number. While to the public this may sometimes look
“overboard,” until there is verification the scene is stable, additional units going to a single scene
increases the safety of the officers and the public.
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Attachment O -

Emphasize Selective Traffic Enforcement

Revised Date: November 1, 2017
2017 Update

The Department continues to utilize the inherent mobility of the motorcycles to address traffic complaints
in neighborhoods and other areas as well as for the ongoing compliance and visibility efforts of the
Department in school zones.

A crash investigator was added to the Traffic Unit and he has been able to create intersection crash
templates for the use of all officers, thus increasing not only his own efficiency but that of other officers
who investigate crashes at these common locations. Although his primary focus is investigating crashes
in order to increase the availability of Patrol officers, he assists with the other ongoing efforts of the traffic
unit as well. One of those tasks is selective enforcement in areas known to have a higher than average
crash rating.

The Traffic Unit disseminated the most common crash causation factors in the City as a whole and by
District beat to all officers. This was done in order to focus traffic enforcement on those offenses that are
most likely to lead to crashes. This effort mimicked those done in the DDACTS zone and was made
possible by the crime analysts on staff.

The Traffic Unit has also involved Patrol officers, as possible, in high-visibility selective “step out” traffic
enforcement efforts. Thus far, these have been areas of lingering traffic complaints; encouraging as
many officers as possible in these collaborative efforts should yield results that continue beyond the dates
of the actual “step outs.”

2016 Response

The Berkshire study recommends that the Pearland Police Department emphasize selective traffic
enforcement. It also states “At present, traffic enforcement officers spend relatively little time on selective
traffic enforcement and most of their time either responding to traffic related complaints or on school zone
traffic enforcement.” The study refers to traffic enforcement officers, but to clarify those are officers
assigned on motorcycles.

The department does agree that more time and effort needs to be spent on selective traffic enforcement
and the analysis of the need for these efforts has been boosted by being able to better analyze data
through the crime analyst. Armed with this new information, officers assigned to the DDACTS unit will
be used to address those efforts within DDACTS zones. A newly appointed Traffic Crash Investigator
will be assigned to use self-directed time in those areas where research shows the most crashes occur.
In addition, as was discussed in Attachment N — Strengthen Patrol Discipline, upcoming changes to
districting and beat integrity will help ensure that problems in each of those areas are being better
addressed and that there is more accountability for addressing them.
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Berkshire further recommends that in order to provide more time on selective enforcement, the
department should randomize schedules to reduce levels of police presence in school zones. The
department disagrees in part. While randomizing enforcement and presence in these areas is important,
reducing presence is viewed as a step backwards from the positive feedback the department has
received with these patrols. Currently, patrol officers who are not addressing another specific issue (such
as a selective enforcement location) or being dispatched to a call, spend their time in school zones in
their respective districts. The public wants and demands a police presence in these areas to provide a
safer atmosphere in and around the schools. Since deploying this approach in August of 2015, the
department has seen a drastic decrease in the number of complaints regarding the lack of officers in
school zones. As always, the department will continue to look at the best methods to deploy officers in
these areas, but to reduce the presence is not as a positive step.

The department also disagrees in part with the approach of using the motors officers for less traffic
complaints and school zone enforcement and instead to increase the use for selective enforcement.
Motors officers are currently used for selective enforcement in areas and during times that their efforts
can be done safely from the use of a motorcycle. However, the main advantages of a police motorcycle
are its turning radius and low visibility. These are features perfectly suited for enforcement in
neighborhoods. Neighborhoods account for roughly 80-90% of our traffic complaints by our citizens. The
department feels that pulling these officers away from areas where the public is requesting our presence
and help is doing a disservice to the quality of policing the department provides. For areas where motors
officers are good for selective enforcement, such as the complaints of school busses being passed, the
department will continue to use them in that capacity.

The department agrees additional efforts need to be applied to selective enforcement, but disagrees in
part with some of the methods Berkshire recommends to do this.
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Attachment P -

Strengthen False Alarm Ordinance

2017 Update:

The percentage of all citizen initiated calls for service that are comprised of false alarm calls has dropped
slightly over the last two years, trending downward each year. Compared to the 23.7% noted below, in
the first ten months of 2016, false alarms comprised 22.9% of citizen initiated calls for service. In the
same period of 2017, that number fell to 21.9%. The total number of calls has also fallen. In the first ten
months of 2016, there were 4793 intrusion alarms, compared to 4537 for the same time period in 2017.
In the same time period, the number of alarm permits issued increased 128%.

The move to the department of the False Alarm Reduction program has shown a decrease of the number
of false alarm calls run by the department, and increased compliance with the standing ordinance.
Additionally, the below noted program where the Unit will contact the most frequent locations for
false alarms will begin in October of 2017. With the move to in house management of the unit,
collections have increased 168%, from $17,420 in the first ten months of 2016, to $46,755 over the same
period in 2017.

2016 Update:

The Berkshire Advisors’ report identified the response to False Alarms as a major portion of the call load
for police response. In 2015, the department responded to 7,062 false alarms, accounting for 23.7
percent of all citizen-initiated calls.

The Berkshire recommendation suggests strengthening the False Alarm Ordinance contained in Article
[I-Sec. 20 of the Pearland Code of Ordinances. In particular the City should consider revoking alarm
permits if more than a certain number of false alarms are received in a 12-month period. The Texas
Police Chiefs’ Association (TPCA) model alarm ordinance recommends revoking alarm permits if “the
user has had a minimum of eight (8) or more False Alarms in the previous 12-month period.” Berkshire
suggests that the City consider requiring that passive alarms be verified before responding.

The report suggest that if the number of alarms could be cut in half, then five patrol positions could be
redirected to other duties. The report does not address the 33 residential alarm calls that were confirmed
forced entry. (93 since January 2014) Unforced and unauthorized entry, incidents where an unauthorized
person opens a door or window and is deterred by the activation of the alarm, are not tracked and
therefore, are not considered in this report.

The current alarm ordinance does allow for the revocation of an alarm ordinance for a failure to pay fines
and fees associated with responding to false alarms. This revocation does not result in a “no-response”
policy from the police department; however, fines may be imposed for a response after revocation.

The Police Department recently returned administration of the False Alarm Reduction Program to the
department. The operation changed over in May 2016. Many of the False Alarms are weather related;
however, a large number of the repeat alarms are maintenance related. The department has been
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proactive in contact permit holders with historical alarm issues and has recommended alarm maintenance
by permit holders to avoid alarm fees. The department has realized a 10% year-to-date reduction in false
alarms from the same period in 2015.

The False Alarm Reporting Unit will look to further reduce the number of false alarms by making phone
contact with the ten most frequent locations for false alarms. The information is readily available from
the Crime Analyst, who can provide an automated monthly report to the False Alarm Unit. This positive
contact would enable the alarm system owner to make preventive repairs or to train alarm users.

The Pearland Police Department recognizes that our citizens expect a high level of police service.
Responding to alarms places officers in neighborhoods and reduces the level of fear that our citizens
have both while in their homes and when leaving their homes. The department does not support a
change in our alarm response policy at this time.
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Attachment Q -

Obtain Patrol Canines

Revised Date: November 1, 2017
2017 Update

Following the Berkshire recommendation, the Pearland Police Department will transition four of its five
canines to the Patrol function, thus adding apprehension and protection capabilities to the canines’
existing odor detection and tracking capabilities. Although not originally trained for the “patrol” functions,
four of the five canines tested favorably with regard to trainability for it. Three canines and handlers have
attended the transition course, while the remaining is scheduled to attend at the beginning of FY18.

Keeping in mind the liability that accompanies “patrol” canines, an extensive revamp of the Department’s
canine policy was completed. Prior to the full implementation of the “patrol” canines, training was
conducted for all officers and many of the civilian staff. This included information regarding the policy,
expectations of officers who assist K9 handlers, and a live demonstration to familiarize all with the
capabilities of the canines.

The increased capabilities of the canine unit have been welcomed by the officers and citizens exposed
to the demonstrations. The patrol canines have been successfully deployed several times in the limited
time since adoption of the new functions and the writing of this update on the program. By the end of the
calendar year, the fourth canine should be certified for patrol duties.

2016 Response

The Pearland Police Department was able to add three additional canines in FY2016 through donations
from the Pearland Citizens Police Academy Alumni Association (PCPAAA). These canines were all
deployed in August of 2016. The department now has five police canines.

There are several main categories of canine certification and training. Some of the most common are
named: patrol, narcotics, article searching, trailing/tracking, accelerant, cadaver and explosives. Some
canines are capable of receiving more than one certification. In the case of Pearland Police canines,
four are certified as narcotics with tracking ability and one is certified as an explosives, gun and tracking
capabilities.

The Berkshire recommendation is to obtain canines trained as “patrol” dogs. This certification represents
dogs that are trained primarily for the apprehension of suspects. These dogs, as part of their training,
track down suspects, are used to clear dangerous buildings and are known to often bite the person
tracked upon location. Due to this use of force, there have been lawsuits during the misapplication of
these dogs.

While none of Pearland’s dogs are currently trained, it may be possible for at least some of them to be
trained as “patrol” canines in the future. In order to obtain 24/7/365 coverage, it may require additional
canines certified as “patrol” canines to have such coverage.
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The department’s recommendation is that this is best explored in the future. This may be something to
consider in Fiscal Year 2018 or after May of 2017.
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Attachment R -

Establish Rotation among Units

Revised Date: November 1, 2017
2017 Update

The Department still holds the position that the majority of the special assignments should not be held
on a rotating positions, but filled through attrition.

In 2017, the Department has made numerous changes in assignments due to attrition. A detective, and
a crime scene investigator have promoted necessitating new personnel assigned in those positions. In
the crime scene investigator position, a new paradigm was implemented with the transition of the civilian
property room attendant to a civilian crime scene technician. This change is being evaluated and if
successful, the fourth person assigned to crime scene will be a civilian as well, thus freeing two officers
for other duties. Additionally, in 2017, the warrant officer position and a DDACTS assignment has also
changed through attrition.

2016 Response

The Berkshire Study recommended that the Department develop general expectations for how long an
officer in a specialized unit will be assigned to that unit before being reassigned to patrol. The study did
suggest that those positions that require a great deal of specialized training were not included in this
recommendation. The Study further endorsed that those officers assigned to narcotics enforcement and
other units where longevity increased the possibility of misconduct, the rotation should be strictly adhered
to.

Detectives

The detective position within the Department is a highly skilled position that requires extensive training.
A new detective goes through an eight week entry level investigator training period and then a four week
long evaluation period. After their initial training, the new detective attends a basic investigators course
and a basic interviewer’s course. Within the first year, the new detective will attend several specialty
investigators courses to get them to an adequate level of training at an overall cost of approximately five
to ten thousand dollars invested. Detectives then take specialty courses throughout their tenure to ensure
their skills are current and maintain job proficiency.

Although training for detectives is important, nothing can replace experience. The department estimates
it take approximately three years to become a fully skilled detective. If a five year assignment was
assessed, three detectives would rotate out every year and does not include any one leaving for
promotion, retirement, or any other departure. The Department believes that replacing three detectives
a year would be detrimental to the Division. In an example, the first three that would be transferred have
over a combined investigative experience of over 30 years. That would be replaced by three new
detectives with generally no experience.
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Therefore, the Department believes that detectives should not be included in a personnel rotation plan
but continue to be replaced as needed.

Crime Scene Investigators

Crime Scene Investigators are the most specialized officers in the Department. A new crime scene
investigator will go through a similar training program as a detective and then take many specialized
training courses that are expensive and technical in nature such as blood spatter interpretation. Crime
scene investigators also have the responsibility of working in the property room, processing and
transporting evidence. Each crime scene investigator also performs forensic downloads of electronic
devices who's training is extremely expensive.

The on-call requirement for a crime scene investigator is also demanding and limits the response from
personnel who apply when a position is open.

As a result, the Department recommends that the crime scene investigator position should not be
included in a personnel rotation plan and only be replaced as needed.

Narcotics Detective

The Berkshire Study emphasized a rotation system should be implemented and strictly adhered to as
there is a greater potential for misconduct based on the longevity of the assignment. The Department
disagrees with that assessment and was not provided any information or evidence supporting their
assertion.

Narcotic enforcement is a position that takes a special kind of person as the hours are difficult and
extensive. There could be difficulty selecting an officer that would fit well in this position.

The Department believes that the best approach to supervising our narcotics detectives is to trust but
verify their actions. As opposed to a mandatory rotation, we would implement a policy requiring assigned
detective to submit to frequent and unannounced drug tests.

School Resource Officer

While the school resource officer is a position that does not require a great deal of specialized training,
we do partner with the school district and they have concerns about any one we assign to or remove from
their schools. SRO’s often have a special rapport with the students, teachers, and administrators they
serve. These relationships often take a great deal of time to develop. The SRO position is also one where
when openings occur; the amount of officers who apply is limited. Several factors are causative such as
a reduction in compensation and less time off in relation to being assigned to patrol.

While these factors are not insurmountable, the Department feels to replace three SRO’s a year would
be detrimental to the program.

Motorcycle Section, Traffic Unit

Officer assigned to the motorcycle section require expensive certification that only occurs once a year.
The positions are unique in where the maijority of the officer within the Department, would not want this
assignment and the Department has had difficulty selecting officers for this position in the past and that
trend is likely to continue to occur in the future.
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Other Specialized Positions

There are several other specialized within the department that could be rotated with a reduced negative
effect on the Department as opposed to those positions previously discussed. Warrant officers, DDACTS
officers, community outreach officers and the lobby officer could all be rotated as suggested by Berkshire.

The Department recommends establishing a committee to modify General Order 200.10, Personnel
Assignments, to establish regulations and guidelines for periodic rotation of certain positions within the
Department. The modification shall spell out lengths of service within the assignments and the
procedures to replace them.
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Attachment S -

Develop a Process for Warrant Tracking

Revised Date: November 1, 2017
2017 Update

A warrant report has been drafted and will be distributed to supervisors on a bi-weekly basis. The report,
is categorized by penalty category and can be a benefit to all divisions. CID supervisors will monitor the
Class B and above warrants to ensure their timely service.

The Department has had one round up day for absconders in 2017. The operation had limited success
and was primarily geared toward municipal warrants with locations within the city.

2016 Response

The Berkshire Report identified the need for the Department to track warrants and their service for Class
B and above warrants. If the statute of limitation arrives before the person is indicted, the case becomes
un-prosecutable, making tracking important.

In our current procedure, warrants are obtained and entered into TCIC/NCIC by the officer or detective
working the case. If the warrant is obtained by a detective, it is originally their case and they monitor it
until its service, including presenting it for indictment consideration by the grand jury before the statute of
limitation runs out. Once the person is indicted, the statute of limitation requirement will have been met
and the case will no longer be in jeopardy.

If the warrant is obtained by a patrol officer, they usually make attempts to serve the warrant if the suspect
is local or in close proximity to the city. It is often impractical for a patrol officer to make warrant service
attempts to locations not in close proximity to our jurisdiction as it takes them away from their primary
duty of patrol for an extended amount of time. In these cases, patrol officers forward the case to
investigations where it is assigned to a detective who attempts to serve it and monitors its progress as if
it were originally their case as outlined above.

While this procedure is current practice, there is nothing written in a general order or standard operating
procedure explaining the process. When examined, The Department found there were a large number of
warrant not being tracked or assigned.

As suggested by Berkshire, The Department agrees with their assessment that CID supervision needs
to monitor and track outstanding warrants. In addition, the following is recommended:

1. Assemble a committee to examine the warrant procedures and best practices and modify a
general order or SOP to give clear definition of the procedures to be followed in the case of
serving and tracking warrants.
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2. The crime analyst shall provide an outstanding warrant report to assist CID supervision in
monitoring the outstanding warrants.

3. The Department will have “warrant round up days” as necessary to reduce the number of
outstanding warrants and bring suspects to justice.

With these corrective actions in place, the efficiency of warrant service should be increased and the
amount of outstanding warrants should be reduced.
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Attachment T -

Strengthen Relations with Civilians

Revision Date: November 1, 2017
2017 Update:
We continue working to optimize Civilian/Sworn relations. Of the below listed suggestions:

e Mangers clearly communicating the importance of relationships: This is best
demonstrated by Chief Spires’ speech upon accepting his position as Chief of Police. He
specifically spoke highly of the need and importance of civilian employees.

e A just completed survey indicates that approximately 70% of responding employee feel
that relations between civilian and sworn staff are “about the same as this time last year.”
Twenty five percent feel that these relationships have improved.

e The decision has been made to reinstate ride along by civilian employees with patrol
officers. Additionally, a mechanism for having Field Training Officers observe civilian staff
is being developed.

Additionally, a Support Services Advisory Board is being developed to mirror the Patrol
Division Advisory Board and address concerns of line civilian employees, a Jail staff
member was recently added to the department’s Honor Guard. Our Civilian employees were
encouraged to participate in National Night Out festivities. Three jailers, two dispatchers and a
records clerk participated. Animal Services employees will be encouraged to participate in future
years.

These steps will hopefully reinforce the Command Staff’'s belief in the importance of positive
civilian/sworn staff relations.

2016 Update

The Berkshire Advisors’ Report provides that civilian employees within the Police Department
do not feel valued and respected by sworn officers. The report identifies this problem as
‘endemic’ to police departments, yet needs management attention.

Berkshire credits the department with doing an excellent job of assigning civilians to perform
duties that might be performed by sworn staff in other departments. Berkshire further credits the
department managers for valuing the work performed by civilians. The report makes the
following recommendations for improving relations between civilians and sworn staff:
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e Managers should clearly communicate the importance of improving these relationships.

e Regularly conduct a survey to gather information on sworn-civilian relationships.

e Sworn and civilian staff should have the opportunity to observe each other's work
environment.

The department concurs that these relationships are critical to the operation of the department.
The Support Services Commander will be working with these recommendations to develop the
survey instrument and to assess an implement recommendations based upon this survey.
Support Services ride-alongs have been limited due to increased hazards for police officers.
This may be implemented in short order. The Support Services Commander and the Patrol
Commander will be working on a mechanism to increase classified observation of civilian duties.

In addition, the department has increased the number of training hours approved for civilian staff.
The civilian supervisors have attended a supervisors’ course to improve their effectiveness with
their staff. The management has also sought to correct problems associated with reports (See
Attachment C) and jail safety.
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Attachment U -

Modify Internal Affairs Practices

Revised Date: November 1, 2017
2017 Update

The Berkshire Study made two recommendations to strengthen the Professional Standards function: first,
ensure that all citizen complaints are documented; and second, establish a protocol for using an outside
investigator to handle complex, sensitive internal investigations.

As noted in the original 2016 response, the department has established an intake and screening process
that ensures that complaints received by the department receive proper attention. Complainants are not
required to appear in person; contact Professional Standards directly; swear out their complaint under
oath; or agree to certain investigative techniques to have their complaints accepted. Additionally,
complaints received anonymously or without a signed statement are reviewed to determine if the
department has standing to serve as a complainant in the case. These procedures ensure that
department employee conduct is in conformance with expectations.

The department continues to disagree with the recommendation that outside entities take charge of
complex and/or sensitive internal investigations. The reasons for this are adequately addressed in the
2016 response and include that outside agencies may be unfamiliar with procedures required under Local
Government Code 143; and the assertion that the department’s Professional Standards Division
conducts competent and objective investigations.

In reviewing the department’s policy on internal investigations, General Order 300.02, Discipline, the
department concedes that while the investigations conducted and discipline administered are proper, the
procedures as written should be streamlined and simplified. This policy rewrite will be undertaken as
part of a department-wide review, revision and reissue of the policy and procedure manual. The
anticipated start date will be January, 2018 with an expected July 1, 2018 completion date.

2016 Response

The Police Department Utilization and Staffing Study recommends that the department strengthen
internal affairs operations. First, the study recommends that the department should ensure that all
complaints by citizens are documented. Second, it was recommended that the department should
establish a protocol for using an outside qualified investigator (for example, the Texas Department of
Justice, an outside law firm specializing in personnel investigations, or an investigator with appropriate
expertise who is a retired police officer) to conduct complex, sensitive investigations.

The investigation and resolution of complaints against officers is crucial in earning and maintaining the
respect of the citizens we serve and the officers and civilians employed by the department. The Pearland
Police Department is accountable to everyone regardless of their opinion of us and we are obliged to
insure that employees operate within the confines of the law and according to policy. When an allegation
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of wrongdoing is made, the alleged violation must be investigated swiftly to exonerate the officer or correct
misconduct (as applicable).

The department has a policy, General Order 300.02, Discipline, that states that complaints can be made
in person, by telephone, by e-mail or by written statement. No employee shall attempt to discourage,
interfere, or delay an individual from making a complaint. Complainants are not required to:

e Appear in person.

o Make their complaint directly to the Professional Standards Division.

e Swear under oath to the truthfulness of their complaint.

e Agree to participate in certain investigation techniques to have their complaint accepted.

Additionally, persons may choose to call in or email the department an anonymous complaint.
Department procedure recognizes that an anonymous complaint may bring to light a situation in which
an employee did violate an established policy or procedure. In such cases, the absence of a signed
statement does not negate the department’s responsibility to investigate the complaints. In many cases
the department may have standing to file a formal complaint based on anonymous information if that
information brought to light an incident involving employee misconduct for which the department has
standing to serve as a complainant.

The study recommends that all complaints be documented, even those received by phone or in person,
for which the complainant refuses to provide a written statement or those that do not allege misconduct
but instead may involve a mistake of law or misunderstanding of police procedure.

The department has established a screening procedure that empowers supervisors to either intervene
and correct employee misconduct for minor incidents or educate complainants on police procedure or
the law. Complaints handled in this manner are handled through a type of supervisor mediation.

Under informal supervisor mediation, the complainant is advised that the officer’s supervisor will be made
aware of the alleged incident and will be asked to take corrective action, if appropriate, in the form of
counseling or training. The complainant is not required to provide a statement and no formal entries into
the department’'s complaint tracking module are created. This type of direct supervisor/subordinate
mediation and education initiative encourages supervisors to hold subordinates accountable and ensures
that corrective action is taken contemporaneously to the alleged violations.

Alternately, if a complaint is the result of a citizen’s misunderstanding of the law or police procedure,
supervisors are encouraged to educate citizens. If the complaint involves a disagreement with the validity
of a traffic ticket or charges filed in a criminal case and does not allege any misconduct by the involved
employees, supervisors explain to the complainant that the appropriate venue to dispute tickets or
charges is the court of record.

Texas Government Code 614.022, Complaint To Be In Writing And Signed By Complainant, specifies
that to be considered by the head of a state agency or by the head of a fire department or local law
enforcement agency, the complaint must be: (1) in writing; and (2) signed by the person making the
complaint. All complaints for which a complainant meets this requirement are documented in the
departments’ Citizen Complaint Module and assigned out for investigation.

The department strives to ensure that complaints of employee misconduct will be properly handled and
employees will be held accountable if they are found to have engaged in misconduct. Investigations are
carried through to their logical conclusion and in instances where a signed complaint is received
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complainants are notified of the disposition of the internal investigation. By doing so, the department
maintains public confidence in its internal corrective measures and protects the rights and interests of its
employees.

In addition, the study recommended that the department establish a protocol for using an outside qualified
investigator to conduct complex, sensitive internal investigations. The department disagrees with this
recommendation. The department maintains that an outside agencies, regardless of local, state or
federal affiliation, are reluctant to perform an administrative investigation and often seek only to review
cases to determine if possible criminal charges may be filed. Additionally, an outside investigator may
not be familiar with Local Government Code 143 requirements in regards to discipline.

The department recognizes that in the current state of affairs there may be a time in the near future when
the department will become involved in a situation with local and national implications, such as the
shooting of a person of color. In such cases, the department would welcome the involvement of an outside
entity such as the Brazoria County District Attorney’s Office, Texas Rangers or the FBI. This involvement
would be limited to ‘shadowing’ or conducting a concurrent investigation with the department’s internal
affairs division.

The department will not cede the authority to manage or discipline its employees to an outside agency.
The department maintains that its internal affairs unit conducts objective and competent investigations
which the general public and members of the department accept as trustworthy and credible. The
department is unable to vouch for the veracity of an outside agency’s investigation or the competence of
outside agency personnel.
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Attachment V -
Modify Take Home Car Policy

Revised Date: November 1, 2017
2017 Update

The police department provided information to City Council regarding the Police Take Home Vehicle
program. The City Council provided direction on the matter and this input was included in a revised City
of Pearland policy 3.07. This policy has not yet been adopted. Council also authorized the purchase of
8 additional marked patrol cars for this program, during the FY17 mid-year budget

Based on Council decisions, the new policy indicates that all patrol division sworn personnel (excluding
those assigned to the special operations squad) who have completed their probationary period are
eligible to take a marked police vehicle home so long as they live within the ETJ. Those who currently
live outside of the ETJ and are currently taking home a car will lose that privilege over time. The least
two senior officers outside the ETJ will lose cars until all are back in the ETJ.

Those personnel assigned outside of the patrol division will be permitted to take home their assigned
vehicles, so long as they live within Harris, Brazoria, Galveston, or Fort Bend counties and do not reside
more than 40 drivable miles from the Police Station.

2016 Update

An extensive white paper was written on the patrol take home car program at the beginning of the year.
The Pearland Police Department’s Take Home car policy has been modified several times in the last 13
years. When the program was first initiated in the 1990s, all officers were assigned a car to be taken
home, regardless of their place of residence. This new policy only affected officers as supervisors had
been receiving take home cars since the 1980s. In 2004, the program was changed and those who had
cars were grandfathered into the program. From 2004 on, the plan was to add one patrol take home car
for every five officers hired. Officers who were in specialized positions (such as CID, K9, Motors, CVE,
etc.) continued to be assigned cars they could take home. In addition, personnel who were promoted
who did not have a car prior to the promotion were also provided a car that could be taken home. During
this time period, a circle existed, which was a set distance from the PD at 2703 Veterans. Any new cars
assigned, had to stay within that circle. In 2010, when the PD moved to Cullen, the circle moved and
thereby officers who lived in the circle before, no longer did. When this occurred, the PD was directed to
continue to allow those not in the circle to take home cars. Then another change was made
grandfathering all personnel again and only allowing newly assigned vehicles to go to officers to either
live in the city or the ETJ. During the City Council early input meeting of 2016, Council gave direction to
pull back two take home patrol cars that were outside the City/ETJ, back into the city and to reassign
them to personnel who have worked with the city for at least 5 years and who did not have a take home
car. This decision did not alter officers working in specialized positions or supervisors. As of the start of
FY2017, this describes the current program.
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The Berkshire report outlines numerous reasons take home cars are beneficial, including: increased
utilization of patrol staff, incentive to live in the city, decreased operational costs per mile, improved officer
response to major emergencies, improved response to high priority calls-for-service, and increased
department visibility. The department concurs with all of these reasons. Berkshire goes on to state “The
department should modify its take home car program so that all officers who drive marked vehicles and
live within the city limits of Pearland receive take home cars.” Berkshire points out several issues they
believe are problems with Pearland’s current running of the program, including: creating a “haves” and
“have nots”, take home cars are generally newer than shared cars, some officers who live in the city do
not have cars while those who do not live in the city do have cars, and the five year requirement is
arbitrary.

Given the changes to the program over the years, the larger staff of the police department and the
considerations Berkshire discusses, the department recognizes the need for a change to the program.
However, the department disagrees some of the recommendations in the Berkshire study. If Council
chooses to adopt the Berkshire recommendations, the department would request three specific changes.

First, the department feels in addition to the officers living within the city limits, the boundaries for the
program should include the ETJ. Everything within Pearland’s ETJ will at some point be annexed. If the
presence of the police cars helps provide a calming or deterrent effect, this can help improve the quality
of life in those areas as well. The less issues annexed, the better. Second, the department feels limiting
the take home cars to only marked units provides a disincentive to personnel to perform specialized
functions within the police department. For example, if an officer knew going from patrol to CID meant
he/she would lose a take home car, the officer would be discouraged to help in the other position. Third,
no officer should be permitted to take a car home until after completing their probationary period.

Should Council choose to recommend the Berkshire report as described, with the department’s additional
requests included, the City would need four additional marked police cars to provide a marked unit to all
eligible officers in FY2017. While it is difficult to forecast for future years, especially since more officers
will likely choose to live in the city to gain the take home car incentive, at this time four additional vehicles
would be needed in FY2018 beyond any replacements or vehicles for new hires. If these changes are
adopted, the City of Pearland employee handbook policy 3.07 should be updated to include these
changes for clarity. Absent any further direction, the PD will continue to run the program as directed in
the City Council Early Input discussion.
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Attachment W -
Renegotiate SRO Contract

Revised Date: November 1, 2017
2017 Update

The FY2018 SRO contract was negotiated by the Purchasing Department in Finance. While the contract
did provide additional funds for equipment and supplies, the contract did not address the number of days
of compensation provided by the School District. This will continue as a FY2019 Goal.

2016 Response

Berkshire Advisors report also included a recommendation on the Student Resource Officer Program.
(Berkshire 11-7) This program has been in effect for over 20 years. It has been universally successful
in many areas including but not limited to the following:

o Establishes a proactive and highly communitive relationship with PISD

e Creates an environment for children to meet and establish a positive relationship with a police
officer

o Over the last 20 years officers have established thousands of positive relationships with students
and hundreds with school staff. These relationships are invaluable to our community policing
effort and are a major reason we have the support of our community

o PPD officers are highly trained and have years of experience before transferring to an SRO
position

e Having PPD officers establishes a necessary gap between law enforcement and school
administration. ISD police officers in some jurisdictions can get into situations where they are
enforcing “house rules” and not laws because their supervisors are civilians

The Pearland Police Department nor Berkshire Advisors are suggesting we change the program.
However, they suggest we renegotiate the contract. We highly recommend our officers take all their
time off and attend training during the summer as not to place a burden on the school or us to fill their
position. This results in the officers being off most of the summer when we are paying their salary.

The police department has negotiated these contracts in the past, however, any substantial changes
should be discussed between senior management with the City of Pearland and PISD. We would be
glad to serve as a liaison in these negotiations and provide any information requested.
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Attachment X -

Civilianize Select Positions

Revised Date: November 1, 2017
2017 Update

The department continues its belief that the Training Officer position should be a sworn officer, for the
reasons delineated in the 2016 update. An administrative assistant for this position was requested in the
FY 2018 budget, however, this position was not funded. One of the Crime Scene Investigator positions
was vacated due to a promotion. This position was filled by an existing civilian employee. The idea
of this pilot programs is to evaluate the effectiveness of using non-sworn employees in the role of Crime
Scene Investigator. This assessment is ongoing.

In the mid-year FY 17 budget, the department’s command staff was increased with the addition of a
second Assistant Chief position, and the modification of the Administrative Lieutenant to a Captain’s
position. This fills the Chief's command staff along the guidelines of the 2016 update below. Also, a
business manager was hired in the FY 17 budget and has proven an invaluable asset to the
department.

2016 Update

The Berkshire Advisors’ report suggests that “in general, civilians should fill police department positions
unless an affirmative case can be made that sworn officers are needed.” (Berkshire, IV-8) The lower
cost of employing civilians is cited as one of the primary reasons. The higher costs of training and
recruitment is also cited.

Berkshire establishes a framework to assess which positions should be filled by sworn officers and which
positions should be filled by civilians. The following conditions are considered:

o Whether the position requires the law enforcement powers of a sworn officer;

o Whether the skills, training, and experience of a sworn officer are needed to effectively perform
the job duties; and

o Whether or not the benefits to the citizens and/or the department outweigh the costs.

Berkshire systematically removes from consideration those positions which “unambiguously” require
sworn personnel. In evaluating these positions, the report examines the following factors:

¢ Credibility — in some cases, assigning a sworn officer to fill a position provides the credibility
needed to effectively perform the positions job requirements.

o Operational Knowledge and Experience — for some positions, the operational knowledge and
perspective of a sworn officer is helpful in performing job duties. The need for operational
knowledge should outweigh the costs.
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e Leadership Development — In some instances, while a sworn officer is not needed to fill a
position, assigning a sworn officer is helpful in developing the skills of a future leader. This is
done when the best way to develop expertise is by performing the duties on a day-to-day basis.

The Berkshire report assesses job classifications that were determined to lack unambiguous
requirements for sworn personnel. Three of these job classifications, Training Officer, Crime Scene
Investigator, and Support Services Captain, were considered to be candidates for civilianization. While
Berkshire identifies these positions with potential for civilianization, the report does not provide a cost
analysis indicating whether or not the cost savings were significant enough to warrant the transition. The
report recommends civilianization through attrition.

Training Officer

The current training officer is a 28-year veteran of the Pearland Police Department. He currently is in the
11+ year step of the Pay Classification Plan. He serves as the Senior Firearms Instructor as well as
holding certifications in Intermediate Weapons and Defensive Tactics. He attends regular training to
maintain these certifications as well as receiving training as a Training Coordinator through TCOLE. He
is also a member of the Pearland S.W.A.T. team and tends to the continued training of that unit. This
officer completes the department’s training calendar, coordinates with numerous training providers, and
serves as a fill-in instructor when a scheduled instructor has a conflict.

The department supports the continued use of sworn personnel in this area for three reasons:

e Berkshire identifies as a factor the skills, training, and experience needed to effectively perform
the job duties. This position must maintain a high level of training received and have a broad
foundation of expertise in order to effectively evaluate the training provided by other trainers and
to effectively fill in when needed.

o Berkshire identifies the credibility needed to effectively perform the duties. Credibility is a critical
factor for any instructor, particularly in a law enforcement setting. This is also a critical factor
when interacting with surrounding agencies and with TCOLE.

e This position has a high level of visibility for the Pearland Police Department. This is not an entry-
level position as the person selected must have a proven track record of performance and
credibility. It is essential that the Chief of Police have faith that the person that holds this position
is not only a positive ambassador for the department, but that this person is committed to the
mission and philosophy of the department.

The training officer position should be supplemented by an Administrative Office Assistant, even if on a
part-time basis. There are a number of record-keeping and record-maintenance duties that can be
performed to increase the effectiveness of the Training Division.

Crime Scene Investigator

A number of large police agencies have transitioned from sworn Crime Scene Investigators to civilian
personnel. Berkshire supports this transition for the Pearland Police Department. Again, there is not a
cost-analysis supporting this transition. Currently, there are two 11+ year police officers and a 7+ year
police officer performing these duties.
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o Recent research by the police department indicated that an entry-level civilian would require a
salary comparable to a first year officer.

o These positions also require a great deal of training, although savings for firearms qualification
could be realized.

¢ Sworn officers would still be required for the safe transportation of weapons and narcotics for
testing or destruction.

e The Brazoria County District Attorney supports the use of sworn-personnel due to courtroom
credibility.

Transitioning to civilian personnel through attrition can be accomplished. The department does not
recommend elimination of sworn Crime Scene Investigators; however, the department does support
replacing a sworn employee with a civilian through attrition to evaluate the effectiveness of a civilian
program.

Support Services Commander

The Support Services Commander is a Command Staff position which currently has administrative
responsibility for Dispatch, Records, Jail, and Animal Control; comprising 60 personnel. Additionally, this
position is responsible for the development and administration of the police department’s $26.4M budget.
The position is currently held by a Police Captain in the 3+ year step of the Pay Classification Plan. The
incumbent has 26+ years of department experience. Berkshire does not make a recommendation
regarding the potential savings for this position; however, the report does suggest that civilianization
would allow the Police Chief more latitude into the composition of the Command Staff. Historically, the
department has rotated Captains through this position as a personnel development tool. (See Attachment
D — Succession Planning)

The Police Department does not support the civilianization of this position for a number of reasons:

¢ Operational Knowledge and Experience — The operational knowledge of a number of areas of the
Police Department, including sworn areas, is critical to optimize the interoperability of this
administrator.

e Leadership Development — This position helps expand the operational knowledge of Command
Staff members, exercising oversight of every aspect of the department.

e Employee Satisfaction — The study indicated that civilian personnel did not feel valued by sworn
personnel. Maintaining a sworn commander as an advocate for civilians is important in reversing
this trend.

e While Animal Services Officers are not sworn, they do perform an enforcement function. Animal
Services cases frequently result in Criminal Investigations Division involvement. The sworn status
of the administrator is important to provide the background of the enforcement function as well as
to coordinate efforts between sworn and non-sworn personnel. Additionally, Animal Services has
a highly political profile and insulation from political pressure is important.

e Civilianization of a Command level position for the purpose of providing the Chief of Police more
latitude in selecting his Command Staff, may run counter to the purpose of Civil Service, insulating
the Police Department from political influence, as stated in LGC 143.001. (See Lee v. City of
Houston, 807 S.W.2d 290 (Tex. 1991))
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The Police Department does support the establishment of a Business Manager position to assist in the
management and administration of the department’s budget. This responsibility can detract from the
administration of the other areas of the department. (See Attachment CC)
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Attachment Y -

Increase Deployment of AEDs

Revised Date: November 1, 2017
2017 Update

This continues to be a low priority due to the current utilization of our AEDs. In the past year, they have
only been utilized two more times. Neither resulted in a life saved. A discussion with the Pearland
Volunteer Fire Department revealed that their organization may try to purchase additional AED’s for
deployment in police vehicles, but that would be outside of the police department’s control. The police
department did not request additional AED’s in the FY18 budget.

2016 Response

The Berkshire study recommends that the police department increase the number of AEDs that are
deployed in police vehicles. They mark this as a “Low” priority. This recommendation is based on “best
practices” and studies that Berkshire has read. There is no doubt that in some life or death
circumstances, the presence of an AED can save a life.

In September of 2014, the Pearland Police Department deployed 20 AEDs to the patrol division as
described in a Thursday packet from March 16", 2016. According to the memorandum, the AEDs had
been used four times in the first 18 months of deployment. Of those four uses, one was found to be
helpful with regard to CPR, but in none of the cases could there be considered any “saves” from use of
the AEDs.

The department has since trained all officers in the department on the use of an AED, however only these
20 remain available for use. The memorandum concludes that at that point in time, the number in the
field appeared sufficient, given the low frequency of deployments.

The Zoll AEDs that are used by the City cost roughly $1,300 each. Each AED comes with a 5 year
warranty, however according to their sales representatives, many are used well in excess of 10 years.

In order to fully deploy the AEDs in the field, approximately 100 additional AEDs would be needed. This
would be a cost of approximately $130,000. Whether or not to increase their deployment is very much a
budgetary consideration, as so far our real life use has yielded no success. Another possible source of
funding could be donations or grants.

The Police Department is not opposed to an increase in the number of AEDs and with the most recent
training is in a good position to deploy them, but understands their purchase costs are in competition with
other needs throughout the city.
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Attachment Z -

Increase Patrol Staffing

Revised Date: November 1, 2017
2017 Update

The department did not meet the targeted patrol staffing level of 81 personnel by the end of FY17. As of
writing, the department currently has only 71 patrol officers. This shortage is due to having 1 officer on
military leave, 3 newly hired officers in the FTO program, 3 personnel assigned as Cadets, and 4
openings. The department experienced heavy turnover in the first half of 2017 with officers retiring(1),
resigning to take private sector jobs(4), and some being terminated (2). While patrol has taken the brunt
of the lower staffing levels, the department is currently fully staffed in all specialized divisions, squads,
and units, other than 1 assignment in the Criminal Investigations Division.

At the beginning of 2017, the department took many of the bold steps previously listed to reduce response
times through avenues other than just hiring more personnel. While the department still needs to increase
patrol staffing levels, using data driven approaches and deployments we have been able to accomplish
a significant reduction in response times, especially to the highest priority calls. This was done without
the projected heavy use of overtime to cover for long term absences.

The department has placed upon itself the challenging goal of responding to at least 90% of the Priority
1 calls it receives in 6 minutes or less. Priority 1 calls are the highest levels of emergency calls. Response
times are calculated from the moment a call is received in dispatch to the arrival of the first police officer
at the scene. The Berkshire Study revealed the 90" percentile of Priority 1 calls were being answered by
the Police Department in 8.9 minutes or less. This was unacceptable to the department. Berkshire also
revealed the response times to Priority 2 calls, those include in-progress property crimes and/or a threat
to human welfare were being responded to in 15.9 minutes or less 90% of the time. In order to receive
90" percentile response times of 6 minutes or less, Berkshire noted the department would need at least
87 officers in patrol. It currently has 70. The police department is utilizing Crime Analysis information
to determine trends in demand for police services. Future staffing levels will be determined by
the demand for police services and the Patrol Division ability to respond to this demand.

In January of this year, the police department changed its patrol districts and added beats, this was the
first major change in districting in over 20 years. The purpose of this change was to spread out responding
personnel based on travel times and space. This was done following an extensive evaluation of response
times by location and time of day. The new districts/beats spread the officers out over a wider range of
areas within the City. A new 10am-10pm shift was also created to help provide extra coverage during the
busiest time of the day. The department has removed routine roll calls, they are now done in ad hoc
locations and only on an as needed basis. Officers with take-home cars are able to respond directly to
their assigned beats, without a need to come to the station. The automatic vehicle location system
ensures personnel are where they need to be at the start of their shift. In addition, the department
evaluated priority classifications to ensure that there is consistency and accuracy in dispatching and
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record input. The primary driving force behind these changes was to bring down the response times to
Priority 1 calls for service.

Moreover, we have worked with IT to provide remote video upload locations. The first successful upload
location has been set up at the Pearland Parks & Recreation Natatorium and Recreation Center. The
location has worked well and is serving as a blue print for additional locations. The officers’ presence has
also led to additional benefits to direct safety and welfare at this City facility. Overall, our objective is to
maintain police presence visibility throughout the community in the best possible locations as
much as possible. The combination of technology, pre-planning, dedication of line staff, and daily
management is achieving that objective.

An analysis compared the first six months of response times from 2017 to the first six months of response
times in 2016, prior to the changes in districts and shift times. The results have been initially impressive,
especially given there were fewer patrol officers on the street this year than the same time period last
year due to turn over. The 90" percentile response time for Priority 1 calls decreased nearly 20%
from the prior year’s six months, down to 6:34 minutes. The 90" percentile measure is more
aggressive and complete than a mean or median. Please keep in mind that the times represent complete
response time from the call being received in dispatch to the first unit arriving at the scene. That includes
taking caller information, dispatching, and travel time.

Priority 1 Calls 2016 (Jan-Jul) 2017 (Jan-Jul)

Median Average 4:06 3:32 (-14%)
Mean Average 5:28 4:09 (-24%)
90" Percentile 8:09 6:34 (-19%)

The below graph chart represents the minute by minute response times for Priority 1 calls:

2016 - 2017 Priority 1 Response Time Comparison
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While the main purpose was to bring down Priority 1 response times, the department has also seen a
substantial drop in response times for Priority 2 calls as well. Priority 2 calls require a high urgency
response and may or may not include the use of emergency equipment. The 90" Percentile response
time in the first half of 2017 went down nearly 20% as well to 10:44.

Priority 2 Calls 2016 2017
Median Average 6:16 5:29 (-12.5%)
Mean Average 8:08 6:32 (-19%)
90t Percentile 13:10 10:44 (-18%)

The below graph chart represents the minute by minute response times for Priority 2 calls:

2016 - 2017 Priority 2 Response Time Comparison
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MOVING FORWARD

The department is continually evaluating response times and is looking for ways we can better deploy
resources. One such method is a constant evaluation of Priority 1 response times. Every citizen call for
service that does not meet the goal of 6 minutes, is evaluated by a team of personnel to evaluate why
the goal was not met.

There are a number of other operational and technology enhances we are working on. The department
is working with IT, Fire, and Public Works to deploy a second remote upload location. There is hope this
will be active by the end of the calendar year. Personnel from City Hall are working to introduce
Executime, which the department believes will further reduce the amount of time personnel spend away
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from their Beats by allowing them to remotely work on payroll. IT continues to try and work on electronic
tickets with the courts and PD. Finally, the upcoming addition of 8 more take-home fleet patrol cars will
likely positively impact response times as officers are more often in police cars

2016 Response

The Berkshire study states “First, the primary driver of patrol staffing needs in Pearland is not the volume
of calls handled but the time required to travel to calls. To achieve desired response times, therefore,
patrol officers will need to exhibit significant patrol discipline.” The report states the response time to
priority calls for 90% of the calls is 8.9 minutes or less. This is considered unacceptable by the Police
Department. In order to achieve response times for 90% of the priority calls at a time period of 7 minutes
or less, the study states the patrol division needs 82.28 patrol officers. In order to arrive within 6 minutes,
87.12 patrol officers.

In order to achieve these numbers, Berkshire recommends some staffing changes that the department
disagrees with, those discussions are contained in different Attachments regarding those specific
positions. Berkshire correctly identifies the need to better address staffing levels to account for non-
discretionary expected absences. While the police department is able to manage vacation, designated
holiday, training or compensatory time use, it is less able to manage certain expected leaves which fall
outside the department’s ability to schedule them. These absences are generally “short term”, being less
than 90 days, but often include issues such as FMLA, light duty, military leave, paid administrative leave
or unpaid leave. Berkshire states “...it is cost effective to use overtime for a large portion of the sworn
staffing needed to account for expected absences.” Berkshire provides ample information on the subject
in their Appendix F of their report.

In reviewing the study, the department notes Berkshire provides guidance on the number of officers to
be deployed, based on the current squad schedules. They do not however address where to deploy the
personnel. During meetings with Berkshire, likely future deployment strategies were discussed with the
advisors and during those interviews they seemed to favor the likely changes. Those potential changes
were not reflected in their study and would certainly have impacted their recommendations. Working with
the crime analysis we were able to ascertain geographical maps indicating the locations of our slowest
response times, areas of highest call volume and the busiest times of day. At the time the ideas were
presented, they were in their infancy, but we anticipate these changes will soon be ready to go into effect.
Changes to the operations within patrol that should help reduce response times starting in January 2017
will probably include:

e Increase in patrol officer staffing from 70 to 77 personnel.

e Increase in DDACTS units from 2 to 4 personnel.

e Adding a crash investigation officer during peak crash periods.

¢ Removing an 8am-8pm shift and adding a more heavily staffed 10am-10pm patrol shift (the
busiest call volume of the day).

¢ Redistributing other patrol personnel based on call volume between the other shifts.

e Changing District boundaries, going from 5 to 3.

e Adding Beats within Districts to more evenly distribute patrol personnel based on call volume,
historical response times, population, miles of roadway and other considerations.

e Working with partners in IT to provide video upload capabilities from locations other than the PD
parking lot, thereby keeping patrol officers in district more often.
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e Working with partners in FD to find space in FD city facilities to work on reports, print affidavits,
etc. This should also help keep officers in districts during more times of the day.

¢ Increased measures strengthening patrol discipline as described in Attachment N.

e Also, currently planning calls for all four new positions being granted in FY2017 to be assigned to
patrol.

¢ Increased use of overtime for expected absences with regard to FMLA, light duty, military leave,
paid administrative leave or unpaid leave.

Based on the above expected changes, the Pearland Police Department hopes to decrease our response
times and provide a higher level of service to our citizenry. The department should be able to increase
patrol staffing up to 81 personnel by the end of FY 2017, which is less than 2 personnel shy of Berkshire’s
current recommendation. While this is slightly off from the number of personnel Berkshire states are
needed to achieve response times of 7 minutes or less to 90% of emergency calls, the additional
technological and process changes are believed to have the ability to increase efficiency and
effectiveness. The longer term goal will be the 6 minute response times. The department will continue
to evaluate and adjust as necessary to improve response times and will make the appropriate
supplemental requests to approach recommended patrol staffing in the FY2018 budget cycle.

The Pearland Police Department agrees in part with Berkshire’s report. We believe the current fiscal
year’s staffing levels, combined with the changes outlined above, will be sufficient to provide a higher
level of service within patrol.
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Attachment AA -

Redeploy Crime Scene and Fraud

Revised Date: November 1, 2017

2017 Update

In July, a crime scene investigator (CSl) was promoted to sergeant and left the team. As a result, we
were at a crossroads of how to fill such vacancies both then, and in the future.

It was decided to reclassify the property room attendant into a crime scene technician. The process is
allowing the Department to evaluate the transition from a position that has been traditionally filled with a
police officer, in our Department, to a civilian. The change is also permitted the Department to delay the
transfer of a police officer from patrol who was still experiencing significant staffing shortages. Training
is in progress and if the change is successful, the fourth open crime scene position may also be filled
with a civilian, saving another classified position for patrol duties and slightly further reducing costs.

Changes have been implemented in case assignment to the fraud investigator position and the
investigators clearance rate has risen slightly over 1 percent. It is the belief of the Department while the
clearance rate in these types of cases is low, it is a service issue to the public and discontinuing
investigating these types of cases would be detrimental our relationship with the community.

2016 Response

The Berkshire Study suggested that two of the three crime scene investigators and the investigator
working fraud cases be reassigned to patrol to help increase staffing in that area. The recommended
these adjustments stating there were insufficient call outs for crime scene investigators and a low (5%)
clearance rate for fraud type offenses.

Crime Scene Investigators

The Department began to examine our process of determining the number of callouts as we were
skeptical of our own numbers we provided to Berkshire. The result of our inquiry found the numbers only
included call outs when CSI’s were off duty and not calls to scenes while they were working. The tracking
has been corrected and as a result, we have seen a 66% increase in call outs by CSIl. The Department
also realizes we could do a better job encouraging patrol officers to contact CSI’s for evidence collection,
allowing them to return to patrol duties sooner.

Additionally, the study did not include the supplementary duties that crime scene investigators perform
and the extended hours the public and the Department is served by having a third investigator working
evening shift type hours.

The additional duties are as follows:
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e Processing and preserving submitted evidence including supplementing each case.

e Transferring evidence to regional laboratories

¢ Transferring evidence to include narcotics, firearms and other contraband to the Harris, Brazoria,
and Ft. Bend Counties laboratories and District Attorney’s Offices.

e Tracing of all Firearms seized into the ATF Trace Request Webpage.

o Complete property hearing requests to the justice courts and presenting during hearings of
deputed property or items no longer required being stored in the evidence room.

o Responsible for sending and reviewing disposition evidence tracers to identify evidence that is no
longer needed to be maintained. Each year over 5500 are reviewed.

e Deliver 1000 Ibs. of discarded property annually for incineration in Chambers County.

e Responsible for filling n for the property clerk when absent.

e Assisting property clerk with burning hundreds of evidence CD’s to disks per quarter and this is
expected to increase as body camera’s come on line.

e Releasing property to officers or citizens.

¢ Forensic downloads and examination of cell phones, computers and other electronic devices.

The Berkshire Study also suggested the crime scene officers that were reassigned to patrol could still be
responsible for crime scene while at work and on call while off work. This idea is impractical for several
reasons. An officer assigned to crime scene while on patrol could be on his days off, vacation or
compensatory time or otherwise unavailable.

The officer could have made an arrest, be at a surrounding agency picking up a prisoner and be
unavailable. There are many scenarios which could affect the officer’s ability to respond to a need.

Officers in patrol, off duty and on call for CSI would be reluctant to take on that assignment as the call
requirement is extensive. The Department could obviously require the officer to comply but at what cost?
The officer’'s performance would likely be downgraded due to their dissatisfaction.

It is the Department’s belief the crime scene investigator position if of great importance. Juries expect
exceptional crime scene evidence as they are very familiar with CSI type television shows. The
Department’s crime scene officers have received accolades form the Brazoria County District Attorney’s
Office and have been instrumental in assisting in the successful prosecution in numerous major cases.
The Department feels that a reduction in staff in this area would be detrimental to the Department and
the public we serve.

Fraud Investigator Position

Berkshire suggests that the Fraud position should be eliminated and the position be transferred to patrol
due to the low solvability of fraud type offenses. The Department agrees in part but cannot support a
paradigm shift that ignores a significant harm to our citizens and the discontinuation of addressing fraud,
would negatively impact the community view of our Department.

Before the Berkshire study, the Department had reduced the number of detectives in fraud from two to
one. A plan was also implemented to assign the fraud detective to on-line reporting which is projected to
reach 446 reports for this fiscal year. Additionally, the fraud detective is assigned call in reports which
accounts for approximately 75 cases a year. The last part of the redesign implementation is for the
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property detective supervisor to closely monitor fraud cases and only assign those with a “high solvability
factor.” The last part of the approach is set to go into effect October 15,

The Department suggests continuing their current direction in utilizing the fraud investigator position.



RESPONSIVE RESULTS-ORIENTED TRUST-BUILDERS ACCOUNTABLE

Attachment BB -

Increase Support Services Staffing

Revised Date: November 1, 2017
2017 Update

Communications staffing was partially addressed in the FY2018 Budget. Two additional positions
were added at the mid-year mark of the 2018 budget. Two additional positions will be requested in
the 2019 budget and this will continue until we meet the NENA recommendations of 5 per shift.
Additionally, One Jail position was addressed in the FY18 budget (at midyear). An additional Jailer
position will be requested in FY19 which will bring the Jail to the below determined staffing levels.

An additional Records position will be requested in the FY19 budget, which will bring staffing to the
recommended levels. Additionally, the need for a full time “Custodian of Records” position has become
apparent. Currently, the Support Services Supervisor and the Jail Manager, both supervisors, spend a
large portion of their time filling subpoena, FOIA, and other public information type requests. The addition
of a position to address this full time would delegate this responsibility, freeing up both supervisors to
focus on supervisory issues.

The additional Animal Services position did not make the FY2018 budget and will be submitted in the
FY2019 Budget.

2016 Update
Communications Staffing

The Berkshire Advisor’s report evaluated the need for communications staffing by following six steps:
Determine response expectations

Determine the number of calls handled

Use queuing analysis to determine the number of call-takers needed
Increase staffing to reflect dispatcher needs

Develop Schedule

Apply relief factor.

2

The result of the analysis suggested that 14 FTE telecommunications operators are needed. Berkshire
suggests that “at this level of staffing no increase in communications staffing is recommended, but open
operator positions should be filled. Berkshire recommends utilizing overtime to relieve for manpower
shortages. The department has concerns over both the staffing level and the overtime use for these
positions.
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The National Emergency Number Association (NENA) provides guidelines by which adequate PSAP
(Public Safety Answering Point) staffing may be obtained based on either known call volume or upon
parameters of the jurisdiction, for jurisdictions of 140,000 population or fewer. Following the NENA
model, the Pearland Police Department communications center would be staffed by twenty-seven (27)
personnel based on call-volume or by twenty-six (26) personnel based on population served. This model
would staff communications with four dispatchers per squad, allowing for relief by part-time personnel.
Some overtime would still be required. These numbers include supervisory support and would exceed
the eighteen (18) FTEs (including management) serving this function.

The NENA model for Call Volume suggests the following procedure:

1 Collect data by plotting the hourly call volume over a minimum of 14 days during the busiest time
of the year for the following categories of calls:
- 9-1-1 calls (Those coming in over dedicated 9-1-1 circuits.)
- 7-/10-digit emergency number calls (Those coming in over the Public Switched Telephone
Network to 7-/10-digit emergency numbers or admin lines that are answered by the call taker.)

2  Sum the 9-1-1 and 7-/10-digit calls in each hour to get a total of all calls received during each
hour of the monitoring period (i.e., for a 14-day test, there will be 14 days of 24 individual
hourly entries of data).

3  Note the calls received in the busiest hour of each day. Sum these and divide by the number of
days of the study. This call volume becomes the number for the "Average Bouncing Busy Hour."

4  Determine the characteristics of the "Busy Hour Shift." Look at the hourly call volumes before
and after the ABBH to select an eight-hour period that has the most calls. This will be the "Busy
Hour Shift." Note these hours.

5  Take the highest hourly call volume of the remaining hours of the day (those outside the "Busy
Hour Shift"). This is the "Normal Hour" upon which manning for a "Normal Hour Shift" will be
based.

6  Go back to the individual call volumes for 9-1-1 calls and for 7-/10-digit administrative calls that
occurred during the ABBH and the Normal Hour. Put each into the appropriate cell in the
data entry table.

This procedure provides a comprehensive view of the demands on the personnel in these positions. The
personnel assigned to this function have very stressful duties which require constant attention for their
twelve (12) hour shift assignments. The use of overtime to supplement staffing needs in this area
stretches the abilities of the staff and has a negative impact on their wellness. The department does not
support the use of overtime to fill positions as a long-term solution to fill dispatch vacancies. This
increases call-ins and turnover in this critical position.

The department recommends following the NENA for staffing the communications center and would
recommend additional positions to reach the level of five dispatchers per squad with a four person
minimum. This would evolve over a two fiscal year period, adding three dispatchers per year.

Records
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The Berkshire Advisors’ report states that the Records unit has adequate approved levels of staffing.
Vacant positions are posted and are being filled. Efforts are being made to reduce the number of errors
in offense reports. (See Attachment C) The impact of report corrections may not be felt for some time.
Additionally, the impact of in-house alarm billing on the Records office has not yet been determined. At
this time the Police Department supports filling vacant positions and further evaluating the performance
of duties with given staff.

Jail

The Berkshire Advisors’ report recommends fourteen (14) Jailers, to staff the Jail consistently with 3
Jailers. This is the current staffing in the Jail. There are currently 4 Jailers assigned to each day shift
squad and 3 assigned to each night shift squad. Day shift has more staffing due to court, bonding, and
transportation demands. With the minimum staffing at the recommended level of 3, overtime must be
posted to cover time off on night shift or for unscheduled absences creating a shortage on day shift.
Again, this creates a burden on staff required to work overtime shifts. The small relief “pool” has a
negative impact on staff availability for overtime. The added hours negatively impact staff wellness and
increase call-ins and turnover.

The police department recommends a staff of four (4) Jailers per squad, with a three (3) jailer minimum
as opposed to the overtime recommendation. This would add two (2) Jailers to staff.

Animal Services

The Berkshire Advisors’ report recommends the addition of an Animal Control Officer to Animal Services
to handle increased call volume on the busiest days. The department concurs with this assessment and
will be requesting an additional Animal Control Officer in the FY2018 budget.

This position will be assigned opposing days off from the Animal Control Officer who is currently
scheduled from 1:00 p.m. to 10:00 p.m. This staggered schedule will allow evening coverage throughout
the week. This will reduce the number of roll-over calls and increase the service profile for Animal
Services.
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Attachment CC -
Increase Admin Support Staffing

Revised Date: November 1, 2017
2017 Update

The FY2017 Berkshire Implementation funds were utilized to establish the Business Manager position
identified in the FY2017 budget. The creation of this position has centralized procedures for budgeting,
procurement, and accounts payable.

FY 2017 also expanded the Crime Analysis function with the addition of a civilian Crime Analyst. This
position allows the Crime Analysis Unit more flexibility in supporting department administration, providing
data which improves operational efficiency

2016 Response

The Berkshire Advisors’ report recommends the addition of an Administrative Support position.
(Berkshire, V-8) “Functions performed by this administrator would include: providing support for the
budget process, preparing the department’s annual report, managing the department’s website, and
handling some of the administrative work currently assigned to the Chief of Police’s administrative
assistant.”

The department supports the creation of this position and places its implementation as a high priority.
The department identified the need for this position and submitted a supplemental request for a “Business
Manager” in the FY2015, FY2016, and FY2017 budgets. The creation of this position would centralize
procedures for budgeting, procurement, and accounts payable.

The department also supports the expansion of the Crime Analysis function with the addition of a civilian
Crime Analyst. This position would more directly support the department administration and provide data
which would improve operational efficiency. This position was requested in the FY2017 budget.
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Attachment DD -

Increase Proactive Staffing

Revised Date: November 1, 2017
2017 Update
The personnel assignments mentioned in the original response were made as staffing allowed.

A crash investigator was added to the Traffic Unit and he has been able to create intersection crash
templates for the use of all officers, thus increasing not only his own efficiency but that of other officers
who investigate crashes at these common locations. Although his primary focus is investigating crashes
in order to increase the availability of Patrol officers, he assists with the other ongoing efforts of the traffic
unit as well. The crash investigator's schedule was based on peak crash occurrence times to ensure
maximum productivity for the assignment.

The three additional officers were assigned to the DDACTS unit following a selection process, thus
bringing the total to four officers assigned specifically to address crime and traffic issues in the identified
zone. The officers were phased into the unit as staffing allowed. They have established relationships
with the partners and stakeholders in the DDACTS zone. Attachment | details some of the
accomplishments of the DDACTS unit over the last year.

An additional Community Outreach officer was added in order to address workload and be more proactive
for the efforts of that Division and thereby the Department. Since assignment, that officer has re-instated
the Police Explorer program, initiated a neighborhood outreach program for residents, and worked with
the school district to have Pearland Police Department employees serve as mentors to at-risk youth as
part of the TAPS program.

2016 Response

The Pearland Police Department recently swore in 12 new officers. The officers who successfully
complete the training program will be on their own at the end of December 2016 and be ready for district
assignments in January 2017. This will allow the department to move forward with the plan to widen
assignments into specialized positions (assignments not directly in patrol in a call for service capacity).
While 7 of the 12 officers will be assigned to patrol division in the traditional responsive capacity, 5 of the
officers are being assigned elsewhere.

Of the five officers being assigned outside of traditional patrol, 1 will be assigned as a traffic crash
investigator with duties specifically to address dangerous areas through selective enforcement, 1 will be
assigned as a Community Outreach Officer with proactive duties and 3 will be assigned as officers in the
DDACTS unit with duties that are primarily uniformed and proactive in nature. In addition, the added
patrol officers will permit officers assigned to districts additional time to act in a proactive manner as the
call volume will be distributed in part to the new positions.
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The crash investigator will serve two main purposes. The first will be to efficiently investigate motor
vehicle crashes. The assigned officer will be a certified crash Reconstructionist and help ensure that
during the peak crash hours, an investigator is on-duty to handle complicated crash scenes. The second
purpose will be to perform traffic enforcement for two areas. The first will be to focus enforcement in
areas identified through our crime analyst as locations with higher crash occurrences and to use that data
and information to focus the enforcement on the main causes of those crashes. In addition, since this
officer's duty hours go well into the evening, the position can help ensure that traffic complaints in the
evening hours are addressed after motors units have gone off-duty.

The additional Community Outreach Officer will be able to proactively engage the community without
interruption of normal citizen calls for service. As a team member within Community Outreach, this officer
will also specialize in recruiting and public information. The officer will help work with stakeholders and
partners as part of the DDACTS model, lead community events, attend community gatherings and help
to educate the public on crime reduction efforts.

The three officers assigned to the DDACTS unit will support the operational goal of reducing crime and
traffic crashes in high impact zones or “hot spots”. Following the guiding principles within DDACTS, these
officers will take part in high visibility traffic enforcement and other problem solving activities in order to
deter crime and catch offenders. The unit is nearly 100% proactive, however they are also a uniformed
presence available to help on emergency calls in their area.

The police department concurs with Berkshire’s recommendation to increase proactive staffing and is
currently in the process of doing so as additional personnel are hired.
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Attachment EE -

Staffing for Vacancies

Revised Date: November 1, 2017
2017 Update

At the time of the writing of the 2016 response, the police department had six openings that were to be
filled by the entry-level testing conducted in April, 2016. Four additional officers were added in the 2016-
2017 budget and additional unplanned vacancies occurred in the officer ranks due to resignations,
retirements and terminations. By the time the April, 2016 hiring was completed, four vacancies remained.

An additional entry level test was held in May, 2017 to fill these remaining openings. As of this writing,
two certified applicants are scheduled to be appointed on October 9, 2017. Non-certified applicants from
the May, 2017 hiring cycle are still being processed with the two opening expected to be filled by
November, 2017.

Two additional officers are included in the 2017-2018 budget that are to be delayed until July 1, 2018.
The budget should allow expedited hiring of certified applicants from an Entry Level Civil Service Exam
on February 3, 2018.

2016 Response

The Police Department Utilization and Staffing Study recommends that the department increase staffing
by 10.3 positions (as compared to authorized staffing on April 1, 2016). Pending the adoption of the
various recommendations made within the Berkshire Advisor’s report, sworn positions should increase
by a net of 7.3 while civilian positions are recommended to increase by three (see Attachment X).

The study recognizes that on April 1, 2016 the staffing numbers include nine student officers in training,
eight cadets and three open positions. Since April all but one vacancy has been filled. The department
anticipates there will be one additional vacancy created by the resignation of a veteran officer in October,
2016 and four additional positions were added to the Fiscal Year 2016-2017 budget effective April 1,
2017 resulting in a net gain of four positions of the 7.3 recommended.

The department anticipates filling these open positions from an active Eligibility List that was created from
the entry-level applicant testing conducted in April, 2016. There remain 18 active names on this list from
which the department anticipates filling the six openings (current and anticipated).

It is important to note that the student officers in training and cadets were not included in the patrol and
specialized division manpower numbers and were only counted as part of overall department staffing.
Once these officers are released from the field training program and assigned to patrol, the department
will be able to assign additional personnel to specialized divisions such as the Proactive Patrol (DDACTS)
units and Community Outreach Division. The net gain to patrol alone will be nine officers.
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Attachment FF -

Estimated Financial Impacts

Attachment FF - Cost Estimates for Implementation
FY2017 FY2018 FY2019 Total
Capital Recurring Capital Recurring Capital Recurring Capital Recurring
Attachment |Initiative Costs Costs Costs Costs Costs Costs Costs Costs
Update Organizational
B Structure $  218,000.00 S - [$  218,000.00
F Develop a recruiting plan $ 10,000.00 $ 20,000.00 $ - s 30,000.00
J ALPR Acquisition $  75,000.00 $  75,000.00 | $ -
Modify Take Home Fleet
\ policy $  472,000.00 S 232,740.00 $ 704,740.00 | $ -
Y Increase Deployment of AED's $  130,000.00 $  130,000.00 | $ -
Increase Support Services
BB Staffing - Dispatchers (3/yr.) $  162,972.00 $  162,972.00 S - |$ 325,944.00
Increase Support Services
BB Staffing - Records Clerk S 45,328.00 S - |S 45,328.00
Increase Support Services
BB Staffing - Animal Services S 49,578.00 | $ 60,158.00 S 49,578.00 | $ 60,158.00
Increase Support Services
BB Staffing - Jail S 63,188.00 S 63,188.00 S - |$  126,376.00
Increase Administrative
cC Staffing - Business Manager S 87,326.00 S - s 87,326.00
Increase Administrative
CcC Staffing - Crime Analyst $ 80,749.00 S - |S 80,749.00
Staffing for Police Officer
Vacancies (10.3) 2017 |
EE 52018-2 2019-3 $  116,370.00| S  285,126.00 $  116,370.00| S  285,126.00 S 232,740.00|$  570,252.00
Totals $ 472,000.00| $  386,075.00 $ 116,370.00| $  521,286.00 $ 603,688.00| $  636,772.00 $ 1,192,058.00 | $ 1,544,133.00
$ 2,736,191.00
2017 only includes expenses that are not part of the approved budget. The expense listed is for the complete year as it is recurring.
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I - INTRODUCTION

This introduction is divided into two parts. The first part describes the study approach
and the second part outlines the structure of this report.

STUDY APPROACH

The purpose of this study was to provide recommendations for an innovative and
sustainable method of determining current and future police department staffing needs.

Both quantitative and qualitative analytic methods were used to conduct this study.
Extensive interviewing was conducted within the police department. More than 80
interviews were conducted with department managers, supervisors, and line employees,
research on effective practices relating to reducing crime and traffic injury accidents was
conducted, focus group meetings were held with community representatives,
benchmarking information was obtained from six police departments, best practices
information was reviewed for 11 areas, and an activity analysis survey was administered
to understand how much time patrol officers devote to various activities. In addition, the
study team requested and reviewed a range of documents and data covering all areas of
the Pearland Police Department’'s operations.

REPORT ORGANIZATION
This report is divided into six chapters and seven appendices:
| — Introduction (this chapter)

Il - Executive Summary — presents an overview of the report’s findings and
recommendations

Ill — Overview — presents an overview of the challenges facing the department and
outlines recommendations to address these challenges

IV — Improving Operational Effectiveness And Efficiency — lists effective practices
currently employed by the department and details observations and recommendations to
improve the department’s efficiency and effectiveness

V - Staffing — specifies the staff resources needed to achieve desired levels of service

VI — Implementation — outlines the steps that should be taken to implement study
recommendations and presents an implementation plan

Appendix A — Research Findings — summarizes research on effective policing practices
relating to crime reduction and reducing traffic fatalities and serious injury accidents

Appendix B — Benchmark Results — presents benchmark information from six police
departments

Appendix C — Best Practices Findings — presents best practices findings in 11 areas



Appendix D — Community Focus Group Findings — summarizes the results of four focus
group meetings with community representatives

Appendix E — Citizen Survey Results — summarizes the results of a survey of a
representative sample of Pearland citizens

Appendix F — Approach To Adjusting Staffing To Account For Expected Absences And
Vacancies — describes the approach used to adjust staffing to account for expected
absences and vacancies

Appendix G — Activity Analysis Survey Results — summarizes findings from an activity
analysis survey of patrol officers
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Il - EXECUTIVE SUMMARY

This summary of study findings and recommendations is divided into four parts:
overview, improving operational effectiveness and efficiency, staffing, and summary.

A - OVERVIEW

CHALLENGES FACING THE
DEPARTMENT

This is a crucial time for the Pearland Police Department. The department is undergoing
transitions in a number of areas and the extent to which the department ignores, reacts
to, or proactively manages the factors that are creating these transitions has the
potential to shape its future.

B Leadership transition. With the announcement of the police chief's retirement the
department is facing a transition within its formal leadership structure. Atthe same
time the department faces a potential “generational turnover” in experienced staff.
The department estimates that 15 percent or more of sworn staff are eligible for
retirement.

B Transition in size. Over the past 25 years as the city’s population has grown five-
fold from roughly 23,000 to more than 112,000 the department has grown
proportionally. While the Pearland Police Department is not yet a large department it
is in no way any longer a small department. This change in size has implications for
how the department is managed and the functions it must perform. As a larger
organization, department managers must rely less on face-to-face supervision and
more on management systems for communications, setting expectations, and
managing operations. In addition, as a larger department the PPD must perform
functions requiring specialized expertise that it was not expected to perform when it
was smaller.

B Transitions in community demographics. Pearland is becoming an increasingly
diverse community. From 2002 to 2012, the percentage of the population that is
White in the community declined by 27.2 percent, while the percentage of the
population that is African American, Asian, or Hispanic/Latino increased by 12.2
percent, 5.7 percent, and 8.3 percent, respectively. The police department’s diversity
has not kept up with the diversity within the Pearland community. Indeed, the gap
between the city’s racial/ethnic mix and the department's is 12.0 percent for Blacks,
6.1 percent for Hispanics, and 7.9 percent for Asians. In addition, females are under-
represented in the department.

B Transition in the profile of criminals. Conversations with department staff suggest
that the profile of individuals who commit crimes in Pearland has changed. Almost
three-fourths (73.01 percent) of people who are arrested for crimes committed in
Pearland do not live in Pearland. In addition, more than three-fourths (76.7 percent)
of the people from outside Pearland who are arrested are Black or Hispanic.

B Transition in the type of policing performed. Interviews with department staff

suggest that historically the department has focused on providing citizens in Pearland
who request assistance high quality service. Recently, however, the department has
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focused more attention (and resources) on supporting proactive policing. In
particular, the department’s nascent efforts to use the DDACTS (Data-Driven
Approaches To Crime And Traffic Safety) model to drive crime reduction and traffic
safety initiatives reflect a new commitment to proactive policing.

Transitions in the policing environment. Highly publicized incidents in Ferguson
(MO), Baltimore (MD), Chicago (IL), Cleveland (OH), St. Paul (MN), and other locales
have placed police departments under increased scrutiny. Incidents involving
allegations of excessive use of force and racial bias — which have always been of
concern to both police agencies and the communities they serve - have become
more highly charged. Like Caesar’s wife, in this new environment, police
departments must be “beyond suspicion.” In the Pearland context navigating within
this new policing environment will be especially important given that the department
plans to pursue a more aggressive proactive policing posture.

ADDRESSING THESE CHALLENGES

The Pearland Police Department is already well positioned to navigate these transitions
in three important ways. First, the department'’s senior leaders seem open to change.
Second, the DDACTS initiative provides a template for transitioning to a more proactive,
data-driven approach to policing that is well suited to other issues facing the department.
Finally, the department and city have demonstrated a willingness to invest in high quality
training for department staff.

Focusing attention on a number of areas, while building on current strengths, should
allow the department to successfully manage these transitions and be poised for future
success.

Strategic direction. The department has not established a strategic direction that
defines the kind of police department it will be as it emerges from this transitional
period. To address this issue the department should develop a formal strategic plan
that defines its strategic objectives and the approaches it will use to achieve them.

Organization. The department’s current organizational structure while generally
sound has several shortcomings that the recommended structure (presented in
Exhibit 1I-1) addresses. In the recommended structure two assistant chiefs and one
civilian director (who can be appointed by the chief) would oversee the three line units
— investigations and school resource officers, patrol, and support services. In
addition, internal affairs/professional development and change management functions
would report directly to the chief.

Accountability. The Pearland Police Department suffers from inconsistency
throughout its operations. For most areas within the organization some staff are
exemplary while others appear to do the minimum required. (The quality of reports
provides a ready example of this inconsistency.) In interviews, staff also expressed
frustration with what they perceive as inconsistent discipline. In smaller departments
issues of accountability can generally be addressed through management directive
and management will. In a larger department such as the Pearland Police
Department systems and processes must also be developed that support increased
accountability.

-2
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B Professional development. Training — supported by the development of a
succession plan — will be of central importance to the department’s ability to address
the challenge of growth and the potential generational turnover of experienced staff.

B Recruiting and hiring. The department’s recruiting efforts should focus on
increasing the department'’s diversity, increasing the number of female officers, and
increasing the number of officers who are fluent in a language other than English.
Best practice findings — which suggest a number of potential approaches to
increasing diversity — indicate that for diversity recruiting efforts to be successful
resources must be invested and a long-term commitment to diversity recruiting must
be established. There are no quick fixes. To help jump-start these efforts one
additional recruiting position should be hired and one of the community outreach
officers should be assigned full-time to developing minority/female and experienced
officer recruiting efforts.

B Collaborating with other jurisdictions to provide selected services. As the
department grows it will begin to develop capabilities to provide services that require
specialized expertise but for which demand is low." When other communities request
these services it is difficult for the department to deny these requests despite the fact
that the City of Pearland bears all the cost for these services. Rather than subsidize
other agencies that are either too small to be able to afford specialized services or
choose not to make the investment, the PPD should build on the experience of the
SWAT team to provide services on a collaborative basis. Services that might be
provided on a collaborative basis include bomb detection, crime scene investigations
requiring significant expertise, and computer forensics.

m DDACTS implementation. The DDACTS program the department is implementing
provides an excellent starting point for department efforts to establish and support its
data-driven proactive policing initiatives. Over time, however, the department should
integrate DDACTS with broader efforts to use information, intelligence, and data to
support proactive policing initiatives that are tailored to Pearland’s needs (and the
unique features of its crime profile).

B Technology. The department currently has in-car videos and is planning to acquire
body cameras. This technology will be invaluable to providing effective policing in an
environment in which police departments will be under increased scrutiny. In
addition, best practice findings suggest that using automated license plate readers
(ALPRs) to support proactive policing initiatives has the potential to be worthwhile.

B Bias free policing. To reinforce its commitment to bias free policing the department
should focus on a number of activities. First, the department should ensure that all
officers receive training on bias free policing at regular intervals. Second, the
department should ensure that policies clearly specify employee responsibilities with
regard to bias free policing. Third, supervisors should review a randomly selected

' For example, the department is planning to acquire a canine trained to detect bombs and
explosives.
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sample of in-car camera (and in the future body camera) video for each officer using
a structured evaluation template and review findings with each officer. (To its credit
the PPD has established an expectation that five videos be reviewed for each officer
a month.)

B — IMPROVING OPERATIONAL EFFECTIVENESS AND EFFICIENCY

The department already employs numerous effective practices. This part outlines areas
where additional opportunities to improve operational effectiveness and efficiency have
been identified.

Relationships Between Units

Relationships between criminal investigations and patrol units are reportedly strained. To
address this issue department managers should create both formal and informal
opportunities for patrol officers and investigators to interact. Detectives should also be
encouraged to provide positive feedback to patrol officers when their work during a
preliminary investigation was instrumental to a case being cleared. In addition,
processes should be established to ensure patrol is adequately informed when
investigations is running an operation in an area.

Promotional Process

The current promotional process does not ensure the best candidates for supervisory
and management positions are selected. At present the person who scores highest on a
written evaluation is promoted. This ensures that the person best at taking the test, not
necessarily the person who has the potential to be the best supervisor, will be selected.

To address this issue the department, working with the civil service commission, should
explore ways to strengthen the promotional process so the likelihood that the individuals
who are promoted are well suited to their future jobs will increase. At the very least, a
“rule of three” should be established that would allow the chief to select for promotion
one of the three individuals who scores highest on the test. In addition, the department
should consider incorporating an assessment center as part of the promotional process.

Promotional Requirements

The department and civil service commission should consider increasing the time an
officer must serve before being eligible for promotion to sergeant. Currently officers with
two years experience are eligible for promotion (although interviewees note that it is rare
for someone with such limited experience to actually be promoted). Increasing the time
before an officer is eligible for promotion will provide them with a greater depth of
experience to draw from when serving as supervisors.

Patrol Discipline
Patrol supervisors should take steps to ensure that only the number of patrol officers

needed to provide a safe and effective response are deployed to an incident scene (and
that officers return to service promptly when they are no longer needed at the scene).
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Currently, there is a wide variation in the number of officers responding to some types of
calls. Focusing attention on this issue will free up officer time to support proactive efforts
and modestly improve response to high priority calls.

Traffic Enforcement

At present, traffic enforcement officers spend relatively little time on selective traffic
enforcement and most of their time either responding to traffic related complaints or on
school zone traffic enforcement. Research suggests however that selective traffic
enforcement efforts that deploy police on routes and locations where problems are
known to exist are the most effective accident reduction strategies. Traffic enforcement
will therefore benefit from DDACTS emphasis on using information on traffic accidents to
determine how best to deploy traffic resources.

Response To False Alarms

Although Pearland has established a false alarm ordinance, officers continue to respond
to a high number of false alarm calls. In 2015, the department responded to more than
7,062 false alarms, which accounted for 23.7 percent of all citizen-initiated calls
responded to. To reduce response to these alarms the city should consider
strengthening its alarm ordinance.

Canine

One of the primary reasons many police departments deploy canines is to enhance
officer safety. For example, when canines are available to search buildings officers do
not have to be put at risk conducting the search. Likewise, canines can assist with the
apprehension of suspects. At present, however, department canines are trained only for
narcotics and tracking — if they identify a criminal when tracking they cannot assist with
apprehension. From the consultants perspective the benefits in terms of officer safety of
deploying patrol dogs outweigh the risks.

Rotation Among Units

For specialized units that do not require a great deal of specialized training the
department should establish general expectations for how long an officer will be
assigned to the unit before being reassigned to patrol. For narcotics and other units
where risks of malfeasance increase the longer an officer is assigned to the unit these
rotation expectations should be strictly adhered to. For other units, the guidelines should
generally be followed but exceptions might be made based on the skills and experience
of selected staff.

Warrant Service

It does little good to identify who committed a crime if that person is not arrested.

Indeed, for the most part, an investigation is not successful until a person has been
arrested (which is consistent with UCR reporting on cases that are cleared by arrest or
exception). While the department devotes resources to serving warrants accountability
for serving warrants is not clearly defined. To address this issue, investigative sergeants
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should be responsible for tracking progress on warrant service for the cases assigned to
the detectives that report to them. If a warrant proves difficult to serve, as is sometimes
the case, this should be noted.

Relations With Civilian Staff

In interviews a number of civilian employees expressed the view that they did not feel
valued and respected by sworn officers. While this is a problem endemic to police
departments, it is also one that will not be improved without consistent management
attention. As a starting point, department managers should clearly communicate the
importance of improving these relationships. The department should also conduct a
survey to gather information on sworn-civilian relationships. In addition, when resources
and work schedules allow it both sworn and civilian staff should have the opportunity to
observe each other’s work environment.

Internal Affairs

Two steps should be taken to strengthen internal affairs operations. First, the
department should ensure that all complaints by citizens are documented (even when
citizens indicate they do not wish to make a formal complaint). Second, the department
should establish a protocol for using an outside qualified investigator (for example, the
Texas Department of Justice, an outside law firm specializing in personnel
investigations, or an investigator with appropriate expertise who is a retired police
officer) to conduct complex, sensitive investigations. The expense associated with
contracting with an outside investigator will be more than justified by public confidence in
the objectivity and independence of the investigation.

Take Home Cars

In general, the police department should allow officers to take cars home when there is
an operational benefit to doing so. There are numerous advantages to allowing officers
who drive marked police vehicles and live within Pearland to take cars home including
increased utilization of patrol staff, incentive to live in the city, decreased operational
costs per mile, improved officers response to major emergencies, improved response to
high priority calls-for-service, and increased department visibility.

The department recognizes the value of patrol officers taking home cars but currently
limits eligibility for the program to officers who have been with the police department
continuously for the past five years. The department should modify its take home car
program so that all officers who drive marked vehicles and live within the city limits of
Pearland receive take home cars. (Officers who live within the extra-jurisdictional areas
should not receive take home cars.) The primary cost of expanding the program is the
opportunity cost of the increased investment in vehicles the program requires.

At the same time the department considers expanding the number of officers who take
marked cars home the department should consider the operational benefits of allowing
officers who drive unmarked vehicles to take them home. At present 9 administrators,
16 detectives, and 3 crime scene investigators take cars home. While detectives and
crime scene investigators who are on call should be provided a take home vehicle there
does not seem to be a significant operational benefit to allowing these officers to take
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cars home when they are not on call. Likewise, while the department’s most senior
administrators must be available at all times to respond to incidents, there does not
appear to be a need for other administrators to take cars home.

School Resource Officers (SROs)

The city should consider renegotiating its contract with the Pearland Independent School
District. The current contractual arrangement is somewhat disadvantageous from the
city’s perspective. First, while the city pays the full cost of officers outside the school
term it is difficult to make fully effective use of these officers. Second, the city pays the
full cost of training SROs as they are trained when school is not in session. In addition,
to the extent that SROs use more vacation and other leave during the non-school year
than the city is reimbursed for the city will be disadvantaged. Even after renegotiating
the contract with the Pearland Independent School District to address these issues both
the city and the district will benefit from the relationship.

Civilianization

The department has done an excellent job of using civilians to support police department
operations. There are only three functions currently performed by sworn officers that the
department should consider assigning to civilians: crime scene investigator, training
officer, and support services captain.

Automated External Defibrillators (AEDs)

The department should expand the deployment of automated external defibrillators. At
present, AEDs are deployed in supervisory vehicles and are deployed in some, but not
all, patrol vehicles. Given the potential for saving lives from timely use of AEDs
deploying them in all vehicles (and training all officers to use them) is a sound
investment.

C - STAFFING

The staffing analysis is divided into three sections. The first section evaluates staffing
needs determined primarily by workload and level of service expectations. The second
section evaluates proactive staffing needs. The third second discusses the staffing
needed to account for vacancies.

ANALYSIS OF RESPONSE
AND SUPPORT STAFFING NEEDS

This section is divided into seven subsections: patrol staffing, investigations,
communications, jail operations, records, animal control, and administrative support.

PATROL STAFFING
Patrol Staffing Analysis

This discussion is divided into three parts: analysis steps; response expectations and
staffing needs; and operational implications.
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Analysis steps. The process for evaluating patrol call response staffing needs is
divided into six steps:

m Step 1: Determine response expectations

m Step 2: Determine the number of citizen-initiated calls-for-service to which officers will
respond

m Step 3: Adjust the number of calls to reflect the fact that some call types require more
than a one-officer response

m Step 4: Use queuing analysis and travel time analysis to determine the number of
officers that need to be deployed to meet response time expectations during each
hour of the week

m Step 5: Develop schedule
B Step 6: Adjust staffing levels to account for expected absences

Response expectations and staffing needs. Existing response times (calculated from
“call routed” to “arrival on scene”) are adequate. While the average response time is 4.7
minutes, 90" percentile response times are much longer. Ninety percent of the highest
priority calls (Priority P) are responded to within 8.9 minutes while 90 percent of Priority
2, 3, and 4 calls are responded to within 15.9 minutes, 22.6 minutes, and 50.6 minutes
respectively.

While existing response times are adequate, an improvement in response times is
warranted. Discussions with city and department staff suggest that patrol staffing needs
should be evaluated under two scenarios that are summarized in the following table.

90" Percentile Response Times
Priority Scenario 1 Scenario 2
Priority P 6 Minutes 7 Minutes
Priority 2 15 Minutes 15 Minutes
Priority 3 30 Minutes 30 Minutes
Priority 4 30 Minutes 30 Minutes

Please note that 911 call processing time is included in the response time analysis under
each scenario. Under Scenario 1, therefore, 90" percentile response times will improve
by approximately four minutes and under Scenario 2 90" percentile response times will
improve by approximately three minutes. The staffing analysis indicates that 87.12
patrol officers are needed to achieve six-minute response times to Priority P calls and
82.28 patrol officers are needed to achieve seven-minute response times to Priority P
calls.

Operational implications. The results of the patrol staffing analysis have two important
operational implications. First, the primary driver of patrol staffing needs in Pearland is
not the volume of calls handled but the time required to travel to calls. To achieve
desired response times, therefore, patrol officers will need to exhibit significant patrol
discipline. They will need to be deployed in set areas around the city — selected to
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reduce travel time in the areas served — and to return to those areas after completing a
call. In addition, if response times are to be achieved patrol officers will be limited in
their ability to support proactive initiatives. While they can target crime problems in the
areas they are assigned to patrol, they will not be able to be deployed to provide
targeted proactive capacity outside their patrol area.

Investigations

This subsection is divided into three parts: fraud investigations; persons and property
crimes investigations; and crime scene investigations.

Fraud investigations. The department currently assigns a full-time detective to
investigate fraud cases although the detective’'s productivity is low. Given the relatively
low productivity of this detective the department should strongly consider reassigning
this position and limiting the investigation of fraud cases to crimes that have a
reasonable likelihood of being solved.

Persons and property crimes investigations. To assess staffing a productivity
standard for investigators was established and applied to the investigative caseload over
the past two years. The results of this calculation indicate that 11.8 investigators are
needed (or about the number — 12 — that are currently assigned after excluding the fraud
detective.

Crime scene investigations. The department currently employs three crime scene
investigators despite the fact that the number of crimes to which CSls respond is low. In
2015, CSls responded to only 58 incidents (or about one every four days on average). If
the department cannot establish a multi-jurisdictional agreement to provide skilled CSI
services two of the CSI positions should be discontinued and assigned patrol
responsibilities. The department should ensure these staff maintain their training so they
will be available to assist the remaining CSI at crime scenes when necessary. They can
also share responsibility for being on call with the remaining CSI.

Communications

The analysis of communications staffing was divided into six steps.

m Step 1: Determine response expectations

m Step 2: Determine the number of calls handled

m Step 3: Use queuing analysis to determine the number of call-takers needed

m Step 4: Increase staffing to reflect dispatcher needs

Step 5: Develop schedule

Step 6: Apply relief factor



The analysis suggests that 14 FTE telecommunications operators are needed. At this
leve! of staffing, no increase in communications staffing is recommended but open
operator positions should be filled. Part-time positions will not be needed except to
reduce the overtime associated with absence relief.

Jail Operations

Analysis of booking and release activity found that jail activity is reasonably consistent
across the day and therefore that fewer staff are not needed during one shift than
another. Three jailers should be scheduled on each platoon. After considering relief
staffing needs 14 FTEs are needed to staff the jail (excluding the jail supervisor) or the
number of positions currently assigned.

Records

The records unit appears to have adequate — but not excessive — staffing. Additional
records capacity, however, would be available if fewer reports reviewed by the unit had
errors. Even if report error rates decline, however, additional staff will be needed when
the unit assumes responsibility for alarm billing.

Animal Control

In interviews animal control staff indicated that on all but the busiest days all requests for
assistance can be handled by the end of the day. One additional animal control officer
position could be established to ensure all calls can be handled promptly. Alternatively,
unit workload could be monitored and when activity levels increase staffing could be
increased.

Administrative Support

A number of administrative functions need additional support. While no single function
requires full-time staffing when taken together a full-time administrative position appears
justified. Functions performed by this administrator would include: providing support for
the budget process; preparing the department’s annual report; managing the
department’s website and its use of social media; and handling some of the
administrative work currently assigned to the chief of police’s administrative assistant.

ANALYSIS OF PROACTIVE STAFFING NEEDS

Proactive staffing needs depend primarily on department priorities and the resources
that are available to support those priorities. After staffing recommendations have been
implemented 52.0 percent of the productive capacity of non-supervisory sworn officers
will be allocated to responsive activities, 44.3 percent will be assigned to proactive
activities, and 3.7 percent will be assigned to administrative functions. To achieve a goal
that equal effort be devoted to proactive and responsive activities six additional police
officer positions will be needed.
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VACANCY ANALYSIS

To calculate the number of additional full-time staff that should be employed to account
for vacancies the number of vacancies per month over the past two years (2014 and
2015) was determined. The average number of vacancies per month is 6.0.

D - SUMMARY

Over time, implementing these recommendations will require increasing staffing by 10.3
positions (as compared to authorized staffing on April 1, 2016). Sworn positions will
increase by a net of 7.3 positions.? (Police officer positions will be increased by 8.3
while the number of sergeant positions will be reduced by one.) Three civilian positions
will be added. Please note that authorized staffing on April 1, 2016 included nine
student officer positions (in training), eight cadets, three open positions, and one officer
on military deployment.

2 4 8 additional police officer positions will be needed if desired response times to Priority P calls
is six minutes.
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Il - OVERVIEW

This chapter describes the challenges facing the Pearland Police Department (PPD) and
outlines recommended approaches the department should take to address these
challenges.

TRANSITIONS FACING THE DEPARTMENT

This is a crucial time for the Pearland Police Department. The department is undergoing
transitions in a number of areas: leadership, size, community demographics, profile of
criminals, type of policing performed, and policing environment. The extent to which the
department ignores, reacts to, or proactively manages the factors that are creating these
transitions has the potential to shape its future.

Leadership Transition

The department is facing a transition within its formal leadership structure as well as a
potential “generational turnover” in experienced staff that could leave the department
with a dearth of seasoned managers, supervisors, and officers. Pearland’s police chief
has served the City of Pearland for more than 40 years and has been chief for the past
18 years. With the chief announcing his retirement the police department is facing a
change in leadership it has not recently experienced. In addition, estimates of the
number of staff eligible for retirement suggest that 15 percent or more of sworn staff are
eligible for retirement. Whether these staff retire immediately or over time the
department is facing a significant loss of experienced staff.

Transition In Size

Over the past 25 years the city’s population has grown five fold from roughly 23,000 to
more than 112,000. During this period, the department has grown proportionally.
Twenty-five years ago the department had 33 staff and now there are almost five times
as many (163 sworn staff). As the department grows — and likely continues to grow in
the immediate future — it faces obvious challenges relating to hiring, training, and
managing a growing and increasing youthful workforce. These challenges have the
potential to increase dramatically as existing staff retire.

Moreover, while the Pearland Police Department is not yet a large department it is in no
way any longer a small department. This change in size has implications for how the
department is managed and the functions it must perform. As a larger organization,
department managers must rely less on face-to-face supervision and more on
management systems for communications, setting expectations, and managing
operations.’ In the addition, as a larger department the PPD must perform functions that
it was not expected to perform when it was smaller. In the past, for example, the
likelihood that functions requiring specialized expertise in Pearland were so small that
relying on outside agencies to provide this expertise when needed was a sound
decision. As the city has grown, however, the need for these capabilities has increased

! Personal communication, of course, cannot be ignored and continues to be important for any
police agency regardless of its size.
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to the point that the department should not merely rely on other agencies to provide
support when needed. At the same time, demand has not grown so much that the
department needs to maintain its own capacity.?

Transition In Community Demographics

Pearland is becoming an increasingly diverse community. From 2002 to 2012, the
percentage of the population that is White declined by 27.2 percent, while the
percentage of the population that is African American, Asian, or Hispanic/Latino
increased by 12.2 percent, 5.7 percent, and 8.3 percent respectively.

Race/Ethnicity 2000 2012 Change
White 73.4% 46.2% -27.2%
African American 5.2% 17.4% 12.2%
Asian 3.6% 9.3% 57%
Hispanic Or Latino 16.2% 24.5% 8.3%
Other(a) 1.6% 2.6% 1.0%

(a) American Indian/Alaskan Native, Native Hawaiian/Other
Pacific Islander, Some Other Race, and Two or More Races

As the following table shows, the Pearland Police Department serves this increasingly
diverse population with a police department that is not as diverse.

Sworn
Race/Ethnicity Officers Percent
White 110 74.8%
Hispanic 27 18.4%
Black 8 5.4%
Asian 2 1.4%
Total 147 100.0%

While the police department is less diverse than the Pearland population for all ethnic
groups (other than White) the gap between Pearland'’s diversity and the police
department’s diversity is greatest for Black officers. The gap between the city’s
racial/ethnic mix and the department’s is 12.0 percent for Blacks, 6.1 percent for
Hispanics, and 7.9 percent for Asians.

In addition, females are under-represented in the department. Only 7 of the 147 sworn
staff for which information on sex was reported (4.8 percent) are female. No sworn
managers and supervisors in the department are female (although the department does
employ a number of civilian female managers and supervisors).

2 |n addition, as the department grows it should avoid, to the extent possible, becoming the
agency smaller departments rely on for providing “low incidence high expertise services.”
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Transition In The Profile Of Criminals

Conversations with department staff suggest that the profile of individuals who commit
crime in Pearland has changed. Almost three-fourths (73.01 percent) of people who are
arrested for crimes committed in Pearland do not live in Pearland. In addition, more than
three-fourths (76.7 percent) of the people from outside Peariand who are arrested are
Black or Hispanic.

Race/Ethnicity Number Percent

Black 1,878 48.3%
Hispanic 1,105 28.4%
White 846 21.8%
Asian 50 1.3%
Other 6 0.2%
Total 3,885 100.0%

Transition In The Type Of Policing Performed

Interviews with department staff suggest that historically the department has focused on
providing citizens in Pearland who request assistance high quality service. While
proactive policing initiatives have not been ignored — the department has historically
invested some resources in proactive narcotics investigations and recently has been
investing more resources in the investigation of Internet Crimes Against Children — these
efforts have not received focused attention and resources. Recently, however, the
department has focused more attention (and resources) on supporting proactive
policing.® In particular, the department has focused considerable management attention
on encouraging patrol officers to support proactive activities when not responding to
calls. Moreover, the department’s nascent efforts to use the DDACTS (Data-Driven
Approaches To Crime And Traffic Safety) model to drive crime reduction and traffic
safety initiatives reflect a new commitment to proactive policing.

Transitions In The Policing Environment

Highly publicized incidents in Ferguson (MO), Baltimore (MD), Chicago (IL), Cleveland
(OH), St. Paul (MN) and other locales have placed police departments under increased
scrutiny. Incidents involving allegations of excessive use of force and racial bias — which
have always been of concern to both police agencies and the communities they serve -
have become more highly charged. Like Caesar’s wife, in this new environment, police
departments must be “beyond suspicion.” In the Pearland context navigating within this
new policing environment will be especially important given that the department plans to
pursue a more aggressive proactive policing posture.

3 While efforts to monitor the proactive activities patrol officers perform when not responding to
calls were not successful, the efforts reflect a shift in emphasis by the department.
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ADDRESSING THESE CHALLENGES

The Pearland Police Department is already well positioned to navigate these transitions
in three important ways. First, the department’s senior leaders seem open to change. In
particular, the department’s senior leadership appears to welcome the opportunity to
implement DDACTS and to support other proactive policing initiatives. Resistance
among senior leaders (captains and above) does not seem to be a barrier to change.
Second, the DDACTS initiative provides a template for transitioning to a more proactive,
data-driven approach to policing that is well suited to other issues facing the department.
DDACTS has a track record of proven success (see Appendix C for best practice results
from Lansing (MI), Evesham (NJ), Shawnee (KS), Mesa (AZ), and Norman (OK)). In
addition, the DDACTS emphasis on traffic enforcement as a crime reduction strategy
appears well suited to the crime situation in Pearland where many criminals do not live in
Pearland. The DDACTS model includes a community outreach component (although
creative approaches to communicating Pearland's commitment to unbiased policing may
be required given that such a high percentage of individuals arrested live outside the
city). Finally, the department and city have demonstrated a willingness to invest in high
quality training for department staff. In interviews, staff consistently provided kudos for
the training they receive. Moreover, the department and city have demonstrated a
willingness to invest in specialized training.

Focusing attention on a number of areas, while building on current strengths, should
allow the department to successfully manage these transitions and be poised for future
success. In particular, the department should focus on establishing a strategic direction,
modifying its organizational structure, strengthening accountability, enhancing
professional development, recruiting and hiring, collaborating with other jurisdictions to
provide selected services, building on DDACTS implementation, investing in selected
technology, and taking steps to protect against biased policing.

Strategic Direction

The department has not established a strategic direction that defines the kind of police
department it will be as it emerges from this transitional period. To address this issue
the department should develop a formal strategic plan that defines its strategic
objectives and the approaches it will use to achieve them. For example, this strategic
document would provide a way for the department to articulate how DDACTS will enable
the department to achieve its objectives. Likewise, the document could reaffirm the
department’'s commitment to providing high quality service to citizens requesting
assistance. While providing strategic guidance to the department one of the primary
benefits of this plan will be to communicate to both internal and external stakeholders
the type of agency the Pearland Police Department aspires to become. Moreover, by
reporting progress against this plan at regular intervals the plan can be used to support
effective communications on an ongoing basis.

Organization

The department’s current organizational structure (see Exhibit I1l-1) while generally
sound has several shortcomings. First, the “one-over-one” reporting relationship
between the chief and the assistant chief not only increases costs but also hinders the
chief's efforts to directly manage the department. In addition, the organizational
placement of the crime analysis function (which currently reports to the Investigations
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Division captain) limits its reach. Moreover, the organizational placement of the internal
affairs and professional development functions (e.g., recruiting, hiring and training) which
currently report to the assistant chief does not reflect the importance of these functions
to the department. Furthermore, the current structure provides no organizational focal
point for driving change within the department.

One additional shortcoming of the current structure is that only one position — the
assistant chief — is appointed by the chief. All other management and supervisory
positions are tested positions that receive civil service protection. While in smaller
departments where a chief can assume responsibility for directly managing all functions,
if a weak manager is promoted to a key management position the chief can work around
this problem. In larger departments, however, this is not practical. Indeed, as
departments grow giving the chief the authority to select senior managers becomes
increasingly important. Indeed, while a one-over-one reporting relationship between the
chief and assistant chief is not needed this structure should be retained if doing so is the
only way to ensure the chief appoints one key management position.

The recommended organizational structure (presented in Exhibit 11l-2) addresses these
shortcomings. In the recommended structure two assistant chiefs and one civilian
director (who can be appointed by the chief) would oversee the three line units —
investigations and school resource officers, patrol, and support services. In addition,
internal affairs/professional development and change management functions would
report directly to the chief.*

Change management. The captain® responsible for supporting the change process
should serve as the department’s public information officer (P1O) and should initially
have three staff — one analyst and two community service officers — reporting to him.
The captain will work with the analyst to provide analytic support for crime reduction
initiatives and to provide intelligence on offenders. Assigning the community service
officers to the captain will help to ensure community outreach efforts are included as a
key component in crime reduction efforts (as suggested by the research findings
presented in Appendix A). In addition, having the captain serve as PIO will create the
opportunity to proactively communicate with media about the department’s improvement
efforts (and to solicit community support).

Internal affairs and professional development. The lieutenant who oversees internal
affairs and professional development will be responsible for ensuring the quality of
department staff. A sergeant will oversee a training coordinator and two recruiters (one
new position and one of the current community service officers).

Investigations and School Resource Officers. Responsibility for investigations and
school resources officers will be assigned to an assistant chief. One sergeant will
oversee persons crimes and the crime victims liaisons, one sergeant will oversee

“ Please note that these organizational recommendations should be implemented over time as
vacancies occur. Even if the existing captains did not have civil service protection (which they
do) it would not be in the department’s short-term interest to remove the incumbents from
leadership positions.

® A lieutenant might also lead this function.
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property crimes, proactive investigations, and investigative support (e.g., crime scene
investigation and the property room), and one sergeant will oversee the school resource
officers and the juvenile officer.

Patrol. An assistant chief will oversee the Patrol Division. One lieutenant and three
sergeants will be assigned to each of four patrol squads. In addition, one lieutenant
should oversee patrol special operations and have two sergeants reporting to him — one
sergeant should oversee traffic and one sergeant should oversee DDACTS, canine, the
lobby detail, and the warrants/court security detail.

Support services. A civilian director will lead the Support Services Division. In addition
to leading this unit this director would be responsible for ensuring all needed
documentation of department operations is in place and that audits are conducted of
selected functions when needed.

Accountability

The Pearland Police Department suffers from inconsistency throughout its operations.
For most areas within the organization some staff are exemplary while others appear to
do the minimum required. The quality of reports provides a ready example of this
inconsistency. Investigators indicate that while some patrol officers perform excellent
preliminary investigations at crime scenes and do an outstanding job of documenting
their findings other reports lack even basic information. Moreover, records staff spend
extensive time correcting reports — some estimate that has many as 75 percent of the
reports reviewed have errors. Reports that are not of consistently high quality reflect
poorly not just on patrol officers but also on the sergeants who review them. In addition,
that this problem persists reflects poorly on lieutenants who are responsible for
supervising sergeants.

In interviews, staff also expressed frustration with what they perceive as inconsistent
discipline.® The perception is that officers may be held accountable for an infraction on
one shift but that an officer on another shift with the same infraction will not be held
accountable. Moreover, in interviews a number of staff expressed the view that once a
person has been promoted they are rarely disciplined or otherwise held accountable for
their performance.

In smaller departments issues of accountability can generally be addressed through
management directive and management will. In a larger department such as the
Pearland Police Department management will, while necessary, is not sufficient to
address these issues. Systems and processes must also be developed that support
increased accountability. These systems and processes should include the following
components:

B Expectations. The department must clarify expectations for each position

B Monitoring. Systems must be developed that monitor performance against
expectations

5 Please note that in some cases staff may view discipline as being inconsistent when in fact
there are legitimate reasons for differences in the discipline that is administered (for example, an
officer with a number of infractions may receive more severe discipline than an officer with no
prior infractions). In other instances, however, it appears that expectations vary across shifts.
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B Review. Results must be reviewed on a regular basis to ensure consistency within
and across shifts and units

B Sanctions/rewards. Imposition of sanctions and rewards (if any) must be reviewed
on a regular basis by objective third parties to ensure consistency and
appropriateness and that perceptions of favoritism are allayed

B Communications. The results of these efforts should be shared as broadly as
possible (while protecting the rights of individual employees)

It should be noted that the recommended approach to strengthening accountability is
generally consistent with the approach the department developed to monitor and hold
patrol officers accountable for their time.” As the department works to establish a new
accountability structure two suggestions should be considered. First, begin at the top of
the organization and establish accountability structures for managers, then supervisors,
and then line staff. Second, determine for which activities sanctions and rewards are
appropriate and ensure staff have confidence in the system before implementing
sanctions and/or rewards.

Professional Development

Training — supported by the development of a succession plan — will be of central
importance to the department’s ability to address the challenge of growth and the
potential generational turnover of experienced staff.

Succession planning. The department should develop a succession plan that
incorporates scenarios for when experienced staff are expected to retire and when new
officers will be hired to address expected growth.® The plan should consider the loss of
experience associated with expected retirements and consider the types of training that
should be offered to minimize the impact of these losses. In addition, the plan should
consider the number of staff who should receive this training given that the department
has only a limited ability to determine which individuals will be promoted.

Training. The department should take two steps to address its already excellent
training program. First, a formal mentoring program for supervisors should be
established to supplement supervisory training. Second, the Field Training Officer (FTO)
program should be strengthened by increasing the number of FTOs to eliminate the
need for FTOs to train recruits “back to back,” ensuring that a consistent training

" The department’s attempt to hold patrol officers accountable for their time included each of the
recommended accountability system components. Interviews suggest that implementation was
not successful because the department moved too quickly to link sanctions and rewards to
results, not because the system was ill conceived.

® The staffing model that has been prepared as part of this engagement can be used to estimate
staffing needs under different growth scenarios.

°One potential source of FTO capacity in the short-term is former FTOs who have been
reassigned to other units. These officers could be temporarily reassigned to provide needed
support.
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method is delivered to trainees (and should conduct surveys of trainees to assess the
extent to which the desired message is being delivered), and ensuring that when an FTO
is absent the replacement FTO is up to date on the trainees’ status and needs.

Recruiting And Hiring

The department’s recruiting efforts should focus on increasing the department’s
diversity, increasing the number of female officers, and increasing the number of officers
who are fluent in a language other than English. Best practice findings — which suggest
a number of potential approaches to increasing diversity — indicate that for diversity
recruiting efforts to be successful resources must be invested and a long-term
commitment to diversity recruiting must be established. There are no quick fixes.

A review of the best practices (presented in Appendix C) suggests the department’s
approach to female and minority recruiting should include a number of elements:

® OQutreach to local schools and community representatives to augment recruiting
efforts

m Development of cadet programs (or other similar approaches) that allow both the
candidate and the department to evaluate interest prior to offering a job

B Leveraging existing officers and staff to identify potential recruits

The department should also explore borrowing from the experience of recruiters from
college sports teams to aggressively target and recruit the best candidates who are
identified.

At the same time, to reduce the number of new officers without any police experience
the department should focus recruiting attention on experienced officers. The review of
best practices suggests that targeting officers with military police experience has the
potential to be effective.

To help jump-start these efforts one additional recruiting position should be hired and
one of the community outreach officers should be assigned full-time to developing
minority/female and experienced officer recruiting efforts. (The department should work
closely with the city human resources department to support these efforts.) In addition,
to reduce the administrative burden of hiring officers, the department should consider
outsourcing responsibility for conducting background investigations.

Collaborating With Other Jurisdictions To Provide Selected Services

As the department grows it will begin to develop capabilities to provide services that
require specialized expertise but for which demand is low.”® When other communities
request these services it is difficult for the department to deny these requests despite the
fact that the City of Pearland bears all the cost for these services. For example, the

% For example, the department is planning to acquire a canine trained to detect bombs and
explosives.
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department currently provides computer forensics support and canine support to other
agencies without receiving compensation for these services. Moreover, if the
department obtains a canine trained to identify bombs and explosives, it will likely
receive requests for its services without receiving compensation (as is currently the case
for the department’s other canines).

Rather than subsidize other agencies that are either too small to be able to afford
specialized services or choose not to make the investment, the department should build
on the experience of the SWAT team to provide services on a collaborative basis.
SWAT services are currently provided on a multi-jurisdictional basis with League City
and Alvin. Providing services on a multi-jurisdictional basis (or where other jurisdictions
would contract with Pearland to provide a desired service) would also be potentially
beneficial in the following areas:

B Bomb detection (if a “bomb dog” is acquired by Pearland)
B Crime scene investigations requiring significant expertise
B Computer forensics

The collaborative team should make the decision as to whether area agencies that do
not support the team should benefit from its services.

DDACTS Implementation

The Data-Driven (DDACTS) program the department is implementing to guide its
proactive policing initiatives provides an excellent starting point for department efforts to
establish and support data driven proactive policing initiatives.”' Over time, however,
the department should integrate DDACTS with broader efforts to use information,
intelligence, and data to support proactive policing initiatives that are tailored to
Pearland’s needs (and the unique features of its crime profile).

The department is committed to training the entire department in DDACTS concepts and
principles. Once this training has been completed shift lieutenants should each be
assigned geographic areas (based on “hot spot” analysis) and develop plans consistent
with DDACTS and research on effective policing practices to address crime in these
areas.

Technology

The department currently has in-car videos and is planning to acquire body cameras.
This technology will be invaluable to providing effective policing in an environment in
which police departments will be under increased scrutiny. In addition the best practice
findings presented in Appendix C suggest that using automated license plate readers
(ALPRs) to support proactive policing initiatives has the potential to be worthwhile. One
jurisdiction (Tiburon, CA) that mounts cameras on the town’s entry and exit points
experienced a 34 percent reduction in crime in one year of which about 60 percent was
credited to the ALPRs.

" A discussion of the benefits of the DDACTS program is presented in Appendix A.
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One police department (Baltimore, MD) has also had success using closed circuit
television (CCTV) to supplement hot spot policing initiatives although the results in other
jurisdictions are mixed.

Bias Free Policing

To reinforce its commitment to bias free policing the department should focus on a
number of activities. First, the department should ensure that all officers receive training
on bias free policing at regular intervals. Second, the department should ensure that
policies clearly specify employee responsibilities with regard to bias free policing. In
particular, employees who have observed or are aware of others who have engaged in
bias-based policing shall specifically report such incidents to a supervisor. In addition, if
a person complains of bias-based policing the employee should be required to call a
supervisor to the scene to review the circumstances and determine an appropriate
course of action. Furthermore, where there has been a complaint of bias-based policing,
the employee should be required to complete a general offense report to document the
circumstances of the complaint and the steps that were taken to resolve it. Third,
supervisors should review a randomly selected sample of in-car camera (and in the
future body camera) video for each officer using a structured evaluation template and
review findings with each officer. To its credit the PPD has established an expectation
that five videos be reviewed for each officer a month, although in interviews it was
reported these reviews might not be being completed consistently.
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IV — IMPROVING OPERATIONAL EFFECTIVENESS AND EFFICIENCY
This chapter is divided into two parts. The first part identifies some of the many effective
practices the department currently employs. The second part presents
recommendations to improve the department’s operational efficiency and effectiveness.

EFFECTIVE PRACTICES

The Pearland Police Department currently employs many effective practices. Some of
these practices include the following:

B The department has in-car cameras and intends to implement body cameras in the
future that will be integrated with the in-car cameras

B Training has been provided so that all officers are certified mental health officers

B The department has established a “safe exchange” zone monitored by a camera in
the police department parking lot where people can safely exchange property (e.g.,
for Craig’s list transactions)

B Staff receive generous tuition reimbursement

B The department has established on-line reporting for some types of incidents

m With the recent addition of patrol sergeants, the department has ample supervisory
capacity

m Patrol reports are typically reviewed before the end of a shift

m Staggering start and stop times for patrol shifts helps maintain coverage during shift
change hours

B Officers write reports in their cars

m Deploying an officer in the police headquarters lobby has proved cost effective and
has enhanced customer service

B Crime victims receive excellent support
B Patrol officers process crime scene evidence at most crime scenes

m Detectives do a good job of letting the property room know when evidence can be
released

B Assigning dispatchers to the same shifts as sworn officers helps to build continuity
B Animal control officers complete paperwork in their trucks
m Police support animal control if the animal control officers do not feel safe

m The citizen and teen police academies have been well received by citizens
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B The expectation has been established that five videos be reviewed for each officer
each month

B Police and fire leaders work effectively together
IMPROVEMENT OPPORTUNITIES

Opportunities to improve operational efficiency and effectiveness have been identified in
a number of areas: relationships between units; promotional process; promotional
requirements; patrol discipline; traffic enforcement; response to false alarms; canine;
rotation among units; warrant service; relations with civilian staff; internal affairs; take
home cars; school resource officers; civilianization; and automated external defibrillators
(AEDs).

Relationships Between Units

Relationships between criminal investigations and patrol units are reportedly strained.
While this is not uncommon in police departments, a strong working relationship
between patrol officers (who conduct preliminary investigations) and investigators (who
conduct follow-up investigations) is desired.

To address this issue department managers should create both formal and informal
opportunities for patrol officers and investigators to interact. For example, detectives
should be required to attend patrol roll calls when their investigative schedule allows it.
In addition, periodically investigator and patrol officer supervisors should meet to discuss
ways patrol officers might strengthen preliminary investigations and how investigative
intelligence might enhance patrol operations. (These meetings would be in addition to
the quarterly meetings all supervisors currently attend.) Detectives should also be
encouraged to provide positive feedback to patro! officers when their work during a
preliminary investigation was instrumental to a case being cleared. Processes should
also be established to ensure patrol is adequately informed when investigations is
running an operation in an area.

Promotional Process

The current promotional process does not ensure the best candidates for supervisory
and management positions are selected. At present the person who scores highest on a
written evaluation is promoted. This ensures that the person best at taking the test, not
the person who has the potential to be the best supervisor, will be selected.

To address this issue the department, working with the civil service commission, should
explore ways to strengthen the promotional process so the likelihood that the individuals
who are promoted are well suited to their future jobs will increase. At the very least, a
“rule of three” should be established that would allow the chief to select for promotion
one of the three individuals who scores highest on the test. This would enable the chief
to consider the broad skills of the top three candidates as well as their on the job
performance when selecting the individuals who will be promoted. In addition, the
department should consider incorporating an assessment center as part of the
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promotional process. If appropriately structured an assessment center can be used to
evaluate qualitative factors relating to a department’s candidacy that are difficult to
capture on a written test.

Promotional Requirements

The department and civil service commission should consider increasing the time an
officer must serve before being eligible for promotion to sergeant. Currently officers with
two years experience are eligible for promotion (although interviewees note that it is rare
for someone with such limited experience to actually be promoted). Increasing the time
before an officer is eligible for promotion will provide them with a greater depth of
experience to draw from when serving as supervisors. Note that while two of the
benchmark departments require two years of service to be eligible for promotion to
sergeant the remaining four departments require four or more years of service before
becoming eligible for promotion. (Benchmarking results are presented in Appendix B.)

Patrol Discipline

Patrol supervisors should take steps to ensure that only the number of patrol officers
needed to provide a safe and effective response is deployed to an incident scene (and
that officers return to service promptly when they are no longer needed at the scene).
As Exhibit IV-1 shows there is a wide variation in the number of officers responding to
some types of calls. Focusing attention on this issue will free up officer time to support
proactive efforts and modestly improve response to high priority calls.

Traffic Enforcement

At present, traffic enforcement officers spend relatively little time on selective traffic
enforcement and most of their time either responding to traffic related complaints or on
school zone traffic enforcement. Research suggests however that selective traffic
enforcement efforts that deploy police on routes and locations where problems are
known to exist are the most effective accident reduction strategies. Traffic enforcement
will therefore benefit from DDACTS emphasis on using information on traffic accidents to
determine how best to deploy traffic resources.

To free up time needed to support selective traffic enforcement the department shoulid
take a more strategic approach to school zone enforcement. Research suggests that
randomized scheduling methods have the potential to enable low levels of police
presence to achieve accident reduction. Such methods should be applied to school
zone enforcement in Pearland.

Response To False Alarms

Although Pearland has established a false alarm ordinance, officers continue to respond
to a high number of false alarm calls. In 2015 the department responded to more than
7,062 false alarms, which accounted for 23.7 percent of all citizen-initiated calls
responded to. To reduce response to these alarms the city should consider
strengthening its alarm ordinance. In particular, the city should consider revoking alarm
permits if more than a certain number of false alarms are received in a 12-month period.
The Texas Police Chiefs Association (TPCA) model alarm ordinance recommends
revoking alarm permits if “the user has had a minimum eight (8) or more False Alarms in
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the previous twelve (12) month period.” The city might also consider requiring alarms
(other than hold-up, duress and panic alarms) be verified before responding. (The best
practice findings presented in Appendix C indicate that a number of departments —
Westminster (CO), San Jose (CA), and Stockton (CA) — require that alarms be verified.)

If the number of false alarms could be cut in half five patrol positions could be redirected
to other duties.

Canine

One of the primary reasons many police departments deploy canines is to enhance
officer safety. For example, when canines are available to search buildings officers do
not have to be put at risk conducting the search. Likewise, canines can assist with the
apprehension of suspects.

At present, however, department canines are trained only for narcotics and tracking — if
they identify a criminal when tracking they cannot assist with apprehension. As with any
department use of force there is a risk associated with canines being used
inappropriately when apprehending suspects. Handlers must be well trained to ensure
canines are not used inappropriately and when canines are used to apprehend suspects
this use of force should be reviewed for appropriateness. From the consultants’
perspective the benefits in terms of officer safety of deploying patrol dogs outweigh the
risks.

Rotation Among Units

For specialized units that do not require a great deal of specialized training the
department should establish general expectations for how long an officer will be
assigned to the unit before being reassigned to patrol. For narcotics and other units
where risks of malfeasance increase the longer an officer is assigned to the unit these
rotation expectations should be strictly adhered to. For other units, the guidelines shouid
generally be followed but exceptions might be made based on the skills and experience
of selected staff. In addition, the department should work with the Pearland Independent
School District to develop an appropriate way to rotate officers through school resource
officer positions.

Taking this step will help to increase opportunities for patrol officers to be assigned to
specialized units and will also ensure experience gained from working in specialized
assignments can be brought back to patrol. Please note that establishing a rotation has
the potential to improve relationships between criminal investigations and patrol as
officers who rotate into patrol from investigations and into investigations from patrol will
have a better understanding of the needs, expectations, and challenges of each group.

Warrant Service

It does little good to identify who committed a crime if that person is not arrested.
Indeed, for the most part, an investigation is not successful until a person has been
arrested (which is consistent with UCR reporting on cases that are cleared by arrest or
exception). Department records indicated that in 2015 there were 42 unserved warrants
for cases assigned to detectives for investigations.
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While the department devotes some resources to serving warrants — for example, patrol
officers are encouraged to serve warrants and SROs often serve warrants during the
summer — accountability for serving warrants is not clearly defined. To address this
issue, investigative sergeants should be responsible for tracking progress on warrant
service for the cases assigned to the detectives that report to them. If a warrant proves
difficult to serve, as is sometimes the case, this should be noted.

Relations With Civilian Staff

The department has done an excellent job of assigning civilians to perform duties that
might be performed by sworn staff in other departments. Moreover, department
managers clearly value the work performed by civilian staff and appreciate their efforts.
Nonetheless, in interviews a number of civilian employees expressed the view that they
did not feel valued and respected by sworn officers.

While this is a problem endemic to police departments, it is also one that will not be
improved without consistent management attention. As a starting point, department
managers should clearly communicate the importance of improving these relationships.
In addition, the department should conduct a survey to gather information on sworn-
civilian relationships. The survey should be repeated at regular intervals to gauge
progress in addressing the problem. In addition, when resources and work schedules
allow it both sworn and civilian staff should have the opportunity to observe each other’s
work environment. For example, dispatchers and jailers should be encouraged to ride
with officers. In addition, selected officers might be given the opportunity to observe
communications and jail operations.

Internal Affairs

Two steps should be taken to strengthen internal affairs operations. First, the
department should ensure that all complaints by citizens are documented. Even ifa
citizen indicates that he or she does not want to make a formal complaint, a record of the
complaint should be maintained. Second, the department should establish a protocol for
using an outside qualified investigator (for example, the Texas Department of Justice, an
outside law firm specializing in personnel investigations, or an investigator with
appropriate expertise who is a retired police officer) to conduct complex, sensitive
investigations. The expense associated with contracting with an outside investigator will
be more than justified by public confidence in the objectivity and independence of the
investigation.

Take Home Cars

In general, the police department should allow officers to take cars home when there is
an operational benefit to doing so.

Take home cars for patrol officers. There are numerous advantages to allowing
officers who drive marked police vehicles and live within Pearland’ to take cars home.

' Patrol officers who live within the extra-territorial jurisdiction should not be authorized to take
cars home.
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B Increased utilization of patrol staff. The productivity of patrol staff (as measured in
the time they are on duty and available for calls and other activity) is increased when
officers are allowed to take cars home. This increased productivity results from two
factors. First, the unproductive time officers spend at the beginning of each shift is
reduced, as there is no need to assign vehicles and equip each vehicle with personal
equipment.® In addition, when patrol officers take cars home they remain in their
patrol beats until the end of the shift completing all required reports from their cars
rather than returning to the station. Please note that if assigning a take home vehicle
to the lowest paid police officer increases his or her productivity for as little as 30
minutes per shift the value of the increased productivity is more than $3,000 per year.

B Incentive to live in the city. Establishing the take home car program encourages
officers to live in the city.

B Decreased operational costs per mile. When officers take cars home they tend to
take better care of them than when they share a car with other officers during the
course of a day. Officers care for take home vehicles as they do their own personal
vehicles and have increased pride in their vehicles’ condition and cleanliness. Some
departments that have implemented such a program report that operating costs have
declined and damage to vehicles reduced.’® In addition, holding officers accountable
for damage and possible abuse becomes easier, as does the ability to recognize
individuals who take exceptional care of their vehicle.

® Improved officer response to major emergencies. One of the most significant
benefits of a take home car program for patrol officers is that response to major
emergencies is greatly enhanced. Take home cars allow for patrol officers to
respond where needed, when needed. In rare situations, such as a major disaster,
the department could activate all sworn officers (who live within the city) in a relatively
short time, and send them directly to their assignment from their homes.

B Improved response to high priority calls-for-service. In some critical situations —
for example, situations where an officer is “down” — the nearest on-duty unit may be
several miles away while an off-duty officer may be much closer. In such a situation,
deploying an off-duty officer to the incident reduces the time required to provide back
up and assistance.

B Increased department visibility. Although research indicates that police visibility
alone does not reduce crime, police visibility has been shown to make people feel
safer. Increased patrol car visibility also improves traffic enforcement as the regular

2 Some departments with take home car programs hold roll call only once or twice a week.
During the other days of the week, information is shared both electronically and by patrol
supervisors in individual discussions with patrol officers.

3 A 2004 study of take home patrol vehicles in Tacoma (Washington) conducted by Mercury
Associates found that operating costs per mile were 30 percent lower for assigned rather than
pool vehicles. The consultants also found that take home vehicles damage costs were 49
percent lower than for pooled cars. In addition, a much older study (1986) of the Hampton
(Virginia) Police Department found that maintenance and operating costs for take home vehicles
were 15.7 percent lower than for pooled vehicles ($.16 per mile for take home cars and $.19 per
mile for pooled cars).
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presence of an increased number of patrol cars across the city has been shown to
improve driver compliance with traffic laws. Take home car programs result in more
police units being driven on the streets as officers go to and from work or other
approved activity. Even an unattended unit parked in a lot or driveway increases
police visibility and perceptions of community safety.

The department recognizes the value of patrol officers taking home cars but currently
limits eligibility for the program to officers who have been with the police department
continuously for the past five years. This limitation creates two problems. First, the
limitation reduces the reach of the program. If the program is viable, it is viable for all
officers who drive a marked car and live within Pearland. If it is not viable, it should not
be supported regardless of how long officers have worked for the department. In
addition, the way the take home car program has been implemented divides patrol
officers into “haves” and “have nots.” The fact that some officers who live within
Pearland receive take home cars and others do not contributes to this problem. This
situation is exacerbated by the fact that take home cars are generally newer than intense
use vehicles. The average mileage of intensely used patrol vehicles (98,267 miles) is
more than twice as high as the average mileage of take home vehicles (41,742).

The department should modify its take home car program so that all officers who drive
marked vehicles and live within the city limits of Pearland receive take home cars.
(Officers who live within the extra-jurisdictional areas should not receive take home
cars.) The primary cost of expanding the program is the opportunity cost of the
increased investment in vehicles the program requires. Aithough fleet records are not
reliable department managers estimate that take home cars average 10,000 to 15,000
miles a year and intensely used vehicles average 15,000 to 25,000 miles a year. Using
the mid-point of these ranges and assuming replacement at 90,000 miles an intensely
used vehicle will be replaced every 4.5 years and a take home vehicle will be replaced
every 4.5 years (or 1.6 times more frequently). Assuming a 1.35 percent borrowing rate
and a cost per vehicle of $54,000 the additional cost of the take home car program
would be $1,968 per take home vehicle (or the interest costs associated with owning a
take home vehicle 2.7 years longer than an intensely used vehicle).

Take home cars for other officers. At the same time the department considers
expanding the number of officers who take marked cars home the department should
consider the operational benefits of allowing officers who drive unmarked vehicles to
take them home. At present 9 administrators, 16 detectives, and 3 crime scene
investigators take cars home. While detectives and crime scene investigators who are
on call should be provided a take home vehicle there does not seem to be a significant
operational benefit to allowing these officers to take cars home when they are not on
call. Likewise, while the department’s most senior administrators must be available at all
times to respond to incidents, there does not appear to be a need for other
administrators to take cars home.

School Resource Officers
The city should consider re-negotiating its contract with the Pearland Independent

School District. Under the terms of the City of Pearland’s current agreement with the
Pearland Independent School District the city provides 11 School Resource Officers (10
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police officers and one supervisor) to the district. The district pays wages, overtime, and
benefits for these officers for a term of nine months and ten days (the term). In addition,
the city is reimbursed for the cost of police vehicles, radios, and equipment.

In general, this arrangement benefits both the school district and the city. The city and
police department benefit from deploying officers in schools and not having to pay for
them during the school year. (The benchmark police departments that employ SROs
pay between 25 percent and 100 percent of the cost of these personnel.) The school
district, on the other hand, only pays for SROs during the school year. To attract
competent police officers the district would likely need to pay compensation that
approaches year-round pay if it operated its own police force.

The current contractual arrangement, however, is somewhat disadvantageous from the
city’s perspective. First, while the city pays the full cost of officers outside the school
term it is difficult to make fully effective use of these officers. Certainly, the department
strives to make effective use of the time of these officers — during the non-school year
SROs will serve warrants, support criminal investigations, or be assigned to patrol.
However, the SROs are supplemental resources and, presumably, if these resources
were needed the department would fund full-time positions to perform these activities.
Second, the city pays the full cost of training these officers as they are trained when
school is not in session. In addition, to the extent that SROs use more vacation and
other leave during the non-school year than the city is reimbursed for the city will be
disadvantaged. Even after renegotiating the contract with the Pearland Independent
School District to address these issues both the city and the district will benefit from the
relationship.

Civilianization

In general, civilians should fill police department positions unless an affirmative case can
be made that sworn officers are needed. One of the primary reasons positions should
be filled by civilians unless a sworn officer is needed to perform the job is that the cost of
employing sworn officers is generally much higher than the cost of employing civilians.
In addition, the recruit and in-service training sworn officers receive is much more
extensive than the training civilian employees receive. By contrast, most civilian
employees receive much more limited training prior to beginning employment with the
police department.

The framework used to assess which positions should be filled by sworn officers and
which positions should be filled by civilians assumes that an affirmative case for
assigning a position to a sworn officer can be made under three conditions:

m The position requires the law enforcement powers of a sworn officer

m The skills, training, and experience of a sworn officer are needed to effectively
perform the job duties

m The skills, training, and experience of a sworn officer are not required to effectively

perform the job but assigning the position to a sworn officer is beneficial to citizens
and/or the department and the value of these benefits outweigh the costs

V-8



The analysis of potential opportunities for civilianization should begin by identifying
positions for which the case for assigning a sworn officer to fill the position is
unambiguous. This will be the case when law enforcement powers are required to
perform the functions assigned to the position; a broad range of the skills, training, and
experience of a sworn officer are required; and the functions that justify the assignment
of a sworn officer comprise the preponderance of the position’s job duties.

When an unambiguous case for assigning a sworn officer to fill a position cannot be
made it may nonetheless be beneficial® for the function to be assigned to a sworn officer.
Three factors should be considered when making this determination.

m Credibility. In some cases, assigning a sworn officer to fill a position provides the
credibility needed to effectively perform the position’s job responsibilities. For
example, while civilians could conceivably recruit sworn officers they would likely not
be effective because potential employees would want to discuss what police work is
like with someone who has actually served as a police officer.

m Operational knowledge and experience. For some functions, the operational
knowledge and perspective of a sworn officer is helpful in performing job duties.
However, the need for operational knowledge and expertise should only provide a
rationale for assigning the function to a sworn officer if the need for this knowledge
and perspective is consistent and frequent and if the negative consequences that
may result from not having this knowledge and perspective is sufficiently severe that
the additional costs associated with assigning a sworn officer to the position are
warranted.

m Leadership development. In some instances, while a sworn officer is not needed
to fill a position, assigning a sworn officer to the position is helpful in developing the
skills of future leaders. This rationale for assigning sworn officers to a position
should be used only if the level of technical skills and professional expertise needed
to perform the function are not excessive (i.e., a sworn officer rotating through the
assignment on a three-year cycle® can quickly develop the skills and expertise
needed to perform the job) and if the best way to become familiar with the function or
activity is by managing or performing it on a day-to-day basis.

Exhibit IV-2 presents the results of the assessment of positions held by sworn officers
that can be assigned to civilians. As this exhibit shows the department has done an
excellent job of using civilians to support police department operations. There are only
three functions currently performed by sworn officers that the department should
consider assigning to civilians: crime scene investigator, training officer, and Support
Services captain.

* The estimated benefits associated with assigning a sworn officer to the position should outweigh
the estimated costs.

® If the primary reason for assigning the function or service to a sworn officer is leadership

development, potential leaders should rotate through the position so that a number of potential
future leaders can benefit from the experience of holding the position.
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Automated External Defibrillators

The department should expand the deployment of automated external defibrillators. At
present, AEDs are deployed in supervisory vehicles and are deployed in some, but not
all, patrol vehicles. In all 20 AEDs are currently deployed. While AEDs had only been
used on four occasions in the 20 months between August 2014 to March 2016 and no
lives were saved the availability of AEDs enhances public safety. Speed of response is
critically important to incidences of heart attacks and deploying AEDs in patrol vehicles
(rather than waiting for a fire department response) has the potential to greatly reduce
response time.® Given the potential for saving lives from timely use of AEDs deploying
them in all vehicles (and training all officers to use them) is a sound investment.

® Most cardiac arrests are caused by ventricular fibrillation, an abnormal heart rhythm in which the
heart flutters or quivers instead of pumping. The only recognized treatment for sudden cardiac
arrest is early defibrillation, which shocks the heart back into a normal rhythm so that it can pump
blood. The heart will not permit adequate circulation after sudden cardiac arrest, even if CPR is
performed. Using an AED immediately after sudden cardiac arrest can increase the chance of
survival by more than 90 percent.
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V - STAFFING
In general there are four ways that police departments create value:
B Responding - they respond to requests for assistance from residents and businesses

B Being proactive — they work proactively to reduce crime, improve quality of life, and
enhance perceptions of safety and security

M Providing direct support — they perform functions that directly support efforts to
provide responsive or proactive services

B Providing indirect support — they perform functions that indirectly support the
department’s overall operations

The approach that is taken to evaluating staffing needs varies based on the type of
service being provided. For responsive services and direct and indirect support services
staffing is determined primarily by the level of service desired and workload. For
proactive services, by contrast, staffing needs depend primarily on department priorities
and the resources that are available to support those priorities.

Please note that the staffing recommendations presented in this chapter represent the
staffing needed to substantially improve response to calls-for-service, to maintain
clearance rates, and to enhance efforts to proactively reduce crime. The time frame for
implementing these recommendations should vary by function. Patrol staffing increases
should be implemented in the short-term as improved response times can be achieved
almost as soon as the additional staffing is provided (and trained). Increases in
proactive capacity (beyond what has recently been provided), on the other hand, should
likely be delayed until the department develops the systems and approaches to
effectively manage these resources. As implementation of DDACTS and other crime
reduction approaches mature additional staffing should be provided to support these
efforts. Finally, staffing needed to account for vacancies (discussed in Appendix F)
might be delayed until other staffing increases have been integrated into the department.

The staffing analysis is divided into three parts. The first part evaluates staffing needs
determined primarily by workload and level of service expectations. The second part

evaluates proactive staffing needs. A summary of staffing implications is presented in
the third part.

A — ANALYSIS OF RESPONSE
AND SUPPORT STAFFING NEEDS

This part is divided into seven sections: patrol staffing, investigations, communications,
jail operations, records, animal control, and administrative support.

PATROL STAFFING
Patrol Staffing Analysis

Analysis. The process for evaluating patrol call response staffing needs is divided into
six steps.



Step 1: Determine response expectations. Existing response times' (calculated from
“call routed” to “arrival on scene”) are adequate. While the average response time is 4.7
minutes, 90" percentile responses are much longer. Ninety percent of the highest
priority calls (Priority P) are responded to within 8.9 minutes while 90 percent of Priority
2, 3, and 4 calls are responded to within 15.9 minutes, 22.6 minutes, and 50.6 minutes
respectively.

Priority P Priority 2 Priority 3 Priority 4

Average 4.7 8.3 11.9 18.0
50th Percentile 318 5.8 7.8 10.9
75th Percentile 5.7 9.5 12.9 22.8
90th Percentile 8.9 15.9 22.6 50.6

Please note that the response times experienced by citizens will be longer as these
calculated response times do not include the time required to process the call (which is
usually about one minute?).

While existing response times are adequate, an improvement in response times is
warranted. Discussions with city and department staff suggest that patrol staffing needs
should be evaluated under two scenarios that are summarized in the following table.

90" Percentile Response Times
Priority Scenario 1 Scenario 2
Priority P 6 Minutes 7 Minutes
Priority 2 15 Minutes 15 Minutes
Priority 3 30 Minutes 30 Minutes
Priority 4 30 Minutes 30 Minutes

Please note that 911 call processing time is included in the response time analysis under
each scenario. Under Scenario 1, therefore, 90" percentile response times will improve
by approximately four minutes and under Scenario 2 90" percentile response times will
improve by approximately three minutes.

Step 2: Determine the number of citizen-initiated calls-for-service to which officers
will respond. CAD data for the period from January 1, 2015 to December 31, 2015 was
used to determine the number of citizen-initiated calls patrol officers will respond to. A
total of 29,804 citizen-initiated calls (an average of 81.6 per day) were used in the
staffing analysis.

Step 3: Adjust the number of calls to reflect the fact that some call types require
more than a one-officer response. Some types of calls require two or more officers to
respond. Using information on the number of officers that currently respond to calls-for-
service received by hour of the day and day of the week were weighted to reflect the

' Response times are calculated from “Call Routed” to “Arrival On Scene” and include the time a
call is held before an officer is available to respond and the time to reach the scene.

? Department data records did not provide the information needed to calculate response times
that included call processing times.
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number of officers required to respond to these calls. The average number of officer
responses per hour and day are summarized in Exhibit V-1.

Step 4: Use queuing analysis and travel time analysis to determine the number of
officers that need to be deployed to meet response time expectations during each
hour of the week. Response times to calls include the time a call must be held waiting
for an officer to become available and the time required for an officer to travel to the call.
Queuing analysis — which estimates the time a call will be held because no officer is
available for response — incorporates information on the average number of officer
responses needed by hour of the day and day of the week (calculated in Step 3) and the
average time officers spend providing service on a call. (The elapsed call times used in
the queuing analysis were determined based on a calculation of actual out of service
time for each call priority.) Travel time analysis, which estimates the time required for
officers to travel to the call location, is a function of the number of officers available for
response (calculated by the queuing analysis) and the speed of response. By combining
queuing analysis and travel time analysis the number of officers that need to be
deployed during each hour of the week was calculated. Exhibit V-2 presents the number
of officers needed by hour of the week for response Scenario 1 and Exhibit V-3 presents
this information for response Scenario 2.

Step 5: Develop schedule. Based on the number of staff that need to be deployed to
meet response time expectations during each hour of the week (calculated in Step 4) the
number needed during each patrol shift was calculated. Schedules for Scenarios 1 and
2 are presented in Exhibit V-4 and Exhibit V-5, respectively. (These schedules assume
that the 12-hour shift schedule for officers will not change and that a “power shift” from
4:00 p.m. to 4:00 a.m. will be employed.)

Step 6: Adjust staffing levels to account for expected absences. Patrol staffing needs to
be adjusted to reflect expected absences associated with vacation, holiday, iliness,
training, and other leave. As discussed in Appendix F and reflected in the following
table, it is cost-effective to use overtime for a large portion of the sworn staffing needed
to account for expected absences.? As the following table shows, 87.12 FTE patrol
officers will be needed under Scenario 1 (the scenario in which Priority P calls are
responded to within six minutes 90 percent of the time.)

Number Of Full-Time Overtime Total Full-
Officers Officers Officers Time And
Platoon Hours Scheduled After Relief  After Relief Overtime
6:00 a.m. to 6:00 p.m.
A-D 18.00 19.00 2.7 217
Platoon a 7:00 a.m. to 7:00 p.m. 8 8
6:00 a.m. to 6:00 p.m.
Platoon B — Day 7:00 a.m. to 7:00 p.m. 18.00 19.00 278 21.78
Platoon C — Power 4:00 p.m. to 4.00 a.m. 5.00 5.00 1.05 6.05
Platoon C — Night 6:00 p.m. to 6:00 a.m. 13.00 13.00 2.73 15.73

7:00 p.m. to 7.00 a.m.

% As discussed in Appendix F it is cost-effective for the department to use overtime to address
relief staffing needs. However, the actual amount of overtime that is used will depend on the
availability and willingness of officers to work overtime. The mix of full-time and overtime staff
used may vary therefore but should not exceed the total full-time and overtime staff presented in
the table.



Hour
Midnight
1:00 a.m.
2:00 a.m.
3:00 a.m.
4:00 a.m.
5:00 a.m.
6:00 a.m.
7:00 a.m.
8:00 a.m.
9:00 a.m.
10:00 a.m.
11:00 a.m.
Noon
1:00 p.m.
2:00 p.m.
3.00 p.m.
4:00 p.m.
5.00 p.m.
6:00 p.m.
7:00 p.m.
8:00 p.m.
9:00 p.m.
10:00 p.m.
11:00 p.m.

AVERAGE OFFICER RESPONSE BY HOUR AND DAY

Sunday Monday Tuesday Wednesday Thursday

7.5
47
4.0
3.7
3.1
1.9
24
2.7
42
5.6
58
6.4
7.4
6.6
7.1
7.5
7.0
8.2
8.6
8.0
8.4
6.3
5.5
5.1

3.0
2.8
2.1
2.0
2.2
2.2
3.1
5.9
6.1
6.5
6.3
5.8
7.2
7.2
8.0
8.4
10.0
9.0
9.1
7.3
7.6
54
4.3
3.9

34
1.9
24
1.6
1.8
2.8
3.1
6.8
6.6
5.5
6.9
6.2
7.4
6.9
7.6
9.3
9.8
8.9
9.8
6.8
6.1
6.6
5.1
3.7

3.2
2.1
1.8
1.2
1.9
2.2
3.6
5.7
6.3
5.6
6.2
7.5
7.0
8.7
7.0
8.2
8.8
8.9
9.3
8.8
7.3
6.3
5.6
3.8

4.5
2.3
1.9
2.1

1.8
2.5
3.1

5.1

5.8
6.7
6.8
6.6
7.3
7.3
7.0
7.8
8.2
8.3
10.1
8.3
8.0
7.2
6.6
4.8

Friday
3.5
3.1
2.3
24
2.1
25
3.9
6.4
6.6
6.5
8.3
7.5
7.7
8.0
9.4
9.0
10.1
8.9
1.4

10.0
9.8
9.0
7.6
6.8

Exhibit V-1

Saturday
58
47
4.2
25
2.3
27
2.7
41
57
7.4
7.5
7.6
7.4
8.2
7.5
8.9
9.2
8.3
9.4
8.4
8.8
9.7
9.5
8.5



Exhibit V-2

NUMBER OF OFFICERS NEEDED TO MEET RESPONSE TARGETS
(90 Percent Of Calls Are Reached Within 6 Minutes)

Hour of Day Sunday Monday Tuesday Wednesday Thursday Friday Saturday
Midnight 16 12 13 13 14 12 15
1:00 a.m. 13 11 1 1 1 12 14
2:00 a.m. 13 11 1 10 1 12 14
3:00 a.m. 13 11 10 10 11 1 1
4:00 a.m. 12 i 10 11 10 1 1
5:00 a.m. 1 1 1 1 12 1 1
6:00 a.m. 1" 13 12 13 13 13 1
7:00 a.m. 1" 14 16 15 14 15 13
8:00 a.m. 13 15 15 15 15 16 14
9:00 a.m. 14 15 14 15 15 16 16
10:00 a.m. 14 15 15 15 16 17 16
11:00 a.m. 14 14 14 16 15 16 16
Noon 16 16 16 15 16 16 16
1:00 p.m. 16 16 16 17 15 17 17
2:00 p.m. 16 16 16 16 16 18 16
3:00 p.m. 16 17 18 17 17 17 17
4:00 p.m. 16 18 18 17 17 18 18
5:00 p.m. 17 16 17 17 17 16 17
6:00 p.m. 16 18 18 18 18 18 18
7:00 p.m. 17 16 15 17 17 18 17
8:00 p.m. 17 15 15 16 17 18 17
9:00 p.m. 15 15 16 14 16 17 18
10:00 p.m. 15 14 14 15 15 16 18

11:00 p.m. 14 13 12 12 14 16 17



Exhibit V-3

NUMBER OF OFFICERS NEEDED TO MEET RESPONSE TARGETS
(90 Percent Of Calls Are Reached Within 7 Minutes)

Hour of Day Sunday Monday Tuesday Wednesday Thursday Friday Saturday
Midnight 15 11 12 12 13 11 14
1:00 a.m. 12 10 10 10 10 1 13
2:00 a.m. 12 10 10 9 10 11 13
3:00 a.m. 12 10 9 9 10 10 10
4:.00 a.m. 1 10 9 10 9 10 10
5:00 a.m. 10 10 10 10 1 10 10
6:00 a.m. 10 12 11 12 12 12 10
7:00 a.m. 10 13 15 14 13 14 12
8:00 a.m. 12 14 14 14 14 15 13
9:00 a.m. 13 14 13 14 14 15 15
10:00 a.m. 13 14 14 14 15 16 15
11:00 a.m. 13 13 13 15 14 15 15
Noon 15 15 15 14 15 15 15
1:00 p.m. 15 15 15 16 14 16 16
2:00 p.m. 15 15 15 15 15 17 15
3:00 p.m. 15 16 17 16 16 16 16
4:00 p.m. 15 17 17 16 16 17 17
5:00 p.m. 16 15 16 16 16 15 16
6:00 p.m. 15 17 17 17 17 17 17
7:00 p.m. 16 15 14 16 16 17 16
8:00 p.m. 16 14 14 15 16 17 16
9:00 p.m. 14 14 15 13 15 16 17
10:00 p.m. 14 13 13 14 14 15 17

11:00 p.m. 13 12 1 1 13 15 16



Shift
Days Platoon A
6:00 a.m. to 6:00 p.m.
7:00 a.m. to 7:00 p.m.

Total

Days Platoon B

5:00 a.m. to 6:00 p.m.

7:00 a.m. to 7:00 p.m.
Total

Nights Platoon C

6:00 p.m. to 6:00 a.m.

7:00 p.m. to 7:00 a.m.
Total

Nights Platoon D
6:00 p.m. to 6:00 a.m.
7:00 p.m. to 7:00 a.m.

Total

Power Platoon C
4:00 p.m. to 4:00 a.m.
Power Platoon D
4:00 p.m. to 4:.00 a.m.

TOTAL

Number Of
Officers
Needed

[{e]

18

0

18

13

72

RECOMMENDED SCHEDULE
(Officers Respond To 90 Percent Of Priority P Calls In Six Minutes Or Less)

Sun

off
off

©

18

off
off

13

off

Week 1

Mon Tue Wed Thu

©

18

off
off

13

off
off

off

18

off
off

13

off
off

off

off
off

0

[{e}

18

off
off

13

off

off
off

0

18

off
off

13

off

Fri

18

off
off

13

off
off

off

Sat

©

18

off
off

13

off
off

off

Sun Mon Tue

0 ©

18

off
off

13

off
off

off

off
off

0

«©

18

off
off

13

off

off
off

0

18

off
off

13

off

Week 2
Wed Thu
9 9
9 9
18 18
off off
off  off
0 0
7 7
6 6
13 13
off off
off  off
0 0
5 5
off off
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Fri

off
off

©

18

off
off

13

off

Sat

off
off



RECOMMENDED SCHEDULE

(Officers Respond To 90 Percent Of Priority P Calls In Seven Minutes Or Less)

Shift
Days Platoon A
6:00 a.m. to 6:00 p.m.
7:00 a.m. to 7:00 p.m.
Total
Days Platoon B
5:00 a.m. to 6:00 p.m.
7:00 a.m. to 7:00 p.m.
Total
Nights Platoon C
6:00 p.m. to 6:00 a.m.
7:00 p.m. to 7:00 a.m.
Total
Nights Platoon D
6:00 p.m. to 6:00 a.m.
7:00 p.m. to 7:.00 a.m.

Total

Power Platoon C
4:00 p.m. to 4:00 a.m.
Power Platoon D
4:00 p.m. to 4:00 a.m.

TOTAL

Number Of
Officers
Needed

©

17

17

[e2 3]

12

12

68

Sun

off
off

o ©

17

off
off

(o) )]

12

off

Mon Tue
9 9
8 8
17 17

off off
off off
0 0
6 6
6 6
12 12
off  off
off  off
0 0
5 5
off  off

Week 1
Wed Thu
off off
off off
0 0
9 9
8 8
17 17
off off
off off
0 0
6 6
6 6
12 12
off off
5 5

Fri

©

17

off
off

12

off
off

off

Sat

(o]

17

off
off

12

off
off

off

Sun

[de]

17

off
off

12

off
off

off

Mon Tue
off off
off off

0 0
9 9
8 8
17 17
off off
off off
0 0
6 6
6 6
12 12
off off
5 5

Week 2
Wed Thu
9 9
8 8
17 17
off off
off off
0 0
6 6
6 6
12 12
off off
off off
0 0
5 5
off  off
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off
off
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17

off
off

12

off
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off
off

ofr’
off



Number Of Full-Time Overtime Total Full-

Officers Officers Officers Time And
Platoon Hours Scheduled After Relief After Relief Overtime
Platoon D — Power 4:00 p.m. to 4:00 a.m. 5.00 5.00 1.05 6.05
i 6:00 p.m. to 6:00 a.m.
Platoon D — Night 7:00 p.m. to 7:00 a.m. 13.00 13.00 2.73 15.73
Total (All Platoons) 72.00 74.00 13.12 87.12

Under Scenario 2, 82.28 FTE patrol officers will be needed (the scenario in which
Priority P calls are responded to within seven minutes 90 percent of the time).

Number Of Full-Time Overtime Total Full-

Officers Officers Officers Time And
Platoon Hours Scheduled  After Relief After Relief Overtime
6:00 a.m. to 6:00 p.m.
-D 17.00 18.00 2. ;
Platoon A ay 7:00 am. to 7:00 p.m. 57 20.57
6:00 a.m. to 6:00 p.m.
Platoon B — Day 7:00 a.m. to 7:00 p.m. 17.00 18.00 2.57 20.57
Platoon C — Power 4:00 p.m. to 4:00 a.m. 5.00 5.00 1.05 6.05
. 6:00 p.m. to 6:00 a.m.
Platoon C — Night 200 p.im. 16 7:00/a.m. 12.00 12.00 2.52 14.52
Platoon D — Power 4:00 p.m. to 4:00 a.m. 5.00 5.00 1.05 6.05
" 6:00 p.m. to 6:00 a.m.
Platoon D — Night 7:00 p.m. to 7:00 a.m. 12.00 12.00 2.52 14.52
Total (All Platoons) 68.00 70.00 12.28 82.28

Operational implications. The results of the patrol staffing analysis have two important
operational implications. First, the primary driver of patrol staffing needs in Pearland is
not the volume of calls handled but the time required to travel to calls. To achieve
desired response times, therefore, patrol officers will need to exhibit significant patrol
discipline. They will need to be deployed in set areas around the city — selected to
reduce travel time in the areas served — and to return to those areas after completing a
call. Significant management and supervisory attention will need to be focused on this
issue because, as discussed in Chapter IV, patrol discipline is not a current strength of
the patrol force.

In addition, if response times are to be achieved patrol officers will be limited in their
ability to support proactive initiatives. While they can target crime problems in the areas
they are assigned to patrol, they will not be able to be deployed to provide targeted
proactive capacity outside their patrol area. Of course, these officers will be able to
maintain a visible presence in the area they patrol and this visibility should enhance
citizen perceptions of safety.*

* The results of the citizen survey (presented in Appendix E) suggest that efforts to strengthen
perceptions of safety are warranted. While 92.6 percent of survey participants expressing an
opinion agree or strongly agree that Pearland is a safe community perceptions of safety are much
stronger during the day than at night. 96.4 percent, 90.4 percent, and 88.9 percent respectively
of survey respondents expressing an opinion agree or strongly agree that they feel safe walking
the streets of their neighborhood, walking through shopping areas, and walking through parks
during the day. By contrast, only 71.3 percent, 64.3 percent, and 42.6 percent of survey
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Investigations

This section is divided into three subsections: persons and property crimes
investigations,® fraud investigations, and crime scene investigations.

Persons and property crimes investigations. To assess investigative staffing needs
the productivity of each detective (based on the number of cases cleared) was evaluated
for the past two years. No distinction was made between persons and property
detectives, as the number of cases cleared by detectives assigned to both units was
similar. Based on this assessment a productivity standard of 29 case clearances was
established — this standard reflects investigator productivity at the 60" percentile.®
Staffing needs were then calculated by dividing the average number of cases cleared in
2014 and 2015 by all detectives (342.5 cases) by this productivity standard. The results
of this calculation indicate that 11.8 investigators are needed (or about the number — 12
— that are currently assigned after excluding the fraud detective (discussed in the
following subsection).

Fraud investigations. The department currently assigns a full-time detective to
investigate fraud cases although the detective’s productivity is low. The fraud detective
reports that in a recent year 523 cases were assigned — 175 were referred to another
agency because the crime didn’t take place in Pearland — but fewer than five percent
were cleared. This low clearance does not reflect poorly on the investigator’s abilities or
work ethic but instead reflects how difficult it is to clear such cases. One problem is that
the victims of many of these crimes — credit card companies — are willing to just take the
loss and do not actively support the investigation. Given the relatively low productivity of
this investigator the department should strongly consider reassigning this position and
limiting the investigation of fraud cases to crimes that have a reasonable likelihood of
being solved.

Crime scene investigations. The department currently employs three crime scene
investigators despite the fact that the number of crimes to which CSls respond is low.
Patrol officers handle evidence processing at a high percentage of crime scenes. CSls
typically respond only where there are multiple burglary break-ins, residential burglaries
where multiple rooms need to be processed, homicides (or death incidents), or felony
robberies. In 2015, CSls responded to only 58 incidents (or about one every four days
on average). If the department cannot establish a multi-jurisdictional agreement to
provide skilled CSI services (as discussed in Chapter Ill), two of the CSI positions should

respondents expressing an opinion agree or strongly agree that they feel safe walking the streets
of their neighborhood, walking through shopping areas, and walking through parks at night.
Indeed, more than one in eight survey respondents expressing an opinion (13.6 percent) disagree
or strongly disagree that they feel safe walking through Pearland shopping areas at night.
Moreover, close to one-fourth of the survey respondents expressing an opinion (23.2 percent)
disagree or strongly disagree that they feel safe walking through the city’s parks at nights. These
findings suggest that at night when not responding to calls Pearland patrol officers should focus
on enhancing visibility in shopping areas, parks, and (to a lesser extent) neighborhoods.

5 Please note that this discussion excludes fraud investigations.

® Because a number of detectives cleared a similar number of cases if the productivity standard
had been set at the 50" percentile the standard for case clearances would have been 27 cases.



be discontinued and assigned patro! responsibilities. The department should ensure
these staff maintain their training so they will be available to assist the remaining CSI at
crime scenes when necessary. They can also share responsibility for being on call with
the remaining CSI.

Communications
The analysis of communications staffing was divided into six steps.

Step 1: Determine response expectations. The analysis assumes that a call-taker will
be available to handle a call 99 percent of the time.

Step 2: Determine the number of calls handled. Call-takers handled 47,655 calls in
2015. The number of calls handled per hour ranged from 1.7 to 8.8.

Step 3: Use queuing analysis to determine the number of call-takers needed. Two
call-takers are needed in all but five hours to ensure a 99 percent chance that a call-
taker will be available to handle a call when received. During those five hours, if only
two call-takers are deployed the probability a call-taker will be available to handle a call
when received drops to between 98.77 percent and 98.99 percent. Two call-takers are
recommended during these hours given the high probability that a call-taker will be
available.

Step 4: Increase staffing to reflect dispatcher needs. The analysis recommends that
one dispatcher be assigned to each shift.

Step 5: Develop schedule. The current schedule in which communications staff work
12-hour shifts and are assigned to four platoons over the week was used. The schedule
requires three telecommunications operators (two call-takers and one dispatcher) to be
working each shift.

Step 6: Apply relief factor. A relief factor was calculated based on actual
telecommunications operator absences. The relief factor based on average absences
was calculated to be 1.16. As discussed in Appendix F the portion of relief staffing
needs that should be filled using full-time staffing is 1.05 — this calculation uses the level
of absences 1.64 standard deviations below the mean. The remaining absences — the
difference between absences calculated using a 1.16 relief factor and the absences
calculated using a 1.05 relief factor — may be filled using overtime’.

The analysis suggests that 14 FTE telecommunications operators are needed.

" As discussed, how much overtime should actually be used to address absences will depend on
the willingness and availability of telecommunications operators to use overtime.



Number Of Full-Time Overtime
Telecommunications Telecommunications Telecommunications Total Full-

Operators Operators After Operators After Time And

Platoon Scheduled Relief Relief Overtime
Platoon A 3.00 3.00 0.48 3.48
Platoon B 3.00 3.00 0.48 3.48
Platoon C 3.00 3.00 0.48 3.48
Platoon D 3.00 3.00 0.48 3.48
Total All Platoons 12.00 12.00 1.92 13.92

At this level of staffing, no increase in communications staffing is recommended but
open operator positions should be filled. Part-time positions will not be needed except to
reduce the overtime associated with absence relief.

Jail Operations

Analysis of booking and release activity found that jail activity is reasonably consistent
across the day and therefore that fewer staff are not needed during one shift than
another.® Three jailers should be scheduled on each platoon. After considering relief
staffing needs 14 FTEs are needed to staff the jail (excluding the jail supervisor) or the
number of positions currently assigned.

Number Of Full-Time Overtime Total Full-

Jailers Jailers After Jailers After Time And

Scheduled Relief Relief Overtime
Platoon A 3.00 3.00 0.48 3.48
Platoon B 3.00 3.00 0.48 3.48
Platoon C 3.00 3.00 0.48 3.48
Platoon D 3.00 3.00 0.48 3.48
Total All Platoons 12.00 12.00 1.92 13.92

Records

The records unit appears to have adequate — but not excessive - staffing. Although at
the time interviews were conducted the unit was two and a half to three weeks behind on
reviewing reports and filing supplements, this backlog appears to result from vacancies
and not from a lack of staffing. (Two records clerk positions have been vacant.)
Reportedly, adequate staff is available when all positions are filled.

Additional records capacity, however, would be available if fewer reports reviewed by the
unit had errors. In interviews, records staff consistently estimated that 70 to 75 percent
of the reports they review have errors and that report review accounts for about 60
percent of the unit's workload. Given the estimate that the time spent reviewing reports

® The analysis found that no potential shift of 12 hours had a corresponding shift with more than
57 percent more bookings than the prior shift. While work associated with court increases
workload on the day shift, this increase does not justify assigning more than three jailers to the
shift.



would be reduced by about half if there were no mistakes, reducing the records error
rate by 50 percent would increase records unit capacity by the equivalent of 1.05 FTE.
Even if report error rates decline, however, additional staff will be needed when the unit
assumes responsibility for alarm billing.®

Animal Control

In interviews animal control staff indicated that on all but the busiest days all requests for
assistance can be handled by the end of the day. One additional animal control officer
position could be established to ensure all calls can be handled promptly. Alternatively,
unit workload could be monitored and when activity levels increase staffing could be
increased.

Administrative Support

A number of administrative functions need additional support. While no single function
requires full-time staffing when taken together a full-time administrative position appears
justified. Functions performed by this administrator would include: providing support for
the budget process; preparing the department’s annual report; managing the
department’s website and its use of social media; and handling some of the
administrative work currently assigned to the chief of police’s administrative assistant.

B — ANALYSIS OF PROACTIVE STAFFING NEEDS

Proactive staffing needs depend primarily on department priorities and the resources
that are available to support those priorities. To assess proactive staffing the current
allocation of resources between responsive and proactive activities must be assessed.
An assessment is then made as to whether the current balance between the resources
devoted to proactive activities and the resources devoted to responsive activities is
appropriate. Appropriate staffing adjustments are then made. The analysis is divided
into three steps.

Step 1: Evaluate The Allocation Of Sworn Resources Between Proactive And
Responsive Activities

The process of determining how non-supervisory sworn resources will be allocated
between proactive and responsive activities after the study recommendations have been
implemented is divided into five activities.

Activity A: Eliminate from the analysis sworn staff who are not funded primarily by
the city. School resource officers, commercial motor vehicle enforcement officers, and
the warrant officer are not funded by the city. These positions have been excluded from
the analysis.

Activity B: Adjust current staffing to reflect study recommendations. The analysis
assumes that the patrol staffing needed to achieve seven-minute response times to
Priority P calls 90 percent of the time will be implemented and that 82.3 FTE positions

® Alarm billing was previously outsourced but, reportedly, a decision has been made to bring
alarm billing responsibility in house. No information was available to assess the number of staff
needed to handle this function.



will be assigned to patrol. The analysis also assumes that the full-time fraud investigator
and two of the crime scene investigators will be reassigned.

Activity C: Categorize functions as being primarily proactive, responsive, or
mixed. Each function performed by sworn officers was categorized.

Activity D: Make allocations for staff who perform both proactive and responsive
activities. Traffic officers, community service officers, and patrol officers devote part of
their time to responsive activities, part of their time to proactive activities, and (for
community service officers) part of their time to administrative activities. A discussion of
how the time of the officers assigned to these units should be allocated among
responsive, proactive, and administrative activities follows.

B Traffic officers. In interviews traffic officers indicated they devote 45 percent of their
time to responsive activities (e.g., handling complaints) and 55 percent of their time
on proactive activities (e.g., enforcing traffic laws in school zones and performing
selective enforcement activities).

B Community service officers. CSOs estimate they spend roughly a third of their
time on recruiting (an administrative activity) and two thirds of their time on
community outreach (a proactive activity).

B Patrol officers. Two steps were taken to allocate the time of patrol officers. First,
the time officers have available to support proactive initiatives after considering call
response and time devoted to administrative activities (as reported on the activity
analysis surveys) was calculated. Next, available proactive time was discounted by
65 percent to reflect the fact that patrol officers are limited in the range of functions
they can perform to support proactive initiatives.

Activity E: Assess the allocation of sworn resources after study recommendations
have been implemented. The results of the allocation of non-supervisory sworn staff
after study recommendations have been implemented are presented in the following
table."”

Unit Category FTE
Patrol Day Responsive 14.09
Patrol Day Proactive 9.47
Patrol Evening Responsive 4.51
Patrol Evening Proactive 2.65
Patrol Night Responsive 6.96
Patrol Night Proactive 7.73

% As previously discussed to achieve response time goals patrol officers will be limited in the
areas of the city where they can patrol and the activities that they can perform when not
responding to calls-for-service.

" Please note that patrol proactive staffing has been reduced by 65 percent to reflect the fact that
patrol officers are extremely limited in what they can do to support proactive initiatives between
calls because they need to stay in a limited geographic area to ensure they will be available to
respond to calls quickly.



while the number of sergeant positions will be reduced by one.) Three civilian positions
will be added. Please note that authorized staffing on April 1, 2016 included nine
student officer positions (in training), eight cadets, three open positions, and one officer
on military deployment.
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VI - IMPLEMENTATION

This chapter is divided into two parts. The first part highlights important implementation
activities. The second part presents the recommended implementation plan.

KEY IMPLEMENTATION ACTIVITIES

This part discusses the key steps the city and police department should take to
implement the study recommendations.

Adopt The Study Recommendations

The city council must be committed to implementing the study recommendations if
implementation is to be successful. Initially, the city council should review the report and
adopt its recommendations in principle.’

Establish Implementation Task Force

The city manager should work with the police chief to establish a task force to guide the
implementation of study recommendations. The city manager should charge this task
force with driving the implementation process. The task force should include
representatives from each police department function and, as appropriate, from city
departments. The task force should develop an overall implementation plan and should
be held accountable by the city manager and police chief for ensuring that plan timelines
are met. The task force should meet approximately every two weeks during the
implementation process.

Clarify The Personnel And Labor Implications Of The Study Recommendations

Uncertainty is associated with any change of the magnitude outlined in this report. Of
primary concern to many police department employees will be how the change will affect
them directly. Clarifying the status of these employees will remove much of the
uncertainty associated with the recommended organizational changes and will allow the
department to move forward with the implementation process. If employees are waiting
for the “other shoe to drop” they will not be able to focus on supporting the
recommended program for change.

IMPLEMENTATION PLAN

An implementation plan to guide the city and the police department in implementing the
recommendations detailed in this report is presented in Exhibit VI-1.

' Please note that adopting recommendations “in principle” does not mean the city council
commits the department to implementing each and every recommendation in detail. Instead, this
means that the city council generally agrees with the recommendations in the report and will
make a good faith effort to evaluate and implement the recommendations.

VI-1
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APPENDIX A - RESEARCH FINDINGS

Research on effective policing practices relating to crime reduction and reducing traffic
fatalities and serious injury accidents was conducted as part of this engagement. The
themes that emerged from this review and their implications are summarized in this
appendix.

A1 - RESEARCH FINDINGS

Research on crime reduction approaches and approaches to reducing traffic fatalities
and serious injury accidents are discussed in this part.

RESEARCH ON CRIME
REDUCTION APPROACHES

A number of themes emerge from the research on effective approaches to reducing
crime: focus; risk identification; problem solving; management discipline; structured
processes; communications; and community outreach. The research on specific policing
strategies also suggests that some approaches are more effective than others. A
discussion of these themes and strategies follows.

Focus On Geographic Areas Where Criminal Activity Is Greatest

Research consistently indicates that crime is not evenly distributed across cities.
Indeed, one study found that 50 percent of calls or incidents are concentrated in less
than five percent of a city’s locations. The evidence indicates that by concentrating
police resources in these small geographic areas or “hot spots” a significantly beneficial
impact on crime can be achieved.

The research also suggests that concerns that focusing police resources on hot spots
merely displaces crime that then moves to other areas are not well founded. Indeed,
one study found that spatial displacement is not only not a problem in hot spot policing
but that the more likely outcome of such interventions was a diffusion of crime control
benefits in which the area surrounding the target hot spots also showed a decrease in
crime and disorder.

Focus On Individuals Who Are Likely To Commit Crimes

Other crime reduction approaches that the research suggests are effective focus
deterrence efforts (and incentives) on persons likely to commit specific crimes. These
approaches — commonly referred to as “pulling levers” approaches because a variety of
levers are employed to sanction groups or individuals who commit serious violations or
provide incentives for them not to commit violations — have been successfully employed
in numerous cities. In general, focused deterrence strategies are targeted on very
specific behaviors by a relatively small number of chronic offenders who are highly
vulnerable to criminal justice sanctions. When deterrence efforts are focused on the
most high-risk offenders and the deterrent threat is credible there can be significant
crime control benefits. However, these efforts not only emphasize increasing the risk of
offending but also decreasing opportunity structures for violence, deflecting offenders
away from crime, increasing the collective efficacy of communities, and increasing the
legitimacy of police actions.

A-1



Risk Assessment

Issues of focus — whether on geographic areas or individuals — and risk assessment are
integrally linked. Before the department can focus resources on hot spots or frame
deterrence and incentives for individuals who are likely to commit crimes these hot spots
and high-risk individuals must be identified. The research on hot spot policing suggests,
for example, that the more narrowly defined the hot spot is the better. One article, for
example, noted that hot spots should be defined in terms of intersections, street corners,
and specific street segments. In another study, hot spots of roughly one street block in
length were defined. The research on pulling levers has tended to focus on areas where
high-risk individuals congregate (e.g., known drug markets) or groups of which high-risk
individuals are members (e.g., gangs). Expanding these strategies to focus on
deterrence and incentives on other individuals who are likely to commit crimes requires
the ability to systematically identify these high-risk individuals.

Problem Solving

The research strongly suggests that problem solving in hot spot areas magnifies the
benefits of hot spot initiatives over generalized enforcement approaches. For example,
one study found that decreases in crime in hot spots that are a focal point for problem
solving are more durable than decreases in crime associated with saturation patrol. In
particular, problem solving that incorporates “situational prevention strategies” that
consider the physical, organizational, and social environments that make crime possible
have been shown to be most effective. These strategies focus on disrupting situational
dynamics that allow crime to occur by for example, increasing risks or effort for potential
offenders or by reducing the attractiveness of potential targets. Such activities might
include securing lots, razing abandoned buildings, or cleaning up graffiti.

Management Discipline

The research also suggests that management discipline will be needed to maximize the
benefits of crime reduction initiatives. One study, for example, found that the benefits of
directed patrol in a hot spot area follows well-defined patterns. The research indicates
that each additional minute of an officer’'s time spent in a hot spot increases survival time
— that is, the amount of time after officers depart a hot spot before disorderly activity
occurs — by 23 percent as long as 10 minutes is spent in the hot spot area. (If ten
minutes were spent in the area the residual deterrence benefits were greater than those
from an officer simply driving through the hot spot.) After about 15 minutes, however,
there were diminishing returns and increased time did not lead to improvements in
residual deterrence. To implement a hot spot policing strategy that incorporated directed
patrol, therefore, managers and supervisors would need to ensure officers spend at least
10 minutes but not more than 15 minutes in the hot spot area.

Structured Processes

The research also suggests that problem-solving efforts are more likely to be successful
when a structured approach is used to develop the effort that involves scanning,
analysis, response, and assessment (SARA). One study noted that police agencies
typically fail to conduct in-depth problem analysis when undertaking problem solving
initiatives but that even shallow problem analysis is helpful.
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The need for structured approaches to undertaking problem-solving initiatives is not
surprising given the previously noted finding that problem-solving efforts that focus on
“situational prevention strategies” are most effective. Other research also suggests that
tailoring the approaches and strategies used to support hot spot policing efforts will
enhance the effectiveness of these efforts. One study found, for example, that there
was typically no direct relationship between disorder arrests and violent crime but that
disorder arrests in areas with decreased residential integration was associated with a
reduction in violent crime. These findings suggest that while emphasizing misdemeanor
arrests in an area is generally not a sound crime reduction strategy, police disorder
arrests may have a positive impact in areas characterized by low residential attachment.
However, in areas where residential integration is high the affects of order maintenance
arrests on violent crime will likely be low.

Communications

Research findings also suggest that effective communications will enhance crime
reduction initiatives. In particular, effective approaches to communicating deterrence
effects and incentives to high-risk offenders must be established. Existing pulling levers
strategies, for example, typically employ direct (and frequent) face-to-face
communications approaches that are sometimes supplemented by written
communications that lay out the specific consequences associated with law breaking
and the resources and support available if no law breaking occurs. One article referred
to the deterrence threat as a “form of advertising” the key element of which was a direct
and explicit “retail deterrence” message to a relatively small target audience regarding
what kind of behavior would provoke a special response and what that response would
be.

Community Outreach

Effective community outreach can help build support for and enhance the effectiveness
of crime reduction initiatives. The assessment of situational dynamics that are crucial to
developing effective problem oriented policing approaches can only be enhanced by
working with representatives of the community who best understand the situation(s)
being addressed. To the extent that community members can be engaged as partners
in addressing these issues the more likely that results will be durable. Furthermore,
pulling levers approaches often engage community groups in offering services and
support to high-risk offenders.

In addition, community outreach in areas where policing efforts will be intensified can
help build support for crime reduction efforts. The concern with hot spots policing and
other intensive interventions is that citizens may view the increased police presence and
aggressive tactics as unfair, which could damage perceptions of the department’s
legitimacy. While limited evidence suggests that citizens living in targeted areas
welcome increased police intervention, nonetheless, reaching out to the community to
mitigate potential damage to perceptions of the police (and to build overall support for
the initiative) appears worthwhile.
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RESEARCH ON REDUCING TRAFFIC
FATALITIES AND SERIOUS INJURY
ACCIDENTS

Research on reducing traffic fatalities and serious injury accidents focuses on the
benefits of selective traffic enforcement and using media to support traffic enforcement
efforts. Numerous studies have found that selective traffic enforcement efforts that
deploy police on routes and locations where problems are known to exist and focus
enforcement efforts on violations that cause accidents are effective. One study
concluded that “there is little doubt that high levels of police enforcement lead to
decreasing numbers of killed and seriously injured road traffic accidents.” Other studies
suggest that the impact of enforcement efforts are enhanced when they are supported
by media coverage that increases the perceived risks of violating traffic laws by the
public.

One study also suggested that deploying traffic enforcement resources using
randomized scheduling methods has the potential to enable low levels of police
presence to achieve accident reductions. This research suggests that deploying officers
randomly at selective enforcement locations has the potential to create the presence
needed to reduce accidents. Please note that the research supporting this approach
focused on speed enforcement in rural locations.

A2 — IMPLICATIONS OF RESEARCH FINDINGS
These research findings suggest that the approach the department has identified to
initiate its proactive policing efforts — the DDACTS program — will provide an excellent
foundation on which to build the department’'s crime reduction capabilities and to support
efforts to reduce accidents. The following key elements of the DDACTS program are
consistent with the research findings:
B Partnership and stakeholder participation
m Data collection
B Data analysis
B Strategic operations
B Information sharing and outreach
B Monitoring, evaluation, and adjustment
B Outcomes
In addition, the DDACTS program will allow the department to develop most (but not all)
of the capabilities needed to support crime/traffic accident reduction initiatives suggested
by the research findings. These capabilities include the following:
R Analytic capabilities. A robust analytic capacity will be needed to implement

strategies to reduce crime. Hot spots need to be defined at a micro-level, areas in
which selective traffic enforcement efforts are warranted will need to be identified,
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and high-risk individuals will need to be systematically identified. In addition,
systematic assessments of the success of problem oriented policing efforts will be
needed. Likewise, analytic approaches to monitoring the implementation of policing
approaches (e.g., ensuring directed patrol efforts are adequate but not excessive or
reviewing information on the number and types of arrests made) will be needed.

B Structured planning. The capacity to develop and implement problem oriented
policing consistent with the SARA model (scanning, analysis, response, and
assessment) will need to be developed. In particular, competencies in analyzing
situational issues that affect crime will be needed. In addition, the ability to develop
structured plans to focus deterrence and incentives on high-risk individuals will be
needed. Note that if high-risk individuals are identified, automated license plate
readers could be used to monitor their entry into the city.

B Media outreach. Development of approaches to use media to support crime
reduction and accident reduction initiatives is warranted. Research suggests that
effective use of media can magnify selective traffic enforcement efforts. Likewise,
advertising incentives and deterrence to both individuals and groups who are likely to
commit crimes has the potential to support crime reduction efforts.

As the department pursues the DDACTS model care should be taken to distinguish
efforts to reduce accidents and efforts to reduce crime. Selective traffic enforcement
(supported by media coverage) is the best way to reduce traffic accidents. Traffic
enforcement, however, is only one tactic that should be used to reduce crime.” Over
time the department must build problem-solving capabilities to understand the situational
issues that affect crime in a hot spot area and develop the strategies tailored to address
those issues.

' The DDACTS model in no way suggests that traffic enforcement is the only tactic that should be
used to reduce crime. Nonetheless, the fact that DDACTS materials emphasize the correlation
between traffic accidents and crime could lead to an excessive emphasis on the use of traffic
enforcement to reduce crime. Traffic enforcement aimed at reducing traffic accidents — a
worthwhile objective in itself — will likely only reduce crime in areas where both crime and traffic
accidents are high. Under such circumstances traffic enforcement will serve both purposes.
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APPENDIX B - BENCHMARK RESULTS

This appendix is divided into three sections. The first section summarizes how Berkshire
Advisors uses benchmarking data. The second section presents the approach that was
used to select the agencies to which the Pearland Police Department (PPD) was
compared. The third section presents the comparison data.

A — USING BENCHMARKING DATA

The ultimate decision with regard to the level of service the Pearland Police Department
provides should be based on an assessment of community needs and the resources
available to support police services. Benchmarking comparisons with other agencies,
however, can be useful when making an overall assessment of a particular function or
service, In particular, using benchmarking as a diagnostic tool — to understand where
efforts to improve should be focused — can be beneficial. Concerns about whether
“apples to apples” comparisons are being made are less relevant when the purpose of
the benchmarking effort is to make an overall assessment of performance rather than to
make detailed recommendations for improvement.

B - APPROACH

Two steps were used to select the benchmark agencies. First, a preliminary list of cities
with similar demographics to the City of Pearland was developed. This preliminary list
was reviewed by the project’s steering committee and a revised list of potential
benchmark departments were identified. A benchmarking questionnaire was then
developed and distributed. Six agencies completed and returned a questionnaire (Cary,
NC; Cedar Park, TX; League City, TX; McKinney, TX; Olathe, KS; and Sugar Land, TX).

C - COMPARISON DATA
The results of the benchmark findings are presented in seven areas: city demographics;
budget; police department staffing; calls-for-service; response times; crime statistics;
and miscellaneous information.

CITY DEMOGRAPHICS

The Pearland Police Department (PPD) serves a population that ranks in the middle of
the seven benchmark departments and serves the third smallest geographic area.
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Land Area In Square

Police Department Population Served Miles
McKinney, TX 156,767 62.21
Cary, NC 155,227 54.33
Olathe, KS 134,308 61.30
Pearland, TX 112,300 48.39
League City, TX 100,056 53.29
Sugar Land, TX 86,777 32.73
Cedar Park, TX 63,574 25.50
Average (excluding PPD) 116,118 48.27

As compared to the benchmark jurisdictions Pearland has the second largest median
family income and the second smallest percentage of individuals below the poverty level.
About a quarter of Pearland residents (28.2 percent) speak a language at home other
than English, the second highest among the benchmark departments.

Percentage Of

Percentage of Individuals Who Speak
Median Family Individuals Below A Language At Home
City Income Poverty Level Other Than English
Sugar Land, TX $104,702 4.2% 42.0%
Pearland, TX $92,346 4.5% 28.2%
Cary, NC $90,250 6.2% 23.1%
League City, TX $89,339 5.0% 27.0%
McKinney, TX $81,118 8.9% 19.8%
Cedar Park, TX $79,323 6.0% 17.4%
Olathe, KS $77,008 8.4% 15.4%
Average (excluding

Pearland) $86,957 6.45% 22.45%

BUDGET

The percentage of the city’s general fund budget that is allocated to the police
department is highest in Peartand.



Police Department

Police Department’s
General Fund Budget

Police Department’s
General Fund Budget
As A Percentage of
City’s General Fund

Pearland, TX $24,995,985 35.0%
Cedar Park, TX (a) $12,865,467 30.3%
League City, TX $17,899,290 29.0%
Olathe, KS (a) (b) $24,647,088 27.0%
McKinney, TX (a) (c) $28,172,781 24.0%
Sugar Land, TX (b) (c) $20,206,321 24.0%
Cary, NC $24,763,737 17.0%
Average (excluding PPD) $21,425,781 252%

(a) Police department does not provide jail/detention operations.
(b) Police department does not provide communications/dispatch operations.
(c) Police department does not provide animal control services.

In terms of the police department’s general fund budget per 1,000 population Pearland

has the second largest.

Police Department

Police Department
General Fund Budget

Police Department

General Fund Budget Per

1,000 Population

Sugar Land, TX (a) (c) $20,206,321 $232,853
Pearland, TX $24,995,985 $222,582
Cedar Park, TX (b) $12,865,467 $202,370
Olathe, KS (a) (b) $24,647,088 $183,512
McKinney, TX (b) (¢) $28,172,781 $179,711
League City, TX $17,899,290 $178,893
Cary, NC $24,763,737 $159,532
Average (excluding PPD) $21,425,781 $189,479

(a) Police department does not provide communications/dispatch operations.
(b) Police department does not provide jail/detention operations.
(c) Police department does not provide animal control services.

POLICE DEPARTMENT STAFFING

This section is divided into 11 parts: overall staffing; calls-for-service staffing;
discretionary patrol; follow-up investigations; proactive investigations; crime scene
investigations; crime analysis; selective traffic enforcement; jail/detention operations;

animal control; call-taking and dispatch.
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Overall Staffing

Total police department budgeted staffing (budgeted sworn and civilian positions) per
1,000 population is highest in Pearland.

Total Number Of Total Number Of Total Police
Budgeted Sworn Budgeted Total Number Of  Department
Police Department Police Civilian Police Budgeted Police Positions Per  Rank
Department Department Department 1,000
Positions Positions Positions Population
Pearland, TX 163 67 230 (a) 2.05 1
Sugar Land, TX (b) (e) 151 23.5 (d) 174.5 2.01 2
Cedar Park, TX (c) 89 36 125 1.97 3
League City, TX 123 49 172 1.72 4
McKinney, TX (c) (e) 192 51243 1.55 2.62 5
Cary, NC (¢) 195 (f) 42.5 (9) 237.5 1.53 6
Olathe, KS (b) (c) 176 28.75 (h) 204.75 1.52 7
Average (excluding PPD) 1.72

(a) Includes 8 part-time positions.

(b) Police department does not provide communications/dispatch operations.
(c) Police department does not provide jail/detention operations.

(d) Includes .5 part-time position.

(e) Police department does not provide animal control services.

() Includes 8 overhires.

(9) Includes 4 overhires.

(h) Includes .75 part-time position.

Of the benchmark police departments Pearland ranks second in the number of sworn
positions per 1,000 population.

Total Number Of

Budgeted Sworn Total Sworn
Police Department Police Department Positions Per Rank
Positions 1,000 Population
Sugar Land, TX 151 1.74 1
Pearland, TX 163 1.45 2
Cedar Park, TX 89 1.40 3
Olathe, KS 176 1.31 4
Cary, NC 195 1.26 5
League City, TX 123 1.23 6
McKinney, TX 192 1.22 7
Average (excluding PPD) 1.36




Calls-For-Service Staffing

The number of PPD officers who respond to calis-for-service as a percentage of the total
number of sworn police department staff is the second lowest.

Percentage Of Sworn

Total Number Of Officers Who
Sworn Officers Total Number Of Respond To Calls
Police Department Deployed Who Sworn Police Compared To The Rank
Respond To Department Total Number
Calls-For-Service Staff Of Budgeted
Sworn Staff
Cary, NC 130 195 66.7% 1
Cedar Park, TX 50 89 56.2% 2
Olathe, KS 93 176 52.8% 3
League City, TX 56 123 45.5% 4
Sugar Land, TX 68 151 45.0% 5
Pearland, TX 71 163 43.6% 6
McKinney, TX 62 192 32.3% 7
Average (excluding PPD) 49.75%

Pearland ranks fifth in terms of the number of sworn officers who respond to calls-for-
service per 1,000 population.

Officers Who

Number Of Officers Respond To Calls-For-
Police Department Deployed Who Respond Service Per 1,000 Rank

To Calls-For-Service Population
Cary, NC 130 0.84 1
Cedar Park, TX 50 0.79 2
Sugar Land, TX 68 0.78 3
Olathe, KS 93 0.69 4
Pearland, TX 71 0.63 5
League City, TX 56 0.56 6
McKinney, TX 61 0.40 7
Average (excluding PPD) 0.65%

B-5



Pearland patrol supervisors oversee fewer patrol officers who respond to calls-for-
service than all but two of the benchmark police departments.

Number Of Patrol
Sergeants Ratio of Officers
Number Of Officers Overseeing Who Respond To
Police Department Who Respond To Officers Who Calis-For-Service  Rank
Calls-For-Service Respond To To Patrol
Calls-For-Service Sergeants
Cedar Park, TX 50 5 (a) 10.00 1
Cary, NC 130 15 8.67 2
Olathe, KS 93 12 7.75 3
League City, TX 56 8 7.00 4
Pearland, TX 71 12 (b) 5.92 5
McKinney, TX 61 12 (c) 5.17 6
Sugar Land, TX 68 15 453 7
Average (excluding PPD) 7.19

(a) Also responsible for administrative duties.
(b) Also responsible for overseeing bike patrol and the chaplain corp.
(c) Also responsible for overseeing field training.

Discretionary Patrol

PPD has fewer sworn officers assigned to discretionary patrol functions’ than all but
three of the benchmark departments.

Number Of Officers  Number Of Sergeants

Assigned To Overseeing Additional Functions
Police Department Discretionary Patrol Discretionary Patrol Overseen By
Functions Functions Discretionary Sergeants
McKinney, TX 17 3 Fleet maintenance; field
training; SWAT
Sugar Land, TX 11 2 Bait vehicles; crime
prevention unit; hot spot
policing
Cedar Park, TX 5 2 School Resource
Officers; warrants
Pearland, TX 4 1
League City, TX 3 1
Cary, NC 3 (a) 0

! These functions might include proactive uniformed and plainclothes street crime initiatives, bike
patrol, community policing, or foot patrol.
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Number Of Officers  Number Of Sergeants
Assigned To Overseeing Additional Functions
Police Department Discretionary Patrol Discretionary Patrol Overseen By
Functions Functions Discretionary Sergeants
Olathe, KS 0 0

(a) Supervised by Drugs and Vice lieutenant.

The percentage of patrol officers assigned to discretionary patrol is also lower in the
PPD than in ali but three of the benchmark departments.

Percentage Of
Patrol Officers

Police Department Total Patrol Discretionary Assigned To Rank
Officers Patrol Officers Discretionary

Patrol
McKinney, TX 79 17 21.5% 1
Sugar Land, TX 79 11 13.9% 2
Cedar Park, TX 55 5 9.1% 3
Pearland, TX 75 4 5.3% 4
League City, TX 59 3 5.1% 5
Cary, NC 133 3 2.3% 6
Olathe, KS 93 0 0.0% 7
Average (excluding PPD) 8.65%

Follow-Up Investigations

PPD ranks in the middle of the benchmark departments in terms of the number of staff
responsible for conducting follow-up investigations of reported crime.

Number Of Sworn

Officers And/Or Total Staff
Detectives Number Of Civilians Responsible For
Police Department Responsible For Responsible For Conducting Rank
Conducting Follow-  Conducting Follow- Follow-Up
Up Investigations Up Investigations Investigations Of
Of Reported Crime Of Reported Crime Reported Crime
(a) (a) (a)
McKinney, TX 33 2 35 1
Cary, NC 16 0 16 2
Sugar Land, TX 15 0 15 3
Pearland, TX 13 0 13 4
League City, TX 9 1 (b) 10 5




Number Of Sworn

Officers And/Or Total Staff
Detectives Number Of Civilians Responsible For
Police Department Responsible For Responsible For Conducting Rank
Conducting Follow-  Conducting Follow- Follow-Up
Up Investigations Up Investigations Investigations Of
Of Reported Crime Of Reported Crime Reported Crime
(a) (a) (a)
Olathe, KS 7 0 7 6
Cedar Park, TX 6 0 6 7
Average (excluding PPD) 14.8

(a) Reported crimes include homicide, assault, robbery, fraud, burglary, and sexual assault.

(b) This position also supports proactive investigations.

Pearland ranks in the middle of the benchmark departments in terms of the percentage
of sworn staff conducting follow-up investigations of reported crimes as a percentage of
the total number of sworn staff.

Percentage Of Sworn Staff

Conducting Follow-Up

Police Department Investigations Of Reported Rank
Crimes (a)

McKinney, TX 17.19% 1
Sugar Land, TX 9.93% 2
Cary, NC 8.21% 3
Pearland, TX 7.98% 4
League City, TX 7.32% 5
Cedar Park, TX 6.74% 6
Olathe, KS 3.98% 7
Average (excluding PPD) 8.90%

(a) Reported crimes include homicide, assault, robbery, fraud, burglary,

and sexual assault.

PPD ranks third in terms of the number of staff responsible for conducting follow-up
investigations of reported crimes per 1,000 population.

Total Staff Responsible

Total Staff Responsible

For Conducting Follow-

Police Department For Conducting Follow- Up Investigations Of Rank
Up Investigations Of Reported Crimes Per
Reported Crimes (a) 1,000 Population (a)
McKinney, TX 35 0.22 1
Sugar Land, TX 15 0.17
Pearland, TX 13 0.12 3




Total Staff Responsible
Total Staff Responsible  For Conducting Follow-

Police Department For Conducting Follow- Up Investigations Of Rank

Up Investigations Of Reported Crimes Per
Reported Crimes (a) 1,000 Population (a)

Cary, NC 16 0.10 4

League City, TX 10 0.10 5

Cedar Park, TX 6 0.09 6

Olathe, KS 7 0.05 7

Average (excluding PPD) 012

(a) Reporltted crimes include homicide, assault, robbery, fraud, burglary, and sexual
assault.

The ratio of sergeants to staff who conduct follow-up investigations is higher in Pearland
than in all but two of the benchmark jurisdictions.

Total Staff Number Of
Responsible For Sergeants
Conducting Follow- Overseeing Follow- Ratio Of
Police Department Up Investigations Of Up Investigations Sergeants To  Rank
Reported Crimes (a) Staff Staff
Cary, NC 16 2 8.0 1
McKinney, TX 35 5 7.0 2
Pearland, TX 13 2 6.5 3
Cedar Park, TX 6 1 6.0 4
League City, TX 10 2 5.0 5
Sugar Land, TX 15 4 3.8 6
Olathe, KS 7 2 3.5 7
Average (excluding PPD) 5.5

(a) Reported crimes include homicide, assault, robbery, fraud, burglary, and sexual
assault.

Proactive Investigations

Pearland and Sugar Land have the fewest number of sworn officers and/or detectives
primarily responsible for conducting proactive investigations.



Number Of Officers

And/Or Detectives Number Of
Primarily Number Of Sergeants Who
Responsible For Civilians Who Oversee Staff
Conducting Support Total Staff Who Who Conduct
Police Proactive Proactive Support Proactive Proactive
Department Investigations Investigations Investigations Investigations
(@ (@
Cary, NC 8 0 8 2
League City, TX 6 1(b) 7 1
McKinney, TX 5 1 6 2
Cedar Park, TX 4 0 4 1
Olathe, KS 3 0 3 1
Pearland, TX 2 0 2 1
Sugar Land, TX 2 0 2 0 (c)
Average (excluding PPD) 5.5

(a) Includes narcotics and vice investigations.
(b) This position is also assigned to support follow-up investigations.
(c) A regional supervisor oversees staff.

As a percentage of total sworn police department staffing, PPD has the smallest
percentage of sworn staff conducting proactive investigations.

Percentage Of Sworn Staff
Conducting Proactive

Police Department Investigations (a) Rank
League City, TX 4.88% 1
Cedar Park, TX 4.49% 2
McKinney, TX 2.60% 3
Olathe, KS 1.70% 4
Cary, NC 1.54% 5
Sugar Land, TX 1.32% 6
Pearland, TX 1.23% 7

(a) Includes narcotics and vice investigations.

Total sworn staff devoted to proactive activities is lower in Pearland than in all but two of
the benchmark departments.



Number Of Officers
And/Or Detectives

Police Department Supporting Proactive Rank
Initiatives (a)
McKinney, TX 22 1
Sugar Land, TX 13 2
League City, TX 9 3
Cedar Park, TX 9 4
Pearland, TX 8 5
Cary, NC 7 6
Olathe, KS 5 7

(a) Includes discretionary patrol and proactive investigations.

The PPD also ranks fifth in the percentage of sworn staff supporting proactive initiatives
and in the number of sworn officers supporting proactive initiatives per 1,000 population.

Sworn Officers

Supporting Proactive Sworn Officers
Initiatives As A Supporting Proactive
Police Department Percentage Of Total Rank Initiatives Per 1,000 Rank

Sworn Staff (a) Population
McKinney, TX 11.5% 1 0.140 3
Cedar Park, TX 10.1% 2 0.124 2
Sugar Land, TX 8.6% 3 0.150 1
League City, TX 7.3% 4 0.090 4
Pearland, TX 4.9% 5 0.071 5
Cary, NC 3.6% 6 0.045 6
Olathe, KS 2.8% 7 0.037 7

(a) Includes discretionary patrol and proactive investigations.
Crime Scene Investigations
The number and mix of staff responsible for processing evidence from crime scenes in

the benchmark departments varies. Pearland has the second highest number of crime
scene investigators of the benchmark departments.



Sworn Crime Civilian Crime

Police Department Scene Scene Total Crime Scene  Rank
Investigators Investigators Investigators
Sugar Land, TX 2 2 4 1
Pearland, TX 3 0 3 2
League City, TX 0 2 2 3
McKinney, TX 1 1 2 4
Cedar Park, TX 0 2 2 5
Olathe, KS 1 0 1 6
Cary, NC 0 0 0 7

Crime Analysis

All of the benchmark departments except one (League City) employ civilians to perform
crime analysis functions.

8 Pearland, TX: 1 civilian

m Cary, NC: 2 civilians

B Cedar Park, TX 1 civilian

® |eague City, TX 1 sworn officer
8 McKinney, TX: 1 civilian

m Olathe, KS: 2 civilians

B Sugar Land, TX: 1 civilian

Selective Traffic Enforcement

Pearland ranks fifth in terms of the number of selective traffic enforcement officers
deployed. The number of traffic officers in Pearland, however, equals the average
number in the benchmark jurisdictions.

Police Department Traffic Officers (a) Rank
Olathe, KS 12 1
Cary, NC 10 2
Sugar Land, TX 9 3
McKinney, TX 8 4
Pearland, TX 7 5
League City, TX 3 6
Cedar Park, TX 0 7

Average (excluding PPD) 7
(a) Excludes commercial vehicle enforcement.
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Pearland ranks fourth in terms of selective traffic enforcement officers as a percentage
of total sworn staffing and fifth in terms of the number of selective traffic enforcement
officers per 1,000 population.

Traffic Officers
As A Percent Of

Police Department Sworn Staffing Rank Traffic Officers Per  Rank
(@ 1,000 Population
Olathe, KS 6.8% 1 0.089 1
Sugar Land, TX 51% 2 0.064 2
Cary, NC 6.0% 3 0.104 3
Pearland, TX 4.2% 4 0.051 4
McKinney, TX 4.3% 5 0.062 5
League City, TX 2.4% 6 0.030 6
Cedar Park, TX 0.0% 7 0.000 7

(a) Excludes commercial vehicle enforcement.
Jail/Detention Operations

The number and mix of staff varies among the three benchmark police departments
responsible for jail/detention operations.

B Pearland, TX: 14 civilians, 1 civilian supervisor
B League City, TX: 12 civilians, 4 sworn staff, 4 sworn supervisors
B Sugar Land, TX: 5 civilians, 1 sworn supervisor

Animal Control Operations
Five of the benchmark police departments are responsible for animal control operations.

B Pearland, TX: 11 civilians (6 human officers, 1 administrative
assistant, 2 full-time shelter attendants, 2 part-time
attendants), 1 civilian supervisor/manager

®m Cary, NC: 3 civilians, 1 civilian supervisor/manager

B Cedar Park, TX: 3 civilians, 1 civilian supervisor/manager (also
responsible for public education)

W League City, TX: 8 civilians, 2 sworn staff, 2 civilian supervisors/
managers (also responsible for shelter operations,
adoptions)

m Olathe, KS: 4 civilians, 1 civilian supervisor/manager (also
responsible for veterinary services)

Call-Taking And Dispatch Operations
The five benchmark departments that provide cail-taking and dispatch services use

similar approaches. None of the departments assign sworn staff to call-taking and
dispatching operations.



Number Of Number Of
Budgeted Budgeted Additional
Call-Taking And Civilian Call- Civilian Functions
Police Dispatch Provided Taker And Manager/ Overseen By
Department By The Police Dispatcher Supervisor Civilian Manager/
Department? Positions Positions Supervisor
Pearland, TX Yes 19 (includes 5 1 supervisor
part-time)
Cary, NC Yes 16 6 (1 manager,
1 assist.
manager, 4
shift
supervisors)
Cedar Park, TX Yes 13 5 (1 manager,
4 supervisors)
League City, TX Yes 25 (plus 2 part- 1 manager
time)
McKinney, TX Yes 23 6 (1 manager, Radio system,
5 supervisors) division budget,
training
Olathe, KS No
Sugar Land, TX No

CALLS-FOR-SERVICE

Different approaches are used to handle calls-for-service in the benchmark police
departments; none the benchmark departments deploy civilian staff to respond in person
to calls-for-service; three of the benchmark departments handle calls through on-line
reporting (there were 244 on-line reports in Pearland from June 2015 to March 2016,
403 on-line reports in Olathe in 2015, and 46 online reports in Sugar Land in 2015).

Only Cary, NC has a unit that handles calls-for-service by telephone. One sworn staff is
assigned to this unit.

In 2015, the Pearland Police Department’s response time to emergency calls-for-service
was fastest among the benchmark departments. (Please note that there may be wide
variations in how departments classify call types and in how departments calculate

response times.)

Average Response Time
To Non-Emergency
Calls-For-Service (a) (b)

Average Response Time
To Emergency
Calls-For-Service (a) (b)

Police Department

Pearland, TX 4:42 Priority 2 = 8:18; Priority 3 =

11:54; Priority 4 = 18:00
Cary, NC 4:48 6:25

Olathe, KS 4:56 Priority 2 = 6:39; Priority 3 = 11:09
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Average Response Time
To Emergency
Calls-For-Service (a) (b)

Police Department

Average Response Time

To Non-Emergency
Calls-For-Service (a) (b)

Sugar Land, TX
League City, TX
McKinney, TX

Cedar Park, TX

5:05
5:30
6.10

6:42 (c)

N/A

9:16

10:39

9:17 (c)

(a) Times are in minutes and seconds.

(b) Times are from Communications call receipt to officer arrival at scene.

(c) Time is from officer call receipt to officer arrival at scene.

CRIME STATISTICS

Pearland had the second highest number of Part | crimes per 1,000 population of the
benchmark jurisdictions.

Violent
Aggrav. Motor Crime Per
Jurisdiction Murder Rape Robbery Assault Burglary Larceny Vehicle 1,000 Rank
Theft Population
Cedar Park, TX 1 46 12 558 131 772 23 24.27 1
Pearland, TX 2 41 45 62 315 1,758 116 20.83 2
League City, TX 3 30 26 39 317 1,421 69 19.04 3
McKinney, TX 2 39 63 130 297 2,251 155 18.73 4
Sugar Land, TX 1 6 41 29 206 1,239 30 17.88 5
Cary, NC 6 15 25 48 342 1,592 64 13.48 6
Olathe, KS 2 33 23 103 181 249 151 12.97 7
Average
(excluding Pearland)  2.50 28.17 31.67 151.17 245.67 1,254.00 82.00 17.73
PPD'’s average clearance rate of Part | crimes ranks in the middle (fourth). PPD’s rape
and larceny clearance rates rank second of the benchmark departments providing
information.
Violent
Aggrav. Motor Crime Per
Police Department Murder Rape Robbery Assault Burglary Larceny Vehicle 1,000 Rank
Theft Population
Cedar Park, TX 41.86% 1
Olathe, KS 100.0%  84.85% 56.52% 87.38% 16.02% 40.03% 29.14% 40.50% 2
Sugar Land, TX 36.8% 3
Pearland, TX 100.0% 65.9% 37.8% 75.8% 13.0% 34.4% 18.1% 32.48% 4
Cary, NC 31.0% 5
McKinney, TX 100.0% 61.5% 38.0% 77.8% 11.3% 27.7% 42 8% 29.8% 6
League City, TX 100.0% 32.0% 48.0% 66.0% 17.0% 23.0% 21.0% 23.4% 7
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MISCELLANEOUS INFORMATION

This section presents information for vehicle replacement; training; data analysis: school
resource officers; and promotional years of service.

Vehicle Replacement

All of the benchmark police departments — except Pearland - replace vehicles on a
scheduled basis.

B Pearland, TX: No

® Cary, NC: Yes

B Cedar Park, TX: Yes

B League City, TX: Yes (6 years)

B McKinney, TX:  Yes (75,000 miles)

m Olathe, KS: Yes

B Sugar Land, TX: Yes (patrol vehicles every 4 years)
Training

In addition to hands-on training, different types of training are available in the benchmark
departments.

Pearland, TX: Roll call training

Cary, NC: On-line training

Cedar Park, TX: On-line training, roll call training

League City, TX: On-line training, roll call training

McKinney, TX:  PowerDMS on-line training, roll call training
Olathe, KS: Roll call training, webinars/on-line training, videos
Sugar Land, TX: Roll call training, Target Solutions (Web-based)

Data Analysis
The benchmark departments use different types of data analysis programs.

B Pearland, TX: Data Driven Approaches to Crime and Traffic

Safety (DDACTS)
m Cary, NC: Data Driven Approaches to Crime and Traffic Safety (DDACTS)
m Olathe, KS: COMSTAT, CLEARPOINT
® Sugar Land, TX: Beat Accountability

School Resource Officers
All but two of the benchmark departments employ dedicated sworn staff as School

Resource Officers (SROs). Only the Olathe, KS department pays the full cost for these
officers.
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Does The
Police Department

Percentage Of

Employ Full-Time Number of Total SRO Costs

Police Department Dedicated Staff Dedicated Paid By The
As SROs? SROs Police Department

Pearland, TX Yes 10 0% (a)
Cary, NC Yes 10 75%
Cedar Park, TX Yes 2 25%
McKinney, TX Yes 12 50%
Olathe, KS Yes 10 100%
League City, KS No 0.98%
Sugar Land, TX No

(a) During the school year.

Promotional Years Of Service

The years of service required to before being eligible for promotion to sergeant and
lieutenant varies widely among the benchmark departments.

Length Of Time Officers

Length Of Time Sergeants

Police Department

Must Serve Before
Being Eligible For
Promotion To Sergeant

Must Serve Before
Being Eligible For

Promotion To Lieutenant

Pearland, TX
Cedar Park, TX
League City, TX
McKinney, TX
Olathe, KS
Sugar Land, TX

Cary, NC

2 years
2 years
2 years civil service
4 years
5 years (with Olathe PD)

5 years (last 3 with Sugar
Land PD)

7 to 9 years

2 years
2 years
2 years
2 years
2 years (with Olathe PD)

7 years (last 3 with Sugar
Land PD)

2 years
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APPENDIX C - BEST PRACTICES FINDINGS

In addition to gathering quantitative comparative data from other jurisdictions,’ the
consultants also gathered information on best practices on issues that are relevant to the
Pearland Police Department. Best practices were compiled from three sources:
Berkshire Advisors’ best practices database, Internet research, and selected interviews
with staff from best practice jurisdictions. This appendix summarizes best practice
findings in 11 areas: recruiting a diverse workforce; recruiting experienced officers;
ensuring unbiased policing practices and policies; ensuring community participation;
using public surveillance systems (closed circuit TVs); using kiosks to report and combat
crime; using Automated License Plate Readers (ALPRs) to support crime reduction
initiatives; implementing Data-Driven Approaches to Crime and Traffic Safety (DDACTS)
strategies; using data to enhance performance; funding vehicle replacement; and
responding to residential alarms.

RECRUITING A DIVERSE WORKFORCE
Agencies employ a number of strategies to recruit a diverse workforce including:
B Sending recruiters out of state in an effort to widen the applicant pool

B Developing a marketing plan that emphasizes the department’s benefits (large vs.
small; suburban vs. urban; specialized units; competitive salaries and benefits)

m [Implementing an Explorer program (focused on youth who may be interested in a
career in law enforcement) and a Cadet program (similar to an internship with the

added benefit of automatic entry into the department’s police academy upon
graduation)

B Recruiting at colleges with criminal justice programs
B Recruiting at military bases®

m Displaying hiring information on billboards, variable message boards, and trailer-
mounted arrow boards

® Developing public service announcements (PSAs) for different media formats
(‘'urban’ radio stations, community newspapers)

' The results of the benchmark comparisons are presented in Appendix A.

2 A Bureau of Justice Assistance report (Bureau of Justice Assistance, Employing Returning
Combat Veterans as Law Enforcement Officers Recruitment Strategies, 2011) recommends
designing strategies that focus not only on veterans but their families as well, establishing an e-
mail link so an agency officer with military experience can respond to questions from interested
veterans, developing a relationship with a military base’s transition office or career center, inviting
a health care professional to educate department staff on veterans’ health concerns, and
ensuring department staff familiarity with available rehabilitation and outreach services for
veterans.



B Devising recruiting strategies that take into account the characteristics of a younger
workforce

® Offer — and highlight - incentives that are attractive to the targeted group®
Los Angeles Police Department

In an effort to help recruit female officers the Los Angeles, CA Police Department offers
a crime academy trainee program consisting of physical training, psychological
preparation, formation and drill procedures, and academic instruction. Trainees usually
spend five weeks in the program and receive a monthly salary. After being hired the
officers have access to a women's coordinator for addressing complaints involving
gender discrimination and a hostile work environment, and sexual harassment
counseling. LAPD has also partnered with staff at five local colleges who facilitate
workshops for applicants who may have questions about the department. To help
expedite the hiring process the entrance exam is given immediately following the
workshop.

Phoenix Police Department

The Phoenix, AZ Police Department’s recruiting website contains testimonials from
female employees presenting their personal experiences, the benefits of a law
enforcement career, and issues specific to women. The department also offers financial
incentives for rent and utilities for officers who voluntarily live in crime-free multi-housing
apartments.

Las Vegas Metropolitan Police Department

The Las Vegas, NV Metropolitan Police Department’s Hispanic recruitment council
(officers, business representatives, and community leaders) helps educate Hispanic
youth about potential law enforcement careers and prepares them for a possible career
at LVMPD. An internship program was established for current college students who are
approved by their school to obtain college credits by completing the required LVMPD
work hours and meeting any other requirements. Interns are assigned to various
department functions including missing persons, criminalistics, abuse and neglect,
property crimes, and patrol and their progress is monitored by the office of human
resources and may be periodically reported to the intern’s college.

San Francisco Police Department

The San Francisco, CA Police Department deploys a dedicated team of recruitment
officers that reaches out to specific demographic groups (African-American; Asian-
American; Latino; Gay, Lesbian, and Transgender).

® For example, information about benefits packages focusing on retirement and life insurance
might be emphasized for lateral transfers while information on tuition reimbursement and
promotional opportunities might be emphasized for new recruits.
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Ottawa Police Service

The Ottawa, ON Police Service launched an outreach recruitment program to help it
better reflect the more than 60 cultural communities it serves. Over a three month
period, community representatives, under an oath of secrecy, reviewed recruiting
questions, scoring, and practices for potential barriers to immigrants and, as a result, the
Service revised its recruitment, testing, and training practices. Marketing strategies for
attracting potential recruits were revamped and immigrant candidates are encouraged to
take an English as a Second Language course, sponsored by the Service, while also
preparing for other testing components. Since 2004, almost half the ESL course
graduates have applied to the Ottawa Police Service and/or the Ontario Provincial
Police.

Anne Arundel County Police Department

During a four-year period the Anne Arundel County, MD Police Department decided to
focus more on community-oriented events and expansive recruitment activities, resulting
in progressively better minority participation. The number of minority applicants
increased from 13 percent in 2011, to 17 percent in 2012, to 25 percentin 2013. In
addition African-Americans make up almost 10 percent of the department (from 7
percent two years ago), the department's first African-American deputy chief was
appointed, the first female African-American reached the rank of major, and a recent
academy class included 6 females (out of 18 graduates).

Bridgeport Police Department

The Bridgeport, CT police chief asked officers to submit the name of one minority and/or
woman with the potential to be hired as a police officer. In addition, the mayor and
police department staff are collaborating with the Guardians and Hispanic Officers
Society to better inform minority populations about career opportunities in the
department and holding wide ranging recruitment drives across the city, which include
visiting churches, attending parades, collaborating with local community organizations,
and attending concerts. In the latest 2015 hiring class 61 percent were minorities,
women, and city residents.

St. Louis Police Department

In 2014, the St. Louis, MO Police Department expanded its recruitment program (piloted
by the Black Police Officers Association) intended to increase diversity in the entire
public safety department (police, fire, corrections, and park rangers). Members of the
Ethical Society of Police recruited and mentored young black men and offered support
that included a 10-week class on the basics of police work and help with the police
application. The $50,000 program was funded from the city’s Proposition S public safety
fund. The expanded program was designed to fit in with police department recruiting
trips to the University of Arkansas-Pine BIluff (a historically black institution that draws a
large portion of its student population from the St. Louis area). As a result of the
expanded efforts minorities comprise 34 percent of the police department (they comprise
54 percent of the city’s population).
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Houston Police Department

In 2015, Houston, TX offered each cadet $2,500 within 30 days after starting the
academy and $2,500 upon graduation from the academy.

King County Sheriff’s Department

The King County, WA Sheriff's Department offered a week’s paid vacation for recruiting
a deputy who successfully completed the academy and field training program.

Austin Police Department

The Austin, TX Police Department grants a free day off to any officer who encourages
someone to apply if that person eventually starts the academy. Austin PD also
established a prior-use drug policy that revolves around the experimental versus the
habitual user. Rather than disqualifying an individual for prior drug use, the department
tries to distinguish between the person who has used marijuana or other drugs on
several occasions as opposed to a person who has regularly used drugs over an
extended period of time.

Lubbock Police Department

The Lubbock, TX Police Department reviews credit/financial issue cases on a case-by-
case basis (after this practice was put implemented, four applicants were able to provide
acceptable explanations and were not eliminated from the selection process) and is
willing to work with candidates before they apply (or after they’ve been denied) to tell
them what they need to do to improve their hiring chances. In several cases applicants
with credit issues were hired the second time around.

Charlotte-Mecklenburg Police Department

The Charlotte-Mecklenburg, NC Police Department entered into a formal partnership
agreement with the U.S. Army that allows the police department's recruiters to visit Army
bases to identify recruits, who do not need to apply through the normal process. A full-
time retired police captain travels to military bases throughout the eastern and southern
United States with applications and testing materials for prospective candidates. More
than 65 trips to military installations have been made to recruit and test potential
employees and more than 50 percent of all new CMPD employees are recruited through
this partnership. CMPD is a certified Veterans’ Administration Vocational Institute that
allows veterans to apply for benefits through the VA to augment their base salary while
in training.

Metropolitan Police Department Of The District Of Columbia
The Metropolitan Police Department widened its recruitment pool via the military

transition assistance program. Recruiting efforts have also been extended to qualified
family members of active duty military personnel.
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Detroit Police Department

The Detroit, Ml Police Department expanded its recruiting ambassador program to
involve community members. What was originally an internal initiative to provide officers
with the opportunity to identify potential candidates for the department became an
opportunity for community members to do the same. To encourage community
members to become ambassadors, the department conducts weekly informational
meetings with various groups and each ambassador is given referral cards so that the
department can track individual recruitment success. The department also holds a
recognition ceremony at the end of each recruiting cycle to identify the ambassadors
who have provided the department with the greatest number of successful recruits.

Sacramento Police Department

The Sacramento, CA’s police community recruiter program was established to identify
and train community members to become police recruiters. Community recruiters were
provided training in recruit testing, qualifications and the background check process, and
the academy. In addition, each community recruiter was assigned to a police
department recruiter who provided assistance with presentations, meetings, and helped
with the overall recruiting process.

What To Watch For When Recruiting A Diverse Workforce

The best practice review suggests the department should watch out for a number of
issues as it works to recruit a diverse workforce:

B Lowering standards in an effort to satisfy recruitment goals

B Recruiting that focuses on the “traditional” groups of people in the “traditional”
geographic locations

m Hiring hastily and not waiting for resuits of background, psychological, and polygraph
tests

B Failing to take steps to ensure candidates who join the department will be welcomed
and comfortable

RECRUITING EXPERIENCED OFFICERS

Various approaches have been implemented to recruit experienced officers.

San Francisco Police Department

San Francisco, CA Police Department’s lateral program is an abbreviated 8-week
academy (the regular academy is 32 weeks). A $5,000 signing bonus is given upon
completion of the field training program. Retirement reciprocity is available for transfers

from selected law enforcement agencies. In 2014 the department held two lateral
transfer academy classes resulting in the hire of approximately 40 officers.
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Lake Havasu City Police Department

The Lake Havasu City, AZ Police Department recently offered an expedited program for
former military police. Rather than going through the entire academy, the 8-week course
gives military officers the chance to use the training and experience they obtained in the
military to become certified law enforcement officers. The program is open to individuals
who have previously attended formal military law enforcement training and have also
performed qualifying military police related duties in excess of 2,080 hours. The
program allows candidates to earn 15 college semester hours towards an associate's
degree through the local community college.

Charlotte-Mecklenburg Police Department

The Charlotte-Mecklenburg, NC Police Department offers a lateral transfer program for
specially qualified applicants who are currently employed with a sworn government law
enforcement agency and have a minimum of two \years (no break in service) full-time
service, with their current agency. Non-sworn, part-time, and previous experience
(outside of current agency) is not considered. Non-qualifying experience (e.g., federal
law enforcement, corrections officer, probation officer, park ranger, security officer,
detention officer, jailer) as determined by the department, is not considered. Qualifying
departments must be comparable to CMPD in size and duties. (For instance, an agency
whose sole duty is to run a jail or serve warrants is not considered comparable to
CMPD.) The program has recently been extended to the Highway Patrol and State
troopers.

Los Angeles Police Department

The Los Angeles, CA Police Department offers two hiring tracks for lateral transfers. An
in-state lateral transfer is assigned to the academy for one to three weeks to complete
classes in administrative tasks, equipment issue, handgun refresher and qualification,
and decision-making. An out-of-state lateral transfer is hired as a recruit (at recruit pay)
and attends a training program at the academy for one to six weeks to complete the
lateral waiver testing process as well as classes in administrative tasks, equipment
issue, handgun refresher and qualification, and decision-making.

Seattle Police Department

In addition to its lateral entry program, the Seattle, WA Police Department has
implemented an exceptional entry candidate program for sworn officers, deputy sheriffs,
tribal officers, and state troopers who possess full police powers and duties and who
work full time for another police agency, but have worked there fewer than 24 of the last
36 months. Candidates must meet the minimum hiring standards for all police officers
but can skip the basic law enforcement academy and instead attend a much shorter
Washington State Criminal Justice Training Commission (CJTC) equivalency academy.
Individuals are evaluated on a case-by-case basis and the police department retains the
right to send a candidate to the CJTC basic law enforcement academy and reclassify the
candidate as an entry level police officer if it is determined that the candidate’s existing
training is not comparable. Beginning pay is comparable with previous years of service.

C-6



Mesa Police Department

Applicants for Mesa, AZ’s out-of-state |ateral program must have at least two years of
full-time experience as a peace officer in another state during the past three years, with
at least one year spent in patrol (not including training or administrative assignments).
Salary ranges are from 10 months to 4 years experience, 4 to 5 years experience, 5 to 6
years experience, 6 to 7 years experience, and more than 7 years of experience. After
probation, lateral officers may use 50 percent of their former police agency time towards
Mesa’s three-year patrol requirement and may use 50 percent of their former police
agency time towards the three-year requirement for specialty assignments.

Denver Police Department

Qualifications for applying to Denver, CO Police Department’s experienced officer
program are possession of a current Colorado Peace Officer Standards and Training
(POST) certification or state equivalent; not currently under internal affairs investigation
for any reason; current full-time employment as a state certified law enforcement officer
by a state, county, municipal police, or sheriffs department (or laid-off or retired within
the last 12 months from a full time, state certified law enforcement position and have
been in good standing at the time of lay-off or retirement); and a minimum of three years
of law enforcement experience performing calls-for-service or street duty patrol while
employed full-time. Experience that is not accepted includes deputy/officer employed in
a jail/prison setting; full service employment in a university setting; volunteer reserve
police officer; military police officer; District Attorney investigator; employment on a part-
time basis; or time spent in a training academy.

ENSURING UNBIASED POLICING PRACTICES AND POLICIES
Texas Police Chief’s Association

The Texas Police Chiefs Association’s best practices program has identified five key
recommendations for ensuring unbiased policies and practices:

m Make sure that practices and policies are founded on local, state, and federal
mandates, constitutional rights, and statutory authorities and that staff are trained
and understand the department’s legal obligations under these mandates (and the
penalties for failing to comply)

m Make sure that practices and policies are delineated for issues that may need to be
addressed when interacting with specific groups*

* For example five of the association’s sample policies include classifying, searching,
transporting, and housing transgender, intersex, and gender nonconforming individuals; stopping,
detaining, and arresting based on ethnicity, race, or gender; communicating with the deaf or hard
of hearing; protecting an emotionally or mentally unstable person from harming themselves,
others, or property, and assisting the developmentally disabled.
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B Make sure that the policy’s language is as strong and unambiguous as possible, for
instance “Officers are prohibited from engaging in bias-based profiling or stopping;”
“Investigative detentions, traffic stops, arrests, searches, and property seizures by
officers will be based on;” “Race/ethnicity can never be used as the sole basis for
probable cause or reasonable suspicion”

B Make sure the role of supervisors is well-defined®

B Make sure detailed records are kept and made available to stakeholders (e.g.
documentation on the number of traffic stops, resolution of citizen complaints, use of
force incidents by officer or geographic area)

Seattle Police Department

As a result of a July 2012 consent decree the Seattle, WA Police Department has
rewritten its policy relating to officer contacts with citizens and bias-free policing. The
revised policy includes several detailed subsections:

® “All Employees Share Responsibility for Preventing Bias-Based Policing” -
employees who have observed or are aware of others who have engaged in bias-
based policing shall specifically report such incidents to a supervisor

B “Employees Will Call a Supervisor in Response to Complaints” - if a person
complains of bias-based policing, the employee shall call a supervisor to the scene
to review the circumstances and determine an appropriate course of action

B “Employees Will Document All Allegations of Bias-Based Policing” = where there has
been a complaint of bias-based policing, the employee will complete a general
offense report to document the circumstances of the complaint and the steps that
were taken to resolve It

B “Disparate Impacts” - to identify and address issues of disparate impact (that is, long
term impacts of historical inequality and institutional bias that could result in
disproportionate enforcement), the department will use periodic analysis of data and
will consult as appropriate with neighborhood, business, and community groups, to
explore equally effective alternative practices that would result in less
disproportionate impacts

As part of its bias-free policing instructional model, Seattle officers completed a four-hour
interactive training program that incorporated:

B Materials from the fair and impartial policing training program developed by law
enforcement leaders, criminologists, social scientists, and community
representatives in partnership with the Department of Justice’s Community Oriented
Policing Services

’ For instance, identifying and correcting instances of bias in the work of their subordinates,
continually reinforcing the ethic of impartial enforcement of the laws, and ensuring that all
enforcement actions are duly documented per departmental policy.
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B Materials from the implicit bias task force of the American Bar Association’s section
of litigation

B E-learning materials on unconscious bias by the Association of American Medical
Colleges

B Washington State Criminal Justice Training Commission’s Listen and Explain with
Equity and Dignity principles (as a practical way for officers to understand and apply
the concept of justice based policing as well as reinforce and define the behaviors
and practices that make it “real” in the street)

B Training materials from the Seattle Office for Civil Rights
B Applied social science and legal research

In addition officers had the opportunity to discuss their specific citizen encounters and
community members had the opportunity to speak directly to the officers.

New Orleans Police Department

As a result of a 2012 consent decree the New Orleans, LA Police Department agreed to
assess all programs, initiatives, and activities to ensure that none are applied or
administered in a manner that discriminates. The assessment includes clear guidance
on prohibited conduct; misconduct complaints; use of force; motor vehicle and
pedestrian stops, and arrests; operation plans; deployment tactics; community concerns;
and after-action reports and other documentation.

Two bias-free policing training sessions were held with command staff and a separate
train the trainer session was also held. In addition all officers received — and will
continue to receive — four hours of annual training based on changes in the state or
federal law, or police department policy. The training includes policing practices,
methods, and strategies that rely on non-discriminatory factors; community perspectives;
constitutional and other legal requirements; instruction in the data collection protocols
(required by the consent decree); the impact of arbitrary classification; and stereotyping
and implicit bias. The department also agreed to incorporate bias-free policing into its
hiring, promotion, and performance assessment processes including giving significant
weight to an employee’s history of sustained bias-related violations.

Orange County Bias-Free Policing Coalition
To help mitigate racially biased policing the Orange County, NC's bias-free policing
coalition (which includes attorneys, advocates, and citizens) made numerous

recommendations to four law enforcement agencies within the county:

B |dentify existing policies that result in disproportionate policing and change these
policies to mitigate the impact of race

m  Adopt written policies explicitly prohibiting racial profiling

B Conduct periodic reviews of stop, search, and arrest data
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B Require mandatory use of written consent-to-search forms

B Prohibit vehicle stops and requests to search based solely on a subject’s
“nervousness,” “presence in a high crime neighborhood,” or “prior criminal record”

m Designate marijuana as a low law enforcement priority

B Mandate quarterly race reports to the council/commission

B Mandate racial equity training for all officers and deputies

B Increase citizen involvement in decision making

Things To Watch For To Help Ensure Unbiased Policing Practices And Policies

The best practice findings suggest several things to watch for when working to ensure
unbiased policing practices and policies:

B Implementing policies that use ambiguous language and that don't provide clear
guidance and instruction

B |Implementing well-intentioned policing practices that don’t produce constructive
results and that are not carefully monitored or revised

B Focusing only on the actions of officers on the street and not systemic solutions
(e.g., designing recruiting tools to screen out bigoted candidates, including cultural
sensitivity training on an ongoing basis)

B Improperly or narrowly interpreting data (e.g., not normalizing data to put it in
context)

ENSURING COMMUNITY PARTICIPATION

Successful community participation should be viewed as a partnership with a primary
goal being forging collaborative partnerships between the police department and various
segments of the community. The community needs to be invested in the process as well
as the outcomes as citizens are less likely to become involved if they feel they are just
attending a meeting to hear about crime statistics and what the department is doing
rather than a working session where they are active participants and have specific
responsibilities that contribute to the meeting’s success. The focus should be on what
community members can do to help the police, themselves, and each other; how they
can provide input on tangible solutions to neighborhood crime; and how to interact with
department staff on a regular basis. The department should also provide feedback
(statistical and anecdotal) on the successes of various initiatives that the community has
recommended, as stakeholders are more likely to remain involved when they see that
what they are doing is valued and making a difference.



Richmond Police Department

Richmond, VA established demographic-specific citizen academies (Asian, Hispanic,
faith-based) to foster collaboration not only with the police department but also within the
groups where there may be common concerns and perspectives. The department’'s
community, youth, and intervention services unit focuses on improving the quality of life
in targeted neighborhoods by using Crime Prevention through Environmental Design
(CPTED), surveys to promote prevention, and creative methods such as tailored,
interactive mock scenarios. The Clergy for a Safe Neighborhood develops crime
reduction strategies and strategies to respond to crisis situations in conjunction with the
city’s faith-based organizations.

Seattle Police Department

In Seattle, WA police officer liaisons (and one designated command staff) are assigned
to citizen demographic advisory councils to educate the community, break down
negative perceptions, collaboratively identify and recommend solutions to problems, and
respond to crisis situations in their respective precincts.

Las Vegas Metropolitan Police Department

The Las Vegas, NV Police Department has established a Hispanic-American resource
team through which community members and officers partner on multicultural advisory
councils.

Metropolitan Police Department Of The District Of Columbia

Washington, DC’s Partnership for Probiem-Solving provides problem-solving training for
officers, community volunteers, and non-profit representatives as a cohesive group; the
language access program provides assistance to citizens with limited English
proficiency; and the gay and lesbian liaison unit is staffed by openly gay and lesbian
department employees who serve as community mentors and peer counselors, provide
training and education to members of the community and the police department, and
provide 24-hour investigative support and assistance.

Phoenix Police Department

The Phoenix, AZ Police Department’'s community response squad’s primary
responsibility is to maintain an on-going working relationship with the city’s diverse
communities by facilitating citizen advisory boards. Each advisory board (African-
American, Arab, cross-disability, faith-based, refugee, Jewish, Muslim, Asian, LGBT, and
Hispanic) has an assigned liaison and it is the responsibility of board members to
encourage community participation and to act as a conduit of information.

Lincoln Police Department

The Lincoln, NE Police Department collaboratively involves citizens in its operations
through a variety of means:



B Area commanders meet routinely with members of the public to solicit input and
feedback and to collaborate on planning crime prevention initiatives

B Each patrol team captain is assigned a citizen advisory council to facilitate
communication between the team members and the community, and to assist the
team in its decision making such as establishing priorities and devising strategies

B Many internal committees include public participation and policy decisions typically
involve opportunities for input from citizens

®m Promotional boards include citizens

B The department accepts and encourages citizens to review and comment on its
performance

Chicago Police Department

The Chicago, IL Police Department’s beat community meetings are hosted by the
department and conducted by a resident beat facilitator (a designated community leader)
and a beat officer. The meetings, which are held at least quarterly, give beat residents
and the police opportunities to exchange information about conditions in the
neighborhood; develop strategies to combat problems; and provide an opportunity for
the police and the community to get to interact positively. Beat community meetings
include community stakeholders; residents; business owners; representatives from local
schools, churches, and neighborhood organizations; officers representing all three
watches; and a patrol sergeant.

Every beat community meeting follows an agenda that covers:

B Welcoming and introducing participants

B Feedback on progress made since the last meeting

® Discussion on whether the current probiem-solving strategies seem to be working,
whether they need to be modified, or whether the problem seems to have been
sufficiently reduced or eliminated to justify moving on to new problems

B Discussion of current crime conditions and new problems and determining whether
any newly identified problem is significant enough to be added to the beat plan
(which is a form used by the team to keep track of problem-solving activities)

B Development of strategies and coordination of responsibilities

B Schedule of working groups for ongoing problem solving

® Next meeting date, time, and place



Things To Watch For When Trying To Ensure Community Participation

The department should watch out for a number of things when working to ensuring
productive community participation:

B Having meetings just for the sake of meeting
B Not using citizen feedback to understand and address why participation is lax

B Scheduling random, ad hoc meetings that focus on single issues rather than issues
that are part of a comprehensive plan

® Not publicizing and educating the community on programs and initiatives
USING PUBLIC SURVEILLANCE SYSTEMS (CLOSED CIRCUIT TV)

Several factors need to be considered before installing public surveiilance
systems/CCTVs:

B Expected outcomes need to be reasonable and clearly defined

B The use of public surveillance systems may not be viewed as successful if the focus
is only to prevent crime and not also to solve crime

B Cameras should be strategically placed, flexible, and easy to re-locate
m Cameras should be placed to cover small, well-defined areas

® Cameras should minimally overlap with other cameras (e.g., from convenience
stores or gas stations)

B Cameras should be moved to other locations based on analysis and need
B Pictures need to be of good-quality

B Staff need to be well-trained in preparing tapes as evidence in court, comparing
enhanced video images with the original image, highlighting subjects for maximum
focus and visibility, and surveying crime scenes to identify additional video sources

B Cameras should be integrated, if possible, with other department technology, e.g.,
inmate monitoring

Chicago Police Department

In Chicago, IL surveillance cameras are monitored by office of emergency management
communications operators. If a call-for-service is received within a designated camera
matrix area, operators can instantly view the image for real-time criminal activity and
officers are dispatched immediately. Cameras (which are small and light-weight for
quick and flexible mobility, have zoom and night vision capability, and can rotate 360
degrees) are also monitored for suspicious activity and officers may be dispatched to the
scene to prevent incidents from occurring. A 2012 study revealed an average monthly
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reduction of 33 drug-related crimes, 3 robberies, and 6 violent crimes in the 6 to 11
months after camera installation in an area of the city being evaluated. (A second area of
the city showed a much smaller reduction in crime although this area had fewer cameras
and only a few were monitored in real time.) Cameras are also being linked into a single
network to the schools, fire department, and the department of transportation. Cameras
were already installed at the city auto pound to reduce crimes relating to the safety of
employees and citizens retrieving their vehicles.

Cincinnati Police Department

In Cincinnati, OH cameras are placed in crime hot spots, the business district, and
targeted residential neighborhoods. Trained community volunteers assist police officers
in monitoring the cameras and camera monitors immediately broadcast violent or
serious activity over the radio and suspicious activity is reported to the department’s
communications section for dispatch. Tapes are recorded over the Internet and stored
for 90 days.

Baltimore Police Department

Baltimore, MD installed cameras in its downtown area and in select neighborhoods
identified as high-crime areas. The cameras are monitored around-the-clock by a team
of trained retired police officers who are located at a centralized monitoring facility. In
addition officers use the cameras for special events, routine patrol activities, and
undercover investigations. In one area there was a 15 percent decrease in all
aggregated crime following camera installation and in the second area total crime
declined by nearly 35 percent. In the third area, however, there was no statistically
significant reduction in crime.

Metropolitan Police Department of the District of Columbia

The Washington, DC CCTYV initiative was expanded (from downtown, major events, and
use during periods of heightened alerts) to include select neighborhoods based on calls-
for-service data, recommendations from neighborhood groups, and hot spots data.
Comprehensive policies and procedures are in place and the office of professional
responsibility conducts quarterly audits to ensure compliance. Cameras are monitored
in real-time only if criminal activity is reported in the area and are linked to video feeds
from department of transportation traffic cameras. Tapes are kept for 10 days unless
needed for evidence or training. To address privacy and profiling issues, cameras do
not have face recognition or audio capabilities and individuals are not tracked.

The results of a four-year study revealed that cameras alone did not appear to have an
impact on crime, as the declines in the test areas were basically the same as in the non-
camera comparison areas. Rather than focusing on crime reduction, camera videos are
being used more successfully to investigate crimes (e.g., showing a suspect's getaway
or disproving an alibi).

Things To Watch For When Using Public Surveillance Systems

When considering public surveillance systems a number of factors should be
considered:
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B Infringing on citizens’ first amendment rights

B Not informing the community about the expected benefits of CCTVs and providing
assurance that the cameras will not be used for racial profiling or to target specific
groups or individuals or for purposes of “mission creep”®

B Measuring success in limited terms (cameras may be used to increase perceptions
of safety among citizens; enhance criminal justice system efficiency by alerting police
of crimes and potentially dangerous situations as they occur; document criminal
activity and identify perpetrators and witnesses; aid in investigations and
prosecutions; increase police and prosecutorial efficiency; and benefit crime victims
whose cases are able to be closed through the use of video evidence)’

B Crime displacement — data should be carefully tracked and cameras relocated if
camera effectiveness lessens

B Not measuring the full cost of the cameras against the crime reduction/prevention
. 8
savings

USING KIOSKS TO REPORT AND COMBAT CRIME

As a way of providing an additional level of service to the community, jurisdictions have
installed public access, multimedia kiosks.

Marion County Sheriff’s Department

In 2014 Marion County, FL made it easier for citizens to recognize people being sought
by the police by installing video kiosks that display suspect photographs, information,
and alerts. The kiosks are hooked up to computers in the sheriff's department and crime
analysts upload information instantly. The kiosks cost about $3,000 each (including
upkeep costs for data and licensing charges) and are located in high-traffic businesses
such as fast-food restaurants and convenience stores. In addition, the county’s six Wal-
Mart stores have two kiosks each.

According to a 2015 press release, of the 288 wanted subjects who have appeared on
the kiosks since they were first installed, 162 (56 percent) of these subjects have been
taken into custody and approximately 94 percent of the featured missing persons,

including missing children and missing or endangered adults, were eventually located.

® "Mission creep” is a term used to signify that as cameras become more ubiquitous, government
agencies will be able to use this data to keep tabs on where everybody is all the time.

" Evaluating the Use of Public Surveillance Cameras, Washington D.C. Urban Institute, 2011.

8 Camera costs include initial costs (purchase, installation, system set-up, training) as well as
recurring costs (maintenance, repairs, and staff salaries). Crime prevention savings are those
expenditures that are not incurred if a crime is prevented (e.g., reductions in the use of law
enforcement, court, and corrections resources used to investigate, prosecute, and supervise
offenders whose crimes were prevented).
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Escambia County Sheriff’'s Office

In 2015 the Escambia County, FL Sheriff's Office installed seven kiosks around the
county including the Sheriff's Office administration building, the courthouse, and several
local businesses. The kiosks are used to highlight violent or repeat offenders and in
some cases tips have come in within minutes of uploading the fugitive's images. Since
the program started overall tips have increased by 60 percent and at one point resulted
in 10 captures within a two-week period.

Kissimmee Police Department

The Kissimmee, FL Police Department continually moves its kiosks around the city when
they spot a trend. For instance, after a recent rash of drop-box burglaries, the kiosks
were moved to apartment communities. Money seized from criminal activity helped pay
for the machines.

Santa Rosa County Sheriff’s Office

Earlier this year the Santa Rosa County, FL Sheriff's Office installed three kiosks in
community gathering places throughout the county. Each kiosk can show localized data
(e.g., jurisdiction-specific information) and information can be shared between locations
or agencies. The machines have a quick response barcode that citizens can scan to
send a tip directly to Crime Stoppers and are paid for from crime-prevention funds (e.g.
courthouse fines). The county is also asking citizens to become kiosk sponsors.

La Habra Police Department

The La Habra, CA Police Department offers on-line reporting during business hours via
a kiosk located in the department's front lobby that can be used for reporting: crimes
where no suspect information is known and the offense occurred within the city’s
boundaries; annoying phone calls; identity theft; lost property; thefts; unlawful use of a
credit card; vandalism; and vehicle tampering.

Shawnee Police Department

To make it easier for citizens to obtain services, the Shawnee, KS Police Department
has installed an “E-Desk” kiosk that is available to citizens 24 hours a day, 7 days a
week. The kiosk is located in the lobby of the justice center and gives residents the
ability to access a wide variety of services, including: requesting a police record or
property watch; providing a tip on a crime; completing an on-line police report; paying a
traffic citation; and obtaining various police forms.
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USING AUTOMATED LICENSE PLATE READERS (ALPRs) TO SUPPORT CRIME
REDUCTION INITIATIVES

According to a 2014 study by the Rand Corporation,® ALPRs are being used to recover
stolen cars and stolen license plates; apprehend fugitives; locate vehicles observed at
crime scenes; monitor known criminals; monitor gang members; “boot” parking
scofflaws; identify out-of-state vehicles that need to be registered locally; identify people
on federal terrorism watch lists; find missing persons; and solve hit-and-run accidents.

Tiburon Police Department

Tiburon, CA started using ALPR technology to help combat the number of crimes being
perpetuated by non-town residents and saw a 34 percent reduction in one year (about
which 60 percent was credited to the ALPRs). The cameras, which are mounted on the
town's entry and exit points, record the vehicle’s license plate, cross references it
against a police department database hot list of wanted vehicles, stolen cars, and
criminal suspects, and when there's a match sends an automated alert directly to
officers' in-car computers. An alert is also sent to the Sheriffs communications center
staff who dispatch a patrol car to "tail" the identified car. Data is deleted after 30 days.

Ocean City Police Department

Believing it can help halt some of the drugs coming in to Maryland’s Eastern Shore,
Ocean City, MD uses ALPR units to check the license plates of cars coming into the city,
primarily from Delaware. The information, which is collected from mobile LPR fixed units
and units mounted in patrol cars, is put into a statewide database that matches plate
numbers against information on wanted persons, protection orders, missing persons,
gang members, and known or suspected terrorists.

Redlands Police Department

Redlands, CA uses ALPR technology to identify stolen or wanted vehicles and stolen

license plates; locate missing persons; gather information related to active warrants; to

recover stolen property; and for suspect interdiction.

To help ensure appropriate use a recently revised ALPR policy includes:

B The title of the current designee overseeing ALPR operations

W A description of the job title or other designation of the police department members
and independent contractors who are authorized to use or access the system or to
collect information

B Training requirements for authorized users

® A description of how the system will be monitored to ensure security of the
information and compliance with applicable privacy laws

® License Plate Readers for Law Enforcement, Opportunities and Obstacles, 2014.
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B Procedures for system operators to maintain records of access in compliance with
civil codes

B Data retention and destruction

B Ensuring the policy and related procedures are conspicuously posted on the
department’s website

Tennessee Highway Patrol

The Tennessee Highway Patrol uses ALPRs to scan passing and parked cars and
sends an alert only if the license plate is flagged (that is, if it is in a database of vehicles
wanted for a specific reason. If the plate is not in one of the databases, the officer never
sees it.) A camera also takes a color picture of the vehicle so if an alert is received it's
known which vehicle the plate was attached to (eliminating the problem of a stolen plate
not being attached to the correct car).

Monrovia Police Department

In Monrovia, CA ALPRs scan license plate numbers of vehicles passing patroi cars and
cars patrol vehicles pass and signals an alert if a stolen vehicle or one wanted in regard
to an ongoing investigation is identified.

Sugar Land Police Department

As part of its expanded crime prevention camera project, Sugar Land, TX uses a
network of license plate recognition cameras tied in to its surveillance camera locations.
The cameras (installed in patrol vehicles, entrances and exits to the city, and public
parks) scan and capture images of license plates stored in a searchable databank that
notifies officers of stolen vehicles, A amber alerts, and wanted felons. With the
exception of emergency situations or special circumstances, there is no live monitoring
of the system. Camera records are retained for 30 days unless they are part of a
criminal investigation. In addition the department is in the process of compiling a report
for the city council that will detail how the readers have been used to capture suspects
and solve crimes.

New York City Police Department

As part of its domain awareness system, the NYPD combines its ALPRs with feeds from
surveillance cameras, 911 calls, gunshot and radiation detectors, and criminal
databases. In addition the department has a contract with a private vendor that expands
the department’s reach by providing access to real-time and historical license plate
records from around the country. The database (which is populated by privately
operated license plate readers installed in strip malls, apartment complexes, on
residential streets, and in office parks) and scanners mounted to scout vehicles, gives
the NYPD the capability to monitor someone's movements from an area in New York to
the west coast.

To help address issues of privacy and constitutional rights the contractor cannot see

NYPD's side of the database and does not have knowledge of how the information is
used. In addition, NYPD management can create custom permissions so that patrol
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officers can only look at recent data, while homicide detectives on cold cases can look
much further back in time.

Things To Watch For When Using Automated License Plate Readers To Support
Crime Reduction Initiatives

A number of factors should be considered when considering using automated license
plate readers:

B Not developing and enforcing effective policies

B Making sure ALPR policies' include: definition of strategic objectives: training
requirements; deployment options; operating procedures; hot list management;
proper use and maintenance of the technology; and data collection, retention,
sharing, and access to information

B The system causing a big information overload for officers because data can cause
an excessive hit rate

B Limited storage space for information
®m Developing non-specific memoranda of understanding between agencies"’
B Using the information in ways for which it is not intended or specified'

B The inability of vendors to maintain technology (i.e., readers get worn out and cannot
be repaired)"

B Mistaking efficiency (how quickly and accurately the system scans, reads, and
matches plates) for effectiveness (does the system lead to greater crime deterrence,
detection, and prevention)

'% International Association of the Chiefs of Police, Automated License Plate Recognition
Systems, Policy and Operational Guidance For Law Enforcement, 2012.

" The more information that is shared within a region the more effective the system will be.
Suspect vehicles can be more easily tracked when each agency within a region has access to the
entire region’s databases.

2 For example, using the “stakeout” feature to learn who was at a political rally, or an abortion
clinic, or a gay-friendly bar or using the “predictive analysis” feature to learn that a person is likely
to be near a mosque at prayer time or away from home during certain hours of the day.

** For instance, Houston, TX experienced a significant drop in ALPR activity (from 2,916 activities
in 2011 to 759 in 201 to 248 in 2013) directly related to the inoperability of 20 ALPR cameras and
the inability of vendors to repair them.



IMPLEMENTING DATA-DRIVEN APPROACHES TO CRIME AND TRAFFIC SAFETY
(DDACTS)"™ STRATEGIES

The National Highway Traffic Safety Administration has identified four primary ways to
implement DDACTS strategies:

Saturation patrol. Saturation patrol squads conduct enforcement in a targeted area
to gain voluntary compliance of traffic laws and create general deterrence to prevent
traffic violations. The increased enforcement must be visible to the public (i.e., they
need to see officers making traffic stops). One approach is stopping vehicles, or a
specific sequence of vehicles (e.g., every fifth vehicle), at a predetermined fixed
location to detect drivers who are alcohol impaired.

Wave. Wave refers to increased enforcement of a specific traffic violation in a
targeted location for a short period of time that occurs periodically. Waves can be
conducted several times a month for a few hours, immediately after rush hour when
motorists are attempting to make up lost time due to traffic congestion on weekends
in one month, etc.

Integrated enforcement . High visibility strategies and elements are incorporated
into everyday enforcement. This approach lets the public know that traffic
enforcement is an agency priority and also assists in reducing other crimes.

Multi-jurisdictional. This approach combines one agency’s resources and efforts
with those of neighboring jurisdictions and “non-traditional” agencies (e.g., park
police, campus police, Alcohol Beverage Control officers, game wardens). This
approach should be highly visible, well-coordinated, and accompanied with publicity
which in turn creates general deterrence because it increases the risk (or perceived
risk) that drivers will be caught.

Lansing Police Department

Using a year's worth of crime data and traffic analysis, Lansing, M| established a
DDACTS zone that focused on reducing crimes of sexual assauit, robbery, aggravated

assault, arson, burglary, larceny, motor vehicle theft, and damage to property. Crime

analysts produce hourly reports showing the highest crash/crime density and teams from

various shifts are directed to the DDACTS area accordingly. A variety of enforcement
tactics are utilized ranging from radar, LIDAR, license plate readers, bike patrols, and
community police officer deployments. Police department staff coordinate with the city’s
transportation and traffic engineering department to solve crash problems related to
traffic light configuration, “Alert” signs, and pavement markings.

' DDACTS is an approach that is designed to make more efficient use of scarce police resources

to reduce crime and traffic collisions by identifying when and where crime and traffic incidents
occur, and then responding with high-visibility saturation patrols (DDACTS Evaluability
Assessment: Final Report, Department of Justice, August 2014).
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Evesham Police Department

Using geomapping to identify areas that have high incidences of burglaries, shoplifting,
DWiIs, and vehicle crashes, Evesham, NJ's DDACTS enforcement strategy is to deploy
additional officers in the targeted zone during specific hours of the day. To record the
traffic enforcement activities in the DDACTS area, officers working in the area use an
activity log to capture traffic stops, investigative stops, arrests, contact cards issued,
reports made, citations issued, warnings issued, and other activities. The data from the
logs are routinely reviewed by the DDACTS operations sergeant, entered into a
DDACTS Access or Excel activity database, and summarized on a monthly basis.

During Phase | (March 2012 to March 2013) there was a 50 percent decrease in
burglaries, 40 percent decrease in shoplifting, 21 percent increase in DWI arrests, and
48 percent decrease in motor vehicles accidents. During Phase Il (March 2013 to 2014)
there was a 9 percent decrease in burglaries, 15 percent decrease in shoplifting, 12
percent increase in DWIs, and 2 percent decrease in motor vehicle accidents.

Analysis comparing 2014 traffic and crime data to a five-year (2008 to 2013) average
showed a 51.9 percent decrease in burglaries, a 65.2 percent increase in DWI stops,
and a 54.5 decrease in motor vehicle accidents. (Shoplifting increased by 11.6 percent
however the DDACTS zone experienced a significant growth in businesses and
commerce in 2013-2014). In addition, there had been an average of 603 crashes over
those five years in the DDACTS zone that was reduced to 437. In 2015 there were zero
traffic fatalities in the DDACTS zone.

Shawnee Police Department

Shawnee KS’s DDACTS approach targets strategic crime hot spots and strategic
hazardous driving hot spots. The specific area was identified as the area where a
DDACTS operational approach could have the greatest impact and most positive
outcome because it represented an overall disproportionate volume of “stranger” crime
and crashes based on size and population. Traffic unit officers spend one hour per shift
in the DDACTS area during the targeted times conducting high visibility enforcement.
District patrol officers either self-direct or are assigned to the DDACTS area by their
supervisor.

After the initiative’s first year auto thefts decreased 61 percent inside the DDACTS zone
(24 percent outside the zone); collisions with injuries decreased by 37 percent (19
percent outside the zone); all collisions decreased by 21 percent (1 percent outside the
zone); and robberies decreased by 31 percent (25 percent outside the zone). After three
years, total auto thefts were down 40.3 percent; collisions with injuries were down 24.4
percent; all collisions were down 24.2 percent; and robberies were down 70.4 percent.

Mesa Police Department
Mesa, AZ developed a DDACTS model that was supportive of both its traffic safety and
crime reduction initiatives. Through the application of the model, the department's traffic

section was able to identify crime and traffic problem areas in each of the four patrol
divisions. Traffic staff then worked with staff in each of the patrol divisions to develop an

C-21



approach that increased visibility in the problem areas with motor officers during
specified periods of each day. There was also an iteration that involved separate zones
for different seasons of the year.

After six months in one of the targeted areas, total collisions decreased by 10 percent
from the three-year average in the DDACTS area (increased 1 percent outside the area);
injury collisions decreased by 5 percent from the three-year average in the DDACTS
area (increased by 3 percent outside the area); and total crimes decreased by 17
percent from the three-year average in the DDACTS area (10 percent outside the area).
Over the same period, traffic/subject stops decreased by 11 percent inside the area
(increased by 1 percent outside the area) and arrests decreased by 8 percent inside the
area (decreased by 9 percent outside the area).

Because one of the biggest challenges was convincing the patrol divisions to buy into a
traffic-focused program, every shift dedicates two patrol officers to the DDACTS zone for
an hour of their shift. During this time, officers do not receive calls-for-service and they
are responsible for being visible in the zone and hotspot areas, as well as being
responsible for making stops. Officers indicate DDACTS duty in a database (by marking
DZ - discretionary zone), and all citations and stops during the time period can be linked
to DDACTS.

Norman Police Department

Norman, OK's strategy incorporates a four-pronged approach:

W Extensive visibility enforcement in two high incident crime and crash areas
B Facebook and Twitter engagement

B Press releases

m Citizen education

Officers are deployed based on a five-year traffic data overview and a traffic overview for
the previous 90 days. The focus is on the specific violations shown to be the biggest
contributing factors to injury accidents such as following too closely, failure to yield,
inattentive driving, failure to wear a seatbelt, and failure to obey traffic signals.
Compared to a five-year average (2009 to 2013) the results have been mixed: motor
vehicle thefts increased 16.7 percent; vehicle fatalities increased 20.0 percent; larcenies
from motor vehicles decreased 5.7 percent; injuries from collisions decreased 2.2
percent; collisions/non-injuries decreased by 3.7 percent. From 2013 to 2014 fatalities
increased 14.3 percent; larcenies from motor vehicles decreased 1.2 percent; motor
vehicle thefts decreased 6.1 percent; injuries from collisions decreased 13.6 percent;
and collisions/non-injuries decreased 11.1 percent.
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Things To Watch For When Implementing Data-Driven Approaches To Crime And
Traffic Safety Strategies

Three factors should be kept in mind when implementing data-driven approaches to
reducing crime and improving traffic safety:

B Not using data analysis to adjust operations, hot spot locations, and resource
allocation

B Not using data analysis to distinguish causation factors for each type of incident
being targeted

B Focusing on activities (such as the number of speeding tickets written in an area)
rather than on outcomes (such as the reduction of speeding in an area)

USING DATA TO ENHANCE PERFORMANCE

According to a 2013 study conducted as part of IBM’s Center for the Business of
Government improving performance series'® data can be leveraged to enhance police
performance in two primary ways:

B Predictive data. Use of predictive data encompasses prevention strategies intended
to minimize the risk factors associated with criminal behavior (e.g., programs often
housed in schools and community centers); criminal justice strategies (e.g., strategies
that address known offenders, juvenile correctional facilities, and prison rehabilitation
aimed to prevent convicted criminals from offending again); and law enforcement
strategies (e.g., strategies that focus on decreasing the probability that crime occurs
in a particular area by reducing the opportunity for criminal acts and increasing the
risk of arrest). Predictive data identifies patterns and generates recommendations
about where crimes are likely to occur.

B Non-predictive data. Use of non-predictive data encompasses strategies primarily
used to solve and better understand crime (e.g., geographic profiling used to identify
bases of criminal operations or to estimate the probable residence of a serial
offender). A journey-to-crime model derives these estimates using the locations and
times of criminal incidents and can also account for commonly observed
characteristics, such as a buffer zone around a criminal’'s residence or the distance
typically traveled to commit a crime.

In addition to compilation and analysis, the data needs to be appropriately linked to key
performance indicators, including public satisfaction (measured by the percentage of
satisfied residents, percent reduction in complaints against police personnel, and overall
criminal offence clearance rate), internal operations (measured by average response
time, case solving success ratio, and percent decrease in service calls) and crime
reduction (measured by reductions in crime against persons, crime against property, and
youth involved in crimes).

'S preventing Crime with Data and Analytics, 2013.
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Baltimore Police Department

Baltimore, MD'’s CitiStat program was designed to mobilize city agencies to produce
specific results by using data to analyze past performance, set new performance
objectives, and examine overall performance strategies. The police department reports
(PoliceStat) typically include information on administrative responsibilities and
accountability, crime trends, and operational initiatives. In addition, PoliceStat meetings
are complemented by the police department’s weekly internal CompStat meetings,
where data review and analyses are used to monitor the performance of district
command staff as a way to hold them accountable for the level of crime in their areas.
Because a primary approach to enhance performance is to ensure that all components
(e.g. violent repeat offender program, district detective investigations, special
enforcement unit, homicide section) are working as envisioned, that each is doing its job,
and that the work is continuously coordinated, the department strengthened its
CompStat process for managing performance by convening meetings to review crime
data from the previous day and determining immediate steps to take to address evolving
patterns. These meetings focus on timely and accurate information or intelligence, rapid
deployment of resources, effective tactics, and relentless follow-up.

Los Angeles Police Department

Los Angeles, CA Police Department'’s ceasefire intervention strategy focused on
reducing violent crimes (homicides, attempted homicides, robberies, assaults, and
kidnappings) by using data-driven research to identify the specific violent crimes that
would be addressed and ensuring that resources were available to design and
implement solutions. After analyzing the data it was determined that the best approach
was to increase patrols in the targeted reporting districts, deploy police officers from
specialized units (metro, SWAT, operations central bureau’s special enforcement, and
traffic) to the areas, and deploy two officers on horseback each weekend for a two-
month period.

During the intervention period violent crime decreased by 28 percent in the targeted high
crime neighborhood and continued to decrease (by 37 percent) after the intervention
period.

Milwaukee Police Department

The Milwaukee, WI Police Department implemented Safe Streets to reduce homicides
and shootings through continual assessment, reduce violence and gang crime through
enhanced intelligence-led policing, and enhance public safety through hot-spot
enforcement. To accomplish its goals the department adapted an intelligence-led
policing model focused on information collection, analysis, and dissemination. Gang-
related “take downs” resulted in 50-plus gang members being federally indicted and a
major reduction in crime (including a 60 percent drop in murders of young African-
American males).

Toledo Police Department
Toledo, OH PD uses a data driven policing model as a way to make informed decisions

and as a predictive tool to pinpoint where and how crimes will occur. The constant flow
of data is pulled from (or comes in from) several sources (e.g., CrimeStat, hot spot
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maps, crime reports, automated license plate readers, cameras) and is analyzed and
interpreted, before being disseminated back out to the various units responsible for the
specific areas. Immediate action is taken in a manner that allocates resources efficiently
and enhances the performance of police patrols. Effective strategies and tactics are
then developed to identify and disrupt criminal activity; address chronic problem areas;
improve safety and quality of life issues; assist in the prosecution and conviction of
offenders; and optimize performance, internal operations, and personnel allocations.

Portland Police Bureau

To assist the Portland, OR Police Bureau in making better use of its data-driven and
analytic efforts, the bureau of justice made a series of recommendations:

B |Improve the workflow and processes to help handle the increase in demand for crime
analysis

B Focus on the bureau as a whole by creating products and tools that help more
officers in the field on a regular basis rather than just assisting a handful of officers
and units

m  Market the benefits of crime analysis to all department personnel

B Produce a list of accessible crime analysis data so all personnel are aware of what
information is at their disposal and how it can be used to enhance performance

8 Educate officers in all units about analysis and provide training on the available
statistical and mapping tools they can use

B Automate processes that extract data to compile statistics and generate maps and
reports

B Provide training for crime analysts so that all are proficient in using the bureau’s
analysis tools, techniques, and applied crime theory concepts and to help ensure a
consistency in the quality of analysis

Things To Watch For Using Data To Enhance Performance

To be used to its fullest effect data must be:

B Accurate, meaningful, and used to meet specific performance goals (if agencies want
improved effectiveness and efficiency they need to manage performance, and to do
so, they have to measure it)

B Broad (e.g., understand why violence is occurring, who it is affecting, what influences
can be brought to bear) as well as narrow (e.g., location of crime by time of day, day

of week)

m Collected, analyzed, and shared on a regular basis (e.g., daily or, at a minimum,
weekly)
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FUNDING VEHICLE REPLACEMENT
Killeen Police Department

Killeen, TX is creating a fleet replacement fund program where city departments will
make monthly payments into the fund based on the depreciable value of each of its
vehicles. To initially establish the funding program, the city will transfer $1 million from a
certificate of obligations, $3 million from solid waste, and $3.5 million from water and
sewer. The program will help ensure that adequate funds are available to purchase
vehicles; to stabilize budgeting for major purchases; to provide a systematic, citywide
approach to procure and dispose of vehicles, and to provide sufficient cash flow for
annual vehicle purchases.

Fairfax County Government

In Fairfax County, VA to ensure the availability of future funds for a regular replacement
program county departments make fixed annual payments into a vehicle and equipment
replacement fund. The reserve funds accumulate over the life of the vehicle in order to
pay for its replacement when the vehicle meets replacement criteria. Before a vehicle is
replaced it must meet both the age and mileage criteria for that vehicle type (for police
sedans 8 years/85,000 miles) or it must be shown that the vehicle is uneconomical to
repair. Without the vehicle replacement program individual departments would have to
include funds for vehicle replacements within their annual operating budget to coincide
with their need for vehicle replacements.

Payson Police Department

In 2011, the Payson, UT Police Department obtained 18 new vehicles through a lease
agreement with a local car dealer. The lease was for five years and each year money
from the city’s budget set aside for the police department goes to pay the lease.
Because the lease also had a two-year option, the department has the options to start a
new lease for new vehicles, purchase vehicles outright, or purchase some vehicles and
lease some, which eliminates having a fleet of vehicles that get worn out and need to be
replaced at the same time. The lease agreement provides for the maintenance on the
vehicles, and because all of the vehicles are still under warranty the majority of the
expenses are covered.

Twinsburg Police Department

In Twinsburg, OH police vehicles are typically leased for three years before being
purchased by the city and rotated out for new ones. The lease includes the necessary
modifications and upgrades to ready the vehicles for duty, including decals, electronic
equipment, and cages.

Redwood City Government

Redwood City, CA’s equipment services division maintains a fleet replacement fund that
operates on a break-even basis, using the revenue generated by the fund to finance its
operations. On a monthly basis, each city department pays “rent” through the use of an
internal service charge-back system that covers the cost of maintenance, fuel, and
replacement of each of the department’s vehicles. By amortizing the capital and
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maintenance costs over a vehicle’s useful life, the system allows a smoothing effect on
departmental budgets instead of random spikes due to unplanned expenditures, and
reduces the likelihood that critical vehicle replacement purchases will be deferred to
avoid paying the full cost in a single year. In contrast, under a cash financing approach
where vehicles are purchased in a single year, users often see little benefit in disposing
of aging vehicles that have high maintenance costs because they view the purchase
price of these vehicles, paid in full at acquisition, as a sunk cost.

By eliminating most, if not all of the year-to-year volatility associated with funding fleet
replacement expenditures, the replacement fund increases the likelihood that sufficient
funding will be available to replace vehicles before their maintenance costs exceed their
residual value. In addition, because it takes three months, on average, to prepare a
patrol vehicle for service, in case multiple vehicles are damaged simultaneously, or if a
manufacturer recall affects existing patrol vehicles the equipment services division
maintains an inventory of new patrol vehicles based on the number that are between 3
and 4 years old. Vehicles between 3 and 4 years of age typically have increased
maintenance requirements; therefore the same number of vehicles is normally kept in
the inventory. Although depreciation affects those vehicles stored in inventory, the need
to have new, fully outfitted police patrol vehicles ready to go without delay for use in the
field is the reason for maintaining the inventory.

RESPONSE TO SECURITY ALARMS

The University of Albany’s (New York) Center for Problem-Oriented Policing has
identified three primary strategies for addressing the cost and manpower challenges
associated with responding to security alarms:

B Requiring alarm companies to verify alarm legitimacy before calling the police
(“verified response”). Under this approach, alarm monitoring companies must
verify the legitimacy of alarms (except holdup, duress, and panic alarms) before
calling the police. Verified response typically involves visual on-scene verification of
a break-in (usually conducted by private security personnel who travel to the location,
assess the situation, and if necessary, contact police). Verification may also be
established by remote video surveillance or audio intrusion detection technology.

B Charging a fee for service for all false holdup, duress, and panic alarms. When
this type of alarm is personally activated, gaining additional verification before
dispatching a police officer is unrealistic. Even though most of these calls are likely
to be valid some will be false. Charging a fee for response to false calls will ensure
the police do not have to absorb the cost of false calls and will encourage residents
and businesses to ensure these calls are legitimate.

B Responding to holdup, duress, and panic alarms only if they come from a
building. This approach is intended to stem the use of mobile personal alarms. The
use of mobile alarms (handheld, worn on clothing, in automobiles) the volume of
false alarm calls has increased dramatically. To reduce responses to false alarms
police agencies can adopt policies that provide a police response only when an
alarm originates from a building. Panic devices police provide to victims of ongoing
crimes, such as stalking, may be exempted from this restriction.
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Westminster Police Department

Of the 14,409 total alarm calls the Westminster, CO Police Department received

between 2011 and 2015, 14,271 (99 percent) were false alarms. To help reduce the
hundreds of hours officers spend each year responding to false intrusion alarms the
department revised its response protocol and utilizes an informed response strategy.

Under the informed response strategy, police officers will respond to residential and
commercial intrusion alarms under the following circumstances:

® The alarm company receiving the original intrusion signal from the residence or
business will contact the owner of the alarm prior to contacting the police department

B After the alarm company has contacted the alarm owner or attempted to make the
contact, a call may be placed to the police department dispatch center, if needed

B The intrusion alarm will be broadcast to the police officers working on-duty, but an
officer response to the intrusion alarm will only occur if at least one of the following
conditions exist: someone has withessed an intrusion or two different alarm zones
have been activated (such as a perimeter window or door alarm sensor) and a
motion, heat, or other sensor

All other intrusion alarms will be broadcast to the police officers working on-duty, and
officers will have the informed discretion to respond based on their knowledge of the
district they are working, crime trends, serial burglaries, etc. In addition, police dispatch
will automatically alert officers to a residential or business alarm that has been identified
as a panic or duress alarm.

San Jose Police Department

Since 2012 the San Jose, CA Police Department no longer responds to alarms based
solely on the request of alarm monitoring companies but rather based on its verified
response protocol. The department will respond to verified alarms that may come in the
form of sound, video, or eyewitness accounts that indicate a crime is occurring. Alarm
verification can also be accomplished when an alarm company agent, property owner, or
any witness is at the scene of an activation and affirms that police are needed because a
crime is occurring or has occurred. The police continue to respond to panic and robbery
alarms.

Stockton Police Department

Before the alarm company contacts the police department, one of the following must
apply to the alarm activation:

B Video verification, where a video signal is sent to the alarm company and there is
visual evidence of possible criminal activity at the premises

B Listen-In or audio technology is employed and the alarm monitoring operator hears
evidence that there is potential criminal activity at the premises
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B Multi--zone activation when there has been alarm activation in two or more separate
monitoring zones and the alarm company has been unsuccessful in its attempt to
contact someone on the premises and/or a representative

B Onsite (eyewitness) verification of a crime or problem

B The monitoring station confirms enhanced call verification before they call the police
department, defined by at least two calls, placed to two different people, coupled with
a specific reason why they believe a crime or emergency exists

Although an alarm may not be verified as necessitating a police response, the
monitoring company will still be able to notify the police and request an all-car broadcast
for instances of unknown/unverified alarms. This broadcast will allow police units that
may be available or in the area of an unknown alarm to check on the location, if feasible.
Please note that these requirements do not apply to panic, robbery (hold-up), medical, or
distress alarms, which are treated as high-priority calls for service.
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APPENDIX D — COMMUNITY FOCUS GROUP FINDINGS

Community focus group meetings were held to understand public perceptions about the
level and quality of service provided by the Pearland Police Department. Four meetings
were held — two meetings were held with representatives from homeowners associations
(one for the east side of the city and one for the west side), one meeting was held with
religious leaders, and one meeting was held with business leaders. Meetings lasted 30
to 90 minutes with six to ten participants in each session.

This appendix is divided into two parts. First, overall findings are presented. Next,
areas where improvement efforts might focus that were identified by meeting participants
are discussed.

Overall Findings

For the most part, focus group participants gave the police department high marks.
Focus group participants indicated that emergency calls are responded to quickly and
professionally. Patrol officers were praised for the high quality of the service they
provide when responding to calls-for-service and were cited for being thorough,
informative, knowledgeable, courteous, and considerate. (School resource officers and
crime victim liaisons are particularly well regarded.)

Participants also expressed overall satisfaction with the way the department has
managed to continue to provide quality services while the city’s population has grown.
They were also pleased with the department's proactive approaches to addressing
specific issues. Examples of proactive initiatives that were specifically cited include the
mental health training all officers received, the citizens academy for teens, and the well-
organized handling of two gang funerals that took place at the same time.

Relationships between the police department and the community were perceived to be
generally strong. In particular, department staff were praised for displaying a sensitive
attitude when interacting with various segments of the public. Several positive stories
were shared relating to police interaction with minorities, youths, and the Muslim
community. (It was noted that when informed about a possible protest against the
Muslim community police department staff proactively developed a detailed safety plan.
They also addressed the congregation and displayed a concerted effort to ensure their
protection.) Participants indicated that they are pleased with the department’s efforts to
be involved with National Night Out and various other community events.

Representatives of several community groups indicated that they have planned events
to show their support and appreciation for what the department is doing and suggested
that other stakeholders either follow suit or join them.

Areas Where Improvement Efforts Should Focus

While perceptions of the police department expressed by focus group participants were
consistently positive areas where improvement might focus were also identified. These
areas included response time; addressing quality of life incidents; strengthening police-
community partnerships; enhancing police visibility; strengthening communications; and
ensuring officers are supported.
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Response time. Some focus groups participants suggested that response times to non-
emergency calls should be improved. Participants indicated knowing of more than one
occasion when someone called dispatch to report a non-emergency call that several
hours elapsed without a response. Reasons given for the lack of response was shift
change and that no officers were available to respond.

Quality of life incidents. Some participants suggested that quality of life incidents need
to be identified and addressed on a neighborhood-by-neighborhood basis or citywide.
Concerns were raised about the reckless operation of illegal golf carts, dirt bikes, and
ATVs; purse snatching; trespassing; and the disregard for posted speed limits and stop
signs. Because of the similarity of these issues across neighborhoods it was suggested
that the department do a better job of disseminating information (e.g., statistics and
actions taken) about these incidents.

Police-community partnerships. Selected focus group participants indicated that the
department does not take advantage of the community’s willingness to work with them
as partners. These participants suggested that if the department needs something they
should ask the community for support (e.g., fundraising for equipment). Likewise, if the
community needs something (e.g., special neighborhood patrols) they should be
encouraged to make these requests.

Police visibility. The need for more police visibility was voiced by a number of focus
group participants. In particular, it was noted that a more visible police presence is
needed in the neighborhoods (although it was acknowledged that the police department
may have little authority to address this issue in the gated communities). Participants
also suggested that traffic enforcement should be targeted on Pearland Parkway,
Magnolia, and other areas known for having serious accidents and drivers running red
lights.

Communications. A number of suggestions for improving communications were
voiced. For example, many of the participants had no knowledge of the department’s
community outreach unit or the citizens academy. A number of participants also feel
that if the department has statistics, safety tips, etc. the information should be pushed to
community stakeholders (for example through management companies or home owner
association board members) who can then disseminate the information throughout their
communities. Suggestions included establishing a speaker’s bureau or instituting bi-
annual meetings with the leaders of the homeowner associations. Likewise, some focus
group participants indicated that the department needs to do a better job of
communicating about the issues of most concern to citizens (e.g., human trafficking and
drug use).

Support for officers. A number of focus group participants emphasized that the needs
of officers with regard to salaries and vehicles in particular should be addressed. These
participants are concerned that the young officers who have been well trained and
understand the community will leave for other jurisdictions if they feel they are not
appreciated or are not being treated fairly.
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E - CITIZEN SURVEY RESULTS

A survey of a representative sample of Pearland citizens was conducted in June and
July 2016. Surveys were mailed to a sample of citizens and follow-up phone calls were
made to individuals who did not return the written survey. This appendix, which
summarizes the citizen survey results, is divided into nine parts: survey response;
demographics of survey respondents; familiarity with the police department; overall
perceptions; perceptions of safety; satisfaction and importance; desired response to on-
line reports; desired communication for cases without leads; desired response to
selected call types; and conclusions.

Survey Response

The response to the citizen survey was excellent, with 368 Pearland citizens responding.
With this level of response the margin of error for the survey is plus or minus 5.1 percent
at a 95 percent confidence level. This means there is a 95 percent chance that the
survey results will be within plus or minus 5.1 percentage points of what the results
would be if all Pearland citizens were surveyed.

Demographics Of Survey Respondents

Gender. Survey respondents were divided evenly between males and females — 51.2
percent of the survey respondents were male and 48.8 percent were female.

Age. The age profile of the survey respondents was fairly evenly divided.

Age Percent
Under 35 15.8%
35to 44 22.6%
45 to 54 20.9%
55 to 64 20.4%

65 or higher 20.4%

Home ownership. More than nine out of ten (91.9 percent) of the survey respondents
own their current residence.

Years lived in Pearland. Survey respondents were evenly split among those who have
lived in Pearland for ten years or less (48.7 percent) and those who have lived in
Pearland for more than ten years.

Years Lived

In Pearland Percent
5 or less 20.5%
6to 10 28.2%
11to 15 16.4%
16 to 20 12.1%
21 to 30 12.1%

31 or more 10.7%
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Racial/ethnic profile. The racial/ethnic profile of the survey respondents generally
matches the racial/ethnic profile of the city. Twenty-four percent of the survey
respondents have members of their household of Hispanic or Latino ancestry while 24.5
percent of all Pearland residents are of Hispanic or Latino ancestry.

The racial profile of the survey respondents also appears to generally match the racial
profile of the city. 57.6 percent of the survey respondents identify their race as White/
Caucasian while 46.2 percent of Pearland residents are White. 19.3 percent of the
survey respondents identify their race as African American/Black while 17.4 percent of
Pearland residents are African American.’ 10.1 percent of the survey respondents
identify their race as Asian while 9.3 percent of Pearland residents are Asian.

Household income. Of the 269 survey respondents who provided information on
household income well over half (56.9 percent) had incomes over $100,000 per year.
(79 respondents (22.7 percent) preferred not to provide information on household
income.)

Household Income Percent
Under $30,000 3.3%
$30,000 to $59,999 13.8%
$60,000 to $99,999 26.0%
$100,000 or more 56.9%

Familiarity With The Police Department

The familiarity survey respondents have with the police department varies. Slightly more
than a third of the survey respondents (34.3 percent) had direct interaction with a
member of the Pearland Police Department in the past year while two-thirds (65.7
percent) did not have an interaction with a member of the department. Two out of three
respondents (65.9 percent) are very familiar or somewhat familiar with the department.

Familiarity With The
Police Department Percent

Very familiar 9.2%
Somewhat familiar 56.7%
Not familiar 34.2%

Overall Perceptions

Perceptions of the Pearland Police Department among survey respondents expressing
an opinion are generally positive. More than three-fourths of the survey respondents
expressing an opinion agree or strongly agree that police personnel are courteous, have
needed skills and experience, treat citizens with dignity and respect, are trustworthy, are
unbiased, use their authority appropriately, and use only the amount of force necessary
to accomplish their tasks. Lowest levels of agreement (70.7 percent) and highest levels
of disagreement (7.1 percent) relate to whether police personnel are unbiased.

' Please note that some of the White and African American survey respondents may be Hispanic.
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Strongly Strongly

Agree Agree Neutral Disagree Disagree
Peariand police personnel are
courteous when dealing with citizens 39.6% 453% 12.7% 1.3% 1.3%
Pearland police personnel have the
skills and experience needed 37.8% 448% 15.4% 1.3% 0.7%
Pearland police personnel are fair 36.3% 39.7% 19.0% 2.7% 2.3%
Pearland police personnel treat citizens
with dignity and respect 38.2% 444% 14.1% 2.0% 1.3%
Pearland police personnel are trustworthy

38.9% 38.9% 18.5% 1.7% 2.0%
Pearland police personnel are unbiased
in their dealings with citizens 371% 33.6% 22.3% 3.2% 3.9%
Pearland police officers use their
authority appropriately in their dealings 38.4% 36.4% 19.9% 3.4% 2.0%
with citizens
Pearland police officers use only the
amount of force necessary to accomplish 38.4% 36.9% 22.1% 1.1% 1.5%

their tasks

Perceptions Of Safety

Overall survey participants expressing an opinion feel safe in Pearland. 92.6 percent of
survey participants expressing an opinion agree or strongly agree that they feel that
Pearland is a safe community. 94.8 percent feel safe driving their car through Pearland.

Strongly Strongly
Agree Agree Neutral Disagree Disagree
Overall, | feel the City of Pearland is a
safe community 42.4% 504% 5.0% 2.2% 0.0%
| feel safe walking the streets of my
neighborhood during the day 57.1% 39.3% 22% 1.4% 0.0%
| feel safe walking the streets of my
neighborhood at night 33.6% 37.8% 18.8% 8.1% 1.7%
| feel safe walking through Pearland
shopping areas during the day 46.4% 44 0% 6.8% 2.5% 0.3%
| feel safe walking through Pearland
shopping areas at night 27.2% 371% 22.1% 12.2% 1.4%
| feel safe walking through the City's
parks during the day 45.5% 43.4% 9.1% 1.8% 0.3%




Strongly Strongly
Agree Agree Neutral Disagree Disagree

| feel safe walking through the City’s
parks at night 16.9% 257% 34.2% 20.7% 2.5%

| feel safe driving through Pearland in
my car 54.7% 401%  3.6% 0.5% 1.1%

Not surprisingly, perceptions of safety are much higher during the day than at night.
96.4 percent, 90.4 percent, and 88.9 percent respectively of survey respondents
expressing an opinion agree or strongly agree that they feel safe walking the streets of
their neighborhood, walking through shopping areas, and walking through parks during
the day. By contrast, only 71.3 percent, 64.3 percent, and 42.6 percent respectively of
survey respondents expressing an opinion agree or strongly agree that they feel safe
walking the streets of their neighborhood, walking through shopping areas, and walking
through parks at night. Indeed, more than one in eight survey respondents expressing
an opinion (13.6 percent) disagree or strongly disagree that they feel safe walking
through Pearland shopping areas at night. Moreover, close to one-fourth of the survey
respondents expressing an opinion (23.2 percent) disagree or strongly disagree that
they feel safe walking through the city’s parks at night. These findings suggest that at
night when not responding to calls Pearland patrol officers should focus on enhancing
visibility in shopping areas, parks, and (to a lesser extent) neighborhoods.

Satisfaction And Importance
Satisfaction. Overall satisfaction with the department is high. 86.0 percent of the

survey respondents expressing an opinion are very satisfied or satisfied with the overall
performance of the Pearland Police Department.

Level Of Satisfaction With
Department Performance  Percent

Very Satisfied 40.9%
Satisfied 451%
Neutral 11.3%
Dissatisfied 1.8%
Very Dissatisfied 0.9%

Survey respondents are also generally satisfied with the speed of response, efforts to
reduce crime, and efforts to solve crime. More than eight out of ten survey participants
expressing an opinion are satisfied or very satisfied with the speed of response to
emergency and non-emergency requests for assistance. More than three-fourths of the
survey respondents are satisfied or very satisfied with efforts to solve crime and to
reduce violent crime, non-violent crime, and auto accidents. The percent of survey
respondents who are satisfied or very satisfied with efforts to reduce vice activity (70.9
percent) and reduce narcotics activity (68.5 percent) are only slightly lower.
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Very Very
Satisfied Satisfied Neutral Dissatisfied Dissatisfied

The speed with which the
department responds to emergency 44 4 39.2% 15.7% 0.7% 0.0%
requests for assistance

The speed with which the
department responds to non- 34.6% 45.8% 18.5% 1.2% 0.0%
emergency requests for assistance

Efforts to reduce the level of violent
crimes 34.4% 41.5% 22.2% 1.1% 0.7%

Efforts to reduce the level of non-
violent crimes 32.4% 42 8% 19.8% 4.3% 0.7%

Efforts to solve crimes once they
occur 33.0% 39.5% 22.6% 3.8% 1.1%

Efforts to reduce auto accidents
that result in injury or death 31.7% 43.5% 20.9% 3.6% 0.4%

Efforts to reduce vice activity in the
city 30.4% 40.5% 26.7% 2.4% 0.0%

Efforts to reduce narcotics activity
in the city 30.3% 382% 271% 3.2% 1.2%

Importance. Efforts to reduce violent crime are most important to survey respondents.
Indeed, close to three-fourths (73.4 percent) of the survey respondents listed efforts to
reduce violent crime as one of the three most important department services. 56.8
percent listed the speed with which the department responds to emergency requests for
assistance as one of the three most important services.

Service Percent
Efforts to reduce the level of violent crimes 73.4%
Speed with which the department responds to emergency requests for 56 8%
assistance '
Efforts to reduce the level of non-violent crimes 44 8%
Efforts to solve crimes once they occur 32.1%
Efforts to reduce narcotics in the city 24.5%
Efforts to reduce auto accidents that result in injury or death 13.3%
Speed with which the department responds to non-emergency requests for 11.7%
assistance )
Efforts to reduce vice activity in the city 6.0%
None chosen 12.0%

Satisfaction/importance comparison. The comparison of importance and satisfaction
rankings does not suggest areas where the police department should focus significantly
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more attention. There are no areas that are highly important to citizens where
satisfaction with performance is low.

Service Importance Satisfaction  Gap
Efforts to reduce the level of violent crimes 73.4% 75.9% -2.5%
Speed with which the department responds to 56 8% 83.6% 26.8%
emergency requests for assistance
Efforts to reduce the level of non-violent crimes 44 8% 75.2% -30.4%
Efforts to solve crimes once they occur 32.1% 72.3% -40.2%
Efforts to reduce narcotics in the city 24.5% 68.5% -44 0%
Efforts to reduce auto accidents that result in o o
injury or death 13.3% 75.2% -61.9%
Speed with which the departmen_t responds to 11.7% 80.4% 68.7%
non-emergency requests for assistance
Efforts to reduce vice activity in the city 6.0% 70.9% -64.9%

Desired Response To On-Line Reports

Citizens who report a crime on-line would like some response from the department but
most find an e-mail response acceptable. While an e-mail response would be
acceptable to 70.0 percent of survey respondents expressing an opinion, six out of ten
survey respondents (59.5 percent) would prefer to receive a telephone call from an
investigator.

Preferred  Acceptable  Unacceptable

| receive no contact from
the police department 2.0% 9.4% 88.7%

| receive an e-mail from the
police department 19.1% 70.0% 10.9%

| receive a telephone call
from an investigator 59.5% 38.8% 0.8%

More than six out of ten respondents (62.8 percent) would be willing to increase costs to
improve performance to an acceptable level. Fewer than half (47.7 percent) would be
willing to increase costs to improve service from an acceptable to a preferred level of
performance. These results suggest that an e-mail response to the report of an on-line
report is warranted but that a telephone response may not be necessary if the costs of a
telephone response (as compared to an e-mail response) are high.

Desired Communication For Cases Without Leads

Most citizens find an e-mail contact from an investigator is acceptable for crimes where
there are no leads that would likely result in the successful investigation of a case.
Nearly three-fourths (74.1 percent) of the survey respondents expressing an opinion find
e-mail contact from an investigator acceptable. 57.1 percent would, however, prefer a
telephone call.
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Preferred  Acceptable  Unacceptable

| receive no contact from
the police department 4.1% 10.5% 85.4%

| receive an e-mail from the
police department 13.1% 74.1% 12.7%

| receive a telephone call
from an investigator 571% 41.4% 1.5%

More than two-thirds (66.7 percent) of the survey respondents would be willing to
increase costs to improve performance to an acceptable level. Only slightly more than
half (50.2 percent) would be willing to increase costs to improve service from an
acceptable to a preferred level of performance.

Desired Response To Selected Call Types

Survey respondents were asked to indicate the level of response they prefer, find
acceptable, or find unacceptable for a number of types of calls. home has been
burglarized and burglar is still there; home has been burglarized and burglar has left;
speeding in neighborhood; stolen cell phone; nuisance; credit card fraud; minor fight;
and minor theft.

Home burglary - burglar still there. More than three-fourths of the survey
respondents expressing an opinion prefer a fast response to burglary calls where the
burglar may still be there.

Preferred  Acceptable Unacceptable

Wait no longer than five minutes
for an in-person police response 77.7% 19.9% 2.4%

Wait up to 15 minutes for an in-
person police response 4.3% 39.9% 55.7%

Wait up to 30 minutes for an in-
person police response 0.6% 7.2% 92.1%

Wait up to an hour for an in-person
police response 0.6% 1.6% 97.8%

Wait more than an hour for an in-
person police response 0.3% 0.9% 98.7%

More than three-fourths of the respondents (77.9 percent) would be willing to have costs

increase to improve service from an unacceptable to acceptable level. The desire of

most respondents to receive a fast response is reflected in the fact that 64.8 percent of
the survey respondents would be willing to have costs increase to improve service from

an acceptable to a preferred level of performance.
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Home burglary — burglar gone. A high percentage of survey respondents expressing
an opinion (71.2 percent) find a 15 minute response to burglaries where the burglar has
left acceptable. The highest percentage of survey respondents (38.4 percent) prefer a
five minute response but a scheduled in-person response is preferred by the second
highest percentage of survey respondents.

Preferred  Acceptable  Unacceptable

Schedule an in-person police
response at a time convenient to you 23.4% 47.9% 28.7%

Wait up to five minutes for an in-
person police response 38.4% 58.6% 3.0%

Wait up to 15 minutes for an in-person
police response 13.3% 71.2% 15.5%

Wait up to 30 minutes for an in-person
police response 7.6% 56.7% 35.7%

Wait up to an hour for an in-person
police response 3.8% 28.2% 67.9%

Wait more than an hour for an in-
person police response 1.9% 16.5% 81.6%

69.4 percent of respondents would be willing to have costs increase to improve service
from an unacceptable to acceptable level. Only slightly more than half of the survey
respondents (52.8 percent) would be willing to have costs increase to improve
performance from an acceptable to a preferred level.

Speeding in neighborhood. Many citizens prefer having a report/complaint taken
immediately by phone for “speeding in neighborhood” complaints. 98.1 percent of the
survey respondents find having a report/complaint taken immediately by telephone to be
preferred (47.0 percent) or acceptable (51.1 percent). Almost ten times as many survey
respondents prefer having reports taken by phone (47.0 percent) than waiting 15
minutes for an in-person patrol response (4.8 percent).

Preferred  Acceptable  Unacceptable

Report/complaint taken immediately
by telephone 47 .0% 51.1% 1.9%

Make report at our convenience online 24.2% 62.9% 12.9%

Schedule an in-person police
response at a time convenient to you 8.5% 77.2% 14.2%

Wait up to five minutes for an in-
person police response 10.1% 80.7% 9.2%
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Preferred  Acceptable = Unacceptable

Wait up to 15 minutes for an in-person
police response 4.8% 76.6% 18.5%

Wait up to 30 minutes for an in-person
police response 2.8% 66.8% 30.4%

Wait up to an hour for an in-person
police response 1.6% 51.6% 46.8%

Wait more than an hour for an in-
person police response 2.4% 41.4% 56.2%

Respondents indicate a limited willingness to increase costs to improve performance for
speeding complaints. 56.8 percent of survey respondents indicate a willingness to
increase costs to improve speeding complaint performance from unacceptable to
acceptable levels. Only 40.9 percent of survey respondents, however, would be willing
to increase costs to improve service from an acceptable to a preferred level.

Stolen cell phone. Citizens prefer having a report/complaint taken immediately by
phone for “stolen cell phone” complaints. 98.3 percent of the survey respondents find
having a report/complaint taken immediately by telephone to be preferred (48.5 percent)
or acceptable (49.8 percent). Making a report on-line was preferred by 28.2 percent of
the survey respondents.

Preferred  Acceptable  Unacceptable

Report/complaint taken immediately
by telephone 48.5% 49.8% 1.7%

Make report at our convenience online 28.2% 63.4% 8.4%

Schedule an in-person police
response at a time convenient to you 12.4% 77.7% 9.9%

Wait up to five minutes for an in-
person police response 10.4% 80.2% 9.5%

Wait up to 15 minutes for an in-person
police response 6.6% 76.8% 16.7%

Wait up to 30 minutes for an in-person
police response 4.8% 73.2% 21.9%

Wait up to an hour for an in-person
police response 2.7% 60.0% 37.3%

Wait more than an hour for an in-
person police response 3.2% 49.8% 47 1%
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Survey respondents indicate a limited willingness to increase costs to improve
performance for stolen cell phone complaints. Fewer than half (47.0 percent) of survey
respondents indicate a willingness to increase costs to improve stolen cell phone
complaint performance from unacceptable to acceptable levels. Only slightly more than
a third (34.5 percent) of survey respondents would be willing to increase costs to
improve service from an acceptable to a preferred level of performance.

Nuisance. Citizens also prefer having a report/complaint taken immediately by phone
for “nuisance” complaints such as a loud party or barking dogs in the neighborhood.

98.4 percent of the survey respondents find having a report/complaint taken immediately
by telephone to be preferred (58.4 percent) or acceptable (40.0 percent). (Please note
that this does not necessarily mean respondents do not want an officer dispatched to the
incident.)

Preferred  Acceptable  Unacceptable

Report/complaint taken immediately
by telephone 58.4% 40.0% 1.6%

Make report at our convenience online 23.8% 60.5% 15.7%

Schedule an in-person police
response at a time convenient to you 14.1% 65.5% 20.5%

Wait up to five minutes for an in-
person police response 18.9% 73.4% 7.8%

Wait up to 15 minutes for an in-person
police response 13.2% 72.5% 14.3%

Wait up to 30 minutes for an in-person
police response 8.6% 60.8% 30.6%

Wait up to an hour for an in-person
police response 2.8% 33.2% 64.0%

Wait more than an hour for an in-
person police response 1.6% 22.9% 75.5%

Respondents indicate a limited willingness to increase costs to improve performance for
nuisance complaints. 53.4 percent of survey respondents indicate a willingness to
increase costs to improve nuisance complaint performance from unacceptable to
acceptable levels. However, only 42.4 percent of survey respondents would be willing to
increase costs to improve service from an acceptable to a preferred level.

Credit card fraud. Victims of credit card fraud would prefer having a report/complaint
taken immediately by phone. 98.5 percent of survey respondents find having a
report/complaint taken immediately by telephone to be preferred (63.9 percent) or
acceptable (34.6 percent). By contrast, 31.6 percent of the survey respondents would
prefer filing such reports online.
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Preferred  Acceptable  Unacceptable

Report/complaint taken immediately
by telephone 63.9% 34.6% 1.5%

Make report at our convenience online 31.6% 59.1% 9.3%

Schedule an in-person police
response at a time convenient to you 27.8% 66.5% 5.7%

Wait up to five minutes for an in-
person police response 19.2% 72.5% 8.3%

Wait up to 15 minutes for an in-person
police response 11.2% 72.7% 16.1%

Wait up to 30 minutes for an in-person
police response 7.4% 69.8% 22.7%

Wait up to an hour for an in-person
police response 5.4% 52.9% 41.7%

Wait more than an hour for an in-
person police response 3.8% 43.9% 52.3%

Respondents indicate a limited willingness to increase costs to improve performance for
credit card fraud complaints. 56.1 percent of survey respondents indicate a willingness
to increase costs to improve credit card fraud complaint performance from unacceptable
to acceptable levels. However, only 41.9 percent of survey respondents would be willing
to increase costs to improve service from an acceptable to a preferred level.

Minor fight. Survey respondents prefer having reports taken by phone for calls
involving minor fights where no one was injured. 95.0 percent of the survey respondents
find having a report/complaint taken immediately by telephone to be preferred (52.0
percent) or acceptable (43.0 percent). Only slightly more than a quarter of the
respondents (27.0 percent) prefer an in-person response and, in those cases, the
response needs to be fast (five minutes or less).

Preferred  Acceptable  Unacceptable

Report/complaint taken immediately
by telephone 52.0% 43.0% 51%

Make report at our convenience online 21.0% 58.7% 20.2%

Schedule an in-person police
response at a time convenient to you 24.0% 62.8% 13.2%

Wait up to five minutes for an in-
person police response 27.0% 64.8% 8.2%

Wait up to 15 minutes for an in-person




Preferred  Acceptable Unacceptable
police response 12.3% 74.2% 13.6%

Wait up to 30 minutes for an in-person
police response 4.2% 68.6% 271%

Wait up to an hour for an in-person
police response 2.6% 47.9% 49.6%

Wait more than an hour for an in-
person police response 1.3% 35.6% 63.1%

Respondents indicate a limited willingness to increase costs to improve performance for
minor fight complaints. 53.6 percent of survey respondents indicate a willingness to
increase costs to improve minor fight complaint performance from unacceptable to
acceptable levels. However, only 40.9 percent of survey respondents would be willing to
increase costs to improve service from an acceptable to a preferred level.

Minor theft. Survey respondents prefer having minor theft reports taken by phone as
well. 99.3 percent of the survey respondents find having a report/complaint taken
immediately by telephone when “a bicycle was stolen from your front yard” to be
preferred (56.7 percent) or acceptable (42.6 percent). By contrast, only 16.9 percent of
the respondents would prefer to wait five minutes for an in-person police response (a
higher percentage would prefer to have a scheduled response).

Preferred  Acceptable  Unacceptable

Report/complaint taken immediately
by telephone 56.7% 42.6% 0.6%

Make report at our convenience online 28.5% 62.9% 8.6%

Schedule an in-person police
response at a time convenient to you 21.7% 73.9% 4.4%

Wait up to five minutes for an in-
person police response 16.9% 74.4% 8.7%

Wait up to 15 minutes for an in-person
police response 9.3% 78.6% 12.1%

Wait up to 30 minutes for an in-person
police response 4.4% 78.4% 17.2%

Wait up to an hour for an in-person
police response 3.2% 60.9% 35.9%

Wait more than an hour for an in-
person police response 1.2% 49.8% 49.0%




Respondents indicate a limited willingness to increase costs to improve performance for
minor theft complaints. Slightly more than half (51.2 percent) of survey respondents
indicate a willingness to increase costs to improve minor theft complaint performance
from unacceptable to acceptable levels. However, only 38.9 percent of survey
respondents would be willing to increase costs to improve service from an acceptable to
a preferred level.

Conclusions
A number of tentative conclusions can be taken from the citizen survey resulits:

B Pearland residents are highly satisfied with all aspects of the department’s
performance

B While citizens have high regard for the quality of their interactions with Pearland
police officers care should be taken to ensure confidence that Pearland police
personnel are fair and unbiased remains high

B Patrol officers should strive to be visible to increase perceptions of safety on city
streets, in shopping areas, and especially in parks

B Proactive activities focused on increasing visibility are valued by residents

m No significant change in focus (or redistribution of resources) is needed to address
areas that are important to citizens but for which satisfaction is low

B E-mail response to on-line report submissions and e-mail contact with victims of
crimes (that have little chance of being solved) are acceptable

m Citizens desire a fast response to incidents where their safety may be at risk

B Police officers should be dispatched to calls that are not in-progress when there is a
policing need to do so but not to improve customer service (for most not in-progress
incidents having a report taken over the phone immediately is preferred to online
reporting, scheduling an in-person response, or waiting — even as few as five minutes
— for an in-person response)
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APPENDIX F — APPROACH TO ADJUSTING STAFFING
TO ACCOUNT FOR EXPECTED ABSENCES AND VACANCIES

Our staffing recommendations detail the number of personnel needed to achieve a given
level of service. If desired service levels are achieved required staffing will need to be
deployed on each shift. To the extent that required staffing levels are not met, due to
absences or vacancies, the department will not be able to achieve the level of service
desired. Staffing levels therefore must be increased to ensure adequate staffing can be
deployed after accounting for expected vacancies and absences.

In general, there are two ways to adjust staffing to account for expected absences and
vacancies — hiring additional full-time staff or hiring existing staff on an overtime basis.
On an FTE basis hiring additional full-time staff is less expensive than paying staff on an
overtime basis but is less precise than using overtime to account for absences and
vacancies. On the other hand, while hiring existing staff on an overtime basis is more
expensive than hiring full-time staff (if a full-time position is needed) using overtime is
extremely precise since increased costs are incurred only for the hours additional
staffing is needed. Requiring staff to work overtime, however, can create a burden on
them.

The small difference between overtime costs and the costs of additional full-time
employees suggests that it is prudent to be conservative when determining the number
of additional full-time employees that are needed to adjust for expected absences and
vacancies. Relief factors based on the average number of absences experienced
assume that absences will be spread out evenly over the course of a year. In reality, of
course, there will be more than the average expected number of absences on some
days and fewer than the average expected number of absences on other days. Full-time
staffing levels determined using a relief factor calculated using average absences will
increase costs when fewer than the average number of staff are absent. (The cost of
these extra staff is the total compensation of these positions including both salaries and
benefits). On the other hand, on days with more than the average number of absences
insufficient staff will be deployed to address needs.

The extent to which using overtime to address absences is more cost effective than
using full-time staff depends on the likelihood that the number of full-time staff deployed
over the course of the year will exceed the number needed to account for actual
absences. If actual absences vary little from average absences, using full-time staff to
account for most absences will be cost-effective because the likelihood that more full-
time staff will be deployed than are needed will be small. If, on the other hand, actual
absences vary significantly from average absences making more use of overtime to
adjust for absences will be cost-effective.’

' Please note that when too few full-time positions are deployed to account for expected
absences because actual absences exceed the average, using overtime to account for these
absences does not increase costs. Under such circumstances overtime is the only viable option
for increasing staffing to needed levels.
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As this discussion suggests, the question of which approach to adjusting for absences —
using overtime or hiring additional full-time staff — is more cost-effective depends on two
factors:

B The difference in cost between a full-time employee working straight time and that
employee working overtime

B The likelihood that the additional full-time staff employed to account for vacancies will
exceed the number needed

The difference in cost between employing full-time police officers and police officers on
overtime is small. Police officers on overtime are paid 1.5 times their salaries. The cost
of employing full-time officers, by contrast, is 1.429 times their salary since benefits
costs account for 42.9 percent of the average officer’s salary. The extra costs incurred
by paying officers overtime rather than hiring additional full-time staff is 7.1 percent of
the average officer’s salary.

From a cost perspective, relief factors for police officers should be set so that the
expected costs of employing more full-time police officers than are needed to account for
absences are the same as the expected incremental costs of using overtime to account
for absences. The expected cost of employing more full-time police officers than are
needed is the cost of a full-time police officer (1.429 times salary) times the probability
that more full-time police officers will be employed than are needed. The expected
incremental cost of using overtime to account for absences, on the other hand, is the
incremental cost of overtime (.071 times salary) times the probability that too few full-
time staff will be employed and overtime will be used. Analysis suggests that full-time
staffing levels should be set so that there is an approximately five percent chance that
more full-time staff than are needed will be deployed and an approximately 95 percent
chance that too few full-time staff are deployed and overtime will be used.? If absences
used to calculate a relief factor are 1.64 standard deviations below the average
absences there is a 95 percent chance that actual absences will be higher than the
number filled by full-time staff. A relief factor set at 1.64 standard deviations below
average absences therefore represents the break-even point where the costs of paying
overtime and the costs of employing full-time employees are equal.

Relief Factor Calculations For Absences

A relief factor of 1.06 should be used to calculate the number of full-time staff needed to
account for absences. This relief factor was calculated using absences 1.64 standard
deviations below the average number of absences for police officers. Overtime needs
can be calculated by subtracting the relief factor for full-time staff calculated at 1.64
standard deviations below average absences (1.06) from the relief factor calculated
using average absences (1.21).

2 A 4.7 percent probability (.047) times the cost of employing more full-time staff than are needed
(1.429 times salary) yields an expected cost of .0671 times salary. A 95.3 percent probability
(.953) times the extra costs associated with overtime (.071 times salary) yields an expected cost
of .0676 times salary.
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In addition, overtime should be used to account for absences relating to officers on light
duty status, officers who are administrative leave or have been suspended, and officers
who are on military leave. This type of ieave is concentrated on a small number of
officers and there is no expectation that it will be spread evenly across the year. Officers
were absent for the purposes for 970.5 hours in the year used to make the calculations
(which equates to .46 FTEs).

Vacancy Replacement Calculations

As noted, the staffing recommendations presented in this study assume recommended
positions will be filled. If positions remain vacant when staff leave the department's
employment the department’s ability to meet service expectations will be compromised.
The department, therefore, needs to maintain the capacity to fill vacancies as they occur.

A portion of the capacity used to address vacancies should be addressed by hiring
additional full-time staff and a portion should be filled using overtime. As with the
staffing adjustments made for absences that are incorporated into relief factor
calculations, the level of additional full-time staffing provided should be set at a level
where there is only a five percent probability that more full-time staff are employed to
account for vacancies than are needed.

To calculate the number of additional full-time staff that should be employed to account
for vacancies and to estimate overtime expenditures the number of vacancies per month
over the past two years (2014 and 2015) was determined. The average number of
vacancies per month is 6.0 with a standard deviation of 2.11.

Month 2
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If full-time staff should be set at 1.64 standard deviations below the average 2.54 full-
time positions should be established to account for vacancies. The department should
consider rounding this up to 3.0 full-time positions as the number of vacancies per month
has been consistently trending higher. Overtime will be needed to fill the equivalent of
3.0 positions.

Given the large number of department employees who are eligible to retire this analysis
should be repeated as part of the annual budgeting process.
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APPENDIX G - ACTIVITY ANALYSIS RESULTS



APPENDIX G — ACTIVITY ANALYSIS SURVEY RESULTS

Based on the results of a focus group meeting with patrol officers and input from
department managers, an on-line activity analysis survey was developed. The purpose
of the survey was to determine how patrol officers spend their time during the course of
a year across 13 categories of activity: general administrative; calls; reports; general
patrol activities (non-traffic); traffic enforcement; non-traffic proactive activities: court-
related activities; call-outs; warrants; community meetings; special assignments; training;
and other activities.

Fifty-four patrol officers who primarily respond to calls-for-service started the survey and
45 surveys were completed. Patrol officers indicate that they currently devote
approximately 24 percent of their time on responding to calls and calls-related activities,

17 percent of their time on traffic enforcement, 16 percent of their time writing and
revising reports, and 11 percent of their time on non-traffic related general patrol

activities.
Percent Of
Category Activity Time Spent
Calls Respond to calls; assist other agencies; back-up other 24.40%
officers; conduct preliminary investigations; make arrests;
transport prisoners; complete probable cause affidavits;
process evidence, take pictures, and lift fingerprints at
crime scenes; deposit property at evidence room:
complete laboratory submission forms
Traffic enforcement ~ Make traffic stops; issue traffic citations; provide 17.44%
specialized assistance at traffic stops; patrol school
zones
Reports Wrrite reports; complete supplements; revise reports 16.15%
General patrol Conduct general patrol activities (not focused on a 11.38%
activities (non- particular area)
traffic)
Non-traffic Conduct directed patrol; conduct building checks; 7.50%
proactive activities conduct field interviews; make citizen contacts
General Attend roll call, check e-mail and phone messages; get, 6.17%
administrative secure, and return equipment; locate and inspect
vehicles; take vehicles to shop for repairs; upload
COBAN videos; turn in paperwork at the end of the shift;
sign for subpoenas; meet with supervisor; attend
disciplinary hearings; complete evidence tracers
Other activities Take breaks; drive to and from assigned district at the 5.33%
beginning and end of the shift
Training Participate in roll call, mandatory in-service, and firearms 4.24%

training; attend specialized class: participate in SWAT




Percent Of

Category Activity Time Spent
training

Court related Meet with prosecutors and defense attorneys; participate 4.24%
activities in depositions; attend court
Warrants Serve warrants; assist with warrant service 2.06%
Special Provide support for parades and other activities; serve on 1.10%
assignments honor guard
Community Attend community and neighborhood meetings 0.94%
meetings
Call-outs Participate in call-outs as a member of a specialized unit; 0.82%

participate in other call-outs
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