MEMORANDUM
TO: Members of City Council

FROM: Jane S. Brautigam, City Manager
Paul J. Fetherston, Deputy City Manager
Mark Beckner, Police Chief
Dave Hayes, Deputy Police Chief
Greg Testa, Deputy Police Chief
Joanna Crean, Public Works Project Coordinator

DATE: April 30, 2013
SUBJECT: Police Department Staffing and Deployment Assessment Report

I. EXECUTIVE SUMMARY
In June 2012 the Boulder Police Department (BPD) completed a workload and staffing analysis
known as the Staffing and Deployment Assessment (Assessment). The Assessment was
completed by an independent, third party contractor, KRW Associates, LLC (consultant). The
Assessment is the first step towards completing an update of the Police Master Plan. The April
30, 2013 study session with City Council will focus on the:
1. Key recommendations from the Assessment,
2. Next steps for implementation of the recommendations,
3. Feedback on proposed initiatives, which include:
a. Phasing in additional sworn officers over five years to provide more time for
community policing activities and proactive enforcement, and
b. Changing BPD’s policy to reduce the amount of time spent responding to false
alarms.

After completing an in-depth analysis of staffing and deployment that commenced in early 2012,
the Assessment found that the Police Department maintains high standards in hiring and
recruiting personnel, has a high level of commitment and dedication to the community and the
organization, and operates within a well structured agency. Opportunities for improvement that
were identified include addressing the issue of dwindling resources while still being able to
provide high quality services and balance response to calls. The challenges of managing
technology, calls for service and communication were identified as important issues both
currently and for the future. Physical space is currently, and will continue to be, a challenge as
expansion occurs. Preparing for these challenges now and in the future will assist the Police
Department in continuously improving to provide service excellence.



Since the Assessment was completed, many recommendations have been implemented or are in
the process of being implemented. Other recommendations are being brought forward as part of
the 2014 budget process and Police Master Plan update. It is anticipated that City Council will
discuss the key issues related to the Police Master Plan update on May 28, 2013. Feedback will
be incorporated into a final Police Master Plan for council’s review and acceptance in the third
quarter of 2013.

Il. BACKGROUND
In response to the recommendations of the Blue Ribbon Commission I and I, city departments
and program reviews are being conducted to comprehensively evaluate the use of public funds.
As part of this effort, the City of Boulder procured consultant services for the completion of an
Assessment through a competitive Request for Proposal (RFP) process. KRW Associates, LLC,
which subcontracted with Corona Solutions, was selected to complete the Assessment. The
Assessment, which was completed in an effort to provide an accurate depiction of current service
and staffing, and identify avenues to enhance current and future service delivery, focused on the
following areas:

e Management and organizational issues;
Delivery of service and opportunities for efficiencies (including technology solutions);
Staffing levels;
Deployment strategies; and
Meeting established performance expectations.

In June 2012, KRW prepared a detailed final report including an overview of the entire project,
its development, methodology, findings, conclusions and recommendations (see Attachment A
— Staffing and Deployment Assessment Report). The Assessment is the first step towards
completing an update of the Police Master Plan.

I11. SUMMARY OF ASSESSMENT

Assessment Process

The Assessment consisted of both quantitative and qualitative analysis including department-
wide interviews, ride-a-longs, observation of work processes, and detailed data analysis over a
five-year period. KRW conducted 14 focus group meetings with a representative sample of staff
from all the organizational components of the Police Department. In addition, 11 interviews were
conducted with the Command Group, and 7 additional interviews and meetings with members of
the University of Colorado Police Department and city departments including Information
Technology (IT) and Community Planning & Sustainability.

The overall objective of this methodology was to personally speak to a high number of
organization members, to listen and record their thoughts and ideas about staffing and
deployment issues and concerns within the BPD and its leader/managers in a consistent manner,
and to analyze this data into a presentation of overriding themes and categories. These categories
were then, as appropriate, compared with the quantitative data gathered by Corona Solutions to
validate the numbers and to offer qualitative remarks that assisted in understanding current



strategies and operational staffing and deployment practices. Based upon these comparisons and
through the data collected, assessments were made and then translated into recommendations.

Key Issues and Recommendations
Many of the issues facing Boulder are similar to those facing other college communities. The
Assessment identifies a number of areas or categories to focus short-term and long-term
improvements such as:
o0 Providing community services,
Using technology,
Responding to calls for service,
Revisiting the community policing philosophy,
Planning for facility issues, and
Training staff.

O O0O0O0O0

The eleven key recommendations from the Assessment, grouped according to the categories
listed above, are summarized along with next steps for implementation. The recommendations
are in a different order than they are reflected in the report in order to better accommodate the
categories listed above.

Providing Community Services

Consultant Recommendation #4: Re-establish and adequately staff a Community Services
Unit that includes multiple non-sworn work groups. Currently, non-sworn employees provide
services in animal control, code enforcement, accident investigation, finger printing, and by
taking “cold” reports of criminal and non-criminal events. In recent years, the number of non-
sworn community report specialists (sometimes referred to as Community Service Officers or
CSO0s) has decreased due to budget reductions. As a matter of future departmental policy, KRW
recommends that attention be paid to rebuilding a complement of non-sworn personnel to
provide services in direct support of sworn staff as well as to address the multitude of issues and
responsibilities inherent in the non-sworn roles. As a first step, KRW recommends that BPD
conduct an in-depth assessment to determine the scope of work for the CSO Unit.

BPD Response & Implementation: Enhancing the department’s ability to provide direct
services to the community, through non-sworn employees, is based on the idea that civilian
staffing can be hired at a reduced salary to do some of the work of officers, freeing up more
officer time. However, the benefits of this approach need to be evaluated against the fact that the
use of civilian staffing limits what those resources can be used for in the department.

The Assessment evaluated calls for service and response times which illustrated an increase of
3.9 percent in calls for service from 2011 to 2012. The consultant predicts a slight upward trend
in calls for service over the next six years. As noted in the Assessment, BPD has enough staffing
to meet average standards for calls per officer and response times. However, this does not
necessarily take into account the type of policing provided by BPD including proactive
enforcement on the University Hill, downtown, and Pearl Street Mall as well as the special
demands and community expectations of Boulder.



In September 2012, BPD analyzed the number of hours spent annually dealing with the
homeless/transient population and concerns around these issues. The estimated number of annual
hours is 25,139 which is equivalent to 12 officers working full time on homeless and transient
issues. Many of these hours are not captured through the dispatch system and are undocumented
because they occur as part of proactive enforcement. Department members also spend an
inordinate amount of time on University Hill issues around alcohol consumption, underage
drinking and a host of other “maintaining order” problems.

As is the case with other city departments, there is also the issue of not being fully staffed at any
given time due to resignations, injuries, illness, and family medical leave. In addition, the
number of police officer positions has been reduced due to budget constraints. In 2001, the BPD
had 176 officer positions whereas today, there are 173 positions. To address some of the staffing
concerns, BPD proposes phasing in additional sworn officers over the next five years. This
would provide more time for community policing activities and proactive enforcement, help
maintain minimum staffing levels, and improve coverage and overall response. BPD has
submitted this request to the city manager for consideration as part of the 2014 budget process.

Consultant Recommendation #11: Creation of a new Commander position.

BPD has operated with one less Commander position since re-organization approximately 15
years ago. The department has grown over the past 15 years and new responsibilities have been
added (Animal Control, Code Enforcement, Marijuana Enforcement, additional special events)
without a corresponding increase in management staff. BPD may wish to more fully evaluate
work load and the distribution of managerial responsibilities across all Command ranks with an
eye toward expanding the number of Commanders to ensure optimal organizational
effectiveness.

BPD Response & Implementation: The addition of another Commander position will allow
BPD to more equitably distribute the management workload, provide more effective
management, help improve accountability, improve adherence to performance standards, and
thus increase public safety. Request for funding for an additional Commander has been
submitted to the city manager for consideration as part of the 2014 budget process.

Using Technology

Consultant Recommendation #8: Establish a department-wide commitment to appropriate
and effective utilization of technology consistently throughout the department.

The full utilization of appropriate technology is a significant “force-multiplier” in that it
simplifies operations and enhances service delivery. Two of the primary technology systems
used by BPD include the Records Management System (RMS) and computer aided dispatch
(CAD). At the time of the Assessment, the two systems did not interface with one another.
However, since that time, the city has installed a new CAD system which interfaces with the
RMS. The Assessment recommends providing additional hands-on training for RMS to improve
the current user dissatisfaction and improve the city’s ability to fully utilize the RMS
capabilities. In addition, KRW recommends that BPD establish a Technology Working Group
with representatives from all units within the department to identify technology needs, evaluate
their priority, and work collaboratively to solve technology issues department-wide. As part of




the scope of the Technology Working Group, KRW recommends including an evaluation of the
current radio system and radio maintenance service of police vehicles.

BPD Response & Implementation: BPD has already begun to implement the changes
recommended by the Assessment with the creation of an IT police technical team (PTT). This is
a team of technology trained employees who will help identify technology needs and establish
priorities as well as work collaboratively to solve technology issues department wide. In
addition, two positions have been added through re-allocation to provide cross training and more
coordination of technology support. BPD IT employees meet regularly as a group to discuss
needs and projects, as well as with city IT personnel.

As a separate but related effort, a report writing committee was formed to identify system
weaknesses and areas that could be improved with little cost. Recommendations for shortening
report times, elimination of some data collection, clarifications on functionality, self-populating
forms on arrests, new summonses, and training needs were established. Training, which is being
developed to teach officers report writing procedures and use of the report writing software, will
begin in April or May 2013.

In addition to streamlining the report writing process, BPD is addressing the challenge of officers
completing reports in their vehicles. The difficulties are related to the process being slow
because the report system has to be accessed through the wireless network and the challenge of
completing a lengthy report due to ergonomics in the cars. BPD is in the process of replacing
older in-car laptops with newer technology, working with IT to identify hot-spot locations
throughout the city, and researching patrol car ergonomics and technology options (e.g., tablets
in lieu of laptops). It is anticipated that improvements in report writing in the “field” will reduce
impacts such as greenhouse gas emission related to traveling to the office to complete a report
and then back to the assigned patrol area.

Consultant Recommendation #9: Information management services: reporting alignment,
coordination, staffing increases and equipment.

Voice and data networks are essential components in providing effective law enforcement
services in today’s environment. In order to ensure optimal service delivery, internally and
externally, Information Management (IM) must be highly coordinated. While BPD has
individual-area experts for the CAD system, the RMS system, and the radio system, there is no
one central nexus of expert knowledge regarding the operational inter-relatedness and mutual
impacts of these systems. In addition, adequate funds must be allocated to IM. Funds cannot only
cover hardware and software, they must also address the staffing needs that are necessary to keep
the systems operational and cost-effective. Future initiatives must be an integral component of
IM services, in conjunction with the provision of on-going support.

Business processes need to drive the technology, not the reverse. Based on the Assessment, in
many instances it is highly questionable whether the business process has been the driver and not
the technology. There has been a significant fiscal investment in the current technology platform
for the Records Management System (RMS). However, it may be more economically feasible, at
some point, to stop trying to retro-fit the current systems, or alter current work practices to
accommodate the current technology, and develop a plan to migrate to a new technology



platform. The current staffing and multiple stand-alone systems make it difficult to provide for
basic daily operational needs in an efficient and effective manner, and preclude the opportunity
for such long-term, broad-based assessment to occur.

BPD Response & Implementation: Law enforcement agencies around the country are dealing
with rapidly evolving technologies designed to improve the efficiency of police work and the
ability to solve crimes. Many of these new technologies have become the contemporary standard,
and are now expectations of both the community and the criminal justice system. The cost of
staying current with this technology has increased over time as improvements are made and new
technology emerges. As mentioned previously, BPD is improving the coordination,
prioritization, planning and support of technology needs. Part of these efforts includes BPD’s
assessment of the department’s RMS to determine whether to upgrade or purchase a new system
to better fit the needs. Initial research indicates that a new system will better fit the city’s needs
and create more efficiency within BPD. One possibility being explored is a regional solution
with other agencies to help reduce the cost of a new system. BPD has submitted a request for
funding a new record management system to the city manager for consideration as part of the
2014 budget process.

Responding to Calls for Service

Consultant Recommendation #2: Develop a differential response strategy for calls for
police service to be offered as alternatives to dispatching officers to every call for service
request.

Having multiple options for addressing citizen requests for police response enhances service
delivery by best serving individual citizen needs in the method most appropriate for them while
providing cost and efficiency savings to the department. BPD has recently initiated on-line
reporting and has utilized, for years, civilian (non-sworn staff) report technicians to take reports
over the phone. However, the civilian report technician positions have been reduced due to
budget constraints over the past several years. Consideration should also be given to education
and training programs for the community, primarily business owners, and enacting a city
ordinance regarding intrusion (also known as burglary) alarms. As noted in the Assessment, 98
percent of intrusion alarms are false. This is a tremendous waste of valuable police resources, a
potential safety risk to the community during responses, as well as a potential safety risk to the
community when valuable police resources are addressing the immediacy of intrusion alarms
while other calls for service must wait to be addressed. KRW recommends evaluating
alternatives for police service delivery methodologies and move toward the implementation of
service request alternatives, where appropriate, to enhance the traditional methods currently in
place.

BPD Response & Implementation: BPD utilizes differential response thru two community
police specialists with telephone reporting and expanded online reporting. In addition, BPD has
civilian accident report specialists who take many of the accident reports and respond to such
calls as recovered bicycles, abandoned vehicles and parking complaints. In the recent past, the
capacity to fund civilian accident report specialists was reduced through budget cuts.
Appropriate staffing of the BPD is being evaluated within the context of the 2014 budget
process.



BPD has an ongoing education campaign to inform the community of options for service
including on-line reporting. When community members call regarding non-emergency events,
dispatchers educate community members about on-line information and reporting options.
Internal resources have been re-educated about the differential response options that are
available. However, it is the city’s policy to respond if a caller insists on seeing an officer.

The city’s current intrusion alarm ordinance is focused on registering the alarm with the city.
BPD’s alarm response policy requires an attempt at verifying an alarm prior to calling police.
Even so, BPD responded to 1,907 false alarms in 2012 using approximately 375 hours or the
equivalent of 9 weeks of staff time. The effect of this policy is that the police department
supports private alarm companies by providing the response to alarms on which private business
earns a profit. BPD receives no funding for providing this service. For these reasons, some police
departments have discontinued responding to burglary alarms.

The city’s policy can be strengthened to require actual verification of a break-in (i.e., strict
verification) prior to calling police. This would virtually eliminate responses to false alarms and
has been successful in other police departments that have adopted this policy. This change would
only apply to burglary alarms and would not change BPD’s response to robbery alarms (banks)
or personal help alarms that are triggered by individuals. Based on council feedback, an amended
policy including a strict verification system prior to sending police to an alarm will be included
in the Police Master Plan update.

Consultant Recommendation #3: Re-alignment of the prioritization of calls for service.

The computer system is currently programmed to prioritize calls for service based on the nature
and urgency of the call on nine levels. Under this process, an intrusion alarm (with historically
98 percent false rates) will take priority over a hit and run accident blocking traffic and with
suspect vehicle description. KRW recommends that the call prioritization process should be
reviewed with an eye toward simplification and service enhancement, such as no more than four
levels of calls (e.g., In Progress, Just Occurred, Cold, and Service). This will enhance service
delivery and community satisfaction as well as aid dispatchers and supervisors in determining a
more realistic response time for all pending calls for service.

BPD Response & Implementation: Over the last two years, BPD, Boulder County, Longmont
and the University of Colorado Police Department, have worked to jointly implement a new
CAD system (dispatch software) that provides greater flexibility and redundancy between
participating agencies. As a result of this process, four levels of calls were developed as the
proper prioritization of calls for service. As the new CAD system is used the prioritization will
continue to be monitored and adjusted as necessary. It should be noted that while the new CAD
system has built-in priorities to alert dispatchers when priority calls appear on their screens,
dispatchers do not simply rely on the CAD software to set priorities. Dispatchers are trained to
ask specific questions in determining the proper priority of a call.

Consultant Recommendation #7: Consider alternative motorized response mechanisms.
Traffic congestion and lack of adequate parking in several areas of the city negatively impact
police response through traditional means. Increasing walking beats and bicycle response have



been helpful but other options should be considered. The acquisition and use of smaller, more
maneuverable, and more gasoline-efficient alternatives should be considered.

BPD Response & Implementation: As is the case across the city organization, BPD uses
alternative modes of transportation such as foot patrols, bicycle patrols and alternative fuel
vehicles. For instance, recently BPD created a new Neighborhood Impact Team that is patrolling
the University Hill, downtown Pearl Street Mall and municipal campus areas on foot, bikes and
patrol cars. BPD will continue to identify opportunities to further expand the alternative modes
while also balancing the need for prisoner transport. Currently, of the 108 police vehicles, 62
percent are alternative fuel vehicles. As part of the city’s climate commitment goals, 90 percent
of newly purchased vehicles must be alternative fueled (hybrid, electric, E85, biodiesel, or
propane).

Revisiting Community Policing Philosophy

Consultant Recommendation #1: Re-visit the current definition of Community Policing®
within the Boulder Police Department. Many focus group participants mentioned both the
organizational and individual commitments to community policing, while at the same time
expressing frustration with the perceived expectation of Boulder citizens that the police will, and
should, respond to every call for service without exception.

KRW suggests that it may be time to re-visit, and possibly update, what community policing
means in Boulder to the citizenry and the BPD. The purpose of this process would be to consider
possible updates and alternatives in service provision. By establishing a group of citizens and
BPD members, a dialogue could occur to identify current and future expectations. This would
serve as a foundation for internal review and a re-commitment to these revised processes. This
process is integral to several of KRW’s recommendations because BPD’s understanding and
philosophy regarding community policing impacts many areas of service delivery including
staffing, differential response alternatives, and the civilianization of sworn positions.

BPD Response & Implementation: The department has recommitted to providing excellent
police service through customer service, partnership and problem solving. Additional training is
being provided on the concepts of community policing and problem solving in the community.
Specifically, the department has already held department-wide meetings to discuss renewed
efforts around customer service and provided mandatory training on such topics as current
challenges in policing, professionalism and integrity, perspective taking, building morale from
within, resiliency, and ethics. BPD has recently adopted the vision, “one person and one call at a
time” in building positive relationships with the community. A focus group will be formed in the
fall of 2013 comprised of community and department members to discuss the community
policing philosophy and what it means in Boulder. Information from the focus group discussions
will be used as a guide in developing future strategies for 2014 and beyond. These efforts are
designed to focus and clearly articulate the direction for BPD in terms of community policing
and service to the community.

! Community policing is a philosophy on how to police which involves a belief and commitment to working in
partnership with the community. This involves more than just responding to calls for service. It requires time for
officers to spend developing working relationships with community members to work together to find solutions to
community problems.



Planning for Facility Issues

Consultant Recommendation #10: Expedite on-going efforts of facility planning in a
formalized, deadline-driven environment.

Discussions have occurred in the past regarding space utilization in the BPD. Space limitations
are now directly impacting the BPD’s ability to maintain current services levels and will soon
become an impediment. Earnest efforts must be undertaken to develop a specific, comprehensive
space utilization plan along with a financial plan to identify the most effective course of action.

BPD Response & Implementation: Facilitates and Asset Management (FAM) is completing a
citywide space analysis with the initial focus on the downtown, due to the civic area plan, in the
fourth quarter of 2013. The remainder of the citywide analysis will be completed, including the
Public Safety Building, as part of the FAM Master Plan Update in 2014.

Training Staff

Consultant Recommendation #5: Investigate potential regionalization of the SWAT Team.
As part of the Assessment process, focus groups frequently mentioned the Special Weapons and
Tactics (SWAT) team as being both under-utilized and a drain on officer staffing due to the
inherent training requirements of SWAT participation. Many jurisdictions are combining
resources in order to share the costs and benefits of a regional SWAT team. Regionalization
improves the skill levels of assigned officers since they usually have more actual incidents to
respond to which develops and retains their skill levels. BPD is in the process of regionalization
of the Bomb Squad. Information gained from the successful completion of that endeavor, and an
evaluation of its effectiveness, will provide a foundation for further review of future
regionalization efforts.

BPD Response & Implementation: BPD has studied this recommendation and determined that
a regionalization of SWAT is currently not in the best interest of Boulder. The SWAT teams of
Boulder County and Longmont are activated for more functions than the Boulder team. While
BPD may be able to decrease the number of SWAT officers, Boulder would be involved in more
call outs impacting staffing and potentially increasing overtime costs. In addition, the philosophy
in the use of SWAT is a bit different in other communities regarding use and aggressiveness,
causing concerns over the conflicts with the city’s philosophy in how SWAT is used. For these
reasons, along with the lack of additional savings, BPD does not anticipate currently pursuing
this approach. However, BPD did decide it would be in the city’s best interests to combine the
city’s Bomb Response Team with Boulder County and Longmont. This has already been
negotiated into an intergovernmental agreement and the teams are now working together as a
regional bomb squad.

Consultant Recommendation #6: Consolidate mandatory training, when possible, to late
fall and winter months. BPD has a training Sergeant who coordinates training with patrol and
other work groups across the department. During the Assessment, frustration was expressed
about training being scheduled during the busier early fall and spring months and the impact this
has on officers’ inability to attend these training sessions due to workload. Consolidating training
to slower times of the year will help eliminate staffing and scheduling conflicts which currently



surface during the early fall and spring when re-occurring events and calls for service demands
make meeting these on-going training obligations difficult.

BPD Response & Implementation: The department is working towards scheduling most
training during slower times of the year. However, this effort will need to be balanced with the
dramatic increase in the demand for training that has occurred over time.

V. NEXT STEPS

As indicated in above, a number of the recommendations are already being implemented. The
remaining recommendations are presented for the city administrations considerations to
determine what are most appropriate, feasible and effective in both the short and long term. In
addition, the Assessment will serve as a resource in the development of the 2014 recommended
budget. The Assessment will also be utilized as an important resource in the development of the
Police Master Plan update. It is anticipated that City Council will discuss the key issues related
to the Police Master Plan update on May 28, 2013. Feedback will be incorporated into a final
Police Master Plan for council’s review and acceptance in the third quarter of 2013.

V. ATTACHMENTS
A — Police Department Staffing and Deployment Assessment Report
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