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Introduction

As a part of the City of Lake Forest Park’s Interdepartmental Work Plan for 2016, the Police
Department has been tasked with conducting an analysis of their current staffing/scheduling model. The
following report outlines several key components including: Historical staffing, current daily staffing
model, an analysis of calls for service, identified service gaps and the results of a recent citizen survey. At

the conclusion of the report, a recommendation for future staffing will be provided.

Historical Staffing

Police Department Staffing Levels

26

Total Commissioned M Support

As of September 30, 2016, the department staffing is as follows:

Rank Number
Chief of Police 1
Operations Captain 1
Administrative Sergeant 1
Patrol Sergeant 3
Police Officers 11
Detectives 2
Support Services Officer 1
Records Clerks 2
Total 22




.

The department operates with two divisions, the Operations Division and the Support Services
Division. The Operations Captain oversees the Operations Division personnel, and the Administrative
Sergeant oversees the Support Services personnel. At the present time, there are no vacancies, however

two new officers are in field training at this time.
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The police department currently operates under a minimum staffing model. Patrol Division
employees are required by the Collective Bargaining Agreement (CBA) to work three 12 hour shifts with
three consecutive days off either from 6am-6pm or 6pm-6am. Squads A and B are staffed with one
sergeant and two officers, and Squad C is staffed with one sergeant and five officers. Through an
amendment to the CBA, the sergeant assigned to Squad C can work an adjusted shift from 3pm-3am
depending on coverage. It is not uncommon for the police department to routinely call back officers on
an overtime status due to officers taking time off for sick leave, vacations, or other reasons (see

Appendix D — Overtime).

It is the policy of the police department to never fall below the basic minimum staffing, which is
two patrol elements assigned to work the streets at any given time. Minimum staffing is particularly
common in small communities where there are relatively few citizen-generated demands for police
service yet residents expect a minimum number of officers to be on duty at all times. Also, this type of
staffing model ensures only the minimum level of officer safety, knowing that at least two officers must
respond to certain types of calls. Lake Forest Park is a small community however, because of the
demands for service and the expectation of our citizens for response, the minimum staffing model is not

working.

Often, officers are faced with multiple simultaneously occurring calls for service and must rely on
our partner agencies (Shoreline PD, Bothell PD, and Kenmore PD), to respond to the City in an assisting
role. It is often frustrating for department staff to work with only one other officer during a shift. This
staffing model limits the proactive work which is a key element in preventing crime before it happens. It
negatively affects the capacity of the City to properly handle all situations, exposes additional risk, and

does not provide for the best officer and community safety.

This minimum staffing model effectively eliminates our dedicated traffic enforcement position by
requiring that officer to work as a general patrol officer. Our traffic officer had to be assigned to fill a
general patrol position for three months in 2015 and six months in 2016. As indicated by our recent

citizen survey, outlined later in this report, we asked &We are always trying to do a better job of serving
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our citizens. For your neighborhood, how can we increase our sé&fvite8% of respondents indicated
Police Officer in PatroAdditionally, minimum staffing severely limits our general patrol officer’s
abilities to participate in special emphasis traffic and DUI patrols which are grant funded- we have the
grant funds but not the personnel. Our narcotics K-9 officer has also been relegated to general patrol
duties for the entirety of 2015 and 2016 which has had a significant negative impact in their availability
for proactive criminal interdiction activities and to partner with other proactive activities envisioned in

the department’s Operational Plan.

As the department reviewed other possible deployment models, there were two others that

presented themselves; the per capita approach and the workload based approach.

The per capita approach compares the number of officers with the population of a jurisdiction to

determine an optimum number of officers per population—that is, an optimum officer rate—an agency
may compare its rate to that of other regional jurisdictions or to peer agencies of a similar size.? The

following table illustrates the per capita study for similar sized agencies within King County:

Agency Population Commissioned Staff Police/1,000
Black Diamond Police Department 4200 7 1.67
Normandy Park Police Department 6420 10 1.56
Pacific Police Department 6840 11 1.61
Duvall Police Department 7345 13 1.77
Enumclaw Police Department 11,140 16 1.44
Lake Forest Park Police Department 12,810 19 1.56
Snoqualmie Police Department 12,850 21 1.63
Mercer Island Police Department 23,480 31 1.32
Average 10,635 16 1.57

(Note- the above figures include all commissioned officers including command and support personnel)3

According to a recent report from the International Association of Chiefs of Police (IACP) on the
Bureau of Justice’s Police Officer to Population Statistics Data, “Ratios, such as officers-per-thousand

population, are totally inappropriate as a basis for staffing decisions. Accordingly, they have no place in

12016 Lake Forest Park Citizen Survey
2 Louisville Metro Police Department Staffing Study- May 3, 2015
3 Washington Association of Sheriffs and Police Chiefs
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the IACP methodology. Defining patrol staffing allocation and deployment requirements is a complex
endeavor which requires consideration of an extensive series of factors and a sizable body of reliable,
current data”.* According to the report, there should be two officers per 1,000 population served for
cities with a population of 10,000 to 24,000. If we were to use this two officer per 1,000 population
(13,234 2015 census estimate) served formula the Lake Forest Park police department should be staffed
with 26 commissioned officers. If staffed with 26 commissioned officers, the department configuration
would include the command staff (Chief, Captain and Administrative Sergeant), two detectives, traffic
and K9 officers, and 19 patrol elements. Currently, the police department is operating with 14 patrol

elements.

Additionally, if we use the per capita method of determining staffing levels it would be
imperative not only to look at our cities population, but also review and consider our daily traffic and
commuter statistics in and out of Lake Forest Park. Traffic collision data, along with other traffic
complaints related to both SR104 and SR522 indicate nonresident commuters have a significant impact
on our city and department resources. Adding to workload additions, the city has recently added new

housing areas including 114 housing units at 12 Degrees North.

The workload-based approach for determining appropriate workforce levels considers actual

police workload and the communities demand for service. In researching several different workload-
based staffing models, our staff determined the International Association of Chiefs of Police (IACP)
method was most appropriate. This method also allows us to make minor corrections based on our

community’s unique geographic location, commuter population, and citizen service level expectations.

“The IACP has developed a method for determining patrol force manpower needs based on the
actual or estimated complaint or incident experience in the community. The Pennsylvania Department
of Community and Economic Development (DCED) has found the IACP method to be most reliable in
determining manpower needs. The method which follows determines the level of required patrol

officer positions and does not include administrators, supervisors, or specialists. It provides the basis

4 ]ACP Research Center Directorate i Perspectives: Police Officer to Population Rations, Bureau of Justice
Statistics Data
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from which a community can estimate minimum staffing needs”.> The IACP staffing model can be
applied using either estimated or actual incident numbers. Because we are able to reliably extract actual
incident numbers from our records management system, using these numbers gives us the most reliable

and relevant result. The following is the IACP Model using 2015 data from Lake Forest Park.

Staff Study / IACP Model

Calculating Patrol Force Staffing Needs

Step 1
The first step in the process requires us to extract and input our department’s actual incidents

into the Police Activity Weighting Factors (PAWF) for the IACP Police Patrol Force Staffing Formula. This
was done by evaluating the individual type of call and placing them in the appropriate incident category.
The IACP PAWF also requires an approximation of time required for an average call. IACP has
determined that it takes approximately 45 minutes to deal with an average call. This average includes all
time required by patrol including a second officer when required. The Governor’s Center for Local
Government Services (GSLGS) has developed a Police Activity Weighting Scale®, which is used below,
that applies to this 45-minute average call limit. Each type of call or incident is given a weight value
based upon the time it actually took to complete it in the study done by the GSLGS. A “Weight of 1 is
given to any type of call that takes 45 minutes or any part thereof. So, if an average robbery call takes 2
hours and 26 minutes, it will have a weight value of 4.” The table on the following page shows the

actual incidents for Lake Forest Park in 2015 with the respective computed weighted value.

51ACP i Police Department Staffing Model
6 Pennsylvania Department of Community and Economic Development (2015). Administering Police Services in
Small Communities, A Manual for Local Government Officials, p23-26
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Police Activity Weighting Factors for the IACP Police Patrol Force Staffing Formula

Lake Forest Park - 2015

PART | Crimes

Weight Reported
Activity Estimated Time to Handle Value Incidents Computed Value
Homicide 4 hours 57 minutes 7 0 0
Rape 3 hours 10 minutes 5 2 10
Robbery 2 hours 26 minutes 4 3 12
Assault 2 hours 9 minutes 3 39 117
Arson 2 hours 50 minutes 4 0 0
Burglary 2 hour 20 minutes 4 76 304
Vehicle Theft 1 hour 44 minutes 3 8 24
Theft 57 minutes 2 162 324
PSP 1 hour 28 minutes 2 24 48
Total PART Il Crimes 314 839
Other Crimes and Activity

Weight Reported
Activity Estimated Time to Handle Value Incidents Computed Value
Alarm 25 minutes 1 371 371
Death Investigation 3 hours 30 minutes 5 12 60
Disturbance 45 minutes 1 194 194
DUI 4 hours 10 minutes 6 36 216
DV/Paper Violation 1 hour 40 minutes 3 75 225
Foot Patrols 20 minutes 1 1364 1364
Hazards 55 minutes 2 132 264
Information 26 minutes 1 318 318
Juvenile 40 minutes 1 51 51
Liguor / Drugs 1 hour 15 minutes 2 41 82
Malicious Mischief / Graffiti 45 minutes 1 144 144
Missing 1 hour 50 minutes 3 13 39
Parking 32 minutes 1 346 346
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Property 30 minutes 1 95 95
Suicide / Suicide Threats 1 hour 15 minutes 2 21 42
Traffic Accidents 2 hour 10 minutes 3 147 441
Trespass 40 minutes 1 64 64
Warrants 2 hours 5 minutes 3 104 312
Other Incidents 45 minutes 1 8371 8371
Total Other Crimes and Activity 11899 12999
Grand Total 12213 13838

*As of October 20, 2016 the Lake Forest Park police department has 9981 incidents
recorded and 9844 for the same time period in 2015.

Step 2

Multiply the weighted value of all complaints or incidents by 0.75 (45 minutes). Again, it is

generally conceded that 45 minutes is the average time necessary to handle a complaint or incident.

13,838 X .75 =10,378.50

Step 3

Multiply by three to add a buffer factor and time for preventive patrol. General experience has
shown that about one-third of an officer’s time should be spent handling requests for services. Other
requirements for servicing police vehicles, personal relief, eating and supervision must also be

considered. Multiplying by three makes up the unknowns.
10,378.50 X 3 =31,135.50

Note- each employe assigned to patrol have ancillary duties such as: firearms trainer, first aid trainer,
defensive tactics instructor, major crimes taskforce (CSPA), field training officer, SWAT, etc. Supervisors
not only approve reports, manage/supervise crimes scemespeersee departmental programs, they

also are required to perform all patrol functions responding to collisions, calls for service, and

investigating crimes just like regular officers.
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Step 4

Divide the product by 2,920 - the number of hours necessary to staff one basic one-officer patrol

unit for one year (8 hours X 365 days = 2,920).
31,135.50/2,920 = 10.66

With the application of the weighting formula it now takes 10.66 patrol elements to handle the
12,213 incidents in Lake Forest Park.

Step 5

If police officers worked every day of the year without any time off, then the respective number
of patrol elements would be the minimum needed to handle the estimated incidents. Since police
officers cannot be expected to work every day, the amount of time an officer is actually on-duty must be
determined to establish how many officers are required to staff the patrol elements. A review of the
benefits department personnel receive indicates that the average police officer in the department has

the following amount of time off duty.

Non-Available Police Officer Time

Regular Days off (104 days) 832  hours
Holidays (12 days) 96 hours
Bereavement: (4 days) 36 hours
Vacation: (15 days’ average) 120  hours
Sick Days (2015 Average) incl. maternity/paternity leave 60 hours
Court Time (conservative estimated at 5 days) 40 hours
Training Days (mandatory training 5 days +5 additional days) 80 hours
Personal Days (2 days) 16 hours
Total Average Time Off 1,280 hours
Total Average Time on Duty 1,640 hours

*The model uses an 8 hour shift so for simplicity and constancy we followed their model. The
calculated results do not change as they are based on hours rather than work days.

Of the 2,920 hours needed to staff one patrol element, a police officer is not available 1,280

hours or is available 1,640 hours. To determine how many officers are necessary to staff one patrol

10



element divide the 2,920 hours needed for one year, by the number of hours available (2,920/1,640 =

1.78). This means that 1.78 officers are required to fill each patrol element. By multiplying the
availability factor (1.78) by the number of patrol elements calculated in step 4above you now have the

number of patrol officers needed to handle the 12,213 incidents recorded for 2015.
1.78 X 10.66 = 18.98 or 19 patrol officers needed

The calculations indicate that 19 patrol officers are needed to respond to the number of
incidents in the city. These calculations indicate the number of patrol officers needed. They do not

include the Chief or any other sworn personnel assigned to duties other than patrol.

Calls for Service

The data includes an average of three years’ of calls for service data in Lake Forest Park. The first

graph identifies the days of the week most calls affect staffing, the second graph the time of day.
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Over the past decade, the City of Lake Forest Park has seen an increase in workload and a
decrease in staffing (both in commissioned staff and administrative staff). The phrase “more with less”
applies, which has a price. There are several gaps that have emerged over time that affect our ability to

provide the best service possible for our community.

First and most important, is staffing multiple incidents concurrently. Often, our patrol staff
respond to calls that require multiple officers (i.e. domestic violence, assaults, alarm calls, collisions,
etc.). Most frequently, when officers are tied up on those calls, additional calls go unstaffed for an
unacceptable time period until either our officers are freed up, or one of our partner departments are

called to assist.

Next, proactive patrol is virtually non-existent. As mentioned earlier in this report, our K9 and
Traffic Officers are typically required to fill vacant shifts in patrol to ensure minimum staffing. The
department’s annual Operations Plan outlines several components that cannot be accomplished, again
due to minimum staffing levels. Those include: traffic safety emphasis patrols, targeted neighborhood

saturation patrols, community outreach activities, and regular contact at area schools.

Community engagement and communication has become increasingly important for the police
department, which has proven to be successful in solving crime over the past couple of years. The police
department does not have a dedicated communication specialist, rather we piecemeal communication
among administrative staff. At times, we are successful, however that success is limited by our capacity

to provide consistent messaging through all of our communication outlets.

An increase in overtime in 2015 and 2016 is attributed to our current staffing model. Because of
minimum staffing and several personnel gaps created, it is expected by years end the department will
have spent $20,000 in overtime in excess of the $95,000 budgeted. In 2015 nearly half of the overtime
paid by the department was to fill minimum staffing and the trend has continues into 2016 (see
Appendix D — Overtime). The collateral circumstance has been officer burnout. There are many times
when officers are required to fill in full 12 hour shifts with limited days off. With very few exceptions,

minimum staffing overtime shifts require an officer to work 4-12 hour days in a row and unfortunately

12
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on some occasions, five days in a row followed by a single day off before beginning their regular three
work day rotation. As a way to measure our officer’s willingness to work overtime shifts we can look at
the number of times available officers declined working overtime. For the entirety of 2015 officers
declined overtime shifts on 50 occasions, in the first eight months of 2016 officers have declined in
excess of 60 times. These numbers are telling in that for whatever reason, officers are declining
available overtime shifts at nearly twice the rate in 2016 compared to 2015. We are fortunate to have
dedicated staff who are able to work these extended hours. Thankfully, we have not had to order
officers to cover shifts but it is increasingly difficult to convince our off duty officers to work on their
days off. This excessive level of minimum staffing overtime has affected morale within the department,
hampered our operational flexibility, derailed our ability to staff grant funded overtime, and contributed
to sleep deprived patrol staff. All of these directly and negatively impact our Department’s Operational

Plan.

Officers that work for extended hours without rest become sleep deprived, which is extremely
unhealthy and can also contribute to poor decision making, thus increasing the risk while working. In a
study performed by Bryan Vila, PhD, four out of eight officers involved in on-the-job accidents and
injuries were impaired because of fatigue. Such accidents include automobile crashes that were due to
officers' impaired eye-hand coordination and propensity to nod-off behind the wheel. Other work
related injuries come from accidents that occur when officers have impaired balance and coordination.’
The study went on to say “fatigued officers are more likely to make poor decisions, use more sick leave,
practice more inappropriate uses of force, and have more difficulty dealing with community members

than officers with appropriate levels of rest”.

Supervisory oversight has also been limited, which has the potential of exposing the city to
additional risk. With only three patrol sergeants assigned to four patrol squads, approximately 25% of

the time a squad of two officers are scheduled without a sergeant. Generally, a senior officer will take

7 Bryan Vila (2002) Tired cops: The prevalence and potential consequences of police fatigue

13
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on the role of officer in charge when a sergeant is not working or if a sergeant is on extended leave an
officer will be assigned as an Acting Sergeant. This gap is partially covered by the Chief, Captain and
Administrative Sergeant during day shift but there is no supplemental supervisory oversight during night

shift.

Supervisory span of control has often been a point of discussion here in Lake Forest Park and is
addressed within this section. The Chief of Police has a span of control of two supervisors (Captain and
Administrative Sergeant). This follows the generally accepted range of two to three subordinates.
Additionally the Chief acts as the City’s emergency manager. The Operations Captain has a current span
of control of three patrol sergeants. This also falls within the generally accepted range of three to five
subordinates. The Administrative Sergeant has a span of control of five (two detectives, two records
clerks and the property officer). In review of all administrative duties assigned this position, it clearly
should be considered a Lieutenant for the purposes of span and control analysis and falls at the high end
of three to five subordinates. The patrol sergeant’s current direct span of control is between three and
five officers and although this falls short of the generally accepted seven to ten officer level discussion
and explanation should clarify this. Unlike larger agencies, our sergeants must also actively take on
patrol officer duties. They take calls as primary officers, they write reports, conduct investigations and
every other duty performed by a patrol officer. These patrol duties conservatively consume one third of

a sergeant’s available time.

Additionally, due to our limited staffing, sergeants are assigned ongoing specific operational
duties outside of managing their squad. Every sergeant has administrative and managerial oversight of
one or more of the following; Field training sergeant (program management and five officers),
Narcotics/vice unit (program management and five officers), Traffic unit (program management, traffic
safety camera program, and three officers), Training unit (training development, program management,
and two officers), Firearms Training unit (program management and two officers), as well as others. It
is clear that when we reduce our sergeant’s available supervisory time due to their general patrol
responsibilities and increase the number of subordinates managed within their additional operational
duties, their adjusted span of control is in line with the upper range of the generally accepted span of

control.

14



Lake Forest Park Police Staff Study

The police department conducted a citizen survey in an attempt to capture citizen’s feelings,
expectations, needs, and impressions. While raw data regarding calls for service provides a snapshot of
measurable outputs and outcomes, the survey was meant to capture anecdotal information that will

help frame future deployment of department personnel.

Residents were invited and encouraged to take the survey through a number of communication
avenues. The survey was sent out via City Newsflash to over 1,300 subscribers, the LFP Emergency
Notification System to over 700 email subscribers, Nextdoor social media site to over 2,400 participants,
and Facebook/Twitter to over 1,060 followers. The survey was made available via the department’s

website, and it was made available for print copy to be submitted directly to the department.

There were 158 responses to the survey during the period of September 6 through September
27, 2016. In an effort to obtain relevant results, a respondent to the survey was required to either live or
own/operate a business in Lake Forest Park. The majority of respondents, 93%, rated the police
department as doing an excellent/good job along with 98% felling very safe/safe in their homes. This is
great news, and there is so much more of the same throughout the survey responses. But to better
understand our staffing dilemma, the more important and actionable information comes from their
responses to the questions related to what our citizens feel we can do better, their other concerns,
comments and ideas. We must remember that citizens make a judgement on the quality of any service
by comparing the service they receive with the service they expect, it is important that we focus on their

expectations.

There are a wide range of improvements touched on by our citizens but one concern clearly out

paces the rest; speeding and pedestrian safety. A few select comments include:
A Slow down on Bothell Way, safe crossing between 165th and 154th Street

A More traffic enforcement on Brookside BlvdE N

A Traffic enforcementtoo much speeding in LFP

15
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A Would love to have car(s) located at the intersection of 195th & Ballinger. So many people run red
lights at this intersection, one or two patrolpersons could be kept busy all day long

A I would like to seenore patrolling, stop signs or traffic circles on NE 178th to help with speeding
cars. This has been a real problem since | moved here
Another theme we identified was a desire to have more police visibility in the neighborhoods.

These comments capture the essence of this expectation:

A Would like to see more patrols on the neighborhesdems like there used to be more, but
maybe I'myist not around when they happen

A 1live on Brentwood which is a dead end streiegtat Shore Drive. There have beenwa fe
incidents and I'd appreciate more presence

A Increased funding to support more officers, equipment, and support personnel, and a more robust
presence in the city at all hours. | used to see patrol vehicles on my street at leasintwice a
evening, now | raaly see one

A Patrol more often

A More of a police presence (watch) patrolling our area. Just your frequent presencearan de
burglaries and other crimes

A 1'd like to see police officers getting into the neighborhoods more often. The more they know the
residents, the more the residents will feel comfortable. And the more the officersenhse's
out of place/unusual
As expected, our community is very supportive and appreciative of the service provided by our
officers. The following comments are highlights:
A Everyone I've met has been super friendly and professional. | like seeing

them drive through our neighborhoods and kndwy're keeping an eye on
things

A For a small department, they are very professional and are attentigarto
O2YYdzy A (éerts NBIj dzA NJ

A We are safer because of the Police. You put your lives on the line for us and |
am so very grateful. You have a hard job and do it well

16
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Lastly, there were comments and concerns regarding race relations, homelessness, increasing
community engagement, environmental issues, patrolling the Burke-Gilman trail and others. The entire

results of the survey are available in Appendix C.

It’s quite telling that our citizens independently identified many of the service gaps that we, the
service providers also identified. These gaps are not insurmountable and can be narrowed but not at

current staffing levels.

The basic premise of any staffing model should be that the quantity and quality of service be
defined by the customer, in this case the citizens and not those who provide it, the city. Customers make
a judgement on the quality of any service by comparing the service they receive with the service they
expect. Itis our job to staff the police department at such a level to deliver the services the citizens

expect while at the same time taking care of our employees who deliver the service.

The Lake Forest Park Police Department’s mission is to develop and support a team of
professionals who consistently seek and find innovative policing strategies to affirmatively promote,
preserve, and deliver those quality services which enhance the security and safetygamounity. To
support this mission, we will work in strong partnership with the commuliigythat mission that drives

our committed service to our community.

This report has outlined how the department is currently staffed and deployed, it has researched
and analyzed other staffing models that may or may not fit the needs of the community, and it has

provided data from a citizen survey in an attempt to capture the desires of the community.
A Nationally, the average police officers per 1,000 citizens is two, which would indicated 19 patrol
elementswould be required for the population of Lake Forest Park. Regionally the average is
1.57. In the City of Lake Forest Park, there are 1.56 officers per 1,000 residents.

A The IACP deployment model indicates that there should be 19 patrol elements here in Lake
Forest Park, while currently there are 14. Prior to the year 2000, there were 20.

A Itis clear, our citizens are engaged. The survey identified similar service gaps as the department
has. Finally, the police department does a excellent/good job policing this community.

17



Lake Forest Park Police Staff Study

So what is the right number of officers to appropriately staff this police department? As stated
above, the department currently has 14 patrol elements which includes a K9 Officer and a Traffic Officer
(TO). Therefore, five more funded positions would be needed to fill in the gaps created over the past
several years according to the IACP and police per 1,000 models. However, schedules could be devised
to leverage the flexibility of the K9 and Traffic Officers to ensure three officers per shift guaranteed
without overtime and backfill during peak times (see organizational chart — page 19). The City would
need to open up discussion with the Police Officers Guild to gain flexibility in the scheduling of the

officers other than the mandatory shifts contained within the CBA.

The employees of the Lake Forest Park Police Department are dedicated to making sure our mission
is carried out in a professional manner. They are appreciative of the support from this community, which
is not like the rest of the country. As we develop the proper staffing model to adequately serve the
citizens of Lake Forest Park, we cannot compromise the safety of our staff or compromise in providing
the best and most current training available including Crisis Intervention, Guardian vs. Warrior, De-
escalation, and Cultural Diversity training. We hold ourselves to very high standards and strive to ensure

we meet and exceed the expectations of our community.
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