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COUNTY OF DANE, WISCONSIN
Staffing Analysis for the Sheriff’s Office

1. INTRODUCTION AND EXECUTIVE SUMMARY

The Matrix Consulting Group, was retained by the County of Dane and the Dane
County Sheriff's Office to conduct a Staffing Analysis. The final report, which follows,
presents the results of the study. This study, which began at the end of 2009, was
designed to provide an assessment of the staffing of the Sheriff's Office operations,
identifying strengths and improvement opportunities relating to service delivery,
organization and staffing, as well as management.

1. INTRODUCTION
In reaching the concluding point of the study, the project team has assembled

this final report which summarizes our findings, conclusions and recommendations

where appropriate.

In this Staffing Analysis of the Dane County Sheriff's Office, the Matrix Consulting
Group project team utilized a wide variety of data collection and analytical techniques.
The project team conducted the following analytical activities:

. At the outset of the project, the study team interviewed the Sheriff and his
management team. We also interviewed the County Executive and her staff as
well as others. The purpose of these interviews was to develop an initial
understanding of the issues and background which led to this study.

. The project team conducted extensive interviews of staff in every function within
the Sheriff's Office. Members of the project team interviewed over 100 staff in
individual interviews. These interviews included staff at every level in the
organization — managers, supervisors and line staff.

. While on site, the project team collected a wide variety of data designed to
document workloads, costs, service levels and operating practices. The project
team developed descriptive summaries, or profiles, of each function within the

Sheriff's Office — reflecting organizational structure, staffing, workloads, service
levels and programmatic objectives.
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In order to make the assessments of operational strengths and improvement
opportunities, the project team developed a set of performance measures, called
“‘best management practices” against which to evaluate current staffing levels in
the DCSO. These performance measures comprise the main thrust of the
‘issues phase’ of the project. The measures utilized were derived from the
project team's collective experience in working with hundreds of law enforcement
agencies in Wisconsin and throughout the country. The performance measures
utilized represent:

- Statements of "effective practices" based on the study team's experience
in evaluating operations in other law enforcement operations. These
measures are both qualitative and quantitative.

- Where they exist, statements reflecting "industry standards" were used to
incorporate commonly utilized service delivery approaches in addition to
targets developed by national research organizations.

- In both instances, these measures of efficiency and effectiveness were
selected and adjusted to reflect the unique operating and service
conditions in Dane County. Such factors as weather, topography and
history came into play in the selection of actual performance measures.

The project team developed a comparative survey with law enforcement
agencies in other jurisdictions, primarily in Wisconsin. While no jurisdiction is a
perfect fit, the project team attempted to isolate those agencies which are
encountering some of the same service issues as Dane County. As a result, the
project team focused comparative efforts on counties in Wisconsin as well as
elsewhere in the country.

This study was comprehensive in method to meet a focused scope of work. The

scope of this project included the following:

Determining appropriate service levels in each law enforcement and
corrections function in the Dane County Sheriff's Office.

Determining appropriate staffing levels for each law enforcement and
corrections function at the appropriate level of service.

Determining if resources are managed effectively in terms of deploying
personnel.
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This study’s focus was to provide both the County and the Sheriff's Office with

analysis and guidance regarding law enforcement needs, in the context of ensuring that

existing resources were utilized efficiently and cost effectively.

2. EXECUTIVE SUMMARY

The following exhibit provides a summary of the primary findings and

recommendations in this Staffing Analysis:

Issue

Recommendation

Fiscal Impact

Operational changes in patrol
should occur prior to any
significant staffing reductions.

Prior to significant staffing
reductions in field services
patrol, various operational
changes should be explored
and potentially implemented to
include beat re-design, shift
schedules and shift
deployment, call prioritization
methods and current dispatch
protocols related to high priority
calls, implementation of
advanced technologies such as
Vehicle Locator Systems tied to
CAD and workload transfer of
some investigative follow-up
work to detectives.

Internal costs. VLS costs are
varied dependent upon
technology.

Staffing Levels in Patrol require
adjustments based on a variety
of workload factors.

In the mid-term, reduce field
services patrol deputy staffing
levels from the existing 72
positions to 58 authorized
positions. This will result in a
cost off-set of approximately
$930,000 annually in salary and
benefits in patrol.

($930,000) per annum.

Supervisory staffing levels in
patrol need to be enhanced.

Recommendation: Increase
field sergeant supervisory levels
in field services patrol from six
(6) to eight (8) positions to
enhance supervision consistent
with best practices. Such
positions result in an
approximate additional cost of
$249,000 annually in salary and
benefits plus moderate overtime
for periodic leave coverage.

$249,000 per annum plus
moderate overtime.

Matrix Consulting Group
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Issue

Recommendation

Fiscal Impact

The Traffic Safety Team should
be augmented.

Expand the Traffic Safety Team
from six (6) to nine (9) deputy
positions to maintain the Traffic
Enforcement Index. Such
positions can be transferred
from existing field patrol
services at an estimated re-
allocation cost of approximately
$200,000 annually in salary and
benefits.

As the Sheriff's directive is for
patrol to emphasize traffic
enforcement activities, sufficient
flexibility should be allowed to
deploy these additional three
deputies as necessary, whether
within the dedicated Traffic
Enforcement Team, another
specialized patrol unit dedicated
to fatal/serious injury accident
reductions (e.g., OWI
Enforcement), etc.

+$200,000 per annum.

Various work outputs,
comparative indicators and lack
of performance measures
indicate staffing can be
moderately reduced in the
community deputy program.

Reduce community deputy
staffing levels from nine (9)
authorized positions to six (6)
authorized positions, deploying
two community deputies at
each precinct. This will result in
a cost off-set of approximately
$200,000 annually in salary and
benefits. Upon development of
a performance management
program for the community
deputy program, modify future
staffing levels based upon
needs.

($200,000) per annum.

Patrol contracts for service do
not appear to be fully-loaded
based upon available
information.

DCSO should continue to
provide staffing levels for
contract agencies based upon
their requested needs;
however, these contracts
should be re-visited to ensure
fully-loaded costs are captured
for services rendered. Present
contract information suggests
otherwise. Ensuring “break
even” operations and no County
subsidization of augmented law
enforcement services is a best
practice that should be
employed.

Unknown but likely positive

revenue.
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staffed adequately given its
particular emphases.

in the Motorist Service Patrol.

Issue Recommendation Fiscal Impact
MATE is staffed adequately Maintain existing staffing levels | None
given its particular emphases. in Marine and Tralil
Enforcement.
Motorist Service Patrol is Maintain existing staffing levels | None

Airport Detail can no longer
utilize patrol to augment staffing
and thus staffing levels should
be increased moderately.

Increase the Airport Detail from
eight (8) to ten (10) deputy
positions to accommodate fixed
post staffing requirements.
Such positions can be
transferred from existing field
patrol services at an estimated
re-allocation cost of
approximately $133,000
annually in salary and benefits.

$133,000 per annum.

The Airport Detail can benefit
from direct supervision; such
supervision can address off-
loaded administrative work from
the Traffic Sergeant, allowing
additional focus on that
important service.

Add an Airport Sergeant
position to directly oversee this
detail and share in
administrative responsibilities
with the “Traffic Sergeant”
position. This position would
result in an approximate
additional cost of $125,000
annually in salary and benefits.

+$125,000 per annum.

Investigative case management
could benefit from some
significant modifications.

Formalize the case screening
process using a documented
solvability factor methodology
that includes a 12-point criteria
checklist on all assigned
detective cases.

Internal staff costs.

Case management would
benefit from a priority process.

Formalize a detective caseload
prioritization system as part of
the case screening process
using a 7-priority system as a
framework.

Internal staff costs.

Case management would
benefit additional sergeant-level
case screening.

Include formal case screening
and prioritization of criminal
cases in the Detective
Sergeant’s duties and
responsibilities.

Internal staff costs.

Matrix Consulting Group

Page 5




COUNTY OF DANE, WISCONSIN

Staffing Analysis for the Sheriff’'s Office

Issue

Recommendation

Fiscal Impact

Formalized case status
reporting is currently lacking
and would enhance case
management.

Implement a formalized 30-day
case status reporting program
whereby detectives inform
supervision, who can then
provide feedback, as to case
progress and need to remain
opened or be closed.

Internal staff costs.

Case management software is
not being fully utilized.

Implement and utilize the full
capabilities of the
Spillman/Summit Case
Management System.

Internal staff costs.

Based on various investigative
metrics, DCSO detectives are
presently overstaffed.

Over the course of one year,
and subsequent to the
implementation of revised case
management and investigative
practices, reduce ISB core
detective staffing levels from 17
to 12 authorized positions. This
reduction will result in an
approximate salary and benefit
savings of $376,000 annually.

($376,000) per annum.

Detective supervision is
adequate.

Maintain existing supervision
levels of one (1) detective
sergeant overseeing core and
specialized detectives. Upon
implementation of
recommended changes in ISB
operations and staffing levels,
and more positive economic
conditions, re-visit such
detective supervision in the
future for potential increase to
two sergeant positions.

None

Implement revised performance
measurement programs for
DCNGTF.

Implement SARA problem
solving and reporting to help
define DCNGTF successes.
Implement output-based
reporting on a quarterly basis
and include highlights in the
Sheriff's Annual Report.

Internal staff costs.

DCNGTF staffing is adequate.

Maintain existing authorized
staffing in the DCNGTF of one
(1) Sergeant, four (4)
Detectives, one (1) Deputy, and
two (2) part-time Clerks.

None

Matrix Consulting Group
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Issue

Recommendation

Fiscal Impact

Revised supervision in gang
support is warranted.

Transfer the Gang Detective to
the Dane County Narcotics and
Gang Task Force to receive
work direction and general
supervision from that Unit.

None

Computer forensics staffing is
adequate.

Maintain existing DCSO staff
resources in Computer
Forensics of one (1) Detective
position. As has been done with
the facility, negotiate sharing of
personnel resources with the
Madison Police Department.

None

Provision of “other agency”
detective support should be
evaluated on an annual basis.

Maintaining a total of three (3)
“other-agency” Detective
positions for criminal
intelligence, the Joint Terrorism
Task Force, and the DA’s office
is a policy decision or legislative
directive. As such, retaining the
JTTF and criminal intelligence
positions should be predicated
on a zero-based budgeting
exercise whereby such
positions are re-justified
annually based upon pre-
established performance
expectations.

None

While the fixed post staffing
plan for the detention system is
appropriate for the design
capacity, population in the three
facilities is well below design
capacity.

Similarly, there are
opportunities to reduce staffing
in the Electronic Monitoring
program due to under-utilization
of the program compared to its
staff-design levels.

Adjust the classification system
to enable housing units to be
idled when they are not
necessary to handle population
levels. To achieve these
savings, position reductions in
the Task Forces would be
necessary. The Security
Services Division operates with
only 2% overtime.

Reduce staffing in the
Electronic Monitoring program
by two positions.

($947,000) per annum

The DCSO does not have
sufficient levels of supervision
on duty during weekends and
during evening and midnight
shifts.

Re-deploy existing Sergeants to
achieve a minimum of two
Sergeants on-duty at all times.
This would require that
Sergeants all be placed on the
6-3 schedule, that 6 be
assigned to the Day shift and 5
to the other shifts.

None

Matrix Consulting Group
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Function

Lieutenant is expending a very
high percentage of time in direct
activities associated with
internal investigations and
administrative hearings. The
project team recommends the
addition of a Sergeant to assist
both with supervision of staff
and to centralize the handling of
claims and lawsuits in the
DCSO.

Issue Recommendation Fiscal Impact
The DCSO has proactively Continue to evaluate future None
utilized civilian Clerk and positions for civilian
Sheriff's Aide positions to classifications.
perform a number of functions
in Security Services Consider, in the future, the
possibility of using the
Correctional Officer
classification in Security
Services.
Staffing of the Internal Affairs The Professional Standards $130,000

Staffing of the Background
Investigations Function

Eliminate one Deputy Sheriff I-
I, as investigations have fallen
significantly in the past four
years.

($94,573) per annum

Function

recommended staffing changes
to this function at the current
time. However, this function will
likely undergo some significant
changes in efficiency with the
procurement and installation of
a new scheduling software
package that may allow for
transfer of existing personnel to
other functions.

Staffing of the Training and DCSO staff dedicated to the None
Planning Bureau training function are effectively
fully-utilized.
Staffing of the Payroll Function | The project team makes no None
recommended changes to the
staffing levels of the payroll
function.
Staffing of the Scheduling The project team makes no None

Matrix Consulting Group
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Issue

Recommendation

Fiscal Impact

Section

Staffing of the Officer In Charge

The current staffing level of four
(4) Lieutenants is insufficient to
cover all shift rotations,
primarily due to the low
availability factors for these
positions. The project team
recommends the addition of
one (1) Lieutenant to ensure
proper coverage of evening and
night shifts. The project team
recommends, however, that
supervisory staffing allocations
be amended in the Jail and in
Field Services to provide a
greater degree of supervision
on whom the OIC can rely for
support.

$155,000

Staffing of the Court Security
function.

Utilize the current inmate
classification system in use in
the jails to determine the
numbers of required Bailiffs.
Those inmates classified as
“Minimum” security could be
attended by a single Bailiff,
thereby potentially reducing
staffing by one (1) Deputy
position.

($94,573)

Staffing of the Conveyances
Section

Four primary Deputies are used
to perform conveyances, and
although there are many others
involved in conducting these in
a typical year, the project team
determined that the four who
are primarily used are sufficient
in the majority of cases, and
recommends that additional
staff continue to be procured
from the Task Force.

None

Declining workloads in the
service of civil process

Although the number of civil
papers served has decreased in
recent years, the project team
does not recommend any
reduction in the six (6) Deputy
positions assigned to the
Section as of the current time.
However, if workloads continue
to decline by more than 7%, a
reduction of one (1) Deputy is
possible.

None
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Issue

Recommendation

Fiscal Impact

Increased workloads of the
Traffic Court Office as a result
of increased traffic citations
written by the Traffic Team.

The project team recommends
the addition of a Deputy Il
position to address a 119%
increase in workloads over the
past 12 years.

$102,695 per annum

Matrix Consulting Group
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2. FIELD SERVICES DIVISION PATROL-RELATED
SERVICES

This chapter focuses on the Patrol-related Services duties and responsibilities,
beginning with patrol services that are provided by DCSO. The workload information
utilized in this section was obtained from interviews with Division management,
supervisory and line personnel, lead administrative staff, and a review of documents
and information from the Department’s varied information systems as well as the
County-based Computer Aided Dispatch (CAD) system.

1. OVERALL ORGANIZATION OF PATROL SERVICES.

As demonstrated in the Profile Chapter of this report, patrol services is composed
of three shifts — 1%, 2" and 3™ — operating on the 6-days-on/3-days-off shift schedule,
8.0 hours daily. There are both “Power Shift” cars overlapping 2™ and 3™ shift and
“Cover Cars” on 2" shift providing additional field coverage. Patrol services is part of
the Field Services Division and overseen by a Captain with Precinct Commanders
(lieutenants) assigned to each of the three precincts. A total of six (6) sergeants are
assigned to 2" and 3™ shift to provide field supervision. At the time of this study, the

following table reflects the shift deployment program.

Matrix Consulting Group Page 11



COUNTY OF DANE, WISCONSIN
Staffing Analysis for the Sheriff’s Office

DCSO Current Shift Deployment

Shift # Lieutenants # Sergeants Deployed # Deputies Deployed
Deployed

| 1-0700-1500 hrs 3 0 18
2™-1500-2300 hrs 0 3 21
3"-2300-0700 hrs 0 3 21
Power Shift- 1900-0300 0 0 4
hrs
Cover Car- 1500-2300 0 0 o'
hrs
“Field Task Force” 0 0 6
(absentee coverage)

DCSO operates with three precincts (each with a station) and nine beats by
which patrol and other field services are deployed. Minimum staffing (excluding Power
Shift) is one deputy per beat, 24/7. The three precincts and the respective beats are
identified as West (William), Northeast (Nora), and Southeast (Sam) as shown in the

precinct/beat map on the following page.

' 1.5 fixed post positions are assigned to the cover car, one being a K-9 Unit. Field Task Force relief staff will occupy
cover car positions, as necessary.
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Dane County Patrol Beat Map
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2. THE DANE COUNTY SHERIFF’'S OFFICE EMBRACES THE PROBLEM-
ORIENTED POLICING PHILOSOPHY.

The mission of the Dane County Sheriff's Office is as follows:

The Dane County Sheriff's Office is committed to the safety of our
community by upholding all constitutional and statutory obligations,
providing a visible presence, solving problems through partnerships,
emphasizing quality service and providing a safe and secure environment
for all.

This mission statement is further expanded upon in Annual Reports provided by
the Sheriff's Office. The DCSO has defined itself as a “problem-oriented policing
agency.” Although there are several definitions of problem-oriented or community
policing?, the Matrix Consulting Group believes that the definition developed by the U.S.
Department of Justice most accurately reflects the philosophy. This is summarized as
follows:

(This) policing philosophy promotes and supports organizational
strategies to address the causes and reduce the fear of crime and social
disorder through problem-solving tactics and community-police
partnerships. Such policing focuses on crime and social disorder through
the delivery of police services that include aspects of traditional law
enforcement, as well as prevention, problem-solving, community
engagement, and partnerships. The model balances reactive responses
to calls for service with proactive problem-solving centered on the causes
of crime and disorder. This approach requires police and citizens to join
together as partners in the course of both identifying and effectively
addressing these issues.

A further description that embraces the intent of problem-oriented policing
includes:

Problem-oriented policing recognizes, at the outset, that police are

expected to deal with an incredibly broad range of diverse community

problems—not simply crime. It recognizes that the ultimate goal of the
police is not simply to enforce the law, but to deal with problems

2The U.S. Department of Justice Office of Community Oriented Policing Services (COPS Office) distributes various
literature on problem-oriented policing to agencies throughout the world. Community-oriented and Problem-
oriented policing are most often used interchangeably.
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effectively—ideally, by preventing them from occurring in the first place. It
therefore plunges the police into an in-depth study of the specific problems
they confront. It invites consideration of a wide range of alternatives, in
addition to criminal law, for responding to each specific problem. It looks
to increased knowledge and thinking about the specific problems police
confront as the driving force in fashioning police services.’

Problem-oriented and community-based policing have been the outgrowth of

progressive law enforcement research over the past four decades. The philosophy is

the evolution of numerous studies conducted by various respected bodies. Some of the

primary studies leading to these philosophies are widely considered the benchmarks for

‘sea-change” in the law enforcement profession, are applicable references, and are

summarized below:

Year

Study and Primary Findings

1967

Presidents Commission on Law Enforcement and Administration of Justice
delivers a report that suggests that police need to work to be more responsive to
community needs — a key aspect of which is through improved communication with
the community.

1968

National Advisory Commission of Civil Disorders found that law enforcement
agencies must provide comprehensive services and recommended that police re-
examine the traditional police organizational structure and processes.

1972

Kansas City Preventative Patrol Study found that preventative patrol time is not
only uncommitted time but that it is generally also unproductive time. Study found
that the varied intensity of random police patrols did not impact levels of crime. Also
found that isolating Police Deputies in their cars and making them solely responsive
to radio calls for service made them less responsive to the community and its
needs.

1977

Kansas City Response Time Study found that a large proportion of the most
serious (i.e., FBI Part 1) crimes are not susceptible to the impact of rapid police
response. Further, the study found that for the majority of calls that could be
impacted by rapid response, the rapidity of response was most often linked to how
quickly the complainant called rather than how quickly the police department
responded. Said in another way, the study found that very low response times did
nothing to deter crime and did little to result in the immediate apprehension of
criminals.

® Problem-oriented Policing — Reflections on the First 20 years. UDOJ Report, October 2000. Page V.
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Year Study and Primary Findings

1977 National Institute of Law Enforcement and Criminal Justice (various field
research projects) found that there is no universal deployment approach or tactic
that can work equally well in all communities. Further, the studies showed that
traditional deployment approaches allow police to intervene (typically after the fact)
in incidents but do nothing to result in reduction of criminal activity or to improve the
general quality of life in the community.

National Advisory Commission on Criminal Justice Standards and Goals
recommended a crime analysis capability in every police agency designed to
emphasize proactive and targeted police response to crime problems.

1978 Integrated Criminal Apprehension Program (ICAP) developed at the Federal
level first identified the four “types” of analysis—crime analysis, intelligence
analysis, investigative analysis, and operations analysis—specifically designed to
augment police problem solving related to local and regional crime trends, patterns
and series.

1980 National Center for Community Police Research found that the public is equally
interested in police response to crimes and to police provision of order maintenance
and assistance with quality of life issues.

1981 National Institute of Justice’s Differential Police Response Study examined
approaches to reducing police response to non-emergency calls for service. The
study found that a large number of calls could be handled over the phone, by non-
sworn field personnel or by simply delaying the response to the call for service.

1985 Police Executive Research Forum’s Studies in San Diego, Peoria and
Rochester found that the use of sophisticated technology and deployment
strategies to reduce response times were well intentioned but generally misguided —
fast response times neither addressed crime effectively nor enhanced citizen
satisfaction with the police department.

1988 Bureau of Justice Statistics studies found that only 10% of a Police Deputy’s time
is spent on crime related activities. The remainder of the time is spent handling
administrative functions, patrolling and other activities.

1990 The publication of Problem-Oriented Police which recommended a re-dedication
to the basic principles of crime problem-solving and prevention. It further describes
a set of procedures that seek to make police operations more effective by focusing
on the crime problem rather than the crime incident, and by finding ways to
eliminate root causes before the problems themselves develop.

1990’s and A number of practical and local experiments are undertaken to address the potential

Beyond of various strategies in improving the ability of the police to respond effectively to
the most critical issues while at the same time improving their operational
efficiencies. These programs have included: self-reporting (gas drive offs, “beer
runs” are examples); call-in reporting (misdemeanors, theft of property from a motor
vehicle, etc.); and civilian field responders (minor accidents, misdemeanor reports,
minor felony reports, evidence collection, and traffic control).

These studies have laid the groundwork for the philosophies embraced by many

law enforcement agencies throughout the nation.
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Underlying the concept of problem-oriented policing is the impact on resource
availability and needs. Problem-oriented policing generally requires more resources
than the previous police service models characterized by reactive patrols and
responses to the fundamental work driver of community-generated calls for service.
That is, additional resources are devoted to identified and targeted problems above and
beyond the response to community-generated calls for service typically accomplished
by “patrol.” These additional staff resources can come in many forms—from school
resource officers, to DARE officers, to specialized Directed Action Response Teams
(DART in some nomenclature) to community officers, to civilian Victim/Witness
Assistance staff, etc. The staff resource make-up and distribution of policing agencies
who have adopted the problem-oriented policing philosophy varies widely throughout
the nation. For example, the DSCO in 2002 conducted extensive work related to the
problem-oriented policing concept. Abstracts from that internal study of particular
relevance are noted as follows:

. “What started as a call analysis, resulted in the implementation of a successful
problem-orientated program that changed the shape of the Dane County Sheriff’'s
Office. The program, prompted by ideas generated from a Community Policing
Consortium seminar, has made problem-orientated policing a reality in a rural
setting.”

. “The creation of the rural, problem-orientated policing program started with an
evaluation of existing services. Are we providing consistent programming and
services to all residents of Dane County? Are we responding in a proactive or
reactive manner to citizen concerns? Is there a better approach to recurring
problems? (We) discussed the need to identify our law enforcement priorities and
our approach to how we respond to calls. Lastly, we discussed how we could
best use our resources and wondered whether we had enough resources.”

. “One such problem-oriented program (already) created in 1997 was the addition
of Community Deputies. Community Deputies were added to take a more

proactive approach in problem solving and prevention. The deputies primarily
work with at risk families and youth in the community. They also work closely with
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a wide variety of agencies with whom law enforcement has typically not
interacted (such as human services, health department, humane society, and
zoning), taking a multi-disciplinary approach to solving problems.”

. “(It was recommended) the creation of a new model of policing labeled the Team
model. The Team model consists of redesigning areas into geographic beats and
assigning patrol deputies, community deputies, and detectives to each of the
areas. The team is permanently assigned and accountable to their areas,
working closely in solving recurring problems in their beats.”

. “Since implementing the model in January 2002 there have been varying
degrees of (internal) acceptance. The program has resulted in many favorable
comments by town officials, citizens, and other providers who feel the Dane
County Sheriff's Office has been more responsive and attentive to their needs.
Probably the most beneficial aspect of the program has been the relationship
built between the team members and the community in their respective beats.
Town officials and service providers have commented on the consistency of staff
and their knowledge of whom to turn for assistance with problems.”

In summary, the extensive internal DCSO study resulted in a re-designed (and
expanded) beat system with the four geographical areas of the county divided into 9
beats; essentially staff used in patrol was reduced, however the personnel eliminated
from patrol were shifted to community deputy positions. In effect, the re-design
dedicated deputies consistently to one or two beats over the long term to learn the
unique needs of each geographic locale, as well as created ultimately, an expansion of
the Community Deputy program to now one deputy in each of the nine beats. It further
allocated detective positions to each precinct locale. As stated previously, the
implementation of problem or community-oriented policing ultimately has an impact on
law enforcement staffing levels. At issue is whether the community* embraces such a
philosophy; as reflected through survey responses conducted by DCSO, special

taxation measures for law enforcement services, recognition of additional budgetary

requirements to support the problem-oriented policing concept, etc.; and understands

4 “Community” referring to not only the general public the DCSO serves but the County’s political bodies elected to
represent the community at-large.
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the attendant resource requirements to make it work effectively. These concepts will
be further explored in this chapter.

3. OVERVIEW OF THE MATRIX CONSULTING GROUP’S PATROL STAFFING
ANALYTICAL MODEL.

While it would be useful to identify a ‘golden rule’ of law enforcement staffing
needs, the utilization of various comparative measures does not adequately provide for
a comprehensive evaluation of field staffing needs, nor should it be used as the primary
basis for a local government to measure the effectiveness of law enforcement services.
There are some metrics which are commonly used to discuss law enforcement staffing
levels, such as the oft used “deputies per 1,000 population.” The Matrix Consulting
Group does not use a “per capita” or “per 1,000” ratio as an analytical tool in assessing
field staffing needs, for the following important reasons:

. Ratios do not consider the seriousness of the workload levels of the jurisdictions
being compared. For example, the crime rate is not considered in any
comparative analysis of workloads, specifically, the number of serious crimes in a
community (e.g., homicide, rape, robbery, aggravated assault, burglary, motor
vehicle theft, and larceny).

. Ratios do not consider a jurisdiction’s approach to alternative service delivery or
“differential law enforcement response.” The use of civilian personnel or lack
thereof, to handle community-generated calls for service and other workloads
has great potential to impact the staffing levels of sworn personnel. The level /
amount of civilians (i.e., community service deputies, telephone reporting, online
services, etc.) can be used to maximize the efficiency and effectiveness of sworn
personnel. These resources are not calculated in sworn staffing ratios.

. Ratios do not consider the differences in service levels provided or philosophies
with which a jurisdiction may deliver law enforcement services (e.g., community-
oriented or problem-oriented policing, a reactive versus proactive approach, the
utilization of other regional law enforcement resources in solving problems, etc.).
These variables contribute to the inability to compare the necessary number of
field patrol personnel through a ratio or per-capita analyses.

. Ratios do not consider other differences which have an impact on regular patrol
staffing needs, such as the existence of special enforcement / support units, as
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well as operational approaches (e.g., the use of field citations versus transported

arrests, manual versus automated field reporting systems, and whether patrol

deputies are expected to follow-up on certain investigations).

. Ratios do not take into account geographic, meteorological and topographical
differences (e.g., square miles of a service area) and other response
impediments which can impact patrol staffing needs.

. Ratios do not take into account changing population characteristics, such as
jurisdictions with a significant exodus of commuters or college towns with large
seasonal fluctuations in population.

For these reasons, the project team does not use “per capita” or “per 1,000
residents” ratios as a way for our clients to measure effectiveness in providing law
enforcement services, or as a determinant in developing staffing needs. Instead, the
project team’s analysis of DCSO patrol staffing considered the need for a balance of
community-generated workloads and the availability of proactive time to perform
problem-oriented and proactive policing; while considering, as a backdrop, the

importance of deputy safety. The following subsections describe this analytical process.

(1) The Analysis of Field Patrol Resource Requirements Should Be Based on
Actual Workloads Handled and Appropriate Targets of Proactive Patrol.

The Matrix Consulting Group utilizes a method in which the number of field
(patrol) personnel required is based on an analysis of the unique workloads and service
level requirements of a community. In order to evaluate these resources and staffing
issues, the project team conducted a data collection and analytical effort focusing on the
following:

. Determining community-generated workloads to the level of detail necessary to
understand the work volume and the time required to handle such work.

. The field resources used to handle calls for service and proactive workloads
based on deputy availability levels (after taking into account personnel time for
vacation, sick, etc.).
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Deployment and scheduling patterns utilized by the Dane County Sheriff's Office.
Targeting a sufficient amount of time beyond community-generated, or “reactive”
workload; this can then be utilized to perform proactive or problem-oriented
policing services (e.g., special enforcement of high-crime areas, etc.).

Maintaining a deployment that would help reduce risk and maintain deputy safety
levels.

Field law enforcement services represent one of the areas of law enforcement

operations in which staffing can be quantified based on service levels desired. The

quantification of workload allows us to evaluate beyond a simplified “deputies per 1,000

population”, and address numerous variables (such as the impact of a commuter

community on work requirements) that ratio analysis cannot answer. Several factors

determine the level of patrol staffing required in a community, including understanding

these important variables:

The community-generated call for service demand by time of day, and day of
week.

How deputies are utilized in the field, how they are scheduled, and in what
manner they are deployed (e.g., one-person versus two-person patrol cruisers).

How calls for service are managed by a law enforcement agency. Many law
enforcement agencies throughout the United States “manage” lower priority calls
for service in a number of ways that do not include sworn staff, such as use of
civilians, telephone reporting units, online self-reporting, etc. Other agencies do
not subscribe to this approach, due to collective bargaining or for other reasons,
and will use sworn staff for all responses. What these “non-sworn” methods of
handling calls for service have in common is that they free up the time of trained,
professional deputies from handling lower priority routine calls so that more of
their available time can be spent on calls requiring a higher level of expertise and
training.

The level of service desired by the community. This reflects the amount of
“proactive” time, or “uncommitted” time a community desires’. This is a

5 “Community desires,” should be overtly stated or reflected through an organization’s strategic plan, in annual

performance objectives, in annual budgetary documentation, through periodic community surveys, etc. In the
absence of such community input, a public sector service organization must defer to common or best practice
approaches to service delivery.
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significant factor and primary driver impacting required patrol staffing levels.

Uncommitted time involves time not spent handling community-generated calls

for service and reflects proactive time for which a deputy is available for

community policing, directed or preventive patrol, self-initiated activity (i.e.,

observations—including suspicious pedestrians or vehicles, etc.), and other

approaches for addressing crime problems, quality of life issues, etc.

The project team has employed a model based on these decision points in
evaluating deputy field staffing for the DCSO in terms of workload, service levels, and
overall operations. The following section identifies and discusses the various
characteristics and elements of the field staffing model, and how reactive and proactive
(uncommitted) time is calculated.

(2) Workload and Data Elements Utilized in the Patrol Staffing Model.

One of the primary responsibilities of a patrol deputy is responding to and
handling community-generated calls for service. Further, workload related to these calls
for service, including reports, arrests / bookings, back-up assistance to other patrol
deputies on a call, etc., as well as the associated time spent on these activities, are
primary responsibilities of the deputy. These elements are foundational in deriving the
total field staffing levels required, based on desired service levels. In effect, patrol
staffing levels are ultimately driven by the patrol deputy’s time, which can be classified

into two categories.

(2.1) Response-Oriented Patrol Requirements (Also Known as “Reactive or
Committed Time”).

Reactive or Committed time, is classified as the handling of community-
generated calls for service and the immediate responsibilities linked directly to that
specific incidence, including reports, arrests / bookings, back-up assistance to another

patrol deputies on a call, etc. In effect, reactive time includes the period of work from
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the point at which a unit responds to a call to the point when a unit “clears for service.”

The following points are noted with respect to response-oriented or reactive time.

This is a primary mission of any law enforcement field patrol force.

Clearly defined areas of responsibility (e.g., beats) and clearly defined back-up
relationships are a core concept for consistent ‘committed time’ service delivery.

A Department should have clearly defined response policies in place — this
includes: prioritization of calls, response time targets for each priority, back-up
policies, and supervisor on-scene policies. In the absence of such formal
policies, common practice, or ideally ‘best practice guidelines’ can be used.

This Reactive or Committed time workload in many communities generally
makes up an average of between 40% and 60% of each deputy’s net available
time per shift. This includes the time to prepare reports, transport and book
prisoners, and provide field back-up. The concept of Reactive (and Proactive)
time is widely acknowledged by various established bodies, including the
International Association of Chiefs of Police, Northwestern Universities Police
Allocation Model, etc.

Response times should also be determined as an output metric linked to
performance. Response time is reflective of the speed by which a unit is able to
respond on-scene upon the citizenry requesting service.

The calculation of reactive or committed time is one of the cornerstones to patrol

staffing level findings, conclusions and recommendations.

(2.2) Proactive Patrol Requirements (Also Known as “Uncommitted or

Unobligated Time”).
The following points are noted with respect to Proactive or Uncommitted time:

Proactive enforcement addresses all other workloads that are not in response to
a community-generated call for service. These include such important services
as deputy self-initiated activity®, proactive or preventive patrol, investigative
follow-up, traffic enforcement, etc. It is critical to recognize that all self-initiated
activity falls within the uncommitted time category.

(o]

It should be noted that when the DCSO conducted the aforementioned 2002 study, it included deputy self-initiated
activity in the “reactive or committed time” category as opposed to the “proactive time” category. While the project
team’s approach is more widely accepted, as long as the ratios of available time are adjusted accordingly the
difference in the analytical approach is not inappropriate. The proportion of captured “self-initiated activity time” is
noted later in this report.
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. A Department should have clearly defined uses for uncommitted time. Deputies
should know what they are expected to do with time between calls for service.

. The ‘proactive’ element of field patrol in may law enforcement agencies generally
makes up between 40% and 60% of each deputy/officer’'s day, on average.
Typically, less than 30% net proactive time available to patrol staff results in
inefficient bundling of available time — i.e., uncommitted time comes in intervals
too short to be effectively used by field personnel. Proactive time of more than
50% generally results in less than efficient use of community resources, as it is
difficult to effectively manage field patrol personnel with this level of uncommitted
time. There are important exceptions, however, to these ratios that can be
impacted by such issues as officer safety, response times, etc. For example,
very small agencies with only a small contingent of field staff must have high
levels of proactive time in the 60% range to address response time, officer
safety, and other performance-related issues.

The calculation of Proactive or Uncommitted time is the other cornerstone to
staffing level findings, conclusions and recommendations. These elements are further
discussed in the following sections.

4, THERE ARE SEVERAL DATA SETS USED IN CALCULATING REACTIVE
AND PROACTIVE TIME AND PERFORMING A STAFFING LEVEL ANALYSIS.

The following represents important data elements used by the project team in
analyzing and developing patrol staffing levels.

(1) Community-Generated Calls for Service (CFS) Data by Time of Day.

The project team requested from the DCSO dispatch, information for calendar
years 2008 and 2009. Dispatch records related to this twenty-four month period were
provided for all law enforcement incidents occurring in Dane County’. This data
represents the first critical information required to analyze field resources—that is, to

document the primary workloads handled by patrol deputies. As stated, one of the

The DCSO indicated that it has been having difficulty acquiring such data in the last decade in order to revisit its
beat structure. Recent discussions involving Dispatch, the DCSO and the Matrix Consulting Group have hopefully
facilitated an ability to acquire such information. Additionally, the DCSO noted that CAD records are not exclusively
reflective of the calls for service workload, with precinct walk-ins and other similar situations also creating
community-generated calls for service. Such workload is currently not quantifiable by the DCSO, however in the
project teams’ experience such work is typically marginal, and for staff modeling purposes has been compensated
for in this report through other formulaic considerations.
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primary responsibilities of a deputy is to respond to community-generated calls for
service. These calls certainly do not represent all workload however, such as deputy-
initiated events, deputy observations in the field resulting in a contact, traffic stops,
investigative follow-up, administrative time, or other activities reflected in Computer-
Aided Dispatch (CAD) records. Calls for Service, as defined herein, represent contacts
from the community, generally via E 9-1-1 telephone or other methods such that a CAD
record is created, ultimately resulting in one dispatched incident, regardless of the
number of patrol units sent. It is critical to understand this fundamental definition in
order to comprehend how future analyses are performed in this report. Community-
generated calls for service are not intended to reflect all workload that patrol deputies
perform. Indeed, in the twenty-four month period over 18,000 self-initiated CAD
activities were registered by patrol deputies. However, community-generated calls for

service reflect workload that requires a mandatory response from the law enforcement

agency; i.e., the community expects service when it dials E 9-1-1. While all other police
activities are vitally important, response to community-generated calls for service is the
primary core business of a law enforcement agency.

Calls for service and other data are available by analyzing CAD records. This
data was evaluated and culled to generate the previously defined community-generated
call for service. Deputy self-initiated activities, multiple incident entries—where more
than one unit responded to a call, specialized unit incident responses (e.g., Marine-
based or Beltline Deputies), etc., were reviewed and abstracted as required, to result in
unique CFS generated by time of day and day of week in the DCSQO’s service area over

the 2008 and 2009 calendar year. In any modeling exercise, the inclusion or exclusion
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of varied data can have an impact on staff resource outcomes; as a consequence, it is
the project team’s philosophy to attempt to compensate for workloads that may go un-
or under-reported, erring on the side of crediting patrol services with call workloads, as
necessary. With respect to the DCSO, the following CFS workloads were addressed as
follows:

. Calls for service included all types of response to community-generated calls
regardless of disposition (e.g., whether or not a report was filed). Additionally,
these calls include responses by the DCSO in an inter-agency assist capacity to
other law enforcement agencies, totaling over 3,700 calls in the two year period
examined. As the level of inter-agency policing response is often driven by
formal or informal policy, some law enforcement agencies choose to minimize
their interagency response, thus discounting such workload from patrol’s core-
business responsibilities. For purposes of the analysis of the DCSO, the project
team has chosen to include all inter-agency CFS responses in its staff modeling.

. All calls for service responded to by contracted patrol units (e.g., village
contracts) were instead attributed to core patrol for purposes of staff resource
modeling and development. In effect, if these contracts were cancelled the
sheriff's office would still be responsible for addressing such calls with patrol
resources.

. Both community-generated calls for service and self-initiated activity excludes
MATE and Beltline deputies responses, as these specialized units respond to
unique incidents. Because both MATE and Beltline deputies have a problem-
oriented policing focus, they are addressed separately in the report. Despite the
realities of periodic assistance by these deputies to patrol, from a staffing
modeling perspective they are considered an “unavailable resource” to core
patrol services.

. Because of database limitations, calls for service do not include the responses of
other policing agencies who responded exclusively to a Dane County service call
(although it does include the call if a DCSO unit arrived some time later).
Furthermore, in events where a citizen does a precinct walk-in or seven-digit
telephone dial in request, this response is not captured as it is not reflected in
CAD records.

Based upon this analysis, the following bar graph shows the average number of
calls for service occurring per hour. Note the graph is notated in military time (0000 =

Midnight and 1300 = 1:00 p.m.)
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Average Number of Calls for Service per Hour (Military Time)
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The following table further elaborates upon the calls for service information by

showing data by time of day and day of week.

Average Number of Calls for Service by Hour of Day and Day of Week (Calendar Year 2008 & 2009)

Hour of Day/Day of

Wk Sun Mon Tue Wed Thu Fri Sat
0000 3.4 1.5 1.7 1.5 1.8 2.0 3.0
0100 2.8 1.2 1.2 1.3 1.5 1.6 2.8
0200 2.9 1.3 1.1 14 14 1.8 3.0
0300 2.3 1.0 1.1 1.1 1.1 1.0 2.3
0400 1.5 1.1 0.9 1.1 0.8 1.0 1.2
0500 1.2 1.2 1.2 1.3 1.3 1.3 1.3
0600 1.3 1.9 2.0 1.9 1.8 1.9 1.2
0700 1.7 3.4 3.6 3.8 3.3 3.8 2.3
0800 2.4 4.0 4.3 4.1 3.5 3.8 3.1
0900 3.1 3.9 3.5 3.5 3.7 3.6 3.7
1000 3.4 3.7 3.6 3.2 3.2 3.6 4.2
1100 3.7 3.4 3.4 3.7 3.2 3.9 4.0
1200 3.2 3.5 3.3 3.6 3.3 3.6 3.8
1300 3.6 3.4 3.5 3.7 3.4 3.6 3.5
1400 3.4 3.4 3.6 3.8 3.3 3.8 3.8
1500 3.8 3.9 3.9 4.0 3.9 4.3 3.7
1600 4.1 4.5 4.7 4.5 4.7 5.1 4.1
1700 4.0 4.5 5.0 4.9 5.0 5.2 4.0
1800 3.8 4.2 4.2 3.8 4.5 4.3 4.2
1900 3.4 3.7 3.9 3.7 3.9 4.0 3.8
2000 3.4 3.5 3.5 3.5 3.6 3.9 4.1
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Hour of Day/Day of

Wk Sun Mon Tue Wed Thu Fri Sat
2100 3.3 3.2 3.1 3.1 3.2 4.2 3.8
2200 2.4 2.3 2.4 2.8 2.7 3.6 3.8
2300 2.5 2.0 2.2 2.0 1.9 2.7 3.3
TOTAL / DAY 70.6 69.5 70.7 71.2 70.0 77.6 78.0

This calls for service data represents one of the critical elements of the DCSO
patrol staffing analysis to be discussed throughout this chapter. Particular highlights
regarding the data include:

. Calls for service lull in the early morning hours (0400), which is a typical CFS lull
for many local law enforcement agencies.

. Conversely, calls for service peak in the 1600-1800 time frame (4:00 p.m. to 6:00
p.m.) and whereas this is not uncommon, many law enforcement agencies
experience their peak in calls for service later in the evening.

. Calls for service are at their lowest at 0400 hours Tuesday mornings, where
there is less than one call, on average, in that hour throughout the DCSO service
area. Alternately, the highest average workload is experienced at 1700 hours
(5:00 p.m.) on Friday evenings.

. Total average calls for service per day range from approximately 70 calls from
Sunday through Thursday to approximately 78 calls on Friday and Saturday.
This pattern of increased CFS workload on the “weekend” is common in many
local law enforcement agencies.

This calls for service data can be further defined based upon the priority of the
call for service.

(2) Calls for Service Data by Call Priority.

Calls for service are identified by priority type, with higher priority calls generally
responded to with greater urgency and/or additional law enforcement resources due to
the nature of the call. The DCSO currently uses an eight-step priority system, with

priority 2 being the highest and priority 9 the lowest. The following call types are

representative of various call priorities:
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chart.

Priority 2 — Accident with Injuries; Weapons Violation.

Priority 3 — 911 Disconnect, Alarm, Disturbance, Family Disturbance,
Emergency Medical Services Assist, Robbery.

Priority 4 — Non-injury Accident, Accident with a Deer, Check Person,
Intoxicated Driver, Suspicious Person.

Priority 5 — Residential Burglary, Property Check, Property Damage, Fraud,
Threats, Safety Hazards.

Priority 6 — Assist Citizen, Missing Juvenile, Theft, Theft from Auto, Worthless
Check.

Priority 7 — Noise Disturbance, Road Rage.

Priority 8 — Annoying Phone Call, Found Property, Parking Complaint (public
roads).

Priority 9 — Parking Complaint (private property).

The distribution of 2008 and 2009 calls for service is shown in the following pie
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CFS By Priority

Pri 8 Pri9 Pri2
Pri7 11% 1% 3%

Pri 6
10%

19% Pri 4
21%

Particular highlights regarding the data include:

. Priority 2 (highest) and Priority 9 (lowest) reflect the lowest percentage of priority
calls at 3% and 1%, respectively.

. Priority 3 and Priority 4 calls represent over half (51%) the calls for service
classifications. Given the use of an eight-step priority system, this is potential
evidence of a need to further refine the calls by priority type and develop a new
priority system.

. In the project team’s experience there are some call types which are prioritized
atypical of other law enforcement agencies. For example, an intoxicated driver is
rarely prioritized in other agencies over an emergency medical assist, whereby a
police unit is supporting an emergency fire/paramedic unit only. Similarly, the
prioritization of a missing juvenile is typically not ranked below non-injury
accidents.
Understanding the fundamentals of an agency’s call priority system can help

identify potential resource allocation issues that ultimately impact staffing patterns. For

example, periods of time that experience an inordinate amount of high priority calls

might very well require additional staff resources, due to back-up unit or other
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requirements, compared to periods of time where high priority calls are generally non-
existent. These represent important reasons why a well-designed priority system is a
critical law enforcement tool.
(3) Call for Service Priority by Time of Day.

The distribution of call priorities by time of day also is also an indicator of where
staff resources can be applied in order to reduce response times to these high priority
events and help ensure officer and citizen safety. The table below shows the proportion

of calls, by each priority, falling within the noted work hour.

% of Calls for Service of Noted Priority by Time of Day

Time/Priority 2 3 4 5 6 7 8 9

0000 3.3% 3.3% 3.0% 2.6% 1.8% 3.7% 2.9% 0.7%
0100 3.4% 3.1% 2.6% 2.2% 1.3% 2.9% 1.6% 0.7%
0200 4.7% 3.3% 2.6% 1.8% 1.2% 2.9% 1.9% 0.0%
0300 1.1% 2.6% 2.0% 1.9% 1.3% 2.2% 1.1% 0.0%
0400 1.5% 1.9% 1.8% 1.4% 1.0% 1.4% 0.7% 0.3%
0500 1.9% 1.9% 2.3% 1.7% 1.4% 1.3% 0.8% 0.7%
0600 2.6% 2.4% 3.2% 2.1% 2.0% 2.3% 1.5% 1.7%
0700 5.5% 4.1% 4.8% 4.2% 4.1% 5.3% 3.7% 6.1%
0800 4.6% 4.6% 4.3% 4.7% 6.3% 5.7% 6.1% 6.4%
0900 4.2% 4.5% 4.2% 5.1% 6.8% 4.9% 53% 10.5%
1000 4.3% 4.8% 4.2% 5.1% 6.3% 4.6% 5.1% 8.1%
1100 5.4% 4.8% 4.3% 5.4% 5.7% 4.6% 54% 11.1%
1200 5.1% 4.9% 3.9% 4.8% 5.6% 4.7% 5.4% 7.8%
1300 3.1% 4.8% 4.1% 5.2% 5.6% 5.5% 5.0% 10.8%
1400 4.9% 4.7% 3.9% 5.8% 6.2% 4.1% 5.2% 8.8%
1500 5.3% 5.1% 5.2% 5.8% 6.4% 4.4% 5.4% 7.4%
1600 6.8% 5.9% 6.0% 6.4% 6.8% 5.3% 6.8% 4.7%
1700 6.4% 6.0% 7.1% 6.7% 6.9% 4.4% 6.8% 3.0%
1800 6.2% 5.7% 6.1% 5.6% 5.1% 5.3% 6.3% 1.7%
1900 3.7% 5.0% 6.0% 5.0% 5.1% 5.0% 5.3% 3.7%
2000 4.7% 5.0% 5.6% 4.5% 3.9% 4.9% 5.7% 2.7%
2100 4.4% 4.7% 5.0% 4.6% 3.9% 4.9% 5.0% 1.0%
2200 3.8% 3.6% 4.4% 4.3% 2.9% 5.4% 3.9% 0.7%
2300 3.2% 3.4% 3.7% 3.0% 2.4% 4.2% 3.2% 1.4%

Particular highlights regarding the data include:
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. In similar respects to call volumes, many of the higher priority calls for service
have valleys and peaks in the early morning hours (approximately 0300-0400)
and early evening hours (approximately 1600-1700), respectively.

. As a consequence of this, ideal staffing and deployment patterns, with respect to
being available for higher priority calls for service, should generally emphasize
early evening timeframes.

As noted previously, these types of priority patterns can ultimately impact
deployment and staffing patterns.

(4) Calls for Service Data by Amount of Time Spent on Call.

The length of time a deputy is on a call for service represents a notable portion of
his/her workload. Length of time on a call for service is defined as the point from which
a deputy receives a call from dispatch to clearance of the call. The following table
demonstrates the average amount of time spent on a Call for Service by the primary

responding unit (as defined in the CAD records.), by priority and day of week as well as

an overall average:

Average Time on CFS (Minutes) for Primary Unit by CFS Priority and Day of Week

Priority Sun Mon Tue Wed Thu Fri Sat Average
2 01:10 00:49 00:58 00:53 00:52 00:50 00:58 00:56
3 00:32 00:28 00:28 00:30 00:28 00:28 00:30 00:29
4 00:43 00:39 00:38 00:38 00:39 00:40 00:41 00:40
5 00:38 00:41 00:40 00:38 00:39 00:39 00:40 00:39
6 00:37 00:41 00:36 00:41 00:39 00:39 00:39 00:39
7 00:33 00:34 00:30 00:29 00:30 00:32 00:28 00:31
8 00:23 00:25 00:25 00:25 00:22 00:21 00:21 00:23
9 00:34 00:33 00:37 00:34 00:34 00:29 00:21 00:32

All
Priority 00:34

Particular highlights regarding the data include:

. The overall time on a call for service, regardless of day of week or priority of call,
is 34 minutes. This is consistent with the 30-40 minute average typically seen
by the project team in other law enforcement agencies.
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As would be expected, the highest priority call (priority 2), has the lengthiest
amount of time dedicated by the primary responding unit, at an average of 56
minutes per call.

Although not reflected in the table above, with regard to time on call data related
to secondary (back-up) units, the average time on call is 24 minutes. This
represents 71% of the total time spent by the primary unit and is considered
reasonable. Generally, when the project team has no such data available, we
estimate that secondary units spend 75% of the time on call when compared to
the primary unit.

Time spent on calls is an important metric with respect to perceived service

levels by the community.

()

Response Time and Response Time by Call Priority.

Response time reflects an important service level metric. Response time is

considered from the caller’s perspective; that is, the time in which the caller initiates the

call to arrival of the unit on scene. Response time targets are also influenced by the

dispatch agency, as the time between a call receipt and that call being dispatched is

one important variable in response time over which law enforcement agencies have little

control (unless they are also operating the dispatch center). This time period is defined

as “queue” time and is noted in the graph below for a primary responder for the various

priorities noted previously:
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Average Queue Time for Dispatched Call by Priority (Primary
Unit Rounded to Minutes)

As shown by the graph above, the average queue time for a call for service is
eight minutes. Higher priority calls have reduced queue times compared to lower
priority calls; however, in an ideally designed priority system one would expect the
queue times to gradually increase from highest to lowest priority. Many local law
enforcement agencies have targeted response times for various priorities. A review of
the Field Services Manual Table of Contents indicates no such policy is in place at the
DCSO. However, the following information demonstrates data available related to
response time.

. Average Response Time for Primary Unit: 21 minutes.
. Average Response Time for Back-up (secondary) Units: 25 minutes.
The following table shows average response times by priority, by day of week as

well as overall average by call for service priority.
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COUNTY OF DANE, WISCONSIN
Staffing Analysis for the Sheriff’s Office

Average Response Time (Minutes) for Primary Unit by CFS Priority and Day of Week

Priority Sun Mon Tue Wed Thu Fri Sat Average

2

© 00N AW

All

00:18 00:12 00:15 00:13 00:14 00:14 00:16 00:15
00:14 00:14 00:14 00:15 00:14 00:14 00:14 00:14
00:22 00:20 00:20 00:21 00:22 00:21 00:23 00:21
00:26 00:26 00:28 00:28 00:26 00:26 00:29 00:27
00:28 00:26 00:26 00:30 00:26 00:28 00:26 00:27
00:26 00:27 00:22 00:25 00:25 00:27 00:23 00:25
00:22 00:29 00:23 00:28 00:25 00:25 00:28 00:26
00:30 00:41 00:30 00:40 00:31 00:26 00:29 00:32

Particular highlights regarding the data include:

Average response time for the primary unit to the two highest priorities (Priority 2
and Priority 3) is 15 minutes and 14 minutes, respectively. This results in 11
minutes and 10 minutes driving time to the call location.®

There is little gradation in response times for “middle priority” calls (Priority 5
through Priority 8) providing additional evidence, in conjunction with the prior
information, that refinement of the current call priority system may be warranted.

Importantly, these response times are lengthy based on the project team’s
experience, particularly with respect to the higher priority calls. Generally
speaking, in a municipal environment, the highest priority calls are targeted at 5
minutes or less, whereas in a rural environment these are targeted at 7 minutes
or less.

Despite these response time service level objectives, which impact both
community service perception and officer safety, the project team understands
that these response times are impacted by several factors, including the
aforementioned need to potentially re-develop a more accurate priority system,
the large geographic area the DCSO must service, winter weather impacts, the
current precinct and beat structures, etc.

In summary, response time targeting is an important service level metric that can

drive staffing levels in a variety of law enforcement organizations. In the absence of any
