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1 Introduction
The following provides an introduction to our report.
1.

Introduction and Study Background.
The Matrix Consulting Group was retained by the City of Puyallup to conduct a

criminal justice study involving Puyallup Police Department (PPD) operations to include
the Jail Operation. The intention of the study was to address the following key study
objectives:
•

To evaluate staffing and operations in each key Police Department function.

•

To evaluate if the needs of citizens are being met at appropriate levels of service.

•

To identify staffing and operational “best practices” in law enforcement that
should influence PPD operations.
This report presents the results of the study, providing an overview of current

workloads and service levels and potential opportunities for service and staffing level
adjustments.
The following introduction and executive summary provide a synopsis of the scope
of work and overall context for the study, the methodologies used in evaluating the
services of the department, and a summary of the recommendations made. The scope of
work for the study included the following elements:
•

A thorough review of police business practices performed by PPD to include key
operations such as patrol, investigations, jail operations, specialized services and
various administrative supporting efforts.

•

An evaluation of staffing needs consistent with both analytical outcomes and
framed by best practice approaches.

•

Guidance on the most appropriate levels of service and service delivery in the City
for key operations.
Identification of major organizational changes in current practice. Such changes

•

Matrix Consulting Group
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could include different service delivery approaches.
The scope of work for the project was comprehensive for management and
staffing, both now and in the future.
2.

Work Approach.
In order to conduct this Study, the Matrix Consulting Group project team engaged

in the following activities:
•

Interviewed PPD management and supervision of all functional units within the
department, as well as many other personnel with unique responsibilities in the
organization.

•

Collected detailed data describing operations, workload, deployment, scheduling,
use of leave, etc.

•

Developed a descriptive profile of PPD describing current operations, service
levels, staffing, deployment, etc. This was reviewed by PPD management and
supervision to ensure its accuracy and framed the project team’s analytical effort.

•

Conducted an anonymous employee survey to solicit opinion regarding PPD
operations.

•

Provided a ‘Preliminary Analysis of Resource Needs’ report to discuss operational
issues, identify potential shortcomings, and frame the draft report preparation.
Collectively, these steps were intended to provide the project team with a full

understanding of the current methods of service delivery by PPD. The approach was
further intended to ensure that key participants have had relevant input into the study
process.

Matrix Consulting Group
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2 Executive Summary
The analysis presented in this report is comprehensive and demonstrates how
PPD resources are managed in providing police services to the Puyallup community. The
study’s scope of work included, but was not limited to, the following:
•

An analysis of patrol operations and staffing requirements in the context of key
service level metrics such as proactive time, workload patterns, etc.

•

An analysis and discussion of alternative approaches to enhancing PPD patrol
services to include revised traffic deployments, adjusted backup rates, and other
operational alterations, as practical.

•

An analysis of current jail and alternative jail service delivery approaches.

•

Inclusion of the insights from an anonymous employee survey.

•

A discussion of other PPD functions including criminal investigations, records,
patrol support services, etc.
The following sections describe the report’s key findings, conclusions and

recommendations.
1.

Key Findings and Conclusions
The following tables summarize the key staff findings for each Puyallup Police

Department position:
The following provides the revised staffing structure for the Operations Division.
Position
Captain
Sergeant
Officer
Civilians
Intern

Matrix Consulting Group

Actual
1
4
26
1
0

Authorized
1
4
28
1
0

Recommended
1
4
34
1
0
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The following shows the changes in positions for the Special Services Division.
Position
Captain
Sergeant/Supervisor
Officer
Detective
Civilians
Intern

Actual
1
1
4
0
5
0.5

Authorized
1
3
5
0
5
0.5

Recommended
1
4
81
1
5.5
0.5

The following shows the changes in positions for the Criminal Investigations
Division.
Position
Captain
Sergeant
Detective
Civilians
Intern

Actual
1
2
9
2
0

Authorized
1
2
9
2
0

Recommended
1
1
8
3
0

The following provides the revised staffing structure for the Corrections Division.
Position
Lieutenant
Correction Sergeant
Correction Officer
APC Correction Officer

Actual
1
2
10
0

Authorized
1
2
10
0

Recommended
1
4
12
1

As the table and the ensuing report demonstrates, there are some significant
resource needs in the Department. The analysis surrounding these staff findings, as well
as other issue areas, are summarized in the following chapters. In sum, the following
bullets show department-wide net changes.
•

No change in Chief, Deputy Chief, Captains and Lieutenant position.

•

No change in eight (8) sergeant positions, although re-assignment is
recommended.

•

No change in nine (9) detective positions, although re-assignment is
recommended.

1

Excludes the two additional SRO positions under negotiation with the School District.

Matrix Consulting Group
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•

An addition of six (6) authorized police officer positions in patrol; one (1) authorized
police officer position in traffic, one (1) authorized police officer position in training;
and one (1) authorized police officer position for a dedicated officer to POP/COO
for a total of nine (9) new authorized police officer positions.

•

An addition of 1.5 civilian positions (Property and Evidence and Records).

•

An addition of three (3) authorized correction officer positions and two (2)
correction sergeant positions.
In sum, a total of 15.5 new authorized positions are recommended. The following

table shows these adjustments.
Position
Chief
Deputy Chief
Captain
Corrections Lt.
Sergeant
Civilian Supervisor
Officer
Detective
Correction Sgt.
Correction Officer
Civilians
Intern

2.

Actual at time of
Report
1
1
3
1
8
1
30
9
2
10
8
0.5

Authorized

Recommended

1
1
3
1
8
1
33
9
2
10
8
0.5

1
1
3
1
8
1
42
9
4
13
9.5
0.5

Net Change
Auth. Vs. Rec.
+0
+0
+0
+0
+0
+0
+9
+0
+2
+3
+1.5
+0

Summary of Recommendations.
Throughout this report the project team provides evaluation and analysis of the

staffing, organization, operations and services provided by the PPD and, where
appropriate, makes suggestions for improvements. The table below provides a summary
list of all the recommendations, appearing in sequential order, in this report.

Matrix Consulting Group
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Recommendations
Operations
Use a proactive time target of 40% to determine baseline patrol officer staffing needs, minimizing the
call for service response of patrol sergeants and specialty units.
Modify current patrol operational philosophies related to backup units to reduce backup rates to an
average of 0.5 to 0.6 per call for service (i.e., an average of 1.5 to 1.6 total units). Reduce time onscene for back-up officers. Promote officer scene clearance at a more effective rate than current
protocols.
A total of 34 officers are recommended for patrol; this is an increase in 6 authorized positions.
Deploy a swing shift between 10 a.m. and 10 p.m. to better meet calls for service workload. Assign a
total of 5 officers to each swing shift squad. Establish a minimum staffing level of 3 officers.
Redeploy officers on the day and night shifts to include 6 officers per shift and squad. Establish a
minimum staffing level of 4 officers.
Maintain the acting sergeant position to backfill vacant patrol sergeant positions during absenteeism,
and utilize the administrative sergeant, if available, to provide patrol sergeant coverage, as applicable.
Maintain existing K9 Officer support services consisting of two Patrol (2) positions.
Upon increased staffing levels in Patrol, revise the K9 call for service response approach. K9 should
remain primary call for service responders, but their workload should reflect call types where a dog
partner would prove most beneficial.
Special Services
The City of Puyallup should develop a traffic-enforcement philosophy to guide and substantiate
dedicated traffic enforcement efforts.
Based on the analysis, dedicated traffic enforcement activities can be increased by one officer to three
(3) with one (1) sergeant assigned to oversee the operation. This sergeant should always be “Motor
Certified” and a working “Field Services Sergeant.”
Maintain one (1) civilian Parking Enforcement Officer.
Continue the progressive School Resource Officer (SRO) program of three (3) staff and 75% district
cost-sharing now and in the foreseeable future.
The SRO would report to the “Administrative Services Sergeant” also overseeing other operations.
Maintain current approaches to crime prevention, staffing this function with a civilian position.
The Crime Prevention program would report to the “Administrative Services Sergeant” also overseeing
other operations.
Formal problem-oriented policing approaches should frame staffing plans for specialized POP support
units. Adopt a formal problem-oriented policing approach and develop plans and reporting protocols as
outlined by the Department of Justice’s Office of Justice Programs abstract as described in this report.

Matrix Consulting Group
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Recommendations
Based on guidelines provided in this report, PPD management should immediately develop a strategic
staffing plan that supports a Problem-oriented Policing Unit of four (4) sworn staff and one (1) sergeant
with diverse responsibilities to include proactive crime efforts, indigent population supporting services,
and other community-oriented activities.
The Community Outreach Officer, to be included in the POP Unit, is a newly authorized special position,
part of the four (4) positions in POP, and not a temporary transfer from Patrol.
Re-locate the POP Unit to the Criminal Investigations Division to be overseen by the Captain of that
Division.
Fill the Training Coordinator position with one (1) sworn officer on rotational assignment. A 20-hour
intern, as available, should support the position.
Re-examine PPD’s existing commitment to provide training with patrol staff; some personnel appear
very involved in providing on-shift training thereby influencing staff availability to conduct core
workloads.
The Training program would report to the “Administrative Services Sergeant” also overseeing other
operations.
Re-assign one sergeant position (e.g. detective sergeant) to the roles and responsibilities of an
Administrative Services Sergeant reporting to the Special Services Captain. This position would oversee
SRO, Training, Crime Prevention and numerous other programs and related staff.
Recruit a part-time clerk to provide 20-hour weekly support to the Records Unit, particularly with respect
to public records requests; otherwise maintain existing staffing.
Criminal Investigations
Consolidate the Major Crimes Unit and Special Investigations Unit into one Investigative Services Unit
composed of seven (7) detectives and overseen by one (1) sergeant position; this is a reduction of one
detective position.
Maintain the one (1) specialized detective assigned to TNET and transfer one (1) detective to the
Problem-oriented Policing Unit to serve as a lead.
Create a civilian Property Clerk and hire one (1) position to report to the Property and Evidence
Technician.
The Property and Evidence Technician should report to the CID Captain.
Maintain existing Crime Analysis staff of one (1) position reporting directly to the CID Captain.
Corrections
Develop a policy related to video camera recording and begin maintaining recordings for all video
cameras in the jail.
Revisit how inmate property is managed, eliminating trustee access.

Matrix Consulting Group
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Recommendations
Update policy and procedures to include a minimum staffing level of two correction officers on duty at
all times in the jail.
The current 10 – hour shift plan requires one more staff than transitioning to an 8 or 12 – hour shift
schedule after incorporating the recommendations presented in this report.
Implement a 12 – hour shift schedule, that includes a corrections sergeant assigned to each shift. This
results in a total of 4 corrections sergeants and 13 corrections officers (including alternative programs
coordinator), an increase in 3 corrections sergeant and 2 corrections officer positions.
Establish an alternative to incarceration and pretrial diversion program in the jail in conjunction with the
Municipal Court.
The Alternative Programs Coordinator position should be created and classified as a Correction Officer.
Organization Structure
As part of future strategic planning efforts illustrated in this report, identify the best-fit high-ranking
organizational structure for PPD, to include a review of the Deputy Chief, Captains, and Corrections
Lieutenant positions.

A more detailed description, and the analysis behind each recommendation, can
be found in the body of the report.

Matrix Consulting Group
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3 Operations Division
The Operations Division is primarily responsible for responding to calls for services
and providing patrol services in the community. Operations is comprised of four patrol
squads, two squads assigned to day and night shifts respectively. Patrol work 12-hours
shifts with alternating four consecutive days worked followed by four days off. Patrol is
led by a Captain and each patrol shift is led by a Sergeant.

1

Analysis of Patrol Workload.
The following sections provide analysis of patrol workload and other issues relating

to the Operations Division.
1.

Overview of the Patrol Workload Staffing Model.
While it would be useful to identify a ‘golden rule’ of law enforcement staffing

needs, there is no single right answer. 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. While is it somewhat common practice to suggest law
enforcement resource needs based upon the number of commissioned staff per thousand
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

Matrix Consulting Group
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great potential to impact the staffing levels of commissioned personnel. A number
of civilians (i.e. community service officers, telephone reporting, online services,
etc.) can be used to maximize the efficiency and effectiveness of commissioned
personnel, thereby impacting ratios.
•

Ratios do not consider the differences in service levels provided or philosophies
with which a jurisdiction may deliver law enforcement services (e.g. communityoriented or problem-oriented policing, a reactive versus proactive approach, the
utilization of other regional law enforcement resources in solving problems or
providing backup to patrol, etc.). These variables result in an inability to accurately
compare the necessary number of field patrol personnel through a ratio or percapita 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 well
as operational approaches (e.g. the use of field citations versus transported
arrests, manual versus automated field reporting systems, and whether patrol
officers 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, college towns with large
seasonal fluctuations in population, resort locales, or smaller communities
adjoining large metropolitan areas with significant crime problems.
Although these ratios are interesting, they do not provide a comprehensive

measure of staffing needs for a specific community, nor should policymakers use them
as a basis to make decisions regarding patrol staffing. Rather, policymakers need to
recognize that staffing levels should be established on the basis of operational
effectiveness and desired levels of service.
The project team’s comprehensive staffing approach and disregard for ratios is
supported by the International Association of Chiefs of Police (IACP) that views officer
per thousand ratios as “totally inappropriate as a basis for staffing decisions.”2 For these

2

International Association of Chiefs of Police, Patrol Staffing and Deployment Study, 2004, document 7218.

Matrix Consulting Group

Page 10

FINAL Report on the Police Department Staffing Study

PUYALLUP, WASHINGTON

numerous 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. The following subsections
describe our analytical process in calculating staffing requirements.
2.

CAD Analysis Methodology.
Our project team has calculated the community-generated workload of the

department by analyzing incident records in the computer aided dispatch (CAD)
database, covering the entirety of calendar year 2017.
For incidents to be identified as community-generated calls for service and
included in our analysis of patrol, each of the following conditions needed to be met:
•

The incident must have been unique.

•

The incident must have first been first created in calendar year 2017.

•

The incident must have involved at least one sworn personnel (e.g. officer,
sergeant, etc.) assigned to PPD, as identified by the individual unit codes of each
response to the call.

•

The incident must have been originally initiated by the community, as identified
using the following methods:
–

The incident response must have had a time stamp unit for the unit being
dispatched.

–

The source of the call could not originate from the radio, and instead must
have been generated from 911, telephone, or another source
corresponding to a community-generated incident.

–

Additionally, the incident type of the event must have sufficiently
corresponded to a community-generated event. Call types that could be
identified with a high level of certainty as being either self-initiated (e.g.,
traffic stops) or other kinds of activity generated by the department (e.g.,
directed patrol) have not been counted as community-generated calls for
service.

Matrix Consulting Group
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•

There must have been no major irregularities or issues with the data recorded for
the incident that would prevent sufficient analysis, such as having no unit code or
time stamp for the call closure.

•

This data set includes only incidents responded to by PPD and does not include
workload associated with the Washington State Fair, which have their own unique
identifier.
After filtering through the data using the methodology outlined above, the

remaining incidents represent the community-generated calls for service handled by PPD.
(1)

Calls for Service by Hour and Weekday.
The following table displays the total number of calls for service handled by PPD

by each hour and day of the week:

Matrix Consulting Group
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Calls for Service by Hour and Day of Week
Hour

Sun

Mon

Tue

Wed

Thu

Fri

Sat

Total

12am

141

86

72

88

68

65

105

625

1am

93

64

51

60

60

72

96

496

2am

66

57

49

57

45

57

75

406

3am

65

52

45

45

43

37

54

341

4am

42

45

40

34

43

34

41

279

5am

41

60

49

52

58

41

40

341

6am

44

73

78

75

58

76

51

455

7am

52

89

100

103

99

89

68

600

8am

74

143

120

133

117

128

94

809

9am

99

164

132

135

155

145

111

941

10am

112

170

137

171

162

152

129

1,033

11am

129

154

174

147

188

170

170

1,132

12pm

142

196

165

170

159

187

155

1,174

1pm

157

169

157

184

223

198

140

1,228

2pm

176

209

211

205

191

212

158

1,362

3pm

152

229

221

189

202

223

157

1,373

4pm

179

222

200

226

215

237

167

1,446

5pm

158

218

203

203

187

221

165

1,355

6pm

176

204

201

201

191

190

179

1,342

7pm

185

142

191

187

170

166

166

1,207

8pm

174

154

173

158

163

182

175

1,179

9pm

146

132

138

139

143

162

185

1,045

10pm

131

122

132

119

136

146

159

945

11pm

103

93

79

102

104

137

145

763

Total

2,837

3,247

3,118

3,183

3,180

3,327

2,985

21,877

Darker-shaded red reflects heightened call activity. Call activity begins picking up
around 7:00AM, and continues a general upward increase until around 9:00PM where
activity begins diminishing. It should be noted that call volume during weekdays was
generally 10% higher than compared to the weekend.
The hourly trends in call for service volume are also presented in the following bar
chart:

Matrix Consulting Group
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Calls for Service by Hour of Day

In general, the most frequent calls for service are occuring between 2:00PM and
6:00PM. While the fewest numbers of calls for service occur between 2:00AM and
6:00AM.
(2)

Other Calls for Service Characteristics.
With respect to Calls for Service locations, data is shown in the following heat map

with regard to most common geographic areas requiring service. The top addresses, by
example for shoplifting, include:
•

#1 with 311 incidents is the Wal-Mart;

•

#2 with 221 is the City’s mall (across the street);

•

#3 at 79 is a local Safeway.
These addresses are reflected in the heat map below.

Matrix Consulting Group
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There are some notable seasonal fluctuations with respect to calls for service as
shown in the table below. Mid to late summer and fall are the busiest time for calls for
service with the winter months being the slowest. The following table displays calls for
service totals by month, showing seasonal variation as a percentage difference from the
quarterly average:
Calls for Service by Month
Month

# of CFS

Jan

1,602

Feb
Mar
Apr
May
Jun
Jul
Aug
Sep
Oct
Nov

1,516
1,716
1,722
1,997
1,831
2,013
2,082
1,972
1,892
1,762

Dec

1,772

Total

21,877

Seasonal +/-

-11.6%

+1.5%

+10.9%

-0.8%

Calls for service varies between the first part of the year and peak between July
and September. It should be noted there is no uptick of calls for service related to the
Washington State Fair, as service inside the fairgrounds are responded to by dedicated
law enforcement officers who are assigned to the fair, and are not included in the table
above.

Matrix Consulting Group
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Most Common Types of Calls for Service.
The following table provides the ten most common incident categories of calls for

service handled by staff over the last year, as well as the average call handling time (HT)3
for each, which is defined as the time from the primary unit being assigned to the call to
the unit clearing from the call. Shaded areas show the call type’s frequency during
different times of the day, with darker areas indicating the most frequent occurrence for
that call type.
Most Common Call for Service Categories
Incident Type

# CFS

HT

SUSPICIOUS PERS.

1,448

27.5

WELFARE CHECK

1,373

35.0

SHOPLIFT

1,051

74.8

SUSPICIOUS VEH.

966

28.6

MV – NON-INJURY

796

63.5

ALARM COMM

748

19.6

911

741

16.9

THEFT

694

50.8

UNWANTED PERS.

656

35.2

THEFT FROM VEH.

613

49.4

All Other Types

12,791

47.6

Total

21,877

44.3

12a

4a

8a

12p

4p

8p

The top 10 call types represent 58.5% of all calls for services that occurred.
Furthermore, the most common call types vary.

3

Handling time is defined as the total time in which a patrol unit was assigned to an incident. It is calculated as the
difference between the recorded time stamps the unit being dispatched and cleared from the incident.

Matrix Consulting Group
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Importantly, the average handling time for calls reflects an effort with victims,
witnesses, etc., marginally above many other law enforcement agencies. The average
handling time for the ten call-types of 44.3 minutes is slightly higher than the project team
generally sees for other agencies. Typical handling time is approximately 30 to 40 minutes
in the project team’s experience. A longer handling time, especially due to the nature of
incident type presented here, reflects the City’s and PPD’s philosophy of working closely
with victims and public during the initial response.
3.

Responding Officer Analysis.
In order to understand the operational impact on the PPD, it is important to analyze

the calls for service workload and who is actually responding. Patrol officers are primarily
responsible for responding to community generated calls for service, but they may not
always be the primary call taker for a variety of reasons. This call response pattern is
problematic for PPD, showing that nearly one-in-five call responders is not a patrol officer
assigned to patrol services. The following table shows the primary responding personnel
by designation:
CFS Primary Unit Designation
Primary Responding
Officer Designation
Patrol Officer
Patrol Sergeant
Specialty Unit
Criminal Investigations
Command Staff
Other
Total

# of CFS
17,736
2,305
1,166
248
75
347
21,877

% of Total
81.1%
10.5%
5.3%
1.1%
0.3%
1.6%
100.0%

Overall, Patrol Officers are responding to 81.1% of calls for service, with Patrol
Sergeants accounting for another 10.5%. The remainder (8.4%) of calls for service are
handled by staff not assigned to directly to Patrol. It should be noted that “Other” call

Matrix Consulting Group
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types include calls for service that had no assigned handling unit, but should have been
responded to by a patrol officer due to the nature of the call.
These workload data and response characteristics frame the primary driver of
patrol staffing needs as discussed in the following section.

2

Analysis of Patrol Proactivity and Resource Needs.
Analysis of the community-generated workload is the crux of analyzing field

staffing needs. Developing an understanding of where, when, and the types of calls
received provides a framework for the community’s service delivery requirements.
Determining the amount of time associated with the community generated workload
drives staffing requirements calculations.
To provide a high level of service, is not enough for patrol officers to function only
as call takers and responders. Instead, officers must have sufficient time outside of the
community generated workload to proactively address community issues, conduct
problem-oriented policing, and perform other self-initiated activities in the community. As
a result, patrol staffing needs are calculated not only to meet the current workload need,
but the ability to provide additional community policing services to the Puyallup
community.
Incorporating these patrol philosophies, the following section examines the
process used by the project team to determine the patrol resources needs of the PPD
based on current workloads, staff availability, and service level objectives.
1.

Overview of the Patrol Resource Needs Analysis.
An objective and accurate assessment of patrol staffing requires analysis of the

following three factors:
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i.

The number of community-generated workload hours.

ii.

The total number of hours that patrol is on-duty and able to handle those
workloads, based on current staffing numbers and net availability factors (e.g.,
leave, administrative time, etc.).

iii.

The remaining amount of time that patrol has to be proactive, which can also be
referred to as “uncommitted” time.
This study defines the result of this process as, patrol proactivity, or the percentage

of patrol officers’ time in which they are available and on-duty that is not spent responding
to community-generated calls for service. This calculation can also be expressed visually
as an equation:
Total Net Available Hours – Total CFS Workload Hours
= % Proactivity
Total Net Available Hours
The result of this equation is the overall level of proactivity in patrol, which in turn
provides a model for the ability of patrol officers to be proactive given current resources
and community-generated workloads. There are some qualifications to this, which include
the following:
•

•

Optimal proactivity levels are a generalized target, and a single percentage should
not be applied to every agency. The actual needs of an individual department vary
based on a number of factors, including:
–

Other resources the department has to proactively engage with the
community and address issues, such as a dedicated proactive unit or other
specialty officers.

–

Community expectations and ability to support a certain level of service.

–

Whether fluctuations in the workload levels throughout the day require
additional or fewer resources to be staffed to provide adequate coverage.

Sufficient proactivity at an overall level does not guarantee, based on workload
patterns, and deployment schedules, that resources are sufficient throughout all
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times of the day and week.
All police departments should have clearly defined uses for proactive or what is
frequently referred to as uncommitted time. Officers should know what they are expected
to do with time between calls for service.
According to the International Association of Chiefs of Police (IACP):
Police agencies should consciously choose a policing style, recognizing
that modifications have direct effect on staffing requirements. Agencies
coping with budget constraints can choose to reduce uncommitted,
prevention-focused time, thus expanding the time committed to response
to calls. This strategy reduces patrol staffing requirements, which may risk
public safety. Alternatively, agencies can choose to be more proactive,
allocating, for example, 40%, 45%, or 50% to of each officer's time to
crime prevention, problem solving, community relations, and other
proactive activities. This strategy intensifies (increases) manpower
requirements. The IACP management survey staff prefers this more
proactive approach to policing.4
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. Often field personnel will run from call-tocall and low proactive time can impact overall response time to the community.
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.
The Puyallup Police Department uses a combination of patrol and a number of
officers dedicated to proactive and specialty functions, when fully staffed. Officers
assigned to these units are intended to primarily serve as proactive units to address
specific concerns (e.g. homelessness, community events, target specific hot spot areas,

4

IACP Patrol Staffing and Deployment Study.
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etc.). However, due to vacancies within patrol, specialty units and proactive officers have
mostly been reassigned at various times to patrol.
In sum, based on conversations with PPD command staff, the desired goal is an
overall proactive level of at least 40% for the patrol contingent.
(1)

Patrol Unit Deployment, Staffing and Net Availability.
The PPD assign patrol officers are assigned to one of four squads. All squads

work 12-hour shifts with four days on followed by four days off. Patrol shifts are 06001800 hours for Days and 1800-0600 for Nights and are reflected below:
Example of the Patrol Schedule

A total of three (3) patrol districts exist: North; South; and Central. Desired staffing
levels for officers are, (in addition to the sergeant):
•

4 officers between 0600 and 1200 hours;

•

5 officers between 1200 hours and midnight;

•

Staffing remains at 5 officers on Friday and Saturday nights until 0300 hours, then
it may drop to 4 officers;

•

For Sunday through Thursday between midnight and 0600 hours, staffing is 4
officers.
K9 officers are considered primary call for service responders and part of minimum

staffing levels. The following table shows the minimum patrol staffing level by time and
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day of week:
Minimum Staffing by Time of Day and Day of Week
Time
S
M
T
W
T
F
S
Midnight - 0300
4
4
4
4
4
5
5
0300 - 0600
4
4
4
4
4
4
4
0600 - 1200
4
4
4
4
4
4
4
1200 - 1800
5
5
5
5
5
5
5
1800 - Midnight
5
5
5
5
5
5
5

While the preceding text and table provide assigned and minimum staffing levels,
it does not reflect the numbers that are actually on-duty and available to work on at any
given time. Out of the 2,190 hours per year that officers are scheduled to work in a year
(excluding overtime), a large percentage of these hours are not actually spent on-duty
with staff available in the field.
It is critical to understand the amount of time that officers are on leave – including
vacation, sick, injury, sick, military, or any other type of leave – as well as any hours
dedicated to on-duty court or training time, and all time spent on administrative tasks such
as attending shift briefing. The impact of each of these factors is determined through a
combination of calculations made from PPD data and estimates based on the experience
of the project team, which are then subtracted from the base number of annual work hours
per position.
The result represents the total net available hours of patrol officers, or the time in
which they are both on-duty and available to complete workloads and other activities in
the field. The following table summarizes this calculation process, displaying how each
individual net factor contributes to the overall net availability of patrol officers.
The table below outlines this process in detail, outlining how each contributing
factor is calculated:
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Factors Used to Calculate Patrol Net Availability
Work Hours Per Year
The total number of scheduled work hours for patrol officers, without factoring in leave,
training, or anything else that takes officers away from normal on-duty work. This factor
forms the base number from which other availability factors are subtracted.
Base number: 2,190 scheduled work hours per year

Total Leave Hours (subtracted from total work hours per year)
Includes all types of leave, as well as injuries and military leave – anything that would
cause officers that are normally scheduled to work on a specific day to instead not be on
duty. This category excludes on-duty training, administrative time, and on-duty court time.
Calculated from PPD data: 228 hours of leave per year
On-Duty Court Time (subtracted from total work hours per year)
The total number of hours that each officer spends per year attending court while on duty,
including transit time. Court attendance when deployed on overtime is not included in the
figure. Without any data recording court time for patrol officers, the number of hours is
estimated based on the experience of the project team.
Estimated: 20 hours of on-duty court time per year
On-Duty Training Time (subtracted from total work hours per year)
The total number of hours spent per year in training that are completed while on-duty and
not on overtime. This includes time dedicated for providing instruction, as well as a
student.
Calculated from PPD data: 122 hours of on-duty training time per year
Administrative Time (subtracted from total work hours per year)
The total number of hours per year spent completing administrative tasks while on-duty,
including briefing, meal breaks, and various other activities.
The number is calculated as an estimate by multiplying 90 minutes of time per shift times
the number of shifts actually worked by officers in a year after factoring out the shifts that
are not worked as a result of other leaves being taken.
Estimated: 245 hours of administrative time per year
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Total Net Available Hours
After subtracting the previous factors from the total work hours per year, the remaining
hours comprise the total net available hours for officers – the time in which they are
available to work after accounting for all leave, on-duty training and court time, and
administrative time. Net availability can also be expressed as a percentage of the base
number of work hours per year.
Calculated by subtracting the previously listed factors from the base number:
1,574 net available hours per officer
The following table summarizes this calculation process, displaying how each net
factor contributes to the overall net availability of patrol officers:
Calculation of Patrol Unit Net Availability
Base Annual Work Hours

2,190

Total Leave Hours

–

228

On-Duty Training Hours

–

122

On-Duty Court Time Hours

–

20

Administrative Hours

–

245

Net Available Hours Per Officer

=

1,574

Number of Officers

x

26

Total Net Available Hours

=

40,936

The project team utilized a total of 26 officers that were available and assigned
primarily to Patrol, taking into account vacancies that were experienced during the
timeframe analyzed.
Overall, officers combine for a total of 40,936 net available hours per year; this
represents the total time in which they are on duty and able to respond to communitygenerated calls for service and be available for proactive activities during uncommitted
time.

Matrix Consulting Group

Page 25

FINAL Report on the Police Department Staffing Study

(2)

PUYALLUP, WASHINGTON

Overview of Call for Service Workload Factors.
Previous sections of the report examined various trends in patrol workloads,

including variations by time of day and of week, common incident types, as well as a
number of other methods. The following section advances this analysis, detailing the full
extent of the resource demands that these incidents create for responding patrol
personnel. Each call for service represents a certain amount of workload, much of which
is not captured within the handling time of the primary unit. Some of these factors can be
calculated directly from data provided by the department, while others must be estimated
due to limitations in their measurability.
The following table outlines the factors that must be considered in order to capture
the full scope of community-generated workload, providing an explanation of the process
used to calculate each factor:
Factors Used to Calculate Total Patrol Workload
Number of Community-Generated Calls for Service
Data obtained from an export of CAD data covering a period of an entire year that has
been analyzed and filtered in order to determine the number and characteristics of all
community-generated activity.
The calculation process used to develop this number has been summarized in previous
sections.
Calculated from PPD data: 21,877 community-generated calls for service
Primary Unit Handling Time
The time used by the primary unit to handle a community-generated call for service,
including time spent traveling to the scene of the incident and the duration of on-scene
time. For each incident, this number is calculated as the difference between the ‘unit
dispatched’ time stamp and the ‘call cleared’ time stamp.
In the experience of the project team, the average handling time is typically between 30
and 40 minutes in agencies where time spent writing reports and transporting/booking
prisoners is not included within the recorded CAD data time stamps.
Matrix Consulting Group
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At 44.3 minutes per call, PPD’s average handling time is slightly higher than the typical
amount. It may be true that a relatively high percentage of reports are written by officers
while they are attached to the call in the CAD system. This may be particularly true for
accident reports, which have handling times of 63 minutes for non-injury motor vehicle
accidents. Furthermore, the handling time for theft and theft from vehicles averaged 50
minute per incident, which may be high depending on the type and value of theft.
Calculated from PPD data: 44.3 minutes of handling time per call for service

Number of Backup Unit Responses
The total number of backup unit responses to community-generated calls for service. This
number often varies based on the severity of the call, as well as other operational factors.
This number can also be expressed as the rate of backup unit responses to calls for
service and is inclusive of any additional backup units beyond the first. By example, a rate
of 0.50 reflects 1.5 total patrol units, on average responded to a call.
Calculated from PPD data: 0.72 backup units per call for service
Backup Unit Handling Time
The handling time for backup units responding to calls for service is calculated using the
same process that was used for primary units, representing the time from the unit being
dispatched to the unit clearing the call. The backup time average is an aggregate of all
units who responded to the call. The backup unit handling time averages 64.4 minutes,
indicating that when back up units respond, the total time on-scene reflects a greater time
commitment than the primary unit. Typically, such results reflect that more than one unit
is responding in a backup role to certain call types.
Calculated from PPD data: 64.4 minutes of handling time per backup unit

Number of Reports Written
The total number of reports and other assignments relating to calls for service that have
been completed by patrol units.
In this case, the number has been calculated from PPD data at 6,559 reports written in
calendar year 2017, reflecting the total number of incident and accident reports written by
staff assigned to patrol.
Calculated from PPD data: 0.30 reports written per call for service
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Report Writing Time
The average amount of time it takes to complete a report or other assignment in relation
to a call for service. Since report writing time is not reported in the CAD system, the project
team averaged the responses received in the employee survey related to the amount of
time required for report writing. An average of 46.1 minutes was determined, which is
similar to other agencies of similar size in the project team’s experience.
Calculated from employee survey data: 46.1 minutes per written report

Total Workload Per Call for Service
The total time involved in handling a community-generated call for service, including the
factors calculated for primary and backup unit handling time, reporting writing time, etc.,
as previously described.
Calculated from previously listed factors: 104.2 total minutes of workload average per
call for service
Each of the factors summarized in this section contribute to the overall picture of
patrol workload: the total number of hours required for patrol units to handle communitygenerated calls for service, including primary and backup unit handling times, report
writing time, and associated factors.
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Summary of CFS Workload Factors
Value
Total Number of Calls for Service

21,877

Avg. Primary Unit Handling Time (min.)

44.3

Backup Units Per CFS

0.72

Avg. Backup Unit Handling Time (min.)

64.4

Reports Written Per CFS

0.30

Time Per Report (min.)

46.1

Avg. Workload Per Call (min.)
Total Workload Hours

104.2
38,005

In total, each call for service represents an average combined workload of 104.2
minutes, including all time spent by the deployed resources. Overall, a total of 38,005
hours of workload were required to meet the calculated 2017 community generated calls
for service workload.
2.

Calculation of Overall Patrol Officer Proactivity.
Using the results of the analysis of both calls for service workloads and staff

availability, it is now possible to determine the remaining time in which officer patrol units
can function proactively. The result can then function as a barometer from which to gauge
the capacity of current officer resources to handle call workload demands, and shows the
amount of uncommitted time that would be available to officers in the absence of other
supporting patrol resources.
The following table details the calculation process used by the project team to
determine overall proactivity levels for officers, that is, the proportion of time that patrol
officers would have available outside of handling community-generated workloads:
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Calculation of Overall Patrol Officer Proactivity
Total Patrol Net Available Hours

40,936

Total Patrol Workload Hours

–

38,005

Resulting # of Uncommitted Hours

=

2,932

Divided by total net available hours

÷

40,936

Overall Officer Proactivity Level

=

7.2%

Proactive time calculations are based on a few basic assumptions that might not
completely mirror reality. By example, it assumes reports and arrests/bookings are
equally distributed throughout the 24/7 cycle. This, of course, is extremely unlikely, as
arrests and reports ebb and flow dependent upon several variables. Also note that the
proactive time calculation assumes that meals and administrative duties are equally
distributed and provided throughout a shift. However, these activities are likely put on hold
or eliminated in entirety until, by example, workload backlog can be handled.

The

following reflects key issue areas associated with this low proactive time calculation:
In addition to these caveats, certain other important facts specific to PPD are
relevant.
•

The proactive time calculation is for patrol police officers only – this is the lowest
overall proactive time percentages the project team has encountered in hundreds
of police studies. It reflects the amount of time that would be available to the
officers (approximately 5 minutes per officer) without support from other personnel
or use of overtime.

•

As shown previously, patrol officers have direct calls for service support from a
variety of other resources better utilized elsewhere – nearly one-in-five calls are
handled by supporting personnel. These include patrol sergeants, specialty units
(e.g., POP team), etc.

•

Overtime is used to augment patrol resources and is not included in the baseline
calculations. As discussed below, overtime hours dedicated to patrol represent
approximately 2.5 additional full-time equivalents deployed, thereby positively
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impacting Patrol resource availability.
Overall, the existing patrol officers’ contingent would operate with 7.2% proactivity
without the “support systems” noted above. This is far below the desired level of 40%
uncommitted time target previously noted.
(1)

Use of Proactive Time.
With respect to the use of whatever proactive time is available, police departments

differ in their philosophy as well as recording practices associated with officer-initiated
events during proactive work. PPD is very good at recording work-related efforts during
proactive time which includes traffic stops and complaints, predictive policing efforts,
security checks, etc. This work, by type, is reflected in the chart below:

Officer-initiated - Use of Proactive Time
37%
6%

45%

29%

10%
10%

(2)

Traffic Stop

Predictive Policing

Security Check

Follow-up

Traffic Compl.

Other

Analysis of Patrol Overtime and Impacts Proactive Time
Due to the 24 / 7 nature of law enforcement activities, especially those related to

patrol functions, overtime is inevitable. Secondly, due to fact that Puyallup is home to the
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fairground property and Washington State Fair, overtime opportunities readily exist
especially during the State Fair and other special events. The following table summarizes
overtime hours worked for officers in 2017 by category.
Officer Overtime Hours (2017)
Overtime Type
Double Comp Time Earned (Do)
Double Time (Do)
Fair Overtime (FOT)
Fair Voluntary Comp Earned (FVCE)
Fair Voluntary Double Comp Earned (FVDCE)
Fair Voluntary Double Overtime (FVDOT)
Overtime (OT)
Patrol Comp - Forced Hire (Pa)
Patrol Comp Earned (Pa)
Patrol OT - Forced Hire (PF)
Patrol Overtime (POT)
Total

OT Hours
8
38
1,980
14
16
665
1,274
104
549
191
1,498
6,336

% of OT
0.1%
0.6%
31.2%
0.2%
0.2%
10.5%
20.1%
1.6%
8.7%
3.0%
23.6%
100.0%

In sum, a total of 6,336 hours of overtime was worked by officers assigned to patrol
in 2017. It should be noted that approximately 42% of overtime hours worked were
associated with the State Fair. As to be expected, the fair accounts for largest percentage
of overtime hours.
Accounting for non-fair related overtime a total of 3,661 hours of overtime was
worked in patrol in 2017—this is equivalent to approximately 2.5 additional staff resources
in patrol.5 When accounting for a staffing contingent of 26 patrol officers and 4 sergeants,
each patrol staff member worked an average of 122 hours of overtime. This equates to

5

Based on 1,574 hours per officer availability per year.
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less than one extra shift each month. Overtime usage, excluding the fair and is within
normal overtime ranges seen by the project team.
3.

Analysis of Patrol Officer Staffing Needs.
The analysis of patrol resource availability, to this point, has focused on resource

capacity given the current number of filled officer positions (26).
Before staffing needs can be examined, it is important to define the parameters
used in the staffing model:
•

Staffing needs will assume that all community generated calls for service will be
handled generally by patrol officers, not relying on other resources such as
sergeants. Sergeants, specialty units, and others will occasionally be the primary
handling unit on the highest priority calls for service or when one occurs quite near
to them and they are available to respond.
This, however, should be the
exception, not the rule.

•

Specialty officers perform duties assigned to their unit and are rarely
supplementing patrol activities.

•

Overall goal of 40% proactivity for the patrol officer staffing contingent.

•

A 5.0% turnover factor is used for Patrol based on historic data, and this is
incorporated in a ‘total relief factor’ to help determine baseline staffing
requirements.

•

Incorporating a relief factor for Sergeants, so that patrol officers are not “acting”
sergeants.

•

Patrol officers are available 1,574 hours annually for field services.

•

Operational status quo with a backup rate of 0.72 for each call for service, with an
average handling time of 64.4 minutes for these backup resources.
Patrol staffing needs based on these assumptions are presented in the following

table:
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Results of Patrol Staffing Analysis (Baseline Scenario)
Category

Value

Net Available Work Hours Per Officer

1,574

Total Workload Hours

38,005

Proactivity Target

40.0%

Turnover
Patrol Officers Needed

5.0%
43

A total of 43 patrol officers are needed to handle the workload based on
maintaining status quo operations related to community generated calls for service,
handling time, and backup rates. In this scenario, the overall proactive time goal of 40%
is achieved while incorporating a turnover rate of 5% annually. Overall, this is an increase
in 15 authorized patrol officer positions in patrol (28 to 43).
(1)

Alternative Backup Approaches to Patrol Operations and Impact on Staff.
Discussed previously in this report, the backup rate for officers is 0.72 per call for

service. While over the past two decades the call for service backup rate has increased
across the country to promote officer safety, it is important to look at the types of calls
that officers are backing up, as backup resources significantly impacts staffing needs for
patrol functions. The following table shows the backup rate for the top 17 calls for service
types in 2017.
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Back Up Rate by Calls for Service – Unit Deployed

Incident Type

Backup

Primary

Backup Rate

SUSPICIOUS – PERSON

1,192

1,448

0.82

WELFARE CHECK

1,224

1,373

0.89

SHOPLIFT

726

1,051

0.69

SUSPICIOUS – VEHICLE

675

966

0.70

MVC – NON-INJURY

390

796

0.49

BURGLARY ALARM - COMMERCIAL

860

748

1.15

911

244

741

0.33

THEFT

226

694

0.33

UNWANTED PERSON

616

656

0.94

THEFT - FROM VEHICLE

105

613

0.17

CITIZEN ASSIST

106

583

0.18

CIVIL ISSUE

177

533

0.33

DISORDERLY - VERBAL ALTERCATION

583

500

1.17

TRAFFIC COMPLAINT (RECKLESS VEH)

110

488

0.23

BURGLARY ALARM - RESIDENTIAL

406

428

0.95

DV – PHYSICAL

704

418

1.68

DVV - VERBAL DOMESTIC

530

416

1.27

As expected, the backup rate by incident type varies greatly. For example, on
average 2.68 officers respond to each Domestic Violence (DV Physical) incident (primary
unit plus 1.68 backup units), but only 1.17 officers respond to theft from a motor vehicle.
Considering the backup rate at which officers respond is important for officer safety
and to handle the call effectively. However, the amount of time spent on scene also
impacts staffing requirements. As a result, this is an operational factor that needs to be
continuously monitored. As discussed previously, the average backup unit handling time
is 64.4 minutes versus 44.3 minutes for the primary unit. For incidents such as domestic
violence, this is to be expected as typically multiple officers respond and spend a
significant amount of time on-scene. However, due to the makeup of the top calls, the
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backup unit handling time is very robust and indicates that staff are spending a significant
amount of time on-scene for some minor incidents.
It is recommended that PPD command staff evaluate policies related to backup
frequency and handling times to ensure that officers clear as quickly and as effectively as
possible to resume proactive activities and be available to respond to other calls.
In order to understand the impact of current backup rates and handling times, the
project team created three illustrative alternative scenarios. In the alternative scenarios,
the backup rate and associated handling time was reduced to determine the overall
staffing impact. Each alternative scenario incorporated the same number of calls for
service and officer net availability as previously discussed.
(2)

Alternative Scenario #1 Patrol Staffing Model.
In Scenario 1, the project team maintained the current backup rate of 0.72 per call

for service but reduced the handling time to match that of the primary unit (44.3 minutes).
Alternative Scenario #1 Staffing Needs

Category

Value

Net Available Work Hours Per Officer

1,574

Total Workload Hours

32,741

Proactivity Target

40.0%

Turnover

5.0%

Patrol Units Needed

37

A total of 37 patrol officers are required in Scenario 1 when the backup rate was
maintained but the handling time matched that of the primary unit.
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Alternative Scenario #2 Patrol Staffing Model.
In Scenario 2, the backup rate was reduced to 0.55 backup units per call for service

– which should be considered reasonable for a community with Puyallup’s crime and
community response requirements. The handling time matches the primary unit handling
time (44.3 minutes).
Alternative Scenario #2 Staffing Needs

Category

Value

Net Available Work Hours Per Officer

1,574

Total Workload Hours

30,079

Proactivity Target

40.0%

Turnover
Patrol Units Needed

5.0%
34

A total of 34 patrol officers are required in Scenario 2 when the backup rate is
reduced to 0.55 and the handling time matches that of primary units.
(4)

Alternative Scenario #3 Patrol Staffing Model.
In Scenario 3, the backup rate was reduced to 0.5 and the handling time was

reduced to 30 minutes, which is 66% of the primary unit handling time. This is a departure
for Puyallup’s patrol operating approaches but in keeping with many agencies the project
team has worked with. However, this model is more common for communities that do not
generally provide the “personal touch” to the community. The following table shows the
staffing needs in Scenario 3:
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Alternative Scenario #3 Staffing Needs

Category

Value

Net Available Work Hours Per Officer

1,574

Total Workload Hours

26,657

Proactivity Target

40.0%

Turnover

5.0%

Patrol Units Needed

30

In Scenario 3, a total of 30 officers are required when the backup rate is reduced
to 0.5 and back-up handling time is 30 minutes.
As seen in the three scenarios developed, the staffing requirements are reduced
as the backup workload and associated handling time is decreased. Between current
practice and the scenarios presented here, patrol staffing requirements range between
30 and 43 patrol officers. Depending on how PPD desires to change current operational
practice, this will definitively impact current patrol staffing needs. Due to the nature of the
calls for service, the project team does not recommend maintaining the current backup
rate and associated handling time.

Nevertheless, based on the project team’s

experience, PPD should aim to reduce the backup rate to approximately 50% to 60% of
calls for service and reduce the handling time to fall more in line with the primary unit.
Consequently Scenario #2, which results in the need for approximately 34 patrol officers,
is recommended. As a result, this is an increase of 6 authorized patrol officer positions in
Patrol (28 to 34).
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Recommendations:
Use a proactive time target of 40% to determine baseline patrol officer staffing
needs, minimizing the call for service response of patrol sergeants and specialty
units.
Modify current patrol operational philosophies related to backup units to reduce
backup rates to 0.5 to 0.6 per call for service. Reduce time on-scene for back-up
officers. Promote officer clearance at a more effective rate than current protocols.
A total of 34 officers are recommended for patrol; this is an increase in 6 authorized
positions.
4.

Alternative Shift Schedule and Officer Deployment.
As discussed previously, patrol officers are assigned to one of four squads that

work 12 – hour shifts with four days on and four days off. While all officers are assigned
to one of these shifts, minimum staffing levels fluctuate throughout the day and by day of
week (e.g. Friday and Saturday). The approach of different minimum staffing levels is
designed to meet the fluctuating workload demand and to ultimately reduce overtime
when workload and staffing levels are low.
In order to better meet the calls for service workload for patrol, the project team
proposes creating a swing shift. The implementation of a swing shift provides the ability
to deploy patrol officers during busier times and to provide adequate resources in the
community.
The busiest 12 hours each day are between 10a.m. and 10p.m. While the call
volume is the greatest during this time frame, the amount of proactive time available for
patrol officers is also the lowest. Incorporating a swing shift will provide the staffing
resources to meet the workload demand and promote higher proactive levels during these
time periods. Also, the number of officers assigned will increased when shifts overlap,
potentially reducing the need for overtime hours worked.
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stronger work / life balance, the project team recommends deploying a swing shift from
10 a.m. to 10 p.m. Furthermore, it is recommended that the swing shift work the same 4
day on and 4 day off schedule, so that officers generally work with the same patrol
sergeants and officers.
Based on the recommended staffing level of 34 patrol officers, the following revised
shift schedule is recommended:
Revised Patrol Shift Structure
# of
Officers
Day Shift
Night Shift
Swing Shift

Minimum
Staffing
6
6
5

4
4
3

# of
Squads

# of
Sergeants
2
2
2

1
1
0

Shift Times
6 a.m. - 6 p.m.
6 p.m. - 6 a.m.
10 a.m. - 10 p.m.

The table above demonstrates a different deployment approach for authorized staff
by decreasing one officer from each existing squad and deploying to a swing shift along
with newly recommended staff. This revised scheduling approach will allow for a more
equal distribution of staff during the busiest of times. The minimum staffing level will be
7 patrol officers between 10 a.m. and 10 p.m. and four officers during all other times.
However, the PPD may maintain the current minimum staffing level of 5 patrol officers
until 3 a.m. on Saturday and Sunday mornings if they desire. Swing shift supervision will
be discussed in the following section.
Recommendations:
Deploy a swing shift between 10 a.m. and 10 p.m. to better meet calls for service
workload. Assign a total of 5 officers to each swing shift squad. Establish a
minimum staffing level of 3 officers.
Redeploy officers on the day and night shifts to include 6 officers per shift and
squad. Establish a minimum staffing level of 4 officers.
5.

Analysis of Patrol Sergeant Staffing Needs.
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Currently, a total of four sergeants are assigned to Patrol, with one sergeant
assigned to each Squad. Furthermore, two acting sergeants are on each Day Shift, as
these individuals have tested, passed, and are awaiting promotion to sergeant. Acting
sergeants provide supervisory coverage in the absence of a sergeant, further impacting
operations and staffing needs for Patrol.
As discussed in the previous section, ideally Sergeant response as a primary call
taker should be significantly reduced, as they should focus on providing administrative
and supervisory oversight and serving infrequently in a backup capacity. Incorporating
the increase in patrol officer staffing levels, will allow patrol sergeants the ability to focus
on providing supervisory oversight of their team.
Based on the recommended staffing level of 34 patrol officers, this will maintain an
overall span of control for sergeants to officers at 1: 8.5. Traditional span of control ranges
between 1 to 6 and 1 to 12 staff. Noting that proposed changes to shift schedule may
result in certain times during the day when the span of control for the shift may increase
to 1:11 if all officers are working at the same time; however, this is very unlikely given
scheduled and unscheduled absenteeism on a day-to-day basis.
While it is important to have a sergeant assigned and deployed on each shift, the
current operational approach allows for soon-to-be promoted sergeants or senior officers
the ability to provide supervisory oversight or allow “step up” opportunities for individuals
in the absence of a sergeant. Finally, the addition of an Administrative Sergeant will
occasionally allow this sergeant the ability to be deployed with patrol during patrol
sergeant absenteeism, thereby maintaining necessary patrol supervision skill sets.
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Based on the previous recommendation of creating a swing shift, the sergeant
assigned to the either day or night shift will be responsible for supervision of swing shift
personnel. This will require joint employee evaluation and discipline efforts by both day
and night sergeants to ensure consistency.
Recommendations:
Maintain the acting sergeant position to backfill vacant patrol sergeant positions
during absenteeism, and utilize the administrative sergeant, if available, to provide
patrol sergeant coverage, as applicable.

3

Analysis of Patrol Support.
With respect to patrol supporting services directly attributable to this Division, the

K9 program is the only supporting function overseen by the Operations Division; further
patrol support is discussed in the Special services Division.
1.

Analysis of K9 Operations.
The two (2) K9 Units are deployed on both of the Night Shifts.

These positions

serve as primary call for service responders as well as specialized backup, as needed
and as available. The size of the K9 Unit is generally consistent with law enforcement
operations of similar size. The number of K9 assignments can vary throughout the nation
dependent upon resources and need – Puyallup Police Department’s deployment of K9
resources reflect an operational protocol that reflects generally appropriate practices.
Beyond the appropriate size of two units, at issue is the actual assignment of the units to
field workload. The following reflects such assignment approaches.
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Top 5 K9 Calls by Type
7%

7%

5%
7%

70%

5%

Commerical Alarm

Susp. Person

Susp. Vehicle

Welfare Check

Shoplift

Other

As shown by the graphic, the top-5 calls for service to which the unit responds as
a primary unit reflects an interesting mix of call characteristics. Whereas commercial
alarms and suspicious circumstances are certainly a relevant call for a K9 Unit, shoplifting
and welfare checks do not reflect the need for a K9 deployment.
At issue is the current utilization of K9 units as a consequence of lower staffing
levels. As staffing levels increase, the use of K9 units should be closely monitored. While
K9 units should always remain primary call for service responders, the types of calls they
respond to should emphasis, where practical, calls where a dog partner would prove
beneficial (e.g. commercial alarm).
Recommendations:
Maintain existing K9 Officer support services consisting of two Patrol (2) positions.
Upon increased staffing levels in Patrol, revise the K9 call for service response
approach. K9 should remain primary call for service responders, but their
workload should reflect call types where a dog partner would prove most
beneficial.
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Conclusion
The following provides the revised staffing structure for the Operations Division.

Position
Captain
Sergeant/Supervisor
Officer
Civilians
Intern

Matrix Consulting Group

Actual
1
4
26
1
0

Authorized
1
4
28
1
0

Recommended
1
4
34
1
0
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4 Special Services Division
The following chapter provides the project team’s assessment of the services
provided by the Special Services Division, providing both field and administrative support
services.

1

Analysis of Traffic Support.
The overarching and primary mission of any traffic enforcement effort is reducing

the occurrence of death and injury related to vehicular accidents. Minimizing both fatal
and injury accidents should be a core business responsibility of any law enforcement
agency intent on preserving life and property. Typically, law enforcement agencies will
dedicate specific resources to this important public safety effort.
1.

Overview of PPD Traffic Enforcement Efforts.
The history of PPD dedicated traffic support demonstrates an unclear commitment

to this important enforcement endeavor. The size of a dedicated PPD “Traffic Unit” has
not exceeded more than a few staff over many years; and as of this report, dedicated
traffic support is now down to one position due to other staffing priorities. According to the
Employee Survey distributed during this engagement, almost 60% do not believe that
appropriate resources are dedicated to traffic enforcement:
Survey Question:
Our Traffic Unit provides
adequate proactive traffic
enforcement functions.

Strongly
Agree
2%

Strongly
Disagree

Neutral
28%

13%

33%

25%

The Traffic Unit is presently minimally functional, with one (1) officer as a dedicated
traffic officer, a “non-riding” supervisor overseeing the operation, and a Parking
Enforcement Officer providing various supporting duties. Responsibilities of these staff
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red-light

camera

program

management.

Fundamentally, a Traffic Unit should be dedicated to traffic safety efforts as reflected by
the generation of moving citations and warnings. These metrics, relative to core traffic
enforcement, are shown below.

Annual Traffic Cite and Warning by Source
361

Traffic (Off., Sgt)

915

4210

Patrol (Off., K9, Sgts)

1574

0

500

1000

1500

Warning

2000

2500

3000

3500

4000

4500

Infraction

As shown by the table (which excludes nearly 34,000 red light enforcement
citations in 2017) dedicated traffic operations produced nearly 1,300 notice-of-infraction
(citations) and verbal warnings whereas their Patrol counterparts produced nearly 5,800.
A general litmus test is a dedicated and productive traffic unit should produce from 8-10
tickets or warnings per shift (i.e., one contact per working hour).
In sum, while PPD provides dedicated resources to traffic safety, they are not
placed in a position to perform consistently with best management practices.
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Traffic Enforcement Efforts Based on Policy Directives.
Our project team is a strong proponent of a 2003 Report by the International

Association of Chiefs of Police Highway Safety Committee report which stated, in part,
“Law enforcement agencies can become preoccupied with general law enforcement
measures at the expense and neglect of traffic safety programs. Traffic safety is a viable
and important element of law enforcement and so, both programs and related employees
should receive the executive’s full support and attention.”6

Moreover, key Actions,

Benefits, and Other Considerations are duplicated from that report in the following insert,
demonstrating the important role of traffic safety efforts.7

6
7

IACP Highway Safety Committee “Traffic Safety Strategies for Law Enforcement,” August 2003, pg. 31.
Ibid, pg. 32
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Actions
• Make traffic safety a core value.
• Integrate traffic safety throughout all operations of the department. When
feasible, a traffic safety unit should be established.
• Provide necessary training, equipment, and staff to properly fulfill the
responsibility of providing traffic safety to the public.
• Emphasize the importance of traffic safety during training and presentations to all
personnel.
• Include traffic-related items in all promotional processes.
• Seek agreement with labor on the importance of traffic safety to the
organization’s mission and goals.

Benefits
• Improves morale and motivation.
• Inclusion of traffic items in the promotional process will advance traffic safety
priority within the agency.
• Provides important focus and support for traffic safety.
• Reduces vehicle collisions/ incidents and their related costs.
• Reduces vehicle collision injuries and fatalities and their related costs.
• Reduces criminal activity where active traffic enforcement takes place.
• Increases the efficiency of traffic systems.

Other Considerations
• Establishment of traffic safety units requires personnel resources, additional
training and funding.
• Management support is essential.
• Specialized traffic units do not alleviate traffic responsibilities in other units.
• Traffic safety is sometimes relegated to a lesser priority, (or no priority),
compared to other current issues, even though it is still an area in which law
enforcement can make significant positive strides.
• Law enforcement personnel occasionally view traffic enforcement as a secondary
assignment or one of a lesser stature, when in fact, it should remain or be elevated
to a high priority.
• The interrelationship of traffic enforcement, traffic safety, and crime prevention
or crime resolution, is often overlooked.

Ultimately the degree to which the City wishes to enforce traffic laws, thereby
influencing accident frequency as well as a wide variety of other benefits, will help dictate
the level of dedicated Traffic Officer staffing resources which should be deployed. This is
both a fiscal and service-level decision predicated on policy directive. There is no one
right answer with respect to traffic enforcement in the absence of specific community input
and wishes of the elected body. Nevertheless, PPD should consider operating consistent
with various peer agencies.
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Our national experience with various agencies of similar size suggest PPD should
field a Traffic Unit of three (3) officers plus a working/riding Motor Sergeant. This staff
contingent of four (4) personnel, supported by the Parking Enforcement Officer, would
provide dedicated traffic enforcement efforts, response to injury collisions, and Red-Light
Camera management and support.
It is impractical for Traffic Officers to be on motorcycles for 12-hour shifts given the
fatiguing nature of these shifts combined with this assignment type. As such, they should
be deployed on a 10-hour shift. Overlap Wednesdays should be used to focus efforts on
Red Light Camera review tasks. Consideration should be given to deploying the Traffic
Unit during these time frames, with the Sergeant operating from 0830 to 1830 hours.
•

Day Shift – 0700 – 1700 hours (4/10 shift plan)

•

Power Shift – 1000 – 2000 hours (4/10 shift plan)
In conclusion, the project team believes dedicated traffic enforcement efforts

should be considered a core business responsibility of Puyallup Police Department, and
thus sufficient resources should be allocated to such efforts.
Recommendations:
The City of Puyallup should develop a traffic-enforcement philosophy to guide and
substantiate dedicated traffic enforcement efforts.
Based on the analysis, dedicated traffic enforcement activities can be increased to
three (3) Traffic Officers with one (1) sergeant assigned to oversee the operation.
This sergeant should always be “Motor Certified” and a working “Field Services
Sergeant.”
Maintain one (1) civilian Parking Enforcement Officer.

2

Analysis of Other Problem-Oriented Services.
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Problem-oriented operations is used in the broadest sense to capture specific
efforts designed to provide community service or impact crime in specific ways. These
efforts include the following personnel commitments:
•

Two (2) Authorized Problem-oriented Policing officers. Staff serve as a proactive
resource in the Downtown area and other venues with predictive problems.
Provides back-fill to Patrol, as necessary.

•

One (1) Authorized School Resource Officer. Provides interface with District,
primarily assigned to one High School, periodically to two Middle Schools, and as
needed to elementary and private schools.

•

One (1) Authorized Community Outreach Officer. Works with indigent population
and social services to effectuate treatment for mentally ill, and substance abusers.
Also administers the encampment abatement program for the City.

•

One (1) Authorized Crime Prevention Coordinator (civilian). This effort involves a
variety of crime prevention activities to include Citizens’ Academy (apx. 25
students each spring); block watch; Coffee with a Cop; Paws on Patrol; Trespass
Contracts; Citizens’ Patrol, and others.

•

Training efforts are currently overseen by an intern but largely managed by the
Captain and sergeant assigned to the Division.
The above staff and related operations are overseen by one (1) authorized

sergeant. The following sections describe these proactive efforts in further detail.
1.

School Resource Officer Program.
The School Resource Officer (SRO) program is a cooperative effort between PPD

and the School District. The SRO performs various enforcement and outreach functions
at the High School, Middle School and periodically elementary/private schools with
emphasis on high-school operations. The position works closely with the school district
to include meetings, on-campus security reviews, child protective service report reviews,
etc. Other key duties include response to school-based calls for service, monitoring of
evacuation drills, and performing various presentations to faculty and students. In the
summer, the SRO will generally assist patrol.
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The National Crime Prevention Council is clear with respect to the crime prevention
benefits of an SRO position:
“Security or police presence at schools helps to reduce (prevent)
opportunities for unwitnessed crimes. The presence of school resource
police or security officers reduces fear of crime and violence among
students, faculty, and staff.”8
Despite these publicized benefits, according to the National Association of School
Resource Officers (NASRO) survey, 81% of the officers surveyed indicated that there is
no ratio or formula used by their agency for assigning a specific number of SROs to a
school based upon the number of students in the school district. In effect, deployment of
SRO staff is largely a policy and fiscal decision and should be based on the community’s
perceived need and the ability to fund such positions.
SRO positions are most commonly assigned to the high school with supporting
services are provided by such staff to middle and elementary schools, as desired.
Periodically wealthier communities, or those with serious juvenile crime problems, will
assign multiple officers to an SRO program to provide appropriate coverage. Recently,
through community support, the City and School District have developed a program
whereby three (3) SROs will be assigned with the School District paying for 75% of the
positions. Our project team believes the SRO program at PPD is progressive given the
profile of the community.
Recommendations:
Continue the progressive School Resource Officer (SRO) program of three (3) staff
and 75% district cost-sharing now and in the foreseeable future.
The SRO program would report to the “Administrative Services Sergeant” also
overseeing other operations.
8

http://www.ncpc.org/topics/school-safety/strategies/strategy-school-resource-officers
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Crime Prevention Coordinator Program.
The Crime Prevention Coordinator, a civilianized position, performs the following

best-practice functions.
•

Administers the Volunteers in Police Services (VIPS) and intern programs.

•

Leads the PD Citizens Academy.

•

Works with relevant community groups to promote and strengthen crime
prevention efforts. This includes block watches.

•

Promotes PD education and crime prevention efforts.
For a community the size of Puyallup, dedicated crime prevention efforts are

considered best-practice efforts. Moreover, civilianization of such positions is prevalent
nationally.
Recommendations:
Maintain current approaches to crime prevention, staffing this function with a
civilian position.
The Crime Prevention program would report to the “Administrative Services
Sergeant” also overseeing other operations.
3.

Problem-Oriented Field Policing Efforts.
As noted previously, two other problem-oriented policing (POP) efforts fall under

the purview of the Special Services Division:
•

Problem-oriented Policing Unit. Serves as a proactive resource in Downtown
area and other venues with predictive problems.

•

Community Outreach Program. The Community Outreach Officer (COO) works
with the indigent population and social services to effectuate treatment for mentally
ill, and substance abusers. Also administers the encampment abatement program
for the City.
Proactive enforcement functions are more difficult to evaluate than are ‘reactive’
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case handling investigations described later in this report or patrol counterparts discussed
earlier. In brief, the allocation of staff resources to these types of functions is generally
a policy decision driven by law enforcement executives based on perceived community
need. As such, the staffing level within specialized units is framed by the police chief’s
executive team judgment that should be guided by certain principles and data elements
to help determine adequate unit size and staffing.

There is no precise formula to

evaluate the level of staff resources a community should allocate to these enforcement
efforts because proactive efforts are, by their very nature, discretionary.
The overall size of these problem-oriented ‘teams’ that are designed to perform
these kinds of community service duties is small given the roles and responsibilities. Twomember teams are rarely consistently effective as administrative efforts, leave, and a
variety of other interruptions often impact the pairing. Moreover, single-person specialty
assignments, unless those with very refined scopes of work (e.g. SRO), more often than
not fail to generate the outcomes desired. One-person units generally reflect an
insufficient resource allocation in most important enforcement efforts.
PPD was initially deploying three (3) total staff to special POP efforts; moreover,
the Problem-oriented Policing Unit has been cut to one (1) officer and the COO is now an
acting sergeant. Such deployments do not consistently reflect an overall planned and
well-staffed approach with respect to problem-oriented policing. These proactive efforts
should be better planned and appropriately staffed, and directed activities consistently
developed around key goals and objectives linked to desired outcomes. The specialized
efforts of the PPD should be more formalized in the context of broader problem-oriented
policing, with sufficient resources dedicated to these efforts. The problem-oriented
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programmatic philosophy is summarized in the following abstract by the Department of
Justice.9
Problem-Oriented Policing – Department of Justice Office of Justice Programs Summary

Problem-oriented policing is a department-wide strategy aimed at solving persistent community
problems. Police identify, analyze, and respond to the underlying circumstances that create incidents.
The theory behind it is that underlying conditions create problems. Thus, officers use the information
gathered in their responses to incidents, together with information obtained from other sources, to get
a clearer picture of the problem. The traditional conceptual model of problem solving, known as SARA,
follows these four steps:
Scan. Identify problems and prioritize them incorporating community input.
Analyze. Study information about offenders, victims, and crime locations.
Respond. Implement strategies that address the chronic character of priority problems by thinking
“outside the box” of traditional police enforcement tactics and using new resources that were developed
by the city to support problem-solving efforts.
Assess. Evaluate the effectiveness of the strategy through self-assessments to determine how well
the plan has been carried out and what good has been accomplished.
This process provides for a fresh uninhibited search for alternative responses. Some examples of
alternative solutions include:
Target hardening (i.e., reducing opportunities)
Changes in government services
Provision of reliable information to residents
Specialized training for police officers
Use of community resources
Increased regulation
Changes in city ordinances or zoning
In summary, the process represents a new way of looking at the police function. It is a way of thinking
about policing that stresses the importance of the end product rather than the means. It overlaps with
Community-oriented Policing in that the community is often involved in defining the problems and
identifying interventions.

Problem-oriented policing activities require important due diligence efforts as well
as appropriate staffing levels. There is no formula to evaluate the level of staff resources
a community should allocate to these problem-oriented enforcement efforts; it is
definitively a strategic effort on the part of the PPD to determine what staff resources
should be devoted to these efforts and how they should be applied. Nevertheless, based

9

Community and Problem-oriented Policing Abstract, USDOJ, October 2010, pg. 4-5.
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on various practices of other law enforcement partners throughout the nation, a staff
benchmark can be surmised.
The executive management of the PPD should revisit the staff levels of these two
units in the broader context of formalized problem-oriented policing. Using the SARA
framework defined in the DOJ abstract above, as well as other efforts, management
should strategically develop a specialized unit staffing plan that mitigates community
harm, focuses more on the process of targeting problems in the community and making
assigned staff accountable for results. Problem-oriented policing initiatives require close
scrutiny given the unique objectives that can change as community needs and
expectations fluctuate. In summary, based on the project teams experience, the efforts
of the POP Unit and COO Program should be combined, with an expectation that four (4)
sworn staff (3 officers and 1 detective) and one (1) sergeant will participate in such efforts.
Recommendations:
Formal problem-oriented policing approaches should frame staffing plans for
specialized POP support units. Adopt a formal problem-oriented policing approach
and develop plans and reporting protocols as outlined by the Department of
Justice’s Office of Justice Programs abstract as described in this report.
Based on guidelines provided in this report, PPD executive management should
immediately develop a strategic staffing plan that supports a Problem-oriented
Policing Unit of four (4) sworn staff and one (1) sergeant with diverse
responsibilities to include proactive crime efforts, indigent population supporting
services, and other community-oriented activities.
The Community Outreach Officer, to be included in the POP Unit, is a newly
authorized special position, part of the four (4) positions in POP, and not a
temporary transfer from Patrol.
Re-locate the POP Unit to the Criminal Investigations Division to be overseen by
the Captain of that Division.
4.

Police Training Efforts.
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Puyallup Police Department has currently relegated training oversight to the multitasking Division captain and an intern. This effort is inconsistent with best practice; onethird of employees disagree that appropriate training is accomplished to do the job well.
As demonstrated by the employee survey’s “Word Cloud” identifying key issues, training
(as shown below) was of major concern:

Interestingly, juxtaposing this training opinion against the relatively robust average
training hours shown in the report’s prior net availability calculations, reveals an
interesting issue. The project team’s assessment is that average training hours are
influenced by a handful of staff that are significantly involved as trainers throughout the
year, thereby driving up the average training time per annum. The PPD should reexamine the commitment of their training staff, as it modestly influences availability to
perform core work.
Given the importance of training in “21st Century Policing,” a sworn Training
Coordinator position should be authorized with support provided by the part-time intern.
Recommendations:
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Fill the Training Coordinator position with one (1) sworn officer on rotational
assignment. A 20-hour intern, as available, should support the position.
Re-examine PPD’s existing commitment to provide training with patrol staff; some
personnel appear very involved in providing on-shift training thereby influencing
staff availability to conduct core workloads.
The Training program would report to the “Administrative Services Sergeant” also
overseeing other operations.
5.

Administrative Services Sergeant.
Based on the totality of information presented, our examination of workloads of the

various staff in this Division, and our analysis, the project team recommends the
development of an Administrative Services Sergeant to not only provide direct supervision
of staff but provide management and oversight of numerous programs undertaken by the
PPD. In effect, two sergeant positions which should be dedicated to direct field support
activities should be converted to three (3) sergeant positions with core duties and
responsibilities as follows:
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POP Sergeant (moved to CID)
Oversees uniformed Problemoriented Policing enforcement
activities
Oversees undercover narcotics
and other community-oriented
initiatives (e.g. vice)

Traffic Sergeant
Oversees uniformed traffic
officers and parking civilian

Admn. Sergeant
Oversees training, SRO
program, and Crime Prevention.

Oversees red-light camera
program and management

Oversees community outreach
(e.g. indigent) efforts
Provides direct field support
efforts

Oversees major accident
response and reconstruction.
Provides direct field support
efforts as “riding Sergeant”

Oversees multitude of on-going
programs in support of
Department (PTO program,
background investigations, etc.
Oversees multiple special
events and projects (State Fair)
As available, provides
absenteeism back-up to “day”
patrol sergeants.

Based on the various workloads and proposed assignments, the creation of an
administrative sergeant position is recommended.
Recommendation:
Re-assign one sergeant position (e.g. detective sergeant) to the roles and
responsibilities of an Administrative Services Sergeant reporting to the Special
Services Captain. This position would oversee SRO, Training, Crime Prevention
and numerous other programs and related staff.

3

Assessment of Records Services.
Records services recently was organizationally restructured, moving to this

Division. It includes three (3) staff with the following key duties and responsibilities.
Records Supervisor (1)
Records Clerks (2)

• Supervisor oversees operations of Records Unit to
include 2 staff positions. Serves as public records
officer, records retention/destruction specialist, etc.
• Two (2) clerks provide records related services to
include records management and storage, NIBRS
monthly updates, front counter and telephone
support, scanning, juvenile records sealing, filing,
fingerprinting and CW licensing.

As it relates to Records operations:
•

Total incident reports processed in 2017 - 12,741.

•

CPLs process in 2017 – 610

•

Front counter contacts and phone calls answered – Estimate of 75-100 a day
(Lobby contacts, fingerprinting, jail visitation, etc.).
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•

Fingerprinting services - 20-30 people each week.

•

Public disclosure request for 2017 - These requests approximate 2,183.
Records-related efforts are currently very robust for the existing staff contingent

particularly given the total number of public disclosure requests processed per annum
(averaging approximately 6 per day).

South Sound 911 currently provides dispatch

services for PPD and has the capability of providing records support; however, our
assessment suggests this would not be a practical solution given the customer service
focus of the City and the number of front counter contacts noted above. As such, staffing
should remain in-house, with support supplemented by part-time resources.
Recommendation:
Recruit a part-time clerk to provide 20-hour weekly support to the Records Unit,
particularly with respect to public records requests; otherwise maintain existing
staffing.

4

Conclusion
The following provides the revised organizational and staffing structure10 for the

Special Services Division.

10

The SRO program will be changing, per School District agreement, from 1 to 3 officers in the near term.
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Special Services
Captain

Admn.
Sergeant

Traffic Sergeant

Traffic Officers
(3)

Parking
Enforcement
Officer (1)

School
Resource
Officer(s) (1)

Records
Supervisor

Training
Coordinator
Officer (1)

Crime
Prevention
Coordinator (1)

Records Clerks
(2.5)

Intern (0.5)

The following shows the changes in positions for the Special Services Division.
This only shows net changes in personnel compared to existing/approved positions in the
Division now, and not the organizational restructuring shown above. Some positions
below (1 sergeant, 4 officers/detectives) are recommended to be moved to the CID.

Position
Captain
Sergeant/Supervisor
Officer
Detective
Civilians
Intern

11

Actual
1
1
4
0
5
0.5

Authorized
1
3
5
0
5
0.5

Recommended
1
4
811
1
5.5
0.5

Excludes the two additional SRO positions under negotiation with the School District.
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5 Criminal Investigations Division
The Criminal Investigations Division is overseen by a Captain who manages key

supporting services to include the Major Crimes Unit (MCU) and the Special
Investigations Unit (SIU).

1

Analysis of Investigations
A variety of factors impacting the investigative workloads must be considered when

evaluating staffing requirements, related operational strength and opportunities for
improvement. The workload and related information utilized in this chapter was obtained
from one-on-one interviews with criminal investigations management, supervisory staff
and independent data collection of caseloads and case assignments.
1.

The Approach to Investigations Evaluations.
The evaluation of staffing levels required by criminal investigations is more difficult

than evaluating patrol staffing levels because, unlike patrol-related services, subjective
and qualitative determinants of workload and work practices are more important. Patrol
services have the benefit of several quantitative measures, such as calls for service,
response time and proactive time, to assist in the evaluation of staffing requirements.
Investigative services, given the nature of this work, have fewer such reliable measures.
Factors making investigative analyses difficult include:
•

Approaches used to screen, assign, and monitor cases are different among law
enforcement agencies.

•

What is actually investigated varies by agency. The extent to which agencies
assign misdemeanor level crime cases to detectives varies. Importantly, agencies
screen cases assigned to detectives differently; one agency may assign a case
perceived as “solvable” while another agency may not investigate such cases if
there is perceived limited solvability and arrest potential.
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•

The extent to which patrol performs preliminary investigation varies widely and
impacts detective caseloads.

•

Work practices vary tremendously among agencies, relating to interviewing
techniques, mix of telephone and in-person interviews, use of computer
technologies, and the time devoted to clerical tasks.

•

The nature of the caseload is also a critical factor to consider when examining
quantitative factors relating to investigative activity. Each case is different in terms
of workable leads, suspect description, and other available information. The way
information in a single case combines with information on other cases (e.g. a case
belonging to a crime series or crime pattern) also impacts investigative actions.

•

The nature of the community itself is a factor in evaluating investigative workload
and staffing needs. Citizen expectations translate into service levels impacting
detectives in terms of what is investigated and how investigations are conducted.

•

Finally, additional duties and responsibilities performed by detectives beyond
caseload work are impactful to staffing and operations. Such activities may include
being a specialized trainer, assignment to support teams (e.g. SWAT) or various
other administrative duties detracting from casework.
Collectively, these factors portray a different type of workload compared to patrol

workload. Unlike patrol, investigative workload cannot consistently be converted into
quantitative methodologies to arrive at required staffing levels. Investigative staffing
requirements need to be examined from a variety of perspectives in order to obtain an
overall portrait of staffing issues, case handling issues and operational philosophies that
all have a notable impact on investigative-related staffing needs.
2.

Criminal Investigations Detective Operations
PPD detectives are responsible for investigative efforts as well as a number of

secondary and tertiary activities. Detectives regularly emphasize the solving of key Part
I crimes. The Part I crime history for Puyallup is shown below.
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In the context of other Washington communities, Puyallup particularly suffers from
property crime issues relative to their counterparts, despite such crimes being “flat” the
last three years.

This is largely due to the significant amount of thefts occurring

throughout the City, in part related to the regional mall as well as Washington State Fair.
Compared to all municipalities reporting in Washington in 2016, Puyallup ranks in the
upper echelon relative to “Crimes per 100,000 Population”:
•

142 out of 182 in Violent Crime (78th-percentile).

•

173 out of 182 in Property Crime (95th-percentile).
Moreover, in Washington cities from 30,000 to 60,000 population, Puyallup ranks

second-to-last in Part I Crime per 100,000.
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Despite these rankings, thefts average approximately one per day in Puyallup,
while violent crimes average one event every three days in the City.
Caseload benchmark measures developed by the firm were used by the project
team to help determine investigative staffing, efficiency and effectiveness.

These

benchmarks are predicated on the number of active cases that detectives work per
month. Given the assignment philosophy at PPD, it can be assumed that the vast majority
of cases assigned to detectives are also active cases.
The following table provides comparative benchmark information on expected
caseload ranges for detectives.
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Caseload Benchmark Measures for Investigations

Comparative Measures

Comparative Industry Patterns

Active cases assigned to “person”
crimes Detectives.

8 to 12 active cases per month based on the same
survey. 3 to 5 active cases for complex person crimes
such as homicides and sex crimes. Domestic Violence
(DV) cases vary widely dependent upon State mandates
that result in varied workloads. Some DV Units can
handle 20 to 30 cases per detective per month, whereas
others can only handle DV caseloads typically attributed
to the “felonious person crimes.” Composite person
crime caseloads are often being lowered to 6-8 cases
per month.

Active cases assigned to “property”
crimes Detectives.

15 to 20 active cases per month based on a survey of
dozens of law enforcement agencies performed by the
Matrix Consulting Group over many years. Recent
research in California and elsewhere suggests this
range has been reduced to 12-15 cases as the
complexity of evidence collection and testing has
increased the overall time required to investigate a case.
Fraud detective caseloads are lower because of the
complex nature of these cases – 10-12 active cases.

Active cases assigned to “generalist”
crimes Detectives.

(1)

12 to 15 active cases per month based on the Matrix
survey. Because of the sophisticated evidence-related
processing noted previously, a lower range can result in
8-12 cases per month.

Major Crime Unit (MCU) Operations.
The Major Crimes Unit (MCU) is primarily a person crimes unit but includes one

(1) detective assigned almost exclusively to digital forensics (DF). Remaining staffing
includes one (1) robbery detective, one (1) ICAC / sex crimes detective, and one (1)
generalist persons detective (though there is overlap among these latter three detectives).
Based on one-year’s case workload, the following graph reflects cases given to assigned
staff during the period.
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As shown, with the exception of “Detective 4,” caseloads were relatively balanced
among staff (6 – 7 cases) with the digital forensics detective having (expectedly) the
lowest average caseload. However, the MCU sergeant is relatively active with caseloads
in support of his team. With respect to benchmarks, “person crime” detectives should
have an average of from 6-8 cases per month and this is not met owing to the sergeant’s
caseloads and “Detective 4’s” caseload of 10.
(2)

Special Investigations Unit (SIU) Operations.
The Special Investigations Unit (SIU) is property crimes and specialized services

investigations. When fully staffed the SIU consists of 2 narcotics detectives, 1 fraud
detective and 1 burglary/theft-related detective. Another detective works off-site as part
of a regional narcotics task force (TNET).
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•

Unlike the MCU counterpart, the sergeant of the SIU has, appropriately, a
minimum caseload.

•

The narcotics emphasis of Detective #1 and #2 are not comparable to the caseload
standards provided earlier because of their proactive emphasis.

•

However, given benchmarks for property crimes ranging from 12-15 cases per
month, caseloads are very low for property crime detectives.
The data suggests alternative investigative approaches can be explored.

(3)

Conclusions.
Based on the data and functionality, there is an opportunity to re-organize Criminal

Investigations so that resources can be used to greater effect. The following adjustments
reflect overall recommendations for staffing changes.
•

Consolidate the MCU and SIU into one Investigative Services Unit (ISU) with
appropriate person and property crime specializations of detective staff as noted.
This results in a staffing contingent of seven (7) detectives. Narcotics emphasis
would be transferred to POP.

•

Maintain the one (1) TNET detective assignment.

•

Eliminate one (1) of the sergeant positions. The ISU can be overseen by one (1)
sergeant.
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Transfer one (1) detective position to POP.
The noted re-organization provides satisfactory investigative resources based on

workloads, appropriate levels of first-line supervision, and re-allocation of resources
throughout the PPD based upon needs.
Recommendations:
Consolidate the Major Crimes Unit and Special Investigations Unit into one
Investigative Services Unit composed of seven (7) detectives and overseen by one
(1) sergeant position; this is a reduction of one detective position.
Maintain the one (1) specialized detective assigned to TNET and transfer one (1)
detective to the Problem-oriented Policing Unit to serve as a lead.

2

Analysis of Investigative Support
Investigative support consists essentially of a Crime Analyst (Administrative

Secretary) and Property and Evidence Technician.
1

Property and Evidence.
The Property and Evidence Technician is a multi-skilled position with a very

unusual collection of skill sets compared to many law enforcement counterparts. Key
duties and responsibilities are described below.
Property & Evidence Technician (1)

• Serves as property & evidence room and crime
scene technician.
• Approximately 30% of time manages
property/evidence intake and warehouse oversight to
include intake, disposal, etc.
• Approximately 70% of time crime scene investigative
efforts to include collection of persons and property
crime evidence in field, call-out response,
surveillance video retrieval and participating in Metro
Crime Response Unit.

With respect to Property and Evidence operations the following should be noted:
•

At the end of 2017 there were 23,038 items in evidence in the Puyallup Police
property room.
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•

The police department received 5,590 items of evidence/property during 2017.

•

The police department purged 4,671 items of evidence/property in 2017.
Purging lags behind intake, thereby impacting storage requirements.

This is

exacerbated at PPD given the Technician only operates “part-time” in the capacity as a
Property & Evidence Technician as other duties and responsibilities focus on Crime
Scene Investigation Services.
Based on our evaluation, the P&E Technician requires support in the Property and
Evidence room in order to better facilitate incoming and outgoing property/evidence
management. This should be a full-time Property Clerk position reporting directly to the
Technician position.
Recommendations:
Create a civilian Property Clerk and hire one (1) position to report to the Property
and Evidence Technician.
The Property and Evidence Technician should report to the CID Captain.
2

Crime Analysis.
The Crime Analysis position currently occupied by a secretarial position performs

statistical and analysis related to calls for service, detective caseload, and special
projects. The position compiles monthly crime reports and statistics, including heat
mapping and tracks all sex offender registrations.
This position has a variety of tasks in support of the PPD, and while sophisticated
crime analysis functions may not be necessary in a community of this size and crime
profile, the diversity of assignments given to this positions suggests its value to the PPD.
Recommendation:
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Maintain existing Crime Analysis staff of one (1) position reporting directly to the
CID Captain.

3

Conclusion
The following provides the revised organizational and staffing structure for the

Criminal Investigations Division.

Criminal Investigations
Captain

IS Sergeant

Detectives (7)

P&E Technician

Crime Analyst

POP Sergeant

Officer (3)
Detective (1)

Property Clerk (1)

TNET Detective (1)

The following shows the changes in positions for the Criminal Investigations
Division. This only shows net changes in personnel compared to existing/approved
positions in the Division now, and not the organizational restructuring shown above. The
below table does not include staff positions moved to the CID as a result of organizational
restructuring (e.g. POP Unit).
Position
Captain
Sergeant
Detective
Civilians
Intern

Matrix Consulting Group

Actual
1
2
9
2
0

Authorized
1
2
9
2
0

Recommended
1
1
8
3
0
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6 Corrections Division
The Corrections Division is responsible for staffing the City’s misdemeanor jail,
including booking and releasing arrestees / inmates, transporting arrestees / inmates to
the Pierce County Jail if required, court appearances, hospital security details, and
medical trips. Additionally, corrections staff are responsible for staffing video arraignment
hearings held in the jail. It has been recently re-organized to serve as its own Division
and is overseen by a Lieutenant who reports to the Deputy Chief.

1

Analysis of the Jail Facility.
The jail was constructed in 1968 and was renovated in 1992. As part of our study

efforts, the project team conducted an assessment of the jail facility. The jail is comprised
of the following operational areas:
•

Male housing area;

•

Female housing area;

•

Trustee housing area;

•

Booking area that includes officer workstation and two holding cells;

•

Inmate laundry and property storage;

•

Kitchen;

•

Video arraignment and attorney / client meeting area;

•

Lieutenant’s office.
During the tour and subsequent review of the operations of the jail, there were

several noted deficiencies related to the jail design:
•

There is no dedicated outdoor recreation area;

•

There is limited programming space available in the jail;
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•

Limited dayroom space for female inmates;

•

There is no juvenile processing or holding area;

•

Visitors come into the secure portion of the facility to meet with inmates;

•

Security control panel and CCTV monitors are located in booking area where
inmates may view screens;

•

Keys are utilized for all internal doors. During the tour one door was being propped
open due to the lock needing to be replaced which was back ordered.
While the facility may be dated and not designed with modern design philosophies,

the facility appeared to be well maintained for its age.
Puyallup has hired an architect to design a new police facility and may include a
new misdemeanor jail.

2

Analysis of Current Jail Operations.
Based on the work completed on site (tour, interviews, data reviewed), there are

several findings regarding jail facilities and operations that incorporate best practices:
•

Supervisors work the swing shift so they are able to work with all officers assigned
to the jail.

•

A court officer is assigned to work the four days per week when municipal court is
in session. This position augments the staffing needs related to court transport
and video hearings.

•

Arrestees are searched in the entry vestibule before they are brought into the
secure portion of the facility. Both the arresting officer and corrections officer
perform searches.

•

Officers utilize a timer to remind them of inmate checks.

•

Inmates are not accepted if they have medical issues or need medical attention.

•

Corrections officers actively assist other PPD units in their operations to provide
transport assistance for special events or operations.
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On the other hand, the project team also had a number of findings regarding the
facility and its operations that are in contrast to best practices. The following were noted:
•

The facility is required to be locked down in the event a juvenile is arrested and
processed at the facility.

•

Inmate recreation is provided periodically in the vehicle sallyport.

•

There are limited alternatives to incarceration programs available for arrestees or
inmates.

•

Limited inmate programs within the facility are provided.

•

Indirect inmate supervision is provided, with 60-minute checks conducted. Video
monitoring of inmates is observed at the booking station, but there is no dedicated
supervision. Cell checks should be conducted every 30 minutes.

•

Corrections officers double as transport officers, thus taking officers from the jail
to perform transport duties.

•

Limited medical services are provided in-house. Nurse Practitioners visit twice
weekly to conduct sick call. Corrections officers conduct blood pressure checks,
medicine pass, etc. The Jail utilizes Fire Department as necessary when emergent
inmate medical assessments are needed (e.g. arrestee or inmate has concerns or
injuries).

•

An inmate trustee is responsible for the storing and administrative tasks associated
with inmate property processing. This is not a best practice for inmate property
management, as such property should only be accessed by staff.

•

Only the entry vestibule from the vehicle sallyport camera is recording and video
stored. All video cameras should be recorded in the event allegations are made
by inmates or staff.

•

There are times when only one corrections officer is assigned to work in the facility.
The design of the facility certainly impacts the operational approach of the facility

and is noted in several of the bullet points above. Moreover, areas that should be
addressed immediately include staffing levels (addressed in following sections); inmate
trustee having access to inmate property; and video recording.
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As noted above, trustees are responsible for collecting inmate personal clothing
items except valuables which are collected by corrections officers.

Trustees bag

arrestee’s personal clothing items and hang them in the laundry room adjacent to booking
desk until corrections officers secure the property in the secure property room
Furthermore, trustees have access to other inmate property, which does not meet best
practice. Inmate property should be cataloged by staff and stored in a secure, staff only
location.
Finally, it was noted that only two video cameras are recording. The camera that
captures video of patrol officers conducting pat-down searches before entering the jail,
and the camera that records corrections officers conducting pat-down searches after
entering the jail are actively recorded. All other video cameras in the facility are not
recorded, just monitored. In the event of an incident in the facility, there is limited video
record of event. By not recording video cameras, this may pose challenges to PPD and
the City in the event of an incident in the jail. When PPD begins recording video feeds in
jail, PPD should develop a policy related to the retention of video (e.g. 14 days) before
continuous recording begins.
Recommendations:
Develop a policy related to video camera recording and begin maintaining
recordings for all video cameras in the jail.
Revisit how inmate property is managed, eliminating trustee access.

3

Analysis of Jail Inmate Population.
As Puyallup is considering the construction of a new police department and jail

facility, it is important to analyze current jail population trends. Understanding jail inmate
population characteristics provides decision makers with relevant information relative to
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activity in the jail. The project team analyzed the number of inmates, bookings, average
daily population and length of stay characteristics.
Puyallup is unique as they provide detention services to several other jurisdictions
in Pierce County on an as-needed basis and contracts for 3 beds daily to the City of
Milton. The following table presents an overview of historic inmate trends at the Puyallup
City Jail.
Historic Inmate Trends
Type

2013

2014

2015

2016

2017

Puyallup Inmates
Puyallup Jail Days
Puyallup ADP
Contract Inmates
Contract Jail Days
Contract ADP
Male Bookings
Female Bookings
Average ADP
Average Length of Stay

3,415
16,229
44.5
715
1,564
4.9
2,465
872
55.0
4.8

3,252
15,187
41.6
287
918
3.1
2,177
861
48.9
4.7

3,159
15,494
42.4
316
1,247
3.7
2156
814
52.4
4.9

3,099
16,018
43.9
585
2,429
6.8
2,211
796
50.3
5.2

2,711
16,489
45.2
313
2,183
6.0
1,883
736
49.5
6.1

% Change
('13-'17)

Average

-20.6%
1.6%
1.6%
-56.2%
39.6%
22.4%
-23.6%
-15.6%
-10.0%
28.0%

3,127
15,883
43.5
443
1,668
4.9
2,184
816
50.9
5.2

Overall, the number of inmates housed, jail days, and average daily population
(ADP) has fluctuated since 2013. Important findings related to inmate data include:
•

The number of Puyallup inmates has declined 26% since 2013.

•

The number of Puyallup jail days and ADP has increased by 2% since 2013,
indicating a longer average length of stay.

•

The number of contract inmates fluctuated greatly over the past five years.

•

The number of contract jail days and ADP has also increased over the past years,
indicating a longer length of stay per contracted inmate.

•

On average, the number of male bookings average 73% of all bookings.

•

Female booking account for 27% of all bookings, which is higher than the typical
15 – 20% range for female as percent of booking or jail population.
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•

The average daily population is 50 inmates, indicating the facility is operating at
full capacity. Operating at 85% or above the design capacity is considered a full
facility by the American Correctional Association.

•

The Average Length of Stay (ALOS) has increased 28% since 2013. Staff believe
this is a result of increased direction by the courts to provide inmates with
compliancy and other mental health evaluations as well as court ordered mental
health restorations.
Overall, the number of total inmates has fluctuated, but has decreased over the

historic time period. However, the average daily population and jail days served has
increased, indicated that inmates are staying longer.
Furthermore, Puyallup utilizes contract bed space to provide beds for longer
sentenced inmates or inmates with medical / mental health needs. While Puyallup has
several contracts with other regional jails, they primarily utilize contract bedspace with the
Yakima County Department of Corrections to house inmates. The following table presents
historic contract housing information in Yakima County, which begin in earnest in 2016.
Yakima County Contracted Bed Utilization
Yakima Contract
Inmates
Jail Days
Average Daily Population
Cost

2016
34
593
1.6
$38,545

2017
30
613
1.7
$36,491

An average of 32 inmates have been housed in Yakima County annually, with an
average length of stay of 17 days. Based on the fact that Puyallup is near capacity in
their facility, and does not provide many modern amenities such as outdoor recreation
space, sending inmates to Yakima County is advantageous to the City. Furthermore,
Yakima County will pick up and return inmates to Puyallup, eliminating Puyallup staff
transporting to Yakima County. Finally, with the small number of inmates being housed
out of jurisdiction, and the revenue generated from Milton ($106,000 in 2017), this is
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financial advantageous for the City, while providing better service to inmates whose
length of stay is lengthier.

4

Analysis of Staff Deployment.
Similar to other operations in PPD, the jail operates continuously 24 hours, 7 days

per week. While much of the workload associated with the jail is known, such as first
appearance times, visitation hours, etc. corrections officers rarely know if an inmate is
being brought in for booking or being released in advance. The jail deploys multiple staff
schedules to best meet the staffing needs of the jail.
Corrections Sergeants and Officers are assigned to 10-hour shifts. In addition,
there are a total of four shifts in which staff may be assigned: Day Shift (0600-1600 hours);
Swing Shift (1500-0100 hours); Graveyard (2100-0700 hours); and Relief Shift (18300430 hours). Finally, an officer who assists with video arraignment, but assists throughout
the jail is assigned to work Monday, Wednesday – Friday from 0730-1730 hours. In order
to understand how staff are assigned to the jail, the following table summarizes the
number of sergeants and officers who are assigned by hour in the jail, noting that not all
staff assigned actually work each shift:
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Corrections Sergeants and Officer Staffing Levels
Time
0:00
1:00
2:00
3:00
4:00
5:00
6:00
7:00
8:00
9:00
10:00
11:00
12:00
13:00
14:00
15:00
16:00
17:00
18:00
19:00
20:00
21:00
22:00
23:00

Su
3
2
2
2
2

M
3
2
2
2
2

Tu
3
2
2
2
2

1
3
2
2
2
2
2
2
2
2
4
2
2
2
2
2
3
3
4

1
3
2
3
3
3
3
3
3
3
4
3
2
2
2
2
3
3
3

1
3
2
2
2
2
2
2
2
2
4
2
2
2
2
2
3
3
3

W
7
3
3
3
3
2
4
2
3
3
3
3
3
3
3
7
5
5
5
5
5
7
7
7

Th
4
2
2
2
2
1
2
1
2
2
2
2
2
2
2
4
3
3
2
3
3
4
4
4

F
4
2
2
2
2
1
2
1
2
2
2
2
2
2
2
4
3
3
2
3
3
4
4
4

Sa
4
2
2
2
2
1
2
1
2
2
2
2
2
2
2
4
2
2
2
3
3
4
4
4

The following observations were noted about the current deployment of jail staff,
excluding the Lieutenant.
•

The number of staff fluctuates between 1 and 7 assigned at any time.

•

Most staff are assigned to work on Wednesday to allow for in-service training
opportunities.

•

Sunday through Tuesday, only one officer is scheduled to work between 0430 and
0600 hours. Thursday through Friday, only one officer is scheduled to work
between 0430 and 0600 hours. Thursday through Friday, only one officer is
scheduled to work between 0700 and 0730 hours. On Saturday, only one officer
is scheduled to work between 0430 and 0600 hours. Challenges associated with
only one person in the jail include:
–

There is no immediate relief in the event the jail becomes busy or there is
an emergency. Back up support comes from Patrol, which may take
significant time to respond in the event of an emergency.

Matrix Consulting Group

Page 79

FINAL Report on the Police Department Staffing Study

PUYALLUP, WASHINGTON

–

With only one staff assigned, this results in the usage of overtime in the
event that the assigned officer is absent.

–

Staffing levels are higher during weekday afternoons to account for
personal and professional visitation and court hearing activities.

Due to the nature of jail operations and to promote a safe environment for both jail
staff and inmates, it is important to have more than one officer in the jail at all times. PPD
should adopt a policy that mandates a minimum of two corrections officer / sergeants on
duty at all times. Adopting a minimum of two staff on duty at all times will provide safer
and more efficient services to the jail.
Recommendation:
Update policies and procedures to include a minimum staffing level of two
corrections officers on duty at all times in the jail.

5

Staffing Needs of the Jail.
In order to determine the staffing needs of the jail, two components are required

before needs may be calculated. The first component, includes developing the fixed post
staffing plan. The second component is the calculation of net annual available hours that
staff work in a given year.
The project team maintained the general outline of the current staff schedule, with
minor changes to start and end times to provide better coverage. Also, the practice of
doubling staff on Wednesday for training was removed, as training hours are accounted
for in net availability hours.
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Proposed Staff Schedule (10 – hour Shifts)
Staff Schedule (10-hour days)
Day Shift 0600 - 1600 Hours
Relief Shift 1400 - 0000 Hours
Graveyard 2100 - 0700 Hours
Swing Shift (Sgts) 1500 - 0100 Hours
Court Arraignment Officer
Alternative to Incarceration Coordinator

Su

M
2
2
2
1

Tu
2
2
2
1
1
1

W
2
2
2
1
1

Th
2
2
2
2
1
1

F
2
2
2
1
1
1

Sa
2
2
2
1
1

2
2
2
1

In the proposed staffing plan above, a minimum of 2 officers are assigned to each
shift, and Sergeants assigned to the Swing Shift. The Video Arraignment Officer would
continue to work days that municipal court arraignment occurs.

The Alternative to

Incarceration Coordinator was assigned to Monday – Thursday, but may work an 8-hour
shift to provide coverage 5 days per week. Note that Sergeants are doubled up on
Wednesday in order to ensure a 40-hour week for both positions, but also to work together
to ensure consistency in their supervisory approach to operating the facility. All positions
require relief, except for the Sergeant and Alternative to Incarceration Program
Coordinator.
Day Shift and Relief Shift have two hours of overlap between 1400 and 1600 hours,
ideally this would be the time the majority of transport trips are made to the Pierce County
jail or to medical appointments. This approach will help maintain adequate staffing levels
in the jail during transport trips.
While schedules provide a roster of assigned staff, the number of personnel that
are actually on-duty and available to work on at any given time is a variable number.
Given corrections staff operate on a four day per week, 10 hours per day schedule, it is
important to understand the number of hours that staff are available to staff a post. The
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average corrections officer is assigned to work 2,080 hours per year. However, they are
not always available to work as a result of varies factors.
As a result, it is critical to understand the amount of time that officers are on leave
– including vacation, sick, injury, military, or any other type of leave. The impact of each
of these factors is determined through a combination of calculations made from PPD data
and estimates based on the experience of project team, which are then subtracted from
the base number of annual work hours per position.
The result represents the total net available hours for staff, or the time in which
they are both on-duty and available to complete workloads and other activities in the jail.
The following table summarizes this calculation process, displaying how each individual
net factor contributes to the overall net availability of corrections officers / Sergeants.
Calculation of Corrections Officer Net Availability
Base Annual Work Hours

2,080

Average Leave Hours

–

269

On-Duty Training Hours

–

28

Administrative Hours

–

100

Net Available Hours Per Officer

=

1,683

Overall, Corrections Sergeants and Officers are available to work 1,683 hours on
average per year.
Based on officer net available, the total staffing needs of the jail based on the
staffing plan presented above is 17.25 staff. This includes a total of 2 sergeants and 15
corrections officers. This is an increase of 5 authorized corrections officers, with 1
position dedicated to a later recommendation for an alternatives to incarceration program.

6

Evaluation of Alternative Shift Schedules.
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The project team analyzed staffing needs if the Jail decided to change to either an
8 or 12 – hour shift schedule. While the 10-hour shift schedule provides some operational
benefits related to overlapping shifts to provide additional coverage during busier times
in the jail (e.g. video arraignment, visitation, etc.), it is generally one of the least efficient
staffing schedule for detention operations. As a result, the project team analyzed staffing
requirements for 8 and 12-hour shift schedules.
The following two tables shows the staffing requirements by day per shift for both
8 and 12-hour shift schedules.
8 – Hour Shift Schedule Staffing Plan
Staff Schedule (8-hour Shift)
Day Shift 0600 - 1400 Hours
Afternoon Shift 1400 - 2200 Hours
Graveyard 2200 - 0600 Hours
Swing Shift (Sgts) 1600 - 0000 Hours
Court Arraignment Officer
Alternative to Incarceration Coordinator

Su

M
2
2
2
1

Tu
3
2
2
1
1
1

W
3
2
2
1
1
1

Th
3
2
2
1
1
1

F
3
2
2
1
1
1

Sa
3
2
2
1
1
1

2
2
2
1

12 – Hour Shift Schedule Staffing Plan
Staff Schedule (12-hour Shift)
Day Shift 0600 - 1800 Hours
Night Shift 1800 - 0600 Hours
Swing Shift (Sgts) 1400 - 0200 Hours
Court Arraignment Officer 1
Alternative to Incarceration
1

Su

M
2
2
1

Tu
3
2
1

W
3
2
1

1
Coordinator1

1

1

Th

F

Sa

3
2
1

3
2
1

3
2
1

1

1

1

1

1

2
2
1

Maintain either 8 or 10 hour shifts to coincide with Municipal Court operations

Based on the same parameters presented in the previous section related to net
annual work hours and position relief, the staffing requirement was calculated. The
following table presents a staffing requirement summary for each shift schedule:
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Shift Schedule Staffing Requirement
Staffing Needs
15.88

Shift
8 - Shift Schedule
10 - Hour Shift Schedule
(Current)
12 - Hour Shift Schedule

17.25
15.68

The current 10 – hour shift configuration requires the most staff. However, the 8
and 12- shift schedule alternatives both require 16 staff. Both 8 and 12 – hour shift
schedules reduce staff overlap and thus are more efficient. It should be noted that 8 –
hour schedule requires more complex scheduling of staff to ensure proper post coverage.
Transitioning to a 12 – hour shift schedule may provide a consistent staffing approach by
creating four teams (2 on days and 2 on nights), that work opposite of each other. If a 12
– hour shift schedule is implemented, the project team recommends going with the Pitman
schedule which provides staff with a 3-day weekend, every other week. The following is
an example of the Pitman Schedule:
Pitman Schedule (12 – Hour Shift)
Su

M

T

W

Th

F

Sa

Su

M

T

W

Th

F

Sa

Squad A
Squad B

If PPD implements a 12 – schedule for corrections officers, it may also consider
converting two corrections officer positions to corrections sergeants to provide true
supervision assigned to each shift. This will reduce the burden of relying on a patrol
sergeant to supervise the jail when a corrections supervisor is not on duty. To work
effectively and to ensure adequate staffing during the busiest times (currently covered by
the swing shift), the following fixed post staffing plan is recommended.
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Fixed Post Staffing Plan With Corrections Sergeants Assigned to All Shifts
Staff Schedule (12-hour Shift)
Day Shift 0600 - 1800 Hours
Night Shift 1800 - 0600 Hours

Su

Court Arraignment Officer 1
Alternative to Incarceration
1

M
3
3

Tu
3
3

W
3
3

1
Coordinator1

1

1

Th

F

Sa

3
3

3
3

3
3

1

1

1

1

1

3
3

Maintain either 8 or 10 hour shifts to coincide with Municipal Court operations

Modifying the staffing plan to include a working corrections sergeant on each shift
will result in a total staffing need of 16.82 staff. This is one position higher than if only two
sergeants were assigned to the Corrections Division and assigned to the swing shift. This
results in minor staff savings compared to the current 10 – hour schedule, but has the
noted benefit that a supervisor is assigned to each shift, reducing the burden on patrol
sergeants to provide oversight to the jail.
Recommendations:
The current 10 – hour shift requires one more staff than transitioning to an 8 or 12
– hour shift schedule after incorporating the recommendations presented in this
report.
Implement a 12 – hour shift schedule, that includes a corrections sergeant
assigned to each shift. This results in a total of 4 corrections sergeants and 13
corrections officers (including alternative programs coordinator), an increase in 2
corrections sergeant and 3 corrections officer positions.

7

Creation of an Alternatives to Incarceration Program.
The City of Puyallup, Puyallup Police Department, and Puyallup Municipal Court

should implement alternatives to incarceration programs for those individuals who are
arrested and / or convicted. In this section, alternatives to incarceration programs will
include post arraignment and post-trial defendants. Incarceration diversion programs
provide valuable services to both the defendants and the community.
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Alternatives to incarceration programs provide individuals who are arrested or
convicted with alternative means to serve their sentence than in a secure detention
facility.

Alternative programs may allow individuals who are currently employed to

maintain their employment, provide treatment options for addictions, life skills training, or
electronic home confinement as means of punishment versus securing an individual in
jail. In addition to providing the participating individual with positive benefits, alternative
programming may also be financially beneficial to the city as these efforts are generally
less expensive then housing an inmate in a secure facility. Considering individuals
housed in the Puyallup Jail and primarily prosecuted through Puyallup Municipal Court
are misdemeanor charges, these individuals are traditionally prime candidates to serve
in alternative programs or alternative confinement due to the minor nature of their
charges. However, as part of any alternative program consideration, a robust decision
matrix must be created to ensure that prior charges / convictions and the type of current
charges are included to determine eligibility for alternative programming.
In order to begin and maintain an alternatives to incarceration program, it is
important for the City, PPD, and Municipal Court to develop this initiative together. For a
successful program, a staff member should be dedicated to champion these efforts. In
the beginning, one full time staff member should lead alternative programming efforts and
expand as necessary. While the alternative programming coordinator may be a noncorrections officer, it is recommended that this position be classified as a corrections
officer. Utilizing a dedicated corrections officer for alternative programming allows for
greater flexibility for other jail staff to perform their assigned duties, while the alternative
programming coordinator works with inmates for placement in programs. Furthermore,
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the alternative programming coordinator may backfill in the jail if their workload warranted
additional duties. However, additional training beyond traditional correctional officer
training should be provided and continued related to inmate classification / counseling to
ensure proper skill set of the employee in this position.
Recommendations:
Establish an alternative to incarceration and pretrial diversion program in the jail
in conjunction with the Municipal Court.
The Alternative Programs Coordinator position should be created and classified as
a Corrections Officer.

8

Conclusion
The following provides the revised staffing structure for the Corrections Division.

Position
Lieutenant
Corrections Sergeant
Corrections Officer
APC Correction Officer
Intern

Matrix Consulting Group

Actual
1
2
10
0
0

Authorized
1
2
10
0
0

Recommended
1
4
12
1
0
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7 Organizational Structure
Beyond the organizational structure changes noted in the prior chapters, the PPD
should also consider the following potential modifications in the future.
•

In a police organization the size of Puyallup PD, the existence of a Deputy Chief
position is generally predicated on a strong distinction between the duties and
responsibilities of the Chief and the subordinate commanding staff (e.g. Captains).
There is no “right answer” with respect to the need for such an executive position
in moderately-sized law enforcement agencies. As such, these positions should
undergo regular review with respect to the duties, responsibilities and functionality
of such executive positions to help ensure they provide the greatest value relative
to their high-level position.

•

With the recent re-organization of Corrections being identified as its own Division,
this is an important time to re-evaluate the duties, roles, and responsibilities of the
Corrections Lieutenant—the only position of its type in the PPD by both rank and
responsibility. Most often, division-heads are of equivalent rank structure in order
to facilitate recognition of the important roles, and respect among subordinates and
peers. As such, this position should also undergo a review with respect to the
duties and responsibilities to determine if the top rank-structure of PPD is the most
appropriate for the organization.
In sum, an internal top-level review of the PPD organizational structure is

warranted.
Recommendation:
As part of future strategic planning efforts illustrated in this report, identify the
best-fit high-ranking organizational structure for PPD, to include a review of the
Deputy Chief, Captains, and Corrections Lieutenant positions.
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APPENDIX - EMPLOYEE SURVEY RESULTS

As part of the study Matrix Consulting is conducting for the Puyallup Police Department,
an anonymous survey was distributed electronically to employees to gather input and
opinions from employees. Because the survey invitation was delivered to unique email
addresses, respondents were only able to complete the survey once. The survey is
completely anonymous; unique identifiers have not been transmitted or retained by the
project team.
Several types of questions were asked to respondents in the survey:
•

Background questions: Primarily located at the start of the survey, background
questions were asked to better understand response rates. In total, 67
respondents completed the survey out of 79 individuals who received the survey
link.

•

Multiple choice questions: Respondents were given statements on topics
related to the Police Department overall and related to a respondent’s function.
The multiple-choice questions provide a choice of answers – Strongly Agree,
Agree, Disagree, Strongly Disagree, or No Opinion.

•

Open-ended response questions: Text boxes were included at certain points in
order to provide the opportunity for commentary on specific topics, as well as on
any of the areas covered in the survey or relevant to the study.

A complete summary of responses, including answers to the survey background
questions, is located after the analysis of key findings.
Abbreviations are used as follows in the summaries of multiple choice question results:
SA
A
N
D
SD

Strongly Agree
Agree
No Opinion
Disagree
Strongly Disagree

It should be reiterated that these findings are based on employee observations only and
may not necessarily match future qualitative data review from other sources and resulting
findings, conclusions and recommendations. Nevertheless, such input provides value
and is an important tool in any comprehensive analysis.
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KEY FINDING: Puyallup Police Department – Overall

The Department’s value to the community is high
The overwhelming majority of respondents agree that the Police Department provides a
high level of service to the community (99%) and that the residents view the Department
as high priority (91%). Respondents agreed that the Department’s policing approach
improves the City’s quality of life (94%).
Respondents agree that the Department is effective in both dealing with problems in the
community (72%) and in dealing with citizens during requests for service (84%).
KEY FINDING: Puyallup Police Department – Overall

The Department does not have a sufficient amount of staff
Respondents largely disagreed that the Department has enough staff. At 90%, the
overwhelming majority indicated that the Department does not have enough sworn staff.
More than half (59%) indicated that the Department does not have enough civilian staff.
A large majority of respondents (81%) indicated that the Department does not have
enough staff to perform safely and effectively during field incidents. In addition, the
majority of respondents (65%) indicated there is not enough staff to
provide appropriate patrol response time to the community. The survey also showed
there was not enough staff to properly investigate crime incidents (77%) or properly
address school-related problems (72%).
Two areas in which additional staffing appears less critical are public records and field
supervision. Staffing levels for public records functions were slightly split with 38% of
respondents agreeing there is enough staff and 48% disagreeing. At 74%, respondents
indicated the level of field supervision is sufficient.

KEY FINDING: Patrol Tasks

Response times are good; proactive time and safety could be
improved
Respondents indicate that response time for lower priority calls and high priority calls is
sufficient. However, at 93%, respondents indicate high priority calls have more
appropriate response times than lower priority calls (63%).
At 73%, the majority of respondents indicate there is not enough time to allow patrol to
address problems in the community. Only 36% of respondents agree patrol resources
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are effectively deployed to meet current law enforcement needs, while 60% of
respondents do not concur with adequate patrol resources.
Respondents indicated that the current approach to staffing may not adequately ensure
the safety of officers; 70% disagreed that the current approach ensures safety.
Responses were split on adequate backup with 50% agreeing backup units are adequate
and 50% in disagreement.

KEY FINDING: Criminal Investigation Division

Case prioritization opinions are mixed. Staff assignments practices
could be improved.
While 69% respondents agree the Division is screening out cases with low solvability
potential, 62% indicate the Division is not effectively addressing proactive investigations.
Respondents are somewhat split on the current approach to prioritizing caseloads – 47%
of respondents agree the Division’s case management approach is effective in
prioritization, 38% do not. These responses indicate mixed opinions on prioritizing
casework.
An overwhelming majority (93%), disagreed that rotational assignments are long enough
to allow employees to be proficient in their work. Coupled with 70% of respondents
indicating that Detective staff are not appropriately allocated among investigative units,
suggests assignment approaches could be an opportunity for improvement in the Criminal
Investigation Division.

KEY FINDING: Jail

There is a desire for more staff
The overwhelming majority (92%) disagree that the jail is adequately staffed.
Respondents also indicate that there are not enough supervisors (83%) or enough staff
to perform transport duties (100%).
Respondents are somewhat split on efficient processes – 50% agree the current
processes are efficient, 41% do not. However, the overwhelming majority disagree
current approaches do not ensure the safety of jail inmates (92%) or the safety of jail staff
(91%)
Open-ended responses at the end of the survey provided an opportunity to identity
improvements. The suggestions related to the Jail included operating with at least two
staff on duty at all times and to permit work breaks for the staff. Respondents stated that
requiring a minimum of two staff would increase the safety of jail staff and inmates.
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KEY FINDING: Strengths and Improvements

The Department’s biggest strength are its people
In the open-ended question for strengths, respondents used the terms department,
support, staff, good people, and team the most. The image below shows the most
frequent terms in the largest font size.

The word cloud above reflects the number of times a term is used but does not reflect the
frequency in which terms overlap in the responses. When we account for this overlap,
the responses revealed that the people were the Department’s greatest strength which is
indicated with the frequently used terms of staff, good people, and team. Specifically,
responses express that staff are knowledge, have a good attitude, and work well together.
Respondents indicated the employees are hardworking, strive for their best, and support
each other both professionally and personally.
In addition, respondents noted that employees are dedicated to community service and
provide high level of service. This connects to the responses that identify the community
as a strength. Responses recognized that the support the community has for the Police
Department is a key asset to the Department.
Other strengths that were identified less frequently than the staff and the community,
include the equipment and training were a strength. However, training was identified as
a key area for improvement and is discussed further below. A few respondents identified
operating and controlling the jail is helpful and a Department strength.
KEY FINDING: Strengths and Improvements

Training and staffing levels are key opportunities for improvement
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In the open-ended question for improvement opportunities, respondents used the terms
training, patrol, department, staff, and jail most frequently. The image below shows the
most frequent terms in the largest font size.

Similar to the above strengths word cloud, we accounted for the response overlaps for
frequently used terms. Responses indicate training and lack of a sufficient level of staff
as the Department’s best opportunities for improvement.
Although some respondents identified training as a Department strength, training was
identified as a key area for improvements. Respondents recognized that the Department
does provide training. However, respondents indicated the need to increase training
beyond the minimum and to provide opportunities such as officer development, career
enhancement, and safety training. Respondents also identified the need to provide a
more effective in-service training model and better field investigation training for patrol.
Respondents suggested scheduling training on specific days or times that do not coincide
with the Department’s busiest times and to increase the training budget.
The second key area of improvement identified by respondents
Respondents explained that the Department is understaffed
identified detectives, especially for property crime, and patrol as
understaffed. The respondents suggested more staff could
accommodate training and allow specialty units to focus on their
staff could reduce overtime and mandatory call-ins for patrol.

was the level of staff.
across functions but
key functions that are
mean more time to
specialties. Improved

Other opportunities for improvements presented in the open-ended questions, although
less so than training and staffing, include procedures and communication. Respondents
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suggested that the Department set clear guidelines and expectations, and to ensure that
work is performed at the intended staff level (e.g. sergeants, admin, and captains).
Respondents also suggested the Department improve hiring and retention processes
such as increasing pay, utilizing shift differential pay, and anonymous exit interviews to
identify reasons for leaving. Also, to improve procedures, respondents suggested
upgrading technology and facilities to better enable staff to complete their tasks.
Communication and coordination could be improved between Patrol and Investigation.
While 62% of Investigation staff rated communications between Investigation and Patrol
effective, 63% of Patrol staff rated the coordination as inadequate. Respondents
indicated improving communication would build trust and improve relationships. Openended responses identified communication and trust from leadership and command staff
as a key area for improvement.

Data Tables – Note: Totals may not sum to 100% due to rounding.

Puyallup Police Department (General)

The Puyallup Police Department
provides a high level of service to the
community.

City residents view our Department as a
high priority.
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SA

A

N

D

SD

77%

22%

0%

2%

0%

22%

68%

3%

6%

2%
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SA

A

N

D

SD

Our approach to policing improves the
quality of life in Puyallup.

39%

55%

3%

3%

0%

We are effective in dealing with
problems in the community.

12%

60%

3%

23%

2%

We deal with citizens effectively when
they request our service.

25%

69%

2%

5%

0%

We make decisions effectively in the
Department.

8%

43%

6%

26%

17%

2%

6%

3%

22%

68%

5%

31%

6%

28%

2%

17%

2%

42%

39%

0%

34%

2%

40%

25%

2%

28%

13%

33%

25%

26%

59%

3%

11%

2%

0%

14%

9%

46%

31%

2%

19%

8%

45%

27%

We have sufficient sworn staff
resources to provide the services that
are expected of the Department.
We have sufficient civilian staff
resources to provide the services that
are expected of the Department.
The Department has the staff we need
to perform safely and effectively during
field incidents.
We have the staff we need to generally
provide appropriate patrol response
time to the community.
Our Traffic Unit provides
adequate proactive traffic enforcement
functions.
Specialty Units provide beneficial
services to the Community.

We have the staff we need to properly
investigate crime incidents in our
community.
We have the staff we need to properly
address school-related problems in the
community.
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SA

A

N

D

SD

15%

62%

5%

12%

6%

3%

35%

14%

32%

15%

I receive the appropriate training to do
my job well.

8%

55%

2%

26%

9%

Communication between divisions is
strong.

5%

48%

6%

25%

16%

Our organizational structure is
appropriate for a department our size.

2%

55%

5%

23%

16%

We have sufficient supervision in the
field.

6%

68%

9%

12%

5%

The Puyallup City Jail efficiently
processes new arrestees.

We have the staffing resources to
adequately serve the public records
functions (e.g. report request,
fingerprinting, etc.).

Patrol Tasks
The amount of proactive
time available to
patrol allows us to address
problems in the community.
In patrol, there is typically
adequate backup units
available.

Our current approach to
staffing ensures the safety
of officers.

Our response times to lower
priority calls is appropriate.
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SA

A

N

D

SD

4%

24%

0%

69%

4%

3%

47%

0%

47%

3%

0%

27%

3%

47%

23%

10%

53%

3%

30%

3%
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effectively deployed to meet
the current law enforcement
need of the City.
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SA

A

N

D

SD

30%

63%

3%

0%

3%

3%

33%

3%

43%

17%

Investigation coordination between Patrol
and Investigations is adequate.

0%

30%

7%

40%

23%

N

D

SD

23%

31%

0%

Criminal Investigations Division

Our approaches to investigating crimes
are effective in addressing the problems
in the City.
Our approach to case management is
effective in prioritizing our caseloads.

SA

A

0%

46%

8%

39%

15%

31%

8%

0%

0%

8%

31%

62%

The allocation of Detective staff among
investigative units is appropriate.

0%

15%

15%

39%

31%

We are effectively addressing proactive
investigations (e.g. narcotics).

0%

31%

8%

31%

31%

Coordination of investigations and
patrol is effective.

8%

54%

23%

8%

8%

We are screening out cases with low
solvability potential.

15%

54%

8%

8%

15%

Rotational assignments are long
enough in investigations to allow us to
be proficient in our work.
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SA

A

N

D

SD

0%

23%

39%

15%

23%

SA

A

N

D

SD

The Jail is adequately staffed on my
shift.

0%

8%

0%

25%

67%

We have sufficient supervisors
assigned to the jail.

0%

17%

0%

50%

33%

We are properly staffed to perform
transport duties.

0%

0%

0%

25%

75%

Our processes are efficient (e.g. intake,
release, court, visitation, etc.).

8%

42%

8%

33%

8%

Our current approach to staffing
ensures the safety of jail inmates.

0%

8%

0%

25%

67%

Our current approach to staffing
ensures the safety of jail staff.

0%

8%

0%

8%

83%

I work a caseload which is reasonable
given the type of investigations I
handle.

Jail
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