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To: Office of the City Administrator 20G8 MAR 27 PH 5: I+Q 
Attn: Deborah Edgerly 
From: Police Department 
Date: April 8, 2008 

Re: An Informational Report From The Chief Of Police Updating the Status of 
Investigators Assigned to the Criminal Investigation Division, Outlining The 
Department's Plan To Fully Staff Each Patrol Beat Throughout The City, 
Publish A Weekly Report Of Patrol Staffing Levels On The City's Website, 
And Disseminate Said Information To The Council Offices And PSA Yahoo 
Groups 

SUMMARY 

As requested by the Rules and Legislation Committee on February 28, 2008, this informational 
report outlines the Police Department's current patrol deployment strategy, and plans to improve 
patrol staffing assignments. Additionally, the Department's plan to disseminate patrol staffing 
information through the City's website, City Council Offices, and PSA Yahoo Groups is 
contained in this report. 

FISCAL IMPACT 

The Department does not have sufficient staffing to fill all patrol beats on every shift and still 
accomplish other required functions. The Department uses a system of voluntary overtime to fill 
patrol assignments. Prior to the reorganization of the patrol function (January 12, 2008), the cost 
of overtime to backfill vacancies in patrol averaged approximately $72,256 a week. Since the 
reorganization, overtime used to backfill for assignments (Department-wide) has dropped 8%'. 
The majority of this reduction is due to the more efficient patrol staffing model and the 
elimination of mandatory overtime. An increase in staff (who perform patrol duties) above 281 
officers will result in overtime cost savings. 

BACKGROUND 

The Department performs a variety of law enforcement fimctions within the City of Oakland. 
One of the most basic and fundamental responsibilities is the staffing of patrol officers; these 
officers perform general police duties most of which result fi'om calls for service. In October 

The reorganization resulted in new organization codes being assigned to the divisions in the Bureau of Field 
Operations. These new codes are based on the area command structure and do not allow the differentiation between 
backfill overtime for patrol assignments versus backfill overtime in other assignments. 
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2007, officers assigned to patrol dufies were also given the responsibility of engaging in patrol-
based problem solving projects. This new requirement has been tied to their annual evaluations 
and pay step increases. 

Prior to January 12, 2008, patrol officers were assigned to three shifts or "watches," and worked 
four, 10 hour days per week. As the result of a much publicized and widely reported arbitrator's 
decision, the Department reorganized its patrol function and 10-hour shift structure. The new 
structure was designed to increase accountability by organizing the patrol fiinction within a 
system of "geographic command." The system deploys patrol officers to one of three areas of the 
City; each area under the command of a Captain ofPolice. 

KEY ISSUES AND IMPACTS 

Current Patrol Staffing Strategy 

Under this new command system, the Department continues to use the 35-beat system to assign 
officers. Absent other more critical assignments, area commanders are instructed to make every 
effort to assign a patrol officer to the beats. Commanders typically assign officers from the core 
shifts of 5:00 AM, 11:00 AM; 5:00 PM, and 11:00 PM to the beats. Vacancies are filled by 
officers assigned to the "power shifts" that start at 8:00 AM; 1:00 PM; and 3:00 PM. "Extra" 
officers are deployed in a variety of ways including, but not limited to: 

• Supplemental beat officers assigned to high stressor beats; 

• Area-wide supplemental or tactical officers; and 

• Special assignments such as robbery suppression or targeted "Sideshow" enforcement. 

The process by which officers are assigned to teams within an area is governed by the Negotiated 
Settlement Agreement (NSA). The NSA mandates that (absent special consideration and specific 
command approval) the Department maintain a span of control ratio not greater than 1:8. This 
too has an impact on the assignment of officers by requiring that officers be spread out 
throughout the day in order to ensure adequate supervision. For example, it may be more 
efficient to assign 10 officers to one of the core shifts, and 6 officers to a power squad; however, 
span of control requirement directs that officers be dispersed evenly at 8 per team. 

The Bureau of Field Operations does not have enough officers assigned to fill all of the beats all 
of the lime. As noted above, there are times when a beat may have three officers assigned and 
times when a beat may have zero officers assigned. Area commanders make assignment 
decisions based on workload, stressors (i.e., calls for service, crime, specific problems), and the 
availability of personnel. 

Under the new shift schedule the patrol staffing is increased to match workload. Staffing is 
conversely reduced at times of the day when work is lightest. This allows the Department to 
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more effectively respond to problems that occur in the late afternoon and evening. Vacancies are 
intentionally situated at times when call volume is the lowest (early morning). Under this 
deployment model, there are times when beats are left without an assigned officer. Since the 
reorganization, the average number of beats left "open" for a period of five or more hours in a 
week is 18. 

Patrol Staffing Challenges 

The Department endeavors to assign a patrol officer to each of the 35 beats all the time; however, 
competing priorities and opportunities impact this effort. These competing interests include, but 
are not limited to, the following factors: 

• The assignment of personnel to compliance duties related to the NSA and internal affairs 
investigations; 

• Measure Y funded Problem Solving Officer positions; 

• Other funded positions including the Oakland Redevelopment Agency (ORA) 
Neighborhood Enhancement Team; 

• Vital and necessary specialized assignments such as Crime Reductions Teams, the Gang 
Unit, Traffic Enforcement Units, the Police and Correcfions Team^; 

• Positions in the Bureau of Investigations such as the Special Victims Unit; 

• Tasks related to the recruiting, hiring, and training of new personnel; and 

• Mandated training opportunities to comply with federal, state, Departmental, and NSA 
generated requirements. 

It should be noted that like the patrol fiinction, most specialized assignments are not staffed to 
authorized strength. 

Officer Leave Options 

Beat vacancy rates are also impacted by the various forms of leaves allowed to officers, which 
includes: vacation, compensatory time, training, pregnancy, illness, and injury. Much has been 
made of a reported 39% vacancy rate that was used in the Etico Solutions report on patrol 
staffing and the subsequent arbitrator's decision on the implementafion of 12-hour shifts. 
However, a critical evaluation of the method used to calculate this rate yields that it actually 
presented a worse case scenario. For example the vacancy rate based on vacation was set at an 
average of four weeks (entitlement to four weeks of vacation requires 20 years of service). The 
average patrol officer has five years of service, entitling them to only three weeks vacation. 

Over the past three years, the shifts of specialized assignments in BFO have been modified to improve staffing at 
nights and on weekends to better respond to emerging crime trends and citywide problems. 
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