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A Message from Executive Director

Chuck WeXxler

In his 2001 best-selling book, Good to Great,
Jim Collins made a remarkable discovery about
high-performing organizations. His research found
that while many leaders first decide where to take
the organization and then focus on assembling the
people to get it there, truly transformational leaders
take a different approach. They focus first on getting
“the right people on the bus, the wrong people off
the bus, and the right people in the right seats” on
the bus.! In other words, great leaders assemble their
teams before they decide where they should go.

Six years later, PERF published a report on how
law enforcement agencies can apply Collins’s prin-
ciples in their organizations, including his advice on
how to “get the right people on the bus.”* Reflecting
on our research and discussions from nearly two
decades ago, it has become increasingly clear that
for many positions in police organizations, the right
people on the bus may not always be sworn police
officers. Especially today, with the enormous chal-
lenges facing policing and the complex tools and
technologies at agencies’ disposal, the right people
on the bus are frequently highly educated, trained,
and experienced professional staff members.

In short, the concept of “civilianization” is
a natural fit with Jim Collins’s formula for great
organizations.

Of course, the policing profession has talked
about civilianization for decades. And there has

been some progress over the years, as reflected by

the law enforcement agencies profiled in this report.
But the reality is that many agencies have paid little
more than lip-service to civilianizing their work-
forces. In some cases, agencies have started down
the path to civilianization, only to quickly backtrack
when budgets became tight or labor organizations
balked. Our latest research found that the percent-
age of professional staff in U.S. police agencies has
remained essentially unchanged over the past two
decades. So, it would seem the time is right for a
renewed push for civilianization in policing.

A quick aside about the terminology used
in this report. For years, people have referred to
police employees who are not sworn officers as
“civilians,” as a way to distinguish them from their

1. Jim Collins, Good To Great: Why Some Companies Make the Leap and Others Don’t, 2001, Random House Business Books, p. 13.
2. PERE, “Good to Great Policing: Application of Business Management Principles in the Public Sector;” June 2007, https://www.
policeforum.org/assets/docs/Free_Online_Documents/Leadership/good%20to%20great%20policing%20-%20application%200{%20
business%20management%20principles%20in%20the%20public%20sector%202007.pdf.
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“sworn” colleagues. The use of these terms seems to
minimize and undervalue the work of non-sworn
employees and sets up a false and unhealthy divide
between the two types of employees. As former
Philadelphia Police Commissioner Chuck Ramsey
was fond of reminding colleagues, before they
became police officers, they were “just civilians”
too. Ramsey stressed that high-performing police
organizations contain a variety of employees from a
diversity of backgrounds. Some are sworn officers;
others aren’t. But everyone, regardless of role or
rank, needs to be working together toward a com-
mon mission.

As for the language in this report, we chose
the term “civilianization” to describe the process of
hiring employees who are not police officers, mostly
because it's widely known and there doesn’t seem to
be a better alternative. But when it comes to refer-
ring to employees who are not police officers, we
use the term “professional staff” Why? Because they
are professionals, filling critical roles at a critical
time in our profession. Professional staff hold a vari-
ety of job titles: Community Services Officer, Crime
Prevention Coordinator, Information Technology
Specialist, Investigative Specialist, Quality Assur-
ance Auditor, Director of Personnel, Chief of Staff,
Assistant to the Police Chief, and Research and
Policy Analyst, just to name a few. The sooner we
acknowledge that professional staff are indeed pro-
fessionals and that they are a vital part of policing,
the better the profession will become.

The latest push toward civilianization has been
driven largely by the predicament many agencies
face with their sworn officer staffing. For the past
several years, PERF has documented a troubling
trend: policing hiring has declined, while both res-
ignations and retirements have increased. Although
our latest 2023 survey found these trends appear to
be reversing, the reality is that many agencies con-
tinue to struggle with having enough officers to fully
staff patrol cars, let alone investigative and special-
ized units. It only makes sense that hiring qualified
professional staff for some positions currently held
by sworn personnel would allow agencies to move
those sworn officers to assignments that require the
unique training, skills, and responsibilities of police
officers.
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But, as outlined in this report, the benefits of
civilianization extend far beyond addressing the
immediate staffing crisis. Civilianization has the
potential to lower costs (for salaries, benefits, and
training), improve performance by “getting the
right people on the bus, in the right seats,” expand
the diversity and perspectives of agencies, reduce
the burdens and pressures on sworn officers, and
improve employee morale overall. This report
provides real-life examples from 20 agencies that are
working to embrace civilianization. Other agencies
can learn from both the obstacles they faced and the
successes they achieved.

Of course, there are obstacles and barriers to
civilianization. This report highlights many of them:
resistance from unions and other labor organiza-
tions, skepticism from some elected officials and
members of the public, short-term budgetary
pressures, and the overall inertia that often comes
with tradition and a strong culture like the one in
policing. To overcome these and other pitfalls, agen-
cies need to be intentional about civilianization and
committed to the process. I hope this report, espe-
cially the 10 tips we offer at the end, will help make
civilianization easier to successfully implement.

Some final observations: As some of you know,
I started my career as a “civilian” in the Boston
Police Department. I joined the agency as an intern
when I was a graduate student at MIT in the 1970s.
The department was in the midst of major reforms
led by Commissioner Robert di Grazia, who arrived
at the agency as an outsider from the St. Louis
County Police Department. Di Grazia brought in a
group of outside professional staff who shared his
vision and came to be known as the “whiz kids.”

One member of the group was Robert Wasser-
man, an expert on police training and one of the
most creative people I've known. He was my boss
and mentor when I interned in the academy, and I
joined him when he moved to the police commis-
sioner’s office. Another member of the group was
Gary Hayes, an iconoclast who had worked closely
with University of Wisconsin-Madison Professor
Herman Goldstein and later became PERF’s first
executive director.
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A third whiz kid was Michael Gardner, whose
expertise was civil service rules and regulations.
Before the 1970s, promotions in the Boston Police
Department were based on two factors: the number
of years served and knowledge of the “blue book”
of Massachusetts laws. Gardner was instrumental
in changing these requirements. Instead of memo-
rizing laws, candidates for promotion had to study
the principles of modern management practices,
personnel administration, and problem solving.

These changes altered the composition of future
generations of Boston Police Department leaders.
Most notably, Bill Bratton had been planning to
leave the agency early in his career because he was
disillusioned by the corruption and institutional
culture in place at the time. Due to di Grazia’s
reforms, Bratton stayed with the department and
went on to lead six agencies, including the Boston
Police Department, the NYPD, and the LAPD. And
I became the operations assistant to Boston’s police
commissioner, where I oversaw the Community

Disorders Unit that investigated racially-motivated
crime.

I was lucky to be a fly on the wall and learn
from di Grazia and the whiz kids. These young pro-
fessionals, working alongside the sworn command
staff, added a critical component to di Grazia’s
management team. Bratton and I never forgot our
experience in Boston, and we carried the lessons
learned there throughout our careers.’ I think every
reform-minded police chief should build a lead-
ership team comprised of the best and brightest
professionals and sworn personnel. It may some-
times feel like a “team of rivals,” but tension can
yield amazing results.

C Rk Wadarr

Chuck Wexler
Executive Director

3. William J. Bratton and Chuck Wexler, “A Boston police commissioner who transformed the profession,” May 3, 2018, https://wwwO.
bostonglobe.com/opinion/2018/05/03/boston-police-commissioner-who-transformed-profession/wWat6v0yM6mGyyvje YhXQK/

story.html.
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Executive Summary

For the past several years, the policing
profession has faced a workforce crisis. Hiring

of new police officers has slowed, while resigna-
tions and retirements have increased. PERF has
documented these trends in annual surveys of
our members.* PERF found that the onset of the
COVID-19 pandemic and the widespread protests
following the murder of George Floyd by police in
Minneapolis only accelerated these trends.

PERF’s latest survey did have some encourag-
ing news: Police hiring rebounded in 2023, while
resignations and retirements eased.® But the crisis
in police staffing has by no means disappeared.
Many agencies, especially large police departments
and sheriffs’ offices, continue to be far below their
authorized levels, sometimes by hundreds of offi-
cers. These agencies are forced to take sometimes
drastic measures, such as mandating overtime and
canceling days off, just to adequately staft patrol cars
and other units.

One potential solution to the workforce crisis
in policing is civilianization — the process of hiring
trained and skilled professionals to assume some of
the roles currently performed by sworn law enforce-
ment officers. This allows officers to be reassigned to
duties that require their unique training, skills, and
law enforcement responsibilities.

This report provides a roadmap for agencies
that are serious about implementing civilianization.

It contemplates civilianization not simply as a short-
term solution to the staffing crisis currently facing
many agencies. Rather, it presents civilianization as
a long-term strategy for effectively staffing any law
enforcement agency, improving performance, and,
ultimately, advancing public safety.

Civilianization begins with police leaders
rethinking the qualifications that are needed for
many positions in their agencies. They are likely to
find that while sworn law enforcement authority
— the ability to make arrests, carry a firearm, use
force, etc. — is needed for the majority of agency
positions, it is not required for every one of them.
Leaders are also likely to discover that many of the
positions that do not require a badge and a gun are
currently held by sworn police officers. These are
the positions that are ripe for civilianization.

The Benefits of Civilianization

The benefits of civilianization are many, as outlined
in this report. Many of these benefits are not simply
“wishful thinking” They are backed up by the real-
life experiences of the 20 law enforcement agencies
profiled in the report. They have embraced civil-
ianization and have tangible evidence that it works.
Here are just a few examples:

Civilianization can free up police officers’
time for duties that require their training, skills,
and law enforcement responsibilities. The Salt

4. PERE, “New PERF Survey Shows Police Agencies Have Turned a Corner with Staffing Challenges,” April 27, 2024,

https://www.policeforum.org/staffing2024.
5. Ibid.
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Lake City Police Department hired 16 Commu-
nity Response Specialists to handle a variety of
non-emergency calls such as 911 hangups, found
property, evidence pickup, traffic hazards, and
civil disputes. These specialists go through rigor-
ous training that includes a six-week in-house
academy and 10 weeks of field training. During the
first 11 months of 2023, they responded to close to
2,500 calls for service. Having these professional
staff members allows sworn officers to focus on
more serious calls where enforcement powers are
essential.

Civilianization can improve service. The
New Orleans Police Department (NOPD) found
that in addition to hiring professional staff to help
refocus the workload of sworn personnel, it could
outsource certain law enforcement duties to private
companies. Following an extensive pilot program,
the NOPD contracted with a third-party vendor to
respond to minor traffic accidents. Over the course
of a year, it is projected the vendor will respond
to roughly 10,000 calls for traffic accidents, the
equivalent of approximately 13 sworn officers or
25,000 hours saved. Besides freeing up officers to
respond to more urgent calls, this approach means
that minor traffic accidents are being handled more
promptly and efficiently, which can improve public
satisfaction with the police.

Civilianization can bolster productivity.
Arizona law requires law enforcement agencies
to notify the community within 45 days of a sex
offender’s registration. The Phoenix Police Depart-
ment (PPD), which oversees approximately one-
third of the registered sex offenders in the state,
faced challenges meeting that requirement for 15
years. However, within six months of adding three
new professional staff — Police Civilian Investiga-
tors to bolster the two Police Assistants already in
place — the PPD finally met the state requirement
in March 2023. Working alongside a sergeant and
two detectives, the new professional staff have not
only helped the PPD Sex Offender Notification Unit
adhere to the state law; they have also been able to
expand community notifications for the highest-
level offenders and digitize more than 20,000 paper
files, which will improve efficiency in the future.

Police Executive Research Forum

Civilianization can lower the costs for some
functions. The Baltimore Police Department
(BPD) historically faced challenges finding officers
who wanted to work in Internal Affairs. So, the
department transitioned eight of the sworn detec-
tive positions to 10 professional staft positions,
called Investigative Specialists. BPD officials cited
a practical benefit of this move: lower costs related
to salaries, pensions, training, uniforms, and staff
turnover. And those cost savings will accrue even
as the unit eventually expands by two employees.
In addition to saving money, officials have found
the four Investigative Specialists hired thus far are
excellent writers, are meticulous at sifting through
facts, and bring a strong level of objectivity to the
job.

Civilianization can bring stability to key
agency roles. As with many law enforcement agen-
cies, the Charlotte-Mecklenburg Police Depart-
ment’s (CMPD) 911 center was led by a police
captain who had extensive police experience but
limited understanding of emergency communica-
tions. So, the department reclassified the position
from Police Captain to Communications Manager
and hired an experienced 911 professional to lead
the center. The CMPD also hired two other profes-
sional staff members to oversee administration and
operations.

The three new staff members brought a level
of professionalism and harmony to the 911 center.
Employee complaints and grievances declined, and
both morale and operational efficiency improved.
Importantly, civilianization also brought greater
leadership stability to this critical function. Instead
of rotating in a new sworn official every few years,
the CMPD now has a knowledgeable professional
who can remain and grow in the role.

Civilianization can enhance professionalism
and quality. The 2017 consent decree the Balti-
more Police Department (BPD) negotiated with the
U.S. Department of Justice imposed new training
requirements in just about every operational and
administrative function within the department. To
meet these new training obligations, the BPD hired
a group of professional educators to work alongside
the sworn personnel in the training academy. They
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included an academic director, curriculum writ-
ers, and law instructors. According to the Consent
Decree Monitoring Team, the results were immedi-
ate and significant. The team found that the overall
quality of instruction had improved as the team
brought a renewed focus to scenario-based, prob-
lem-solving, and adult-learning techniques.

These are just some of the benefits that civil-
ianization can bring to law enforcement agencies
— and just a few examples of how it is working in
various agencies. The body of this report explores
the benefits in much greater detail (see pp. 18-23)
and provides additional examples from agencies
that have successfully civilianized positions (see pp.
47-50).

Overcoming Challenges
to Civilianization

Civilianization is not without its challenges. This
report outlines many of the barriers and obstacles
that agencies can expect as they work to imple-
ment civilianization in a meaningful way (see pp.
23-27). These include resistance from labor orga-
nizations, an organizational culture that has often
viewed professional staff as second-class employees,
and budgetary pressures. When budgets are tight,
mayors and city council members often insist that
cuts to professional staff come before cuts to sworn
hiring or other costs, even if those decisions end up
taking officers from the street in order to backfill
administrative positions.

To help overcome these obstacles, it is critical
that agencies be able to evaluate the effectiveness
of their civilianization efforts. Evaluations must
include more than cost savings, although in many
instances, cost will be a key factor that municipal
leaders will want to examine. However, agencies
should also look at changes to their operational
efficiency. Is the response time to calls for service
improving? Are more crimes being solved? Is crime
decreasing? Has community satisfaction with the
police improved? Has internal morale gotten bet-
ter? This report offers a guide for agencies on what
variables they should identify and how to go about
measuring them (see pp. 58-63).
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10 Tips to Ensure Success

The report concludes with “10 Tips” for agencies
that are serious about civilianization, whether they
are just beginning the process or want to expand
and improve their current efforts. These tips cover
the gamut of issues that agencies need to consider.

1. Call Civilians “Professional Staff” The lan-
guage agencies use matters. Calling non-sworn
employees “professional staft,” instead of “civil-
ians,” sends the message that they are welcomed
and valued members of the agency.

2. Adopt Civilianization as an Organizational
Best Practice. To be successful, agencies should
not look at civilianization as a one-off or short-
term process to get through an immediate crisis
(such as the current sworn staffing emergency).
Civilianization works best when agencies make
a long-term, organizational commitment to the
practice.

3. Develop a Comprehensive Implementation
Strategy. Civilianization will have a greater
chance of success if agencies carefully think
through the desired benefits and the anticipated
obstacles, and then develop a wide-ranging
implementation plan.

4. Set Ambitious Goals. Articulating ambitious
goals for civilianization sends the message
internally that the agency is serious about the
process. It also lets key external stakeholders —
including prospective employees — know that
professional staff are viewed as a critical part of
the agency.

5. Prepare for Internal Resistance. As noted
throughout this report, agencies can expect
some resistance to their civilianization plans
from current employees. To help overcome any
opposition, agencies should be up-front about
their plans, communicate with existing staft,
and seek their ideas and input.

6. Treat Professional Staff as Equals to Sworn
Staff. Sworn police officers and professional
staff play different roles in every law enforce-
ment agency, but both groups contribute to an
agency’s success. And while their pay structures
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and retirement systems may differ, police lead-
ers need to ensure that professional staff are
treated equitably and fairly when it comes to
issues such as training opportunities, quality
supervision, and awards and recognition.

7. Provide Career Growth Opportunities. One of
the reasons agencies often have trouble retain-
ing qualified professional staff is that they do
not have clear career growth and advancement
opportunities. For civilianization to succeed,
agencies need to create promotional and career
development opportunities for their profes-
sional staff.

8. Prioritize College Students and Recent Grad-
uates. In today’s highly competitive job market,
many college students and recent graduates may
not even be aware of the professional job oppor-
tunities available in law enforcement agencies.
Agency recruiters and leaders need to focus on
targeting these populations through internships
(such as PERF’s program with Historically Black
Colleges and Universities), career fairs, and
other outreach. This is especially important for
filling highly specialized positions in informa-
tion technology, data analysis, and forensics.

9. Offer the Most Competitive Compensation
Possible. Law enforcement agencies can't solve
every problem by throwing money at it, and
budgetary practicalities often limit their ability
to vie with private industry for the most highly
credentialed professional staff. But offering
competitive salaries and other incentives is as
essential for recruiting and retaining talented
professional staff as it is for police officers.

10. Evaluate Implementation. Agencies will gain
support for civilianization if they are able to
demonstrate that it works. Evaluating how
civilianization affects costs, performance, public
support, and employee morale is critical to
getting both internal audiences and external
stakeholders to back civilianization efforts.

Police Executive Research Forum

The foundation of this report lies in the expe-
riences of the 20 law enforcement agencies PERF
studied. Each had a slightly different focus for its
civilianization strategy; they targeted different
positions and had different goals. Each went about
implementation in different ways. But there was
a common takeaway from all their experiences:
Civilianization is successful when an agency com-
mits to the process and carries it out in thoughtful,
strategic, and creative ways. These organizations’
experiences, stumbles, and successes are something
from which every agency can learn.
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Information Gathered for this Report

To understand how police departments and
sheriffs’ offices are using civilianization to address
the crisis in sworn staffing, maximize scarce
financial and personnel resources, and improve
organizational performance, PERF conducted
extensive background research and interviews. This
included reviews of agencies’ staffing studies, trade
and academic literature on civilianization, and
interviews with officials from 20 law enforcement
agencies. The officials interviewed — all from mid-
sized or large agencies — offered valuable insights
into how their agencies have employed and assimi-
lated professional staff. (The names of these officials
are included in the Acknowledgments — see p. 4.)
The guide PERF used to facilitate the interviews is
in Appendix A.

10 — Information Gathered for this Report

PERF also featured the topic of civilianization
at its 2024 annual meeting in Orlando, Florida.
Attended by over 200 chiefs, sheriffs, law enforce-
ment executives, researchers, and industry leaders,
Executive Director Chuck Wexler kicked off the
afternoon’s town hall session with a robust dis-
cussion about how agencies are increasing their
numbers of professional staff, integrating them into
the organization’s culture, and overcoming sworn
resistance. The attendees’ contributions are reflected
in this report.
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The Crisis in Law Enforcement
Agency Staffing

What the Numbers Say
about Sworn Officer Staffing

PERF has extensively researched and reported

on the sworn officer staffing crisis facing U.S. law
enforcement agencies. We have identified a “triple
threat” in officer recruitment and retention: 1) fewer
people applying to become police officers; 2) more
officers leaving their departments well before reach-
ing retirement age; and 3) more current officers
becoming eligible for retirement.® The causes of this
crisis — a strong job market, competition among
police agencies for officers, negative public percep-
tions and media portrayals of police, the COVID-19
pandemic, and generational differences in career
ambitions and work-life balance — continue to

fuel the threat.” In fact, the protracted nature of the
crisis has led the Bureau of Justice Assistance and
the Office of Community Oriented Policing Services

(COPS Office) to contemplate whether agencies
should reexamine their “foundational organiza-
tional structure and processes to more clearly and
easily meet the needs and expectations of both law
enforcement and the community.”®

In April 2023, PERF reported the results of
its annual staffing survey, which “show([ed] police
agencies are losing officers faster than they can hire
new ones” — with total sworn staffing declining
by nearly 5 percent over the previous three years.’
Some agencies have been hit especially hard. In the
Minneapolis Police Department, the number of
sworn officers fell by roughly 38 percent between
2019 and 2024." In the Seattle Police Department,
staffing is at its lowest level since the 1990s, with
the loss of nearly half its officers in the past five
years.'" !> The New Orleans Police Department
experienced a 24 percent decrease in the number
of officers between 2018 and 2023."* The number

6. Police Executive Research Forum, “The Workforce Crisis, and What Police Agencies Are Doing About It,” September 2019,
https://www.policeforum.org/assets/ WorkforceCrisis.pdf; “Responding to the Staffing Crisis: Innovations in Recruitment and
Retention,” August 2023, https://www.policeforum.org/assets/RecruitmentRetention.pdf.

7. PERFE, “Responding to the Staffing Crisis.”

8. Bureau of Justice Assistance and Office of Community Oriented Policing Services, “Recruitment and Retention for the Modern Law
Enforcement Agency,” 2023, https://portal.cops.usdoj.gov/resourcecenter/content.ashx/cops-r1136-pub.pdf.

9. Police Executive Research Forum, “New PERF Survey Shows Police Agencies Are Losing Officers Faster Than They Can Hire New

Ones,” April 1, 2023, https://www.policeforum.org/staffing2023.

10. Jay Kolls, “Minneapolis City Council Wants Update on MPD Staffing Recommendations,” KSTP-TV, March 3, 2024,
https://kstp.com/kstp-news/top-news/minneapolis-city-council-wants-update-on-mpd-staffing-recommendations/.

11. Conner Board, “Seattle Police Department Reaches Lowest Staffing Level In 30 Years,” KING-TV, March 12, 2024,

https://www.king5.com/article/news/local/seattle-police-staffing-shortage-action-needed-councilmembers-say/281-c3f43855-{877-
4ba9-a37b-aeaf27elec67.

12. Amy Radil, “To Ease Seattle Police Shortage, City Looks to Speed Up Hiring Process,” April 11, 2024, https://www.kuow.org/stories/
seattle-looks-to-speed-up-hiring-process-to-ease-police-shortage.

13. Letter from Edward Michel, Inspector General, New Orleans Office of Inspector General to Michelle Woodfork, Interim
Superintendent of Police, New Orleans Police Department, August 17, 2023, https://nolaoig.gov/wp-content/uploads/2023/08/NOPD-
Recruitment-and-Retention-Public-Release.pdf.
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Seattle Police Department mental health professional

of full-duty officers in the San Francisco Police
Department dropped approximately 19 percent
between 2017 and 2023."* And the Philadelphia
Police Department has roughly 1,000 fewer officers
than the 6,400 authorized."”

There are signs of a potential turnaround,
however. “For the first time since the start of the
pandemic,” PERF’s 2024 annual survey of over 700
agencies “reported a year-over-year increase in total
sworn staffing. Responding agencies reported hiring
more sworn officers in 2023 than in any of the pre-
vious four years. Agencies saw fewer resignations in
2023 than they did in 2021 or 2022, . . . [a]nd retire-
ments dropped back down to roughly where they
were in 2019 after being
elevated for the previous
three years.”'¢ Nevertheless,
large agencies continue to
struggle, with sworn staft-
ing still nearly 5 percent 159,199

Figure 1: Total Sworn Officers

below where it was in Janu- 155,176 152,243 150,714 151,335

150,000
ary 2020."” PERF’s survey
results reflect employment
data published by the FBI £ 100,000
in May 2024, which, as
crime analyst Jeff Asher
wrote, “shows that many 50,000
agencies still shrank in
terms of officer counts in

0

2023, especially in big cit-
Jan. 2020 Jan. 2021 Jan. 2022 Jan. 2023 Jan. 2024

Total Sworn Officers

ies, but the trend was less
negative for departments in SeuceIPERFISUnveY
2023 than it has been in a n=195

few years”'®

14. Joe Eskenazi and Will Jarrett, “Yes, The SFPD Has A Staffing Crisis,” Mission Local, March 13, 2023, https://missionlocal.org/2023/
03/police-staffing-crisis-san-francisco/.

15. Joe Holden and Will Kenworthy, “Philadelphia Police Department Is Down Nearly 1,000 Officers, Investigation Shows,” CBS News
Philadelphia, November 9, 2023, https://www.cbsnews.com/philadelphia/news/philadelphia-police-department-down-officers-
investigation/.

16. PERE, “New PERF Survey Shows Police Agencies Have Turned a Corner with Staffing Challenges,” April 27, 2024,
https://www.policeforum.org/staffing2024.

17. Ibid.

18. Jeff Asher, “Police Departments Shrank Less In 2023,” May 20, 2024, https://jasher.substack.com/p/police-departments-shrank-
less-in.
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Figure 2: Percent Change in Sworn Staffing, Jan. 2020 to Jan. 2024

2022 Survey

Percent change from Jan. 2020

Jan. 2020 Jan. 2021

Source: PERF Survey

Potential Solutions
to the Sworn Staffing Crisis

Stakeholders have written extensively about the
sworn staffing crisis, recommending a wide range
of solutions for agencies to consider: reexamine
eligibility and hiring practices; market the profes-
sion more strategically and realistically; leverage
technology; reimagine academy training and focus
on the quality of field training; reevaluate benefits
and incentives; elevate work-life balance and officer
wellness; prioritize diversity, equity, and inclusion;
build a strong and healthy organizational culture;
work to repair law enforcement’s tarnished image
through community outreach; and create career
pathways for youth and college students.”

Another potential solution, which has received
much less attention, is civilianization.

-®- 2023 Survey

Jan. 2022

-@- 2024 Survey

Jan. 2023 Jan. 2024

What Is “Civilianization”?

“Civilianization” in law enforcement typically refers
to one or more of the following:

1. “Efforts to fill jobs currently held by sworn per-
sonnel with non-sworn personnel”®

2. “Identif[ying] existing or new work duties that
may be handled by civilians rather than sworn
officers”

3. “Build[ing] staff capacity in the department
on a parallel path to adding police officers
and maximiz[ing] limited sworn personnel
resources.’*

4. “Shifting some administrative, investigative, and
reporting work from sworn officers to civilian
employees in police departments.”*

19. For examples, see Bureau of Justice Assistance and Office of Community Oriented Policing Services (COPS Office), “Recruitment
and Retention for the Modern Law Enforcement Agency,” 2023, https://bja.ojp.gov/doc/recruitment-retention-modern-le-agency.pdf;
International Association of Chiefs of Police, “The State of Recruitment: A Crisis for Law Enforcement;” 2019, https://www.theiacp.
org/sites/default/files/239416_IACP_RecruitmentBR_HR_0.pdf; Police Executive Research Forum, “Responding to the Staffing Crisis:
Innovations In Recruitment and Retention,” August 2023, https://www.policeforum.org/assets/RecruitmentRetention.pdf.

20. PERF and Justex System, Inc., “Houston Police Department: Operational Staffing Model,” May 2014, https://www.houstontx.gov/

council/committees/pshs/20140602/workdemand.pdf.

21. Baltimore Police Department, “Civilianization,” accessed March 4, 2024, https://www.baltimorepolice.org/civilianization.

22. Ibid.

23. City of San Diego, Office of the City Auditor, “Performance Audit of SDPD Overtime,” February 2024, https://www.sandiego.gov/

sites/default/files/2024-02/24-08_performance_audit_sdpd_ot.pdf.
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Chief Mike Brown, Salt Lake City Police Department (FAR LEFT)

Deputy Chief Greg Halstead, Sacramento (CA) Police Department
(LEFT)

5. “Assigning non-sworn (civilian) employees to
conduct police work that does not require the
authority, special training, or credibility of a
sworn police officer”*

6. Reassigning police officers whose duties are
now performed by civilians to other work in the
organization “based on their skills, experience,
and work status.”*

The term “civilianization” in this report refers to
one or more of these actions. The concept involves
putting the most qualified people in the myriad
positions within a police organization and ensur-
ing agencies are reserving sworn police officers for
the jobs that require their unique training, skill sets,
and authorities.

"Professional Staff”

Research has found police agencies are vulnerable
to divisions between sworn and civilian personnel
that can erode morale and hinder organizational
cohesion.? In light of these divisions, some agen-
cies refer to “civilian” or “non-sworn” employees
as “professional staff,” a term that uplifts the value
of these employees and reduces the likelihood of

creating an organizational rift by subordinating a
class of personnel.

Salt Lake City Police Chief Mike Brown
identified this as an important issue. “We don’t call
personnel sworn versus non-sworn,” he said. “Civil-
ians are extremely important to what we do, and
we value them greatly. They’re a professional staft,
and we couldn’t do the job we do here and serve our
community without them.”

Deputy Chief Greg Halstead of the Sacra-
mento (CA) Police Department agreed: “You hear
a lot of agencies refer to professional staft as civil-
ians, but we transitioned our terminology about
four or five years ago, to really help make them feel
more included”

Growth of Civilianization

According to the COPS Office, professional staff
have played an essential role in law enforcement
agencies since the 1930s, with “the number and pro-
portion of civilian employees steadily increasing . . .
through the 1970s and 1980s.”%” Both the President’s
Commission on Law Enforcement and Administra-
tion of Justice (1967) and the National Advisory
Commission on Criminal Justice Standards and

24. Charlotte-Mecklenburg Police Department, “2021 Charlotte-Mecklenburg Police Department Civilianization Opportunities,”

December 30, 2020.

25. Declan Sullivan and Alaynah Tombridge, “Civilianization in the Philadelphia Police Department,” Fels Institute of Government,
August 2021, https://www.documentcloud.org/documents/23118177-civilianization-in-the-ppd.

26. Paul Bentley, “Objectification of the Subject through the Exercise of Power: An Ethnographical Inquiry of Power in an American
Policing Organization,” PhD dissertation, Arizona State University, 2013. In John Kiedrowski et al., “The Civilianization of Police in
Canada,” Public Safety Canada, 2015, https://www.publicsafety.gc.ca/cnt/rsrcs/pblctns/2015-r042/2015-r042-en.pdf.

27. William R. King and Jeremy M. Wilson, “Integrating Civilian Staff Into Police Agencies,” COPS Office, December 2014,
https://portal.cops.usdoj.gov/resourcecenter/content.ashx/cops-p290-pub.pdf.
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Civilianization in the LAPD

Reflecting on his 40-year career, recently retired Police Chief and former PERF Board Member
Michel Moore recounted how the Los Angeles Police Department integrated a growing number of
professional staff into the organization over several decades.

We began civilianization in its earliest form back

in the ‘70s. We took what was previously parking
and traffic control away from the police department
and gave it to the department of transportation,
thereby civilianizing the role. In the ‘80s and '90s,
we established what was called a police service
representative, where professional civilians would
handle front-desk services and other administrative
tasks that had been done by police officers. And from
the 2010s to the present, we professionalized our
crime analysis function so that people who are doing
crime analysis work would be trained specifically in

that field of study. Now, with the onset of body worn

video and digital car video, professional staff are
doing audits and inspections of those recordings for

compliance with department operations.

Goals (1973) encouraged increased civilianization
in areas such as communications, planning, and
laboratory work, believing these tasks “could often
be performed better by civilians with specialized

training than by sworn police officers”*

Those recommendations still make sense today.
As the International Association of Chiefs of Police
(IACP) has written,

The efficiency and effectiveness of law
enforcement agencies is enhanced when
sworn and non-sworn personnel are appro-
priately used to perform those functions that
are best suited to their special knowledge,
skills[,] and abilities. Therefore, . . . agenc([ies]
shall employ civilians for selected functions

Former Chief Michel Moore, Los Angeles
Police Department

that do not require the authority of a commis-
sioned officer, thereby freeing sworn person-
nel for enforcement functions and capitalizing
upon the talents of all employees.”

Sworn and Professional Staffing
by the Numbers

The Bureau of Justice Statistics reported in 2020

that professional staff accounted for one-third of
the more than one million full-time personnel in
general-purpose state and local law enforcement
agencies (Table 1).*° While that number may seem
high at first glance, the reality is that the percentage
of professional staft in U.S. agencies has not changed
appreciably in the past two decades.

28. John Kiedrowski et al., “The Civilianization of Police In Canada,” Public Safety Canada, 2017, https://www.publicsafety.gc.ca/cnt/

rsrcs/pblctns/2015-r042/index-en.aspx.

29. International Association of Chiefs of Police, “Civilian Personnel,” October 1993, https://www.theiacp.org/resources/

policy-center-resource/civilian-personnel.

30. Sean E. Goodison, “Local Police Departments Personnel, 2020,” Bureau of Justice Statistics, November 2022, https://bjs.ojp.gov/

sites/g/files/xyckuh236/files/media/document/lpdp20.pdf.
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Table 1: Full-time personnel in general-purpose state and local law enforcement
agencies, by type of agency, 2020

Type of Agency Total Sworn Sworn % Professional | Professional %
Local Police 598,620 473,102 79% 125,518 21%
Sheriff's Office 364,533 173,899 48% 190,634 52%
Primary State 92,866 61,153 66% 31,733 34%
Total 1,056,038 708,153 67% 347,885 33%

Source: Bureau of Justice Statistics

Personnel composition varies significantly
among agency types. In local police departments,
which include general-purpose law enforcement
agencies such as municipal, county, and regional
police departments, professional staff comprised
approximately 21-23 percent of all personnel in
every year studied from 2007 to 2020 (Table 2). By
contrast, professional staff accounted for 52 percent
of personnel in sheriffs’ offices® and 34 percent in
“primary state” and highway patrol agencies in 2020
(Table 3).*> Given the recent challenges of recruiting
and retaining sworn personnel, it makes sense for
local police departments to work at increasing the
share of professional staft in the coming years.

There is no single “appropriate” ratio of sworn
personnel to professional staff in a law enforcement
agency. Both categories of personnel are essential
to effective management and organizational perfor-
mance, and mixing the two groups to handle some
functions often makes sense. As Acting Chief Paul
Joseph of the San Jose Police Department noted

in explaining his agency’s need for information
technology expertise, “We have sworn personnel
assigned to the Bureau of Technical Services to
chime in on discussions, because the techies don’t
understand our jobs. And the cops don't understand
tech all that well, but they know police work. You
have to have a marriage of the two.”

Agencies with fewer professional staff would
be well served to examine the reasons why and
explore opportunities for hiring more of them. In
the Philadelphia Police Department (PPD), for
example, professional staff made up only 10.3 per-
cent of total personnel in 2021,% a stark contrast to
all agencies serving more than one million people,
where professional staff make up 24.5 percent of
total personnel.’ In the Baltimore Police Depart-
ment (BPD), professional staft comprised 13.6
percent of total personnel, well below the national
average of 21 percent among local law enforcement
agencies.”® And in the Houston Police Department

31. Ibid.

32. Primary state and highway patrol agencies “are distinct from special-purpose agencies, sheriffs’ offices with jail and court duties
only, and federal law enforcement agencies. Primary state law enforcement agencies operate at the state level and may perform highway
patrol, conduct statewide investigations, assist local and county police agencies with matters extending beyond their jurisdictions, and
provide primary coverage in areas with no local or county police services” Connor Brooks, “Primary State Law Enforcement Agencies:
Personnel, 2020,” Bureau of Justice Statistics, January 2024, Primary State Law Enforcement Agencies Personnel, 2020 (ojp.gov).

33. Declan Sullivan and Alaynah Tombridge, “Civilianization in the Philadelphia Police Department,” Fels Institute of Government,
August 2021, https://www.documentcloud.org/documents/23118177-civilianization-in-the-ppd.

34. Sean E. Goodison, “Local Police Departments Personnel, 2020,” Bureau of Justice Statistics, November 2022,
https://bjs.ojp.gov/sites/g/files/xyckuh236/files/media/document/lpdp20.pdf.

35. Police Foundation, “Baltimore Police Department Staffing Study;,” August 2018. The study, which also references the 2017 report
discussed here, can be found in United States of America v. Baltimore Police Department, et al., “Notice of Approval of Staffing Study
Under Paragraph 428 of the Consent Decree,” https://www.documentcloud.org/documents/5691880-Baltimore-PoliceFoundation-
Staffing-Study-2018.
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(HPD), professional staff (including cadets) made
up roughly 16.4 percent of total personnel.*

To address these stafting disparities, all three
agencies have undertaken staffing studies to identify
opportunities for civilianization (see pp. 51-57). The
PPD has struggled to implement its civilianization
plans due to collective bargaining practices and
the historical resistance to assign professional staff

to jobs that have traditionally been filled by police
officers. The HPD has experienced setbacks because
of budget cuts that have forced it to choose between
cutting professional staff or police officer positions.
Meanwhile, BPD has increased its composition of
professional staff to 21 percent — an amount equal
to the national average of local police departments.

Table 2: Full-time personnel in local police departments, 1997 — 2020

Year Total Sworn Sworn % Professional | Professional %
1997 531,313 419,996 79% 111,317 21%
2000 564,611 440,770 78% 128,874 23%
2003 580,749 451,737 78% 129,013 22%
2007 601,027 463,147 77% 137,880 23%
2013 604,959 477,317 79% 127,642 21%
2016 599,548 468,274 78% 131,274 22%
2020 598,620 473,102 79% 125,518 21%

Source: Bureau of Justice Statistics

Table 3: Full-time personnel in primary state law enforcement agencies, 1997 — 2020

Year Total Sworn Sworn % Professional | Professional %
1997 82,261 54,206 66% 28,055 34%
2000 87,028 56,348 65% 30,680 35%
2003 82,419 57,611 70% 24,808 30%
2007 99,135 64,872 65% 34,263 35%
2013 88,160 58,131 66% 30,029 34%
2016 91,097 59,645 65% 31,452 35%
2020 92,886 61,153 66% 31,733 34%

Source: Bureau of Justice Statistics

36. Yilun Chung, “Houston’s Record $1 Billion Police Budget Still Isn’t Enough to Fix Officer Shortages, Officials Say,” Houston
Chronicle, May 22, 2023, https://www.houstonchronicle.com/politics/houston/article/houston-s-1b-police-budget-won-t-fill-

staff-18108477.php.
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Benefits and Challenges
of Civilianization

Benefits of Civilianization

“Increased civilianization in police departments
brings myriad benefits to organizational efficiency,
cost effectiveness, culture, and professionalism,”
according to the National Policing Institute.” Civil-
ianization can help address the sworn staffing crisis
and has the potential to transform how agencies
provide police services.

Reduced Burdens on Sworn Personnel

A harsh consequence of the staffing crisis is an
increased workload on a smaller workforce. Far too
often, officers are mandated to work overtime to fill
empty patrol cars and investigate new cases. This
potentially leads to fatigue, intrudes on personal
time, compromises health and safety, diminishes
performance, and contributes to turnover. Fortu-
nately, professional staft can help reduce the burden
on sworn personnel by performing non-enforce-
ment duties currently handled by police officers.
Furthermore, civilianization can serve as a force
multiplier by moving sworn officers from adminis-
trative roles to enforcement activities, where their
skills and training can be applied more effectively.*®

New Orleans Police Superintendent Anne Kirk-
patrick explains, “When you’re down hundreds of
officers, how do you relieve the 911 call-for-service

load? Well, we civilianize some of the functions, and
we call that burden-reduction”

In the Albuquerque Police Department, “Civil-
ianization was a way for the city to say, “This is how
wee going to try to resolve some of those issues,”
according to Deputy Director Cara Garcia. “We
were adding a lot of positions, but there were no
sworn positions being eliminated. It addressed the
union’s largest concerns, which were staffing short-

ages in the field and officer safety”

Providing professional staff support is essential
for the health and well-being of sworn personnel
and for providing quality public service. For exam-
ple, when agencies cut investigative units due to
sworn staffing shortages, detectives are vulnerable
to cutting corners, creating workarounds, treating
victims poorly, and making mistakes. Reducing
the workload of sworn personnel through civilian-
ization not only wards off attrition but also helps
protect an agency from these kinds of performance-
related risks.

Former Seattle Police Chief Adrian Diaz sees
this issue clearly:

Most of my detectives [were]. . . so over-
worked. They [couldn’t] respond to new cases
and simultaneously build probable cause for
cases they received a couple of days or weeks
ago. So, why shouldn’t I hire retired detectives

37. National Police Institute (formerly the National Police Foundation), “Baltimore Police Department Staffing Study,” August 2018,
https://www.documentcloud.org/documents/5691880-Baltimore-PoliceFoundation-Staffing-Study-2018.

38. Charlotte-Mecklenburg Police Department, “2021 Charlotte-Mecklenburg Police Department Civilianization Opportunities,”

December 30, 2020.
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or other civilians to interview victims and
witnesses and file the paperwork the court
needs?

More Effective Use of Sworn Staff

When the Greensboro (NC) Police Department
(GPD) partnered with a national research orga-
nization to consider what they could be doing
differently within the national conversation around
police reform, they discovered (through an analysis
of 911 calls for service) that officers spent approxi-
mately 20,000 hours per year handling automobile
crashes. Thus, as GPD Chief John Thompson
explains, the impetus to civilianize the department’s
response to traffic accidents wasn’t a sworn staffing
crisis. Rather, the call-for-service data compelled
him to think about how police officers could more
usefully spend their time.

Two other cities in North Carolina had already
obtained a change in state law to allow profes-
sional staff to conduct traffic investigations in their
jurisdictions; Greensboro successfully lobbied
lawmakers to provide this authority statewide. With
the new law in effect, GPD planned to hire, train,
and deploy five new professional traffic investigators
in the first quarter of 2024, which would dramati-
cally reduce the call burden on sworn personnel and
allow officers to focus on other priorities.

Chief John Thompson, Greensboro (NC)
Police Department (FAR LEFT)

Greensboro (NC) PD Motorist Assistance
Patrol Vehicle (LEFT)

Specialized Skills and Improved Performance

It is widely recognized that “civilians bring special-
ized skills or formal training that regular sworn
officers might not possess, such as engineering,
legal, or scientific training”** However, for a host
of reasons — including organizational culture, job
security, budget cuts, union resistance, and offi-
cers desire to remain in coveted administrative
positions with better work hours — many agen-
cies have not fully realized the potential benefits of
civilianization.

Agency staffing studies have consistently found
that “Many law enforcement agencies use sworn
officers to perform tasks that could be better per-
formed by professional nonsworn staff. ... [And]
when sworn personnel are used for administrative
tasks, the agency underutilizes the skills and train-
ing that has been invested into sworn officers”*
By using sworn generalists rather than profes-
sional experts to fill critical positions in specialized
assignments like finance, information technol-
ogy, evidence management, training, and forensic
analysis, agencies are potentially compromising
excellence.

In explaining his reasoning for hiring profes-
sional staft, Salt Lake City Police Chief Mike Brown
says, “We've looked at it from the perspective of put-
ting the right people in the right roles, for the right
reasons, at the right time. Just like the corporate

39. William R. King and Jeremy M. Wilson, “Integrating Civilian Staff Into Police Agencies,” COPS Office, 2014,
https://www.researchgate.net/publication/272480179_Integrating_Civilian_Staff_into_Police_Agencies.

40. Alexander Weiss Consulting, LLC, “Baltimore Police Department Staffing Plan,” February 26, 2020, https://public.powerdms.com/

BALTIMOREMD/documents/652754.
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For similar reasons, when the Albuquerque
Police Department agreed to a consent decree
with the Department of Justice, one of its first
actions was to hire professional staff to work as
auditors alongside detectives in the Inspections
Unit. Since then, according to Deputy Director
of Compliance and Oversight Cara Garcia, the

world, we're looking for precision and expertise at
all levels. And to achieve that, we need a diversified
portfolio of employees*!

Tammy Pippen, a professional staff member
and Director of the Charlotte-Mecklenburg Police
Department’s (CMPD) Human Resources Division,
told PERF:

One of the things we do all too frequently is
put police officers in positions that they’re not
qualified for. For instance, in crime scene, we
had someone who had a degree and certi-
fications that the sergeants did not have. I
remember the sergeant saying to me when we
were creating the job description, ‘She’s more
qualified for the position to be supervisor
than I am’ In another agency I worked for,
we had a major over budgeting and account-
ing who didn’t have an accounting degree,

or even a degree. I think since CMPD has
started putting qualified civilians in positions
that they have been professionally trained for
we have seen success and continuity. So that’s
why I think there hasn’t been pushback to
what we're doing now: You can't argue with

agency’s use of professional staff has “increased
dramatically”

Lower Costs

Professional staff in some positions, such as
those requiring technical expertise or advanced
degrees, may have higher salaries than sworn
staff. But research has found that “most civilian
positions are less expensive than sworn officers
in terms of salary, retirement, and benefits in the
long run*? For example, a 2023 staffing study
of the Milwaukee Police Department estimated
that sworn salaries are “upward of 50 percent
more” than the salaries of professional staff.*? A
report from the San Jose City Auditor on civil-
ianization possibilities in the police department
found that “The estimated annual cost difference

between having sworn personnel in the 88 posi-
tions we identified versus civilian staff is about

qualifications, education, and experience.

$5.1 million”** And according to Staft Inspector
Armil DeGuzman of the New York State Police,
the agency could hire Information Technology
Specialists at a starting salary of $61,270 to fix
computers in patrol cars, whereas a veteran state
trooper doing the same job “is probably making
over $100,000 before any type of overtime,” not
to mention the trooper’s costlier pension and
health care benefits and uniform and equipment

expenses.

Director Tammy

Pippen, Charlotte-
Mecklenburg (NC)
Police Department

41. PERF wrote about getting “the right people on the bus, in the right roles,” in its adaption of Jim Collins’ management classic, “Good
To Great: Why Some Companies Make the Leap and Others Don't” See ““Good to Great’ Policing: Application of Business Management
Principles in the Public Sector,” June 2007, https://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/good%20
t0%20great%20policing%20-%20application%200f%20business%20management%20principles%20in%20the%20public%20sector%20

2007.pdf.

42. Charlotte-Mecklenburg Police Department.

43. Deirdre Rockefeller-Ramsey, “The New Era of Law Enforcement: Civilianization,” Policel, October 2, 2023, https://www.policel.
com/police-recruiting/articles/the-new-era-of-law-enforcement-civilianization-jduO3jGF8Mnlsa3Q/.

44. City of San Jose, Office of the City Auditor, “Audit of Civilianization Opportunities in the San Jose Police Department,”

January 2010, https://www.sanjoseca.gov/Home/ShowDocument?id=33700.
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Reduced Overtime

As departments continue to experience staft-

ing shortages, they are increasingly relying on
overtime to fill the gaps in their ranks. The
Minneapolis Police Department has increased
their overtime payments from $5.2 million in
2019 to $21.1 million in 2023 — nearly a 300
percent increase.” Likewise, the Montgomery
County (MD) Police Department saw a 54 percent
increase in overtime hours from 2022 to 2023 to
make up for its 14 percent sworn vacancy rate.*

Even though it takes time to advertise posi-
tions and hire and onboard professional staff,
civilianization of certain sworn positions can
help reduce overtime spending. An audit of the
San Diego Police Department’s (SDPD) overtime
spending concluded that “overtime costs are
primarily due to staffing needs” and that “more
civilian positions could help reduce overtime
costs and improve response times”*” For example,
the audit found professional staff who hold the
position of Police Investigative Service Officer
(PISO) could have handled approximately 13 per-
cent of SDPD’s calls for service. However, because
“PISO positions currently represent only about

Staff Inspector Armil
DeGuzman, New York State
Police (FAR LEFT)

IT Specialist Mark Williams,
New York State Police (LEFT)

1.4 percent of SDPD’s budgeted sworn officer
staffing,” sworn officers are needed to respond to
some of those calls on overtime.*®

Role Stability

Sworn personnel frequently move between
assignments. They get promoted, injured, or
involuntarily transferred; they seek new roles and
experiences; and they retire. This routine turn-
over is a challenge for law enforcement agencies
because many sworn personnel lack the requisite
knowledge and skill to quickly meet perfor-
mance expectations in specialized assignments.
There is also a steep learning curve for officers
who take on assignments in units such as train-
ing, media relations, crime scene, audits, human
resources, finance, crime analysis, and informa-
tion technology.

Alternatively, agencies can hire professional
staff specifically for their education and experi-
ence in these roles and create career paths to
promote stability and longevity within their
areas of expertise. For example, a 2022 report by
researchers at the RAND Corporation and PERF
addressed the benefits of hiring professional

45.Jay Kolls, “Minneapolis police overtime climbs to $21 million in 2023”, KSTP-TV, March 2024, https://kstp.com/kstp-news/

top-news/minneapolis-police-overtime-climbs-to-21-million-in-2023/.

46. Courtney Cohn, “County police department facing highest vacancy rate of sworn officers in 10 years”, Moco360, March 2024,
https://moco360.media/2024/03/19/county-police-department-facing-highest-vacancy-rate-of-sworn-officers-in-10-years/.

47. City of San Diego, Office of the City Auditor, “Performance Audit of SDPD Overtime,” February 2024, https://www.sandiego.gov/
sites/default/files/2024-02/24-08_performance_audit_sdpd_ot.pdf. https://www.sandiego.gov/sites/default/files/2024-02/

24-08_performance_audit_sdpd_ot.pdf.
48. Ibid.
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staff with a background in media relations as law
enforcement public information officers:

The purpose of this shift to civilian employees
[is] to open the position to a larger pool of
individuals specifically trained in the talents
that are important for a PIO, including the
interpersonal skills necessary to regularly
interact with diverse groups, the organiza-
tional skills necessary to coordinate multiple
schedules and projects, the problem-solving
skills necessary to manage sensitive and
controversial topics, and the communica-
tion skills necessary to effectively write and
speak in public. ... Moreover, it may be more
straightforward to find civilians who are
willing and able to bring a long-term com-
mitment to the role than it would be to find
sworn officers. Sometimes it can also be more
effective for the public to see a nonsworn staff
member (e.g., an outsider from the commu-
nity’s perspective).*’

Simpler HR Process

Professional staff are recognized as being “easier
to hire, transfer, and even fire” than sworn person-
nel.” In the hiring stage, police officer applicants
are required to take civil service, physical fitness,
medical, drug, and psychological exams. These
tests are often waived or modified for prospective
professional staff, which makes for a faster and
less intrusive process. Likewise, the background
investigation process is often less demanding for
professional staff than for sworn personnel.

Former Baltimore Police Commissioner
Michael Harrison commented on this when
announcing the creation of Investigative Specialist

Former Baltimore
Police Commissioner
Michael Harrison

positions: “The new civilian investigator positions
... still require background investigations but allows
us to hire at a much faster pace””! The separation
process, if contested, is also typically less pro-
tracted for professional staff who do not have the
bargained rights that sworn personnel have gained
over many years of labor negotiations.

Greater Diversity of Personnel

Another benefit of civilianization is the oppor-
tunity to hire professional staff who more closely
reflect the population being served than is cur-
rently represented by sworn personnel. According
to Alexander Weiss Consulting, gaining access to
a diverse pool of professional talent “can support
progress towards diversity and inclusion goals
and potentially improve community relations™?
by building an organization that socioeconomi-
cally and demographically reflects the population
it serves. It stands to reason that the public will be
more inclined to confer legitimacy on an agency
that is comprised of sworn and professional staff
who possess a wide range of skills and experiences
and are working in partnership to deliver police
services than on an agency that is largely staffed by
sworn personnel.

49. Michael J. Vermeer, Jeremy D. Barnum, Siara I. Sitar, Dulani Woods, and Brian A. Jackson, “Amplifying the Speakers:
Identifying High-Priority Needs for Law Enforcement Public Information Officers,” 2022, Santa Monica, CA: RAND Corporation,

https://www.rand.org/pubs/research_reports/RRA108-15.html.

50. William R. King and Jeremy M. Wilson, “Integrating Civilian Staff Into Police Agencies,” COPS Office, 2014,
https://www.researchgate.net/publication/272480179_Integrating_Civilian_Staff_into_Police_Agencies.

51. Jessica Anderson, “Baltimore Police Look to Be Among First Law Enforcement Agencies to Hire Civilian Investigators,” April 17,
2022, The Washington Post, https://www.washingtonpost.com/local/baltimore-police-look-to-be-among-first-law-enforcement-
agencies-to-hire-civilian-investigators/2022/04/17/885b5{62-bd09-11ec-8c09-e73af7e12d67_story.html.

52. Alexander Weiss Consulting.
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Acting Chief
Paul Joseph, San Jose
(CA) Police Department

More Potential Hires to Fill Staffing Gaps

As noted throughout this report, many agencies are
turning to civilianization because they can't recruit
sufficient sworn personnel. “I don’t think this
recruitment and retention issue is going to change
anytime soon,” says Acting Chief Paul Joseph of the
San Jose Police Department (SJPD).

I think a lot of the things set in motion in
2020 — politically, legally, culturally — aren’t
going to change overnight. So, we have really
tried to rely on hiring more civilians, like
analysts in our Bureau of Investigations. The
reality is, we just don’t have enough cops, and
we can hire analysts easier and more cheaply
than we can hire police officers. And let’s face
it, there’s a lot of work that can be done that
doesn’t require you to be a police officer.

In San Jose, where a contentious pension battle
decimated the ranks of sworn personnel even
before COVID and calls for police reform took
center stage,” Acting Chief Joseph told PERF that
the move to civilianization was “born out of neces-
sity” He described a “brutal time, when morale was
horrific and staffing was atrocious. The department
went from a high of close to 1,400 police officers in
2010 down to about 850 in 2015. Every day, about a
third of the cops on patrol were there on overtime,
some of them willingly, some of them not willingly.
Specialized units were gutted.”

Even though the Police Officers’ Association
(POA) expressed reservations about the creation of
a Community Service Officer (CSO) program out
of fear it would supplant police officer positions,
the need to maintain public safety and provide
basic police services compelled the department to
hire professional staft to assume duties previously
performed by sworn personnel. And in recent years,
according to Acting Chief Joseph:

The POA has been far more agreeable to us
hiring civilians, ... as long as it does not come
at the expense of sworn staffing. Because
CSOs do not count toward meeting minimum
staffing numbers for police officers on the
street, they have been used to free the police
officers up to do things that only a police
officer can do.

Reduced Training Time

Another benefit of civilianization is the reduced
time it usually takes to train professional staff as
compared to sworn officers. In “Transforming
Police Recruit Training: 40 Guiding Principles,’
PERF reported the average police academy in the
United States is 20 weeks.* By comparison, profes-
sional staft are typically hired with much of the
requisite education, skills, and experience to begin
working independently or as part of a team within
a week or two of their start date and after a compre-
hensive orientation.

Challenges of Civilianization

Despite their best intentions, agencies often fail to
meet the goals and objectives of civilianization. The
New York City Police Department (NYPD), for
example, has developed several civilianization plans
in the past 25 years, but independent audits have
found they did not meet their desired outcomes. A
2002 New York City Comptroller’s Office “Follow-
up Audit Report on the Opportunities for Savings

53. Rick Lyman and Mary Williams Walsh, “Struggling, San Jose Tests A Way to Cut Benefits,” New York Times, September 23, 2013,
https://www.nytimes.com/2013/09/24/us/struggling-san-jose-tests-a-way-to-cut-benefits.html.

54. Police Executive Research Forum, “Transforming Police Recruit Training: 40 Guiding Principles,” November 2022,

https://www.policeforum.org/assets/TransformingRecruitTraining.pdf.

Police Executive Research Forum

Benefits and Challenges of Civilianization — 23


https://www.nytimes.com/2013/09/24/us/struggling-san-jose-tests-a-way-to-cut-benefits.html
https://www.policeforum.org/assets/TransformingRecruitTraining.pdf

in Administrative Units through Civilianization in
the New York City Police Department” “determined
that the City lost $24.4 million® in annual potential
cost savings because the NYPD did not civilianize
positions in administrative units”* Two decades
later, another Comptroller’s Office audit stated, “the
agency was unable to substantiate its reported civil-
ianization of 415 positions ... 21 months past the
target date,” and between 2019 and 2021 the depart-
ment had not civilianized any of the 368 additional
positions it had identified for conversion from
sworn to professional staft.””

The NYPD is not alone in laboring to meet
civilianization goals. There are numerous reasons
why agencies struggle to implement civilianization
plans. These include organizational culture, budget
pressures, union resistance, low retention of profes-
sional staff, and concerns of external stakeholders.
This section of the report explores these challenges.

Organizational Culture

According to a 2021 study of civilianization in the
Philadelphia Police Department, “Retention is often
lower among civilian employees, with concerns
about career growth and hostile organizational
culture cited as primary reasons for leaving the
organization.”*® Powerful cultural forces in policing
have long influenced the degree to which profes-
sional staff can be integrated into a law enforcement
agency. Over 20 years ago, the Citizens Budget
Commission in New York pointed out that “efforts
at civilianization often have failed” because “police
leaders want to keep a substantial number of assign-
ments with limited risk available to officers as a
type of reward or as a temporary assignment when
an officer is under unusual stress or disciplinary

review.”>

To this day, civilianization is viewed negatively
in some agencies. As Sean McGillis, Executive
Director at the Royal Canadian Mounted Police
(RCMP), stated:

“There will always be cultural issues to over-
come when making changes to how we have
traditionally gone about our business. And
while our sworn members may see a civilian
doing something that only a police officer
used to do and view it as potentially taking
jobs and opportunities away from [sworn]
members, integrating specialized professional
staft is one effort designed to help ensure

we have all the skill sets that we need — the
right people in the right places at the right
time doing the right things. To be world class
means being agile and responsive to the needs
of today, as well as the needs of tomorrow.”

This agility is reflected in the RCMP’s creation
of the Civilian Criminal Investigator (CCI) position.

Budget Pressures

Budget cuts are one reason the benefits of civilian-
ization have not always been realized. PERF and
Justex System, Inc. wrote about this in their 2014
study of the Houston Police Department’s (HPD)
operational staffing:

When a police department must cut its
budget, sworn officers often are considered
more ‘essential, so civilians are usually the
first employee[s] to be laid off. Elected ofhi-
cials and the public often say that their top
priority is to avoid reducing the number of
officers on the street, in order to maintain a
level of public safety. However, when civilians
are cut from essential positions in the police

55. Although $24.4 million represents a small percentage of the NYPD’s total budget, the cost savings could have been useful to the

agency in other ways.

56. Office of the Comptroller, City of New York, “Audit Report on the New York City Police Department’s Civilianization Efforts,”
January 19, 2022, https://comptroller.nyc.gov/wp-content/uploads/documents/MG20_117A.pdf.

57. Ibid.

58. Declan Sullivan & Alaynah Tombridge, “Civilianization in the Philadelphia Police Department,” August 2021, Fels Institute of
Government, https://www.documentcloud.org/documents/23118177-civilianization-in-the-ppd.

59. Citizens Budget Commission, “Preserving Police Services In Tough Fiscal Times: A Report of the Citizens Budget Commission,”
December 2022, https://cbcny.org/sites/default/files/report_policeservices_12042002.pdf.
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Executive Assistant Chief
Chandra Hatcher, Houston
Police Department (FAR LEFT)

Sacramento Police Chief
Kathy Lester (LEFT)

Chief of Staff Heather Hough,
Milwaukee Police Department
(RIGHT)

department, those positions usually end up
being “backfilled” with sworn officers. Thus,
the outcome of cutting civilian personnel in

non-discretionary positions is the same: fewer
officers on the street.

This challenge remains for the HPD. In her
interview with PERF, Executive Assistant Chief
Chandra Hatcher said the ebb and flow of municipal
budgets can adversely affect the long-term stability
of professional staff positions. In 2011, the depart-
ment laid off approximately 154 professional staft as
part of citywide budget cuts, forcing the department
to backfill their positions and duties with sworn
personnel. “Officers took on more responsibilities,”
Hatcher said. “And over time, we found ourselves in
positions where we needed to find creative ways to
transition officers back to those core competencies
that only police officers can fill.” By the end of fiscal
year 2017, Hatcher reported HPD had increased its
professional staff from 1,168 to 1,235; then, due to
another round of budget cuts, professional staffing
plummeted again, most recently to 846 employees
— a 32 percent reduction.

Cutting professional staff is contrary to what
many police executives said they would do during

a budget crisis. Looking back to 2009 when cities
were grappling with the Great Recession, 43 percent
of police executives surveyed at the time planned to
rely on less-costly civilian employees, rather than
sworn officers, in the face of budget shortages. In
practice, however, civilian employees are the first to
be terminated in the face of budget cuts.®!

Sacramento Police Chief Kathy Lester said her
department “held on as long as [it] could during
the recession. But we had to cut a ton of our pro-
fessional staff because we needed utility players,
[which meant] we had to put cops in positions that
typically would have been filled by professional
staff”

Sometimes the need to maintain sworn staff-
ing levels can be an impediment to civilianization.
In Wisconsin, the state legislature passed Act 12 in
2023, requiring the Milwaukee Police Department
(MPD) to increase its sworn staffing by several hun-
dred officers within 10 years.®* Failure to increase
the number of officers to at least 1,725 will result
in Milwaukee losing 15 percent of its shared state
revenue.® In her interview with PERF, MPD Chief
of Staftf Heather Hough said this sworn staffing
mandate has caused the city’s 15-member Common

60. PERF and Justex System, Inc., “Houston Police Department: Operational Staffing Model,” May 2014, https://www.houstontx.gov/

council/committees/pshs/20140602/workdemand.pdf.

61. Police Executive Research Forum, “Violent Crime and the Economic Crisis: Police Chiefs Face a New Challenge,” 2009,
https://www.policeforum.org/assets/docs/Critical_Issues_Series/violent%20crime%20and%20the%20 economic%20crisis%20part%20

ii%202009.pdf.

62. Wisconsin State Legislature, “2023 Wisconsin Act 12, June 21, 2023, https://docs.legis.wisconsin.gov/2023/related/acts/12.
63. Alison Dirr, “The Act 12 Local Government Funding Law Is Shaping Milwaukee’s 2024 budget. Here’s How;” Milwaukee Journal
Sentinel, October 2, 2023, https://www.jsonline.com/story/news/politics/2023/10/02/act-12-local-government-funding-law-is-

shaping-milwaukees-2024-budget/70994641007/.
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Council to question the need for additional profes-
sional staff positions.

Union Resistance

Union opposition is another challenge to civilian-
ization in many agencies. Associate Chief of Staff
Blake Norton told PERF that the Philadelphia Police
Department (PPD) relies heavily on sworn person-
nel to perform almost all its duties:

The culture is very focused on sworn profes-
sionals, and our union has historically resisted
civilianization. ... In our last arbitration in
August 2022, we were granted a few positions
in selected specialized units for civilianiza-
tion. These positions were predicated on not
replacing officers. ... Adding civilians to CBA%
specialized units has to be done through natu-
ral attrition or transfer.

Norton added, “Even in units where sworn and
civilian staff work alongside each other, the culture
is so divided that often our sworn personnel believe
their civilian counterparts cannot do the same tasks
or functions”

In the San Jose Police Department, Acting
Chief Paul Joseph said the Police Officers’ Associa-
tion did not support the effort to hire Community
Service Officers (CSOs): “The sworn staff saw it
as supplanting police officers. And the officers

themselves argued more cops were needed rather
than CSOs.” Resistance among rank-and-file
personnel to fully implement a civilianization plan
is even reflected in the Memorandum of Agree-
ment between the City of San Jose and the San Jose
Police Officers’ Association” (POA), which limits to
five the number of positions the city may civilian-
ize in the SJPD:

Any discussion regarding the civilianiza-
tion of positions in patrol, investigations or
Internal Affairs will occur separately as part
of the Police Reform discussions, ... [and]
any contracting out and/or further civilian-
ization of positions represented by the POA
during the term of this Agreement would be
subject to the meet and confer process.®®

Agencies can potentially reduce internal
opposition to civilianization if they avoid sum-
marily removing police officers from their current
positions to replace them with professional staff.
A gradual approach, where professional staft
replace sworn personnel as they retire, promote, or
transfer to other assignments, is likely to miti-
gate resistance to civilianization. For example,
according to Business Services Manager Kellie
High-Foster of the Charlotte-Mecklenburg Police
Department, “We didn’t receive any pushback
because we have never taken an active sworn per-
son and removed them from a position to where it

Associate Chief of Staff Blake Norton, Philadelphia
Police Department (FAR LEFT)

Business Services Manager Kellie High-Foster,
Charlotte-Mecklenburg (NC) Police Department (LEFT)

64. Collective Bargaining Agreement.

65. City of San Jose, “Memorandum of Agreement between the City of San Jose and San Jose Police Officers’ Association,” July 1, 2022,
https://www.sanjoseca.gov/home/showpublisheddocument/32017/637744762471000000.
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Chief Adam Palmer,
Vancouver Police
Department

would create any friction. And because we had so
many vacancies, adding civilians ... benefited them
because it lessened their workload.”

Another recommendation for reducing union
resistance is to develop a policy for the creation of
professional staff positions. Chief Adam Palmer of
the Vancouver Police Department (VPD) stated
a guiding policy is essential when dealing with
unions, city councils, city managers, and police
commissions, and has proven its worth in growing
VPD’s professional staff from roughly 16 percent in
2006 to approximately 30 percent today.*”

Most importantly, according to Palmer, a policy
should establish a decision-making matrix to help
an agency determine whether a professional staft
member could perform the duties and responsibili-
ties of a specific position. Considerations include
whether the position requires law enforcement
duties (e.g., arrest powers or the need to carry a fire-
arm) or the skills, training, experience, or credibility
of a sworn officer. “What we found,” Palmer said,

“is we actually don’t need a cop in many positions
where we historically thought it was necessary. As

a result, we now have professional staff in public
affairs, human resources, training, emergency man-
agement, and a variety of specialized investigative
areas.”®®

Concerns of External Stakeholders

Concerns about civilianizing sworn positions are
not limited to the employees of police departments
and sheriffs’ offices. In Greensboro (NC), for exam-
ple, Chief John Thompson reported prosecutors and
elected officials expressed misgivings about fill-

ing two sworn positions with professional staff. “A
couple of the district attorneys wanted to talk about
how much they valued a sworn officer in the role of
court liaison,” Chief Thompson said. A city council
member contacted Chief Thompson to discuss her
concerns that civilianizing the role of taxi inspector
could adversely affect the department’s relationship
with the immigrant community, which she charac-
terized as very positive due to how effectively the
assigned police officer worked with the taxi drivers,
many of whom were from other countries.

Chief Thompson listened carefully to their con-
cerns but was candid about what is possible during
the staffing crisis. “I can’t afford to have somebody
out here who’s carrying a badge and a gun, and their
only responsibilities are taxi inspections and court
logistics. I don’t have that luxury right now;” he told
them.

66. Vancouver Police Department, “Civilianization in the Vancouver Police Department,” March 13, 2006, https://council.vancouver.ca/

documents/rrlonfile4.pdf.

67. Adam Palmer, PERF Annual Meeting, May 30, 2024, Orlando, Florida.

68. Ibid.
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The Importance of Municipal Government Support
for Civilianization

Civilianization goes much more smoothly when the mayor or county executive, governing council,
and public are supportive of the process. In some jurisdictions, such as Greensboro, NC, support for
civilianization has been overwhelmingly positive. “The mayor is extremely supportive, our council is
supportive, and there hasnt been any internal pushback either,” said Chief John Thompson.

Some communities have found that adding professional staff is more politically palatable than
adding more police officers. Sacramento Deputy Chief Greg Halstead noted, “Our city council is
more likely to add professional staff positions than they are to add more cops. It's the path of least
resistance.”

The Salt Lake City Police Department has had a similar experience, according to Chief
Mike Brown. “They are our employees, and we couldn’t have had more support from the city
administration, the mayor, and the city council,” he said. “And based on our success with
professional staff, they’re willing to fund more and more positions. | really see this as being kind
of a model of the future as to how we do policing in our community.”
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Commonly Civilianized Positions

In the earliest days of civilianization, police
agencies used professional staff to perform cleri-
cal duties, record keeping, and dispatch.® They
continue to perform those duties today but have
expanded their roles to include crime scene and
forensic lab technicians, crime and intelligence
analysts, attorneys, planning and research special-
ists, accountants, and administrators.” Today,
professional staft can be found in positions that
have historically not been considered for non-sworn
personnel, including executive command, training,
performance auditing, internal affairs, and criminal
investigations.

This section of the report identifies some of
these positions and describes how various agencies
are using them as part of their civilianization efforts.
Appendix B contains sample descriptions of some
of the most civilianized positions in today’s law
enforcement agencies.

Appendix B: Position Descriptions
« Background Investigator -
San Francisco Police Department

« Background Investigator —
San Jose Police Department

o Civilian Criminal Investigator -
Royal Canadian Mounted Police

Civilian Traffic Investigator —
Greensboro (NC) Police Department

Community Engagement Liaison -
Orange County (FL) Sheriff’s Office

Community Response Specialist —
Salt Lake City Police Department

Community Service Officer —
San Jose Police Department

Crime Analyst -
Memphis Police Department

Crime Prevention Coordinator -
Seattle Police Department

Crime Scene Investigation Lead Specialist -
New Orleans Police Department

Field Service Officer -
Orange County (FL) Sheriff’s Office

Information Technology Specialist —
New York State Police

Investigative Specialist/Public Integrity Bureau -
Baltimore Police Department

Law Enforcement Analyst —
Philadelphia Police Department

Police Civilian Investigator —
Phoenix Police Department

69. William R. King and Jeremy M. Wilson, “Integrating Civilian Staff Into Police Agencies,” COPS Office, December 2014,
https://portal.cops.usdoj.gov/resourcecenter/content.ashx/cops-p290-pub.pdf.

70. Brian Forst, “The Privatization and Civilianization of Policing,” January 1, 2000, https://nij.ojp.gov/library/publications/

privatization-and-civilianization-policing.
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« Police Forensic Analyst -
New Orleans Police Department

« Police Information Specialist -
Salt Lake City Police Department

o Police Media Relations Specialist —
Mesa Police Department

« Police Service Aide -
Albuquerque Police Department

« Professional Staff Investigator —
Tucson Police Department

« Quality Assurance Auditor -
Albuquerque Police Department

 Research and Policy Analyst -
Chicago Police Department

o Training Officer -
Chicago Police Department

Community Service Officers

Community Service Officer (CSO) — some-
times called Field Service Officer, Community
Response Specialist, or another similar name

— is one of the most common and visible
professional staff positions. Although CSOs do
not have law enforcement powers, they typically
wear a modified police uniform and perform
tasks that bring them into direct contact with
the public. Depending on how agencies choose
to use them, CSOs have tremendous potential
to dramatically reduce the time sworn person-
nel spend on calls for service, thereby increasing
the amount of time officers can engage in proac-
tive enforcement, interact with the community,
and solve crime.

In the San Jose

spending a ton of overtime,” according to Acting
Chief Paul Joseph.

In the Orange County (FL) Sheriff’s Office,
Field Service Officers (FSOs) take non-emergency
calls such as burglary reports, animal cruelty
complaints, and some of the lower-level property
crimes that don’t involve a suspect. “Soon,” says
Undersheriff Mark Canty, “they’re also going to be
tasked with doing traffic crash investigations. That
means the unit will grow much larger than the
current 22 FSOs and their supervisors.”

In the Sacramento Police Department,
“Community Service Officers handle calls like
minor traffic accidents, second degree burglaries,
and missing persons that aren't at risk,” accord-
ing to Deputy Chief Greg Halstead. “We've had
that position for a long, long time — since I got
hired. We laid all of them off in 2011, and we
started bringing them back a few years ago. The
goal was to bring them in as a part of our police
officer pipeline — to get people who didn’t meet
our education requirement or weren't old enough
to be a police officer yet but wanted to be in the
field”

Undersheriff Mark
Canty, Orange County
(FL) Sheriff's Office
(RIGHT)

San Jose Police
Department
Community Service
Officer (BELOW)

Police Depar.tr.nent, .._. c o M M u N ’TY

the CSO position was

of police officers. “We

born 9ut of a shortage : & ‘ s ER VICE--'

had to do it to meet
minimum staffing
on the street every
day in patrol without
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interview with National Public Radio (NPR), Oak-

Civilian Investigators
land Police Department Deputy Chief Drennon

Due to sworn staffing shortages, agencies often Lindsey said “the veterans among her 16 [homicide]
assign detectives large caseloads, which can make it detectives are often handling two dozen or more
difficult for them to investigate all incidents thor- cases at a time””

oughly and according to best practices. In homicide « ) )
Fortunately, because “detectives continue to

spend an inordinate portion of their time on clerical
and administrative duties,””* there is an opportunity
for professional investigators to take on these non-
enforcement tasks. These professional investigators
can perform a wide variety of tasks, as illustrated by
the duties assigned to Police Civilian Investigators
in the Phoenix Police Department (see Table 4, also
Appendix B).”

investigations, the ideal situation is to assign a detec-
tive as the lead investigator for three homicides per
year.”! Caseloads beyond this, according to PERF’s
2018 report “Promising Strategies for Strengthening
Homicide Investigations,” “can be associated with a
decline in individual clearance rates, as detectives
find it difficult to thoroughly investigate, document,

and follow up on open cases.””?

It’s not surprising, then, why some cities are
struggling to clear murders. In an April 2023

Table 4: Police Civilian Investigator Duties — Phoenix Police Department

e Writes incident reports. * Reviews reports on impounded evidence for the
purpose of property purges, crime analysis, and

e Conducts follow-up phone calls, emails, and
pended lab results.

in-person contacts with members of the public,
law enforcement, and various investigative * Updates the Records Management System and
partners. performs systems queries.

¢ Collects data or information from various sources. ® Impounds property or evidence.

e Uses automated systems to research criminal e Creates, updates, or maintains spreadsheets,
histories and conduct background checks. timelines, or other digital records of large scale or
e Interviews victims, witnesses, parents/caregivers, high-profile investigations.
and suspects. e Attends court hearings and testifies, as needed.
e Assists with writing and reviewing subpoenas, e Trains new civilian investigators.
court orders, and search warrants. e Attends training classes in police methods,
e Creates investigative support material such as investigative trends, and subjects related to the
photographic line-ups, crime bulletins, and flyers.  area of assignment.

¢ Drives unmarked police vehicles.

71. David L. Carter, “Homicide Process Mapping: Best Practices for Increasing Homicide Clearances,” September 2013, Washington,
DC: Bureau of Justice Assistance, Accessed March 15, 2024, DOI:10.13140/RG.2.1.4844.0809.

72. Police Executive Research Forum, “Promising Strategies for Strengthening Homicide Investigations: Findings and
Recommendations from the Bureau of Justice Assistance’s Homicide Investigations Enhancement Training and Technical Assistance
Project,” October 2018, https://bja.ojp.gov/sites/g/files/xyckuh186/files/Publications/promising-strategies-for-strengthening-homicide-
investigations.pdf.

73. Eric Westervelt, “More People Are Getting Away With Murder. Unsolved Killings Reach A Record High,” April 30, 2023,
https://www.npr.org/2023/04/29/1172775448/people-murder-unsolved-killings-record-high.

74. John Liederbach, Eric J. Fritsch, and Charissa L. Womack, “Detective workload and opportunities for increased

productivity in criminal investigations,” February 2011, Police Practice and Research: An International Journal, 12:1, 50-65, DOL:
10.1080/15614263.2010.497379.

75. City of Phoenix, ’Employment Opportunity: Police Civilian Investigator,” Accessed March 15, 2024, https://www.phoenix.gov/
hrsite/jobdesc/62560.pdf.
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r

Lisa Gutierrez, Police Civilian Investigator — Phoenix Police
Department, Family Investigations Bureau

Analysts

Skilled analysts are more essential than ever as
law enforcement agencies increasingly rely on
technology to help make decisions, solve crimes,
deliver services, and provide transparency. These
technologies range from abstract concepts such
as predictive policing, intelligence-led policing,
and artificial intelligence to concrete applications
such as body-worn cameras, social media, gun-
shot detection systems, closed-circuit television,
and crime mapping. The analysts who develop
and implement these systems must possess a wide
range of expertise and skills. While there are cer-
tainly some police officers who may possess these
abilities, they are more typically found in skilled
professionals who come from outside policing.

Salt Lake City Police Chief Mike Brown talked
about the added value of having “a full-blown data
scientist” on staff. “Ours has done a fantastic job of
helping us become a smarter and a more transpar-
ent Police Department. She can take our data and
convert it into real-time dashboards so that we can
see exactly what were trying to accomplish and
where we need to put more staffing. She has helped
us to be more transparent. A lot of these dash-
boards are things that people in our community
can see.”

As an example of the position’s require-
ments, the Philadelphia Police Department (PPD)

requires its Law Enforcement Analysts to know the
following:”®

o Standard sources and uses of information in law
enforcement;

« Qualitative and quantitative analysis techniques;
« Principles and practices of statistical analysis;

o Law enforcement and statistical research
methodology for the research assignment;

« Principles, methods and techniques for research,
analysis, and data collection;

« Computer based systems used for data gathering,
organization, and analysis;

« 'The principles and practices of utilizing comput-
ers for management reporting and analysis;

« Information system resources needed to design
computerized data entry;

 Query languages, report writers, interactive data-
base programs, spreadsheets and/or application
generators or other software related to intelli-
gence analysis; and

» Database management, geospatial software, and
other software packages to manage data and
produce tables, maps, and graphic displays if
required by assignment.

The PPD position further requires a bachelor’s
degree in a closely related field and “two years
of experience performing criminal investigative
research or information management analysis work
for a law enforcement agency, intelligence agency,
government or non-profit organization, research

institution, or private sector consulting firm.”’

Few sworn personnel possess these highly
specialized skills, and recruiting professional staft
with the required skills can be a challenge for law
enforcement agencies. Because of this, attracting
qualified talent often requires reclassifying posi-
tions to allow for higher salaries. Acting Chief
Paul Joseph of the San Jose Police Department has
experienced this: “We’re trying to develop a fusion

76. Philadelphia Police Department, “Law Enforcement Analyst,” Accessed March 18, 2024, https://www.phila.gov/departments/office-

of-human-resources/job-specs/6C26.htm.
77. Ibid.
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center, so we've got some civilians who have a pretty
unique skill set. ... They can make good money with
their skills in Silicon Valley, somewhere outside of
the Police Department, so we needed to get them
into a job classification that paid enough to make it
worth their while”

Auditors

The Los Angeles Police Department (LAPD) has
one of the nation’s premier law enforcement audit-
ing units. Established in April 2001 to comply with
the requirements of a federal consent decree, what
began as a small unit with only a handful of sworn
and civilian personnel is now “staffed by over 30
sworn and civilian auditing professionals, includ-
ing Certified Public Accountants, Certified Fraud
Examiners, Certified Government Auditing Profes-
sionals, and Certified Internal Auditors.””® Since
2004, the LAPD Audit Division has also admin-
istered “the nation’s first Basic Law Enforcement
Performance Auditing Course, which teaches law
enforcement professionals and auditors the funda-
mentals of auditing police functions””

In 2024, according to its Annual Audit Plan, the
LAPD is scheduled to perform the following audits:
California Public Records Act, Juvenile Detention
Procedures, Gang and Narcotics Division Qualifica-
tion/Selection, Custody Services Division, Bomb
Squad Unit, Property/Evidence Room, and Assem-
bly Bill 481 (Military Equipment Use Policy).*

Agencies such as the New Orleans (NOPD)
and Albuquerque (APD) police departments have
adopted many of the policies and practices of the
LAPD Audit Division. In 2023, the NOPD’s Audit
and Review Unit — staffed by nine auditors and

one supervisor® — published the following reports,
among others, on the department’s website:*?

« Insight 320 (Early Warning System)
o Use of Force

o Child Abuse

« Custodial Interrogations

« Photographic Lineups

» Controlled Electrical Weapon (CEW)
o Domestic Violence (Patrol)

o Sex Crimes

o Crisis Intervention Team

o Performance Evaluation

+ Academy In-Service

o Domestic Violence Unit

o Stops, Searches, and Arrests and Procedural
Justice

o Search Warrant
« Limited English Proficiency
e Recruitment

o Supervision

The purpose of these audit and review reports
is to “provide essential accountability and transpar-
ency to the Department and provide management
with objective information to inform decision-
making and to help improve the Department.”*

When Cara Garcia, Deputy Director of Com-
pliance and Oversight, joined the Albuquerque
Police Department (APD) in 2015, one lieutenant
and two detectives staffed the Audit Unit. Since

78. Los Angeles Police Department, “Audit Division,” Accessed March 18, 2024, https://www.lapdonline.org/office-of-the-chief-of-

police/constitutional-policing/audit-division/.
79. Ibid.

80. Michel Moore, “2024 Department Annual Audit Plan and Charter,” November 28, 2023, https://lapdonlinestrgeacc.blob.core.
usgovcloudapi.net/lapdonlinemedia/Department-Annual- Audit-Plan-and-Charter-for-2024-Calendar- Year.pdf.

81. The NOPD also employs five “Innovation Managers,” whom Deputy Superintendent Nicholas Gernon describes as “people who
work to come up with system improvements. They also create new audit protocols to measure emerging areas of concern for our
auditors. . . . This allows our audits to respond to changing conditions in the department and community.”

82. New Orleans Police Department, “NOPD Consent Decree;” Accessed March 18, 2024, https://nola.gov/nopd/nopd-consent-decree/.

83. New Orleans Police Department, “Operations Manual Chapter 11.4.1: Audits and Reviews,” July 10, 2016, https://nola.gov/
getattachment/NOPD/NOPD-Consent-Decree/Chapter-11-4-1-Audit-and-Reviews.pdf/.
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https://nola.gov/nola/media/NOPD/Consent%20Decree/Custodial-Interrogations-Audit-Report-Mar-2023.pdf
https://nola.gov/nola/media/NOPD/Consent%20Decree/NOPD%20Audits/Photographic-Line-ups-Audit-Report-April-2023.pdf
https://nola.gov/nola/media/NOPD/Consent%20Decree/NOPD%20Audits/Controlled-Electrical-Weapon-(CEW)-Audit-Report-May-2023.pdf
https://nola.gov/nola/media/NOPD/Consent%20Decree/NOPD%20Audits/DV-Patrol-Report-May-2023-Public.pdf
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then, the department has expanded the unit to 13
professional auditors and civilian managers.

With most police agencies having imple-
mented body-worn camera (BWC) programs, it
is becoming more common to hire professional
auditors to manage the evidence.®* Auditors are
commonly tasked with reviewing BWC video as
part of use of force and misconduct investigations
and conducting random audits of BWC video for
compliance with agency policy.*” Beyond BWC
audits, performance assessments and policy audits
may include inquiries of officers’ overtime usage,
charging documents (i.e., statements of prob-
able cause), vehicle stops, and transportation and
searches of persons in police custody.

Forensics Personnel

Another area where agencies have increasingly
transitioned from sworn personnel to profes-
sional staft is the crime laboratory. The Milwaukee
Police Department, for example, has developed a
comprehensive plan to fully civilianize its Foren-
sics Division by 2024. This plan includes adding
professional staff positions for evidence collection
forensic investigators, latent print examiners, and
laboratory forensic investigators. Additionally,
professional staff supervisors and managers will
replace sergeant, lieutenant, and captain positions
in the unit.®

The Orange County (FL) Sherift’s Office has
already taken similar action. Historically, the
agency appointed lieutenants to lead its forensics
unit. However, when the agency built the Orange
County Crime Lab, Undersherift Mark Canty said
it recognized the need to put someone in charge
“who really understands the world of forensics.”®’
So the agency appointed Stephanie Callian, a
career forensic scientist. Similarly, Salt Lake City
Police Chief Mike Brown recognized the value
of bringing stability to the position and named

Salt Lake City Police Department Civilian Evidence
Technician (ABOVE)

Baltimore Police Forensics Personnel (BELOW)

84. Police Executive Research Forum, “Body-Worn Cameras A Decade Later: What We Know;” December 2023,

https://www.policeforum.org/assets/BWCdecadelater.pdf.
85. Ibid.

86. Interview with Milwaukee Police Department Chief of Staff Heather Hough on November 13, 2023.
87. Interview with Orange County (FL) Undersheriff Mark Canty on November 15, 2023.
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Derek Mears as the Crime Lab/Evidence Unit
Director. “He is a fantastic individual who has
been doing forensic science work for 16 years,”
Brown said. “He’s an expert in what he does, not
only in criminal forensics but also in property
management. When you get someone like him,
you don't lose institutional knowledge by transfer-

ring in sworn personnel.”*

Trainers

In November 2022, PERF published a report rec-
ommending police academies adopt 40 guiding
principles to “Transform Police Recruit Train-
ing” Two of these principles focus specifically on
the need to upgrade the quality of instructors:

1) “Academies should diversify their leadership
teams and include more people with a back-
ground in adult education and learning,” and

2) “Academies should hire professional educators
to teach classes in areas that do not require spe-
cific law enforcement experience”®

With these goals in mind, the Los Angeles, New
Orleans, Portland, and Baltimore police depart-
ments, among others, have hired academic directors
in recent years for their expertise in developing and
integrating instructional content across subjects and
delivering it in a way that is engaging, interactive,
relevant, and adult learning centered.”® However, in
2018, professional staft comprised only 11 per-
cent of full-time academy instructors nationwide,
according to the Bureau of Justice Statistics.”" Hiring
more professional educators would relieve the strain
on sworn personnel to meet agencies” ongoing
training requirements, provide stability to a unit
that experiences frequent turnover in sworn person-
nel, and improve the quality of course curricula and
classroom instruction.

In recognition of its increased training require-
ments while under a consent decree, the Chicago
Police Department has committed to hiring 100
additional civilian trainers, including retired law
enforcement personnel to teach tactics, attorneys
to teach the law, and behavioral health profession-
als to teach crisis response. According to fiscal
projections, hiring professional staff for these roles
rather than assigning sworn personnel will save the
department approximately $3.6 million by 2025.%

88. Interview with Salt Lake City Police Chief Mike Brown on December 1, 2023.
89. Police Executive Research Forum, “Transforming Police Recruit Training: 40 Guiding Principles,” November 2022,

https://www.policeforum.org/assets/TransformingRecruitTraining.pdf.

90. Ben Steiner, Rehanna Kerridge, and Rebecca Rodriguez, “Improving the Quality of Training Through Targeted Instructor
Development: A Replicable Training Model from the Portland Police Bureau,” Standards and Training Director Magazine, March 2024,

2024March.pdf (iadlestmagazine.org).

91. See U.S. Department of Justice, Bureau of Justice Statistics. “State and Local Law Enforcement Training Academies, 2018 - Statistical
Tables”” July 2021. https://bjs.ojp.gov/sites/g/files/xyckuh236/files/media/document/slletal8st.pdf.

92. Interview with Deputy Director Ryan Fitzsimons, Chicago Police Department, January 22, 2024.
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Preparing for Civilianization

The civilianization process creates challenges
not only for the professional staff being hired, but
also for the sworn personnel they may be replac-
ing and for the overall culture and operation of the
organization. As police agencies look to civilianize
more positions, they need to be intentional and
strategic in how they go about integrating profes-
sional staft into their organizations.

Focusing on the Needs
of Sworn Personnel

One of the often-overlooked challenges of civil-
ianization is preparing the sworn personnel who
are being reassigned to new positions or who will
be working alongside professional staff for the first
time. Managing this process in a thoughtful and
prudent manner can help employees transition to
their new roles and minimize hard feelings and
resistance to change.

Houston Executive Assistant Police Chief
Chandra Hatcher explained how sworn personnel
who have been in administrative roles for several
years can experience growing pains when returning
to operational assignments: “With some officers,
because they have gotten into their comfort zone,
there are concerns about going back to patrol. There
may be some retraining or refresher that needs to
take place. [For example], they may have to ride
with someone to get re-acclimated to new technol-
ogy they haven't used on a regular basis.”

36 — Preparing for Civilianization

Deputy Commissioner Brian Nadeau talked
about how the Baltimore Police Department mes-
saged the civilianization process to Internal Affairs
investigators, assuring them they would not lose
their positions: “I told everyone, nobody who cur-
rently works here is going to be transferred out. Are
we going to take in civilians? Yes, we're going to see
how it goes. Will some sworn personnel that [trans-
fer or promote from] here not have their positions
refilled? Yes. But at the end of the day, nobody was
getting removed, and we weren’t looking to com-
pletely make internal affairs a civilian shop.”

Integration of Professional Staff

Ensuring professional staff feel as valued and
invested in as sworn personnel is essential to
optimizing their performance. There are several
indicators of how fully integrated professional staft
are in an agency: The ratio of professional staff to
sworn personnel, the number of formal leadership
positions professional staff hold, and the frequency
and quality of communication and collaboration
between sworn and professional staff.

Beyond these quantitative metrics, agencies
need to ensure that their professional staff receive
adequate orientation to the organization, access to
ongoing training opportunities, appropriate tech-
nology, strong supervision, and regular recognition
through commendations and awards. These types
of opportunities, often more so than pay or benefits,
determine whether employees are satisfied with
their jobs and are willing to remain in them.

Police Executive Research Forum



Professional Staff in Leadership Positions

One indicator of the degree to which professional
staff are integrated in an agency is the number of
formal leadership positions professional staff hold.
In many agencies, sworn personnel continue to
occupy most or all of the positions in command and
middle management, including in bureaus or divi-
sions that have large numbers of professional staff.

Some agencies, however, are taking a differ-
ent approach. In the Baltimore Police Department
(BPD), former Police Commissioner Michael
Harrison appointed civilians to serve as Deputy
Commissioner of Compliance and Deputy Com-
missioner of Administration, serving alongside
two sworn deputy commissioners (for Operations
and Public Integrity).”* At the division chief level,
the BPD has professional staff overseeing finance,
information technology, and forensic and evidence
services.” In the Seattle Police Department, half of
former Chief Adrian Diaz’s 12-member command
staff was comprised of professional staff: Chief of
Staft, Chief Operating Officer, Executive Director
of Human Resources, General Counsel and Execu-
tive Director of Analytics and Research, Executive
Director of Budget and Finance, and Executive
Director of Administration.”

Having professional staff members in leader-
ship positions serves two important purposes.
First, it demonstrates that an agency is committed
to having a knowledgeable and diverse leadership
team. Second, it sends the signal to professional staff
members at all levels that the organization values its
civilian staff and that there are career opportunities
for professional staff to move up.

Frequency and Quality
of Communication and Collaboration

Another important indicator that agencies value
their professional staff is the frequency and quality of
communication and collaboration between profes-
sional staff and sworn personnel. Evidence of these
qualities can be found in a variety of situations: com-
manders consulting with professional staff in media
relations before making a public statement about a
critical incident; detectives conferring with profes-
sional crime analysts to help break a robbery pattern;
commanders assembling an ad hoc committee of
professional staft to develop a recruitment strategy
for civilianization; and executives convening profes-
sional dispatchers, evidence technicians, and trainers
as part of performance review boards to identify
opportunities for organizational improvement.

The Albuquerque Police Department models
this kind of collaboration in the design and imple-
mentation of its Force Review Board. According
to Deputy Director Cara Garcia, “There’s a lot of
collaboration and correspondence between the
Compliance Unit, the Force Investigation Unit that
presents the [use of force] cases, and executive com-
mand staff. And that has served us really well here”

Deputy Chief Greg Halstead explained how the
Sacramento Police Department treats its profes-
sional command staff as equal to sworn command
personnel: “When we excuse lieutenants and below
[from a meeting], the [civilian] communications
center manager — the equivalent of a captain —
stays in the room. And every year for three days,
when our command staft goes to an off-site retreat,
she joins us as a member of the team. In my conver-
sations with other agencies that have professional
staff, I've learned this isn’'t a standard practice.” For
those agencies that have not yet adopted this as a
standard practice, there is an opportunity to bridge
a personnel divide, boost employee morale, and
improve performance.

>> continued on page 39

93. Justine Barron, “The Baltimore Police Org Chart: A Journey,” April 26, 2019, https://www.baltimorepolice.org/sites/default/files/

General%20Website%20PDFs/BPD_Org_Chart_April _2019.pdf.

94. Baltimore Police Department, “Organizational Chart,” February 2024, https://www.baltimorepolice.org/about/about-department/

organizational-chart.

95. Seattle Police Department, “Command Staff)” Accessed March 11, 2024, https://www.seattle.gov/police/about-us/about-the-

department/command-staff.
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Here are some of the leadership roles
professional staff are filling in seven
major-city police agencies:

* Baltimore Police Department®

vV V vV V V vV V vV VYV VvV VYV VYV VvV VvV YV YV YV VvV Vv Vv VvV YVYyvYyYy

Director, Community Policing

Director, Equal Opportunity and Diversity Section
Director, Consent Decree Implementation Unit
Deputy Director, Consent Decree Implementation Unit
Director, Equity Office

Chief, Information Technology Division

Director, IT Services

Deputy Director, Records Management

Chief, Finance

Director, Fiscal Services

Director, Budgets and Grants

Director, Asset Management

Deputy Director, Applicant Investigations
Director, Human Resources Section

Deputy Director, Human Resources Section
Deputy Director, Civilian Backgrounds

Chief, Forensic Services and Evidence Services
Director, Forensic Laboratory

Deputy Director, Analytical Services

Deputy Director, Comparative Services

Director, Crime Scene, and Evidence Management
Deputy Director, Crime Scene Sciences

Deputy Director, Evidence Management

* Houston Police Department?

>

vV v Vvyy

Deputy Director, Chief Financial Officer

Deputy Director, Community Affairs

Deputy Director, Office of Planning and Data Governance
Deputy Director, Office of Legal Services

Deputy Director, Office of Technology Services

¢ Los Angeles Police Department?

>

>
| 2
>

Commander, Administrative Services Bureau
Commander, Audit Division

Commander, Community Safety Partnership Bureau
Commander, Evidence and Property Management
Division

Commander, Fiscal Group

Commander, Forensic Science Division
Commander, Information Technology Division
Commander, Office of Constitutional Policing and Policy

Commander, Personnel Division

vV v v.v Yy

Commander, Technical Investigation Division

Milwaukee Police Department?
» Manager, Office of Community Relations, Engagement
and Recruitment

Director, Forensic Services Division
Manager, Budget and Finance

Director, Information Technology Division
Manager, Facility Services Division
Manager, Human Resources Division
Manager, Property Control Division

vV VvV Vv Vv Yy

Manager, Records Management Division

Salt Lake City Police Department'®
Legal Counsel

Director, Communications

Director, Finance

HR Business Partner

Director, Internal Affairs

Director, Records Division

Director, Promising Youth Project

Director, Social Work

vV V. V. V. VYV vV VYVvVY

Director, Crime Lab

Seattle Police Department'’
» Chief Operating Officer
» Executive Director, Human Resources

» General Counsel and Executive Director of Analytics and
Research

Executive Director, Budget and Finance
Executive Director, Administration
» Chief of Staff

Tucson Police Department'®2

» Forensics Division Administrator
Finance Section Manager
Analysis Division Superintendent
Violence Reduction Coordinator

vV vy vy

Community Engagement Coordinator

96. Baltimore Police Department, “Organizational Chart,” February 2024, https://www.baltimorepolice.org/about/about-department/
organizational-chart.

97. Houston Police Department, “Organization of the Houston Police Department,” December 9, 2023, https://www.houstontx.gov/
police/contact/images/org_chart.pdf.
98. Los Angeles Police Department, “Meet Your LAPD Command Staff;” Accessed March 11, 2024, https://www.lapdonline.org/
lapd-command-staft/.

99. Milwaukee Police Department, “Organizational Chart,” January 21, 2024, https://city.milwaukee.gov/police/ About-MPD/
Command-Staft-Bios.
100. Salt Lake City Police Department, “Police Chief Mike Brown,” Accessed June 18, 2024, https://slcpd.com/about/bureaus-staff/chief/.
101. Seattle Police Department, “Command Staff;” Accessed June 18, 2024, https://www.seattle.gov/police/about-us/about-the-

department/command-staff.

102. Tucson Police Department, “Organizational Chart,” July 28, 2023, https://www.tucsonaz.gov/files/sharedassets/public/v/2/
police/documents/tpd-org-chart-07282023.pdf.
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continued from page 37

Communication and collaboration between
professional staff and sworn members should not
be relegated to formal meetings, quarterly or annual
performance reviews, and the like. In a healthy
organization, interaction among all personnel
should be a regular and natural occurrence.

Overcoming Opposition
to Civilianization

Agencies looking to civilianize should expect some
degree of opposition and pushback, both internally
from current employees (especially sworn members
who may be displaced) and potentially from exter-
nal partners and stakeholders as well. Opposition
to civilianization can be minimized and support
generated through consistent communication and
relationship building. “Whether those discussions
are with your unions or your elected officials,” says
Deputy Chief Greg Halstead of the Sacramento
Police Department, “having those offline con-
versations to explain why we need to add these
professional staff positions is critical, internally and
externally”

Executive Assistant Chief Chandra Hatcher
of the Houston Police Department shared similar
advice: “Definitely talk to the leadership of the city
and explain the challenges. Definitely talk internally.
Talk to all the stakeholders, because you don’t want
to [make a decision] without weighing all the costs”

New Orleans Police Superintendent Anne Kir-
patrick confronts the critics of civilianization head
on, challenging them to explain why certain sworn
positions shouldn’t be reclassified to professional

Police Executive Research Forum

staff positions: “The first reaction is for people to
question how civilians would do a lot of this work,
such as traffic accident investigations. I think one
of the best ways to deal with this is to begin with a
question of why not? And then they struggle intel-
lectually trying to tell you why the function cannot
be done by a professional staff member” To her
good fortune, the NOPD did not experience “push-
back like you would find in other agencies, mainly
those that are unionized. ... The officers like the
help, and the consent decree requires it

In the Charlotte-Mecklenburg Police
Department, Business Services Manager Kellie
High-Foster explained how the department lever-
aged the staffing crisis to change organizational
culture around civilianization. “Culturally, prior to
2020, she said, “it was not something sworn per-
sonnel wanted to do. But then they were put under
a tremendous amount of stress from vacancies and
what was going on nationwide, ... with calls for
service every year going up and up. And so, I think
that’s probably one of the reasons we did not get
any pushback: We're not taking anything from you;
were adding something for you, to relieve your
workload and to give you help.”

The Phoenix Police Department builds support
for civilianization by involving sworn personnel in
the selection process of professional staff. “On [a
recent] oral board, we had representatives from the
places that were hiring the most,” Commander Sara
Garza said. “Family investigations had someone,
so did our violent crimes, so did the lab, and some
other [units]. ... We tried our best to plug every-
one in where they were going to be happy, we were
going to be happy, and where their experience was.”

Charlotte-
Mecklenburg Police
Department CSU
(FAR LEFT)

Phoenix
Communications
Operator (LEFT)
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Once police officers experience the benefits of
civilianization, any reluctance to have professional
staff take on some of their duties tends to dissipate.
Chief Mike Brown of the Salt Lake City Police
Department said his officers would welcome more
professional staff: “I went to a lineup, ... and one of
the questions that came up was, ‘Hey, Chief, when
can we get some more police civilian response team
members?’ I think that’s the litmus test that it's been
accepted and embraced”

Sometimes, however, public support for civil-
ianization waxes and wanes. In Milwaukee, Chief
of Staff Heather Hough stated “the community was
generally very supportive of civilianizing positions
for the purpose of being able to respond to calls for
service more quickly. However, with the passage
of Act 12 and its mandate to increase sworn staft-
ing to 1,725 officers, some of the council members
were like, ‘Why should we give you double the
resources?”

Orientation and Training
of Professional Staff

In its 2014 publication, “Integrating Civilian Staft
into Police Agencies,” the COPS Office called
attention to how “civilians won't receive the ben-
efit of academy and field training.” Because of this,
agencies should “provide [professional staff] an
appropriate level of training and orientation, as well
as a career ladder”'%

Orientation

New employee orientation programs should involve
more than reviewing policies on high-risk, high-lia-
bility issues and completing paperwork for payroll
and human resources. This is an opportunity to
thank them for their service and to emphasize that
they are as valuable to the organization as sworn
personnel. Former LAPD Chief Michel Moore liked
to greet new professional staft by thanking them for
“stepping forward as public servants in their com-
munities and calling out how their background is

LAPD Service Representatives

different than many other public sector employees
because they are involved in law enforcement”

It’s also important for professional staff to learn
about what police officers do. This can be facilitated
by interacting with sworn personnel during orienta-
tion. Cara Garcia, Deputy Director of Compliance
with the Albuquerque Police Department, is ada-
mant that police auditors take “field trips” as part
of their onboarding. These field trips include sitting
with a dispatcher, going to the crime lab, visiting
the evidence room, doing a ride-along with a patrol
officer, and attending a roll call briefing. “If their
shift starts at 10PM,” Garcia said, “we’re there at
10PM, introducing ourselves, giving a little intro-
duction on what we’re doing and who we are, and
taking criticism as fuel to do better and to bridge
the gap between us and the officers. That’s how you
change culture”

Professional staff members also should learn
about the entire police organization and how their
unit fits in and collaborates with other units. In
addition, many professional staft members, espe-
cially those who are new to the community their
agency serves, would benefit from an introduction
to the community, its history, demographic makeup,
challenges, and opportunities. All of this informa-
tion will help new professional staft see the big
picture and better appreciate where and how they
can contribute.

103. William R. King and Jeremy M. Wilson, “Integrating Civilian Staff into Police Agencies,” 2014, Washington, DC: Office of
Community Oriented Policing Services, https://portal.cops.usdoj.gov/resourcecenter/content.ashx/cops-p290-pub.pdf.

40 — Preparing for Civilianization

Police Executive Research Forum


https://portal.cops.usdoj.gov/resourcecenter/content.ashx/cops-p290-pub.pdf

Training

Whereas state training commissions heavily
regulate police officer positions, there is com-
paratively little state oversight of professional
staff in law enforcement agencies. In fact, with
rare exceptions (for example, crime laboratory
personnel and communications dispatchers),
agencies independently decide the training their
professional staff receive, if any.

One exception is North Carolina, where the
legislature authorized Civilian Traffic Investiga-
tors to provide “non-emergency services that are
essential to motorist safety, such as assistance
to stranded motorists, traffic direction, and
vehicle crash investigation as allowed for by State
law”'%* The statute also requires each investigator to
“attend a training program designed by the North
Carolina Justice Academy [and], upon comple-
tion of the training program, ... spend not less than
four weeks of field training with a law enforcement
officer who has experience conducting traffic crash

investigations.”'%

The Orange County (FL) Sherift’s Office is
exploring sending some of its professional staft to
the police academy after completing an orientation
process. For example, Undersheriff Mark Canty said
Field Service Officers (FSOs) “would skip the high-
liability stuff like defensive tactics and firearms,
but they would still go to driving and CPR and first
aid, some of the legal background, and some of the
operational background, like how to investigate a
burglary or a traffic crash”

In the Salt Lake City Police Department, Com-
munity Response Specialists attend an in-house
academy for six weeks, and then they spend another
10 weeks in field training with a variety of units.
According to Chief Mike Brown, the department

RCMP Civilian Criminal Investigators

has received “quite a few applications for this posi-
tion. We were surprised at how many people wanted
to be part of this team. We've had some retired
police officers that want to come back, and some of
our police explorers have been hired into these posi-
tions. It’s really been a windfall”

In the Royal Canadian Mounted Police
(RCMP), training for new Civilian Criminal
Investigators (CCls) is extremely robust as com-
pared to most professional staff positions in U.S.
law enforcement agencies. They participate in
a comprehensive, 24-month training program,
including an “Introduction to Police Sciences” and
the “Federal Policing Investigations Training” pro-
gram (FPIP)." The one-week IPS course includes
content ranging from the “RCMP Code of Con-
duct, applicable domestic statutes, legal authorities,
types of offenses, gathering evidence and handling
exhibits, judicial authorizations, interviews and
court process. Upon completion of the IPS, can-
didates [are] granted limited Peace Officer Status
and progress to the ... FPIP, including coaching in
investigation practices”'"”

104. City of Greensboro, “Civilian Traffic Investigator,;” October 4, 2023, https://www.governmentjobs.com/careers/greensboronc/jobs/

newprint/4230960.

105. North Carolina General Assembly, “NC Gen. Stat. § 160A-499.6 — Civilian Traffic Investigators,” June 23, 2023,
https://casetext.com/statute/general-statutes-of-north-carolina/chapter-160a-cities-and-towns/article-21-miscellaneous/

section-160a-4996-civilian-traffic-investigators.

106. Royal Canadian Mounted Police, “Civilian Criminal Investigators,” Accessed May 17, 2024, https://www.rcmp-grc.gc.ca/en/

civilian-criminal-investigators.
107. Ibid.
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Recruiting and Retaining
Professional Staff

While civilianization provides law
enforcement agencies with another staffing option,
“Recruitment for civilian positions is also difficult,”
says former Chief Art Acevedo, who has led police
departments in California, Texas, and Colorado.
Agencies should not assume that hiring and
retaining professional staff will be any easier than
it presently is for sworn personnel. The RCMP, for
example, has created 50 Civilian Criminal Investi-
gator (CCI) positions, but Workforce Management
and Modernization Director Lori Wilkinson says
“it’s a real challenge to fill them. The workload
could support about 150 CCI positions, but we've
never hit our full complement of 50

In the LAPD, former Chief Michel Moore
identified the challenges of attracting and retain-
ing qualified professional staft to fill hundreds of
position vacancies. “There is a scarcity of quali-
fied applicants for a number of different fields,”
he said. “We're having difficulty hiring people
who are interested in public service and work-
ing in a public sector position. And the other

Former Chief of Police
Art Acevedo
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departments we're competing against for scarce
talent — the water and power departments, the
airport — can pay higher wages, offer bonuses
and educational incentives, and allow employees
to work from home.”

Milwaukee PD Chief of Staff Heather Hough
attributed this challenge to the difference in
pay between the public sector and private sec-
tor for similar work. In the department’s most
recent effort to hire crime analysts, Hough said
“the applicant pool was small, and a lot of people
declined the offer once they learned the salary”

Recruiting can be especially challenging in
highly specialized fields such as information tech-
nology, where police departments are competing
with the private sector to recruit top talent. Staft
Inspector Armil DeGuzman with the New York
State Police said, “It's sometimes a challenge get-
ting highly qualified people to accept the position
based on the compensation they’re going to get”

While the challenges of recruiting profes-
sional staff are real and not easily overcome, there
are some strategies that agencies can take to get
ahead of the curve.

Prioritize College Graduates

Agencies should prioritize the recruitment of
recent college graduates for professional staff
positions. While administering a summer intern-
ship program at police departments for students
from Historically Black Colleges and Universities
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Captain Colin King,
Tucson (AZ) Police
Department

(HBCUgs),'® PERF found that many of today’s uni-
versity students are eager to work in public service
professions, including law enforcement, even if
they don’t want to be sworn police officers. Accord-
ing to Captain Colin King, Commander of the
Administrative Resources Division, this is why the
Tucson Police Department (TPD) is increasingly
looking to college graduates to fill professional staff
positions such as Public Safety Investigator (PSI).
Notably, TPD has also seen greater interest in these
positions from women and applicants with diverse
educational backgrounds.

Professional staff positions provide alternatives
to traditional policing for those interested in serv-
ing the community but not as a sworn officer. The
Baltimore Police Department found this to be true
when recruiting Investigative Specialists to work in
the Internal Affairs Division. According to Deputy
Commissioner Brian Nadeau, “Seventy-five per-
cent of our applicants were 22 to 24 years old and
had some type of law enforcement or criminology
degree. Having seen all the negativity about police,

they told us, ‘I really want to be in law enforcement,

but I don’t want to be on the street. I don’t want to
deal with that.”

Work to Improve Retention

As this report has previously noted (see p. 24),
many agencies are finding it as challenging to retain
professional staff as it is to retain sworn personnel.
Orange County (FL) Undersheriff Mark Canty said
“The biggest challenge for us is retaining people.

I think we've done a pretty good job of hiring, but
trying to retain people has been immensely difficult.
... Deputy and communications center positions

are our two biggest and hardest jobs to fill, so we've
had to do a lot over the last couple of years to try to
make those positions more competitive. But we've
also lost IT personnel and some HR personnel, par-
ticularly due to compensation. ... We lost an analyst
to another company that doubled her salary and
allowed her to work from home five days a week.
How can we compete with that?”

The New York State Police has experienced
similar difficulties in hiring and retaining commu-
nications specialists. According to Staft Inspector
Armil DeGuzman, “We’re constantly short staffed
and constantly have trouble hiring those personnel,
so troopers are often filling in for the dispatchers.

... They can’t work remotely, they work long shifts
plus holidays and weekends, and they’re paid half of
what a police officer makes.”

Agencies are employing a range of strategies to
help boost the hiring and retention of professional
staff.

New York State Police
Dispatchers Charles
Ford (FAR LEFT) and
Sharlene Sisco (LEFT)

108. Police Executive Research Forum, “Immersing Students in Police Agencies Can Improve Recruitment and Community Trust:
Lessons from the PERF-HBCU Summer Internship Program,” February 2024, https://www.policeforum.org/assets/ HBCUInternship.pdf.
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Part-time employment

The Orange County (FL) Sherift’s Office is attempt-
ing to improve pay and benefits for professional staff
who only want to work part-time. “We have one or
two background investigators who are full time, but
the bulk of them are part time. ... Recently, we raised
their starting salary a little, and then we provided
them with some holidays as well, like Thanksgiving
and Christmas, just to encourage them to be here
and come to work,” said Undersheriff Mark Canty.

While not every professional staff position is
appropriate for part-time work, many are. Working
part-time might be especially attractive to parents
who need to juggle work and child-care responsi-
bilities, as well as retirees or others who are thinking
of re-entering the workforce.

Working From Home

Some agencies have begun enacting work-from-
home policies for professional staff whose duties
don’t require them to always be in the office. The
Albuquerque Police Department is one of these
agencies. Its standard operating procedure “rec-
ognizes that remote work helps with recruiting

and ensuring continuity of essential services dur-
ing national or local emergency events that may
disrupt normal operations. Additionally, remote
work enhances work-life effectiveness and allows
Department personnel to better manage their work
and family obligations, thereby retaining a more
resilient, results-oriented workforce” The SOP also
lists the job duties that are appropriate for remote
work, including “analytical work, research, advising,
computer-oriented duties, or work that does not

require public or constituent interaction.”'*

The Orange County (FL) Sherift’s Office is
another agency that permits some professional
staft to work from home one or two days per
week, but there are multiple restrictions attached
to the policy that do not typically apply to similar

positions outside the law enforcement profession.
19 These include not being permitted to work
remotely on Mondays and Fridays and an inability
to transfer their remote work privileges to a new
assignment.'"!

The COVID-19 pandemic accelerated the
movement toward remote work, and it is unlikely
many office jobs will ever return to being in-person
full time. For law enforcement agencies to compete
with other public and private sector employers for
new talent, especially in highly specialized fields
such as information technology that lend them-
selves to remote work, agencies will need to be
flexible about alternative work options. Agencies
will also need to sufficiently invest in technology to
make remote work efficient.

Career Path and
Growth Opportunities

The paramilitary structure of law enforcement
agencies has always provided advancement oppor-
tunities through promotion for sworn personnel.
Likewise, the diversity of assignments in the pro-
fession has afforded officers and deputies a chance
to pursue a wide variety of other interests (depend-
ing on the size of the agency), such as positions

in criminal investigations, special operations, and
administrative units. The same career pathways
have not historically been available to profes-
sional staff. Successfully integrating and retaining
civilian employees in law enforcement agencies
requires creating career paths for them to grow and
advance.

San Jose Acting Chief Paul Joseph talked at
length about this issue with PERFE.

One of the greatest challenges we have with
our professional staft employees is their
career path. What opportunities do they see
if they’re going to spend 25 to 30 years in this
organization? What opportunities do they
have to either promote or vary their career a

109. Albuquerque Police Department, “SOP 3-7: Remote Work,” February 24, 2024, 3-07-remote-work.pdf (cabq.gov).
110. PERF interview with Orange County Undersheriff Mark Canty, November 15, 2023.
111. Orange County Sherift’s Office, “G.O. 4.2.6: Civilian Remote Work,” September 13, 2023, https://public.powerdms.com/ORCSO/

documents/3230319.
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little bit? One of the great things about being
a San Jose PD police officer is you can do 10
million things. You have all these cool units,
you can fly a helicopter, you could be on the
SWAT team, you can ride a motorcycle. But
that’s not the case with Community Service
Officers. If there’s no path for a CSO to ever
promote, or do anything different than the
same job they’re doing right now for the next
25 to 30 years, is that going to be a retention
issue? I would imagine it probably will. So,
we're trying to figure out what to do with
them.”

Addressing the issue of career paths and growth
opportunities for professional staff can take many
forms, including creating regular promotional
opportunities (including a path for professional staff
to become sworn officers), ensuring civilian posi-
tions are properly classified, looking internally to fill
supervisory and managerial roles, and, importantly,
ensuring the professional and sworn staff are treated
equitably.

Promotional Steps

Recognizing the limited opportunities for career
growth, the Albuquerque Police Department

has begun adding promotional steps for profes-
sional staft. “It’s very new for civilians to have a
career ladder and a longevity map to stay in these
positions long term. I added two senior audi-

tor positions to the unit that would be a step in
between an audit position and an audit manager
position,” said Deputy Director Cara Garcia. “Any
auditors that are currently with our agency now
have at least three steps of potential opportunity
for them.”

The Baltimore Police Department is developing
a similar plan to retain its Investigative Specialists.
“We don’t want them to get bored,” said Deputy
Commissioner Brian Nadeau. “They may not all
plan to work here for 20 to 25 years, but we want to
create that opportunity for them. I've already made
one of them a field trainer for new investigators in

Deputy Commissioner
Brian Nadeau,
Baltimore Police
Department

the unit; my next plan is to put them in supervisory
roles. At some point that could save us sergeant
positions, and then maybe, as they get more expe-
rienced, move them up to the equivalent of a
lieutenant”

Career Immersion

Although those who seek employment as a profes-
sional staffer may not envision a career as a sworn
member, joining an agency as an explorer or cadet
is a natural pathway to becoming a police officer
trainee or professional staff employee. Furthermore,
civilian investigators, crime scene technicians, crime
analysts, community engagement liaisons, and other
professional staff may also discover, after being
immersed in the profession and working alongside
police officers, they would prefer to become a part
of the sworn ranks. Encouraging these employees to
pursue their career ambitions and creating a clear
pathway for them to apply to become police officers
can help with both employee retention and sworn
staffing.

Indeed, immersing professional staff inside
a law enforcement agency is an excellent way of
breaking down barriers and changing attitudes
toward the profession. PERF discovered this when
it developed and administered the PERF-HBCU'*2
Summer Internship Program in 2022 and 2023. As
reported in “Immersing Students in Police Agencies
Can Improve Recruitment and Community Trust,”
the eight- to 10-week program “led some interns
to consider becoming a police officer and others to

112. Historically Black Colleges and Universities.
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consider seeking a professional staff position within

1' » 113
a police agency:

Look Internally to Fill Positions

Cara Garcia, Deputy Director of Compliance
with the Albuquerque Police Department, has
made a point of looking inward to fill positions,
especially when it comes to advancement oppor-
tunities. “Sometimes we shoot ourselves in the
foot by inflating job descriptions, assuming we’re
going to attract the best talent,” she said. “So,
when I became the audit manager, I already knew
I was sitting on talent. Civilians who were already
working for the department had institutional
knowledge that I needed to leverage. You don’t
want your job descriptions to close out people
already in the department, so I ensured that I had
specific language that said related education and
experience may be interchangeable on a year-for-
year basis. Those types of contingencies allowed
me to hire people who may not have had a bach-
elor’s degree but had 23 years of experience with
the department”

Agencies might also consider advertising pro-
fessional staff positions first to internal personnel,
before opening up the process to external candi-
dates. This will help ensure that current employees
are aware of openings and have an opportunity to
apply if they are interested.

Treat Professional and Sworn Staff Equitably

Often, the key to retaining professional staft is quite
simple: Treat them as you would sworn personnel.
Unless contractually prohibited, agencies should
provide professional staff the same benefits and
opportunities for career growth and advancement as
police officers.

An excellent example of this is in the San Jose
Police Department, which arranges body scans
every year for employees who want to be screened
for diseases. The department was offering these
scans “at roughly a 90/10 split — “90 percent cops
and 10 percent professional staft,” according to Act-
ing Chief Paul Joseph. “We switched it to two-thirds
cops and one-third professionals, because that’s the
makeup of the department. Our professional staff
employees should get the same benefit”

Another area where professional staff have
sometimes been overlooked is in agencies’ awards
programs. While it is certainly important and
appropriate that agencies recognize the heroism,
bravery, and performance of sworn personnel,
they also should recognize the contributions of
professional staff who support the work of sworn
personnel and improve agency operations.

113. Police Executive Research Forum, “Immersing Students in Police Agencies Can Improve Recruitment and Community Trust:
Lessons from the PERF-HBCU Summer Internship Program,” February 2024, https://www.policeforum.org/assets/ HBCUInternship.pdf.
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Civilianization Success Stories

Throughout this project, PERF learned of
agencies’ many successes with civilianization.
Several of these success stories are shared here to
illustrate how civilianization can improve organi-
zational performance, increase public trust in the
quality of police service provided, and overcome the
challenges of the staffing crisis.

Communications Center Manager -
Charlotte-Mecklenburg Police
Department

When Tammy Pippen joined CMPD in 2020, the
highest-ranking person in the 911 center was a
captain who had limited experience and knowledge
in running a 911 center. This is typical in many

law enforcement agencies, but Pippen, Director

of CMPD’s Human Resources Division, saw an
opportunity to upgrade the center’s operations.

She reclassified the position from Police Captain

to Communications Manager and added two other
professional staff members, one in charge of admin-
istration and the other overseeing operations.

These three professional staff members brought
profound changes, Pippen explained to PERF:
“There was a significant decrease in employee
complaints and grievances. We saw improvement
in morale and overall operations, and we created
consistency of knowledge and continuity within the
unit because we weren't rotating sworn personnel

Police Executive Research Forum

in and out of key leadership positions every year or

»

two.

Community Response Specialists -
Salt Lake City Police Department

Salt Lake City Police Chief Mike Brown effusively
praised the department’s Community Response
Specialists. “They do a fantastic job of handling
lower-level calls so that our police officers can focus
on higher priority ones,” he said. “With 16 of these
specialists, we're covering more hours per day. And
we have plans to build that team out because it’s
been a windfall for us. From January 8 to November
29 of [2023], they handled 2,484 calls for service.
The call they go on the most is 911 hangups, but
they also handle calls like found property, evidence
pickup, traffic hazards, vehicle inspections, car
prowlers, and civil disputes”

Having the Community Response Special-
ists means that these calls are being handled more
promptly than if they had to be answered by sworn
officers. This arrangement also allows sworn officers
to focus on more serious or urgent calls for service
for which enforcement powers are critical. Further-
more, it affords police officers more time to engage
in proactive enforcement, community outreach,
and problem solving, activities that often get short
shrift in a work environment with high 911 call
volume and short staffing. These benefits promote
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public safety and strengthen public confidence in
the police.

Investigative Specialists -
Baltimore Police Department

Deputy Commissioner Brian Nadeau spoke to
PERF about how BPD executives challenged them-
selves to identify as many positions as possible that
could be civilianized. “We started talking about dif-
ferent positions in the agency where we had police
officers. We asked ourselves, ‘When we're short
hundreds of officers and are bleeding overtime to fill
patrol cars, why did we need a cop to do something
a civilian could do?””

As the Deputy Commissioner in charge of the
Public Integrity Bureau, Nadeau’s mind quickly
went to Internal Affairs investigators. “Historically,
it's been tough to find officers who want to work
there. And they need to have the right background,
understand the mission, and understand the pro-
cess. It’s a hard position to fill”

Ultimately, Nadeau opted to take away eight
sworn detective positions in exchange for ten pro-
fessional Investigative Specialist positions. He ticked
off the benefits: Two more staff members, lower
salaries, less training, less turnover, excellent writing
skills, no uniform costs, and lower pension costs.

Nadeau gives high marks to the six Investigative
Specialists BPD has hired since 2022 to work in the
Internal Affairs Section. “[E]very sergeant, lieuten-
ant, and commander in this building would tell
you that they’re great as writers, they’re really good
at sifting through facts, and they don’t easily get
swayed or misled during investigative interviews,”
Nadeau explained. Given this success, BPD intends
to hire up to ten Investigative Specialists, but the
department is taking a deliberate approach to main-
tain personnel standards.

Professional Staff Investigator -
Tucson Police Department

In 2023, TPD began hiring for a “Professional Staff
Investigator” (PSI) position. PSIs do not have arrest
powers, but they “work alongside police detectives
investigating criminal incidents, conducting follow-
up, collecting evidence, preparing reports, and
developing probable cause”''* Captain Colin King of
the Administrative Resources Division says there is
little work commissioned officers do that PSIs can't.

“There has been a lot of interest in the position,”
King said. Notably, 60 percent of the applicants and
75 percent of those ultimately hired for the posi-
tion were women. This portends good things for the
department’s efforts to increase the role and visibil-
ity of women, and may even have implications for
the 30x30 Initiative, which seeks
“to advance the representation
and experiences of women in all
ranks of policing across the United
States!"

The PSI position wasn't TPD’s
only civilianization success story
in 2023. According to King, other
highlights included creating,
recruiting, and hiring over 30 new

Public Integrity Bureau Division Chief Olufemi
Akanni meets with Baltimore Police Investigative
Specialists

114. https://www.jobapscloud.com/Tucson/sup/bulpreview.asp?R1=2306&R2=6210&R3=001.
115. Policing Project at NYU School of Law, 30x30 Initiative, “A National Initiative to Advance Women In Policing,” Accessed April 2,

2024, https://30x30initiative.org/.
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professional staff positions; filling 35 existing pro-
fessional staff vacancies; and increasing Community
Service Officer staffing by 35 percent.

Sex Offender Notification Unit -
Phoenix Police Department

In March 2023, for the first time in more than 15
years, PPD not only complied with state law requir-
ing the department to notify the community within
45 days of a sex offender’s registration but exceeded
it. Commander Sara Garza, PPD Commander of
Community Engagement, Employment Services,
and Wellness, attributes the department’s long-
awaited compliance to “putting the right people in
the right places,” including hiring professional staft
with pertinent experience.

According to Garza, “Even with seven sworn
personnel [assigned to the unit], we had challenges
complying with the 45-day notification laws.” But
within six months of onboarding and training three
Police Civilian Investigators, PPD’s Sex Offender
Notification Unit (SONU) met the 45-day statutory
requirement. In fact, PPD cut down the time from
registration to notification almost in half from their
2022 averages.

Tucson Police Department Community Service Officer

Given the unit’s daunting workload, this
is a significant achievement. SONU manages
approximately 5,500 registered sex offenders
who reside in the City of Phoenix, or about
one-third of all registered sex offenders in
Arizona. Now staffed by one sergeant, two
detectives, three Police Civilian Investigators,
and two Police Assistants,"” the SONU pro-
cessed 7,300 sex offender registrations in a
recent 12-month period, far exceeding the
unit’s previous output. SONU also mailed

approximately 800,000 community notification fly-
ers concerning 1,414 of its highest-level offenders,
submitted 131 felony cases for prosecution, arrested
21 offenders for failure to register, and digitized over
20,000 sex offender paper files.

116

Third-Party Vendors -
New Orleans Police Department

In addition to hiring more professional staff to
reduce the workload of sworn personnel, some
agencies have begun outsourcing certain law
enforcement duties to private companies. After

a five-year pilot program, the NOPD signed a
contract with a third-party vendor in 2022 to
respond to minor traffic accidents. According to
NOPD Superintendent Anne Kirkpatrick, the
vendor responded to 540 of 906 eligible calls in
the month of November 2023, and “arrived on
scene much faster than what officers can do” Over
the course of a year, the vendor projects it will
respond to roughly 10,000 calls for traffic acci-
dents, “‘which equates to about 13 NOPD officers
or 25,000 hours saved.”"'

116. Police Civilian Investigators are “actively involved in supporting sworn police in detailed/complex criminal investigations” in
units such as the Drug Enforcement Bureau, Family Investigations Bureau, Property Crimes Bureau, and Violent Crimes Bureau.

https://www.phoenix.gov/hrsite/jobdesc/62560.pdf.

117. Police Assistants support sworn personnel and Police Civilian Investigators by performing research and administrative tasks and
responding to non-emergency calls that do not require a sworn officer. https://www.phoenix.gov/hrsite/jobdesc/62160.pdf.

118. Lily Cummings, “Mayor Cantrell Signs Contract With Company to Respond to Car Accidents,” March 3, 2023, https://www.wwltv.
com/article/news/local/orleans/cantrell-signs-contract-with-private-company-to-respond-to-car-accidents/289-26473a4f-2762-4dad-

be2d-61febd5bb310.
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Training Specialists -
Baltimore Police Department

BPD provides an example of how onboarding
professional educators can transform an agency’s
training function in a relatively short time. In
2017, BPD negotiated a consent decree with the
Department of Justice, requiring reform in most
operational and administrative areas: community
policing and engagement; stops, searches, arrests,
and interactions; impartial policing; responding to
and interacting with people with behavioral health
disabilities or in crisis; use of force; interactions
with youth; transportation of persons in custody;
First Amendment-protected activities; handling of
reports of sexual assault; technology; supervision;
misconduct investigations and discipline; coordi-
nation with the Baltimore City School Police; and
recruitment, hiring, and retention.'”

As part of the compliance process, the consent
decree imposes training requirements in all these
areas. To meet the requirements, BPD hired a cadre
of professional educators — including an academic
director, curriculum writers, and law instructors
— to augment the sworn personnel working in
the training academy. The results were swift and

impressive. According to the departments Consent
Decree Monitoring Team, “The overall quality of the
Department’s training is significantly higher than

it was when the Consent Decree process began.
Specifically, BPD has established and prioritized a
robust, dynamic training paradigm grounded in
scenario-based, problem-solving, and adult learn-
ing techniques”'* According to BPD Commissioner
Richard Worley, “These achievements wouldn't have
occurred without adding professional educators

to the department’s training staff. They’ve brought
expertise and stability to a unit that has always been
challenged by a revolving door of sworn person-

nel who typically lack backgrounds in academic
research, instructional design, adult learning, and
public speaking”

The monitoring team’s report also noted, “In
April 2021, BPD’s training academy was one of only
six academies selected nationwide, through a highly
competitive process, by the International Associa-
tion of Directors of Law Enforcement Standards
and Training to participate in the Academy Innova-
tions project,” which “seeks to foster evidence-based
training methods for law enforcement with the
objective of establishing national best practices”'*!

119. Department of Justice, “Fact Sheet: Justice Department Consent Decree with Baltimore Police Department and the City of

Baltimore,” https://www.justice.gov/media/877381/d1?inline.

120. Baltimore Police Department Consent Decree Monitoring Team, “Compliance Review & Outcome Assessment Regarding BPD
Training,” February 2022, https://www.bpdmonitor.com/s/BPD-Training- Assessment-February-2022-nn2w.pdf.

121. Quoted in Baltimore Police Department Consent Decree Monitoring Team.
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What Agency Civilianization Studies
Have Found

In recent years, as difficulties in recruiting 2. Are the skills, training, experience, or credibility
and retaining sworn personnel have challenged law of a sworn officer required to fulfill the duties of
enforcement agencies to meet the demands of an the position?

increasingly complex and demanding profession, 3. Would assigning a sworn officer to the position
many agencies have commissioned or conducted be helpful in developing their leadership skills?

staffing studies to identify positions appropriate for
civilianization. “Review[ing] the business processes
and detailed tasks required of each sworn officer in
the department” is useful, according to the National 5. Could a specially trained professional staff

Policing Institute,' in developing a strategic plan member fulfill the requirements of the position?
that prioritizes creating civilian positions to com-
plete tasks that do not require arrest powers.

4. Would assigning a sworn officer be helpful for
other reasons?

Baltimore Police Department
This section summarizes several civilianization

studies. Notably, most of these studies applied the
same basic decision-making methodology to assess
whether a given position could be converted from
sworn to professional staff, by answering three or
more of the following questions:'**

The Baltimore Police Department (BPD) has
conducted several staffing studies in recent years,
including in 2017, 2018, and 2020. All have
addressed civilianization, either exclusively or
partially.

The 2017 report recommended civilianizing 297

1. Does the position require law enforcement ; . .
postt quire faw of the department’s sworn positions, which would

duties (i.e., powers of arrest, use of force,

. i have increased the percentage of professional staft
statutory requirements, carrying a firearm)?

from 13.6 percent to 21 percent. One year later, the
National Policing Institute — in “assess[ing] the

122. The National Policing Institute was previously known as the Police Foundation.

123. See Police Foundation, “Baltimore Police Department Staffing Study;,” August 2018. The study, which also references the

2017 report discussed here, can be found in United States of America v. Baltimore Police Department, et al., “Notice of Approval

of Staffing Study Under Paragraph 428 of the Consent Decree,” https://www.documentcloud.org/documents/5691880-Baltimore-
PoliceFoundation-Staffing-Study-2018. Charlotte-Mecklenburg Police Department, “2021 Charlotte-Mecklenburg Police Department
Civilianization Opportunities,” December 30, 2020, sent to PERF via email on December 8, 2023, by Kellie High-Foster. Houston Police
Department, “Proposed Operational Staffing Enhancements for the Houston Police Department,” October 2014, https://houstontx.
gov/police/department_reports/operational_staffing/Staffing-Recommendations-for-the-HPD-Final.pdf. Matrix Consulting Group,
“Final Report on Police Department Capacity and Deployment Options: Milwaukee, Wisconsin,” January 6, 2023. Sent electronically to
PERF by Milwaukee Police Department Chief of Staff Heather Hough. Declan Sullivan & Alaynah Tombridge, “Civilianization in the
Philadelphia Police Department,” University of Pennsylvania Fels Institute of Government, August 2021, https://www.documentcloud.
org/documents/23118177-civilianization-in-the-ppd.
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appropriate number of sworn and civilian person- multiple changes in leadership and organizational
nel to perform the functions necessary for BPD to structure.'”
fulfill its mission, enable supervision, and satisty

Meanwhile, in only two of the eight years from
the requirements of [the consent decree]” — sup-

2015 through 2022 did the department hire as many
sworn personnel as separated from the agency,
leading to a net loss of more than 600 sworn officers
over this period (Figure 3)."*° In response to the

rate of sworn attrition, BPD reprioritized hiring
additional professional staff to serve in the following
units and positions (Table 5): %

ported the report’s recommendation, noting that
BPD’s ratio of professional staff to sworn person-
nel was “lower than many agencies across the
country”'** Although the department made some
progress toward implementing the studies’ civilian-
ization recommendations, progress was slow due to

Figure 3: Sworn Personnel Hiring and Attrition, 2015 — 2022: Baltimore Police Department

-@- Attrition Hiring

284

Number of sworn personnel

2015 2016 2017 2018 2019 2020 2021 2022

Table 5: Professional Staff Positions — Baltimore Police Department

e Crime Scene Technicians * Fleet Support e Crime Analytics

e District Detective Unit ® Recruitment/Human Resources e Public Relations

e Cold Case Unit e Academy Instructors ® Records Management
* Internal Affairs * |T Specialists and Support * 911 Dispatchers

® Forensics Unit e Fiscal Services

e Executive Secretaries e Background Investigators

124. Police Foundation, “Baltimore Police Department Staffing Study;” August 2018. The study, which also references the 2017 report
discussed here, can be found in United States of America v. Baltimore Police Department, et al., “Notice of Approval of Staffing Study
Under Paragraph 428 of the Consent Decree,” https://www.documentcloud.org/documents/5691880-Baltimore-PoliceFoundation-
Staffing-Study-2018.

125. Ibid. Between 2017 and 2020, BPD changed police commissioners four times (Kevin Davis, Darryl De Sousa, Gary Tuggle
[(Interim], and Michael Harrison) and mayors three times (Catherine Pugh, Barnard “Jack” Young, and Brandon Scott).

126. Baltimore Police Department, “2022 Recruitment & Retention Annual Report,” https://www.baltimorepolice.org/sites/default/
files/2024-01/Recruitment%20Annual%20Report%20FINAL%20Submission.pdf.

127. Baltimore Police Department, “Civilianization,” Accessed March 4, 2024, https://www.baltimorepolice.org/civilianization.
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As of April 29, 2024, 21 percent, or 515, of the
BPD’s 2,465 total employees were professional staff,
a substantial increase from 2017 and an amount
equal to the national average. Notably, 243 (45
percent) of these professional staff were assigned to
either the Forensic Services and Evidence Division
or the Communications Section. Outside of these
two assignments, only 9 percent of BPD’s employees
were professional staff.'® This suggests that while
the BPD has been successful in civilianizing these
two units, there is still room for the department to
increase the number of professional staff in other
areas.

Charlotte-Mecklenburg
Police Department

Struggling to recruit and retain sworn personnel,
the Charlotte-Mecklenburg Police Department

in 2020 tapped its Director of Business Services,
Kellie High-Foster, to lead a team of lieutenants
examining every sworn position in the agency to
determine which positions might be appropriate for
civilianization.

The team recommended transitioning the fol-
lowing positions from sworn to professional staft in
the first year of a three- to five-year implementation
process: '

« Rotunda Officers (building security personnel)

« Recruitment (background investigators)

« Communications Division (operations managers)
« Training Academy (instructors)

« Crime Scene Unit (crime scene manager)

o Court Liaison Supervisor

» Cyber Crimes (forensic analysts)

o Technical Surveillance Unit

Financial Crimes (police investigative technician)

 Real Time Crime Center (investigative analysts)

Logistics Unit (police equipment technicians)

« Secondary Employment/Special Events

Chicago Police Department

One of the most ambitious civilianization projects
PERF examined is contained in Chicago Mayor
Brandon Johnson’s 2024 budget, which “elimi-

nates more than 800 vacant street cop positions

and creates almost 400 new civilian positions.”**
According to press reports, the administration said
these actions “will free up more officers to patrol the
streets. The budget also beefs up training and super-
visory roles that could help bring the department in

line with the federal consent decree”'*!

One hundred of the new positions for profes-
sional staff are earmarked for trainers within the
Office of Constitutional Policing and Reform;
another 22 are earmarked for domestic violence
advocates. Other prospective professional staff
positions include 31 investigators in the Bureau of
Internal Affairs, 22 crime victim advocates, and 21
retired law enforcement officers who will review use

of force incidents.'*?

This is not the first time CPD has sought to
civilianize sworn positions. In 2013, the City of
Chicago Office of Inspector General (OIG) rec-
ommended the department convert 292 sworn
positions to professional staff. It made this recom-
mendation upon finding “sworn law enforcement
officers [were] performing purely administra-
tive tasks such as travel arrangement (Finance
Division), data entry (Records Inquiry Section),
nursing (Medical Services Section), graphic design
(General Support Division), accounting (Bureau
of Organized Crime), timekeeping (Office of the

128. Baltimore Police Department.

129. Charlotte-Mecklenburg Police Department, “2021 Charlotte-Mecklenburg Police Department Civilianization Opportunities,”
December 30, 2020, sent to PERF via email on December 8, 2023, by Kellie High-Foster.

130. Alice Yin, “Brandon Johnson won office with a nontraditional vision for policing. Does his first CPD budget line up?” Chicago
Tribune, November 25, 2023, https://www.chicagotribune.com/2023/11/25/brandon-johnson-won-office-with-a-nontraditional-

vision-for-policing-does-his-first-cpd-budget-line-up/.
131. Ibid.
132. Ibid.
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First Deputy Superintendent), and grant writing
(Research and Development Division).”** The OIG
estimated civilianization of these 292 positions
would save the city between $6.4 million and $16.6
million annually, depending on the replacement

civilians’ salaries.!**

As with many such civilianization plans, the
OIG’s 2013 proposal didn’t fully come to frui-
tion. How, then, does CPD intend to make Mayor
Johnson’s plan to create nearly 400 new professional
staff positions a reality? According to CPD Deputy
Director Ryan Fitzsimons, it's a combination of pri-
oritization of needs and relentless follow-up:

Every month, we determine our priorities
and identify the positions we want to push
this month. And then we have a meeting with
city HR, and we drill down on each position.
Where are we with this title? Where’s the
holdup? Is it our people who need to get back
to you? If it’s our people, we get them to do
what they need to do. If it’s not our people, we
ask city HR the source of the holdup.

Thus, CPD’s greatest challenge to implementa-
tion is managing a large government bureaucracy
— the CPD has over 12,000 sworn and professional
staff. Removing barriers and holding personnel
across organizations accountable for timely comple-
tion of tasks are critical. There are some positive
signs this approach is working, says Fitzsimons:

Historically, the city’s Department of Human
Resources has not allowed us to begin posting
position titles until March. This year we were
able to begin posting in January and have an
increased number of titles that we are allowed
to post every month. We are managing

this process weekly with a cross-functional
team that involves CPD, the Office of Public
Safety Administration, and the Department

Deputy Director
Ryan Fitzsimmons,
Chicago Police
Department

of Human Resources. These meetings have
proven invaluable in making steady progress
to untangling the complicated bureaucracy
involved in city hiring.

This year we also have a dedicated budget
to promote these civilian vacancies that we
have never had in the past. As of Quarter 1 of
this year [2024], we have posted and pro-
moted 17 titles for over 200 jobs. These offers
will be made in Quarter 2 of this year.

Houston Police Department

A 2014 report from the Houston Police Department
(HPD) recommended an “infusion” of approxi-
mately 1,220 officers and 140 supervisors into patrol
and investigative operations to deliver high-quality
“core service work”!*> In considering the degree

to which civilianization could contribute to the
proposed expansion, HPD acknowledged that its
previous rationale for determining whether sworn
personnel or professional staff ought to perform
certain jobs “ha[d] been less than clear”* As a
result, HPD applied the five-step decision-making
methodology described above and concluded

that 443 sworn positions “could be subjected to
civilianization"

133. City of Chicago, Office of Inspector General, “OIG Recommends Civilianizing 292 Police Officer Positions to Save City At Least
$6.4 Million Annually,” January 23, 2013, https://igchicago.org/wp-content/uploads/2013/01/CPD-Civilianization-Release-Final.pdf.

134. Ibid.

135. Houston Police Department, “Proposed Operational Staffing Enhancements for the Houston Police Department;” October 2014,
https://houstontx.gov/police/department_reports/operational_staffing/Staffing-Recommendations-for-the-HPD-Final.pdf.

136. Ibid.
137. Ibid.
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Additionally, PERF and Justex System,
Inc. conducted an independent study of HPD’s
“operational staffing” in 2014 and concluded
“each division ... ha[d] several officers assigned
to perform routine administrative work or man-
age the division’s information systems.”"** To
optimize the department’s operational capacity,
the study identified sworn personnel assigned
to administrative positions in every division,
including the following assignments it recom-
mended HPD consider for civilianization:

o Auto Dealers Detail
¢ Vice Division

« Bicycle Administration and Training Unit

officer, and hire 19 professional staff into this
position;

Create eight Community Response Teams
comprised of a clinician and EMT (16 profes-
sional staft total) to divert non-life-threatening
calls for service from sworn personnel;

Civilianize the five remaining sworn Forensic
Investigator positions in the Evidence
Collection Unit;

Civilianize five vacant sergeant positions
within the Internal Affairs Section;

Civilianize the sworn Civil Litigation position;

Civilianize four of the police officer positions

) in the Inspections Section;
o Special Events Group

) ) ) « Civilianize two sworn positions in the
o Technical Surveillance Unit
Quartermaster; and

« Narcotics Division Administration Unit e e
« Civilianize and add numerous positions in the

Property Control Division, including Property
and Evidence Technicians and Supervisors,
Facilities Custodians, Records Specialists, and
Open Records staff.

Despite its best intentions, HPD has struggled
to implement its civilianization plans due to peri-
odic budget cuts which have disproportionately
impacted professional staff.'*

“Given the operational, financial, and cultural
challenges to recruiting new officers” for the
Philadelphia Police Department (PPD), an
independent 2021 study identified “an organi-
zational need to utilize as many existing sworn
officers within the Department as possible in
roles that require law enforcement powers and
training.”'*! The study recommended over 800
sworn positions the department could transition

to professional staff, which would roughly double
142

A 2023 report commissioned by the City of
Milwaukee to study the Milwaukee Police
Department’s “capacity and deployment options”
recommended adding 127 positions to the
department, including 116 professional staff.'*

The specific recommendations included:

« Civilianize two sworn positions in the Office of
Management, Analysis and Planning;

« Create a Community Service Officer classifica-
tion to respond to certain types of low-priority its number of civilian employees.

calls for service that do not require a sworn

138. PERF and Justex System, Inc., “Houston Police Department: Operational Staffing Model,” May 2014, https://www.houstontx.gov/
council/committees/pshs/20140602/workdemand.pdf.

139. PERF interview with HPD Executive Assistant Chief Chandra Hatcher on January 31, 2024.

140. Matrix Consulting Group, “Final Report on Police Department Capacity and Deployment Options: Milwaukee, Wisconsin,”
January 6, 2023. Sent electronically to PERF by Milwaukee Police Department Chief of Staff Heather Hough.

141. Declan Sullivan & Alaynah Tombridge, “Civilianization in the Philadelphia Police Department,” University of Pennsylvania Fels
Institute of Government, August 2021, https://www.documentcloud.org/documents/23118177-civilianization-in-the-ppd.

142. Ibid.
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Specifically, the study identified the following

patrol district positions as appropriate for long-term

civilianization:

« Sending and Receiving'*

o Front Desk

+ Reports Officer

o Captain’s Clerk

 Crime Prevention Officer
« Victim’s Assistance Officer
« Quality Assurance Officer
o COMPSTAT Officer

o Crime Analyst

Additionally, the report recommended PPD
consider civilianizing positions in the following
administrative and specialized units:

 Audio Visual Unit

e Automotive Services

o Commissioner’s Office

e Court Liaison Unit

e Crime Scene Unit

« Deputy Commissioner/Operations
¢ Documents Examination Unit

o Delaware Valley Intelligence Center
« Employee Assistance Program

« Equal Employment Opportunity

« Evidence Custodian

 Executive Officer

o Firearms Identification Unit

o Forensic Science Division

« Forensic Service

o Grants Administration

« Graphic Arts

o Gun Permits

o Human Resources Bureau

« Impound Lot

o Internal Affairs Administration

o Mobile Communications

 Public Affairs

+ Quality Assurance Bureau

o Radio Room

o Records and Identification

« Recruit Background Unit

» Reports Control

+ Research and Planning

o Real Time Crime Center

« Tow Squad

o School Guards

o Special Advisor to the Commissioner

+ Police Administration Building Security
« Philadelphia Crime Information Center
o Personnel Unit

o Police Detention Unit

As this report explains in detail (see p. 26),
PPD’s union has strongly resisted the agency’s civil-
ianization efforts, and implementation progress has
been minimal.

San Jose Police Department

A 2010 city auditor report on civilianization oppor-
tunities in the San Jose Police Department (SJPD)
identified 88 positions the SJPD could convert
from sworn to professional staff, yielding an esti-
mated savings of $5.1 million annually.** Positions

143. Ibid. “This function is responsible for handling all basic ‘Sending and Receiving’ functions of the district by sending forms and
reports required by directive to PPD headquarters, documenting various information in standardized forms such as daily staff activity,
individuals held in detention, maintenance requests, daily staff assignments, daily complaint summary, etc. The role is fundamentally
data entry”

144. Sharon Erickson, City of San Jose, “Audit of Civilianization Opportunities in the San Jose Police Department,” January 10, 2010,
https://www.sanjoseca.gov/Home/ShowDocument?id=33700.
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identified for conversion from sworn to professional
staff included assignments in the following units:

 Research and Development

« Public Information
 Permits/Secondary Employment
« Gaming Control Division

o Recruiting

+ Backgrounding

o Training

« Range/Firearms

« Community Services/Police Athletic League
 Air Support

« Main Lobby

o Pre-Processing/Corrections

Traffic Enforcement

Homicide/Crime Scene Investigator

Vehicular Crimes/Accident Reconstruction

¢ Court Liaison Unit

SJPD has adopted a methodical approach
to implementing the audit’s recommendations.
According to Lisa Perez, Manager of the Police Fis-
cal Administration and Personnel Division, “Civil-
ianization review is an ongoing process that has
been embedded in the department’s internal budget
process for consideration of items to put forth in the
city’s budget process.”'*> This has led to the follow-
ing actions since the 2010 audit:'*

New Professional Staff Roles
Body Worn Camera Project
Community Service Officer Program
Evidence Management
Cannabis Regulation Program
Recruitment

Forensic Analyst

Crime Prevention Supervisor
Crime Data Analysts

Gaming Control Auditor

Permit Unit

Crime and Intelligence Analysts

Public Records Act Requests

Former Sworn Roles, Now Professional Staff
Court Liaison Unit

Video and Warrants Unit

Bureau of Technical Services

Crisis Management

Personnel

School Safety

Background Investigators

Public Information Officer

145. Email from Lisa Perez, November 15, 2023.
146. Ibid.
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Evaluating the Results
of Civilianization

Any time an organization implements a major
structural or policy change with implications for its
performance, resource allocation, and culture, met-
rics are needed to track and assess the effects of the
change. In the case of civilianization, police agencies
should be able to describe the inputs, outputs, and
outcomes of converting sworn positions to profes-
sional staff positions over time.

Unfortunately, law enforcement agencies have
not yet undertaken systematic evaluations of their
civilianization efforts. Projected outputs and out-
comes are plentiful, such as the expectation that
“add[ing] civilian positions to the [Chicago Police
D]epartment and return[ing] hundreds of officers to
law enforcement tasks, including patrol, will reduce
overtime costs.”'*’
cies have not implemented rigorous practices to
determine whether they are meeting their civilian-
ization goals. In fact, when asked about their data
collection and evaluation practices related to civil-
ianization, most officials interviewed for this project
acknowledged these efforts were missing.

But as a matter of practice, agen-

External audits of agencies’ civilianization plans
have also identified this as an issue. In New York
City, the Office of the Comptroller pinpointed data
tracking and other record keeping as a primary
recommendation in its 2022 audit of the NYPD’s
civilianization efforts. According to the audit,
the NYPD should, “Ensure it has the capacity to

produce and appropriately share the data and other
records it maintains related to personnel and the
civilianization process to enable it and the public to
determine if it is meeting the objectives of its civil-
ian mandate”'*® PERF recommends every agency
commit to rigorous data collection, analysis, and
information sharing related to its civilianization
efforts.

What Agencies Should Measure

Although the type and number of metrics chosen
will vary by agency;, all agencies should consider
collecting data in three key areas before and after
positions are civilianized: work efficiency, cost sav-
ings, and crime response. This will enable them to
effectively evaluate the impact of civilianization and
to appropriately inform the public and government
officials about the results of significant changes

to how police services are delivered and funded.
Specifically, it will empower agencies to answer
important questions such as:

« How many police officers have been transitioned
from administrative to operational roles?

o Are the vacancy rates for sworn personnel and
professional staff increasing or decreasing?

o Is attrition among sworn officers leveling off or
declining?

147. Heather Cherone and Jared Rutecki, “Chicago Spent $524M on Overtime in 2023, Including $293 for Police, Setting New Records,”
March 12, 2024, https://news.wttw.com/2024/03/12/chicago-spent-524m-overtime-2023-including-293m-police-setting-new-records.
148. Office of the Comptroller, City of New York, “Audit Report on the New York City Police Department’s Civilianization Efforts,”
January 19, 2022, https://comptroller.nyc.gov/wp-content/uploads/documents/MG20_117A.pdf.
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RCMP’s Audit and Evaluation

of the Civilian Criminal Investigator Position

The RCMP, eager to assess the efficacy of how it is implementing the Civilian Criminal Investigator
(CCI) position, has engaged its Audit and Evaluation Group to design a study methodology. In
partnership with CCl managers, who will help define the study’s scope and ensure it is realistic, the
Audit and Evaluation Group will endeavor to answer the following kinds of questions:

1. What were the investigators’ experiences?
Did the investigators receive training?

Was the training timely?

O OIS COREID

« Has the agency’s response time to calls for service
decreased?

 Are more criminal cases being cleared?

« Are overtime costs for sworn personnel
decreasing?

o Are professional staft performing at a level
equal to or higher than sworn personnel who
previously served in the roles?

Work Efficiency

When agencies consider civilianizing positions,
assessing whether such a transition improves work
efficiency — that is, achieves maximal output with
minimal wasted input — is crucial.'* Agencies can
evaluate improvements in work efficiency through
various metrics.

One evaluation method involves analyzing the
speed at which tasks are completed, while upholding
high-quality standards, before and after civilianiza-
tion. For example, an agency could assess the work
efficiency of a civilianized position that involves
analyzing crime patterns or processing evidence at
crime scenes by tracking the number of analyses

Did the investigators feel like part of the team?

Are investigators performing tasks according to policy and procedure?

How were the investigators integrated into the agency?

completed or the number of crime scenes processed
within a specified timeframe.

Assessing the quality of work produced is
another measure of work efficiency. By comparing
the quality of work pre- and post-civilianization,
agencies can determine whether there has been
any discernible improvement in work efficiency.
In the case of writing lesson plans for the training
academy, it would be important to assess whether
a professional curriculum writer hired for this role
develops lesson plans that are more consistent with
established rubrics for adult learners than those
previously developed by a police officer.

Cost Savings

Saving money is a primary goal of civilianization,
so agencies should measure the budgetary impact of
civilianizing positions.

The Polk County (FL) Sherift’s Office (PCSO) is
an example of how employing civilians can gener-
ate cost savings. Using funding from the Edward
Byrne Memorial Competitive Grant Program,
which (among other things) provides funding to law

149. Peter Eichorn and Ian Towers, Principles of Management: Efficiency and Effectiveness in the Private and Public Sector, 2018, Springer

International Publishing.
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enforcement agencies to hire civilians for certain
functions, the PCSO created a Sheriff’s Services
Officer (SSO) program.'® The SSO program assigns
civilians to respond to non-emergency calls such

as motor vehicle accidents without serious injury,
criminal mischief, theft, fraud, and “cold” burglary
cases where the offender is no longer at the scene. In
turn, deputy sheriffs prioritize responding to more
serious and violent calls for service.

Because civilians receive lower pay and ben-
efits than sworn deputies, the PSCO saved nearly
$500,000 per year by hiring professional staft for
non-emergency calls rather than continuing to rely
on an equal number of sworn officers."”! PCSO’s
experience suggests that agencies should document
their costs for staft in specific positions before and
after civilianization to quantify any savings over
time.

Crime Response

When assessing the impact of civilianization on
crime response, it is useful to look at both the direct
response to crime (e.g., calls for service) and the
investigative process.

In the PCSO, the primary objective for civil-
ianizing positions was to alleviate the burden on
sworn deputies of responding to minor issues.

This enables the deputies to focus on more seri-
ous and dangerous calls for service and to engage
with the public and problem solve. Agencies should
compare response times for various types of calls
for service under civilianization compared to the
previous model. Ideally, agencies should experience
decreased response times for both serious and less
serious calls.

At the same time, agencies should consider
measuring the success of professional staff at resolv-
ing, for example, minor traffic issues and burglary
cases, including how quickly reports were filed and
how community members felt their issues were

handled. Agencies will want to assess the benefits
of enabling sworn officers to focus on strategic
priorities (e.g., increasing officers’ time on patrol,
attending community meetings, or implementing

a community violence intervention program) and
the effects of professional staff responding to calls
for service that sworn officers previously handled.
Surveying members of the community is one way to
measure their level of satisfaction.

Agencies should also assess whether profes-
sional staff improve investigative outcomes. For
example, rather than training sworn personnel to
become intelligence analysts, police departments
can hire professional staff with the education and
knowledge to perform crime mapping, data analy-
sis, and crime analysis. Agencies that do so should
evaluate whether employing professional staft in
these roles improves investigative outcomes, such
as faster and more accurate suspect identification,
enhanced evidence tracing, or more timely case
dispositions.

Additionally, non-sworn crime analysts and
investigators can free up sworn investigators’ time
by doing some of their legwork. When professional
staff help perform critical investigative tasks such
as conducting criminal history checks and social
network analyses, interviewing witnesses, writ-
ing search warrants, and creating flyers for wanted
persons, detectives can handle heavier caseloads
more effectively.'” Thus, the rates at which investi-
gative tasks are completed and cases are solved with
professional staft support are meaningful metrics
for assessing civilianization.

In addition to helping detectives with the most
serious crimes, professional staff investigators can
assume responsibility for investigating crimes such
as identity theft, burglaries, stolen autos, larcenies
from auto, and incidents such as traffic crashes.!>
If departments judiciously delegate some of these
responsibilities to professional staff, they can
give the detectives investigating the most serious

150. Robert C. Davis et al., “Civilian Staff in Policing: An Assessment of the 2009 Byrne Civilian Hiring Program,” Police Executive
Research Forum, December 31, 2013, https://www.ojp.gov/pdffiles1/nij/grants/246952.pdf.

151. Ibid.
152. Ibid.
153. Ibid.
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offenses — murder, sexual assault, robbery, and
aggravated assault — caseloads that are more in
keeping with investigative best practices.

To gauge the effectiveness of reallocating
investigative responsibilities between sworn and
professional staff, agencies should consider tracking
the assignment of cases by employee classification
(i.e., sworn or professional staft), case type, tasks
completed, time spent performing tasks, and case
disposition.

Sample Evaluation Plans

In determining whether a position is amenable to
civilianization, it is good practice to adopt a sys-
tematic approach such as a decision tree, as the
Vancouver (BC) Police Department (VPD) did in
its civilianization study.””* The VPD asked three of
the five questions (referred to above, see p. 51) com-
monly used to determine whether a sworn position
is suitable for civilianization:

1. Does the position require law enforcement
powers, such as the authority to make arrests,
use force, adhere to statutory mandates, or carry
a firearm?

2. Are the skills, training, experience, or credibility
of a sworn police officer required to fulfill the
duties of the position?

3. Can a specially trained civilian fulfill the
requirements of the position?

This section applies these questions to three
common police agency roles — human resources
(HR), crime analyst, and court liaison — as exam-
ples of how an agency might consider whether posi-
tions are suitable for civilianization.

Human Resources

An agency’s HR unit plays a crucial role, especially
amid the ongoing challenges of recruiting and
retaining quality personnel.'* Inadequate staffing
levels often force agencies to reduce services and
units,'® so a robust and efficient HR unit is vital to
an agency’s effective operation.

HR specialists are responsible for frontline HR
duties, including recruiting, screening, interviewing,
and placing new hires.'”” HR managers oversee and
coordinate the organization’s administrative func-
tions, including supervising HR specialists during
recruitment and hiring.'** Both types of HR profes-
sionals typically hold at least a bachelor’s degree
and possess industry experience. Leveraging their
formal education, training, and experience, profes-
sional HR personnel may complete HR-related tasks
more precisely and efficiently than sworn staff.

Agencies have multiple ways to measure the
impact of switching from sworn personnel to pro-
fessional staff performing HR-related duties. First,
because recruiting and hiring are crucial functions
of HR specialists, agencies should measure a variety
of performance indicators:

« Number of applicants;
« Diversity of applicants;

« Number of applicants who meet a position’s
minimum requirements;

+ Time needed to complete each step of the
application process (respond to inquiries from
prospective applicants, collect documents for the
background investigation, ensure background
investigators and others are processing
applications in a timely manner, etc.); and

154. Curt Taylor Griffiths, Nahanni Pollard, and Tom Stamatakis, “Assessing the effectiveness and efficiency of a police service: The
analytics of operational reviews,” Police Practice and Research, Vol. 16, No. 2, 2015, https://doi.org/10.1080/15614263.2014.972621.
155. Bureau of Justice Assistance and Office of Community Oriented Policing Services, “Recruitment and Retention for the Modern
Law Enforcement Agency,” 2023, https://bja.ojp.gov/doc/recruitment-retention-modern-le-agency.pdf.

156. International Association of Chiefs of Police, “The State of Recruitment: A Crisis for Law Enforcement,” 2019, https://www.theiacp.

org/sites/default/files/239416_IACP_RecruitmentBR_HR_0.pdf.

157. Bureau of Labor Statistics, “What Human Resources Specialists Do,” September 6, 2023, https://www.bls.gov/ooh/business-and-

financial/human-resources-specialists.htm#tab-2.

158. Bureau of Labor Statistics, “What Human Resources Managers Do,” September 6, 2023, https://www.bls.gov/ooh/management/

human-resources-managers.htm#tab-2.
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o Number of personnel hired.

Also, because the quality of personnel who are
hired is essential to an agency’s success, depart-
ments could consider comparing the performance
of personnel hired by sworn staff and by profes-
sional staff. For example, they could compare
employees’ years of service (retention), performance
evaluations, disciplinary records, attendance history,
commendations, and promotion record.

Crime Analyst

Crime analysis is an essential function within police
agencies; effective crime analysis helps support
criminal investigations, enhances prosecutorial
efforts, and facilitates operational functions.””® With
technological advances enabling new ways to com-
mit crime as well as new ways to measure, locate,
and visualize it, crime analysis is a challenging
endeavor, demanding extensive time for data collec-

tion, classification, and pattern identification.'*

Traditionally, crime and intelligence analyses
have been predominately carried out by sworn per-
sonnel.' The increasing integration of professional
staff into these roles reflects a growing recognition
that sworn officers often lack the formal education,
training, and experience required for proficient
crime analysis.'* Agencies that use sworn officers
as crime analysts typically must both train them for
this duty and identify other officers to fill the opera-
tional roles they vacated. Employing professional
staft with the credentials to serve as crime analysts
relieves agencies of these burdens.

To evaluate the impact of civilianizing the crime
analyst position, agencies should consider assessing

the quality of their work product at each of the five
steps of crime analysis:

1. Data Collection;
2. Classification;

3. Pattern Identification;
4. Prediction; and
5

Visualization.'®

For example, a comparative analysis between
sworn and professional staff could determine the
quantity and quality of data collected. Agencies
could also evaluate whether professional staft ana-
lysts classify data and identify patterns more accu-
rately than sworn officers. And they could assess
the relative effectiveness and quality of predictive
analytics and data visualizations generated by the
two groups.

Court Liaison

Court liaisons serve a vital administrative role in
supporting police departments. Their responsibili-
ties encompass tasks such as collaborating with
prosecutors and representing arresting officers in
cases that do not go to trial.'** Court liaisons also
undertake such duties as managing hearing notices
and subpoenas, handling department paperwork,
tracking court dispositions, maintaining records,
and preparing reports.'® Their regular presence as a
point of contact for the prosecutor’s office and other
court officials streamlines information exchange,
saving valuable time for prosecutors and on-duty
officers.

Officers receive overtime pay to appear in
court; this cost can add up quickly if the case is

159. Bureau of Justice Assistance, “Overview of Crime Analysis,” https://bja.ojp.gov/sites/g/files/xyckuh186/files/media/document/

OverviewofCrimeAnalysis.pdf.

160. Shiju Sathyadevan, M. S. Devan, and S. Surya Gangadharan, “Crime analysis and prediction using data mining,” First International
Conference on Networks & Soft Computing (ICNSC2014), August 2014, https://ieeexplore.ieee.org/document/6906719.

161. John Kiedrowski et al., “The Civilianization of Police Services in Canada,” Compliance Strategy Group, 2015, https://doi.org/

10.13140/RG.2.2.35759.12969.

162. Ibid.

163. Sathyadevan, Devan, and Gangadharan.
164. Davis et al.

165. Ibid.
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not promptly adjudicated or multiple officers are
required to appear as witnesses.'® Using liaisons
to interface with court officials until officers are
needed to testify should generate cost savings
given the liaisons’ lower salaries and the ability of
departments to prohibit them from working costly

overtime.'?’

Appropriate metrics for evaluating the impact
of civilianizing the crime court liaison position
include salary savings and the amount of time
officers spend in court rather than performing their
primary duties. One tangible measure might be
annual overtime pay expenditures before and after
establishing a professional court liaison position.
Another measure could be the number of court
cases where officers fail to appear. If an agency
identifies this as a problem, the addition of a court
liaison should be associated with a drop in officers
failing to appear in court.

166. Ibid.

167. William R. King and Jeremy M. Wilson, “Police Consolidation: Integrating Civilian Staff into Police Agencies,” Office of
Community Oriented Policing Services, 2014, https://portal.cops.usdoj.gov/resourcecenter/ric/Publications/cops-p290-pub.pdf.
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10 Tips for Successful Civilianization

For years now, many law enforcement
agencies have made good-faith efforts to imple-
ment civilianization. As commendable as these
efforts have been, many agencies have encountered
an undeniable reality: civilianization in policing is
difficult to achieve. There are a number of reasons
why, including tradition and culture, resistance
from sworn employees and their unions, skepticism
among some public officials and members of the
public, and short-term budgetary pressures.

But there are agencies that have committed
to civilianization and confronted the obstacles in
ways that are both creative and common-sense. For
this project, PERF studied 20 of these agencies and
reviewed what the research literature says about
civilianization. Based on that review, we have identi-
fied the following ten tips for agencies to follow as
they look to implement a successful civilianization
program.

@ Call Civilians “Professional Staff”

What we label something — especially employees in
an organization — can have a profound impact on
individual perceptions and organizational culture.
In fact, according to David S. Slawson, “Anthro-
pologists recognize naming as ‘one of the chief
methods for imposing order on perception.”'¢®
In law enforcement agencies, how personnel are

named or identified has important implications for

how their status is perceived in the organization.

As Deputy Chief Greg Halstead of the Sacramento
Police Department said, “You hear a lot of agencies
refer to professional staft as civilians, but we transi-
tioned our terminology about four or five years ago,
to really help make them feel more included”

To promote a workplace culture where everyone
is equally valued and committed to supporting the
organization’s mission, agencies should follow the
lead of the Sacramento PD and others and refer to
employees as “sworn personnel” and “professional
staft” Use of the terms “non-sworn” and “civilian”
should be discouraged. Adoption of this practice
can be expedited by issuing a policy document — a
general order, chief’s memorandum, or training
bulletin — that explains why use of the term “pro-
fessional staff” is important. In addition, agency
general orders and other policy documents should
be reviewed and updated to reflect this language.
Agency leadership should then reinforce this policy
by using the term in all communications and taking
corrective action when personnel refer to profes-
sional staff as “non-sworn” or “civilian.”

Adopt Civilianization as an
Organizational Best Practice

Some agencies may be inclined to view civilian-
ization as a temporary solution, needed only as
long as the duration of the sworn staffing crisis.

168. Julie Louceil Germain Walker, “I now pronounce you...uhh”: A qualitative autoethnographic exploration of women’s and men’s
marital surname-choice experiences, 2012. [Master’s thesis, Minnesota State University, Mankato]. Cornerstone: A Collection of
Scholarly and Creative Works for Minnesota State University, Mankato. https://cornerstone.lib.mnsu.edu/etds/50/.
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This is short-sighted. The challenge of recruiting
and retaining police officers may be the catalyst to
civilianizing positions, but the benefits of increas-
ing agencies’ professional staff should long outlive
the crisis. For example, the advantages of send-

ing professional staff rather than police officers to
behavioral health calls for service where the subject
is unarmed and non-violent extend beyond dis-
patching fewer 911 calls to sworn personnel; using
professional staft can improve outcomes and reduce
the risks of these situations resulting in the use of
force. And the improved instructional quality that
professional curriculum writers deliver will serve
agencies’ training interests well into the future.

Police departments should embed into their
organizational culture the many benefits that come
with civilianization: increased skills, specialization,
improved performance, role stability, less costly
salaries and benefits, fewer training requirements,
more balanced workloads, and optimization of
police officers” discretionary time. Beyond these
benefits, once the sworn staffing crisis has abated,
the development of a robust civilianization plan
is an opportunity to increase hiring standards for
police officers — for example, to require a bachelor’s
degree, raise the minimum age, or require prior
employment experience.

Develop a Comprehensive
Implementation Strategy

Civilianization is a significant undertaking. To
increase its chances of success, agencies are encour-
aged to develop a comprehensive implementation
strategy with the following components: job
analysis, policy development, role classification
(sworn or professional staff), position description,
recruitment, hiring, onboarding, goals and objec-
tives, timelines, key partners, task assignments,
stakeholder input, projected benefits and outcomes,
communications strategy, and evaluation plan.

The first step is to conduct a job analysis. The
employment website Indeed defines a job analysis
as “the practice of gathering and analyzing details
about a particular job, such as responsibilities,

day-to-day duties, hard and soft skills, qualifica-
tions, education, expected outcomes, interaction,
performance standards, work conditions, physical
abilities and supervision.”'** Once a job analysis is
completed for all positions an agency is consider-
ing for civilianization, an experienced and diverse
committee should be tasked with answering five
questions to classify each position as either sworn or
professional staff:

1. Does the position require law enforcement
duties (i.e., powers of arrest, use of force,
statutory requirements, carrying a firearm)?

2. Are the skills, training, experience, or credibility
of a sworn officer required to fulfill the duties of
the position?

3. Would assigning a sworn officer to the position
be helpful in developing their leadership skills?

4. Would assigning a sworn officer be helpful for
other reasons?

5. Could a specially trained professional staft
member fulfill the requirements of the position?

A position is typically suitable for civilian-
ization if the team answers “no” to questions 1
through 4 and “yes” to question 5, although some
agencies may decide there are benefits to civilian-
izing a particular position even if their answers to
these questions do not align exactly. Agencies are
encouraged to include this decision-making pro-
cess in a policy written specifically to address civil-
ianization. A civilianization policy can be helpful
in explaining to various stakeholders — employees,
union leaders, elected officials, budget-makers, and
residents — how personnel decisions are made, the
key role of professional staff in a law enforcement
organization, and the multitude of benefits civil-
ianization brings.

The next steps of the implementation strat-
egy are perhaps a bit more familiar to most law
enforcement agencies: creating position descrip-
tions and recruiting, hiring, and onboarding
personnel. Nevertheless, agencies should be
mindful that a push to hire and onboard large

169. Indeed, “What Is Job Analysis?” Accessed June 12, 2024, https://www.indeed.com/hire/c/info/what-is-job-analysis.
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numbers of professional staff in a short time

can strain the capacity of human resources and
recruitment personnel. This is why it is critical to
establish realistic goals and objectives (including
timelines) for implementation of the civilianiza-
tion strategy.

As part of the strategy, agencies should iden-
tify and assemble key partners. For example, in its
effort to hire nearly 400 professional staff in 2024,
the Chicago Police Department secured the full
commitment of the City’s Department of Human
Resources and Office of Public Safety Admin-
istration. Without their participation, the CPD
knows it will not realize its projected benefits and
outcomes, which include “increasing the number
of cops on the street by freeing officers assigned to
desk duty, . . . [and] rein[ing] in costs”'”°

An additional component of a well-developed
civilianization strategy is a communications plan
that reaches key stakeholders. Among these stake-
holders are public officials with budgetary authority,
current employees, union representatives, other
involved government agencies, and the public, who
will want to know how civilianization may affect the
police services they receive and how their tax dol-
lars are spent.

As discussed below (see Tip 10), the strategy
should also include an evaluation plan to deter-
mine whether the project’s goals and objectives
have been achieved according to the implemen-
tation plan. Evaluation is essential not only for
accountability and transparency purposes, but
also for building support to civilianize additional
positions if desired outcomes are being achieved.

@ Set Ambitious Goals

In 2006, professional staff represented roughly 16
percent of the Vancouver Police Department’s total
personnel.’”! Due to an ambitious plan designed to
“establish itself as the clear leader in civilianization
among North American police departments,””>
today 30 percent of the department is staffed by
professional staff.'”> More recently, Chicago’s 2024
budget allocated funding to create nearly 400 new

professional staff positions in one fiscal year.'”

PERF encourages other law enforcement
agencies to establish similarly ambitious goals for
civilianization. With 21 percent of personnel in
local law enforcement agencies made up of pro-
fessional staff (as of 2020),'”* there is tremendous
opportunity for growth in this area. Once short-
term goals are achieved, and agencies provide their
administrations and the public with evidence of the
benefits of civilianization (for example, cost sav-
ings, improved officer morale, increased employee
retention, role stability, more proactive officer
engagement, and performance improvements),
opportunities to further increase the number of
professional staff can be pursued.

@ Prepare for Internal Resistance

Former Aurora (CO) Police Chief Art Acevedo
told PERF, “There wasn’t any pushback from the
city or union to create these [professional staff]
positions. The city sees it as good management,
and the officers — who are understaffed — are
happy to have the help”” It is encouraging to hear
police chiefs and sheriffs say their officers have
welcomed professional staff with open arms. But

170. Alice Yin, “Brandon Johnson won office with a nontraditional vision for policing. Does his first CPD budget line up?” Chicago
Tribune, November 25, 2023, https://www.chicagotribune.com/2023/11/25/brandon-johnson-won-office-with-a-nontraditional-

vision-for-policing-does-his-first-cpd-budget-line-up/.

171. Vancouver Police Department, “Civilianization in the Vancouver Police Department,” March 13, 2006, https://council.vancouver.

ca/documents/rrlonfile4.pdf.
172. Ibid.

173. Adam Palmer, PERF Annual Meeting, May 30, 2024, Orlando, Florida.

174. Alice Yin, “Brandon Johnson won office with a nontraditional vision for policing. Does his first CPD budget line up?” Chicago
Tribune, November 25, 2023, https://www.chicagotribune.com/2023/11/25/brandon-johnson-won-office-with-a-nontraditional-

vision-for-policing-does-his-first-cpd-budget-line-up/.

175. Sean E. Goodison, “Local Police Departments Personnel, 2020,” Bureau of Justice Statistics, November 2022, https://bjs.ojp.gov/

sites/g/files/xyckuh236/files/media/document/lpdp20.pdf.
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some police officers may be reluctant to support
civilianization efforts, and agencies should be pre-
pared for resistance.

Although some agencies endure a protracted
collective bargaining process over multiple contract
negotiation cycles to civilianize the desired number
of sworn positions (e.g., see the Philadelphia Police
Department, page 26), most executives said officers’
misgivings about civilianization can be assuaged by
explaining why the personnel moves are being made
and how they will impact officers’ current assign-
ments and future opportunities for advancement.

A good way to learn about officers’ concerns
regarding civilianization is by speaking with union
officials or informal leaders in agencies that are
not unionized. Other avenues for obtaining feed-
back include an organizational survey, suggestion
boxes located in stationhouses and other facilities,
email, chain of command, or an ad hoc committee
comprised of representatives from various divi-
sions. However the feedback is received, it will likely
revolve around officers’ fears: of being pushed out
of desirable assignments, of being medically forced
out of the job because administrative assignments
are filled by professional staff, and of having fewer
opportunities for promotion.

Command personnel should address these
issues head on to dispel rumors and calm anxiet-
ies. When Deputy Commissioner Brian Nadeau of
the Baltimore Police Department spoke to Internal
Affairs detectives about the department’s plans to
hire Investigative Specialists, he illustrated the kind
of forthright conversations agency leaders might
have with their personnel about civilianization: “I
told everyone, nobody who currently works here
is going to be transferred out. Are we going to take
in civilians? Yes. Will some sworn personnel that
[transfer or promote from] here not have their posi-
tions refilled? Yes. But at the end of the day, nobody
was getting removed, and we weren’t looking to
completely make Internal Affairs a civilian shop.”
Agencies that are planning to reassign existing
sworn personnel because of civilianization should
be honest about the reasons for the moves and the
process and timelines that will be followed.
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Treat Professional Staff as
Equals to Sworn Staff

Although the roles and responsibilities of profes-
sional staff and sworn personnel differ, leadership
should clearly communicate to all employees that
everyone is equally valued. Agencies can uphold

the value of professional staff in a variety of ways:
recognition at awards ceremonies, involvement

in employee appreciation events, participation

in meetings with sworn personnel, inclusion and
authority in decision-making, promotion to com-
mand positions, referring to them as “professional
staff” rather than “civilians” or “non-sworn,” provid-
ing ongoing training and professional development
opportunities, and public discussion of the key roles
professional staff play in law enforcement opera-
tions and delivering public safety services.

Agencies are encouraged to periodically sur-
vey their employees to assess whether they believe
professional and sworn staff are valued equally and
treated fairly. Open-ended questions should be
included in the survey to identify issues manage-
ment may not otherwise know about.

Provide Career Growth
Opportunities for
Professional Staff

Many police officials told PERF it is as challenging
to hire and retain professional staff as it is sworn
staff. Qualified applicants may be dissuaded by com-
paratively low salaries and minimal opportunities
for career growth, such as variety of assignments,
training, promotions, and consistent raises. Profes-
sional staft who already work for a law enforcement
agency are often compelled to seek positions in
other fields where such incentives are more readily
available.

To overcome these challenges, agencies should
prioritize creating a career path for as many profes-
sional staff positions as possible. Professional staff
who work as trainers, crime analysts, crime scene
technicians, community service officers, auditors,
and investigators, for example, can be supervised
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by professional staff who are more experienced and
credentialed for these specialized assignments than
many sworn supervisors. Agencies can also adopt
personnel policies that give preference to current
professional staff over external candidates for pro-
motions and lateral assignments.

Agencies are also encouraged to collaborate
with a cross-section of professional staff to develop
a comprehensive training program that meets the
diverse needs of professional employees. It should
include a robust orientation process for new
employees, with sufficient flexibility to ensure that
everyone’s onboarding needs are met regardless of
position status or unit of assignment. The orienta-
tion program should also discuss how to acclimate
to the law enforcement environment and work with
sworn members. Annual continuing education
courses (with a minimum number of hours to be
taken by all employees) should also be part of the
program. This ongoing training can be provided by
the agency, other government agencies (local, state,
and federal), or through external sources such as
colleges and universities and private companies.
Employees and supervisors should be informed of
available training opportunities at the beginning of
each calendar or fiscal year so they can set schedules
and establish opportunities for selecting courses to
attend. All required training hours should occur
during work hours, and agencies should create a
professional staff training budget to meet the needs
of their employees.

e Prioritize College Students
and Recent Graduates

PERF’s research of civilianization in law enforce-
ment agencies revealed an interest among college
students to work in policing. In fact, contrary

to public sentiment that younger workers hold
persistently negative attitudes toward police, the
Baltimore Police Department and Tucson Police
Department have found tremendous success in hir-
ing recent college graduates into professional staff
positions as Investigative Specialists and Profes-
sional Staff Investigators. Notably, both departments

have also reported that women have shown propor-
tionately more interest in these professional staff
positions than sworn positions, and once hired,
they’ve admirably performed their duties.

PERF found similar results among college
students and recent college graduates while admin-
istering the PERF-HBCU Summer Internship
Program. By interacting with college students and
creating opportunities to immerse them in the law
enforcement profession, PERF learned the interns
are more likely to consider becoming police offi-
cers or professional staff members within a police
agency. As PERF’s study on the internship reported,
“By ‘going upstream’ to identify college students
currently interested in policing or cultivate an inter-
est in students to move into the field, agencies can
invest in their future and attract some of the next
generation’s best and brightest to a career in the
policing profession.”

For many specialized positions, such as infor-
mation technology and data analysis, a college
education is a prerequisite. In addition, college
graduates are likely to bring a range of experiences
and perspectives that are helpful to law enforcement
agencies serving increasingly diverse communities.

Offer the Most Competitive
Compensation Possible

Law enforcement agencies can't solve every problem
by throwing money at it, and budgetary practi-
calities often limit their ability to vie with private
industry for the most highly credentialed profes-
sional staff. But offering competitive salaries and
other incentives is as essential for recruiting and
retaining talented professional staff as it is for police
officers.

As such, agencies should consider applying
some of the strategies that have been successfully
used in recruiting and retaining police officers to
their efforts to recruit and retain professional staff.
These strategies, many of which PERF detailed
in its August 2023 report, “Responding to the
Staffing Crisis: Innovations In Recruitment and
Retention,”"”¢ include routinely surveying the

176. PERE, “Responding to the Staffing Crisis,” August 2023, https://www.policeforum.org/assets/RecruitmentRetention.pdf.
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salaries of similar positions in public and private
industries to remain competitive in the marketplace;
communicating with fiscal decision-makers the
importance of professional staff in running high-
performing police organizations; paying relocation
costs; offering hiring and longevity bonuses; provid-
ing robust healthcare plans and employee wellness
programs; and improving retirement options.

A paradigm shift in policing is potentially afoot,
marked by a significant increase in the percentage
of professional staft who are serving in roles and
carrying out duties previously performed almost
exclusively by sworn personnel. For the profession
to realize the benefits offered by this transformation,
it is incumbent upon police executives to lobby for
competitive salaries on behalf of professional staft as
hard as they have for sworn personnel.

In the Seattle Police Department, for example,
executives pursued pay compression between pro-
fessional staff and sworn personnel who performed
similar duties. According to Chief Operating Officer
Brian Maxey, “This not only brought pay parity,
but it affirmed the value of the department’s profes-
sional staft”

Evaluate Implementation

The most consistently overlooked component of a
comprehensive civilianization plan is evaluation.
This is contrary to good management practices and
leaves officials unable to answer the most basic and
important questions: Did we accomplish what we
set out to achieve? Did we solve the problem? Did
we improve performance?
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Agencies are often unable to answer these
questions because they fail to develop a plan for
collecting data. Thus, before implementing the civil-
ianization process, agencies should determine what
needs to be measured and how they should measure
it. Table 6 provides several examples of the ques-
tions agencies may want to answer and the data they
could collect to do so.

Data collection, analysis, and evaluation should
be an ongoing process for agencies to determine
whether their goals around civilianization are being
met. If goals are being met, agencies may want to
seek additional opportunities for civilianization,
citing cost savings, effective utilization of resources,
and improved performance as reasons for increas-
ing the number of professional staff. If goals are
not being met, agencies should explore the reasons
why. Was the civilianization plan fully imple-
mented? Were professional staft properly trained
and oriented to the organization? Were pay and
benefits commensurate with their education, skills,
experience, and job duties? Did sworn staff treat
professional staft as equally valued employees? Did
the agency provide professional staft with sufficient
opportunities for career growth? All these issues,
and more, should be considered when evaluating
the outcomes of civilianization.

10 Tips for Successful Civilianization — 69



Table 6

Question

Did hiring professional staff as
firearms instructors (i.e., former/
retired police officers) reduce
assignment turnover and provide
role stability in the training
academy?

Baseline Data

Length of time each sworn
firearms instructor was assigned
to the training academy before
civilianization.

Outcome Data

Length of time each professional
staff firearms instructor has been
assigned to the training academy
since the civilianization process
began.

Has the number of hours

officers spend working patrol
overtime been reduced since the
department hired professional staff
Community Service Officers?

Number of hours officers spent
working patrol overtime during the
past five years before the agency
hired professional staff Community
Service Officers for each patrol
district.

Number of hours officers spent
working patrol overtime since the
agency hired professional staff
Community Service Officers for
each patrol district.

How many sworn personnel

have been reassigned from
administrative roles to operational
roles since the civilianization
process began?

Number of sworn personnel
assigned to administrative roles
and operational roles before
civilianization.

Number of sworn personnel
reassigned from administrative
roles to operational roles since the
civilianization process began.

Are Part 1 crime clearance rates
higher since Professional Staff
Investigators were hired to assist
sworn detectives?
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Clearance rates for all Part 1

crime in the five years before the
agency hired Professional Staff
Investigators to investigate criminal
cases.

Clearance rates for all Part 1 crime
since the agency hired Professional
Staff Investigators to investigate
criminal cases.
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Conclusion

Perhaps the biggest crisis facing law
enforcement agencies today is attracting and
retaining sworn police officers.

Over the last several years, PERF has been
tracking trends in officer hiring, as well as resigna-
tions and retirements. Annual surveys have found
that, in general, hiring has declined and resigna-
tions and retirements have increased, especially
since the onset of the COVID-19 pandemic and
the social unrest following the death of George
Floyd in police custody. While PERF’s latest survey
suggests the staffing crisis may be easing, agencies
should not be lulled into thinking that they are out
of the woods just yet. Large police departments
and sheriffs’ offices continue to face serious chal-
lenges, which is affecting their ability to adequately
staff patrol cars, detective squads, and specialized
units without taking drastic and costly measures
such as mandatory overtime.

Albert Einstein is credited with saying, “In
the midst of every crisis, lies great opportunity.”'”’
The crisis in police officer staffing presents a
unique opportunity for law enforcement agen-
cies to rethink how they allocate resources and
deliver public safety services to the community.
Civilianization can be a key strategy for addressing
the staffing crisis in smart, strategic, and cost-
conscious ways.

Civilianization just makes sense. It moves
sworn officers from assignments that don’t

require a badge and a gun into roles that they
are uniquely trained and equipped for: respond-
ing to emergency calls for service, investigating
crime and arresting offenders, and working with
the community to prevent crime and build safer
neighborhoods. At the same time, civilianization
can bring educated, experienced, and diverse
professionals into many of the assignments that
are critical to today’s law enforcement operations.
These include highly specialized fields such as
information technology, data analysis, forensics,
public affairs, and the like. If done strategi-

cally and methodically, civilianization can both
improve agency performance and reduce costs.

Civilianization is not easy, even for agencies
that are committed to the process. There will be
obstacles, including bureaucracy, internal resis-
tance, and even public skepticism. This report
has laid out many of these barriers. But it has
also offered strategies on how to overcome them.
The report provides common-sense and practical
guidance on how to implement a civilianization
program and how to evaluate its impact. Impor-
tantly, the report provides useful examples from
agencies that have made important strides toward
civilianization and have learned valuable lessons
along the way.

This is a crucial time for policing. While
homicides and other violent crimes have declined
recently, they remain stubbornly high in many
communities. So do the rates of drug abuse and

177. Albert Einstein, Accessed June 12, 2024, https://www.goodreads.com/quotes/10196552-in-the-midst-of-every-crisis-lies-

great-opportunity.

Police Executive Research Forum

Conclusion — 71


https://www.goodreads.com/quotes/10196552-in-the-midst-of-every-crisis-lies-great-opportunity
https://www.goodreads.com/quotes/10196552-in-the-midst-of-every-crisis-lies-great-opportunity

overdose deaths. And there are new threats — as
well as new opportunities — posed by technologies
such as artificial intelligence.

To address these and other challenges, law
enforcement agencies need to ensure they have, in
the words of management guru Jim Collins, “the
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right people on the bus ... in the right seats.” By
hiring qualified and dedicated professional staff,
working alongside sworn personnel focused on

the jobs they have been trained and equipped for,
agencies can create more effective organizations and
safer communities.
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Appendix A:
Interview Guide

In researching this report, PERF consulted
with 20 different law enforcement agencies about
their experiences with civilianization. PERF staff
used the following interview guide when talking with
the agency subject matter experts. Not every ques-
tion was asked of every interview subject, and some
follow-up questions naturally deviated from the basic
interview script. However, these questions formed
the basis of the interview that uncovered much of the
valuable information contained in the report.

1. Why did your agency decide to transition
some of its sworn positions to professional staft
positions?

2. Are yous still transitioning sworn positions to
professional staff positions?

3. How many positions did your agency transition
from sworn to professional staft personnel?

4.  Which positions were transitioned?

5. How long did it take to create the positions and
onboard personnel?

6. Can you share with us the position descriptions
and qualification requirements?

7. How were the positions funded?

A. Were sworn positions cut?
If yes, how many?

B. Are these cuts permanent?

C. Were funds temporarily reallocated from
sworn to non-sworn positions?

1) Isthere a plan to refund the sworn
positions?
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10.

11.

12.

13.

Are there any certification requirements for the
positions? What are they?

A. Are employees expected to have the
certifications when they apply?

What are the training requirements for the
positions?

A. How long does it take to complete the
training?

B. What are the costs of the training?
How does this compare to training
sworn personnel?

C. Is the training provided in-house or
externally?

D. Is the training provided pre- or post-hire?

Did you have to make any changes to local or
state laws to facilitate the transition of these
positions?

What was community sentiment toward
transitioning these positions from sworn to
civilian (i.e., were people upset that sworn
officers weren’t responding to or handling
incidents they previously handled?)? How
strong was the sentiment, and how did it
manifest?

Was there political support or opposition to
the moves? How were the politicians helpful or
obstructive?

Would you characterize the city/county/state
government/administration (including HR)
as helpful or an impediment to the transition?
What specific actions did they take?
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14.

15.

We often hear of union or labor opposition
to the transition of positions from sworn to
professional staff personnel. What was your
experience?

A. How did the rank-and-file (separate from
the union) respond to these moves?

What have been the results (outputs and
outcomes) of transitioning the position(s)
from sworn personnel to professional staft?

A. Cost savings?

B. Sworn personnel transitioned from
administrative to operational roles?

C. Reduced time to hire and train personnel?

D. Work efficiencies (e.g., additional cases
processed, clearance rates, other metrics)?
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16.

17.
18.

19.

20.

What were the greatest challenges of this
transition process?

What have been the greatest benefits?

In addition to the positions you've already
transitioned to professional staft, are there
are any other positions you think could be
transitioned? What do you think the benefits
would be?

Is there anything you haven't already said that
you would recommend to other agencies who
are considering making this transition?

That concludes my questions. Is there anything
you would like to add?

Police Executive Research Forum



Appendix B:
Position Descriptions

This appendix contains sample position descriptions of some of the professional
staff jobs that agencies shared with PERF as part of the research for this report.

Background Investigator:
San Jose Police Department'’®

Job Summary Basic Competencies

Under close supervision by a sworn officer or « Job Expertise - Demonstrates knowledge of
supervisor, conducts comprehensive prebackground and experience with applicable fair employment
investigations that meet all current legal stan- practices, professional/technical principles and
dards. Responsible for developing, conducting, practices, Citywide and departmental proce-
and reporting on background investigations to dures/policies and federal and state rules and
assure compliance with all minimum standards for regulations.

appointment and all CA Peace Officer Standards
and Training (“POST”) “Areas of Investigation”
regulations and/or all San Jose Police Department
(“SJPD”) procedures and protocols.

« Analytical Thinking — Approaches a situation
or problem by defining the problem or issue;
identifies a set of features, parameters, or consid-
erations to consider, collects and analyzes data,
uses logic and intuition to arrive at conclusions

Minimum Qualifications and recommendations.

« Graduation from high school or equivalent and « Communication Skills - Communicates and lis-
five (5) years’ experience as a peace officer in good tens effectively and responds in a timely, effective,
standing with a California law enforcement agency, positive, and respectful manner; written reports
including two years of investigative experience. and correspondence are accurate, complete, cur-

rent; well-organized, legible, concise, neat, and in

o Possession of a valid California Class C Driver’s .
proper grammatical form.

License is required and must be maintained dur-
ing the entire term of employment in the job class.

178. Source: San Jose Police Department, position posted 2/1/2017.
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« Maintaining Personal Credibility/Meeting Ethical
Standards - When confronted with ethical dilem-
mas, acts in a way that reflects relevant law, policy
and procedures, agency values, and personal
values.

 Multi-Tasking — Can handle multiple projects
and responsibilities simultaneously; has handled
a wide variety of assignments in past and/or
current position(s).

« Problem Solving - Approaches a situation or
problem by defining the problem or issue; deter-
mines the significance of problem(s); collects
information; uses logic and intuition to arrive at
decisions or solutions to problems that achieve
the desired outcome.

o Reliability - Completes quality work assign-
ments in a timely and efficient manner; fulfills
responsibilities and maintains confidentiality as
appropriate.

Desired Qualifications

» Knowledge and experience conducting
background investigations.

« Experience as an officer with the San Jose Police
Department.

« Knowledge of applicable local, state, and federal
fair employment laws.

« Ability to articulate the information gathered
from a wide variety of sources and summarize
findings and recommend suitability.

« Knowledge of interview techniques, the ability
to conduct interviews and the ability to prepare
investigative reports.

« Knowledge of department standards and
procedures for conducting investigations

« Ability to observe and accurately recall places,
names, descriptive characteristics, pertinent facts,
and details.

« Ability to acquire a working knowledge of
various criminal and vehicle codes, departmental
policies, rules and instructions, and police report
writing techniques.
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Duties

Prepares background packets, which includes
information and questionnaires for applicants to
complete to begin the background process.

Meets with candidate to explain the background
packet and questionnaire; schedules the Personal
History Statement (PHS) interview.

Reviews the PHS and other documents; confirms
that the candidate meets minimum requirements;
prepares report for any areas that need further
investigation.

Conducts background interview with the can-
didate and collects all required documentation.
Conducts follow-up with any areas that might
lead to a screen-out.

Schedules fingerprints and polygraph exams.

Conducts all law enforcement checks, and checks
of other agencies applied to, sends out question-
naires to candidates’ references, and reviews
personnel files. Conducts follow-up with training
officers and academy training files, if relevant.

Conducts background investigation; confirms
information provided by candidate; conducts
home visits and neighborhood checks; interviews
references, including family, personal, and law
enforcement; generate secondary references, and
follow-up. May include travel to locations outside
of the county and/or outside of the state as neces-
sary to present a complete background package.

Reviews polygraph results, law enforcement
checks, and other information gathered during
the investigation; conducts follow-up with any
areas that might lead to a screen-out, any negative
information or discrepancies, including pulling
police reports from law enforcement agencies.

Prepares final report and background summary.
Conducts discrepancy interviews.
Presents background to the hiring board.

Performs other duties of a similar nature or level.
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Civilian Criminal Investigator:
Royal Canadian Mounted Police'”?

Job Summary

Civilian Criminal Investigators (CCls) play an
important role in the RCMP of the future. They
work side-by-side with police officers conducting
Criminal Code investigations related to cybercrime
and financial crime. While CClIs have valid security
clearance and limited peace officer status, they will
not be armed and will not make arrests. CCIs will
play integral roles in investigations, such as:

« Interviewing witnesses, victims, and suspects
« Obtaining and executing warrants
o Participating in site searches

« Providing court testimonies

Duties

As a CCI, you will be an integrated member of
financial crime and cybercrime teams working
side by side with police officers and other civilian
members. You will:

o Collect and preserve evidence
o Attend and provide testimony in court

« Provide advanced and specialized skills,
experience, advice, and recommendation in
relation to the Criminal Code of Canada.

Crimes Investigated

Cyber Crime

o Online thefts of personal identifiable information

o Network intrusions, ransomware, and distributed
denial of service

« National security
o Online serious fraud

« Serious internet drug-based trafficking

Financial Crime

o Serious fraud
o Serious capital market related offences
« Money laundering

Proceeds of crime

» Anti-corruption

Knowledge, Skills, and Abilities - Cyber Crime

o Computer science
« Information technology
o Computer programming

o Administration of servers, networks, or
workstations

Knowledge, Skills, and Abilities — Financial
Crime

e Accounting

+ Business administration

o Commerce

» Finance

« Compliance, trading, or securities investigations

« Capital market misconduct investigations

179. https://www.rcmp-grc.gc.ca/en/civilian-criminal-investigators.
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Civilian Traffic Investigator:
Greensboro (NC) Police Department'®°

Job Summary

The responsibility of the Civilian Traffic Inves-
tigator/ Greensboro Motorist Assistance Patrol
(GMAP) is to ensure adequate service to the citizens
of the City in the form of providing non-emergency
services that are essential to motorist safety, such as
assistance to stranded motorists, traffic direction,
and vehicle crash investigation as allowed for by
State law.

Duties

Some of the daily job tasks include: (1) Monitoring
police radio dispatch channels, responding to non-
emergency vehicle crash incidents, and completing
necessary reports and/or exchange slips, as allowed
by State law. Requesting City contracted towing ser-
vices to remove any vehicles that cannot be driven
away from the scene and completing required
vehicle vouchers. (2) Patrolling City streets and
proactively locating stranded motorists, disabled
vehicles, and traffic hazards; subsequently assist-
ing, such as changing a tire, providing sufficient
fuel to relocate the vehicle to the nearest gas sta-
tion, or providing traffic directions until the hazard
may be removed from the roadway. (3) Assisting
the Traffic Safety Unit for special events, such as
traffic enforcement campaigns, license checking
stations, DWI checkpoints, and pre-planned City
permitted road closures. Assistance will require
transporting cones, barricades, light trailers, and
other equipment, as well as removing vehicles from
the roadways subsequent to checkpoints. During
emergency incidents such as power outages and
storm response, GMAP will assist TSU with trans-
port, hook-up, and refueling of generators necessary
to power traffic signals.

Minimum Qualifications:

« High School Diploma / GED with related expe-
rience in non-emergency motorist safety (e.g.,
monitoring radio dispatch for vehicle crashes,
traffic hazards, and disabled vehicles) and/or
directly related field

o Traffic direction skills

« Basic mechanical skills with small tools (e.g., the
ability to change a tire)

« Must possess a Valid Driver’s License

o Certification as a Civilian Traffic Investigator
through the North Carolina Justice Academy

o Certification for NCIC/DCI

Desired Qualifications

Experience working in law enforcement

180. https://www.governmentjobs.com/careers/greensboronc/jobs/newprint/4230960.
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Community Engagement Liaison:
Orange County (FL) Sheriff's Office'®’

Job Summary

This position will create and implement a long-term
community engagement plan in order to strengthen
community relations, increase public safety, and
reduce crime through proactive engagement, out-
reach, and communication. This position will report
directly to the Community Relations Captain.

Duties

« Serves as agency liaison between Orange County
Sheriff’s Office (OCSO) and public and private
community-based organizations (i.e., nonprofit
organizations, diverse interfaith groups, local
churches, government agencies, educational
institutions, community organizers, etc.) to help
OCSO achieve its goals and objectives.

o Identifies and establishes a network of sustainable
relationships and resources in the commu-
nity. Builds a volunteer base in the community.
Coordinates with those relationships/resources/
volunteers to provide focus and direction for
community improvements, public safety, and
crime reduction.

 Researches and gathers recommendations from
the community regarding their needs. Prepares
analyses on community engagement related top-
ics for the Sheriff and senior staft.

o Facilitates and organizes appropriate and needed
services for the community.

« Develops and oversees programs for the commu-
nity in order to prevent and reduce crime. Creates
initiatives to stop the cycle of violence.

o Organizes, coordinates, and attends commu-
nity meetings. Listens to community concerns

and provides information about community
engagement.

» Makes presentations throughout the community
and answers questions regarding programs and
services available.

o Creates and maintains databases of resources and
community members/volunteers that can provide
expertise.

« Evaluates community engagement programs by
implementing surveys and receiving feedback
to determine what is and is not effective for the
community.

« Completes additional duties and projects as
necessary.

Minimum Qualifications

A bachelor’s degree (B.A. or B.S.) from an accred-
ited four-year college or university in Business,
Public Administration, Social Sciences or closely
related field AND two (2) years’ experience in pub-
lic/ community engagement, community advocacy
or community organizing/outreach with diverse
demographics OR an equivalent combination of
education and experience.

Must have valid Florida driver’s license. Must
attend and successfully complete the agency spon-
sored Law Enforcement Vehicle Operations (LEVO)
Training if assignment includes driving agency
vehicle. Use of agency vehicle would require appro-
priate driving history and passing agency biennial
driver’s physical exam. Must successfully pass a
medical exam.

181. https://www.governmentjobs.com/careers/ocso/classspecs/1261881?page=4&pagetype=classSpecifications.
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Knowledge, Skills, and Abilities

o Comprehend and communicate fluently in verbal
and written English.

 Read, analyze, and interpret common scientific
and technical journals, financial reports, and legal
documents.

+ Respond to common inquiries or complaints
from citizens or members of the business
community.

« Communicate effectively with diverse socio-
economic levels.

« Effectively present information to top
management, public groups, and/or boards of
directors while maintaining a positive image in
person and over the phone.

« Establish and maintain effective working
relationships across cultural differences with
community organizations, businesses, and the
public.

 Encourage team building and provide conflict
resolution.

80 — Appendix B: Position Descriptions

Define problems, collect data, establish facts, and
draw valid conclusions.

Think critically and expansively while
interpreting an extensive variety of information
to solve complex community problems.

Learn, understand, and apply the current goals
and objectives of OCSO.

Identify key organizations and key players in the
community who can coordinate with OCSO for
community engagement purposes.

Maintain records, prepare reports, and manage
projects.

Plan, organize, prioritize work and be detail
oriented.

Basic computer skills to include word processing,
spreadsheet, and database applications.

Possess working knowledge of PowerPoint and
the internet.

Passion for the betterment of Orange County.
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Community Response Specialist:
Salt Lake City Police Department's?

Job Summary

Under the supervision of a police supervisor,
Community Response Specialists perform various

non-emergency, low-hazard duties both in the office

and in the field. This position interacts with the
public and completes data entry.

Specialists perform a variety of specialized and
technical non-emergency, low-hazard police duties
including:

o Assist with abandoned property and securing

evidence

o Help secure roads when traffic hazards are
present

« Help motorists with tire changes and lockouts

Specialists provide support by responding to
calls-for-service that have been determined to be
low-hazard and that do not require police officer
authority.

Minimum Qualifications

« High school diploma or equivalent.

18 years of age or older at the time of a
background investigation.

o Considerable human relations and
communications skills.

« Communicate effectively, both orally and
in writing, with individuals from diverse
organizations and backgrounds.

o Ability to work independently, make critical
decisions, and use initiative and common sense.

o Possess valid state driver’s license or Utah driving
privilege card (or the ability to obtain one within
30 days of employment).

« Ability to pass the Salt Lake City Police Depart-
ment’s Civilian Response Training Program
including classroom instruction, field work, and
vehicle operations.

182. https://slcpd.com/careers/civilian/crs/.
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Community Services Officer:
San Jose Police Department's?

Job Summary

CSO 1 s the entry level class in the CSO series.
Incumbents perform assignments which involve
responsible public contact work in crime and
burglary investigation and the delivery of non-
emergency police services. CSO I incumbents are
expected to progress with appropriate training,
experience and satisfactory performance to CSO I,
the journey level of the class series. Incumbents are
expected to wear a uniform but are unarmed and
may be assigned to any shift including evenings,
weekends, and holidays.

Minimum Qualifications
Community Services Officer |

 Completion of high school or equivalent (General
Education Development [GED] Test or California
Proficiency Certificate) AND one (1) year of experi-
ence involving a substantial amount of contact with
the public.

Community Services Officer Il

 Completion of high school or equivalent (General
Education Development [GED] Test or California
Proficiency Certificate) AND two (2) years of public
contact experience including at least one (1) year
within a law enforcement agency at a level equiva-
lent to Community Services Officer 1.

Basic Competencies

« Job Expertise - Demonstrates knowledge of
and experience with applicable professional/
technical principles and practices, Citywide and

departmental procedures/policies and federal and
state rules and regulations.

« Communication Skills - Effectively conveys infor-
mation and expresses thoughts and facts clearly,
oral, and in writing; demonstrates effective use of
listening skills; displays openness to other people’s
ideas and thoughts.

o Computer Skills - Experienced with common
business computer applications including but
not limited to: MS Outlook, MS Word, MS
PowerPoint, MS Access, and MS Excel.

+ Teamwork and Interpersonal Skills - Develops
effective relationships with co-workers and supervi-
sors by helping others accomplish tasks and using
collaboration and conflict resolution skills.

« Analytical Thinking - Approaches a problem or
situation by using a logical, systematic, sequential
approach.

Duties

o Assist patrol teams with non-enforcement duties;
completes routine police reports; maintains
records of daily work activities;

o Performs non-hazardous investigative duties
related to the commission of crimes against prop-
erty such as residential, commercial and vehicle
burglary, petty theft, grand theft, vehicle theft and

vandalism;

o Collects and preserves evidence at crime scenes
which includes the processing and lifting of latent
fingerprints and taking photographs at designated
crime scenes;

 Recovers stolen vehicles and processes for
evidence where found unattended;

183. https://www.governmentjobs.com/careers/sanjoseca/jobs/4345590/community-service-officer-i-ii-police.
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+ Responds to and investigates traffic complaints
such as road hazards;

« Investigates non-injury vehicle accidents;

o Directs and controls crowds and traffic at
accidents or special events including setting up
cone and/or road flare patterns;

 Receives and responds to citizen inquiries; gives
general assistance or directions as appropriate;

« Performs routine office functions such as word
processing, filing, record keeping, including the
preparation of police reports;

Police Executive Research Forum

Assist law enforcement in taking reports of and
searching for persons reported as missing;

Protects crime scenes from bystanders;

Transports seized, found, lost, or abandoned
property or evidence (non-controlled substances)

Administers first aid as necessary;

Carries less lethal oleoresin capsicum OC for
personal protection;

May assist in the training of new employees and
less experienced subordinates; and

Testifies in court when necessary.
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Crime Prevention Coordinator:
Seattle Police Department's

Job Summary

The primary objective for this position is to work
with the community and the personnel of the North
Precinct to reduce and prevent crime.

The Crime Prevention Coordinator will provide
crime prevention expertise, training and support to
community members to increase their capacity to
take action(s) individually and collectively to reduce
their chance of becoming a victim of crime and, in
general, to reduce opportunities for crime to occur.
The Crime Prevention Coordinator will support
Seattle Police operations, directing crime prevention
interventions at locations generating a high volume
of calls for police service, and addressing com-
munity members’ public safety concerns requiring
crime prevention information or support. Finally,
the Crime Prevention Coordinator will perform
as liaisons representing the Seattle Police Depart-
ment in problem-solving efforts with precinct and
department-level units, stakeholders from local
and other government agencies and a wide array of
community stakeholders to address emerging and
long-term nuisance, crime and safety issues.

Duties

+ Develops and supports the implementation of a
broad array of crime prevention strategies that
are informed by the department’s data analytics.

« Analyzes SPD data analytics and input from the
community to develop profiles for areas through-
out the City; assesses crime trends, hotspots, and
prepares reports for presentation to department,
individuals and groups, including community
leaders, and elected officials.

Works with communities, businesses and individ-
ual community members to identify and define
crime problems; develops tactics and strategies

to address problems and assists in implementing
solutions.

Develops and plans concepts and methods to
encourage community member participation in
department crime prevention programs and proj-
ects; plans, organizes, publicizes, and conducts
community and business group meetings to dis-
seminate information, encourage responsibility
for dealing with problems and enlist participation
in organized crime prevention activities.

Responds to inquiries from the general public via
phone, in-person, social media, email, or in writ-
ing; provides information about crime statistics
and crime prevention techniques and programs;
researches and resolves complaints and problems.

Employees are expected to complete and
maintain professional certification in Crime
Prevention Through Environmental Design
(CPTED).

Conducts CPTED security surveys of single and
multi-family residences, commercial and public
spaces; recommends improvements and provides
technical information concerning appropriate
security equipment; and prepares written reports
of findings and recommendations.

Collaborates with other City departments to
provide crime prevention and CPTED feedback
on plans and projects.

Organizes special Seattle Police Department
functions such as Night Out, Community Clean
Up, and help organize and participate in annual
Precinct Picnics.

184. https://www.governmentjobs.com/careers/seattle/jobs/newprint/3119231.
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Minimum Qualifications

Bachelor’s degree in public relations, communica-
tions, education, criminal justice, urban studies,
social sciences or a related field and a minimum
of one year of experience in public relations or
the delivery of social services or a combination of

education and/or training and/or experience which

provides an equivalent background required to
perform the duties of this position.

Desired Qualifications

« Two or more years of experience in public
relations or the delivery of social services.

« Experience analyzing crime incident reports,
collating crime statistics and developing profiles
for areas throughout the City.

Police Executive Research Forum

Experience assessing crime trends, determining
methods of criminal operation and prepar-

ing reports for presentations to individuals and
groups, including community leaders, elected
officials and the media.

Experience planning, preparing content, and
conducting educational presentations on crime
prevention or related topics to the general public,
business organizations and community groups.

Experience engaging members of diverse and
under-represented communities with sensitivity
and respect.

Accomplishments in developing displays,
setting up and staffing booths at fairs and
trade shows. Developing and providing public
service announcements for the media on crime
prevention or related programs.
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Crime Scene Investigation Lead Specialist:
New Orleans Police Department's®

Job Summary o Sixty (60) credit hours from an accredited college
or university with at least twelve credit hours in

Advanced technical and administrative duties Criminal Justice, Chemistry, Biology, Forensic

involved in the collecting, documenting, and pre- Science, or a closely related scientific field.

serving of evidence at a crime scene, and related

. « Valid Driver’s License.
work as required.

« Five (5) years of full-time experience in crime

Minimum Qualifications scene investigation.

+ High School graduation or GED Equivalency Note: Additional crime scene investigator experi-
Diploma issued by a State Department of ence may substitute for the required college credit at
Education. the rate of one (1) year of related experience equals

30 hours (one year) of college credits.

185. https://www.governmentjobs.com/careers/neworleans/jobs/3635182/crime-scene-investigation-lead-specialist-class-code-5283
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Information Technology Specialist 2:
New York State Police'3¢

Job Summary

Provide technology and support services to the State
Police Field Operations.

Duties

 Ensuring Division compliance with applicable
state and federal information security.

o Actively participate in project and process
design, including review of business processes
and proposed technology solutions to ensure
that they meet Division’s technology and security
requirements.

o Participate in Divisions audit program to
ensure internal and external security program
requirements are being carried out effectively and
efficiently.

« Responsible for monitoring information security
violations and incidents; conducting inquiries,
assessing potential damage, and recommending
corrective or preventative action, as appropriate
in conjunction with ITS.

» Working with ITS establishing, maintaining and
ensuring the implementation of access con-
trol policies, procedures and systems that aim
to prevent unauthorized access, modification,
disclosure, misuse, manipulation or destruction
of information stored on computer systems and
networks.

o Review ITS and vendor contracts, service level
agreements, memorandum of understanding
language, and other documents to verify needs,
requirements, and alignment with State Police
policies and standards.

Establishing and maintaining a program to clas-
sify data utilized in Division’s business processes
based on its need for confidentiality, integrity
and/or availability; adhering to Division policies,
as well as State and Federal policies.

Developing, implementing and administering
an agency information security risk assessment
program.

Establishing and administering an information
security awareness program.

Representing the NYSP regarding information
security matters with other New York State
agencies and outside organizations.

Determines strategies for system security, system
architecture, and for disaster recovery and other
methods to maintain continuity of business
operations to executive management.

Monitoring Division’s technology resources for
misuse, including audit logs.

Analyze Division’s information security require-
ments (including security requirements for
hardware, software and architecture that trans-
ports, processes and/or stores Division data),
make appropriate recommendations and ensure
the requirements are met.

Acts as information security lead on projects
and initiatives to ensure security by design
through implementation of the Secure Systems
Development Lifecycle (SSDLC).

Identifies, evaluates, reports, and advises
executive management on cybersecurity risks,
with consideration for compliance and regulatory
requirements.

186. New York State Police, position posted 6/15/2022.
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Minimum Qualifications

« Bachelor’s degree or higher in Computer Science,
Computer Information Systems, Management
Information Systems; or

Bachelor’s degree or higher in a related field with
eighteen (18) credit hours in Computer Science;
or

A total of four (4) years of experience in the fol-
lowing computer-related areas: network, server,
storage, and systems management; telecom-
munications; IT customer support and training;
computer installation; diagnosis and repair;
technical writing; computer security; knowledge
management; database administration, design
and management; internet/intranet development,
design, and maintenance; information technology
project management; design and development

of geographic information systems or computer
aided drafting applications; computer program-
ming; business/systems analysis; program design;
or program testing.

Desired Qualifications

o Information Security certifications:

» (ISC)? Certified Information Systems Security
Professional (CISSP)

» (ISACA) Certified Information Security
Manager (CISM)

» (ISACA) Certified Information Systems
Auditor (CISA)
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Knowledge and understanding of the organiza-
tional structure, functions, goals, objectives and
workflow of Division programs;

Working knowledge of the implications of
applicable laws, rules and regulations governing
the Division and its employees as it relates to
information security;

Knowledge and understanding of the major
hardware and software systems currently in use
by the Division, including their capabilities and
limitations;

Knowledge of trends and current developments
in information security;

Experience in program development; including
problem identification, research into alternative
solutions, selection of a cost-effective solution,
implementing procedures, and evaluating the
results;

Ability to organize and present support for rec-
ommendations and programs both orally and in
writing; and

Ability to work effectively with end users and
technology service providers.

Experience in remediating Cyber Security Risk
based on the NIST Special Publication 800-53r4
security framework, which has been adopted by
New York State as the minimal best practices for
Information Security.
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Investigative Specialist:
Baltimore Police Department'®’

Job Summary

An Investigative Specialist I is responsible for per-
forming administrative professional work assisting
in investigations conducted and managed by the
Baltimore Police Department. Members in this
classification assist in conducting and reviewing
administrative investigations and/or a variety of
criminal investigations and prosecution activities.

Duties

 Conducting investigative research for all internal
affairs cases of alleged misconduct by BPD
members.

« Documenting areas of violation, collecting and
preserving case evidence.

« Analysis of case documentation, including but
not limited to audio-taped statements, photo-
graphs, payroll records, daily activity sheets,
criminal databases, intelligence reports, and
police incident reports.

» Recommending an appropriate investigative
course of action for misconduct cases.

 Conducting preliminary case interviews to
identify all accused members of BPD.

o Drafting all case correspondence upon
completion of the investigation.

Minimum Qualifications

« Bachelor’s degree from an accredited institution
of higher education, with focus on Criminal
Justice or a related field; OR

« High School Diploma/GED plus two (2) years
of experience working as an investigator in any
function, including but not limited to: criminal,
civil, environmental, housing, code viola-
tions, or performing administrative audits and
inspections.

o Atleast 21 years of age
o Driver’s license

 Equivalencies — Each additional year of educa-
tion at an accredited college or university with
focus on Criminal Justice or a related field may
substituted for six (6) months of the experience
requirement.

Knowledges, Skills, and Abilities

» Knowledge of investigative methods, techniques,
practices and procedures.

o Skill in conducting investigative interviews
and eliciting cooperation of individuals and
businesses.

« Skill in investigative methods.

« Ability to comprehend, interpret and apply rules,
regulations and policies relevant to criminal and
civil investigations.

« Ability to utilize sound judgment and remain
calm under stressful situations.

« Ability to communicate effectively, both orally
and in writing.

« Ability to establish and maintain effective
working relationships with superiors, coworkers,
governmental employees and officials and
enforcement officers.

187. https://www.simplyhired.com/job/SZ78xBIuG5tLHMah9f60MI17EAyDhocDsewLztuqT_9XlirYBsPH1w.
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« Ability to deal effectively with the general public. « Ability to accept direction and criticism and to

+ Ability to testify as an expert witness in court and function in an organization with strict rules and

defend findings. regulations.

« Ability to participate and successfully complete
all mandated phases of entrance level training
including classroom, field and skills training.

« Ability to prepare narrative reports explaining
investigative activity and findings and justifying
prosecution of a case.

« Ability to operate motor vehicles safely and
effectively and to enter and exit such vehicles
frequently.

o Ability to utilize photographic equipment to
photograph and document criminal evidence.

« Ability to maintain confidentiality of sources and
records.
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Law Enforcement Analyst:
Philadelphia Police Department's?

@

Job Summary

Employees in this class have responsibility for
independently performing technical work for the
purpose of substantiating criminal patterns and/or
trends and predictive analysis. Work includes cor-
relating, integrating, and evaluating varying types of
information from criminal or operational activities
for the purpose of generating strategic, operational,
or tactical level analysis reports. Work includes
utilizing computer hardware and software associ-
ated with law enforcement information systems for
reporting and analysis.

Duties

« Independently performs analysis using crime,
economic and demographic data to project crime
trends and patterns; performs evaluation and
analysis of complex data using standard qualita-
tive and quantitative methods; prepares reports
documenting results of findings; participates in
formal presentations of findings.

« Plans intelligence or research questions and
objectives for crime analysis products; collates
data from computer systems, field observations
and interviews; applies appropriate analytical
tradecraft, and develops output reports for analy-
sis products; collects, collates, and analyzes data
and information from various sources including
police information management systems, sur-
veillance cameras, confidential sources, public
records, social media, and other open-source
systems.

o Confers with departmental representatives;
reviews policies, procedures, forms, and systems
used for data collection and analysis.

o Collaborates with representatives from other
government organizations to share information
or coordinate intelligence and research activities
on multiple simultaneous assignments.

 Designs or modifies current or new information
systems and programs using a variety of methods
and techniques.

« Independently reviews literature and investigates
new analytical techniques in program analysis
and evaluation.

o Performs related work as required.

Required Knowledge

o Standard sources and uses of information in law
enforcement

+ Qualitative and quantitative analysis techniques
« The principles and practices of statistical analysis

o Law enforcement and statistical research
methodology for the research assignment

o Principles, methods and techniques for research,
analysis, and data collection

« Computer based systems used for data gathering,
organization, and analysis

« The principles and practices of utilizing
computers for management reporting and
analysis

188. https://www.phila.gov/departments/office-of-human-resources/job-specs/6C26.htm.
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« Information system resources needed to design « Establish and maintain effective working
computerized data entry relationships with associates and other law

. . . enforcement agencies
 Query languages, report writers, interactive

database programs, spreadsheets and/or
application generators or other software related to Minimum Qualifications

intelligence analysis « Completion of a bachelor’s degree program at

« Database management, geospatial software, and an accredited college or university in a closely
other software packages to manage data and related field; and
produce tables, maps, and graphic displays if

. :  Two years of experience performing criminal
required by assignment

investigative research or information
management analysis work for a law enforcement
Required Skills agency, intelligence agency, government or
non-profit organization, research institution, or

« Using analytical techniques and scientific ) i
private sector consulting firm; or

principles to evaluate data
 Any equivalent combination of education and

« Writing a variety of narrative reports ) ]
experience determined to be acceptable by the

« Performing crime and intelligence analysis using Office of Human Resources which has included
economic and demographic data the completion of a bachelor’s degree at an
« Projecting crime trends and patterns accredited college or university as an educational
minimum.

Required Abilities

« Design qualitative studies for intelligence analysis

 Process and analyze data using query languages,
report writers, interactive database programs,
spreadsheets and/or application generators

o Express ideas and facts clearly and effectively
both orally and in writing
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Police Civilian Investigator:
Phoenix Police Department'®®

Job Summary

The Police Civilian Investigator will perform a vari-
ety of tasks in support of law enforcement activities
within an investigative bureau of the Phoenix Police
Department. This position will serve a critical role
supporting the Phoenix Police Department’s mis-
sion: to serve, protect and reduce crime in Phoenix
while treating everyone with dignity and respect.

This position provides investigative or support
responsibilities to various locations within the City
of Phoenix, for example: Drug Enforcement Bureau,
Family Investigations Bureau, Property Crimes
Bureau, and Violent Crimes Bureau. Duties will
vary by assignment in the investigative bureau. This
position is supervised by a Police Sergeant. Some
positions require shift work on Shift I or Shift II.

This is a non-sworn, unarmed position within
the Police Department. This position will be actively
involved in supporting sworn police in detailed/
complex criminal investigations. The Police Civilian
Investigator is distinguished from a Police Officer
since the employee is not a sworn officer, does not
carry a firearm, does not respond to in-progress
incidents, and does not have any arrest authority.

Duties

o Authors original and supplemental Incident
Reports, which will vary in length and content.

+ Conducts follow-up phone calls, emails, and in-
person contacts with members of the public, law
enforcement, and various investigative partners.

o Collects data or information from various sources
(i.e., computerized crime and traffic databases,
etc.).

Contacts other law enforcement agencies,
investigative leads, probation officers, etc. for
additional information, and utilizing automated
systems to research criminal history and conduct
background checks.

Conducts interviews with victims, witnesses,
parents/caregivers, and suspects at the request of
a detective or supervisor.

Assists with writing and reviewing Subpoenas,
Court Orders, and Search Warrants, and com-
pletes required paperwork, evidence impounds,
etc.

Creates investigative support material, such as
Photographic Line-ups, Crime Bulletins, Flyers,
etc.

Drives unmarked police vehicles at the discretion
of an investigative supervisor for investigative or
administrative purposes.

Reviews various reports on impounded evidence
for the purpose of property purges, crime
analysis, pended lab results, etc.

Assists investigative supervisors with various
responsibilities in the Records Management
System (RMS) to include updating case
management and case management queries.

Impounds property or evidence by following
Impound Procedures in Operations Orders.

Produces reports, forms, and paperwork that
are used to file misdemeanor or felony charges
against suspects.

Creates, updates, or maintains spreadsheets,
timelines, or other digital records of large scale or
high-profile investigations.

189. https://www.phoenix.gov/hrsite/jobdesc/62560.pdf.
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Attends court hearings for the purpose of
testifying to job duties, reports, etc.

Assists with training of new employees in this
same job classification.

Attends training classes in police methods,
investigative trends, and subjects related to
assigned area.

Demonstrates continuous effort to improve Police
Department operations, decrease investigative
turnaround times, streamline work processes,
and work cooperatively and jointly to provide
quality seamless customer service.

Minimum Qualifications

Two years of investigative experience in law
enforcement, public safety, loss prevention, crime
scene management, forensics, or other relevant
legal or private sector fields.

High school graduate or GED equivalency.

Desired Qualifications - The minimum
qualifications listed above, plus:

Bachelor’s degree in criminal justice,
communications, or public/ business
administration.

Valid drivers’ license on or before the hire date.

Experience in complex investigations in
administrative law.

Experience in complex investigations in criminal
law.

Experience in complex investigations in civil law.

Experience in Microsoft suite: Word, Excel,
PowerPoint, and Visio.

Experience working in various databases: ACJIS,
CJIS, CLIPS, RMIN, EPIC, etc.
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Ideal Candidate

« Strong attention to detail.
« Ability to communicate effectively with others.

« Passion for investigative research, uncovering
facts and details.

« Ability to communicate effectively with all
members of the public.

« Ability to draw connections and correlations
between subjects.

+ Meticulous with details, persistent, and called to
serve the local community.
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Police Media Relations Specialist:
Mesa Police Department'®°

Job Summary

A Police Media Relations Specialist is responsible
for developing, implementing, promoting, and
maintaining a positive department image through
the implementation of a Public Information Pro-
gram for the Police Department. Specific duties
include: proactively developing and facilitating
releases to the media on developing/breaking stories
regarding crime offenses, investigations, and/or
other areas of public concern; creating and monitor-
ing the content for standard social media platforms
(example: Facebook, Twitter, YouTube, Snapchat,
and blogging); implementing public information
strategies to project a positive image of the City and
the Police Department; promoting the department
through the identification/provision of informa-
tion on stories of interest to the media, and periodic
public service messages; researching and writing
articles of interest for publication in local/national
periodicals and professional journals; writing
speeches and feature stories; preparing briefings

of major, unusual, or interesting items for Police
administration staff; conducting on-camera, radio,
and in-person interviews with members of the
media and public; developing promotional strate-
gies for getting the Police Department’s message on
crime/crime prevention/other activities to the gen-
eral public; producing video and slide productions;
and planning and composing brochures, flyers,
bulletins, television scripts, and various periodic
and special purpose reports. This position will also
be responsible for answering written and telephone
inquiries regarding Police Department activities;
developing and maintaining a rapport with news
media representatives; and serving as an informa-
tional resource for City management, the press, and
the general public.

Minimum Qualifications

Any combination of training, education, and experi-
ence equivalent to graduation from an accredited
college or university with a bachelor’s degree in
public relations, communications, marketing,
journalism, or closely related field. Considerable (3

- 5 years) experience involving responsible pub-

lic relations or journalism work. Experience with
electronic media (example: internet, radio, and/or
television).

Preferred/Desirable Qualifications

Knowledge and experience with HTML or Front-
Page is also desired. Knowledge of video shooting,
production and editing is also desired. Bilingual
skills: ability to speak, translate, and write English
and Spanish is highly desirable.

Knowledge/Skills/Abilities

 General theories and complex principles and
practices of marketing, public relations, and
public information, and basic communication
techniques;

« Advertising and publicity techniques and
practices;

« Printing techniques and style guidelines for
writing press releases and publications;

o Techniques of publication preparation and design
of brochures, displays, and visual aids;

« English language usage and terminology used by
various media;

o Search engine optimization (SEO) and search
engine marketing (SEM) strategies and utilizing
social media analytics;

190. https://apps.mesaaz.gov/jobdescriptions/Documents/JobDescriptions/cs4888.pdf.

Police Executive Research Forum

Appendix B: Position Descriptions — 95


https://apps.mesaaz.gov/jobdescriptions/Documents/JobDescriptions/cs4888.pdf

Mobile applications and related technology;

HTML and website production; standard
social media platforms (example: Facebook, X,
YouTube, and blogging);

Project management and research methods/
techniques;

Social media analytics, and principles and
practices of composing and editing informational
material;

Effectively communicating with the general
public and news media representatives;

Making oral presentations;

Producing graphic designs, brochures, and
other materials for training programs or public
presentations;

Establish and maintain effective working
relationships with coworkers, city management,
media personnel, and the general public;
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Develop marketing and promotional materials;

Present information clearly, both verbally and in
writing to various audiences;

Attend community and business meetings and
participate in various community group boards
and programs on behalf of the police department;

Develop educational materials (example:
pamphlets, posters, public service
announcements);

Interact tactfully and courteously with the public;

Identify and respond to public, city council, and
police department issues and concerns;

Operate computerized informational databases
for tracking programs and related information;

Keep accurate records and prepare reports; and

Effectively handle comments and feedback from
the public and news media.
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Police Service Aide:
Albuquerque Police Department'"

POLIC

Job Summary

Provide police service that otherwise would be lost
or delayed because of workload saturation on sworn
officers, relieve sworn officers of non-related or

low priority police service so that they may pursue
anti-crime activities more effectively. Collect and
preserve physical evidence in the field; ensure the
preservation of all items taken into evidence and
testify in court regarding the chain of custody and
integrity of evidence.

Minimum Qualifications

« Minimum of 18 years of age and have intention of
becoming a police officer

« High school diploma or GED

o Must pass the Police Service Aide Written
Examination and other required examinations

» Must pass a Class I physical examination

« Vision must be correct to 20/30 or better in both
eyes

o Must be a United States citizen or have a valid
work permit

» Must be able to do work shift work

« Must not have any felony convictions

» Must pass rigid background investigation

o Must attempt to proceed into the sworn rank

« Must apply for sworn rank when eligible and if
rejected, must reapply for the next class

Additional Requirements

« Possession of a valid New Mexico Driver’s
License, or the ability to obtain by date of hire

« Possession of a City Operator’s Permit (COP)
within 6 months from date of hire

191. https://www.governmentjobs.com/careers/cabq/jobs/4191966-0/police-service-aide.
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Professional Staff Investigator:
Tucson Police Department’?2

Job Summary

« Investigates and analyzes evidence to determine
the cause and source of crimes. Manages

caseloads, assists the public and prescreens police

and professional staft job applicants.

o This is a civilian classification, meaning the
employee is not a sworn officer, does not carry
a firearm, does not respond to in-progress
incidents, and does not make arrests.

Duties

o Occasionally directs helpers, assistants, seasonal
employees, interns, volunteers or temporary
employees.

o Investigates crimes by drafting warrants,
interviewing witnesses and suspects, collecting
and analyzing evidence, drawing diagrams of the
crime scene, conducting research, and showing
lineups.

o Assists public and law enforcement agencies
by responding to telephone calls and

correspondence, discussing cases and other issues
with citizens, and providing statistics and general

information to law enforcement agencies.

« Manages caseloads by preparing and maintaining

files, processing paperwork, writing reports, and
processing evidence.

Prescreens applicants by reviewing their
paperwork, conducting interviews, conducting
background investigations, and providing
assistance to personnel as needed.

Performs related duties by testifying in court,
training employees, and maintaining vehicle.

Minimum Qualifications

« Associate degree.

o Atleast two years of investigative experience in

law enforcement, public safety, loss prevention,
crime scene management, forensics, or related

field.

o Valid and Unrestricted Class D - Driver License.

192. https://www.jobapscloud.com/Tucson/sup/bulpreview.asp?R1=2306&R2=6210&R3=001.
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Quality Assurance Auditor:
Albuquerque Police Department'®?

POLIC

Job Summary

Perform auditing activities within assigned Divi-
sion; audit, evaluate, analyze and report on a
variety of operations, the achievement of goals,

financial accuracy and record keeping and compli-
ance with applicable laws, policies and regulations;

assist in the implementation of program goals and
objectives and perform a variety of professional
and technical tasks in support of assigned area of
responsibility.

Duties

1. Develop audit plans and perform initial
and follow-up audits in accordance with
professional standards.

2. Evaluate audit findings; prepare and presents
the results of audit work and recommendations
to management in the form of oral and written
communications.

3. Coordinate and interact with staff and external
audit agencies, as needed.

4. Consult with and advise staft on operational
and administrative issues.

5. Stay abreast of policies and procedures, current
developments in accounting and auditing
professions, and changes in local, state, and
federal laws, as applicable.

Minimum Qualifications

Education and experience directly related to
the minimum requirements below may be
interchangeable on a year for year basis.

Bachelor’s degree from an accredited college
or university in business administration or
accounting; and

One (1) year of auditing or accounting experience.

Possession of a valid New Mexico Driver’s
License.

Possession of a City Operator’s Permit (COP)
within six (6) months from date of hire.

Preferred Knowledge

Pertinent Federal, State and local codes, laws and
regulations

Operations, services, and activities of an internal
auditing program

Procedures, methods and techniques of budget
preparation and control

Modern office procedures, methods and
equipment including computers

Principles and practices of operational and
financial auditing

Principles and practices of accounting and
financial record keeping

Principles and practices of program development
and administration

Methods and techniques of research, data
collection and analysis

Principles of business letter writing and technical
report writing and grammar

193. https://www.simplyhired.com/job/iHyMeL4QTBn%hsjp4ItRCNe-35sfLhlzGnfvbnu-dYqNI4SBvAsA6w.
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Preferred Skills and Ability

o Spreadsheet software skills to quantify and
illustrate routine financial reports, comparisons,
impacts, and/or projections

« Analyze and solve problems

« Supervise and train assigned staff

o Effectively communicate accounting information,

policies, and/or procedures in a manner easily
understood by the customer

« Current changes and/or developments in appli-
cable federal, state, local laws, and policies and
procedures
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Work effectively with diverse populations

Analyze processes and make recommendations
for improvements

Public auditing policies, standards, and
procedures

Communicate effectively

Establish and maintain effective working relation-
ships with those contacted in the course of work
including City officials and the general public

Perform the essential functions of the job with or
without reasonable accommodation
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Research and Policy Analyst:
Chicago Police Department'®*

Job Summary

This position is assigned to the Research and Devel-
opment Division of the Chicago Police Department
and is engaged in researching, analyzing and writing
Chicago Police Department directives and reports
to support department operations, consent decree
and accreditation compliance, and related duties as
required.

Duties

+ Develops new policies and/or makes modifi-
cations to existing departmental policies and
coordinates with executive and command staff
regarding final approval.

« Evaluates current, new or proposed changes to
department directives, state and/or federal legisla-
tion, consent decree requirements or accreditation
changes from the Commission on Accreditation
for Law Enforcement Agencies (CALEA).

« Manages comprehensive research studies includ-
ing working with department stakeholders
to identify and outline operational needs and
requirements; developing surveys and collection
models; and gathering and reviewing program-
matic and statistical data.

« Prepares comprehensive and narrative reports
detailing impacts of new legislation, trends, and
results of research studies affecting department
directives and policies.

« Maintains current and monitors government
and accreditation performance standards (e.g.,
CALEA) to ensure department orders and direc-
tives are compliant with requirements.

o Conducts best practice reviews of other law
enforcement agencies and academic resources on

current and emerging policing policies, initiatives,
and compliance evaluations.

 Maintains records including the cataloging,
classifying and archival of all current and archived
departmental directives and standard operating
procedures.

+ Researches department policies and procedures in
order to respond to requests for information (e.g.,
FOIA, subpoena, litigation) in a timely manner.

« Provides training to department staff relative to
new or modified policies and procedures.

 Represents the department at community
events to discuss new or proposed changes to
department directives.

« Serves on various inter-agency committees
and working groups to ensure appropriate
implementation of new or modified department
directives and policies.

 Maintains confidentiality of sensitive information.

 Develops written presentations of policy and
procedural changes for department executive and
command staff.

Minimum Qualifications

Graduation from an accredited college or university
with a bachelor’s degree in public administra-

tion, business administration or the social sciences
or a directly related field, plus four years of work
experience in policy research and development or
legislative research and/or analysis, or an equivalent
combination of education, training, and experience
provided that the minimum degree requirement is
met.

194. https://chicago.taleo.net/careersection/100/jobdetail ftl.
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Training Officer:
Chicago Police Department'®®

Job Summary

Under general supervision, this position provides
employee training and development services in

a department with diverse training needs and
performs related duties as required.

Duties

 Duties may vary and may include classroom
teaching, acting as a role player in scenario-based
training.

 Research subject areas and study materials to
develop new training programs or to incorporate
new information into existing programs.

« Prepares program materials including training
outlines, instruction modules, and visual aids for
use in the presentation of training programs.

 Conducts training sessions on a variety of topics
to meet the training needs of staff.

« Arranges for guest lecturers and schedules class
times, locations, and staff for special training
classes.

+ Reviews evaluations and suggestions made by
program attendees and incorporates changes to
improve curriculum.

 Reviews and recommends approval of employees’
requests to attend Department of Personnel
training classes.

 Conducts new employee orientation programs.

 Researches and evaluates seminars and training
sessions offered by consultants and recommends
suitability for department employees.

Coordinates work efforts with consultants and
training vendors providing specialized and
technical training to departmental employees.

Prepares the department’s training budget.
Prepares work reports on training activities.

May supervise staff engaged in preparing and
disseminating informational materials on
training and staff development programs.

Oversees clerical staff registering training
participants, reproducing training materials,
maintains training records, and performs other
clerical support duties.

Minimum Qualifications

Graduation from an accredited college or
university with a bachelor’s degree supplemented
by three years of training or teaching experience,
or an equivalent combination of training and
experience.

Desired Qualifications

Previous experience creating instructional
materials, writing lesson plans, or creating
eLearning modules.

Technical skills related to data analysis.

Experience teaching adults and employing adult
learning techniques.

Ability to develop and implement new training
programs and evaluate the effectiveness of
existing training programs.

195. https://chicago.taleo.net/careersection/100/jobdetail ftl.
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About the Police Executive
Research Forum

The Police Executive Research Forum (PERF)
is an independent research organization that focuses
on critical issues in policing. Since its founding in
1976, PERF has identified best practices on funda-
mental issues such as reducing police use of force;
developing community policing and problem-
oriented policing; using technologies to deliver
police services to the community; and developing
and assessing crime reduction strategies. Over the
past decade, PERF has led efforts to reduce police
use of force through its guiding principles on use of
force'® and innovative Integrating Communications,
Assessment, and Tactics (ICAT) training program.'”

PEREF strives to advance professionalism in
policing and to improve the delivery of police
services through the exercise of strong national
leadership; public debate of police and criminal
justice issues; and research and policy development.

The nature of PERF’s work can be seen in the
reports PERF has published over the years. Most of
these reports are available without charge online at
http://www.policeforum.org/free-online-documents.
All of the titles in the Critical Issues in Policing series
can be found on the back cover of this report and
on the PERF website at https://www.policeforum.
org/critical-issues-series. Recent reports include
Transforming Police Recruit Training: 40 Guiding
Principles'®® and Lessons Learned from the COVID-19

To learn more about PERE, visit:
www.policeforum.org

Pandemic: What Police Learned from One of the Most
Challenging Periods of Our Lives.'”

In addition to conducting research and pub-
lishing reports on our findings, PERF conducts
management studies of individual law enforce-
ment agencies; educates hundreds of police officials
each year in the Senior Management Institute for
Police,* a three-week executive development
program; and provides executive search services to
governments that wish to conduct national searches
for their next police chief.

All of PERF’s work benefits from PERF’s status
as a membership organization of police officials,
who share information and open their agencies to
research and study. PERF members also include
academics, federal government leaders, and others
with an interest in policing and criminal justice.

All PERF members must have a four-year col-
lege degree and must subscribe to a set of founding
principles, emphasizing the importance of research
and public debate in policing, adherence to the
Constitution and the highest standards of ethics and
integrity, and accountability to the communities
that police agencies serve.

PERF is governed by a member-elected Presi-
dent and Board of Directors and a Board-appointed
Executive Director.

196. PERE, “Guiding Principles on Use of Force,” March 2016, https://www.policeforum.org/assets/guidingprinciples1.pdf.

197. https://www.policeforum.org/icat

198. https://www.policeforum.org/assets/TransformingRecruitTraining.pdf

199. https://www.policeforum.org/assets/ COVIDPandemic.pdf
200. https://www.policeforum.org/smip
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About the Motorola Solutions
Foundation

As the charitable and philanthropic arm of
Motorola Solutions, the Motorola Solutions
Foundation partners with organizations around the
globe to create safer cities and equitable, thriving
communities. We focus on giving back through
strategic grants, employee volunteerism and other
community investment initiatives. Our strategic

@

grants program supports organizations that offer
first responder programming and technology and
engineering education, and align to our values of
accountability, innovation, impact, diversity and
inclusion. The Foundation is one of the many ways in
which the company lives out its purpose of helping
people be their best in the moments that matter.

MOTOROLA SOLUTIONS

For more information on the Foundation, visit: www.motorolasolutions.com/foundation
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