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OVERVIEW 

On May 19, 2008, the Police Department is requesting City Council approval of the 
recommendations as identified in their Business Process Reengineering (BPR) study. 
Phase I of the Police Department's BPR, which identified costs savings through the 
reduction of vacant non-sworn positions, was implemented in conjunction with the Fiscal 
Year 2008 Budget. This phase of the department's BPR focused on developing 
recommendations to streamline work processes that would increase the time officers are 
available to respond to calls for service. 

Upon approval, the department will proceed with implementation of these 
recommendations. Public safety functions are exempt from the Managed Competition 
process. 
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DIVERSITY 

FISCAL/POLICY DISCUSSION 

A foundational step in the BPR process is the identification of core and non-core 
services. As part of their BPR, Police Department developed a Core Function Sliding 
Scale Matrix that enabled them to identify and prioritize core and non-core functions. As 
a result, the department has identified two non-core functions that will be transferred to 
the Fire-Rescue Department: Medical Assistance and Industrial Injury calls. These 
functions are currently performed by staff within Fire-Rescue and will not require 
additional resources. 

The recommendations as developed through this phase of the BPR have not identified 
significant cost savings, but rather improved service delivery. By implementing the 
proposed changes, the department is projecting that 117,540 hours of time (primarily 
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sworn positions) will be saved. From another perspective, this amount of hours is 
equivalent to approximately 56.5 (FTEs) positions, primarily patrol officers and 
detectives. The IBA would expect that this improvement in service delivery would 
positively impact performance measures (i.e. response times). We further anticipate that 
this would be documented in future fiscal year's budget documents. 

The projected time savings is achieved primarily through technology improvements that 
will enable access to computer programs in patrol vehicles and will allow sergeants to 
review/approve reports electronically. The Fiscal Year 2009 Proposed Budget does 
account for additional funding for technology, including the replace of the officers' 
mobile computer terminals, which will enable the department to implement their BPR 
recommendations. 

The BPR identified no additional positions reductions (beyond those identified in Phase 
I); however, the Fiscal Year 2009 Proposed Budget included the reduction of 24.5 non-
swom FTEs. Staff has communicated to us that there should be no impact on the BPR 
findings from these additional reductions. 

CONCLUSION 

The IBA is supportive of the Police Department's Business Process Reengineering study 
and recommends Council approval. Police has completed a thorough analysis that will 
enable officers significantly more time in the field. 

sJi^Lu^M^C 
LisaCelaya / j APPROVED: Andrea Tevlin 
Fiscal & Policy AnalysV Independent Budget Analyst 
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T H E C I T Y O F S A N D I E G O 

REPORT TO THE CITY COUNCIL 

REPORT NO; 08-076 
DATE ISSUED: Kay 9, 2008 

ATTENTION; Council President and City Council 
Agenda of Kay 13, 2008 

SUBJECT: Police Department Business Process Reengineering 

REFERENCE: Police Department Business Process Reengineering Final Report 

REQUESTED ACTION: 
Accept the recommendations of the Police Department Rnsiness Process Reengineering 
(BPR) Study. 

STAFF RECOMMENDATION 
Accept the Report on Police Department BPR and authorize implementation of the 
changes. 

BACKGROUND 
The Mayor of the City of San Diego commenced BPR efforts to improve efficiencies, 
reduce the cost of City government and to maximize the services offered to our residents. 
To support the Mayor's BPR initiative, the Police Department conducted a department-
wide BPR. 

The purpose of the Police Department Reengineering Study was to evaluate selected 
Police Department functions and make recommendations as to how to provide the 
citizens of San Diego the services associated with these core functions in the most 
effective and efficient manner. The Police Department established the following three 
sub-committees to conduct this evaluation; 1) Core Functions & Organizational 
Structure, 2) Investigative Workload, and 3) Civilian Staffing. This report contains the 
overall findings and recommendations from the Police Department Reengineering Study. 

The work of the three sub-committees was very focused. As a result of the level of effort 
and commitment put forward by the members of each of the sub-committees, significant 
operational improvements in the way the San Diego Police Department currently does 
business have been identified and recommended for implementation. The 
recommendations of the sub-committees are outlined in Attachment A of this report and 
are detailed in Attachment B. A majority of the recommendations can be implemented 



000120 

with minimal budgetary impact. Where we expect that funds will be required to 
implement recommendations, the magnitude of which is not yet known, we will either 
expect to absorb the costs in our existing budget or we will pursue other funding 
alternatives. 

SUMMARY 

During the initial phase of the Department's Reengineering Study, approximately $2.4 
million in FY 2008 cost savings were identified. Reductions included the elimination of 
24.00 positions from the FY 2008 budget and cost avoidance of S550,000 associated with 
reducing the number of swom investigative positions eligible for stand-by compensation. 

Below is a summary of other findings, organized by sub-committee. 

Core Functions & Organizational Structure Sub-committee 
• The Department's core functions, as defined by City Charter and Municipal Code 

requirements, were identified. After evaluating 90 sworn units, the Core Function 
Sliding Scale Matrix was developed. This matrix provides Department managers 
with a tool to determine which units are core to the Police Department's 
overarching mission and identify which sworn positions can be reassigned as the 
n i i rv iV\*=fct-n / ^ f n ^ + i i ^ l r ^ - ^ r t w - n « / - \ r * i t i ,-**-*.-* f j - ; i •*+1 < C i t f ^ ±±\ r4.i . t . i . \^\sl *} KJ X U-^LU-kL l LJ *» \ J 1.1.1. L V V ^ L I I VJ-V,i l*J J. I t -AW L L*£l L*-* -

• The Police Department's organizational chart was reviewed in an effort to 
determine where potential efficiencies could be gained. This process revealed 
areas where personnel maybe re-assigned and/or eliminated. 

• The sub-committee mapped a radio call for police service, which took several 
weeks to complete. Due to the diversity of call types, this task was arduous and 
complicated. The following is a summary of the steps included in the overall 
process that were evaluated for potential efficiency gains: 
• Receipt of a call for police service 
• Out-of-Service Time (OST) and number of incidents associated with call type 
• Determination of appropriate type of contact based on call type 
• Determination of appropriate tactics prior to arrival 
• Determination of the need for additional units/resources 
• Direction to additional responding units 
• Booking process 
• Custodial/arrest circumstances 

o- Jail 
o Inebriate Reception Center (TRC)/Detox 
o Hospital (medical) 
o County Mental Health 
o Parents/School/Institution 

• Investigative phase (interviews, evidence gathering, report writing) 
• Submission of the investigative report (approval and distribution processes) 

• With the goal of reducing police officer OST, the sub-committee focused on 
evaluating several components of providing a response to calls for police service, 
the Department's overarching core function. In an effort to streamline selected 
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field procedures and increase the amount of time officers are available to respond 
to high priority calls for service, process change recommendations were made in 
the following areas: "" 
• Booking and Arrest Process . 
• Prisoner Transport Process 
The evaluation of calls for police service identified several call types that were 
not directly tied to the Department's core functions. Based on past practices, the 
Police Department has been providing services to citizens and organizations that 
other City Departments or private sector companies could provide more 
effectively, and, in some respects, at a higher level. These call types include: 
• Medical Assist Calls. The following 13 law enforcement agencies were 

contacted to discuss their policies regarding the handling of Medical Assist 
calls: 
o Carlsbad Police Department 
o Chula Vista Police Department 
o El Cajon Police Department 
o Escondido Police Department 
o La Mesa Police Department 
o Las Vegas Metro Police Department 
o Long Beach Police Department 
o Los Angeles Police Departmem 
o National City Police Department 
o Oceanside Police Department 
o Phoenix Police Department 
o San Diego Sheriffs Office 
o San Jose Police Department 
None of these 13 agencies respond to Medical Assist calls. They all forward 
these calls for service to the appropriate fire agency or to medic units. 

• Industrial Injury Calls, When there is an industrial accident or Cal/OSHA 
incident in the City of San Diego, the Fire-Rescue Department is called to. 
treat the injured employee. During a majority of incidents, the Fire-Rescue 
Department arrives on scene, treats the injured person, and calls the Police 
Department to take a report. When police officers arrive, they re-interview 
the victim, the witnesses and the employers at the scene. When the officers 
are done, they write a Cal/OHSA incident report via their computer for this 
non-criminal incident. The information is forwarded to the Police 
Department's Communications Division, where it is faxed directly to San 
Diego's Cal/OSHA office. Often times, the Fire-Rescue Department also 
reports the same incident to Cal/OSHA via telephone. 

Currently, State regulations identify both fire and police agencies as 
authorized reporting parties for industrial accidents. According to staff at San 
Diego's Cal/OSHA office, any responding agency, whether police or fire, 
must report the incident via telephone or fax. The vast majority of the 
incidents are injury calls with no criminal activity. There is no legal 
requirement for police agencies to submit any written reports unless criminal 
activity is present. 
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In FY2007, the San Diego Police Department responded to 324 Cal/OSHA 
calls for service. The total OST for these calls for service was approximately 
507 hours. 

• Runaway Juvenile Reports at Polinsky Children's Center. In February of 
2006, the Department's Eastern Division became aware of a problem with 
chronic runaway juveniles from Polinsky Children's Center. This site is the 
centralized County location for both runaway and dependent children, and is 
administered by County employees under provisions outlined in the California 
Welfare and Institutions Code. 

During calendar year 2006, the San Diego Police Department spent S8,020 
sending Eastern Division officers to Polinsky Children's Center to write 
Runaway Juvenile reports. This was as a result of responding to 223 calls for 
service, which resulted in 151 hours of patrol officer OST. Further analysis 
revealed an approximate 53% increase in costs, 29% increase in calls for 
service, and 53% increase in OST associated with runaway juvenile 
investigations since 2004. 

A study was conducted that showed the chronic recidivism of runaway 
juveniles is not only very costly for the Department, but also takes officers out 
of service when they could be available in the field to respond to higher 
priority calls for service. 

After meeting for several months with Polinsky Center stakeholders and 
affected Department staff, and consulting with a Police Legal Advisor, a 
revision to current procedure was proposed as shown in the recommendations 
appearing in Attachments A and B. 

• Various technological advances were examined during the reengineering study in_ 
an effort to improve the efficiency and effectiveness of the Police Department. 
Upgrades to the Criminal Record Management System (CRMS) and the Local 
Area Network (LAN) system; the ..ability to electronically approve and submit 
reports throughout a shift; and, improved methods to identify subjects without 
proper identification will allow officers to get into the field faster, remain in the 
field longer and make better use of their time. If officers could perform these 
necessary tasks in the field, they could be more productive during their shifts by 
spending more of their time responding to high priority calls for service, engaging 
in proactive or targeted enforcement efforts, or problem solving. 

Investigative Workload Sub-committee 
• As a part of the effort to document current processes, working groups were 

developed to evaluate existing work practices within the Department's 
investigative units. These working groups consisted of employees, both sworn 
and civilian, considered to be subject matter experts within their assigned 
investigative unit. Although not every investigative unit within the Department 
was selected for mapping, the work processes that were mapped involved work 
performed by nearly 90% of the Department's investigative units. Further 
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consideration was given to investigative units/processes that would derive the 
most benefit and achieve the greatest efficiency and effectiveness outcomes. 

The 22 investigative processes that were mapped fell within two major categories; 
I) Specialized investigative functions (Auto Theft, Gun Desk, Missing Persons, 
Narcotics, Robbery, Traffic, and Vice); and, 2) Department-wide functions (call-
outs, Complaint Request Evaluation (CRE) forms, District Attorney packages, 
warrants, evidence/property tags, crime cases with unknown suspects, in-custody 
arrests, and area station arrests and citations). In total, 13 investigative processes 
were mapped for specialized investigative functions and nine investigative 
processes were mapped for Department-wide investigative functions. 

• There should be a concerted effort to enhance the technological resources 
currently available to all investigators. The lack of technological support has 
created several unnecessary steps in the Department's investigative processes. For 
example, the current follow-up investigative packages that are submitted to the 
District Attorney's Office must be printed and hand delivered. Another example is 
that Police Investigative Aides currently spend several hours a day reviewing 
traffic and misdemeanor citations (over 20,000 per year) for errors. 

Civilian Staffing Sub-committee 
• The sub-committee evaluated the needs and developed a methodology to 

standardize clerical staffing levels at the area stations. The clerical staffs in the 
two centralized investigative divisions are completing the same tasks as those in 
the area stations, with the added responsibility of tracking investigative cases and 
performing transcription work. Investigations I (Sex Crimes, Child Abuse, 
Domestic Violence, Narcotics, Narcotics Task Force, and Vice) and II (Homicide, 
Robbery, Gangs, Auto Theft and Financial Crimes) are very dissimilar divisions. 
The focus of the units within each of the divisions varies so much that a standard 
could not be applied that would adequately arrive at an appropriate number of 
clerical staffing for each. 

• In total, the Civilian Staffing Sub-committee, mapped 21 processes. The sub­
committee spent countless hours evaluating the selected processes to develop a 
more efficient means to achieve the Department's goals. It was determined that 
most civilian units are currently understaffed, and that work currently being 
performed by swom employees should be assigned to civilian personnel. 

• Several units identified technology upgrades that would enhance their ability to 
provide better service. Upgrades to existing automated support systems are 
necessary to increase the overall efficiency of the personnel assigned to these 
units. 

• During the review of current Property Room processes, several issues were raised 
associated with the handling of evidence and property. These issues will be 
evaluated further by a separate committee that will focus solely on making 
improvements to existing Property Room processes. 

• The need for a centralized Telephone Report Unit (TRU) was identified. 
Telephone reports account for approximately 34% of all reports submitted by San 
Diego Police personnel. By centralizing telephone reporting, proper staffing 
levels and standardized training can be more efficiently achieved. More 
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accountable supervision and dependable staffing will provide better service to 
crime victims who currently may wait up to three days to file a crime report. 

Surveys 
In an effort to evaluate how other law enforcement agencies provide services, two 
surveys were developed and disseminated to seven police agencies as a part of the 
Department's BPR study. These agencies are either similar in size to the San Diego 
Police Department or served a population similar in size to the City of San Diego, and 
were located in the Southwestern region of the country. These agencies included: 

• Dallas, Texas Police Department 
• El Paso, Texas Police Department 
• Glendale, Arizona Police Department . 
• . Long Beach Police Department 
• Phoenix, Arizona Police Department 
• San Antonio, Texas Police Department 
• San Jose Police Department 

Benchm arking 
In addition to the abovementioned survey, other agencies were contacted to determine 
best practices with regard to specific focus areas of the Department's BPR study. The 
Oceanside Carlsbad and Escondido Police Departments were evaluated for their 
different approach to the prisoner processing process. Thirteen agencies were evaluated 
for their response to Medical Assist calls for service and the Los Angeles Sheriffs 
Department was evaluated for their LiveScan technology fingerprinting process. 

Internet research was also conducted. Agencies such as the Police Executive Research 
Forum (PERF), the Department of Justice (DOJ), and the International Association of 
Chiefs of Police (IACP) were used to identify industry standards related to specific focus 
areas of this BPR study. 

Data analysis 
Investigative workload sub-committee members gathered and analyzed relevant data to 
get a clear understanding of existing operating processes. Data analyzed included the 
following: 

• Report on Investigative Project Proposals dated October 1999 
• Crime Clearance Rate Comparisons — UCR Crimes 2005 
• Arrest Data for Area Stations - July 2006 through December 2006 
• Case Management Data for Area Stations - July 2006 through December 2006 
• Arrest Data for Centralized Investigations - July 2006 through December 2006 
• Case Management Data for Centralized Investigations - July 2006 through 

December 2006 

Based on the analysis of this data, sub-committee members were able to determine the 
following: 

• The crime clearance rate in San Diego for each category of violent crime is higher 
than the regional and national averages. The clearance rate for overall property 
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crime is less than the regional and national averages, but not in every property 
crime category. 

• Assignment for arrests at area stations was 95%. Arrests were assigned at, or 
close to, 100%. for most categories. 

• Of the cases assigned at area stations, 60% were cancelled and 39% were 
inactivated. Of the cases cancelled, just over one-half were cancelled by adult or 
juvenile arrest. Cancelled Missing Persons cases accounted for 22% of cases 
cancelled at area stations. Of the cases inactivated, more than two-thirds were 
awaiting additional information. 

• Assignment for arrests in Centralized Investigations was 98%). Arrests were 
assigned at, or close to, 100% for most categories. 

• The overall rate of case assignment in Centralized Investigations was 67%). More 
than 90%. of violent crimes were assigned. Approximately one-quarter to three-
quarters of crimes involving property were assigned. 

• Of the cases assigned to Centralized Investigations, 60% were cancelled and 40%) 
were inactivated. Of the cases cancelled, 60%) were cancelled by adult or juvenile 
arrest. Cancelled Missing Persons cases accounted for 14% of cases cancelled in 
Centralized Investigations. Of cases inactivated, nearly half involve a request for 
Warrant or Notify Warrant. 

CONCLUSION 

As a result of the Department's swom recruitment and retention challenges, as well as a 
shortage of civilian staff, the Police Department has, put of necessity, become more 
efficient in many areas. Although there are still areas where additional efficiencies can 
be achieved, during the course of the reengineering study it became clear that, with the 
appropriate classifications performing the right jobs, the Department has an opportunity 
to provide services to the citizens of San Diego much more effectively. 

When incoming workload exceeds the available capacity to perform that work, the result 
is a loss of effectiveness. Adding work capacity by streamlining work processes closes 
the gap between incoming workload and the ability to perform the work. This results in 
operational improvements throughout the organization and increased Departmental 
effectiveness. 

It is anticipated that implementation of the recommendations outlined in this report will 
result in the focused provision of services that are core to Departmental operations. While 
this report provides a framework for becoming a more effective and efficient Department, 
the work accomplished over the past year has merely laid the foundation for the work that 
will begin during the Implementation Phase of the project. 

RECOMMENDATIONS 

This BPR study has resulted in a total of 22 recommendations. Each recommendation, 
along with its anticipated impact and implementation schedule, is presented in the table in 
Attachment A. 
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FISCAL CONSIDERATIONS: 

FY 2008 Budgetary' Savings 
During the Police Department's reengineering study, two areas were identified where 
savings could be realized as a result of increased efficiencies. These areas are outlined in 
detail below and have resulted in an annual cost savings of approximately $2.4 million. 

Vacant Position Reductions 
As a part of the FY 2008 budget process, the Police Department eliminated the 24.00 
vacant civilian positions reflected in the following table. The cost savings associated with 
the elimination of these positions has resulted in an annual savings of approximately SI.9 
million. 

Classification 
1104 
1107 
1191 
1253 
1349 
1377 
1452 
1576 
1698 
1746 
1853 
1879 

Position Title 
Account Clerk 
Administrative Aide H 
Firearms Technician ^ 
ARJIS Administrator 
Information Systems Analyst III 
Police Service Officer II 
motive Service Technician 
Data Entry Supervisor 
Police Property & Records Administrator 
Word Processing Operator 
Senior Police Records Clerk 
Senior Clerk/Typist 

Total Positions 

Total 
2.00 
1.00 
1.00 
1.00 
2.00 
7.00 
2.00 
1.00 
1.00 
2.00 
1.00 
3.00 

24.00 

Stand~bv Compensation Savinss 
Stand-by duty is the requirement that an employee be within immediate reach by 
telephone and report to work without delay during all hours outside the employee's 
regularly scheduled work day. Per agreement with the Police Officers Association, the 
Department's swom employees receive compensation for this in the form of 
Discretionary Leave days that are awarded based on the amount of time they accrue while 
they are on stand-by duty. Swom members can accrue up to a maximum of ten 
Discretionary Leave days per fiscal year for being assigned to stand-by duty. 

In 2007, a Department-wide study was conducted to re-evaluate which investigative 
positions are operationally necessary to have in a stand-by capacity. As a result, the 
number of investigative positions currently eligible for stand-by compensation was 
significantly reduced. It is estimated that an annual cost of approximately S550,000, in 
the form of accrued Discretionary Leave days, will be avoided as a result of this 
operational change. 

FY 2009 Fiscal Impact 
In order to implement the BPR recommendations, the department expects few, if any, 
budgetary impacts. However, the departments significant improvements in service 

S 
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delivery. The proposed process changes are expected to result in 117,540 hours of time 
savings, primarily for swom line employees (patrol officers and detectives). 

By implementing these changes, swom employees could be more productive during their 
shifts by spending more of their time responding to high priority calls for service, 
engaging in proactive or targeted enforcement efforts, problem solving, or investigating 
crime cases. The following summarizes the fiscal impacts once the BPR process is fully 
implemented: 

Rec. 
# 

1-5 

6 

7 

8 

9 

10-
13 

14 

15 

16 

17-
18 

19-
22 

Process 
Booking and Arrest 
Process 
Prisoner Processing 
Process 
Police Officer Access 
to LAN 

LiveScan 
Fingerprinting 
Electronic Report 
Approval 

CRMS Enhancements 

Medical Assist Calls 

Cal/OSHA Calls 

Polinsky Center 
Runaway Juvenile 
Calls 
Positions should be 
Reclassified 

Civilian Staffing 
Efficiencies 

Proposed Change 
Procedural Changes 

Develop Prisoner Processing Unit Pilot Program 

Provide access to Outlook, E-pay, E-sun, and web-
based applications in patrol cars 

Provide portable, wireless fingerprint scanners to 
officers in the field 
Upgrade program to allow Sergeants to electronically 
review and approve reports 

Ability to "Departmentally close" cases, e-file DA 
packages, track cases, electronic auto theft report 

Divert calls to Fire-Rescue Department 

Divert calls to Fire-Rescue Department 

Polinsky Staff trained to take some Runaway 
Juvenile reports 

Reclassify two PSO positions; study additional '"• 
assignments for Police Code Compliance Officers 

Changes lo bulk property impound, property tracking 
processes and centralization of TRU 

Total 

Time 
Savings 
(Hours) 
4,594 

2,031 

64,449 

1,826 

43,524 

TBD 

500 

507 

109 

TBD 

TBD 

117,540 

Additional 
Personnel 

Needed 
•o 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

Implementation 
Cost 

$0 

$0 

$0 

Grant-funded 

SO 

TBD" 

$0 

$0 

SO 

TBD* 

TBD' 

SO 
* Where we expect 
not yet known, we 
funding alternatives 

that funds will be required to implement recommendations, the magnitude of which is 
will either expect to absorb the costs in our existing budget or we will pursue other 

COMMUNITY PARTICIPATION AND PUBLIC OUTREACH EFFORTS: 

During the Police Department's BPR Study, it was important to obtain stakeholder input 
and feedback on the many aspects of Department operations that were evaluated. A 
survey was drafted and disseminated to Detectives and Detective Sergeants assigned to 
investigative units throughout the Department. The purpose of the survey was to seek 
direct input from practitioners in the areas of caseload management, investigative 
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processes, public interaction, command/section/unit goals and priorities, and callback 
procedures. Over 260 Detectives and 67 Detective Sergeants participated in the survey. 

Hundreds of Department employees (subject matter experts) were consulted by all three 
Sub-committees in the process of developing the models of how to become more efficient 
and effective. These employees were not official members of any of the three Sub­
committees. Input was also received from employees who attended BPR informational 
sessions held during the study period and from labor representatives who attended the 
weekly Reengineering Team meetings. In addition, staff from the Fire-Rescue 
Department and Cal/OSHA were consulted during the process. 

Representatives from MEA and POA participated in the study. 

Once the final recommendations are approved, meetings will be scheduled with the 
District Attorney's Office, City Attorney's Office, and the Sheriffs Office to discuss 
process changes that impact each of those agencies. 

KEY STAKEHOLDERS AND PROJECTED IMPACTS: 

The Meet and Confer requirements for the relevant labor organizations (Municipal 
Lmpioyees J iSscciation an^ J. Oiicc wi.j.iccrs .r-vssociatiorij nave occii compicicu. 

City residents should experience an increase in service levels. Cost savings and 
avoidance will benefit the City. 

teju-<a> 
William Lapsdbwne Jill Olen 
Chief of Police Deputy Chief of Public Safety 
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