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Study Objectives

 Create methodologies to identify staffing needs for every 
position in the department.
 This comprises around 600 unique assignments in total, organized 

under more than 140 units.

 The Airport Bureau is excluded from the analysis.

 Determine current staffing needs and identify gaps in service 
levels.

 Analysis of organization and operations management in support 
of the staffing analysis.

 Develop a comprehensive interactive model that the SFPD can 
use to replicate the analysis in the future.
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Study Objectives

 The study is based on current inputs and data – the s taffing 
recommendations  will evolve as  thes e change.

 Data is sues  in areas  such as  the Inves tigations  Bureau limit the 
ability of the s tudy to project s taffing needs .

 As  new data  is  tracked and quality of case management sys tems  
improves , s taffing needs  in these areas  will be refined.

 The interactive tool provides  SFPD with the ability to update the 
inputs  and identify changing s taffing needs  in the future.
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Study Proces s

 Beginning last February, the project team focused on each 
bureau s equentia lly.

 Each phas e included:

 Interviews  and meetings  with supervisors  and s taff to unders tand 
unit functionality, s ervice levels , and s taffing is sues .

 Identification of workload metrics  and data  collection.

 An interim deliverable that provided a  framework for the analys is .

 A draft analys is  of s taffing needs  that did not include results  or 
recommendations

 Review and revis ions  in coordination with the Staffing Task Force 
and Internal Steering Committee.
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Objectives  in Creating Methodologies

 Staffing model designed to analyze needs for 600 positions/ 
as s ignments  individually.

 The methodologies  us ed mus t be:

 Defens ible: Valid approaches  for determining s taffing needs .

 Replicable: Data  is  available and calcula tions  are s treamlined.

 Flexible: Methodologies  can be cus tomized in the future.

 Uniform in s tructure: Common set of language and proces s .

 To accomplis h thes e goals , the methodology types  were 
grouped into four categories .
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Workload-bas ed

Ratio-bas ed

Fixed coverage

Non-s caling

Staffing Methodology Categories
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Workload-Bas ed Methodology

 48% of SFPD personnel are in assignments that have been 
determined through a  workload-bas ed methodology.

 The analys is  compares  workload agains t s taff availability.

 Types  of s taff determined through this  methodology include

 Patrol officers

 Mos t inves tigative units

 Records  management

 Property and evidence 
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Components  of Unit Workload

 Through interviews and data collection, key workload drivers are 
identified. Data  collected where available.

 Total workload hours  are determined by multiplying:

 Number of workload items  (e.g., #  of cases , ca lls  for s ervice)

 Time per item (e.g., time to inves tigate each case)

 Adminis trative time es timate added for many pos itions  to 
account for mis cellaneous  work that is  not directly meas urable:

 Meetings , meal breaks , ca lls , etc.

 For patrol officers , this  includes  time spent writing reports
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Calculating Total Workload
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Workload and Proactive Time

 Similarly, time is added for many positions to account for 
proactive time.

 Total ‘needs ’ to s taff a  pos ition are a  combination of the 
workload elements , adminis tra tive time, and (for s ome 
pos itions ) proactive time.

 For ins tance, a  pos ition’s  time could be broken down as  s uch:

 Which can be trans lated into the number of hours  in a  year:
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Staff Availability and Capacity

 Unit capacity to handle workload is built up from the on -duty 
hours  of individual s taff.

 Out of the tota l s cheduled work hours  in a  year (2,080), 
employees  may not be on duty for a  variety of reas ons , including 
leave, tra ining, etc.

 Net availability repres ents  the number of hours  that employees  
are on duty and able to handle workload:
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Staff Capacity vs . Workload

 Similarly, time is added for many positions to account for 
proactive time .

 For an entire unit, a  tota l workload figure is  combined from each 
of thes e tota ls .

 It is  then compared agains t tota l net availability (NA hours  per 
FTE multiplied by #  of FTEs ).

 This  tells  us  whether the capacity of current s taffing is  
s ufficient to handle a ll workload:

 For example, if there are more hours  needed than can be s taffed 
(repres ented in red), additional s taff are needed.
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Ratio-Bas ed Methodologies

 Used when staffing needs for a position are tied to something 
els e – a variable, number of s taff, etc.

 There are a  few core categories  of ra tio-bas ed pos itions :

 Span of control: Supervisors  whose s taffing needs  are tied to the 
number of direct reports

 Support: Staffing needs  s cale to number of pos itions  they support 
(e.g., adminis tra tive as s is tants )

 Other Variables : Any type of quantita tive comparison to s taffing 
needs , such as  minimum ins tructor-to-s tudent ra tios , environmental 
factors  like the number of Part I crimes , number of vacancies  in the 
department, etc.
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Examples  of Ratio-Bas ed Staffing

 Span of Control

 All supervisors, including sergeants and civilian managers

 Support:

 Human Resources

 Adminis tra tive support pos itions

 Other Variables :

 School Resource Officers  (s cale to number of high s chools  and 
s tudent body populations )

 Alcohol Licens ing Unit (s cale to number of a lcohol permits )
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Fixed Coverage

 Functions where a certain number of hours of coverage must be 
met, s uch as :

 K9

 SWAT

 Station keepers

 Number of pos ts  to s taff, hours / day, days / week, and s hift 
length determine requirements .

 Staffing calculated bas ed on thes e factors  us ing net availability 
per s taff.
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Non-Scaling Methodologies

 All positions that do not fall into another category.

 There are two main s ub-categories  of non-s caling pos itions :
 Unique pos itions : Chief of Police, bureau executives , etc.

 Selective pos itions : Stra tegic or elective decis ion made to s taff a  
function.

 Selectively s taffed pos itions  can often involve a  priority for the 
department to expand the functionality of a  unit beyond its  
current s cope.
 For ins tance, adding analys ts  to the Budget Unit to produce more 

proactive budgetary reporting.
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Identifying a Pos ition’s  Methodology

Interviews and
Data Collection

Is  the pos ition workload 
s calable?

YES Use Workload-Based 
Methodology

Use Ratio-Based Methodology

Use Ratio-Based Methodology

Use Non-Scaling Methodology

Does  the pos ition support or 
supervis e other s taff?

Do s taffing needs  s cale in 
rela tion to something els e?

None of the above

Identify Potentia l 
Workload Drivers

NO

Use Fixed Coverage MethodologyIs  coverage determine a t a  
certa in number of hours?
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Field Operations Bureau

Inves tigations  Bureau

Specia l Operations  Bureau

Adminis tra tion Bureau

Stra tegic Management Bureau

Chief of Staff and Office of the Chief
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Field Operations : Patrol

 Sector patrol comprises over 691 officers, and responds to all 
community-generated calls  for s ervice.

 Almos t a ll (>95%) officers  deploy as  two-person cars .

 In 2018, patrol responded to 300,822 community-generated calls  
for s ervice.

 Computer-aided dis patch data  was  us ed to cons truct a  
workload-bas ed methodology.

 Proactive time target of 30% us ed as  benchmark of effective 
patrol s ervice.

 This  is  reflected in res pons e times , particularly for low-priority 
calls  for s ervice.
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Field Operations : Patrol

 Currently, only 21% of officer time is uncommitted/proactive.
 The low proactive time %s  at mos t times  of the day s how that 

there are not enough res ources  to handle incoming workload:

 Thes e levels  are exceptionally low, and repres ent a  critical 
s taffing is s ue.
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Patrol Res pons e Time Is s ues
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Field Operations : Patrol Findings

 In order to bring patrol proactivity to 30% and address the 
res pons e time is s ue, 825 officers  s hould be a llocated to patrol.

 This  is  134 officers  above the current level.

 Officers  mus t a ls o fulfill s ta tion keeper duties , which mandates  
30 hours  of coverage for each of the 10 s ta tions .

 This  amounts  to the equivalent of about 65 full-time officer FTEs .

 To prevent patrol resources  from being drawn further, that many 
pos itions  would need to be added, in absence of changes  to 
coverage or s cheduling.
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 Additionally, patrol service levels are highly unequal throughout 
the city.

 A workload-bas ed methodology s hould be us ed to equitably 
a llocate patrol res ources .

Patrol Service Levels  by Dis trict
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Field Operations : Foot Beats

 Foot beat officers work proactively and provide direct interface 
with local community groups  and bus ines s es .

 Contacts  can be made a t a  greater ra te on foot.

 Adept a t es tablishing presence and vis ibility.

 Foot beats  are particularly effective when the area is :

 Walkable

 Recognizable focal point of a  community 

 Has  call for s ervice and/ or crime dens ity

 High commercia l, recreation, and/ or tourism activity

 A quantitative model was  created around pedes trian activity.
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Vis ualizing Pedes trian Activity
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Proces s  of Creating Foot Beats

 Consecutive intersections with high pedestrian activity were 
us ed to es tablis h boundaries :
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Preliminary Foot Beat Zones
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Foot Beat Zones  and Crime Hots pots
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Field Operations : Foot Beats

 The model assigns officers to the zones using pedestrian count 
ra tios .

 Adjus tments  are made for certa in zones  such as  the Financia l 
Dis trict.

 It is  des igned as  a  data-driven ‘s tarting point’ in the proces s , 
identifying initia l zones .

 Commander dis cretion and review, input from local leaders  and 
organizations , and community outreach remain es s entia l to the 
proces s .
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Field Ops : Other Recommendations

 Certain types of specialized field units that are organized at the 
dis trict level s hould be combined to form more generalized 
teams .

 This  includes  dis trict-level homeles s  officers  and pla in clothes  
teams .

 Combination of workload and ra tio-based methodologies  used.

 Expand cris is  intervention team (CIT) tra ining to better res pond 
to calls  involving thos e experiencing mental health cris is .

 Centralize organization of s chool res ource officers , given that 
their work revolves  around the s chools , ra ther than the dis tricts .
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Field Operations  Analys is
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Investigations Bureau

Field Operations  Bureau

Specia l Operations  Bureau

Adminis tra tion Bureau

Stra tegic Management Bureau

Chief of Staff and Office of the Chief
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Inves tigations  Bureau and SIT

 For many investigative units, cases are the center of their 
workload.

 Workload-bas ed methodologies  are us ed in thes e cas es .

 Additional adminis tra tive time figure added.

 Some units  have proactive time figures  as  well.

 Cas eloads  are determined from SFPD data .

 Time s pent per cas e developed us ing es timates  that break 
down inves tigations  into time figures .

 Detailed time breakdowns  have been cons tructed for each major 
type of case (e.g., robbery, s ex as sault, homicide).
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Es timating Time Per Cas e
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Inves tigations  Findings

 Several units require additional staff to meet work demands, 
including SIT teams , which als o need additional civilian s upport.

 The workload-bas ed analys is  s hows  that, for many inves tigative 
units , capacity is  more than s ufficient.

 There are opportunities  to centralize mos t work rela ted to 
rebookings , enabling inves tigators  to focus  more time on cas es .

 Reorganize ‘the Pit’ and Special Victims  Unit by creating new 
s pecialized inves tigative units .

 Addres s  deficiencies  in inves tigative cas e management by 
acquiring and implementing cas e management s oftware.
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Inves tigations  Analys is  – Bureau
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Station Inves tigative Teams  (SIT)

36



Field Operations Bureau

Adminis tra tion Bureau

Stra tegic Management Bureau

Chief of Staff and Office of the Chief

Specia l Operations  Bureau

Inves tigations  Bureau
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Special Operations  Findings

 SWAT and EOD staffing are both proportional to the number of 
teams , as  each team requires  a  s et number of pers onnel to be 
fully functional.

 K9 units   are currently in different parts  of the organization –
thes e s hould be centralized.

 Department Operations  Center (DOC) can be refocus ed as  a  
real-time crime center, which will require s ome civilianization.

 Traffic Enforcement is  a  workload-bas ed unit, but its  s taffing 
needs  depend on objectives  s et for proactive enforcement.
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Special Operations : SFMTA

 SFMTA has fewer sworn staff assigned than similarly -moded
trans it agencies :
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Special Operations  Staffing Analys is
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Field Operations Bureau

Strategic Management Bureau

Chief of Staff and Office of the Chief

Adminis tra tion Bureau

Inves tigations  Bureau

Specia l Operations  Bureau
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Adminis tration Bureau Findings

 Workload-bas ed methodologies  are us ed in s everal areas , each 
of which s hows  the need for minor s taffing additions :

 Backgrounds  (Trans ition away from PT retired s taff)

 CISU (Core records  management functions )

 Property Control (Front Counter)

 In Property Control, acquiring and implementing a  barcoding 
s ys tem for evidence is  a  critical need.
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Adminis tration Bureau Findings

 Ratio-bas ed methodologies  us ed in many areas  to approximate 
various  requirements  and s upport provided to the department:

 Bas ic Recruit Course (academy) s taffing needs  based on CA POST 
ins tructor ra tios  and clas s  s izes .

 Vehicle Maintenance Officers  based on number of s ta tions  (1 per 
FTE), as  well as  number of unsupported vehicles  (130 per FTE).

 Units  that can become workload-bas ed once additional data  is  
tracked and collected include:

 Court Lia ison (subpoenas )

 Medical Lia ison

 Staffing and Deployment
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Adminis tration Staffing Analys is
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Field Operations Bureau

Adminis tra tion Bureau

Chief of Staff and Office of the Chief

Inves tigations  Bureau

Specia l Operations  Bureau

Stra tegic Management Bureau
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Strategic Management Findings

 Positions are non-s calable and ratio-bas ed.

 Budget Unit capabilities  s hould be expanded, which will require 
an additional pos ition.

 Technology Department s taffing was  analyzed as  a  one-time 
as s es s ment of needs  and current capabilities .

 Currently non-scaling, but can become workload-based.

 Identified s taffing needs  in a  number of areas .
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Strategic Management Analys is
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Field Operations Bureau

Adminis tra tion Bureau

Stra tegic Management Bureau

Chief of Staff and Office of the Chief

Inves tigations  Bureau

Specia l Operations  Bureau
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Chief of Staff /  Office of the Chief

 Internal Affairs staffing calculations use a workload -bas ed 
methodology.

 Similar to other inves tigative units , es timates  have been developed 
for time spent per case by the type of IA inves tigation (e.g., officer-
involved shooting, criminal, adminis tra tive).

 Legal Unit, which handles  PRA reques ts  (including SB 1421), 
has  rapidly evolved with increas ing workload res ulting from SB 
1421.

 Unit workload and backlogs  should be monitored carefully, and 
adjus tments  should be made proactively as  needed.

 No recommendations  in Office of the Chief.
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Chief of Staff Analys is
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Office of the Chief Analys is
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Summary of Analys is  Res ults : Sworn
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Summary of Analys is  Res ults : Civilian
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Overall Findings  and Conclus ions

 Quantitative methodologies have been developed for 84% of 
pers onnel, providing a  data-driven approach to res ource 
a llocation.

 Res ource is s ues  are the mos t s evere in patrol, both on an 
overall bas is , as  well as  how s ervice levels  vary by dis trict.

 The pos itions  recommended in patrol account for two-thirds  of a ll 
s taffing recommendations .

 Equalizing s ervice levels  among the dis tricts  can be completed 
without adding s taff.

 Significant opportunities  to reorganize inves tigations  and 
implement cas e management s oftware.
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Overall Findings  and Conclus ions

 Additionally, there are a number of opportunities to civilianize 
pos itions  in s upport and adminis tra tive functions .

 A barcoding and evidence management s ys tem can mitigate 
ris k, increas e s taff capacity, and augment efforts  to purge 
inventory.

 Workload tracking and data  collections  s hould be prioritized s o 
that the interactive model can identify s taffing needs  as  they 
evolve.
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