OFFICE OF THE CITY AUDITOR

City and County of Honolulu
State of Hawal'i

Audit of the Honolulu Police
Department Patrol Officer
Staffing Practices

A Report to the
Mayor

and the

City Council of
Honolulu

Report No. 07-04
August 2007




Audit of the Honolulu Police
Department Patrol Officer
Staffing Practices

A Report to the
Mayor

and the

City Council

of Honolulu

Submitted by

THE CITY AUDITOR
CITY AND COUNTY
OF HONOLULU

STATE OF HAWAI'I

Report No. 07-04
August 2007






Foreword

Thisisareport of our Audit of the Honolulu Police Department
Patrol Officer Staffing Practices. The audit was conducted pursuant
to Section 3-502.1(c) of the Revised Charter of Honolulu and the
Office of the City Auditor’'s Annual Work Plan for FY 2006-07. The
city auditor determined that this audit is warranted due to
longstanding concerns about the department’s reported patrol officer
shortages and aggressive recruitment from mainland police
departments.

We wish to acknowledge the cooperation and assistance of the staff
and management of the Honolulu Police Department and others who
we contacted during this audit.

Ledliel. Tanaka, CPA
City Auditor
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EXECUTIVE SUMMARY

Audit of the Honolulu Police Department Patrol Officer

Staffing Practices

Report No. 07-04, August 2007

Thisisareport of our Audit of theHonol ulu Police Department Patrol
Officer Staffing Practices. Theauditwasconducted pursuanttothe
authority of the Officeof theCity Auditor tosdlf-initiateaudits. Thecity
auditor hasdeterminedthat thisauditiswarranted duetolongstanding
concernsabout theHonol ulu Police Department’ s(HPD) reported
patrol officer shortagesand continued aggressiverecruitmentfrom
mainland policedepartments.

Background

TheHonoluluPoliceDepartment servesastheprimary law enforcement
agency for theCity and County of Honolulu, withan estimated resident
populationof 912,000. Unlikeother statesinthenation, Hawai*i does
not haveastatepoliceagency. Thechief of policeservesasthe

admini strativehead of thedepartment, andisappointedtoafive-year
termby avoluntary, uncompensated seven-member policecommission
thatisinturnappointed by themayor and confirmed by thecity council
tostaggeredfive-year terms.

TheCommissionof Accreditationfor Law Enforcement Agencies
(CALEA) definespatrol asageneralizedfunctioninwhichofficersmay
beengagedinavariety of activitiesrangingfromrespondingtorequests
for servicetoimplementing alternatestrategiesfor thedelivery of police
services. Smilarly, HPD officialsdescribepatrol officersasgeneralists
andfirst responderswithinthepolicedepartment, whosemainfunctionis
torespondto servicecallsfromthecommunity.

Thepolicechief hastwodeputy chiefsof police: oneisresponsiblefor
admini strativeoperationswhiletheother overseesfieldoperations. The
deputy chief for field operationsoverseestwo patrol bureaus: Central
Patrol, whichconsistsof Districts1 (Central Honolulu), 5 (Kalihi), 6
(Waikiki),and 7 (East Honol ulu); and Regional Patrol, which consistsof
Districts2 (Wahiawa), 3 (Pearl City), 4 (Kailua, Kane' ohe, Kahuku),
and8(Kapolel, Wai‘ anae).
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Withineachpatrol district, therank structureisasfollows:

* Metropolitan policemajorshead each district, and areal so known
asdistrictcommanders

* Captainsact assecond-in-commandand performadministrative
functions

* Patrol lieutenantsfunctionassecond-linesupervisorsand shift
commanderswho perform personne and material management
functionsand set up atiered or layeredresponsetoincidentsif they
arerequired

* Patrol sergeantsaredirect or first-linesupervisorsof policeofficers

* Metropolitan Police Officers (MPO) ranked asMPO Il act asa
supervisor intheabsenceof asergeant

* Metropolitan Police Officersranked asMPO | provide services
tothecommunity through crimepreventionandintervention

* Metropolitan PoliceRecruitsareconsidered theentry-level
positionfor swornofficers

Geographically, patrol districtsaredividedinto sectorsor community
areasof responsi bility, and overseen by sergeants. Each sector isfurther
dividedintofivetosevenbeats. Individual officersaregiven

responsibility for aspecificbeat onaparticular day, witheach officer
taking acombination of eight- and nine-hour shiftsper day over atwo-
week, 80-hour period.

Summary of
Findings

Likeother policedepartmentsnationwide, HPD hasexperienced
difficultiesinmaintai ning sufficient numbersof patrol officerstoensure
optimal servicededivery. Havingadequatenumbersof officersis
essential, aspatrol officersarethefirstrespondersforincomingservice
calsfromthegenera public, for everythingfromminor household
emergenciestowhite-collar crimestogangviolence.

Wefoundthat therewereseveral departmental practicesthat contribute
totheofficer staffing challenges. HPD hasbeenvul nerabletoexternal
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factorsaffecting positionvacancies, aspolicedepartmentsnationwide
competefor officers. Thiscompetitionisnot only amongother counties
but a sowith stateandfederal governments, inthewakeof military and
homeland security concerns. HPD hashaddifficulty injustifyingits
staffing needstovariousstakehol dersbecauseitscurrent datacollection
andreporting systemsfail to providean accurateassessment of patrol
officerworkload. Patrol officer staffinglevel sarefurther reduced by
specia assgnmentswhichphysically reassignspatrol officerstoperform
othertasks. Theexpected needfor special assignmentscould meritan
examination of theneedfor morestaff overall. Asaresult, patrol
functionsarehampered by acombination of ongoing positionvacancies
andspecia assgnments. Finaly, thecurrentrecruitmentandtraining
practicesof thedepartment areinsufficient tomeet departmental patrol
officer staffingneeds.

Finding 1. HPD’ sdatacollection and reporting systemsfail to
providean accur ateassessment of patr ol officer workload,
hamperingeffortstojustify staffingneeds.

e HPD Policy Number 2.26, Allocation and Distribution of
Personnel, requiresdistrict commanderstoannually report ontheir
officers workloadusing specificcriteria. Thepolicy statesthat
periodicworkload assessmentsareconductedtomaintaina
bal anced depl oyment of personnel throughout thedepartment. In
addition,commandersareresponsiblefor evaluating avail abledata
and makingtheappropriateal l ocationand distribution of personnel
withintheir e ements, based uponwhichthechief of policeprioritizes
personnel all ocationanddistributiondepartment-wide. Thus, the
policy indicatesthat the purposeof workload assessment reportsis
tobeasignificanttool throughwhichstaffingneedsare
communicated uptheranksfromdistrictsto policeheadquarters.

* |npractice,wefoundthat, whiledistrictcommandersgenerally
compliedwithreporting requirements, thereappearstobea
disconnect betweenthedepartment’ sintended purposefor annual
workload assessment reports—to helpcommanderseval uatetheir
staffing needs—anddistrict commanders' perceptionof their
usefulnessasatool for planning staffing needs.

* Thefailuretorecognizetheutility of workl oad assessment reports
contributestotheincons stent reporting of information, whichfurther
compromisestheutility of theinformationthatisreceived. Whileall
districtscompliedwiththepolicy’ srequirements, therewere
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incond stenciesamongdistrictsintermsof what commanders
reported andthelevel sof anaysesthey provided, illustratingalack
of confidencethat thereportswoul d ultimately beuseful inobtaining
thestaffingresourcesthey need.

Incons stenciesinreporting by district commandersinworkload
assessment reportsexacerbate perceptionsof staff inequity between
theprimarily urban Central Patrol Bureauandthemostly rural
Regional Patrol Bureau. Suchincons stenciesmakeitdifficultfor
higher level officerssuchaspatrol bureau chiefs, deputy chiefsand
thechief of policetoeva uateand prioritizestaffing needsamongthe
variousdigtricts.

Whileother citieshavebeenableto cal culatethe percentageof time
thatitsofficersareavailablefor proactivepatrol, Unit
Unavailability Reportsbased onthe HPD’ scomputer aided
dispatch systemfallsshort asaway of documenting how patrol
officersusetheirtime. Thesereportsshow that anofficer or unitis
unavailableonly whenrespondingtoanincident astheprimary unit.
Thus, thesystemmay indicatethat an officer isavailable, wheninfact
that officer may beassi stinganother unit, or performing
administrativedutiestodocument their activities. Thus, theactua
workload of patrol officersremainsunderreported. Another
shortcomingisthat commanderscannot view withinthesamereport
how many total unitswereonduty at aparticular time, thusmakingit
difficulttodeterminetheeffectivenessof overd| saffing.

Finding2: Authorized patr ol officer position countsappear tobe
withinindustry standar ds, but full staffingremainsdifficult dueto
ongoingchallengesinfilling position vacanciesand thecontinued
use of special assignments.

Industry standardsfor extended-hour government servicessuchas
policepatrol requirethat therebesufficient coverageintermsof
schedulingandgeography. Schedulingconsiderationsincludethe
number of shifts, and cal cul ating theactual hoursworkedrel ativeto
thedaysor hoursof paidtimeoff towhichemployeesareentitled.
Geography deal swiththenumber of poststhat needto becovered,
INHPD’ scase, thenumber of beats. Based onthesefactors, we
foundthat thecurrent level of 955 authorized patrol district M PO
positionsappearsto bewithinindustry standards.
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However, wefoundthat theactual number of MPOsavailablefor
patrol hasbeen reduced by thenumber of vacanciesand special
assignments. Despiteimprovementsmadeindecreasingthese
numbers, over thelastfiveyears, patrol officer vacanciesamong
MPOshasaveraged 110annually, and special assignmentshave
beengivento 63 patrol district-assigned M POsannually, totalingan
averageof 173 officers, or 18 percent of authorized positionsnot
availablefor patrol. Becausepatrol officersonspecia assignment
retaintheir officia positionsbut actually performtasksel sewhere,
districtsmay only appear to havesufficient numbersof policeofficers

on paper.

Districtshaveregularly exceededtheir overtimebudgets, duein part
tostaff shortages, anindicationof thestrainon current officers. We
foundthat over thepast four years—theperiodfor whichdistrict-
specificnumbersareavail able—districtshavegenerally exceeded
their overtimebudgetsby thousandsof hoursper year. Staff
shortageshaveaccountedfor 16 percentto 21 percent of all
overtimecostsfor theCentral Patrol Bureauand40 percentto44
percent for theRegional Patrol Bureau. Accordingtothe
Department of Budget and Fiscal Services, themoredifficultiesHPD
hasinfilling vacancies, themoreovertimefundsthey needtocover
shifts, sotherearenoactual salary savingsfromvacant positions—
thefundsaremerely shiftedwithinthesalary category and spenton
overtimecosts.

Finding3: Currentrecruitment practicesandtrainingfacilities
areinsufficient tomeet projected patr ol officer staffing needs.

Atthetimeof our fieldwork, HPD’ srecruiting staff consi sted of two
officers—onefull-timeand oneonspecia assignment. Theteamhas
anadvertising budget of $40,000and nobudget for travel. Thisis
significantly smaller thantheresourcesavailabletoother largecities.
By comparison, thePhoenix, Arizona, policedepartment hasafive-
member recruitment teamrepresenting vari ousethnicitiesandformer
military personnel, and hasbudgeted $300,000for recruitment. Las
Vegas, Nevada, hasastaff of eight recruiters, and LosAngeles,
Californiahasa27-member recruitment staff. SanDiego, California,
hasrecruitersthat travel aroundthecountry tofind candidates, anda
budget of $400,000. Thecomparablelack of resourcesdevotedto
recruitment hampersHPD’ sability tocompetewith other
departmentsinreaching potential candidates.
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* Thehighly selectiverecruitment processrequiresHPD tocastawide
net for applicants. In 2006, HPD attracted almost 6,000 applicants
for testing, but lessthan 1 percent passed thevariousscreening,
testingandtrai ning processesto becomepoliceofficers. This
mirrorstrendsnationwide, wherefewer than 5 percent of applicants
forlaw enforcement positionsarefoundtobequalifiedfor
appointments.

e HPD’sseverely limited sourceof new officersfurther hampersits
ability tofill needed positions. All policeofficer applicants,
regardlessof experience, arerequiredtoattend KeKulaMaka'i,
HPD’ spoliceacademy, toundergo six monthsof academy training,
thenanother four monthsof fieldtraining, inadditiontoanearly year-
long screening and background checking process. Incontrast, other
policedepartmentsaccept |ateral transfers, actively courting
experienced officersfromother departmentswithmodifiedtraining
programsandsigningincentives, thuswideningthefieldfor
prospectiveapplicants. HPD hasseenitsown ranksthinned by such
practices, losingatotal of 113 officerswho departedtoother law
enforcement agenciessince1998. HPD’ smainconcernwithlateral
transfersispreservingthequality of itstraining, whichreceived
CALEA accreditationinMarch2006. HPD officialsstatethat they
arecons deringamodifiedtraining programthat could determine
whether officerstransferringlaterally meet HPD’ sminimum
standards, but nosuch programiscurrently inplace.

* Whiletrainingislimitedtonewrecruits, thetrainingfacility itself is
limitedinthenumber of studentsthat cangraduateintimetofill gaps
instaffing. Threerecruit classesbeginevery calendar year onthe
secondworkingday of January, May and September. Accordingto
theHPD’ sTraining Division, addingafourthclassat acost of nearly
$400,000for additional staff and supplies, could potentially graduate
anannual additional 42to48officers—givencurrent capacity and
dropout trends— 125 to 131 |essthan the 173 needed to cover the
averageannual shortfall dueto positionvacanciesand special
assgnments.

Recommendations TheHonoluluPoliceDepartment shoul d:

and Response _ _ _ o ,
a. improveworkloadreportingandanaysisandbetter justify staffing

needsby:
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1)

2

3

reinforcingtheimportanceof workload assessment reportsby
continually educatingandinformingdistrict commandersof the
impact that their analyseshaveon determining department-wide
gaffingpriorities,

continuoudly educatingall policeofficersontheimportanceof
documentingtheir activitiestofacilitaterequestsfor sufficient
gaffing;and

amendingthecurrent systemof reportingto captureall patrol
officer activitiesand moreaccurately depict workload;

b. reinforceeffortstowork towardfull staffingof existingpositionsby:

@)

2

3)

Increasingthedepartment’ sability tofill vacanciesby devoting
appropriateresourcestorecruitment;

incorporatinglongstanding specid ass gnmentsintototal
personnel countsto show amoreaccurateportrayal of staffing
needs; and

assessingtheneedfor additional HumanResourceDivision
resourcestofacilitaterecruitment and processing new officers,

c. improverecruitmentandtrainingcapabilitiesby:

1)

2

3

(4)

assessingtheneedfor additional resourcesto supplement
recruitment effortsby theHuman ResourcesDivision,

increasing contact with applicantsthroughout thelengthy
backgroundreview processto keep them apprised of their
progressandsustaintheirinterest;

assessingthephysical limitationsof thecurrenttrainingfacility
andeval uating optionsfor increas ngthedepartment’ scapacity
totrainincomingrecruits, and

supplementingtheentry of new officersintothedepartment by
cons dering additional sourcesfor new officers, suchas
modifyingtraining programsto accommodateexperienced
policeofficersfromother jurisdictionswithout requiringthe
sameclassesasnew recruits.



Report No. 07-04 August 2007

Initsresponse, theHonol ulu Police Department stated that theaudit wil
bebeneficial inaddressing someof thedepartment’ simmediateconcerns
aswell asthelong-term needsof thedepartment and community. The
department al so stated that itisingeneral acceptanceof theconclusions
andrecommendationsof thecity auditor.

Leslie I. Tanaka, CPA Office of the City Auditor

City Auditor 1000 Uluohia Street, Suite 120
City and County of Honolulu Kapolei, Hawai'i 96707

State of Hawai'i (808) 768-3134

FAX (808) 768-3135
www.honolulu.gov/council/auditor
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Chapter 1

Introduction

Thisauditisbeing conducted pursuant totheauthority of the Officeof
theCity Auditor toself-initiateprojects, asprovidedintheRevised
Charter of Honolulu. ThisauditisincludedintheOfficeof theCity
Auditor’ sproposedwork programfor FY 2006-2007, whichwas
communicatedtothemayor and city council inJune2006. Thecity
auditor hasdeterminedthat thisauditiswarranted duetolongstanding
concernsabout theHonol ulu Police Department’ s(HPD) reported
patrol officer shortagesand aggressiverecruitment frommainlandpolice
departments. Thisaudit providesinformationonhowtheHPD’ sinternal
processesdetermineitspatrol officer staffing needs, and describesthe
processby whichpatrol officersareallocated throughout thecity.

Background

TheHonoluluPoliceDepartment servesastheprimary law enforcement
agency for theCity and County of Honolulu, whichincludestheentire
island of O* ahu, withacircumferenceof 137 milesand anareaof amost
600sguaremiles. Theestimated resident popul ationisabout 912,000,
whichincludesmilitary personnel but nottourists. Unlikeother statesin
thenation, Hawai‘ i doesnot haveastatepoliceagency. Each county
hasthepower to makeand enforcewithinthelimitsof thecounty all
necessary ordinancescoveringall local policematters, accordingto
Hawai‘i Revised StatutesChapter 46, Section 1.5 (14).

TheHonoluluPoliceDepartment wasofficia ly establishedin 1932,
followingyearsof risng crimeandincreasingracia tensonswithinthe
city. Withthepassageof Act 1 duringaSpecial Sessionof the
Legidatureby theTerritory of Hawai‘i, Governor LawrenceJudd
implemented therecommendati onsof agovernor-appoi nted advisory
committeeoncrime, whichadvocated theestablishment of :

a police commission appointed by the Mayor of the City and
County of Honolulu and the approval of the Board of
Supervisors, whose duty it would be to appoint a Chief of
Police and to supervise the operating of the police
department.

Act 1 establishedtheHonol uluPolice Commissionand providedfor an
appointedchief of police.
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Organization

M orerecently, thedepartment hasbeen accredited by theCommission
of Accreditationfor Law Enforcement Agencies(CALEA) since2003,
meeting morethan 440 standardsintheareasof policy and procedures,
administration, operations, and support services. Subsequently, its
communicationsdivisionwasaccreditedin2004, andthetrainingdivision
in2006. That sameyear, HPD wasrecognized asthesecondU.S.
policedepartment andthefirstinamajor city toever earnthe CALEA
Tri-ArcExcellenceAward, honoringitsnational accreditationinthree
areas: law enforcement, communi cationsandtraining.

TheHonoluluPoliceCommissioncons stsof sevenindividua sappointed
by themayor and confirmed by thecity council. All membersserve
staggeredtermsof fiveyears, volunteeringthelr servicesandreceivingno
compensation. Generally, thecommission’ sprimary responsibilitiesare
to: appoint andremovethechief of police, review administrativerules
andregul ations, review theannual budget, and makerecommendations
tothemayor asappropriate. Thecommissionalsoreceives, considers,
andinvestigateschargesbrought by thepublicagainst theconduct of the
department or any of itsmembers, and submitsawrittenreport of its
findingstothechief of police.

Accordingto Section 6-1606, Revised Charter of Honolulu (RCH), the
policecommissionshall submitanannual report tothemayor andthecity
council that containsasummary of chargesfiled against theconduct of
thedepartment or any of itsmembers, andtheir disposition; review and,
If deemed necessary, makerecommendationsonthefive-year planand
any updateof goal sand obj ectivesfor thepolicedepartment whichis
submitted by thechief of police. Thecommissionshall not havethe
power to approve, modify or reject theplan or any updates. Atleast
annually, thecommissionshall comparetheactua achievementsof the
policedepartment agai nst thegoal sand objectivesinthefive-year plan
or thel atest update submitted by thechief, and eval uatethe performance
of dutiesby thechief of police. Except for purposesof inquiry or as
otherwiseprovidedintheHonolulu City Charter, neither thecommission
nor itsmembersshall interfereinany way withtheadministrativeaffairs
of thedepartment.

Thechief of policeservesastheadministrativehead of thedepartment,
andisappointed by theseven-member policecommissiontoatermof
fiveyears. Accordingto Section6-1604, RCH, thechief of policeshall:



Chapter 1: Introduction

(@ beresponsiblefor thepreservation of thepublic peace; the
protection of therightsof personsand property; theprevention
of crime; thedetectionandarrest of offendersagainstthelaw
andtheenforcement and preventionof violationsof al lavsof
thestateand city ordinancesandall rulesandregul ationsmadein
accordancetherewith;

(b) train,equip, maintainand supervisetheforceof policeofficers;
(c) serveprocessandnoticesbothincivil andcriminal proceedings,

(d) promulgaterulesandregulationsnecessary for theorganization
andinterna administrationof thedepartment;

(&) prepare, andwhendeemednecessary, updateafive-year planof
goalsand objectivesfor thepolicedepartment. Thechief shall
submit theplanand each updatetothecommissionfor review
andrecommendations,

() appointthedeputy chiefsof police; and

(9 performsuchother dutiesasmay berequired by thischarter or
law.

Thepolicechief hastwo deputy chiefsof policewhoareresponsiblefor
administrativeoperationsandfield operations. Reportingtotheir
respectivedeputy chiefs, six assistant chief soverseebureausinthepolice
department, whilemetropolitan policema orscommand each of the21
divisionsor districts. Anorganizationchart showingthevariousdivisons
anddistrictsisshowninthefollowingexhibit.
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Exhibit 1.1

Honolulu Police Department Organization Chart

Honolulu Police
Commission

Chief of Police

Deputy Chief .
o
Operations p
. Administrative Support Services Central Patrol Regional Investigative Specil FIEId
Internal Affairs Operations
Bureau Bureau Bureau Patrol Bureau Bureau B
ureau
Legal Advisor - District 1 I Criminal Central
Finance Division Comg}u'n'lcatlons Central \I/DV'SE.'Ct 2 Investigations Receiving
vision Honolulu aniawa Division Division
Information . - Juvenile Specialized
Humalljr}VIiRS(ieosI?urces Technology Dll?azlliﬁi 5 PDeISat:II%iB Services Services
Executive Office Division ty Division Division
Records and . District 4 o )
Training Division Identification District 6 Kailua Narcotics/Vice Trafic
Division Waikiki Kane'ohe Division Division
Kahuku
. . Police Psychologist — L Scientific -
Communlt_y Affairs Human Resources Legislative Liaison District 7 District 8 Investigation Chil Dgfense
Section Unit East Honolulu Kapolei Section Coordinator
Waianae
Homeland
Media Liaison Labor Relations Telecom Systems Security
Division
) Vehicle
Acg'fggi;ifon Maintenance
Section
Management
Analyst
Source: Honolulu Police Department

Patrol Functions and
Duties

CALEA definespatrol asageneralizedfunctioninwhichofficersmay
beengagedinavariety of activitiesrangingfromrespondingtorequests
for servicetoimplementingalternatestrategiesfor thedelivery of police
services. Similarly, HPD officia sdescribepatrol officersasgeneralists
andfirstresponderswithinthepolicedepartment, whosemainfunctionis
torespondtoservicecallsfromthecommunity. Theirresponsibilities
includemakingfirg-level evaluations, determiningwhether any additional
resourcesareneeded to addressaparticular problem, andthen
reguesting other experts assistanceif needed. Regardlessof the
incident, patrol receivestheinitial report, forwardinginformationtoother
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unitsasneeded, depending onthecrime. Everyday casescanrange
fromcrimeslikerobberies, theft and trespassingtowhite-collar crimes
likecredit card or businessfraudto compl aintsagai nst homel essor
mentallyill individuals. At certaintimes, publicconcernsmay prompt
districtstodedicatemoreattentionand resourcesto specificissuessuch
asspeeding, graffiti, or copper theft.

InHawai‘i, policeareofficialy consideredthethird or fourthlayer of
responsefor homeland security, but may actually serveasfirst
responders. Federal and stategovernmentshavetheresponsibility to
respond, but policewill beasked to compensatewherefederal and state
governmentslack thestaffingtodo so. Homeland security depends
uponlocal law enforcementfor loca intelligenceand crisesmanagement.

AtHPD, thepatrol bureauscontainthelargest number of officerswithin
thedepartment, comprising approximately 53 percent of total
positions—averaging 1,444 out of 2,721 total positionsfromFY 2001-
02toFY 2005-06. Someofficersmight beinspecialized unitswithin
patrol suchascrimereductionunits(CRU), misdemeanor follow-up
detail (MFUD) or community policingteams(CPT). Thecommander
candirect CRU or CPT tohandlepatrol beatsif needed.

Rank structureandresponsibilities

Patrol isdividedintotwo bureaus. Central Patrol Bureau, whichranges
fromRedHill toMakapu' u, and Regional Patrol Bureau, from

Makapu' utoHalawa. Eachbureauisadministratively commanded by
anassistant chief, whoreportsdirectly tothefiel d operationsdeputy
chief. Eachbureauconsistsof four patrol districts, eachof whichis
subdividedintobeats. Thecommandstructurefor eachdistrictisas
follows

* Majorsfunctionasdistrict commandersand deal withlabor-
relatedissues

e Captainsact assecondincommandand performadministrative
functions

e Patrol Lieutenantsfunctionassecondlinesupervisorsand shift
commanderswho perform personnel and material management
functionsand set up atiered or layered responsetoincidentsif
they arerequired
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* Patrol Sergeantsaredirect or firstlinesupervisorsof police
officers,whodirect, teach, guideand overseepatrol officers;
managesectors, and perform personnel management functions

* Metropolitan Police Officersranked asMPO || act asa
supervisor intheabsenceof asergeant

* Metropolitan Police Officersranked asMPO | provide
servicestothecommunity through crimepreventionand
intervention

* Metropolitan PoliceRecruitsareconsidered theentry-level
positionfor swornofficers

Districtsand beat structure

Geographically, theCentral and Regional Patrol Bureauseachcomprise
four districts. Central Patrol Bureauencompassesthosesurrounding
Honolulu' surbancore: Digtrict 1 (Central Honolulu), District 5(Kaihi),
District6(Waikiki),and District 7 (East Honolulu). Regional Patrol
Bureauencompassestherest of theisland: District 2 (Wahiawa),
District 3(Pearl City), District 4 (Kailua, Kane' ohe, Kahuku), and
District8(Kapolei, Wai‘ anag).
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Exhibit 1.2
Map of Patrol Districts
Kahuku
Substation
) W.ahiawa.
District Station DISTRICT 4

DISTRICT 2

Kane'ohe
District Station

Kailua
Wai‘anae Substation

Substation

Pearl City
District Station

DISTRICT 8

Waipahu

Kapolei Storefront Station

District Station

DISTRICT 5

Ewa DISTRICT 1 Waikiki
Storefront Station Kalihi . )
District Station Chinatown Substation
Substation DISTRICT 6

Alapa‘i Headquarters

Source: Honolulu Police Department

Geographicaly, districtsaredividedinto sectorsor community areasof
responsibility, and overseenby sergeants. Eachsectorisfurther divided
intofivetosevenbeats. Individua officersaregivenresponsibility foran
eight- or nine-hour shiftfor aspecificbeat onaparticul ar day.

Duringtheannual budget process, patrol district commandersare
encouragedtoreview beat structuresbased onactivity increaseswithin
existing beatsdueto population shifts, popul ationgrowth or business
devel opment, whichtendstoincreasetrafficandcallsfor service. This
review may involverequesting additional beats, positionstofill those
beats, and beat boundary changesasrequired. Thel15factorstobe
analyzedinpreparingrequestsfor additional beatsareasfollows:

1. Officers concerns(ideastoincreaseefficiency,logistical concerns,
travel andresponsetimes, etc.)
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10.

11.

12.

13.

14.

15.

Popul ation change(including supportingdata)

Workload, casel oad (historical data, factorsaffecting current or
projected workload)

Neighborhoodboards(alignmentwithand servicetoexisting
neighborhood boards)

Community makeupandidentity (alignmentwithand serviceto
exisingcommunities)

Command management (supportsareasonableand practical
supervisory spanof control)

Businessactivityinthearea
Trefficflow

Court boundaries(how restructuringalignswith or departfrom
judicia digtricts, theeffect restructuringwill havewithrespectto
court appearancesby officers)

Recreational activity (proposa’ simpact ontourism, athleticactivities,
beaches, parks, sporting venues, etc.)

City council districts(proposa’ sadvantagesor disadvantageswith
respecttoworkingwithelected officials)

Sub-beats(takingintoaccount thedesirability of keeping sub-beats
intact, or if necessary to split oneor moresub-beats, whether an
attempt hasbeen madeto minimizeadverseimpacts)

Telecommunicationsissues(impact onradiocoverage, challengesto
beaddressed, anticipated financial impact,impact onthe
CommunicationsDivison)

Budgetary impact (cost of proposal, including staffing, facilities,
equipment, etc.)

Existingdistrict command (proposeddistrict’ smanagesbility by a
singlecommander, whoisexpectedtowork directly with
communities, politicians, businesses, schools, themilitary and other
entities)
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Patrol Resources

Exhibit 1.3

Overthepastfiveyears, thetotal number of positionswithin patrol has
rangedfrom1,422t0 1,476, withthemost significantincreaseoccurring
between FY 2004-05 and FY 2005-06. Salariescomprise
approximately 90 percent of patrol’ stotal annual budget. Over thepast
fiveyears, thenumber of positionswithin patrol hasincreased by 3.8
percent, whileitstotal budget hasincreased by 12.4 percent. Asshown
inthetablebel ow, thenumber of positionswithinpatrol hasincreased by
lessthan 1 percent annually from FY 2001-02to FY 2004-05, but
doubledto 2 percent between FY 2005-06. Patrol’ stotal budget had
fluctuated lessthan 1 percent annually from FY 2001-02to FY 2003-04,
thenroseby 8.5 percent between FY 2003-04 and FY 2004-05, ending
withasmaller 2.6 percentincreasefrom FY 2004-05to FY 2005-06.

Annual Patrol Budget and Personnel from FY2001-02 to FY2005-06

No. of Positions

Percent Annual Percent Annual

Fiscal Year (FTE) Change Total Budget Change
FY2001-02 1,422 -- $77,132,861 --
FY2002-03 1,432 0.70 $77,575,769 0.57
FY2003-04 1,443 0.77 $77,882,052 0.39
FY2004-05 1,447 0.28 $84,496,456 8.49
FY2005-06 1,476 2.00 $86,697,746 2.61

Note: FTE = Full Time Equivalent

Source: City and County of Honolulu Executive Program and Budget for FY2001-02 to FY2005-06

Objectives of the

Audit

1. ReviewandassesstheHPD’ sprocessand methodology for
determiningpatrol officer district staffinglevels.

2. AssessHPD'’ seffectivenessinaddressing needed district patrol
officergaffinglevels.

3. Makerecommendationsasappropriate.
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Scope and Our review of theHPD’ spatrol officer staffing practicescoversthe

Methodolo gy period of FY2001-02to FY 2005-06. Thisincludesareview of the
processand methodol ogy for determiningpatrol officer staffinglevels,
includingdistrictcommanders workload assessment reportssubmitted
topoliceheadquarters, hiringrestrictionsbased on collectivebargaining
agreementswiththe Stateof Hawai* i Organi zationof Police Officers,
and criteriaused by policeheadquartersto prioritizepositionrequests
amongdistricts. Weassessed HPD’ seffectivenessinaddressing needed
patrol officer staffinglevel sby determiningactua officer availability atthe
districtlevel, determiningrespons bilitiesof agenciesexterna toHPD
duringthebudget processregarding staffingdecisionsinthedistricts,
ngthesufficiency of current recruitment effortsandthepossible
needfor additional resources.

Aspart of our fieldwork, wereviewed applicablelaws, rules, charter
provisions, HPD policiesand proceduresand other rel evant
communications. Weexamined workload assessment reportsand
relevant documentsfromthePolice Empl oyeeDeployment System. We
conductedinterviewswithHPD administratorsfrom policeheadquarters
andeight district commanders, aswel| asrelevant staff fromthecity
Department of Budget and Fiscal Services, and Department of Human
Resources. Weal soresearched best practicespertainingto patrol
officer gaffing.

Thisaudit wasconductedinaccordancewithgenerally accepted
government auditing standards.



Chapter 2

HPD Patrol Officer Staffing is Hampered by
Deficiencies in Its Workload Data Collection and
Reporting Systems, Ongoing Problems With
Filling Positions, and Insufficient Training and
Recruitment Capacity

TheHonoluluPoliceDepartment (HPD), likeother policedepartments
nati onwide, hasexperienced difficultiesinmaintaining sufficient numbers
of patrol officerstoensureoptimal servicedelivery. Having adequate
numbersof policeofficersisessential, aspatrol officersarethefirst
respondersforincoming servicecallsfromthegenera public, for
everythingfromminor househol demergenciestowhite-collar crimesto
gangviolence. Wefoundthat thereweresevera departmental practices
that contributetotheofficer staffing challenges. HPD hasbeen
vulnerabletoexternal factorsaffecting positionvacancies, aspolice
departmentsnationwidecompetefor officers. Thiscompetitionisnot
only among other countiesbut al sowith stateandfederal governments, in
thewakeof military and homeland security concerns. HPD hashad
difficultyinjustifyingitsstaffing needstovariousstakehol dersbecauseits
current datacollectionandreporting systemsfail toprovideanaccurate
assessment of patrol officer workload. Patrol officer staffinglevelsare
further reduced dueto special assignments, whichallow thoseassigned
toofficialy remainintheir positionson paper but physically takethem
away frompatrol by performingtasksinother areas. Theexpected
ongoing needfor specia assignmentscouldmeritanexaminationof the
needfor morestaff overall. Asaresult, patrol functionsarehampered
by acombination of ongoing positionvacanciesand specia assignments.
Finally, thecurrent recruitment andtraining practicesof thedepartment
areinsufficienttomeet departmental patrol officer staffing needs.

Summary of
Findings

1. HPD’sdatacollectionandreportingsystemsfail toprovidean
accurateassessment of patrol officer workload, hampering effortsto
justify saffingneeds.

2. Authorizedpatrol officer position countsappear tobewithinindustry
standards, but full staffingremainsdifficult duetoongoingchallenges

11
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HPD’s Data
Collection and
Reporting Systems
Fail to Provide an
Accurate
Assessment of
Patrol Officer
Workload,
Hampering Efforts
to Justify Staffing
Needs

infilling positionvacanciesandthecontinued useof special
assgnments.

3. Currentrecruitment practicesandtrainingfacilitiesareinsufficientto
meet proj ected patrol officer staffing needs.

Incompletedatacollected throughHPD’ scomputer aided dispatch
(CAD) systemandinconsi stenciesindistrict commanders annual
workload assessment reportshavemadeit difficult for chiefswithinthe
department to prioritizestaffing needsamongthevariousdistricts. One
chief saidthat whiledi strict commandersoften say they arebusy and
need moreofficers, commandersgenerally haveproblemsproducing
datathat portray their actual workload.

Wefoundthat, whiledistrict commanderssubmitted annual workload
assessment reportsinatimely fashion, not all commanderssaw these
reportsasuseful tool sfor personnel planning. HPD policy requires
district commandersto completethesereportsinordertomaintaina

bal anced depl oyment of personnel throughout thedepartment.
However, becausenot all commandersused theworkl oad assessment
processto demonstratewhether they had sufficient staff, thereports
appearedtohavenoimpact onpersonnel decisions. This,inturn, feeds
intotheperceptionthat workl oad assessment reportsaremerely
bureaucraticadministrativerequirements, rather thanauseful
management tool for themto eval uatethesufficiency of their current
staffinglevels. Thisfailuretorecognizetheutility of workload
assessment reportsfurther compromi sestheutility of theinformationthat
isreceived by thechiefswhoprioritizestaffingdecisionsat eachlevel.

Much of thedatawithintheworkload assessment reportsarebased on
thosecollected throughthedepartment’ scomputer aided dispatch
system. Whilesomemainland policedepartmentshavetrackedthe
percentageof timethat their officersspend on proactivepatrol—i.e.,
timespent outinthestreets, asidefromrespondingtocallsfor service
or administrativeduties—HPD’ sCAD systemiscurrently unableto
generatethistypeof data.

When asked whether HPD tracksthepercentageof timethat itsofficers
spent on proactivepatrol, weweredirectedtothe CAD system-
generated averageunit (officer) unavailability reports. However, we
foundthat thesereportscounted only theprimary unitsrespondingto
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Annual workload
assessment reports are
seen more as an
administrative
requirement than a
management tool

callsfor service, andexcludedinformationonany other unitsassisting
themonthesamecall, thusunderreporting patrol officers’ activities. In
addition, becausethesereportsincluded only how many unitswere
unavailableper hour and did not specify theduration of eachcall, we
could not usethedatawithinthesereportsto determinehow muchtime
remai nedfor officersto spendon proactivepatrol. HPD’ sInformation
Technology Divisionlater confirmedthat itscurrent systemisunableto
track thistypeof information.

Datacollectionandreportingisfurther compromisedbyingrained
cultural habitsamong policeofficers, whoarerel uctant toreport that they
areunavailabletorespondtocallseventhoughthey areassisting other
units, accordingtodistrict commandersweinterviewed. All
commanderssaidthiswoul dautomatically makeany dataon officer
availabilityinaccurate. Thus, evenif theCAD systemwasmodifiedto
scrupuloudly recordtheactual useof officers' time, their actual workload
would continueto beunderreported.

WhileHPD officers willingnesstoremainavailablemay be
commendabl e, thispracticecontributestothelack of reliabledata
regarding patrol officers actual workload, andtheactual resourcesthat
areneededtoeffectively respondtothecommunity’ sneedsinthefuture.
Thelack of dataal so exacerbates| ongstanding perceptionsof staffing
inequitiesbetween small but popul ation-denseurbandistrictsand
geographicallylarger rural districts, whichmay havefewer callsfor
service. Thatis, officersinrural districtsperceiveagreater needfor staff
thanthenumber of casesor callsfor servicewouldindicate, dueto
greater distancescoveredtorespondtocallsor longer waitsfor backup
unitscomparedtothoseintheurbandistricts.

Wefoundthat, whiledistrict commandersgenerally compliedwiththe
reporting requirements, thereappearsto beadi sconnect betweenthe
department’ sintended purposefor theannual workload assessment
reports—tohelpcommanderseval uatetheir staffing needs—anddistrict
commanders’ perceptionof their usefulness. HPD Policy Number 2.26,
Allocation and Distribution of Personnel, requiresdistrict
commanderstoannually report ontheir officers workload using specific
criteria. Thismeetsthestandardfrom CALEA, whichstatesthat
personnel shall bedistributedwithinal organizational componentsin
accordancewith documented workl oad assessmentsconducted at | east
onceevery threeyears.

13
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Based oninterviewswithdistrict commanders, wefoundthat workload
assessment reportsareseenlargely asanaccreditationrequirement or as
away of informingthechief of their district’ sactivities, butwere
perceivedtobelessuseful asapersonnel planningtool. District
commandersaregenerally morefocused on officer deployment,i.e.,
makingthebest useof thestaff that they haveonaweekly and monthly
basis. Somesaw patrol all ocation—eval uating thenumber of staff they
wouldideally need—asahigher level management functionforwhich
they haveminimal input, sincethechief of policemakesthefinal decision.
Thus, not al district commandersused theworkl oad assessment reports
tocommunicatewhether existingstaffinglevel sweresufficientfortheir
districts. Duetoalack of consistency amongthereports, thereareno
obj ectivemeasureswithwhichto counter perceptionsof staffing
inequities, particularly between primarily urban Central Patrol Bureau
districts,andthemostly rural Regional Patrol Bureaudistricts.

Pur pose of wor kload assessment reports

HPD district commandersdo not view theannual workl oad assessment
reportsasauseful management tool, despitetheir intended purpose.
HPD’ sPolicy Number 2.26, Allocation and Distribution of Personnel
statesthat periodicworkload assessmentsareconductedtomaintaina
bal anced depl oyment of personnel throughout thedepartment. In
addition, commandersareresponsiblefor eval uating avail abledataand
makingtheappropriateall ocationanddistributionof personnel within
their elements; andthechief of policehasthefina decisionforal

all ocationsand distributionsof personnel withinthedepartment. Thus,
thepolicy indicatesthat the purposeof workl oad assessment reportsis
tobeasignificant tool throughwhichstaffing needsarecommunicated up
theranksfromdistrictstopoliceheadquarters.

Thisfunctionissupportedby CALEA’ scommentary onitsstandardfor
allocationanddistribution of personnel and personnel aternatives, which
statesthat:

basing the allocation of personnel on workload demands can
have a significant influence on the efficiency and
effectiveness of the agency ... using reliable data and
reasonabl e cal culations, the agency should reach valid
conclusions about workload within each component of the
agency.

Whilethedepartment’ spolicy setsspecificparametersfor performing
workload analysisatthedistrictlevel,wefoundthat, inpractice, notall
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commanderssaw theworkl oad assessment reportsasauseful tool for
planningtheir staffingneeds.

District commander sinconsistently report on sufficiency of
current staff

Thefailuretorecognizetheutility of workload assessment reports
contributestotheincons stent reporting of information, whichfurther
compromisestheutility of theinformationthatisreceived. All eight
districtsgenerally compliedwith Policy 2.26 requirementssinceits
establishment in 2003, by submittingtheannual workl oad assessment
reportsinatimely manner fromJanuary 2004 to January 2006.
However, therewereincons stenciesamong thedistrictsintermsof what
commandersreported andthelevel sof analysesthey provided,
illustrating alack of confidencethat thesereportswould ultimately be
useful inobtainingthestaffing resourcesthey need.

From 2004 to 2006, theyearsthat thispolicy hasbeeninplace, only
threedigtrictscons stently statedthat full staffingwould maketheir
workload manageable. Therewereno specificrecommendationsamong
other districtsregardingwhat they cons dered theideal number of
additional staff, giventheir analysisof theworkloadfor that year. One
district commander wrotewithinthereport that themanagement analyst
should performtheworkload assessment, whileanother wrotethat these
reportshavehad noimpact on patrol staffing, sinceadministratorshad
not acted onknown personnel situations, and thereforethecommander
viewedtheannual report asaduplicationof other reporting
requirements.

Duringour interviewswithdistrict commanders, most said that these
reportsareprimarily completedinorder tocomply withaccreditation
requirementsbut arelessuseful asapersonnel planningtool. Some
officersagreed withthecommander who noted thereport was
redundant, dueto other annual reportsthat need to becompleted at
differenttimesof theyear. Oneofficer saidthat theworkload
assessment reportsareonly onepieceof arecently implemented
HonStat reporting system, whichincludessharinganumber of trends
withthechief and other district commanders, suchashow aparticular
districtisdealingwithissuessuchasincreasesinspecificcrimes. One
commander expressed aneedfor additional traininginutilizingthe
workload and casel oad datatoreflect theneedsof that district, and
additional timetocompletethereports. Another commander saidthe
reportsareuseful but donotincorporateother variablescomprising

15
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officers timesuchasspecia assgnmentsor staffingspecial eventslike
city-sponsored parades.

Inequitiesin district staffing occur asaresult

Somecommandersnoted|ongstanding perceptionsof staffinginequities
betweentheprimarily urban Central Patrol Bureauandthemostly rural
Regional Patrol Bureau. Incons stenciesinreportingby district
commandersinworkload assessment reportsexacerbatethese
perceptions, and makeit difficultfor higher-level officerssuchaspatrol’s
bureau chiefs, deputy chiefsandthechief of policetoevaluateand
prioritizestaffing needsamongthevariousdigtricts.

Thiswasevidentininterviewsconducted during our fieldwork. Most
commandersintheCentral Patrol Bureausaidthat if they weretoreach
100 percent of their authorized staffing, they woul d havesufficient patrol
staff. Inaddition, they felt that they couldreadily request backupfrom
nearby districtsif needed. However, somecommandersintheRegional
Patrol Bureau saidthat even at 100 percent of authorized staffing, they
wouldstill haveinsufficient staff tomeet theneedsof their districts. In
addition, therewereconcernsover officer safety, sincethenearest
backupunitwouldhavetotravel agreater distancethanasimilar unitin
anurbanarea. Onecommander withintheRegional Patrol Bureausaid
patrol level saresufficient to bereactivebut not enoughto prevent crime,
asofficervighility islackinginmany non-urbanneighborhoods.

Thenumber of authorized patrol officer positionsintheRegional Patrol
Bureau appearsmorevul nerabl eto cutsthanthoseintheCentral Patrol
Bureauover thepast fiveyears. Exhibit 2.1 showsthenumber of
authorized patrol officer positions, thoseranked asM etropolitan Police
Officer (MPO) I and 1 based on HPD’ sPolice Employee Deployment
System (PEDS) from January 2001 to January 2006. Thenumber of
officersinthesepositionsintheCentral Patrol Bureauhasremained
largely steady over thepast six calendar years, rangingfrom547 atits
lowest level, to 550 at itspeak in January 2005.
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Exhibit 2.1
Central Patrol Bureau Authorized Positions

Authorized MPO Positions as of January

District 2001 2002 2003 2004 2005 2006
D1 - Central Honolulu 157 157 157 158 160 159
D5 — Kalihi 133 133 133 133 133 133
D6 — Waikiki 128 128 128 128 128 128
D7 — East Honolulu 129 129 129 129 129 129
Total Positions 547 547 547 548 550 549

Note: MPO = Metropolitan Police Officer

Source: Honolulu Police Department Personnel Employee Deployment System

Incontrast, Exhibit 2.2 showsthat thenumber of such positionswithin
theRegional Patrol Bureau hasfluctuated from 380in January 2005to
468 at itspeak inJanuary 2001. Withinthe Regional Patrol Bureau,
Districts3(Pearl City) and 4 (Kane' ohe, Kailua, Kahuku) havehad
relatively cons stent numbersof authorized positions, whiletheresthave
experienced positioncount reductions.

Exhibit 2.2
Regional Patrol Bureau Authorized Positions

Authorized MPO Positions as of January

District 2001 2002 2003 2004 2005 2006
D2 — Wahiawa, North Shore 82 82 82 82 67 82
D3 - Pearl City 104 103 103 103 103 114
D4 - Kailua, Kane‘ohe, Kahuku 129 129 129 129 129 129
D8 — Kapolei, Wai‘anae 153 103 81 81 81 81
Total Positions 468 418 395 395 380 406

Note: MPO = Metropolitan Police Officer

Source: Honolulu Police Department Personnel Employee Deployment System

Without adequatedatacollectionandreportingonall theactivities
comprisingpatrol officers time, fluctuationsin Regiona Patrol Bureau
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HPD’s datacollection
system fails to report on
all activities comprising
patrol officers’ timeand
the total number of
officersrespondingto
calls

patrol positionsrei nforcesperceptionsinstaffinginequitiesbetweenthe
twobureaus.

HPD’sCAD systemisunabletocollect dataandreport onall activities
comprisingpatrol officers time, aswell asthetotal number of officers
respondingtocallsfor service, andisthereforeaninadequatetool with
whichtoassesspatrol officers’ workload. TheFederal Bureau of
Investigation Law Enforcement Bulletin statesthat:

the only logical and defensible means of determining how
many persons should be assigned to patrol duty isthrough a
careful and systematic analysis of the duties performed by
patrol officers.

Suchaworkloadanalysisconsistsof distributionof timeby activity, i.e.,
callsfor service, administrativedutiesand proactivepatrol. Inaddition,
the book Municipal Benchmarks: Assessing Local Performance and
Establishing Community Standards, statesthat one overlooked
ingredientinpolicemanagementisitsproficiency inactually getting
availableofficersout of thestation and ontothestreet, wherethey can
respondto call sor engageinundirected patrol—thel atter of which
constitutesacommunity’ spatrol availabilityfactor.

When asked whether HPD trackstheaveragepercentageof timethat
patrol officersspend on proactivepatrol, weweredirectedtothe
department’ sSCAD system-generated Unit Unavailability Reports.
However, wefoundthat thesereportsgenerally focuson countingonly
theprimary unitsrespondingtocallsfor service, rather thanincludingall
theunits, and do not account for al theactivitiesperformed by patrol
unitsonduty. Follow-upquestionstotheHPD’ sInformation
Technology Divisionconfirmedthat theHPD’ scurrent CAD systemis
unableto generatethistypeof data.

Incontrast, policedepartmentsinseveral citieshavetrackedthe
percentageof timetheir officersspend on proactivepatrol, and set
specificannual goalstobemet. A panel assembled by theL eagueof
CaliforniaCitiessuggestedthat officersinhigh-level servicedepartments
areabletodevoteat |east 45 percent of their timeto patrolling thefield
uncommitted; medium-servicedepartmentshave 30 percentto45
percent; andlow-service, lessthan 30 percent. Theevidencefrom
reportingcities, however, indicatesthat departmentsableto commit one-
third of thetypical patrol officer’ stimetoactual patrol aredoingwell.
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Patrol availability factor hasbeenfoundtorangefrom 33 percentto40
percentincitiessuchasSan Antonioand College Station, Texas; San
Clemente, Sacramentoand San Diego, California; Savannah, Georgia;
Peoria, Arizona; and Portland, Oregon.

Purposeof Computer Aided Dispatch (CAD) systems

HPD’sCAD systemprimarily functionstofacilitatetimely responsesto
publicsafety-related callsfromthepublic, butisinadequateasa
workload assessmenttool. Ingeneral, CAD systemsallow publicsafety
operationsand communi cationsto beaugmented, assisted, or partially
controlled by anautomated system. It caninclude, among other
capabilities, computer-controlledemergency vehicledispatching, vehicle
status, i ncident reporting, and management information. CAD systems
collecttheinitia informationfor anincident andthenprovidethe
informationtooneor moreRecordsM anagement Systems.

AccordingtotheLaw Enforcement Information Technology Standards
Council, all aspectsof aCAD systemmust beoptimizedfor rapid
responsetimeand systemreiability. Sincetimeisof theessence, the
CAD systemmust provideadateandtimestampfor every activity.
Typica CAD systemfunctionsincluderesourcemanagement, call taking,
locationverification, dispatching, unit statusmanagement, andcall
disposition. Call takers, dispatchers, andtheir supervisorsareprimary
usersof CAD systems. Unitsinthefield may interact viamobiledata
computers. Examplesof typical CAD reportsincludereportsthat can
berun by any user-defined dateand timerange, such asworkload
activity by resourceor by group, andtimeconsumed by call typeby
hour of theday.

Featuresof HPD’sCAD system-gener ated unit unavailability
reports

CAD system-generated averageunit unavailability reportsareused by
HPD todeterminehow many officersareoccupiedwithhandling cases,
but do not contai nadequateinformationwithwhichtocal culatethe
optimumindustry standard-based|eve of staffing based onworkload.
AsseeninExhibit 2.3, asamplereportfor District 1 for theyear 2002
showstheaveragenumber of unitsdispatched at agiventimeduringthe
month. Onanannual basis, thereport showsthat therangeof
dispatched unitsper hour ranged fromtwo between 5:00a.m.t05:59
am.inJanuary and February, toninebetween 9:00a.m.t09:59a.m.,
andat 9:00p.m.t09:59 p.m.inAugust. Taken at faceval ue, thisreport
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seemstoindicatethat theentireCentral Honoluludistrict only needed an
averageof fiveofficersavailableper hour.

Exhibit 2.3
Sample Unit Unavailability Report
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Notes: The layout of the actual form has been modified slightly to clarify the meaning of data labels.
“Dispatched (Units)” refers to the number of primary units sent to respond to calls for service, and thus
unavailable for other calls at the designated time.
“Hour” refers to specific hours during a 24-hour period, ranging from “0”, which corresponds to 0:00 — 0:59, or
12:00 midnight to 12:59 a.m. to “23”, which corresponds to 23:00 to 23:59, or 11:00 p.m. to 11:59 p.m.
“Hourly average” refers to the average number of units dispatched at that hour across the 12-month period.
“Monthly average” refers to the average number of units dispatched for each month across a 24-hour period.
This report does not show how many total units were on duty, thus making it difficult for commanders to
determine the effectiveness of their staffing levels.

Source: Honolulu Police Department Computer Aided Dispatch System
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Thedepartment’ sinformation Technology Divisiondefinesaunitas
generally oneofficer, except for casessuchasField Training Officer
(FTO) program, whichincludesmorethanoneofficerfortraining
purposes. Officer unavailability meansanofficerisassignedtoaCAD
systemincident astheprimary unit, andthuscannot becalled uponto
respond to other incidentsthat may occur at that samehour. Incontrast,
anavailableunitisonenot currently assigned astheprimary unitfor a
CAD systemincident but may beassigned asasecondary unit—
co-responderstoanincident—suchasfor domesticviolencecomplaints,
or aback-up unit for amajor incident, such asofficer sneed assistance
calls, whichmay have10or moreunitsrespondingtoanincidentwitha
singleprimary unitassigned. Therefore, aunitthatisavailableisnot
necessarily doingproactivepatrol, but may beactively assistinganother
unitonacall for service. Field supervisor units, such assergeantsand
lieutenants, generally will beconsidered availablemost of thetime,
unlessall officersintheareaareassignedtoother incidents, officers
requireafieldsupervisor, or amajor incident hastakenplace. Thus,
HPD’ sCAD systemisprimarily designedtoensurethat thepublic
receivesaresponseto callsfor help, but doesnot necessarily track how
many HPD unitswererequiredtoresolveparticular calls.

Shortcomingsof theunit unavailability reportsfor wor kload
assessment

HPD’ sunitunavailability reportsfall short asaway of documenting how
patrol officersusetheirtime. Our review of HPD’ sunitunavailability
reportsfor January 2002 to 2006 reveal ed that thesereportsdid not
providethetypeof informationthat would permit usto cal cul atethe
patrol availability factor, or theamount of timethat officersactually
spend on patrol. Accordingtothebook Municipal Benchmarks:
Assessing Local Performance and Establishing Community
Sandards, oneoverlookedingredientinpolicemanagementisits
proficiency inactually getting avail ableofficersout of thestationandonto
thestreet, wherethey canrespondto call sor engageinundirected patrol
—thelatter of which constitutesacommunity’ spatrol availability
factor. Based onthisinformation, weasked HPD commandersto
providetheir perspectivesontheusefulnessof unit unavailability reports
forassessingtheir districts’ workload.

Severd officerssaidthat oneshortcoming of thesystemisthatitonly
recordstheunitsthat serveastheprimary unitfor aspecificincident, so
itisunclear fromthedatahow many officersor unitswereactually onthe
scene. Another isthat it doesnot allow commanderstoview withinthe
samereport how many total unitswithintheir districtswereonduty at
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Authorized Patrol
Officer Position
Counts Appear to
Be Within Industry
Standards, But Full
Staffing Remains
Difficult Due to
Ongoing Challenges
in Filling Position
Vacancies and the
Continued Use of
Special
Assignments

that particular time, thusmakingit difficult todeterminetheeffectiveness
of overal staffing. All district commanderssaidthat any statistics
showingofficer availability would beinaccurate, becauseofficersdonot
alwayssignoff whenthey areassi sting other officers, or writing reports,
which cantakehoursdependingontheofficers experience. They said
thisisinherentinpolicecultureandwill bedifficulttochange.
Nevertheless, policedepartmentsinother citieshavebeenableto
incorporatepatrol availability or proactivepatrol activitiesintotheir
reporting systems, thusproviding abroader scopeof information
regardingdemandsontheir officers time.

HPD appearsto havesufficient numbersof patrol officer positions(i.e.,
MPOI and 1) based onindustry standards, but continuingdifficultiesin
fillingpositionvacanciesandtheuseof special assignmentsreducesthe
numbersof thoseactually avail ablefor patrol. Staffingpoliceservices
requires24-hour coverage, whichrequiresnot only setting up shifts, but
alsotakinginto account pai d absencessuch asvacation, sick leaveand
mandatory training. Inaddition, theremust bean adequatenumber of
officersassignedtoeachbeat, or geographical areathat officersmust
cover onaregular basis. Based onthesefactors, wecalculated an
industry standard-based staffinglevel for HPD'spatrol officers. We
foundthat thecurrent authorized staffinglevel of 955 metropolitanpolice
officers(MPOs) appearssufficient.

Thechalengeisinfillingtheexistingpositions. Positionvacanciesfor
policeofficersandal publicsafety officerspresentasignificant staffing
challengenationwide, atrend against whichHPD isnotimmune.
However, existing challengesarefurther exacerbated by thepracticeof
placingofficersonspecia assignments. Officersonspecia assignments
retaintheir budgeted positionswithintheir patrol districts, butare
assignedtodotasksel sewhere, with no changeinpay or classification.
Special assignmentshavebeenusedfor yearsto addressoperational
needs, for variousreasonsranging fromtemporary projectstoplacing
officersinanother positionwhileawaitingthecreation of permanent
positions, being placed onlimited duty or undergoinginvestigation.
However, therehad beennoofficial policy guidingitsuseasof thedate
of our audit. Thus, special assignmentsthat areintendedtobe
temporary canlastforyears, resultinginfewer officersactually
performingpatrol duties.
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Industry standards
indicate that there should
besufficient patrol officer
positions

Thecombinationof vacanciesand specia assignmentshasincreased
workload onexisting M POsinpatrol districts, incurringexcessive
overtimecosts. Districtshaveexceeded overtimebudgetsby 1,307
hoursto 55,213 hoursper year dueto staff shortages. Districtshave
alsodealtwith short staffing by calling uponother HPD unitssuchas
crimereductionunitstocover patrol beats, creatingadominoeffect that
impactstheworkload of other units.

HPD appearsto havesufficient patrol district MPO positions, basedon
industry standard-based staffinglevel sfor extended-hour government
servicessuchaspolicepatrol. Suchstandardsrequirethat therebe
sufficient coverageintermsof schedulingandgeography. Scheduling
cong derationsincludethenumber of shifts, and cal culatingtheactua
hoursworkedrelativetothedaysor hoursof paidtimeoff towhich
employeesareentitled. Geography deal swiththenumber of poststhat
need to be covered, inHPD’ scase, thetotal number of beats. We
performedacal culation of industry standard-based staffingfor HPD’ s
patrol officersandfoundthat thecurrentlevel of 955 authorized patrol
district MPO positionsappearstobewithinindustry standards.

L ocal government departmentsproviding extended-hour servicespresent
staffingdemandsthat differ fromthemoretypical 40-hour-per-week
officeoperations. HPD isopenfor businessall 168 hoursof every
week, butitsofficers standardwork week isbased on combined eight-
and nine-hour shiftsover atwo-week period, averaging40hoursa
week. Additionally, allowancemust bemadefor vacations, holidays,
sick days, and other formsof paid absence. Onetechniquefor
determiningthenumber of empl oyeesneededto provideanextended-
hour or uninterruptiblegovernment servicerequiresthecal culationof a
staffingfactor. Thisisthenumber of employeesneededtoprovidefull
coverageof anemployeestationor post. Takingintoaccountthe
number of daysof paidleavetowhichHPD patrol officersareentitled,
wedeterminedthat thereneedsto betheequivalent of 1.71 persons
hiredfor eachshift.

Eachbeat, or geographical areathat an officer needsto cover on patrol,
requiresthreeshiftsfor a24-hour period. Thus, 1.72multipliedby 3
shiftsshowsaneed for 5.13 officersper beat. Authorized beatsare
thoseareasfor whichresourcessuchasstaff andfunding havebeen
approvedwithinthedepartment’ sbudget. Unfunded beatsarethose
that havebeenrequestedinthedepartment’ sbudget, but havenot yet
beenfunded, aprocessthat cantakeat |east twoyears. Examples
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includeBeat 555, which containsthenaval housingareanorthof Nimitz
Highway betweenV akenburg Street and Pu‘ uhaleRoad, for which
District 5(Kalihi) hasassumed patrol dutiessince October 2006; Beat
568, theareasurrounding big box retailersBest Buy, HomeDepot and
Costco, alsoinDistrict 5; and Beat 858, Wai* anae, inDistrict 8

(Wal‘ anae, Kapolei, Ewa). Weincludedtheseunfunded beatsinour
cal cul ationbecause—despitethecurrent lack of funding—HPD already
assignsM POstotheseareasastheir existing staffinglevel sallow, and
arethusareflectionof thedepartment’ spatrol staffing needs. Basedon
atotal of 162 authorized beatsplus 11 unfunded beats, our cal culation
yieldedanindustry standard-based staffinglevel rangingfrom888district
MPOsat 5.13 per beat, to 1,038 MPOs at 6 officers per beat.

Staffingcalculation standar dsfor uninter rupted gover nment
services

Our staffing cal cul ation showsthat HPD requires5.13 officersper beat
tocover a24-hour period. Based onthepreviously discussed
technique, wecal culated thestaffingfactor for HPD’ spatrol officers
based onthenumber of hoursactually worked by theaverageempl oyee,
takingintoaccount thenumber of hoursof paidleave, thendividingthe
hoursof coverageneeded by thenumber of hoursthat officersare

actualy available. Exhibit 2.4 showsthestaffinglevel calculationspecific
toHPD’ spatrol officers.
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Exhibit 2.4
Staffing Factor Calculation

Step 1:
Determine number of hours actually worked by the average employee and paid days
off

Number of hours HPD officers are paid to work per year

= 40 hours per week x 52 weeks per year

= 2,080 hours per year

HPD paid days off

(excludes bereavement, family leave and military leave)

= 21 days vacation + 21 days of sick leave + 5 training days
= 47 days x 8 hours per day (average) = 376 hours

Hours HPD officers are actually available
= 2,080 hours per year scheduled minus 376 hours per year paid time off
= 1,704 hours HPD officers are actually available per year

Step 2:
Determine staffing factor by dividing hours of operation by hours officers are actually
available

Hours of coverage needed (based on 24 hours, 7 days a week, 52 weeks)
= 8,738 divided by 3 shifts per day
= 2,912 hours of coverage needed per officer per year

Staffing factor

= hours of coverage needed / hours each employee is available

= 2,912 hours of coverage needed / 1,704 hours officers are available
=1.709

Conclusion:
Each patrol officer position at HPD needs to be staffed by 1.71 officers to provide 24-

hour coverage

Sources: Law Enforcement Bulletin, Federal Bureau of Investigation, June 2005, Administrative Analysis for Local
Government: Practical Application of Selected Techniques, and HPD Human Resources Division
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Staffing factor based on thenumber of HPD beats

Our cal culationshowsthat industry standard-based staffinglevel,
accordingtothetotal number of HPD beats, rangesbetween 888to
1,038 patrol district MPOs, whichisinlinewiththe955 patrol district
M PO positionscurrently authorized. For a24-hour day, each beat
requiresthreeshifts. Multiplied by thestaffingfactor showninExhibit
2.4 (3shiftsx 1.71 officersper shift), our cal culation showsastandard
of 5.13officersper beat, which doesnotincludepaidtimeoff for family
leave, bereavement or military leave. HPD’ sstandardis5.5 officersper
best.

HPD currently hasatotal of 162 authorized beats. 85intheCentral
Patrol Bureau, and 77 intheRegional Patrol Bureau. However, HPD
officerspatrol additional beatsthat arenot yet fundedwithinthe
department'sbudget. Becauseanewly requested beat canremain
unbudgetedfor at | east twoyears, HPD assumesdutiesfor thenewly
created beat prior tofunding, providing anofficer topatrol that areaas
existingstaffinglevelsallow, e.g., if noneof theofficersscheduledfor
duty isonleave. Accordingtoasurvey of district commanders,
unfunded beatsadded 11 morebeats, or an actua total of 173: another
6 beatsintheCentral Patrol Bureau—3inDistrict 7 (East Honolulu) and
2inDistrict5(Kalihi)—for atotal of 91 beats, and another 5inthe
Regional Patrol Bureau—4inDistrict4 (Kane' ohe, Kailua, Kahuku)
and1linDistrict8(Kapolei, Wai* anae)—for atotal of 82 beats.
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Exhibit 2.5
Number of Authorized and Unfunded Beats Per District

Number of Number of

Patrol Authorized Unfunded Total
Bureau District Beats Beats Beats

Central D1 — Central Honolulu 24 0 24

D5 — Kalihi 22 2 24

D6 — Waikiki 13 1 14

D7 — East Honolulu 26 3 29

Sub-total 85 6 91

Regional D2 — Wahiawa, North Shore 18 0 18

D3 — Pearl City 18 0 18

D4 — Kailua, Kane'ohe, Kahuku 22 4 26

D8 — Wai‘anae, Kapolei, Ewa 19 1 20

Sub-total 77 5 82

TOTAL 162 11 173

Source: Honolulu Police Department Information Technology Division and District Commanders

Position vacancies and Wefoundthat theactual number of MPOsavail ablefor patrol hasbeen

special assignments reduced by thenumber of vacanciesand special assignments. Despite

have reduced the number  jynovementsmadeindecreasingthesenumbers, over thelast five

of officers available for years, patrol officer vacanciesamong M POshasaveraged 110vacant

patrol positionsannually, and specia assignmentshavebeengivento63
district-assigned M PO positionsannually —totalinganaverageof 173
officersor 18 percent of authorized positionsnot availablefor patrol.
Whilevacanciesmay bepartly theresult of external factorsoutsideof
HPD’ scontrol, theexpected continuation of specia assignmentscould
meritanexaminationastowhether additional staff areneededtocover
officerswhoareunabl eto performpatrol dutiesduetothese
assgnments.
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Exhibit 2.6
MPO Position Vacancies and Special Assignments Per District

Vacancies
January January January January January
Patrol District 2002 2003 2004 2005 2006
Central Patrol
District 1 — Central Honolulu 26 32 28 26 22
District 5 — Kalihi 13 18 13 10 9
District 6 — Waikiki 17 23 32 31 17
District 7 — East Honolulu 11 22 22 11 5
Central Patrol Sub-Total 67 95 95 78 53
Regional Patrol
District 2 — Wahiawa and Mililani 4 8 11 4 3
District 3 — Pearl City 8 2 6 1 13
District 4 — Kailua, Kane‘ohe,
Kahuku 6 14 14 10 10

District 8 — Kapolei and Wai‘anae 13 9 10 8 7
Regional Patrol Sub-Total 31 33 41 23 33

Total Patrol Vacancies 98 128 136 101 86

5-year Average 110

Special Assignments
January January January January January
Patrol District 2002 2003 2004 2005 2006
Central Patrol
District 1 — Central Honolulu 26 9 8 5 6
District 5 — Kalihi 17 7 4 4 5
District 6 — Waikiki 7 7 5 9 6
District 7 — East Honolulu 16 8 4 4 0
Central Patrol Sub-Total 66 31 21 22 17
Regional Patrol
District 2 — Wahiawa and Mililani 9 7 3 5 5
District 3 — Pearl City 19 7 8 7 4
District 4 — Kailua, Kane‘ohe,
Kahuku 15 12 9 6 4

District 8 — Kapolei and Wai‘anae 17 5 6 7 3
Regional Patrol Sub-Total 60 31 26 25 16

Total Special Assignments 126 62 47 47 33

5-year Average 63

Source: Honolulu Police Department Personnel Employee Deployment System and Special Assignment Reports
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ToHPD’ scredit, bothvacanciesand specia assignmentshavebeen
reduced over thepast fiveyears, asExhibit 2.6 shows. Thenumber of
vacanciesoverall hasbeenreduced by 12 percent over thepast five
years, from 98in 20020 86 in 2006. More notableisthe 74 percent
overall reductionintheuseof special assignments, from126in2002to
33in2006. Nevertheless, thepracticeof specia assignmentsis
estimated to continue, whichmeansactua staffinglevelsmay havetobe
adjustedto compensatefor thereductioninavail ablepatrol officers.

Competitionfor publicsafety officersinall fieldsnationwide
createdifficultiesinfillingvacancies

HPD’ sdifficultiesinfillingvacanciesispartly theresult of competitionfor
patrol officer candidateswithinashrinking pool of workersduetothe
impending retirement of ababy boomer workforce—thoseborn
between 1946 and 1964, and increased demandfor public saf ety
officersnationwide, particularly inthewakeof 9/11. Thissevere
shortageisevidentinthefact that 80 million baby boomersarebeing
replaced by aworkforceof only 30 millioninthesucceeding generation.
Onamoreindustry-specificbasis, an estimated 80 percent of the
nation’ s17,0001aw enforcement agenciesof all sizeshavepoliceofficer
positionsthat they cannot fill. Nationwideprojectionsestimatethat
between 2002 and 2012 the United Stateswill need 37,700 new police
officers, inadditiontothe 30,300 positionsneededtoreplaceretirees
and other personsleaving employment. A survey conducted under the
auspicesof theCaliforniaChiefsof Police Association consistently
ranked recruitment and sel ectionamong thetoptwoissuesfacinglaw
enforcementinthenextfiveyears, regardlessof agency size.

Competitionmay beincreasingfromnot only other policedepartments
but al so other organi zationsfor similar recruitsto meet growing demands
forindividual stoperformhomel and security work andoverseasmilitary
operations. Inaddition, thenational military responsetoterrorism
influencestheability of existing policeofficerstomeet traditional and new
policemissions, particularly inpolicedepartmentswherethecal | up of
officerswhoserveintheUnited StatesNational Guard canhavea
noticeableimpact. Asof September 30, 2006, HPD employed 190
military reservistsdepartment-wide, 38 of whomwereactivated.

Steady need to place officer son special assignment could indicate
aneed for mor e staff

Officersongpecid assignmentsremainintheir officia positionson paper
but arephysically assignedtodotasksel sewhere, withno changeinpay
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or classification. Special assignmentshavebeenusedby HPD for years
toaddressoperational needs, suchascompl etingtemporary projects.
Special assignmentshavea sobeenusedtoplaceofficersawaitingthe
creationof permanent positions, thoseonlimited duty or under
investigation. Becauseof thefluid natureof special assignments, there
may beatendency tominimizetheirimpact onoverall staffing. Asof the
dateof our fieldwork, therehad beennoofficial policy guidingtheuseof
special assgnments, althoughapolicy wasinstituted after our fieldwork
wascompleted. Whilethenumber of special assignmentshasbeen
significantly reducedby 74 percent over thepast fiveyears, HPD’ s
inclinationtoberesponsivetoemergingissuesandtheincreasing
complexity of policework ingeneral meansthat specia assgnmentswill
continuetobeanissuefor yearstocome. Thus, actual staffinglevels
may havetobeadjustedto compensatefor thereductioninavailable
patrol officers.

District commanders’ overall assessment onthedepartment’ suseof
specia assignmentswasmixed. All agreedthat specia assignmentshave
reducedthenumbersof officersavail ablefor patrol, but somefelt some
special assignmentswerenecessary. Onecommander said that
individual officersmay perceivethat specia assgnmentsareexcessive
duetotheir colleagues’ conspicuousabsences, acutely feelingthe
increaseintheir ownworkloadsasaresult. However, that commander
acknowledgedthat thechief of policehasatoughjugglingactindealing
withshortagesof variousstaff withinthedepartment.

Another commander said that placingoneor two officersonspecia
assignmentsfor time-sengtivetasks, suchasdeliveringrestrainingorders,
actually freedupsevera other patrol officerstoperformtheir regular
duties. Incontrast, other commanderssaidthat certain specid
assignmentssuch asvideo production coul d beperformed by non-police
officers. They saidthat staffing suchass gnmentswithcivilianemployees
couldfreeup patrol officerstoreturnto beat duty.

Although special assignmentsaresubjecttoapproval by thechief of
policebased onjustificationsof existingneed, sometimesthey canlast
for several years. Thetypesof multi-year special assignmentsgivento
district MPOsover thepast fiveyearsareshowninExhibit 2.7.
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Exhibit 2.7

MPO Multi-year Special Assignments

January January January January January

Description 2002 2003 2004 2005 2006
Alternative Call Servicing 21 16 12 16 9
Criminal Investigation Division 13 9 8 8 5
Community Affairs Section 1 0 1 4 3
Other Districts 10 6 2
Emergency Management

Command 0 1 3 5 0
Human Resources Division 1 0 0 1 1
Information Technology Division 2 8 4 3 3
Juvenile Services Division 1 0 1 1 1
Military Leave 9 3 0 0 0
Narcotics/Vice Division 2 2 2 2 2
Peer Support 0 0 1 1 1
Records and Identification

Division 2 1 1 1
Audio Visual Training 2 2 0 0
Training Division 12 8 1 0 0
Training Information Technology 0 0 1 1 0

Note: MPO = Metropolitan Police Officer

Source: Honolulu Police Department Special Assignment Reports

Becausepatrol officersonspecial assignment retaintheir officia positions
but actually performtasksel sewhere, districtsmay only appear tohave
sufficient numbersof patrol officers. Additional positionsmay beneeded
toaddressthetasksperformed by patrol officerson special assignment.

Districtshave exceeded overtimebudgetspartly dueto staff
shortages

Districtshaveregularly exceededtheir overtimebudgets, inpart dueto
staff shortages, whichisoneindication of thestrainoncurrent officers.
Thecity Department of Budget and Fiscal Services(BFS) setsaspecific
amountfor HPD’ sovertimebudget annually. HPD inturnallocatesa
quarterly overtimebudget toitsdistricts. Wefoundthat over thepast
four years—theperiod duringwhichdistrict-specificnumbersare
available—didtrictshavegenerally exceededtheir overtimebudgetsby
thousandsof hoursper year. Staff shortageshaveaccountedfor 16
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percentto 21 percent of all overtimecostsfor theCentral Patrol Bureau,
and 40 percent to 44 percentinthe Regional Patrol Bureau. The
followingexhibit showsovertimetrendsfrom FY 2002-03to

FY 2005-06:

Exhibit 2.8

Excess Overtime Attributable to Staff Shortage

FY2002-03 to FY2005-06

Patrol Bureau FY2002-03 FY2003-04 FY2004-05 FY2005-06

Central Patrol
Overtime allotment (hours) 93,000 86,852 96,500 86,848
Total used 182,783 138,094 131,444 116,353
Percent over allotment 96% 59% 36% 34%
Overtime due to staff shortage 29,196 28,568 27,998 20,563
Percent of total overtime due to staff 16% 219 21% 18%

shortage

Regional Patrol
Overtime allotment (hours) 86,500 80,104 89,000 80,096
Total used 119,961 115,883 120,676 102,180
Percent over allotment 39% 45% 36% 28%
Overtime due to staff shortage 49,787 45,912 53,228 43,770
Percent of total overtime due to staff 42% 40% 44% 43%

shortage

Source: Honolulu Police Department Overtime Reports

Accordingto BFS, thisexcessovertimecan befunded by fundsfrom
vacant positions, sinceall city departmentssuchasHPD cantransfer
fundsfromwithintheamountsbudgeted under thebroad salary category
toany of itssub-categories. For exampl e, highvacancy ratesmay be
interpreted assavings—or excessfundsfromtheregular pay sub-
category, soHPD cantapintothosefundsto cover overtime. However,
BFSstatedthat themoredifficultiesHPD hasinfillingvacancies, the
moreovertimefundsthey needto cover shifts, sotherearenoactual
saary savingsfromthevacant positions—thefundsaremerely shifted
and spent onovertimecosts.
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Current
Recruitment
Practices and
Training Facilities
are Insufficient to
Meet Projected
Patrol Officer
Staffing Needs

Five-year averages
indicate an average
annual shortfall of 173
officers

HPD’s recruit team lacks
resources to bring in the
necessary number of
applicants

HPD’ srecruitment practiceshavefallenbehind other city police
departments, anditstrainingfacility isunableto producesufficient
numbersof graduatesto compensatefor regular attritionlevels, existing
vacanciesand special assignments. Thefunctionof recruitmentisto
increaseor maintainthenumber of policeofficersat desiredlevel sof
staffingandrenewitsranks. Thisrequiresfindingsufficient numbersof
qualifiedapplicantswho havethedesireand ability tomeet theselection
criteriaand compl etetrai ninginatimely manner soasnot tocompromise
thedepartment’ sperformance. Giventheshrinkinglabor pool andthe
largenumber of officersneededtoachievefull staffing, wefoundthat
HPD’ scurrent two-personrecruit teamissmaller thanthosefromother
largecitiesandlackstheresourcesthat other departmentshavedevoted
torecruitment. Furthermore, HPD ishamperedinitsmissionto produce
new policeofficersby thelimitationsof itscurrent trainingfacility. While
dataover thepast fiveyearsshowsanaverageannual shortfall of 173
officers, thecurrenttrainingfacility canannually only potential ly produce
anadditional 42to 48 officersat anadditional cost of almost $400,000.
Thenumber of incoming officersisfurther limited by HPD'spracticeof
requiringall new officerstostart asrecruits. Incontrast, other police
departmentshaveactively recruited experienced policeofficersthrough
latera transfers.

Wefoundthat HPD hashad anaverageannual shortageof 173 new
officerstocover thenumber of officerslost toattrition, fill position
vacanciesand staff positionsfor officersplaced on specia assignment.
Overthelastfiveyears, HPD neededtofill anaverageof 110 position
vacancies. Another 63 officerswereneededto cover for thoseon
special assignments. Positionvacanciesweredocumentedfor January of
eachyear, asshowninExhibit 2.6, incorporating personnel movements
fromthepreviousperiod. HPD goesthroughapersonnel movement
processthreetimesayear, duringwhich promotionsareawarded,
officersarereassignedor transferred, andrecruitsfromgraduating
classesareplaced.

Atthetimeof our fieldwork, HPD’ srecruiting staff consi sted of two
officers—onefull-timeand oneonspecia assignment. Whilean
Improvement over previouspractices, thistwo-personrecruitteamisstill
smaller thanteamsfromother cities. Recruitmentistheprimary gateway
throughwhichHPD attractsnew officers, asthedesirability of police
work asacareer choice haswanedinthe past decade. Sincefewer than
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5 percent of applicantsfor law enforcement positionsarefoundtobe
qualifiedwhilethedemandsfor such positionsremainhigh, federal, state
andlocal governmentscompeteagai nst each other for adwindling pool
of public-safety career-mindedindividua stofill needed positions. We
foundthat HPD instituted arecruitment planin 2005, reversingwhat
HPD’ sTraining Divisiondescribed asatraditiona relianceonashotgun
approachof advertising, career fair attendanceand word-of-mouthto
enlistrecruits, approximately sevenyearsafter mainlandpolice
departmentssuccessfully luredaway anumber of experienced officers.

Incontrast, other citieshavebeenmoreaggressive, assemblingrecruit
teamsrepresentingacross-sectionof their respectivecommunitiesby
ethnicity, gender and military background. Inaddition, Signingincentives
havebecomemorecommon aspolicedepartmentscompetefor
candidatesnationwide. Suchdedicated effortsarecons dered necessary
inthehighly selectiverecruitment processtowhich candidatesfor police
work aresubjected. Nationally, largeagencieshavereportedthat the
lack of quaified applicantspresentedthemost difficultfactor infilling
vacancies. Thestringent screening processempl oyed by most police
departmentsresultin 90 percent of applicantsbeingre ected duringthe
selection process, requiring recruitersto cast awidenet for potential
officers.

Comparison of HPD recr uitingresour ceswith other police
departments

HPD’ ssmall recruitment team and budgetissmaller thanmostlarge
cities' . HPD’ steam consistsof two officers, anadvertising budget of
$40,000and no budget for travel. Asof thetimeof our fieldwork, HPD
didnot offer signingincentivesto potential candidates. By comparison:

*  ThePhoenix, Arizona, Police Department hasafive-member
recruitment teamrepresenting variousethnicitiesaswell as
former military personnel, and hasbudgeted $300,000to
expanditspool of applicantsby recruitingintheLosAngeles
metropolitanareafor 500 vacant positions.

* LasVegas, Nevada, Metropolitan PoliceDepartment hasastaff
of about eight recruitersand hashired aprofessional marketing
company tohelp.

* TheLosAngees, Cdlifornia, Police Department hasastaff of 27
assignedtorecruiting.
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e SanDiego, Cdifornia, County Sheriff’ sDepartment has
recruitersthat travel aroundthecountry tofind candidatesand
hasincreaseditsadvertising budget from $75,000to $400,000.

* TheCity of Brentwood Police Department in ContraCosta
County, California, offersa$10,000signing bonus—$2,000
whenthey beginemployment, another $3,000 after 18 months
and anadditional $5,000 after fiveyearsof service.

Thecomparablelack of resourcesdevoted torecruitment hampers

HPD’ sability tocompetewith other departmentsinreaching potential
candidates. Suchadedicated, widespread effortisnecessary inorder to
ensurethat sufficient numbersof applicantspassthroughanearly two-
year |ong sel ectionandtrai ning process, ultimately bringingtheneeded
number of officersintothedistricts.

Highly selectiverecruitment processrequiresHPD to cast awide
net for applicants

INn2006, HPD attracted almost 6,000 applicantsfor testing, but lessthan
1 percent passed thevariousscreening, testing and trai ning processesto
becomepoliceofficers. Becauseof thisextensiveprocess, HPD needs
theresourcestoattract acons derablenumber of applicantstofill
needed positions. Thismirrorstrendsnationwide, wherefewer than5
percent of applicantsfor law enforcement positionsarefoundtobe
qualifiedfor appointments. Becausethescreening processisso
stringent, over 90 percent of law enforcement applicantsnationwideare
rejected duringthesel ection process. OneCaliforniapolicechief noted
that asfew as5 percent of applicantspassthe background check,
psychological and physical examsrequiredtobeanofficer. Itisalsonot
unusual tolose 25 percent or moreof the personsappointed duringthe
rigoroustrainingat thepoliceacademy. A reporttotheNational
Ingtitutefor Justicereveal edthat, anonglargepolicedepartments, the
lack of qualified applicantspresentedthemost difficultfactorinfilling
vacancies.

Honoluluclosely followsthisnationwidetrend. Thecity administration
recogni zestheongoing needfor patrol officersby placing Metropolitan
PoliceRecruit (MPR) positionson continuousrecruitment. Thecity
Department of Human Resources(DHR) administersthecivil service
examfor MPRsevery twomonthslocally, inadditiontoonetotwotests
onthemainland. In 2006, city DHR conducted atotal of eight exams
withatotal of 5,926 applicants. However, only 1,809 applicants—30
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Exhibit 2.9

percent actually took theexam. Of thosewho took theexam, only 854
applicants—47 percent passed. DHR sendsthislist of applicantsto
HPD’ sHuman ResourcesDivision, whichassignsateam of detectivesto
start thesel ection processfor M etropolitan PoliceRecruits.

After beingadmittedtothepoliceacademy, approximately 20 percent
drop out after thefirst month, and atotal of 30 percent do not makeit
throughtheentireprogram. Thus, asillustrated by Exhibit 2.9, the2006
initial applicant pool of 5,926 applicantswaswhittled downto 74
recruitsthat graduated, 1 percent of thosewhooriginally applied.

Process from Applicant to Police Officer, 2006

5,926 applied to
take civil service
exam for MPRs

182 passed the

p| took the exam

1,809 applicants

(30 percent)

854 passed exam
(47 percent of
those who took the
exam)

selection process

and hired to start

police academy
training (21

percent of those
who passed)

1 percent of applicants
became police officers

4

74 recruits
graduated
_______________ < (41 percent who
passed selection
process)

Note: MPR = Metropolitan Police Recruit

Source: City Department of Human Resources and Honolulu Police Department Training Division, 2006 figures

Based onanationwidesurvey of 533largeagenciesservingjurisdictions
withres dentsof 50,000 or more, thescreeningandtraining process
takesapproximately 10to 11 months. Specifically, thesurvey foundthat
theseagenciesaveraged 11.51 weeksfor screening, 17.65weeksfor
training, and 13.37 weeksfor fieldtraining. WefoundthatHPD’ s
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HPD’s police academy is
the only source for new
policeofficersandis
geared primarily toward
novices

combined screening andtraining processtakestwiceaslong: nearly one
year for screening, 6 months (24 weeks) for training at thepolice
academy, and4 months (16 weeks) infieldtraining, for atotal of nearly
2years. WhileHPD’ slengthier processhasdemonstrateditsvalueby
achievingaccreditationin 2006, thelength of thisprocessleaves
candidatesvul nerabletoother offersof employment beforetheprocess
iIscompleted.

A survey of morethan 850 peaceofficer basictrainingacademy recruits
collectedfrom 14 Californiapeaceofficer academiesreveaedthat the
twoissuesapplicantshad moredifficulty withwere: time—theselection
processtook toolongto complete; and communi cation—1ack of contact
throughout theprocess. However, thesurvey foundthat theeffectsof
timecouldbemitigated by increased contact withapplicants. Thatis,
eventhoughthesel ection processsometimesextendsover many weeks
or months, agenciesthat remainin contact withapplicantsduringthe
processreassuretheapplicantsthat theagenciesareinterestedin
employingthem. Thus, whileHPD’ sprocessesmay not bereadily
shortenedwithout compromisingitsquality, thedepartment may diminish
itseffectsby findingwaysto periodically contact promising applicantsto
maintaintheirinterest.

HPD’ sseverely limited sourcefor new officersfurther hampersitsability
tofill needed positions. All policeofficers, regardlessof experience, are
requiredtoattendKeKulaMaka'i, HPD’ spoliceacademy, toundergo
six monthsof academy training, thenanother four monthsof fieldtraining,
inadditiontoanearly year-long screening and background checking
process. Incontrast, other policedepartmentsactively court
experienced officersfrom other departments, oftenasaggressively as
they target new recruits, thuswideningthefieldfor prospective
applicants. KeKulaMaka'i holdsthreerecruit classesper year,
graduatinganaverageof 70recruitsover thelast four calendar years.
Addinganother recruit classcoul d theoretically add another 42t0 48
graduatestothedistricts. However, thiswouldstill be125t0 131
officersshort of the173 neededto cover thoselost to attrition, vacancies
that needto befilled, and officersplaced on special assignment.

Many mainlandcitiesactively court experienced policeofficersfrom
other jurisdictionstomid-career level positions, duetostatewide
certificationprogramsthat allow officerstotransfer betweencitieswithin
thestate, aswell asother stateswithwhichtheir homestateshave
agreementstoaccept suchtransfers. Thispractice, knownaslateral
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transfers, providesanadditional sourceof officersasidefromnew
recruits. Likenew recruits, lateral transfersarebeing courted by police
departmentsofferingsigning bonuses, educationa subsidiesand
mortgageassi stance. HPD hasseenitsownranksthinned by such
practices, losingatotal of 113 officerswho havedepartedto other law
enforcement agenciessince1998. WhileHPD hasbegunitsown
recruitment campaignsinmainlandcities,itsrecruitteamremainssmall
comparedtoother citiesof similar size, andtheacademy’ scurriculumfor
new officersremainsfocused onnew recruits, withnomodificationsfor
moreexperienced policeofficers.

Currenttrainingfacilitiescannot gener ateenough new officers

Whiletrainingislimitedtonew recruits, thetrainingfacility itself islimited
inthenumber of studentsthat cangraduateintimetofill gapsinstaffing.
Threerecruit classesbeginevery calendar year onthesecondworking
day of January, May and September. AccordingtoHPD’ sTraining
Division, past classeshavebeenover enrolled by asmany as75recruits.
However, thecurrent facility canonly add onemoreclasswitha
maximumof 60 recruitsat acost of nearly $400,000for additional staff
and supplies. At anestimated drop-out rate of 20 percent to 30
percent, thisadditional classcouldpotentially graduatebetween42to48
moreofficers—125to 131 lessthanthe 173 neededto cover the
shortfall duetovacanciesand specia assignments.

TheRecruit Training Curriculumconsi stsof approximately 1,046 hours
of instruction consi sting primarily of academics, practical exercisesand
examinations. Onesergeant isassignedto superviseeachrecruit class
andtheir recruit classstaff (assistant supervisors). A recruitclass
sergeant may sel ect their assi stant supervisorsbased onaset ratio of one
assi stant supervisor for every 20recruitsassignedtotheclass.

Thetrainingfacility stsonal7-acrelot, withtheAdministration Building
builtin1988. Modular buildingsknown asPortableA and Portable B
wereaddedin 2002 and 2004, respectively, toincreaseclassroom
spaceand housefirearmanddrivingsimul ationmachines. Thephysical
fitnesscenter containstwo basketball courts, locker roomsand aweight
room. Ontheperimeter of theproperty isa0.6-milejoggingtrack. The
followingexhibitsshow theentrancetothepoliceacademy, knownas
KeKulaMaka'i,andamap showingthelayout of thetrainingfacility.
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Exhibit 2.10
Ke Kula Maka'i Entrance

Source: Honolulu Police Department Training Division
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Exhibit 2.11
Layout of Ke Kula Maka'i Training Facility

Running Track Staff Parking

T T T T
| |
Waipahu —_ LR I !
= Recruit Parking .
Depot Road R LR R = 11 | | Physical
=t # LETT IR == v | o ! | Fitness
= — I_!,_L' = -, - | Center
Administration : |: ]
Building | }— @
Recruit Parking i —Po B ble A
Criminal mt 2
Investigation —— | Vehicle
Building e e 8 EVOC DRIVING TRACK Maintenance
o Sl Building
K-9 Building —:I EVOC
Tower
SWAT
House

Running Track

Note: EVOC = Emergency Vehicle Operations Course
SWAT = Special Weapons and Tactics

Source: Honolulu Police Department Training Division

Specificfeaturesareasfollows:

* Designatedrecruit parking, 80 parkingstalls, plus92 parking
stallsfor any overageandfor general useof theacademy.

* Twoof fourlectureroomsareused primarily for recruit classes
and eachlectureroomisequippedtoaccommodate 60 recruits.

e Forrecruitclasseswith morethan 60recruits, Portable
Classroom A isused onatemporary basisuntil programattrition
reducestheamount of recruitsto60or | ess.
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* PortableClassroom B housesfirearmsanddrivingsimulators,
both of whichareusedintheprogram. Twofirearmssimulators
arecontainedinseparateroomsandthreedrivingsimulatorsare
contai ned betweenthetwofirearmssimulator rooms. The
remaining classroomareaisusedfor lecturesandisequippedto
accommodate20recrulits.

¢ FourroomsintheCriminal InvestigationsBuildingareusedfor
investigativescenario-basedtraining. Theseroomsaredesigned
tosimulatedifferent environmentsthat arecruitwill beexposed
tointhefield, and consistsof akitchen, bar, bedroom, and
conveniencestore.

* Therestof thebuildingisusedfor staff offices, storage, anda
classroomthat isequippedtoaccommodate40recruits. The
SpeciaizedWeaponsand Tactics(SWAT) Building, whichis
under thecontrol of the Speciaized ServicesDivision,isusedto
performuseof forcescenario-basedtrainingandbuilding
searches.

e Control andarrest tacticsaretaught inadojo classroom.
Classesthat have 70 or morerecruitsaredissectedintotwo
groupsinorder tosafely performdynamicpractical exercises
that requiremoreroomfor movement. Intheeventtheexercises
do not require padded matsand moreroomisneeded, the
exercisesareperformedoneither thedrivingtrack orinthegym.

* A mgority of theEmergency V ehicleOperationsCourse
(EVOC) trainingisperformedat thetrainingacademy onits
drivingtrack, asshowninthefollowingexhibit. However,the
sizeof thetrack istoo small tosafely sustainthehighratesof
speedassociated with pursuitdriving. High speed pursuit
trainingisperformedonavacatedairfieldlocatedat the
Kalad oaStateAirportinKapolei, throughaMemorandum of
Agreement. Inaddition, HPD uses20firing pointsat Koko
Head Shooting Complex.
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Exhibit 2.12
Emergency Vehicle Operations Course

Source: Honolulu Police Department Training Division

AccordingtoHPD'sTraining Division, thecurrent facility canholdonly
onemoreclassper year, limitedto60recruits. Withamodified
schedul eof classes, therewould bean overlap of twotofour weeks
wherethreerecruit classeswould bein sessionsimultaneously. Adding
onemorerecruit classwould cost atotal of $390,536 consisting of the
falowing:

e Additional staff (1 MPsergeant, SMPOI1s) salaries, current
expensesand equipment, $364,704; and

¢ Consumableitems(ammunition, unleadedgasoline, office
supplies), $25, 832.

Withadrop-out trendlevel of 20 percent to 30 percent, 60 recruits
wouldresultin42to48 moregraduates, still short of the 173 needed to
cover thenumber of officersneeded.
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HPD hasnomodified training programfor mor eexperienced
officers

HPD haslost anumber of officersover theyearsto other police
departmentswillingtohireexperienced officersat mid-career levels, yet
HPD hasno program of itsownto accept similarly experienced officers
whomay wanttorel ocatefromother cities, but arenotwillingtostart
over asnew recruits. WhileHPD hasincreaseditsrecruiting effortsby
goingtothemainland, thedepartment’ spool of applicantscontinuesto
belimitedtothosewhoarewillingtostart asrecruits, regardlessof their
previousexperience. Onenotableexamplewasaformer New Y ork
policeofficer whohad 20yearsof experiencebeforestarting over at
HPD. Very few career policeofficerswould makesuch asacrifice.

L ateral transfersaremorecommononthemainland, wherethereare
certificationbodiessuchasCalifornia sPeace Officer Standardsand
Training (POST), whichsetsminimum sel ectionandtraining standards
for Californialaw enforcement. Thisallowsofficerstoseamlesdy
transitionfromonecounty tothenextwithinthestate. Each statemay
havean agreement with another stateto accept POST -certified officers
aslateral transfers.

Thedesirability of lateral transferscan bedemonstratedinthenumber of
policedepartmentsand other |aw enforcement agenciesthat offer the
sameincentivestolateral transfersasnew recruits. Examplesincludethe
following:

* City of Prescott, Arizona, offersa$1,500 new officer bonusfor
all new officers, boththosefromitspoliceacademy and |l ateral
trandfers.

* West Covina, California schief of policehasproposeda
$12,500 bonustobepaidtolateral policeofficershired after
January 1, 2007, citingsignificant savingsfromashorter training
period (12-16 weeks compared to 41-45 weeksfor arecruit),
congistingmainly of policiesand practicesof theWest Covina
PoliceDepartment. Theproposal cited other Californiacities
offeringthefollowing bonusestolatera officers:
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0 Arcadia, $10,000bonus
0 Anaheim, $7,500 bonusafter oneyear probation

0 Burbank, $5,0001 ateral bonus

* Texaslawenforcement agenciesinDallas, AustinandHouston
recently experienced abiddingwar tohireveteranofficers, with
Houston uppingitsbonusto $7,000. Dallascounteredthe
Houstonbonusby increasingitsincentiveto $10,000.

* TheSanDiego, Caifornia, County Sheriff’ sDepartment has
offered a$500 bounty to county employeeswhofind applicants
who subsequently becomedeputies. Itasoprovidesasigning
bonusof $5,000tolateral hires.

* TheOregonArmy National Guardisoffering bonusesof upto
$20,000for military policepositions.

* Startinglastyear, Maui Police Department hasoffered a$2,500
incentiveafter recruitsfinishther first month of class, andupto
$2,500reimbursement for moving expenses.

* LosAngdes, Cdifornia, Mayor AntonioVillaraigosain January
2007 announced aproposal to pay new hiresa$5,000signing
bonus, half payabl eafter compl eting academy trainingand half at
theend of an 18-month probationperiod. Lateral officers, hires
fromother agencies, would earna$10,000signing bonus,
pending approval by thecity council.

HPD’ smainconcernwithlateral transfersispreservingthequality of its
training, whichreceived CAL EA accreditationinMarch2006. While
thereareno specificpoliciesprohibitinglateral transfers,inpractice
anyonecomingherefromanother jurisdiction, particularly themainland,
wouldstill requiretraininginlocal laws. Althoughdl stateshavebasic
lawsagainst commoncrimes, lawsstill differ by state. Forexample,
accordingtotheHPD Training Division,lawsinvolvingsearchand
seizureor useof forcetendtobelessintrusiveinHawai‘ i thaninsome
mainland states, whereofficershavebroader authority to performactions
suchasopening thetrunk of someone’ scar, for example.
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Conclusion

HPD TrainingDivisionofficialssaidthat aninsufficiently trained officer
wouldbemoreof aliability for thedepartment. Thisisconfirmedby the
experienceof other policedepartments, whorelaxedtheir standardsto
fill pogitions, only tohavenegativeconsequencesintheformof liability
law suits. Todate, HPD officialsstatethat they areinthebrainstorming
phase, consi deringamodifiedtraining programthat coulddetermine
whether officerstransferringlaterally meet HPD’ sminimum standards.

TheHonol ulu Police Department hastraditional ly focused onmakingthe
best useof resourcesonhand, andgenerally hasaculturethatis
reluctant to acknowledgethat anythingisbeyonditscapacity tosolveor
address. Whilethisattitudemay becommendable, inreal termsthishas
resultedinadepartment that hasfocused onjuggling already strained
resourcesto serveimmediateneedsand devoted | essattentionto
documentingthoseareasthat could better communicatetheir significant
staffing needsto stakehol dersover thelongterm.

Wefoundthat HPD’ sdatacollectionandreporting systemsfail to
provideanaccurateassessment of patrol officer workload, hampering
effortstojustify staffing needs. Workload assessment reports, designed
toallow district commanderstoevaluatetheir staffinglevels, areseenas
admini strativerequirementsrather thanasamanagementtool. Inthese
reports, not all district commanderscons stently reportedwhether their
current staffinglevel sweresufficienttoservetheir districts needs. This
madeitdifficultfor higher level administratorstoprioritizedepartment-
widestaffing, and promotestheperception of inequitablestaffing
betweendistrictsinthemostly urban Central Patrol Bureauandthosein
themostly rural Regional Patrol Bureau. Wea sofoundthat the
workloadisunderreported dueto shortcomingsof itsCAD system-
generatedunitavailability reports. Althoughthesereportsshow how
many unitsareunavailableor out oncallsfor service, they only show
thenumber of primary units, excludingthenumber of unitsthat may have
beenneededtoassist. Thus, theactual workload of patrol officers
remainsunderreported. WhileHPD’ sofficersaretobecommendedfor
makingthemselvesavailabletorespondtocallsfromthepublicasmuch
aspossible, thetraditional reluctancetotakethetimetodocumenttheir
activitiesshort circuitsthemechanismthat wouldallow decision-makers
toprovidetheresourcesneededtodeliver optimumstaffinglevels.

Wefoundthat authorized patrol officer position countsappear tobe
withinindustry standards, but full staffingremainsdifficult duetoongoing
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challengesinfillingpositionvacanciesandthecontinued useof special
assignments. UsingdatafromHPD, wecal culatedanoptimum|evel of
staffing based on standardsfor uninterrupted government services. We
foundHPD’ s955authorized positionsfor patrol district metropolitan
policeofficerstobesufficient, but theactual number of officersonthe
streetislower, dueto positionvacancies. Thisisacommon problem
among policeofficersnationwide, duetoincreased competitionfor
qudifiedindividua samonglaw enforcement agencies, includingthe
military andhomel and security organizations. Thus, HPD'’ schalenges
withrespecttofilling patrol officer vacanciesarenot unusual. However,
thedepartment’ spracticeof givingpatrol officersspecia assignmentshas
further reduced thenumbersof officersavailablefor patrol. Although
HPD hassignificantly reduceditsrelianceonspecia assignmentsover
thepastfiveyears, continuedrelianceonspecia assignmentscouldsignal
aneedfor morestaff inspecificareas.

Wefoundthat current recruitment practicesandtrainingfacilitiesare
insufficienttomeet projected patrol officer staffingneeds. Over thepast
fiveyears, wefoundthat onanannual basis, HPD’ spatrol staff was
short by anaverageof 173 officersannually whentakingintoaccount
positionvacanciesand specia assignments. Significant resourcesfor
recruitment areneeded duetothehighly selectivenatureof finding police
officer recruits. Nationaly, fewer than 5 percent of applicantsfor law
enforcement positionsarefoundtobequalified. HPD followsthistrend.
In2006, 3 percent of applicantswerefoundtobequalified, with 1
percent eventually graduating fromthepoliceacademy. HPD’ stwo-
personrecruitteam, comprising onepermanent positionandoneon
specia assignment, isinsufficient tomeet thedepartment’ spatrol staffing
needsandisfar smaller thanthosefromother cities. For example, the
Phoenix Police Department hasafive-member recruit teamrepresenting
variousethnicitiesandformer military personnd, LasVegas
Metropolitan Police Department hasastaff of eight recruitersandalos
AngelesPoliceDepartment hasastaff of 27 assignedtorecruiting.

Regardlessof theadditional resourcesplacedintorecruitment, HPD will
continuetofall short of itsstaffing needsduetothelimitationsof its
currenttrainingfacility. Atthreerecruit classesper year, thepolice
academy isoperatingat closetoitsfull capacity. Thecurrentfacility can
only accommodateonemorerecruit classper year, generatingan
estimated 42 to 48 additional officersper year at acost of about
$400,000. Thiswouldstill belessthanthe 173 district MPOsneededto
fill all thegapsinstaffing. Inaddition, HPD doesnot currently havea
modifiedtraining programtoaccommodateexperienced officersfrom
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Recommendations

other citieswhomay wanttorel ocatebut arenot willingtostart over as
new policerecruits. Without addressingtheselimitations, achievingfull
patrol officer staffingwill continueto poseaformidablechallenge.

TheHonoluluPoliceDepartment should:

a. improveworkloadreportingandanaysisandbetter justify
staffingneedsby:

@)

@

3

reinforcingtheimportanceof workload assessment reports
by continually educatingandinformingdistrict commanders
of theimpact that their analyseshaveondetermining
department-widestaffingpriorities;

continuoudly educatingall policeofficersontheimportance
of documentingtheir activitiestofacilitaterequestsfor
sufficientgtaffing;and

amendingthecurrent systemof reportingtocaptureall
patrol officer activitiesand moreaccuratel y depict
workload;

b. reinforceeffortstowork towardfull staffing of existing positions

by:
1)

@

3

increasingthedepartment’ sability tofill vacanciesby
devotingappropriateresourcestorecruitment;

incorporatinglongstanding specia ass gnmentsintototal
personnel countsto show amoreaccurateportrayal of
staffingneeds; and

ngtheneedfor additional HumanResourceDivision
resourcestofacilitaterecruitment and processing new
officers,

c. improverecruitmentandtrainingcapabilitiesby:

@)

ngtheneedfor additional resourcesto supplement
recruitment effortsby theHuman ResourcesDivision;
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e

3

(4)

increasing contact with appli cantsthroughout thelengthy
backgroundreview processto keep them apprised of their
progressand sustaintheir interest;

ngthephysical limitationsof thecurrenttraining
facility andeva uatingoptionsforincreasingthe
department’ scapacity totrainincomingrecruits; and

supplementingtheentry of new officersintothedepartment
by considering additional sourcesfor new officers, suchas
modifyingtraining programsto accommodateexperienced

policeofficersfromother jurisdictionswithout requiringthe
sameclassesasnew recruits.



Comments on
Agency Response

Response of Affected Agency

Wedelivereddraft copiesof thisreport totheHonoluluPolice
Department on August 8, 2007. A copy of thetransmittal letteris
included asAttachment 1. TheChief of Policesubmittedawritten
responsedated August 20, 2007, whichisincluded asAttachment 2.

Intheresponse, thechief thanked thecity auditor for theaudit, noting
thatitwill bebeneficial inaddressing someof theHonoluluPolice
Department’ simmediateconcernsaswell asthelong-termneedsof the
department and community. Thechief also statedthat thedepartmentis
ingeneral acceptanceof theconclusionsand recommendationsof the
city auditor.

Finally, wemadenon-substantiveamendmentstotheaudit draft for
purposesof clarity andstyle.
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ATTACHMENT 1

OFPFICE OF THEH CITY AUDITOR

CITY AND COUNTY OF HONOL UL U
1000 ULUOHIA STREET, SUITE 120, KAPOLE|, HAWAI 96707 / PHOME: (808) 692-5134 / FAX: (B08) 692-5135

LESLIE I. TANAKA, CPA
CITY AUDHTOR
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August 8, 2007 COPY

Chief Boisse P. Correa
Honolulu Police Department
801 South Beretania Street
Honolulu, Hawai‘i 96813

Dear Chief Correa:

Enclosed for your review are two copies (numbers 12 and 13) of our confidential draft audit report,
Audit of the Honolulu Police Department Patrol Officer Staffing Practices. 1f you choose to submit a
written response to our draft report, your comments will generally be included in the final report.
However, we ask that you submit your response to us no later than 12:00 noon on Thursday,

August 23, 2007.

For your information, the mayor, managing director, and each councilmember have also been provided
copies of this confidential draft report.

Finally, since this report is still in draft form and changes may be made to it, access to this draft report

should be restricted to those assisting you in preparing your response. Public release of the final report
will be made by my office after the report is published in its final form.

Sincerely,

2{4& &\j . b preyd

Leslie [. Tanaka, CPA
City Auditor

Enclosures



TO:

FROM:

ATTACHMENT 2

CLiCE DEPARTMENT

CITY AND COUNTY OF HONOLULU

MT-PU

August 20, 2007

07 RIB23 A753

LESLIE TANAKA, CITY AUDITOR
OFFICE OF THE CITY AUDITOR

BOISSE P. CORREA, CHIEF OF POLICE
HONOLULU POLICE DEPARTMENT

SUBJECT:  AUDIT OF THE HONOLULU POLICE DEPARTMENT

PATROL OFFICER STAFFING PRACTICES

We would like to thank the Office of the City Auditor for its recent audit of the Honolulu
Police Department’s patrol staffing practices. The audit will be beneficial in addressing
some of the department’s immediate concerns as well as the long-term needs of our
department and community.

The Honolulu Police Department is in general acceptance of the conclusions and
recommendations of the City Auditor.

Gooee A e

BOISSE P. CORREA
Chief of Police
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