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City of Oceanside, CA
Independent Operational and Organizational Assessment of the Police Department

EXECUTIVE SUMMARY

The City of Oceanside (City) retained Citygate Associates, LLC (Citygate) to conduct an
Independent Operational and Organizational Assessment of the Police Department (Department).
This assessment included review of the adequacy of current and future deployment systems,
staffing levels throughout the Department, sustainable alternatives, mental health response, and
organizational structure. The methodology utilized in this Operational and Organizational
Assessment can be found in Section 1 of this report. Citygate’s review includes a detailed analysis
of the response time, crime, and call data made available by the Department that drives staffing
recommendations, as well as an analysis of the staffing of supervision, management, and support
functions within each of the three major divisions of the Department and the Office of the Chief.
The Department provided incident and other workload measures data where available. This
assessment encompasses Citygate’s recommendations for Department success over the next five
to seven years.

Overall, there are 76 key findings and 70 specific action item recommendations. Findings and
recommendations are presented in their narrative context in sections 2 through 7. A comprehensive
list of all findings and recommendations is presented sequentially in Section 8. Recommendations
are also presented in summary form in this Executive Summary.

PoLicy CHOICES FRAMEWORK

As the City Council understands, there are no mandatory federal or state regulations directing the
level of police field service staffing, response times, and outcomes. The International Association
of Chiefs of Police (IACP) recommends methods for determining appropriate staffing levels based
on local priorities. The National Emergency Number Association (NENA) provides standards for
9-1-1 call answering, and the Association of Public-Safety Communications Officials International
(APCO) and the International Academies of Emergency Dispatching (IAED) provide best
practices that illuminate staffing needs for communications centers that provide dispatch services.

Using a data-driven framework as advocated in this report, the City can engage the community in
adapting public safety services in the future to use alternative and focused strategies while
addressing community-wide, neighborhood, and social issues relative to the services provided.

Personnel costs are the most significant cost center in any department budget. One of City
Council’s greatest challenges is managing scarce fiscal resources and allocating them across the
vast needs of municipal government safety operations. The recommendations in this Operational
Assessment are made based on best practices, Citygate’s experience, and guidelines established
by professional industry organizations. The City’s fiscal capabilities must be considered when
weighing these recommendations. Since there are no law enforcement national standards, the City
is well advised to use the advice and counsel of City management and the Police Chief for guidance

Executive Summary page 1
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to determine where to allocate available resources to meet the service delivery expectations of the
community.

CITYGATE’S OVERALL ASSESSMENT

Citygate’s overall assessment of the Police Department is very positive. The members of the
Department are extremely dedicated to the community they serve and display a level of
professional competence of which the City can be proud. No organization is perfect, and many of
the findings and recommendations in this report are items the Department is well aware of and is
already taking steps to implement. The Department has a Police Chief and Executive Management
staff who are familiar with the organization and the community, and who understand the need for
change to address expanded growth that is impacting the City and the changing police environment
in general. The Chief and Executive Management’s understanding of where Oceanside is today
and where Oceanside will be in the future will serve the City well.

Summary of Findings and Recommendations by Topic

The following is a summary of Citygate’s findings and recommendations by topic. A
comprehensive list of all findings and recommendations is provided in Section 8.
Recommendations are also summarized in a table at the end of this Executive Summary.

Organizational Summary

At the time of Citygate’s organizational review, the Department was operating with an authorized
staffing level of 312 full-time employees—including 226 sworn staff and 86 professional staff
organized into three divisions and an Office of the Chief. These staffing levels represent a ratio of
766 residents per sworn police officer, or 1.31 sworn officers per 1,000 residents. Citygate found
that the Department has a lower ratio of Supervisors and Managers to line-level officers when
compared to similar regional police agencies. Citygate also discovered that, although Oceanside’s
crime rate is higher than the comparable agencies, total policing costs per capita are moderately
low.

Citygate assesses that given the size and complexity of the Department, and the recent increase in
both violent and property crime along with the ever-increasing need for transparency in policing,
the Police Chief needs an assistant Department head to help manage the day-to-day operations of
the Department.

Patrol Summary

In review of the Department’s Patrol Division, Citygate considered the extent to which officers are
committed to both public-generated calls for service and officer-initiated activity. Citygate also
assessed Patrol and Communications Section overtime and actual and allotted staffing levels,
including those of dispatchers, dispatch Supervisors, officers, Sergeants, Canine Officers, and

Executive Summary page 2
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Field Evidence Technicians. Citygate’s evaluation of Patrol and Communications also considered
the span of control of Supervisors and Managers.

Through numerous interviews and in review of data provided by the Department, Citygate
discovered that Patrol often lacks enough officers on any given shift to assign one to cover each
of the City’s 10 beats. Citygate also found that it is not uncommon to have only seven patrol
officers available to cover 10 beats, which necessitates overtime or coverage by officers from other
organizational units.

Our review further revealed that a significant amount of overtime is used in Patrol to backfill
vacancies and provide staff for the transportation of prisoners to jail. Citygate found that 26,917
hours of overtime were expended in Patrol in 2021—an amount that represents approximately 15
full-time equivalent (FTE) police officer positions. Additionally, officers not normally assigned to
Patrol are frequently pulled from their regular duties to backfill Patrol vacancies. Such movement
likely creates backlogs in these officers’ primary work assignments. Citygate also found that the
ancillary duties (SWAT, Mobile Field Force, Crisis Negotiation Team, unmanned aerial systems,
etc.) carried by Patrol staff can also impact Patrol staffing. This is a particular concern when
Sergeants who carry such duties are pulled from their core supervisory duties in Patrol.

Citygate determined that the most frequent public-generated call types to which Patrol officers
respond are disturbances, welfare checks of individuals, and calls related to potential City Code
violations.

Our analysis showed a consistent increase in the percentage of Patrol officer available time
committed to public-generated calls for service since 2018. Correspondingly, there has been a
consistent reduction in officer time expended on officer-initiated activity, which may include
community engagement activities and other proactive enforcement efforts such as searching for
witnesses or wanted subjects, patrolling problem areas, and conducting traffic enforcement.

As part of our analysis, Citygate also assessed Patrol officer utilization against the International
City/County Management Association or ICMA “Rule of 60” guidelines. (A detailed explanation
of the ICMA “Rule of 60” can be found in Section 4.) Patrol officer utilization for the Department
begins to approach or exceed 60 percent of available time around 7:00 am throughout the week,
and total Patrol unit committed time—to both public-generated calls for service and officer-
initiated activity—increases throughout the morning, generally remaining at or above 70 percent
until 9:00 pm. Officers appear most committed during the Day and Night (Swing) shifts.

In discussions with staff and review of SWOT?! survey responses, Citygate learned that Patrol Field
Evidence Technicians (FETs) appear to be working in a hybrid role—both as Evidence

1 SWOT stands for Strengths, Weaknesses, Opportunities and Threats survey, a common analytical tool used in the
business community.

Executive Summary page 3
_________________________________________________________________________________________________________________________________________|



City of Oceanside, CA

Independent Operational and Organizational Assessment of the Police Department
|

Technicians and as Community Service Officers (CSOs), while Departmental CSOs are limited to
work at the Front Desk, where they greet the public, address inquiries, and also write some police
reports. Citygate recommends incrementally transitioning Patrol FETs out of Patrol and into
positions where their education, training, experience, and evidence analysis skills could be better
utilized. Using Measure X funding, Citygate also recommends that CSOs be added to Patrol to fill
the roles currently filled by FETS.

In evaluation of Patrol response times, Citygate found that for 90 percent of responses, it takes 3.4
minutes or less to dispatch a police unit to a Priority 1% emergency call. Although travel time
appears reasonable at 8.7 minutes or less, 90 percent of the time, for the first-arriving unit, the
compound effect on total response time is notable, with total response time for the first-arriving
unit being 11.7 minutes or less, 90 percent of the time, and 15.1 minutes or less for the second
unit.

Citygate’s assessment of the Communications Section revealed that Dispatch Supervisors
frequently work as dispatchers and are counted toward minimum staffing levels. Citygate also
learned that even though calls for service have remained relatively steady over the past five years,
the work of dispatchers has grown more complex. For example, dispatchers must now frequently
conduct more research on calls to assist responding officers. Such research may include checking
to determine if involved subjects own firearms, have any outstanding warrants for their arrest, or
have prior relevant criminal histories. Further, recent 9-1-1 technology that dispatchers must
become familiar with and use has also become more complex, including Text to 9-1-1 and VolIP
9-1-1, which allows portable interconnected Voice over Internet Protocol services to be used from
virtually any internet connection.

Citygate also learned from staff that overtime in Dispatch is excessively high and damaging to
morale, as it is used almost every day on most shifts to backfill vacancies. Staff also explained that
the Department recently lost dispatchers to neighboring agencies, including “North Comm,” which
is a nearby Joint Powers Authority fire dispatching center for North San Diego County.

To reduce the Communications Section’s overreliance on overtime and the use of Dispatch
Supervisors in a line function, Citygate recommends adding dispatchers, including over-hiring as
funding allows.

Investigations Summary

The Department’s ability to focus resources on specific crime issues and provide investigative and
specialized response is structured within the Investigations Division. This Division is comprised
of the General Investigations Section, Special Enforcement Section (SES), and the Records

2 Priority 1 calls are typically emergency calls which require immediate response as there is reason to believe that an
immediate threat to life exists.

Executive Summary page 4
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Section. Investigative, specialized, and supportive functions are organized into the following units:
Crimes of Violence Unit, Family Protection Unit, Property Crimes Unit, Evidence and Property
Unit, Vice and Narcotics Unit, Gang Unit, Gang Suppression Unit, and the Crime Analysis and
Intelligence Unit.

Currently, the most pressing issue is staffing shortages. Each investigative unit was operating
below authorized strength at the time of Citygate’s assessment. Additionally, there were Detectives
assigned to task forces that are currently not able to participate due to reductions in staffing.

The current Division structure appears to be based on organizational and managerial needs that are
accepted but not entirely functional. The span of control and supervision in each unit is appropriate
and within normal limits, but there are some opportunities for better alignment specific to Records.

The Crime Analysis and Intelligence Unit enjoins multiple functions throughout the Department.
Though all such functions are necessary, they encompass independent missions: proactive
investigative intelligence, crime analysis, and data reporting. While very effective given the
limited resources, there are opportunities to enhance overall agency responsiveness and
effectiveness.

The Digital Forensics Unit exists to provide support for internet-based investigations as well as
technical and forensic analysis of computers and cellular phones. The need for this Unit has grown
in policing due to the proliferation of technology in all aspects of life, including criminal behavior.
The current ad-hoc structure is common as police departments adapt to this ever-growing need. A
closer look at this Unit revealed a greater need to provide structure, staffing, and policy.

Citygate assessed that if all positions were filled within the Division, there would be sufficient
personnel to carry out the assigned workload. What was less certain was whether each unit was
uniformly managing workload and able to assess the capacity to perform the required work versus
the work assigned. Also, there is no meaningful standardized system across the Investigations
Division. Each Supervisor manages their own Detectives’ caseload with no strategic ability to
determine or measure both caseloads and case clearance rates. With staffing shortages, cases have
been prioritized and triaged. As such, units focus on emergent priorities or community concerns,
often reducing the ability for Detectives to be assigned a full caseload.

In the absence of a Department-wide case management system that tracks the number of cases
assigned to each Detective, the age of cases assigned, and the disposition or outcome of a particular
investigation, it becomes difficult to manage the performance of each unit consistently or
accurately, or to calculate the need for additional staff resources to fulfill investigative or
operational needs within the Division.

Executive Summary page 5
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Support Operations Summary

Citygate’s review of the Support Operations Division shows that there are several correctly placed
units with missions effectively serving the other divisions of the Department and the larger
community. These units include the Beach Team, Homeless Outreach Team, Neighborhood Police
Team, Crime Suppression Team, Traffic Unit, Motors Unit, Finance Unit, and Media Relations.
Within these units, reduced supervisory spans of control are necessary in Neighborhood Policing
and the School Safety Enhancement teams to reduce the lack of oversight to unit operations and
to support the front-line staff serving the community. Citygate believes several units need restored
levels of staffing, which have been reduced over time due to competing resource needs in other
units and Patrol Operations.

Two units that Citygate found requiring additional assessment are the Psychological Emergency
Response Team (PERT) and the Harbor Unit. Citygate recommends placement of PERT in the
Patrol Division, organized under the supervision of two Sergeants—one on each side of the
schedule—who are also assigned as Patrol Supervisors.® For the Harbor Unit, which is scheduled
to be replaced by a Fire/private security model, it is important for Police Department
administration to determine a method for identifying segregated statistics for Harbor call activity
to ensure that the new service model is as effective as projected in reducing the need for Oceanside
Police within the Harbor district. Additionally, the Finance Unit should migrate some
responsibilities and staffing to the Training Unit to align responsibilities more appropriately to the
proper unit.

Citygate recommends that each Support Operations unit create standardized metrics of unit activity
that will provide more accurate accounting for the output of services being provided in the City.
These will also serve as a dashboard function for Police administration to monitor resource use
and future allocation.

Administrative Summary

Citygate’s review of the Department’s Administrative services included the Professional Standards
Unit, which is comprised of the Training and Background Investigations Unit and the Internal
Affairs Unit. Citygate also reviewed the status of the Department’s facilities and Information
Technology (IT) support. The Professional Standards Unit is staffed with one Lieutenant with two
Sergeants and a police officer. One Sergeant handles Internal Affairs and the other Sergeant, along
with the police officer, is responsible for training and hiring. Given the complexities of new

3 During the production phase of this report, the Department reorganized PERT under Patrol as recommended. Thus,
no further action in that regard is recommended. See the introduction to Section 6 for further details regarding the
changes made to unit alignment and supervision since the inception of Citygate’s engagement with the Department.
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legislative requirements and the need for increased transparency, Citygate sees an opportunity for
the Department to expand this bureau (or work unit).

The current police headquarters facility is located in a converted retail strip mall that is co-located
with several other retail businesses. While assessing the police facilities was not within the scope
of this report, Citygate is aware that the City recently commissioned a space needs assessment
with another consulting firm. Citygate supports that effort.

The Department does not have adequately dedicated IT support. Given the numerous information
systems in operation throughout the Department, Citygate sees an opportunity for the City to
increase the efficiency of the Department by adding dedicated support.

LIST OF RECOMMENDATIONS AND FUNDING PRIORITIES

The following table lists all recommendations in summary form and identifies the following:
L 4 Recommendations that can be implemented at no cost (other than staff time).

L 4 Remaining recommendations that will require a General Fund expense to
implement.

4 The funding priority level for recommendations requiring funding.

4 Staffing additions associated with implementing a recommendation, noted in
parentheses immediately next to “X” in the three “Funding Priority”” columns to the
right of the table, which are totaled at the bottom of the table.

While funding priorities are identified, these recommendations are not presented in priority order.
Greater context and additional content related to these recommendations is provided throughout
the body of this report.

Executive Summary page 7



City of Oceanside, CA

Independent Operational and Organizational Assessment of the Police Department
|

Table 1—Recommendations and Funding Priorities

Funding  Funding Funding

Recommendation Aol Priority 1 = Priority 2 Priority 3

Organizational Structure

1. Add the position of Deputy Police Chief to the Office of the Chief.
Organize the position as the Executive Manager of the three
operational divisions. The position should report to the Chief of Police
and executive manage the day-to-day operations of the organization,
thus allowing the Police Chief to focus on strategic issues as well as
community engagement.

X (1)

Patrol Division

Patrol

2. The Department acknowledges and has taken steps to restore Patrol
officer staffing. Citygate recommends that the Department endeavor to
increase and maintain Patrol staffing at 12 Sergeants and 72 officers,

which is a number (goal) that had been established as a baseline X

before an officer or Sergeant would be transferred from Patrol. Eaels ki o el 6iesy Garies

3. To reach and maintain Patrol officer committed time to no more than time need to be established before

60 percent, the Department should add more officers and/or CSOs to numbers and funding priorities can be set
Patrol after assessing committed time across all shifts. Currently,
officers are most committed on the Night (Swing) shift; this shift should
be a priority for added staffing.

4. To maintain a reasonable span of control in Patrol that would afford
Sergeants the time necessary to lead, mentor, coach and hold their
subordinates accountable, the Department should consider adding
three additional Sergeants (one to each Patrol shift) to account for the
time Patrol Sergeants are often diverted from field supervision because
of administrative duties and ancillary assignments.

X(3)

5. Consider the incremental reduction of FETs in Patrol and replacing
them with CSOs. A smaller number of FETs can then be reassigned to
their original and primary role as Analysts who assist Detectives in X
collecting, processing, and analyzing evidence from criminal
investigations, especially those involving complex crime scenes.

6. Going forward, periodically assess Patrol officer and Supervisor
staffing needs against the demands of public-generated calls for
service, officer-initiated activity, and the available time the Department
desires officers to have for more community engagement activities such
as foot patrol, bicycle patrol, and meeting with youth and other
community members and groups.

7. Maintain the current level and shift assignments of the four Patrol
canine teams since they are busiest during the Night shift.

8. Continue with the current SWAT Team model and program. X

9. Consider adding a third Lieutenant position to the SWAT Team for
legacy leadership planning and scheduling relief.

2 £ Executive Summary page 8
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Recommendation

Funding

Funding
Priority 2  Priority 3

Communications

10. To relieve Supervisors working as dispatchers, and to reduce
dispatcher overtime, the Department should make adding staff a
priority. Supervisors working in a line capacity should be an exception
and not the rule. Additional staffing also seems necessary given the
greater complexity of the dispatcher role and the time it takes to train
new dispatchers.

11. If funding is available, over-hiring the minimum number of
dispatchers should also be considered, and training new CSOs (hired
with Measure X funding) in the dispatcher role should be a serious
consideration.

12. Study local market trends relative to certification and retention pay
for public safety dispatchers and offer such pay if it is determined that it
would be effective in retaining dispatchers.

Investigations Division

Crimes of Violence Unit

13. Consider implementing a case management system or other
centralized system that manages all investigative progress in all units
for better tracking of cases, assignments, and workload management.
Such a system will assist in future planning when determining
investigative staffing needs

Family Protection Unit

14. Once at full strength, consider assigning one Detective to the
Internet Crimes Against Children (ICAC) Taskforce full time. The Family
Protection Unit is currently unable to work ICAC cases and follow up on
leads as it should.

X (1)

Property Crimes Unit

15. Consider implementing performance measures and case clearance
goals to assist in determining Unit effectiveness and staffing needs.

Crime Analysis and Intel Unit

16. Consider converting the Gang Unit's Analyst position from part time
to full time.

X (.5)

17. Consider setting case clearance standards based on crime types to
determine effectiveness and overall Department performance by unit.

18. Consider adding two Crime Analysts—one Administrative Crime
Analyst assigned to the Office of the Chief to address public data
needs, and one Investigative Crime Analyst assigned to problem
solving within the Neighborhood Policing Team.

X (2)

Evidence and Property Unit

19. Consider requesting a formal audit to be conducted by California
POST. Additionally, consider increasing the frequency of routine
internal audits from annual to quarterly.

Executive Summary
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Funding Funding Funding

Recommendation N G Priority 1 = Priority 2 Priority 3

20. Develop and implement a plan to review security systems that
includes access tracking, security cameras, and ongoing audit X
protocols.

21. Explore the opportunity to enhance Department services and
capabilities by reorganizing the Unit and consolidate with the function of
the current Field Evidence Technicians. The concept would include a
Supervisor or Manager, with enhanced lab services, evidence handling,
and crime scene investigation all combined into one Unit. Additionally, X
there is opportunity to create a Crime Scene Investigations Unit within
this Section. Currently, there are eight Field Evidence Technicians in
Patrol, which could be better supervised and deployed within Property
and Evidence.

Digital Forensics Unit

22. Develop a formalized Digital Forensics Unit and determine proper

staffing, structure, policies, budget, and organizational alignment. X(2)

Vice and Narcotics Unit

23. As Department staffing increases to the level authorized by the
current budget, begin to increase Unit personnel back to authorized
strength. Also consider implementing a case management system that X
can properly track assigned cases and workload to determine actual
staffing needs.

Gang Unit

24. Consider augmenting the part-time Crime Analyst into a full-time

position. X(.5)

Gang Suppression Unit

25. Consider forming a Crime Suppression Unit that is broader in scope
than the current Gang Suppression Unit and evaluate opportunities to X
consolidate other Crime Suppression Unit resources into one Unit.

Records Section

26. Review and consider whether media and evidence processing
(including Evidence.com) responsibility would be better suited in X (1)
Internal Affairs and ensure the proper FTE position is budgeted.

27. Review the use of CSOs in the front lobby for report-taking and
consider whether Records would be better suited to manage the inflow
of customers seeking assistance or some sort of consolidation. X
Consider reviewing the CSO role in the Department to allow CSOs to
be dispatched to take reports as needed at the station.

Senior Field Evidence Technician

28. Consider reclassifying the Field Evidence Technician role.
Implement a shift in operational expectations and equip Patrol officers
to investigate and process low-level crime scene investigation and
evidence collection without the need for an FET.

Ly ] Executive Summary page 10
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Recommendation

Funding

Funding
Priority 2  Priority 3

29. Nonrelated evidence tasks should be reclassified into more
functional support roles, such as the current CSO role or the former
Investigative Aide role.

30. Evaluate advanced evidence collection and processing techniques
that would be better suited to be performed within a crime lab operated
and managed by the Evidence and Property Unit.

31. Consolidate functional resources of the Evidence and Property Unit
and the Field Evidence Technician function into a single Forensic
Sciences Unit.

Police Technology

32. Consider enhancing the Citywide camera system to support public
safety and reduce the impact on Investigations. Evaluate and determine
the value of a real-time crime center within the Department.

Support Operations Division

Harbor Unit

33. If the Unit is retained to just the Harbor, two additional officers must
be assigned to the Harbor to alleviate scheduling problems.

X(2)

Crime Suppression Team

34. Reduce supervision of Sergeant to Crime Suppression and
Homeless Outreach due to crossover of service focus and remove
supervision of PERT.

35. Create dedicated statistics collection for Unit activity.

36. Add two officers back into the Unit to restore the previous level of
staffing.

X (2)

Homeless Outreach Team (HOT)

37. Keep special events planning under the supervision of this
Sergeant position if PERT is removed from supervisory scope.

38. Add one officer back to the Unit to restore the previous level of
staffing.

X (1)

39. Determine future of funding when Measure X sales tax expires.

Beach Team

40. Continue to fill open Patrol officer positions to alleviate the need for
reallocating Beach Team operations.

41. Add two Beach Team officers back at the 0430-start time to provide
proper safety for 4:30 am Day Shift officers on the team.

X (2)

42. Increase the pay of Beach Safety Officers (BSOs) to more
competitive wages to attract applicants to the position.

Executive Summary



City of Oceanside, CA

Independent Operational and Organizational Assessment of the Police Department
|

Funding Funding Funding

Recommendation N (et Priority 1 = Priority 2 Priority 3
Psychological Emergency Response Team (PERT)
43. Reassign supervision of PERT to Patrol Operations for more X
effective oversight.
Media Relations
44. Perform a work study to determine the number of additional
positions needed to provide social media coverage and responses, X
manage data requests, provide standard press releases, and respond
to major incidents requiring media management.
Neighborhood Policing Team (NPT)
45. Staff the NPT with eight officers, two per quadrant—one assigned
to Crime Prevention Through Environmental Design (CPTED)
, . . X (4)

assessments, and one assigned to Crime Prevention and problem
locations.
46. Separate supervision of the NPT and SSET. Assign one Sergeant X (1)
to full-time supervision of the NPT.
47. Begin segregated data chart for the activities of the NPT to monitor X
its workload levels.
Traffic Unit
48. Continue to monitor Unit statistics to track activity and workload X
changes from year to year.
49. Add one DUI Investigator position to the Traffic Services Unit to
work the other half of the weekly schedule, provide additional help with

L T : ! . X (1)
training activities, and provide legacy planning due the pending
retirement of the current DUI Investigator.
Motors Unit
50. Create Unit-specific statistics to measure activity and workload X
changes from year to year.
51. Assess the value of adding one officer position to return the Unit to
its past staffing level when staffing in Patrol Operations is at adequate X (1)
levels.
School Safety Enhancement Team (SSET)
52. Focus on fully staffing Patrol Operations so that the current vacant X
position can be replaced.
53. Separate supervision of the SSET and NPT. Assign one Sergeant X
to full-time supervision of the SSET.
54. Begin segregated data collection for the activities of the SSET to X
monitor its workload.
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Recommendation

Funding

Priority 1

Funding
Priority 2  Priority 3

Funding

Finance Unit

55. Improve the accounting process skill levels of all Finance Unit
employees through a detailed review of responsibilities and job
descriptions and the provision of appropriate ongoing training and
cross-training. This may also include job reclassifications.

56. Change one Program Specialist position to a Management Analyst
position to increase agency ability for additional accounting skills within
the Unit.

57. Change one Program Specialist position to an Accounting
Technician position to assume responsibility for accounts payable
billing and setting up vendors.

58. Move the Senior Office Specialist to the Training Unit to manage
currently assigned responsibilities for training, registration,
reimbursements, and alarm billing.

59. Move one Program Specialist to the Training Unit to manage
current responsibilities for tracking training and state compliance.

60. Consolidate Department grants oversight under the Finance Unit to
reduce grant administration and reporting inefficiencies.

Administration

Training Unit

61. Add one Lieutenant position to the Training Unit for dedicated Unit
management and remove all training responsibility from the current
Professional Standards Lieutenant.

X (1)

62. Make the new Training Unit Lieutenant a direct report to the Chief of
Police or to the Captain of Support Services.

63. Add one Sergeant to divide training administration and
programming.

X (1)

64. Add one officer for coordination of in-service training programming.

X (1)

65. Move one Senior Office Specialist (training and travel
arrangements) and one Program Specialist (tracking and compliance
for CA POST) to the Training Unit under the supervision of the Training
Unit Sergeant.

Internal Affairs

66. Relieve all training responsibility from the current Professional
Standards Lieutenant.

67. Establish annual statistics related to work performed for the
oversight committee.

68. Add one Sergeant to Internal Affairs to divide the number of Internal
Affairs investigations and the Use of Force / Show of Force reviews.

X (1)
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Funding Funding Funding

Recommendation N G Priority 1 = Priority 2 Priority 3

Facilities

69. Continue with efforts to fund a new Police Headquarters facility or
enhance the current facility consistent with the recommendations of the X
recent Police Headquarters space needs assessment by the City.

Information Technology

70. Add two full-time IT positions to be embedded within the
Department to manage and maintain the Department’s technology
equipment; these full-time positions should include availability to
respond after normal business hours.

Total Added Personnel by Priority* 6 18 7

*These numbers do not include Patrol staffing increases that need to be determined and prioritized.

X (2)

NEXT STEPS

The purpose of this Operational and Organizational Assessment is to compare the City’s current
performance against the local risks to be protected and nationally recognized best practices. This
analysis of performance forms the basis from which to make recommendations for changes, if any,
to Department operations, equipment, organization, and staffing.

Recommendations take time and fiscal capacity—more so as the impacts of COVID-19 continue
to unfold in local, state, and federal economies. Citygate suggests the following steps moving
forward:

L 4 Review the content, findings, and recommendations of this report.
L 4 Adopt response performance goals as recommended.

4 Direct staff to return with a year-over-year, prioritized deployment improvement
and support services review, as needed, and modify it based on budget priorities for
an implementation timeline of five to seven years.
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SECTION 1—INTRODUCTION

Citygate Associates, LLC (Citygate) is pleased to present this Independent Operational and
Organizational Assessment for the City of Oceanside (City) Police Department (Department). This
introductory section will discuss the organization of the assessment, the project scope of work, and
the methodology used by Citygate.

11 REPORT ORGANIZATION

This report is organized into the following sections.

Executive Summary: A summary of current services and findings and
recommendations by topic. A discussion of next steps is also provided with a table
that summarizes recommendations and their funding priority level.

Section 1 Introduction: An introduction to the report’s organization; goals, including project
scope; and project methodology.

Section 2 City and Department Background: A discussion of City and agency background,
history, and organization. The City’s crime data, Strategic Plan, leadership, and
culture, as well as the internal employee (SWOT) survey, are also discussed.

Section 3 Community Engagement: A discussion of existing community engagement
practices is contained within this section, as well as a summary of the community
listening sessions and community satisfaction survey administered by Citygate.

Section 4 Patrol Division Assessment: A review of the Patrol Division organization, staffing,
scheduling, and supervision. Demand for service, response time, and workload
analysis are included in this section. Dispatch is also discussed.

Section 5 Investigations Division Assessment: A review of the Investigations Division,
including all criminal investigation units, and Special Enforcement Services, which
includes the Vice and Narcotics Unit, the Gang Unit, and the Gang Suppression
Unit. The Records Division and Evidence and Property Unit are also discussed.

Section 6 Support Operations Division: A review of the Support Operations Division
including the Special Operations Bureau, Harbor Unit, Crime Suppression Unit,
Beach Team, Homeless Outreach Team, Psychological Emergency Response
Team, Community-Oriented Policing Unit, Traffic Unit, School Safety
Enhancement Team, and the Finance and Training units.

Section 7 Administrative Review: A review of Internal Affairs, Training Management,
Facilities, and Technology are included.

Section 1—Introduction page 15
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Section 8

Summary of Personnel Priorities and Findings and Recommendations: A
comprehensive list of all personnel FTE recommendations and their associated
priority levels that appear in this report, as well as a summary list of all findings
and recommendations that appear throughout the report.

1.2 PROJECT ScoPE

Citygate was retained to conduct a comprehensive Organizational and Operational review of the
Oceanside Police Department. The review’s scope included the following elements.

1.2.1 Organizational Review

*

*

*

*

Interview or survey Department staff to acquire relevant information about
personnel perceptions and organizational culture.

Conduct an examination of the Police Department’s organizational structure and
functions.

Identify current management and supervisory scope of responsibilities.

Conduct an analysis of current management, supervisory, and lead officer
workload. Assess administrative strengths and weaknesses (i.e., financial,
supervision and development of staff, risk management coordination and practices,
and use of technology).

As part of this analysis, evaluate available data to include calls for police service,
response times, work unit schedules, workload balance, staffing allocation, and any
other relevant data.

Assess the functional assignments and human resources required to perform current
duties.

Assess efficacy of current organizational structure.

1.2.2 Operational Review

*

*

Review the Department’s operational functions and workflow processes for each
area.

Analyze reporting relationships to ensure adequate span of control.
Analyze the current distribution of Patrol Division resources.

Review the current methodology in responding to calls for service throughout the
City.

. |
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1.3

L 4 Review staff retention and experience.

L 4 Review adequacy of staff training and experience related to the management of
functions and services provided by the Department.

L 4 Conduct a stakeholder survey to evaluate community satisfaction levels related to
police services and determine areas in need of improvement.

2 Analyze staffing levels based on current and projected workloads.

METHODOLOGY

In preparing this Operational and Organizational review, Citygate consultants engaged in the
following processes:

1.4

L 4 Reviewed available documents and records relating to the management, operation,
staffing, training, and budgeting of the Department.

*

Conducted an anonymous online internal survey to assess Department strengths,
weaknesses, opportunities, and threats (SWOT).

Interviewed sworn and professional staff throughout the Department.
Conducted an online Community Survey in partnership with the Department.
Facilitated four Community Listening Forums in partnership with the Department.

Conducted an on-site visit of Department facilities.

® 6 6 o o

Reviewed available computer-aided dispatch (CAD) and workload measurement
data.

L 4 Conducted a legislative review, interviews, and review of organizational impacts.

L 4 Considered best practices in other agencies for applicability to the Department.
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SECTION 2—ORGANIZATIONAL REVIEW

2.1 CiTY BACKGROUND AND ORGANIZATIONAL STRUCTURE

The City of Oceanside was incorporated in 1888 and is the second oldest municipality in San Diego
County.* Encompassing 42 square miles, the City is organized into four districts and has a
council/manager form of government, with a five-member City Council including one
councilmember from each District and a Mayor who is elected at-large. Councilmembers are
elected to staggered, four-year terms and work closely with the City Manager.®

Figure 1—QOceanside Districts and Representation

DISTRICT REPRESENTATIVE

ERIK JOYCE
RICK ROBINSON
RYANKEIM
PETER WEISS

DISTRICT
2

THE MAYOR IS ELECTED AT-LARGE.

4 City of Oceanside Planning Division website.
5 City of Oceanside Annual Report 2021.

| |
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2.1.1 Population Trends

The City makes up approximately five percent of the population of San Diego County. The City’s
current Housing Element and San Diego Area Governments (SANDAG) project the City’s
population to grow to 209,530 by 2030 and 214,530 by 2040.

However, these projections have been significantly impacted by the COVID-19 pandemic. The
current population estimate for the City is 173,048 according to the California Department of
Finance.® The following figure shows the City’s 10-year population trend.

Figure 2—OQOceanside Population (2010-2022)

Oceanside Population Trend
2010 - 2022
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The following figure details projected population growth and growth rates as shown by SANDAG
Master-Geographical Reference Area (MGRA) zone system.

6 State of California Department of Finance E-4 Population Estimates for Cities 2011-2020.
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Figure 3—Oceanside Population Change and Change Rate (2016-2035)

Population Change 2016-2035 Population Change Rate 2016-2035
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2.2 AGENCY BACKGROUND AND ORGANIZATIONAL STRUCTURE

As with the City itself, the Department’s history can be traced back to the City’s incorporation in
1888. At that time, with a population of just over 1,000, public safety was managed by the City
Marshal’s Office. In 1906, the Oceanside Police Department was officially established by City
ordinance.’

At the time of this organizational review, the Department was operating with an authorized sworn
staff of 226 and an additional professional staff of 86 for a total of 312 full-time equivalent (FTE)
employees. The following is an adapted version of the Department’s Organizational Chart.

7 City of Oceanside Police Department website.
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Figure 4—Oceanside PD Organizational Chart (2022)
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2.2.1 Benchmark Analysis

As part of this review, Citygate has established several benchmark measurements with similarly
situated municipal police agencies. When selecting benchmark agencies, Citygate sought input
from the Department as to which agencies the Department typically compares itself with, along
with other geographical and population metrics. For the purposes of this study, the following
municipal police agencies were used:

L 4 City of Carlsbad Police Department
L 4 City of Torrance Police Department
L 4 City of Chula Vista Police Department

It should be noted that Citygate does not make staffing recommendations based on population
measures (i.e., one officer per 100,000 residents). Rather, Citygate utilizes a data-informed
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workload analysis based on calls for service, which will be discussed later in this report. That said,
population benchmarking does provide a snapshot in time of current agency ratios in comparison
with the benchmark agencies.

Staffing Benchmark

The Staffing Benchmark compares chosen agencies by population, the ratio of residents per
officer, and the number of sworn police officers employed per 1,000 residents. Also included is
the violent crime rate—as reported by the Federal Bureau of Investigation for 20218—as well as
the number of violent crimes in 2021.

Table 2—Benchmark: Agency Staffing

Agency Population Reside.nts Officers Per \/iolent \_/iolent
Per Officer 1,000 Pop. Crime Rate Crime 2021
Torrance PD 144,433 647.7 1.54 189.71 274
Oceanside PD 173,048 765.7 131 445.54 771
Carlsbad PD 115,585 875.6 1.14 203.31 235
Chula Vista PD 276,785 985.0 1.02 314.68 871

Rank Structure Benchmark

The Rank Structure Benchmark compares the police agencies’ ratio of line-level officers to
Managers. For this operational assessment, Citygate only looked at sworn positions. The reader
should in no way infer that non-sworn professional staff are not critical to any police agency’s
operational effectiveness and efficiency. However, as every agency deploys professional staff
somewhat differently, Citygate concentrated only on sworn staff for this assessment.

There are two interesting points to note with the following benchmark table. The first is that the
Department’s ratio of Managers and Supervisors is low relative to the other agencies except for
the Chula Vista PD. This is significant when considering the relatively higher crime rate in
Oceanside compared to the other three agencies. The second point is the lower percentage of
officers assigned to Patrol duties. Citygate prefers closer to 60 percent in this category, and this is
statistically significant given the staffing shortages that will be discussed later in this report.

8 Federal Bureau of Investigation’s Crime Data Explorer website.
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Table 3—Benchmark: Agency Rank Structure

Population Sworn Execs? Mid SGT Officers
Carlsbad PD 115,585 132 3.0% 6.1% 12.1% 78.8% 61.5%
Torrance PD 144,433 223 2.2% 5.8% 14.8% 77.1% 47.7%
Oceanside PD 173,048 226 1.8% 4.0% 11.9% 82.3% 48.9%
Chula Vista PD 276,785 281 1.8% 3.9% 11.7% 82.6% 59.5%

1 “Execs” refers to the executive level, typically captain and above; “Mid” refers to middle management positions, typically Lieutenants;
“SGT” refers to Sergeants or first line Supervisors; “Officers” refers to all line-level sworn officers; and “Patrol” refers to officers
assigned to the Patrol function.

Policing Costs Benchmark

The following table benchmarks each agency’s budgeted policing costs per capita. Citygate used
FY 2021-22 budgeted amounts.

Table 4—Benchmark: Agency Policing Costs by Per-Capita Spending

Police Budget % Police Budget

City Budget!

Police Budget

of General Fund Per Capita
Chula Vista PD? $238,833,770 $66,814,456 27.98% 241
Oceanside PD $188,184,319 $69,251,977 36.80% 400
Carlsbad PD $184,569,489 $48,756,017 26.42% 422
Torrance PD3 $221,697,989 $87,456,880 39.45% 604

L All figures from General Fund of agency shown in budget documents; no adjustments for fees or revenues were made if not already
accounted for in budget documents.

2 Chula Vista issued pension obligation bonds, reducing their overall pension costs in FY 22, which reduced the pension costs for their

PD by approximately $9.3 million (assuming the same salary increase percentage reflected in budget document). Adjusting for the

pension cost savings experienced, it is estimated that the PD cost for Chula Vista would have been approximately $76 million—as

opposed to the approximately $66.8 million reflected in the table. Even with this adjustment, however, Chula Vista would still have the

lowest PD budget per capita of the agencies in the table.

3 Proposed budget

2.3 ORGANIZATIONAL OBSERVATIONS

The Department is a considerably large organization with a wide array of operational activities in
motion. As previously noted in Table 3 (Benchmark: Agency Rank Structure), the ratio of sworn
management to non-management personnel in the Department is low relative to comparator
agencies. Modern best practices in policing require a Police Chief to be highly engaged with
community activities; thus, a Senior Executive Manager is needed to manage the day-to-day
operations of the organization’s three diverse operational divisions.

Section 2—Organizational Review page 24
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2.3.1 Recommendation

Recommendation #1: Add the position of Deputy Police Chief to the Office of

the Chief. Organize the position as the Executive
Manager of the three operational divisions. The position
should report to the Chief of Police and executive manage
the day-to-day operations of the organization, thus
allowing the Police Chief to focus on strategic issues as
well as community engagement.

2.4 CiTtYy CRIME DATA — UNIFORM CRIME REPORTING

The following data is from the FBI’s Crime Data Explorer website.® Police agencies across the

nation, including the Oceanside Police Department, report crimes committed to the Department of

Justice annually, with that data being published on the FBI website.

2.4.1 Part 1l Crimes

While all crimes are reported, the FBI website focuses on two categories of crimes that consist of

four crimes in each category. These are referred to as Part 1 Violent Crimes and Part 1 Property

Crimes and break down as follows:

2 Part 1 Violent Crimes

>
>
>
>

Homicide
Rape
Robbery

Aggravated assault

L 4 Part | Property Crimes

>

>
>
>

Arson
Burglary
Theft

Motor vehicle theft

9 https://crime-data-explorer.app.cloud.gov/pages/home
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The following figure shows UCR Crime Data for the years 2010 to 2020.
Figure 5—UCR Part 1 Crimes Data (2010-2020)

Crimes Reported by Year and UCR Class

UCR Class @ Part rty @ Part | V

4,518 4,612 4378

650 620 728 634 652 702 639 694 669 712 n7
2012 2014 2016 2018 202
Yea
Part | Violent Crimes Reported by Year and Type Part | Property Crimes Reported by Year and Type
Type #Aggravated Assault @ Homicide # Rape @ Robbery Type ®Arson @Burglary @ Larceny @ Ve

3,003 3,007 3,000

2.4.2 Crime Rate Comparison

Citygate compared crime rates in the City with those in California as well as the United States
overall. To perform equivalent comparison, Oceanside crime statistics had to be converted to a per
100,000 population ratio as that is what the FBI utilizes in reporting crime rates for both California
and the United States.

Violent Crime Rate Comparison

The violent crime rate comparison goes through 2020 because the FBI has not yet published crime
rate statistics for 2021 and 2022. Violent crime was consistently at or below the state average in

the period analyzed.

While not reflected in this data set, violent crime increased statewide in California by 6.7 percent!®
and 9.4 percent in Oceanside.!!

10 https://www.ppic.org/publication/crime-trends-in-california/
1 FBI Crime Data Explorer website.
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Figure 6—Violent Crime Rate Comparison (2010-2020)

Violent Crime Rate Comparison 2010 - 2020
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Property Crime Rate Comparison

As with violent crimes, Part 1 Property Crime rates are calculated through 2020 because further
crime statistics for California and the United States are not yet published. The ten-year trend shows
Oceanside trending down.

Figure 7—Property Crime Rate Comparison (2010—2020)

Property Crime Rate Comparison 2010-2020
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2.5 LEADERSHIP AND CULTURE

The Department is poised on the verge of positive change. This was characterized by the high
degree of professionalism displayed at all levels of the organization and the willingness of staff to
implement new ideas and technologies. During all interactions with the Department, it was clear
that Citygate’s Operational Assessment was being taken very seriously and would be a catalyst for
change that was very much needed.

Citygate was highly impressed with the cohesion of the command staff and with the leadership of
the Police Chief. Based on the results of the internal employee surveys, Citygate’s staff interviews,
and the community engagement listening sessions, it was clear that the Police Chief is well
respected, not only within the organization but throughout the community. The Police Chief is a
long-time member of the Oceanside community, and his passion for its residents and his
Department is clear.

2.6 EMPLOYEE SURVEY

As part of every operational assessment, Citygate seeks valuable input from all employees within
an organization. Citygate constructs an anonymous online survey that all employees are
encouraged to complete. The survey asks employees about the organization’s strengths,
weaknesses, opportunities for improvement, and threats to achievement, otherwise known as a
SWOT assessment.

For the Department, the SWOT survey received a 55 percent response rate, which Citygate
considers above average. The responses submitted by Department employees indicated a strong
commitment to serving the community and a great desire for change. Citygate has incorporated
employee feedback throughout this assessment.
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SECTION 3—COMMUNITY ENGAGEMENT

3.1 IMPORTANCE OF COMMUNITY ENGAGEMENT

Engagement with the community is a crucial component of the work of any police department.
Strong relationships of mutual trust between police agencies and the communities they serve are
critical to maintaining public safety and effective policing. Police officials rely on the cooperation
of community members to provide information about crime in their neighborhoods and work with
the police to devise solutions to crime and disorder problems.*?

Modern policing can trace its roots to 1829 in London, when Sir Robert Peel introduced the first
modern-day police force (now known as the Metropolitan Police Service).? Peel, the British Home
Secretary at the time, is also widely credited with the development of nine principles of good
policing,'* which are still very relevant today.

One of the most often quoted of Peel’s principles states, in short, “...the police are the public and
the public are the police...” which underscores the need for significant community support and
engagement. To that end, Citygate sought to measure the level of community support and
engagement in the City in two ways: first, by conducting a community satisfaction survey, and
second, by hosting a series of community listening sessions. This section outlines the results of
those efforts.

3.2 COMMUNITY SATISFACTION SURVEY

The Community Satisfaction Survey was developed from a community survey created by the U.S.
Department of Justice Office of Community-Oriented Policing Services (US-DOJ COPS)* and
assessed five key areas of police-community relations including:

Community Involvement
Safety
Procedural Justice

Performance

® 6 O o o

Contact and Satisfaction

12 https://www.justice.qov/file/1437336/download

13 https://www.met.police.uk/

14 https://www.civitas.org.uk/research/crime/facts-comments/principles-of-good-policing/
15 https://cops.usdoj.gov

| |
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The survey was published online and hosted on Citygate’s website.'® The Department, through its
Public Information Officer, published and marketed the survey, which was launched in English on
August 1, 2022, and in Spanish on August 2, 2022. Both surveys ran through August 23, 2022. In
total, there were 689 responses to the survey, including 687 in English and 2 in Spanish.

3.2.1 Survey Results

A summary of survey results follows, with the entire summary of survey results contained in
Appendix A of this report.

Community Involvement

There were five community involvement questions that assessed the extent to which the
Department develops community relationships, communicates with community members, seeks
community input, works with the community to solve problems, and practices community
policing. The following options were available to respondents:

Not at all
A little

Somewhat

*® 6 o o

A lot
L 4 To a great extent

There were no extreme responses to any of the Community Involvement questions, with the
Department receiving the highest satisfaction ratings in (1) developing relationships and (2)
communicating with the community, and the lowest ratings in (1) seeking input and working with
the community to solve problems and (2) community policing.

Safety

When asked about the three greatest issues facing the community, the top three responses were as
follows:

1. Homeless- or transient-related problems = 76.9 percent
2. Traffic-related problems = 34.3 percent

3. Auto burglaries or thefts = 28.7 percent

16 https://www.citygateassociates.com
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Other safety-related responses included a majority of respondents who feel very safe during the
day but less so at night, and a majority of people who feel safety has decreased in the last 12
months.

Procedural Justice

In the area of Procedural Justice, the Department received very high marks, with an impressive
58 percent of respondents trusting the agency either “a lot” or “to a great extent” compared to less
than 12 percent who do not trust the Department.

Performance

Crime prevention and problem solving appear to be areas where the Department can improve;
however, overall satisfaction with the Department outweighs those not satisfied at all.

Contact and Satisfaction

While the vast majority of respondents had no contact with the Department in the past 12 months,
those who did were generally satisfied as a result of those contacts.

The results of the entire survey can be found in Appendix A of this report.

3.3  COMMUNITY ENGAGEMENT (LISTENING) SESSIONS

In addition to the community survey, Citygate facilitated a series of Community Listening Sessions
to elicit feedback on Department performance and how future operations might be improved. The
listening sessions were held on the following dates and times:

L 4 Tuesday, August 30, 7:00 pm — 9:00 pm at Melba Bishop Park Recreation Center

L 4 Wednesday, August 31, 7:00 pm —9:00 pm at John Landes Park Community Center
L 4 Tuesday, September 13, 7:00 pm — 9:00 pm at EI Corazon Aquatic Center

L 4 Saturday, September 17, 12:00 pm — 2:00 pm at Civic Center Community Rooms

All listening sessions were facilitated by two Citygate Senior Police Consultants, each with an
extensive background in public safety and policing. Oceanside Police Chief Fred Armijo opened
each session by welcoming the attendees and explaining the purpose of the listening sessions. He
remained present to answer any procedural questions specific to the Department that the
consultants could not answer.

Citygate’s consultants prompted the discussion with the following four questions:

1. What works well at the Oceanside Police Department (what are they doing that you
like)?
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What needs improvement (what opportunities are there for change)?
What recommendations do you have?

If you were the Police Chief for a day with an unlimited budget, what changes
would you make?

Over the course of the four sessions, 34 community members attended and provided input. The
following comments highlight the key points raised by community members:*’

What works well at the Oceanside Police Department (what are they doing that you like)?

*

*

* o

Residents appreciate community events put on by OPD such as “Coffee with a Cop”
etc.

There is a sense that the Department does a good job of communicating to the
community.

Residents support the community policing efforts of the Department.
Residents feel the Department is “local” and they know and trust the officers.

Officers are not overbearing and make the effort to be respectful; they have a non-
confrontational way of interacting with people.

What needs improvement (what opportunities are there for change)?

*

2

L 2

Several residents expressed concern about response times and suggested the
Department should notify them if lower priority calls cannot be responded to right
away.

Feeling that response times are longer in lower income neighborhoods.

Residents would like to see more traffic enforcement. There is a perception that
only Motors units are making enforcement stops.

General feeling that downtown residents may have safety concerns.

Communication and/or engagement with the Latino community, including
translating key messages via social media in Spanish.

Ability to deal with the homeless situation. Consistent with the Community Survey,
this issue came up numerous times during each session.

More Neighborhood Watch programs needed.

17 Citygate only includes public comments that are within the purview of the Department.

|
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What recommendations do you have?

L 4 Cultural competence training for specific communities, especially the Latino
community.

Increase the number of public information releases in Spanish.
Increase efforts to hire locally.

Enforce available laws to help mitigate the homeless problem.

*® & O o

Improve the technology officers have in the field (mobile digital computers) and
throughout the Department in general.

Ensure officers in the field have access to translation services.

Increase speed (traffic) enforcement.

* o o

Increase minimum staffing for dispatch.
2 Consider a public information campaign on the non-emergency dispatch number.
If you were the Police Chief for a day with an unlimited budget, what changes would you make?
2 Invest in a fully electric vehicle fleet.

2 Purchase a dictation system for officers to write reports faster so they can be more
visible and available in the field.

General comments not directed specifically to the four questions

L 4 A general inquiry about police pursuits. Chief Armijo clarified the Department’s
pursuit policy.

L 4 A general question about school safety and jurisdiction. Chief Armijo responded
by outlining the Department’s active Killing/shooter training.
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SECTION 4—PATROL DIVISION ASSESSMENT

4.1 ORGANIZATION, STAFFING, AND SCHEDULING

Citygate’s staffing methodology endeavors to review and analyze several factors. Some of these
common factors include:

2 Actual (and available) staffing versus allotted staffing, including Patrol Officers,
Sergeants, Canine Officers, Traffic Officers, Field Evidence Technicians (FETS),
and Community Service Officers (CSOs)

2

The use of overtime in Patrol

L 4 Time off taken by officers in Patrol, and how it curtails minimum Patrol staffing
levels

L 4 The number, type, and duration of public-generated calls for service and staff-
initiated activity

L 4 Response times

*

Crime, including crime trends and any other unique local public safety concerns

L 4 Any obstacles or impediments that can consume an officer’s time and/or take an
officer or other Patrol staff away from their core duties (such as time spent in court,
at the jail, or in local hospitals, and/or any technological deficiencies).

The Department’s Patrol Division provides continuous delivery of police services to the
community through numerous and varied functions, which include responding to calls for service,
proactive patrol (officer-initiated activity), maintenance of public order, the discovery of hazards,
investigation of crimes and incidents, arresting offenders, traffic enforcement and control,
emergency services, and the reporting of information to other appropriate organizational units.

For purposes of Patrol officer deployment, the City is divided into four sectors and ten beats.
Officers are generally assigned to a beat for one year at a time, which allows them time to build
knowledge of their beats and affords community members time to become familiar with officers.
This serves to build trust, which will then enable better working relationships.

Patrol FETs are responsible for processing crime scenes, collecting evidence, and taking some
lower-level crime or information reports.

Current authorized or allotted staffing in Patrol includes a Police Captain, four Lieutenants, 12
Sergeants, 91 police officers (including four Canine Officers) and eight FETs.

Section 4—Patrol Division Assessment page 35
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Within the Patrol Division, there is also the Communications (Dispatch) and the Front Desk
Section. Allotted staffing in Communications includes a Communications Section Manager, 4
Dispatch Supervisors, 25 dispatchers, and 2 part-time dispatchers. Front Desk staffing includes 1
CSO Supervisor, and 4 CSOs.

In addition to covering ten beats within four distinct sectors, Patrol staffing is divided into twelve
teams across three shifts:

L 4 Days: 6:00 am to 6:00 pm
L 4 Nights: 1:00 pm to 1:00 am
L 4 Mornings: 7:00 pm to 7:00 am
Table 5—Patrol Schedule

Days: Nights: Mornings:

Workdays 0600-1800 13000100 19000700
Sunday, Monday, Tuesday (“front half”) Teams 1 and 2 Teams 5 and 6 Teams 9 and 10
Thursday, Friday, Saturday (“back half”) Teams 3 and 4 Teams 7 and 8 Teams 11 and 12

The shift overlap periods are as follows:
L 4 Days and Nights overlap between 1:00 pm and 6:00 pm
L 4 Nights and Mornings overlap between 7:00 pm and 1:00 am
L 4 Mornings and Days overlap between 6:00 am and 7:00 am

Patrol staff work 12-hour shifts, three days per week; they also work one “makeup” day of 8:00
hours every other week.

At full staffing, patrol officer deployment by shift is as follows.
Table 6—Patrol Officer Deployment by Shift

Officer Assignment Nights Mornings
“Front half” of the week 13 18 14
“Back half’ of the week 14 18 14

From data provided by the Department, and in interviews with staff and SWOT survey responses,
Citygate learned that Patrol often lacks enough officers on any given shift to assign one to cover
each of the City’s ten beats. Citygate found that it is not uncommon to have only seven patrol
officers available to cover 10 beats, prompting the need for overtime. Such staffing shortfalls are
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largely due to the number of vacant police officer positions. As of November 4, 2022, there were
20 police officer vacancies in the Department, including 19 vacancies in Patrol. These vacancies
are largely due to authorized leave, including work-related injuries and Family Medical Leave.

4.2 WORKLOAD ANALYSIS

The figure shows data for public-generated calls for service handled by Patrol officers from 2018

through March 2022.

Figure 8—Public-Generated Calls for Service
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As the figure shows, the most frequent call types are disturbances, checking the welfare of

individuals, and calls of potential City Code violations. The temporal table on the right shows that

public-generated calls begin to rise around 7:00 am across the week. Such calls rise even more

beginning at roughly 1:00 pm to 3:00 pm and run relatively high through 9:00 pm most days of

the week—with the exception of Friday and Saturday nights, where public-generated calls are high

until midnight and beyond, especially on Saturday nights into early Sunday mornings. The busiest
day of the week with the highest number of calls for service received is Saturday (34,490 distinct
incidents). The busiest one-hour block also falls on Saturday nights from 10:00 to 11:00 pm, but
most calls across the week occur in the 5:00 pm hour (13,224 distinct incidents).
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Table 7—Workload Analysis: Committed Time

Calls for Service Officer-Initiated

% of Time Activity % of Total Incidents Patrol Unit IDs
Committed Time Committed

2018 81.1% 17.5% 72,769 63

2019 81.4% 16.7% 71,847 63

2020 85.2% 13.6% 64,121 67

2021 86.4% 13.2% 66,154 59

2022 88.2% 11.4% 15,219 49

The table shows a consistent increase in the percentage of Patrol officer time committed to public-
generated calls for service going back to 2018. Correspondingly, there has been a consistent
reduction in time expended on officer-initiated activity—which may include community
engagement activities and other proactive enforcement efforts, such as searching for witnesses or
wanted subjects, patrolling problem areas, and conducting traffic enforcement.

The table also shows a decline in Patrol Unit CAD identifiers since 2020—from 67 in 2020 to 49
in 2022. It should be noted that Patrol Unit identifiers in CAD do not necessarily represent officers
assigned to Patrol on a full-time basis for an entire year. Some identifiers could be officers who
are normally assigned to other organizational units but were working in Patrol to fill vacancies.
Such CAD identifiers may also include officers working on an overtime basis, or officers who
worked in Patrol for a period less than a full year.

4.2.1 Patrol Officer-Initiated Activity

Year-by-year Patrol activity reveals a five-year average of 15,495 officer-initiated incidents:
L 4 2017: 16,600

2018: 18,369

2019: 17,544

2020: 12,676

2021: 12,287

* & O o

Notably, there was a precipitous drop (27 percent) in officer-initiated activity in 2020, which was
initially thought to be an anomalous year given the COVID-19 outbreak and efforts by the
Department to limit staff’s non-essential contact with members of the public. The downturn in
activity, however, continued into 2021, which Citygate has also observed with other agencies.
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The following figure provides a visual and temporal representation of officer-initiated activity
from January 2018 through March 2022.

Figure 9—Officer-Initiated Activity
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By a wide margin, the most frequent officer-initiated activity was traffic stops, followed by stops
(detentions) of people. Peak periods for officer-initiated activity generally begin at 8:00 pm and
last until midnight Monday through Saturday. These times coincide with the shift overlap period
(7:00 pm to 1:00 am) between the Nights and Mornings shifts.

The following figure shows recent Patrol Unit utilization (committed time) from January 2021
through March 2022.

| |
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Figure 10—Workload Analysis: Patrol Unit Utilization
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1 61.0% 522% 705% 520% 509% 546% 626% 57.7% 1 83% 17.2% 19.0% 155% 134% 154% 93% 14.1% 1 645% 60.0% 764% 592% 602% 63.1% 662% 64.3%
2 554% 49.1% 592% 49.0% 423% 539% 599% 52.7% 2 122% 97% 165% 25.1% 166% 13.1% 82% 15.2% 2 58.0% 530% 672% 606% 507% 604% 63.5% 59.0%
3 59.1% 558% 45.1% 437% 358% 500% 479% 48.2% 3 99% 12.5% 8.5% 148% 195% 151% 172% 14.4% 3 629% 57.8% 479% 498% 465% 548% 533% 53.3%
4 428% 435% 455% 53.1% 41.0% 432% 456% 44.9% 4 326% 14.8% 27.5% 21.5% 191% 17.1% 88% 20.6% 4 516% 463% 568% 604% 462% 486% 460% 50.7%
5 517% 478% 480% 409% 422% 39.0% 405% 44.2% 5 216% 286% 109% 94% 115% 245% 99% 17.1% 5 575% 576% 51.1% 437% 445% 459% 420% 48.9%
6 55.5% 445% 526% 413% 368% 404% 430% 44.9% 6 139% 295% 10.6% [ 425% 10.0% - 140% 28.6% 6 599% 552% 57.3% 563% 403% 746% 449% 55.5%
7 552% 57.0% 56.5% 544% 664% 540% 553% 57.0% 7 172% 123% 205% 185% 155% 245% 106% 17.1% 7 69.2% 657% 732% 668% 79.1% 731% 635% 70.1%
8 654% 57.1% 650% 586% 633% 585% 613% 61.3% 8 123% 155% 155% 155% 158% 11.8% 157% 14.6% 8 741% 695% 75.7% 712% 749% 678% 722% 72.2%
9 640% 600% 660% 662% 625% 648% 640% 63.9% 9 15.1% 15.8% 120% 152% 125% 143% 100% 13.6% 9 746% 722% 743% 783% 729% 748% 713% 74.1%
10 773% 668% 642% 634% 604% 608% 674% 65.8% 10 142% 128% 99% 182% 122% 13.1% 127% 13.3% 10 B86.7% 762% 71.7% 774% 704% 71.1% 759% 75.6%
n 70.1% 779% 796% 688% 681% 771% 762% 74.0% " 103% 107% 104% 11.1% 104% 9.6% 90% 10.2% n 76.0% 859% B858% 775% 762% 837% 829% 81.1%
12 788% 769% 773% 678% 61.0% 694% 724% 71.9% 12 79% 118% 114% 117% 11.7% 146% 72% 10.9% 12 827% B847% 848% 773% 704% 791% 774% 79.5%
13 738% 743% 695% 60.7% 68.1% 679% 655% 68.6% 13 8.1% 85% 219% 96% 127% 14.0% 71% 11.9% 13 79.0% 793% | 857% 67.8% 757% 772% 701% 76.4%
14 735% 718% 707% 660% 758% 61.0% 736% 70.4% 14 10.8% 93% 107% 126% 118% 10.1% 5.0% 10.1% 14 812% 778% 779% 745% 834% 676% 766% 77.0%
15 624% 68.1% 56.9% 544% 605% 556% 582% 59.5% 15 9.6% 77% 133% 169% 132% 14.1% 58% 11.5% 15 70.1% 743% 668% 67.1% 707% 658% 626% 68.2%
16 70.7% 793% 725% 633% 73.1% 672% 719% 71.2% 16 104 83% 126% 17.7% 125% 147% 101% 123% 16 789% 855% 825% 773% 835% 787% 799% 80.9%
17 790% 795% 784% 627% 687% 761% 774% 74.6% 17 92% 166% 105% 257% 134% 113% 100% 14.1% 17 86.2% @U B4.1% B44% 796% B842% B855% 85.2%
18 730% 751% 821% 648% 667% 753% 756% 73.3% 18 8.8% 67% 113% 113% 109% 123% 99% 10.1% 18 792% 802% | 893% 725% 748% 824% 824% 80.1%
19 73.1% 714% 682% 619% 613% 623% 720% 67.2% 19 7.4% 72% 124% 13.0% 14.1% 78% 11.0% 10.4% 19 790% 762% 766% 715% 713% 664% 796% 74.4%
20 652% 688% 668% 620% 628% 657% 703% 66.0% 20 11.8% 87% 117% 143% 133% 9.9% 93% 11.3% 20 750% 763% 763% 737% 747% 736% 777% 75.3%
21 688% 667% 628% 526% 547% 596% 57.5% 60.4% 21 131% 132% 186% 166% 184% 95% 157% 15.0% 21 802% 776% 774% 67.1% 720% 676% 703% 73.2%
22 56.2% 623% 53.1% 57.0% 607% 580% 50.0% 56.8% 22 120% 144% 129% 155% 126% 92% 189% 13.7% 22 656% 739% 629% 705% 719% 649% 672% 68.1%
23 522% 63.5% 462% 478% 696% 554% 61.1% 56.6% 23 142% 137% 157% 205% 14.1% 11.0% 168% 15.2% 23 627% T715% 581% 63.7% | 816% 635% 73.6% 67.8%

Total | 64.7% 63.6% 63.4% 57.1% 58.5% 59.9% 62.5% 61.4% Total | 11.9% 12.7% 14.1% 16.5% 13.8% 14.6% 11.4% 13.6% Total | 72.1% 71.4% 72.1% 68.1% 68.0% 69.3% 69.4% 70.1%

Patrol unit utilization, or the percentage of available time Patrol units were committed to public-
generated calls for service, is shown on the left. The chart in the middle shows other patrol unit
utilization — generally time committed to officer-initiated activity. Finally, the chart on the right
details total patrol unit utilization, including both their available time committed to calls for
service, officer-initiated activity, and any other activities reflected in CAD.
Total Patrol unit utilization begins to approach or exceed 60 percent of available time around 7:00
am across the week, which coincides with the year-over-year rise in distinct incidents beginning
at 7:00 am reflected in Figure 8. Total Patrol unit committed time increases throughout the morning
and generally remains at or above 70 percent until 9:00 pm. In summary, officers appear most
committed during the Day and Night (Swing) shifts.
4.2.2 The ICMA “Rule of 60”
Since 2008, the International City/County Management Association (ICMA) Center for Public
Safety Management has conducted police operational and data analyses in 61 cities and towns
located in 26 states in all regions of the United States. The ICMA data analysis, like Citygate’s,
relies on information captured in a department’s CAD system.
As a general guideline, ICMA applies a “Rule of 60” to evaluate police department staffing
allocation and deployment. This “Rule of 60” applies to three critical variables:
1. There should be approximately 60 percent of the total number of sworn officers in
a department assigned to the patrol function. In the cities studied by ICMA, the
g | -
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mean patrol percentage was 66.1 or the average department in their study assigned
about two-thirds of its officers to patrol. Of 226 total allotted sworn staff across the
Oceanside Police Department—including 186 police officers, 27 Sergeants, 9
Lieutenants, 3 captains, and the Chief of Police—91 officers, 12 Sergeants, 3
Lieutenants, and a captain (approximately 47 percent) are allotted to Patrol.®
There were 19 police officer vacancies in Patrol as of March 8, 2022, but there
were also 13 officers in training and 5 recruits in the Police Academy.

2. The average workload for patrol staffing should not exceed 60 percent. The busiest
communities in the ICMA analysis did not dedicate more than 60 percent of their
patrol resources towards workload, which includes public-generated calls for
service, police-initiated calls for service, administrative and out-of-service time, as
well as directed patrol time. As the previous Total Patrol Utilization temporal table
shows, outside of the Morning Shift, Oceanside Patrol officers are committed more
than 60 percent of their available time more often than not.°

3. The Total Service Time (officer-minutes) should not exceed a factor of 60. The
mean service times presented in the figure are 22.1 officer-minutes for police-
initiated calls for service, and 48 officer-minutes for calls for service received from
the public through 9-1-1.

Collectively, these three “Rule of 60” calculations represent much more comprehensive and robust
variables to use in making police staffing allocation and deployment decisions.

4.2.3 Overtime
Citygate’s review of overtime data provided the Department revealed the following:

L 4 Paid overtime in Patrol for 2021 was 26,917 hours, which represents approximately
15 full-time equivalent (FTE) police officer positions—assuming 1,780 work hours
per officer in the year, which would represent a time-off rate of roughly 15
percent.?°

18 | staffing of the Beach Team (one sergeant and six officers) is added to the number of staff assigned to Patrol, then
the percentage increases to 50 percent of total allotted sworn staff.

Bhttps://icma.org/sites/default/files/305747 _Analysis%200f%20Police%20Department%20Staffing%20_ %20McCa
be.pdf

20 Time off typically includes vacation, sick, or injury leave. However, an officer may be on duty but still unavailable
for Patrol. For example, an officer may be working in a light-duty capacity. Officers may also be on duty but required
to be in court, in a meeting, attending training, or unavailable for calls because they have a prisoner in custody.
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L 4 For the period from July 1, 2019, through February 28, 2022, $5,745,183.28 was
expended in overtime pay for the Patrol Division. Across the Department,
$9,545,156.41 in overtime was expended over the same period.?

L 4 Officers assigned to the Beach Team and to Investigations and Support Operations
also cover vacancies in Patrol during their normal work hours. Such coverage,
while reducing the need for overtime, diverts these officers from their core
responsibilities.

L 4 The Department also uses officers from 11:00 am to 7:00 pm and 6:00 pm to 2:00
am throughout the week to transport prisoners taken into custody by beat officers.
These prisoner transportation assignments are overtime assignments.

L 4 Another relevant factor that may contribute to the need for some overtime is the
ancillary duties carried by staff. Some Patrol staff, including Lieutenants,
Sergeants, and police officers, carry ancillary assignments, including the Mobile
Field Force, Unmanned Aerial Systems (UAS or drones), Field Training Officer,
Special Weapons and Tactics, Crisis Negotiation Team, etc.

4.2.4 Field Evidence Technicians

The Patrol Division includes eight allotted FETs who are each assigned to a Patrol team where
they are supervised by police sergeants. FETs are tasked with collecting, preserving, and
analyzing evidence from crime scenes. FETs in Patrol also take numerous calls and write
relevant reports for lower-level incidents such as vehicle burglaries and missing persons.

In discussions with staff and in review of SWOT survey responses, Citygate has learned that
Patrol FETs appear to be working in a hybrid role—Dboth as evidence technicians and CSOs—
but Departmental CSOs are limited to work at the Front Desk, where they greet the public,
address inquiries, and also write some police reports. Staff in Patrol consistently describe FETs
as “invaluable.”

In Citygate’s collective experience, CSOs typically serve in a supplemental or supportive role
to that of police officers. They are typically assigned to the field or in investigations where
they investigate lower-level calls for service such as non-injury traffic collisions, vandalism,
auto burglaries, missing persons, etc., which frees officers from these call/work demands,
affording them more discretionary time for preventative patrol, community engagement, etc.

21 This information was provided by the Department in an “Overtime Summary by Division/Unit” report. The Excel
spreadsheet noted that the Department’s current payroll system does not allow staff to run reports by overtime type or
overtime by unit, day of week, or time of day.
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The following figure provides visual and temporal representations of FET call demands from
2018 through March 2022.

Figure 11—Demand for Service — FETs

EEEREEENEEEEE

Priority Group, Priority De... Distinct Incidents and % of Problem Total by Problem and Year Distinct Incidents
M Calls for Service Year ©2016 2019 2020 @2021 @2022 Hour| Mon | Tue | Wed | Thu | Frl | Sat | Sun | Total
self-Initiated 0 71 62 67 58 55 82 80 475
Other 273.5 Domestic Vil 239 247 T 1 50 51 55 44 39 54 69 362
RsV Recovered Stolen... ||| EEXIEEGER 133 53 2 41 52 39 24 26 53 58 293
245 ADW | 152 | 3 40 33 36 27 25 53 34 248
1144 coroners case [SIEERE IR 4 26 24 3 32 23 30 32 203
242 Battery [JEESHNEEEN 74 | 5 30 31 29 31 26 43 34 224
459R Burglary Rpt 137 131 & 63 39 58 45 54 51 36 346
FPROP Found Property 7 91 91 68 78 75 59 65 527
CPR CPR/N J,B ‘“ 2 g 8 96 87 106 92 76 99 66 622
Unit Groups, Unit Type :ns;«pp;- m r:a ,‘H 100 96 9 100 81 M0 88 100 M 94 684
Gang Supression R R K © | 16 8 92 94 94 106 88 672
patrol oo . IEENEIE CH | 105 109 8 9 101 o7 104 698
B Euidence 594R vand/Mal Misch ... |EEHIEIEN -V IEER 12 03 92 81 74 83 98 94 625
ks rer Request FeT - [EENIEENINEIEEN B | 97 95 8 91 94 9 94 649
patre RUNILY Runavay Ju... EZSIEERVNEN “ | 105 95 77 7T 80 8 95 608
cergeent 1181 Minor Inj Acc Ea s | 106 93 69 95 73 81 95 62
Transport Units 415 Disturbance 52 | 16 132 13 84 79 95 94 126 723
1182 Non Inj Acc [EFHIET-OIED 7 136 120 102 81 107 104 107 757
488R Petty Theft Rpt [62]] 18 144 125 121 97 93 67 19 766
235200 [l | 119 107 84 92 82 95 135 714
CTERP Comtact 1P 20 [ 108 95 M3 8 98 90 122 711
273.5R Domestic Viol g = 21 95 108 86 84 92 99 13 677
20002 Hit & Run [PTRRS] . 22 76 80 91 86 920 93 94 610
COVOrD cover oFD ;e 23 | 65 80 57 63 98 74 76 513
554 Vand/Mal Misch ﬂ . Total | 2115 1,945 1,829 1,707 1779 1914 2,030 13,319
ckwieL ck weifare [
459 Burglary in Progr... [N
1180 Injury Accident - -
487R Grand Theft Rpt [N
As the figure shows, the most frequent call type is domestic violence, followed by recovered stolen
vehicle calls and calls involving felony assaults. These appear to be call types where FETs are not
necessarily the primary responders but have responded after officers to process crime scenes and
collect evidence.
As the temporal table on the right shows, call demands for FETs are heaviest on Mondays (2,115
calls) and Sundays (2,030 calls). Typically, calls for FETs begin to rise at 7:00 am throughout
the week and peak between 4:00 pm and 8:00 pm.
4.2.5 Measure X
Measure X was a November 2018 ballot measure that raised the City’s sales by tax one half cent
for a period of seven years beginning on April 1, 2019. The measure passed on November 6, 2018.
The revenue from Measure X is to be used solely to enhance public safety, improve road
conditions, bolster City infrastructure, and aid in homelessness.
| o PR
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In a September 7, 2022, Measure X Update,?? Citygate learned that Measure X has funded a new
Crime Suppression Team within the Department, allows for expansion of the City’s homeless
outreach efforts, and funds the addition of 30 new CSOs, which would increase CSO response to
lower-priority calls. The CSO program is also designed to create a “pipeline” of future police
officers, dispatchers, forensic technicians, and analysts.

The City is to be commended for successfully passing Measure X and creating such an innovative
CSO program, which should help to fill existing vacancies while building new career paths and
options for those interested in policing. After hiring these CSOs, the Department will have staff
that will have already gained valuable training, experience, and exposure to local needs and
challenges facing the Police Department and the City before moving on to their permanent career
choices.

4.2.6 Canine Program

The Department’s Canine Unit includes four Canine Officers who are assigned to Patrol. Two
officers work from 1:00 pm to 11:00 pm while two work from 5:00 pm to 3:00 am (with workdays
of either Sunday, Monday, Tuesday, and Wednesday or Wednesday, Thursday, Friday, and
Saturday).

CAD data shows that canine teams responded to 10,864 incidents from 2018 through March 2022.
The most frequent canine call types were “415 Disturbance” (873 incidents) and “1172C —
Commercial Alarm” (618 incidents). The busiest block of time for Canines is between 4:00 pm to
7:00 pm throughout the entire week. The most active block of time for Canine Officer-initiated
activity falls between 4:00 pm to 10:00 pm Thursday through Saturday.

The following figure depicts Canine Officer-initiated activity from 2018 through March 2022.

2 https://www.youtube.com/watch?v=3s860SRr5Jk
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Figure 12—Canine Officer-Initiated Activity

Distinct Incidents, % of Problem Total
BY FROBLEM. YEAR

Year @2015 @2019 @ 2020 @2021 @ 2022

1151 Subject Stop 84 |
ckveH Veh check-m EZIIIEH
FLaG citizen Flag [l
ATC Attto Contact [
1186 Special Detail [J|
FU Follow-Up ]
FOOT Foot Patrol ||
1153 Security Check ||
ATC Att to Contact-m |
BOL Be on Lookout ||
GROUP Out on Group |
FOOT Foot Patrol-m |
XPATROL Extra Patrol-m |
1151 Subject Stop-m |
FU Follow-Up-m |
WARSER Warrant Ser... |
1186 Special Detail-m
COP Community Crient... |
153 Officer's Report |
FLAG Citizen Flag-m
1126 Traffic Hazard-m
COP Community Ori...
T Traffic Stop |
SS Subject Stop |
1087 Meet Officer
1185 Impound
BOAT On the Boat
CODES Surveillance

As the figure shows, the most common activity is traffic stops. Canine Officers made 707 traffic
stops in 2019 but only 280 in 2020.

The following figure provides a temporal representation of Canine Officer-initiated activity from
2018 through March 2022.
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Figure 13—Canine Officer-Initiated Activity by Hour of Day and Day of Week

Distinct Incidents

Hour Mon Tue Wed Thu Fri  Sat Sun Total

0 20 13 1 30 21 1 102
1 2 6 g8 7 2 25
2 3 2 3 8
3 1 1 Tz 5
4 1 1 1 3
5 1 1
6 1 1 1 2 2 7
7 2 2
B 4 2 1 11 9
3 3 3
10 EEIRE 2 12
1 2 2 23 n. 1 39
12 2 3 320/ 1 w 53
13 2 5 18 5 2 51
14 4 4 3 12 1 9 2 4
15 0 15 6 17 30 26 7 1M
16 28 33 4 82 104 71 47 369
17 39 61 2 90 96 82 59 429
18 50 47 3 84 82 68 46 380
19 32 40 1 95 78 71 26 343
20 52 57, 6 8 73 61 37 367
21 64 44| 1 101 108 71 58 448
22 58 31 1 100 93 49 40 372
23 41 18 63 72 37 49 280
Total | 412 385 42 800 797 634 393 3,463

As noted previously, Canine Officers are most active Thursday through Saturday from 4:00 pm to
10:00 pm. There is a significant decline in Canine officer activity on Wednesdays, which are
utilized as a weekly training day for the entire Canine Unit. During trainings, Canine officers and
their dogs are removed from the field unless required for an emergent situation.

4.2.7 SWAT Team

The SWAT Team is a collateral duty Unit comprised of Department officers. SWAT’s primary
role is to respond to barricaded subjects, active shooter events, other high-risk events, and warrant
service. All members of the Unit have other full-time assignments and are expected to respond to
call-outs for team deployment. Paramedics and Canine units (as sub-specialties) are also part of
the Team.

The SWAT Team has 25 members and is supervised by two Lieutenants. One Lieutenant serves
as the SWAT commander and the other Lieutenant fills the role of Executive Officer. The SWAT
Commander oversees the Team when present and serves as the planning director for Unit activities
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and training in compliance with National Tactical Officer Association (NTOA) standards. The
Executive Officer serves as the other command-level rank in the Unit, supervising the Crisis
Negotiator Team that supports SWAT operations, and has overall command of the Team when the
SWAT commander is not present for a call-out. The Team would benefit from a third Lieutenant
position for scheduling relief and legacy leadership planning.

The SWAT Team trains eight hours every two weeks and has a full 40-hour training week that
occurs each year for an annual minimum level of training of 248 hours. (Due to the special skills
of many operators, their training hours exceed this minimum.) This annual training culminates in
a testing day where SWAT Sergeants from other departments evaluate written tests and skill-based
problem solving performed by all Team members.

In Citygate’s assessment, this SWAT Team configuration for a municipality the size of Oceanside
IS appropriate. It is apparent from our observations that Team members and leadership are
committed to maintaining a high-quality Team through training and operating procedures in
accordance with NTOA standards.?

4.2.8 Supervision

The City’s Patrol Sergeants play an integral role in the work of Patrol officers, including their
relationships with members of the community. Sergeants lead their subordinates in the day-to-day
activities of law enforcement and help shape the police-community relationship. Sergeants not
only hold subordinates accountable, but also support, mentor, and coach them to serve members
of the community in the professional manner they both expect and deserve. Patrol’s span of control
of Sergeant to Patrol officers (and FETs) seems adequate today, but such a span will expand as the
Department restores and adds Patrol officer staffing.

4.3 RESPONSE TIMES

In analysis of Patrol response times, Citygate found that 9 times out of 10, it takes 3.4 minutes or
less to dispatch a police unit to a Priority 124 emergency call. As the following figure shows,
although travel time appears reasonable at 8.7 minutes or less, 90 percent of the time, for the first-
arriving unit, the compound effect on total response time is notable—with total response time for
the first-arriving unit being 11.7 minutes or less 90 percent of the time, and 15.1 minutes or less
for the second-arriving unit.

2 https://ntoa.org/pdf/swatstandards.pdf

24 Priority 1 calls are typically emergency calls which require immediate response as there is reason to believe that an
immediate threat to life exists.
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Figure 14—First-Unit and Second-Unit Total Response Times

Priority Group Calls for Service
P1 Emergency P2 Timing Critical/Felony JO Total

Call Handling Time 34 116 10.1
st Unit 90% Response Time 1.7 197 185
st Unit 90% Travel Time I 87 101 9.9
2nd Unit 90% Response Time 15.1 228 214

2nd Unit 90% Travel Time 1.2 125 123

1st & 2nd Unit 90% Total Response Times
@ 1st Unit @2nd Unit

nz
er
151
. —

4.3.1 Fractile Versus Average Response Time Measurement

Police response time has historically been presented as an average, which is measured by adding
the total response times of a given set of incidents and dividing that total by the number of
incidents. The shortcoming of the average response time measurement is that it only identifies a
single point on a continuum, and thus cannot show how widely the data is spread across that
continuum.

A more descriptive best practice in many fields, including fire and EMS, is to transition to
measuring the percent completion of a specified response goal. Citygate uses 90 percent as the
standard, as reflected in the previous figure. The best way to illustrate this concept can be seen in
the following two statements:

4 “The community can expect a response of X minutes or less, 90 percent of the
time,” or

2 “Nine times out of ten, the public can expect a response in X minutes or less.”

Mathematically this is referred to as a “fractile” measure.?®

%5 A fractile is that point below which a stated fraction of values lie. The fraction is often given in percent; the term
“percentile” may then be used.
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To illustrate the difference between the fractile and the average response time measurement, the
following figure shows the response time for a fictitious police department in the United States.
This department is small and received 20 legitimate calls for service during the period reviewed.
Each response time for the calls for service has been plotted on the graph, in order from the shortest
response time to the longest response time.

The figure shows that the average response time is 8.7 minutes. However, the average response
time does not properly account for four calls with response times far exceeding threshold in which
positive outcomes could be expected.

Figure 15—Fractile versus Average Response Time Measurements

30

25 .

2 Fractile: 18 Minutes, 90% of the Time

15
Difference: 9.3 Minutes I

Response Time in Minutes

10 Average: 8.7 Minutes

01 2 3 45 6 17 8 9 101121314 1516T1718192
Individual Incidents

As the figure shows, 20 percent of responses from this department could be considered too slow
and an average time measurement would not reveal that. The fractile measure would. Citygate
believes the fractile measurement is a more accurate reflection of the service delivery situation of
this department.

4.4 PATROL FINDINGS AND RECOMMENDATIONS

Finding #1: Patrol officers frequently expend more than 60 percent of their
available time responding to calls for service.
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Finding #2: Field Evidence Technicians assigned to Patrol perform a valuable
role, but it seems to be a hybrid with that of the role traditionally
performed by CSOs when they are assigned to Patrol.

Finding #3: Patrol officer-initiated activity increases beginning at 8:00 pm,
which falls during the shift overlap periods between the Night and
Morning shifts; the amount of such activity has declined
consistently since 2018.

Finding #4: Calls for service handled by Patrol staff are heaviest from 3:00 pm
to 9:00 pm most days of the week. They remain heavy after 9:00 pm
on Friday and Saturday nights.

Finding #5:  Officers in Patrol are most committed to both public-generated calls
and officer-initiated activity from mid-mornings to 9:00 pm, and
even later Friday and Saturday nights.

Finding #6: The ICMA found that the average department assigns about 66
percent of its officers to Patrol. At full strength, Oceanside has
assigned 47 percent of its officers to Patrol. This percentage rises to
50 percent if Beach Team staffing is included.

Finding #7: The ICMA also found that the average workload of Patrol officers
should not exceed 60 percent. In the City, Patrol officers are
frequently committed more than 60 percent of their time to both calls
for service and officer-initiated activity. Often, after 7:00 am and
until 10:00 pm, Oceanside officers are committed more than 70
percent of their time.

Finding #8: In 2021, 26,917 overtime hours were expended in Patrol. This
represents approximately 15 full-time equivalent police officer
positions.

Finding #9: Officers assigned to the Beach Team and to Investigations and
Support Operations also frequently cover vacancies in Patrol, which
draws them away from their core duties and likely creates case
backlogs and lower clearance rates in Investigations.
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Finding #10:

Finding #11:

Finding #12:

Finding #13:

Finding #14:

Finding #15:

Officers also cover shifts on an overtime basis to transport prisoners
to jail.

Patrol Canine Officers are busiest beginning at 4:00 pm and most of
their initiated activity occurs Thursday through Saturday from 4:00
pm to 10:00 pm.

The SWAT Team meets or exceed NTOA standards for training.

The SWAT Team structure is appropriate for a city the size of
Oceanside.

Measure X provides funding which will allow the Department to
greatly expand its CSO ranks, which will afford these new-hires
opportunities to follow many different career paths, including police
officer, dispatcher, Field Evidence Technician, etc.

Patrol Sergeants play an integral role in the work of Patrol officers.
Current levels of Patrol supervision are adequate; however, as the
Department restores Patrol Officer staffing, this span of control will
expand.

Recommendation #2:  The Department acknowledges and has taken steps to

restore Patrol officer staffing. Citygate recommends that
the Department endeavor to increase and maintain Patrol
staffing at 12 Sergeants and 72 officers, which is a
number (goal) that had been established as a baseline
before an officer or Sergeant would be transferred from
Patrol.

Recommendation #3: To reach and maintain Patrol officer committed time to

no more than 60 percent, the Department should add more
officers and/or CSOs to Patrol after assessing committed
time across all shifts. Currently, officers are most
committed on the Night (Swing) shift; this shift should be
a priority for added staffing.
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Recommendation #4: To maintain a reasonable span of control in Patrol that
would afford Sergeants the time necessary to lead,
mentor, coach and hold their subordinates accountable,
the Department should consider adding three additional
Sergeants (one to each Patrol shift) to account for the time
Patrol Sergeants are often diverted from field supervision
because of administrative duties and ancillary
assignments.

Recommendation #5:  Consider the incremental reduction of FETSs in Patrol and
replacing them with CSOs. A smaller number of FETs
can then be reassigned to their original and primary role
as Analysts who assist Detectives in collecting,
processing, and analyzing evidence from criminal
investigations, especially those involving complex crime
scenes.

Recommendation #6:  Going forward, periodically assess Patrol officer and
Supervisor staffing needs against the demands of public-
generated calls for service, officer-initiated activity, and
the available time the Department desires officers to have
for more community engagement activities such as foot
patrol, bicycle patrol, and meeting with youth and other
community members and groups.

Recommendation #7:  Maintain the current level and shift assignments of the
four Patrol Canine teams since they are busiest during the
Night shift.

Recommendation #8: Continue with the current SWAT Team model and
program.

Recommendation #9:  Consider adding a third Lieutenant position to the SWAT
Team for legacy leadership planning and scheduling
relief.

4.5 COMMUNICATIONS SECTION

Allotted staffing of the Department’s Communications Section (Dispatch) includes one
Communications Manager, four Dispatch Supervisors, 25 full-time Dispatchers, and two part-time
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Dispatchers. Minimum staffing in Dispatch is usually five staff, including at least one Supervisor.
During summer months (generally from Memorial Day to Labor Day), minimum staffing increases
to six staff. Currently, there are six Dispatcher vacancies. Dispatchers are assigned to shifts as
follows: two regular shifts—4:30 am to 5:00 pm and 4:30 pm to 5:00 am. These shifts are then
augmented by two overlap shifts (a recent attempt to provide more coverage during busier
periods): 9:00 am to 9:30 pm and 11:30 am to midnight.

In review of the Communications Section, Citygate discovered that Dispatch Supervisors
frequently work as dispatchers and count toward minimum staffing levels. Citygate also learned
that even though calls for service have remained relatively steady over the past five years, the work
of dispatchers has grown more complex. For example, dispatchers frequently must now conduct
more research on calls to assist responding officers. Such research may include checking to
determine if involved subjects own firearms, have any outstanding warrants for their arrest, or
have prior relevant criminal histories.

In Citygate’s on-site visit to the Dispatch Center, it was discovered that Dispatch is responsible for
answering six 9-1-1 lines and often receives many false 9-1-1 calls. There are also three major
radio channels utilized: Dispatch 1, which is the primary channel; an inquiry channel for tows,
utilities, license plate and warrant checks; and a third channel, or “CARS,” which allows officers
to talk to one another.

In interviews with staff, Citygate found that dispatching today is much different than in the past.
For example, the more recent 9-1-1 technology with which dispatchers must now become familiar
and use includes Text to 9-1-1 and VolP 9-1-1, which allows portable, interconnected VVoice over
Internet Protocol services to be used from virtually any internet connection.

Additionally, one incident can easily generate five or more mobile phone calls into the Dispatch
Center. Dispatchers also must now search multiple sources when calls are received. Additionally,
they monitor various cameras via monitors within Dispatch. The training of new dispatchers today
IS also more time-consuming. Such training can take from 6-18 months.

The following table shows all calls received by Dispatch from 2019 through 2021.

Table 8—Calls Received by the Communications Section

Administrative (and

il el Non-Emergency) Calls
2019 68,155 212,498
2020 66,180 214,315
2021 72,848 212,174
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While 2020 likely represents an anomalous year given the outbreak of COVID-19 and various
efforts to control its spread, there was a 10 percent spike in 9-1-1 calls from 2020 to 2021.

Citygate also learned from staff that overtime in Dispatch is excessively high and damaging to
morale as it is used almost every day on most shifts to backfill vacancies. Reliance on overtime to
meet the needs of the schedule typically leads to staff burnout, fatigue, and an increase in errors
Staff also explained that the Department recently lost dispatchers to neighboring agencies,
including “North Comm,” which is a nearby Joint Powers Authority fire dispatching center for
North San Diego County.

In an APCO study entitled International Staffing and Retention in Public Safety Communications
Centers: Effective Practices Guide and Staffing Workbook, it is noted that communications center
managers should continually monitor “quality indicators” such as the use of overtime and the
ability to answer calls directly and within targeted speed-of-answer goals. The same study explains
that .. .staffing to authorized levels is the best thing a manager can do to improve retention rates.”
Centers that are not fully staffed have more difficulty retaining employees and use more overtime
to fill gaps in the schedule. Further, productivity decreases as new employees are being prepared
to fill vacant positions, and the quality of service is compromised. Regarding overtime, the same
study found that any cost savings realized by using excessive overtime are offset by the higher
costs associated with recruiting, screening, and training new staff. Heavy use of overtime also
tends to keep pay low and reinforces the need for overtime. If employees feel they are losing
control of their personal lives, they will take steps to regain a measure of control. The bottom line:
overtime should be the exception rather than the rule.?

Citygate discovered that the Department does not offer hiring bonuses to new dispatchers. Staff
told us that better pay and benefits would likely help to attract new candidates and retain current
staff. Specifically, staff suggested certification pay (based on years of service, training, and
education) and retention pay as options to consider to best ensure the retention of staff.

It should be noted that changes in pensions in recent years have impacted the ability of public
safety agencies to attract lateral dispatchers. The inability to recruit dispatchers is of significant
concern throughout the state of California. Consequently, agencies across the state are contending
with a shortage of candidates and are offering a variety of hiring incentives to attract qualified
applicants.

% See APCO Project RETAINS — Staffing and Retention in Public Safety Communications Centers: Effective
Practices Guide and Staffing Workbook, found at https://retains.apcointl.org/pdf/Effective_Practices_Guide.pdf.
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Communications Section Findings and Recommendations

Finding #16:

Finding #17:

Finding #18:

Finding #19:

When Dispatch Supervisors are forced to work as dispatchers, they
are diverted from their primary roles of oversight and risk
management, which encompass mentoring, coaching, and
developing dispatchers.

The use of overtime to backfill vacancies in Dispatch is excessively
high and damaging to morale and staff retention efforts. Reliance on
overtime to fill gaps in the schedule can lead to staff burnout,
fatigue, and an increase in errors.

The work of dispatchers has grown more complex and time-
consuming.

Dispatchers do not receive certification or retention pay based on
some combination of years of service, education, and training.

Recommendation #10: To relieve Supervisors working as dispatchers, and to

reduce dispatcher overtime, the Department should make
adding staff a priority. Supervisors working in a line
capacity should be an exception and not the rule.
Additional staffing also seems necessary given the
greater complexity of the dispatcher role and the time it
takes to train new dispatchers.

Recommendation #11: If funding is available, over-hiring the minimum number

of dispatchers should also be considered, and training
new CSOs (hired with Measure X funding) in the
dispatcher role should be a serious consideration.

Recommendation #12: Study local market trends relative to certification and

retention pay for public safety dispatchers and offer such
pay if it is determined that it would be effective in
retaining dispatchers.
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SECTION 5—INVESTIGATIONS DIVISION ASSESSMENT

5.1 INVESTIGATIVE SERVICES DIVISION

5.1.1 Overview of Sections and Units

The Investigations Division is managed by a Captain that is a direct report to the Chief of Police,
with two Lieutenants and one civilian Manager performing management oversight and operational
responsibilities for three sections within the Division:

L 4 General Investigations Section
L 4 Special Enforcement Section (SES)
L 4 Records Section

The ability to focus on specific crime issues and community needs is prioritized in the organized
units, including investigative, specialized response, and supportive functions.

The General Investigations Section Lieutenant is responsible for the Crimes of Violence Unit,
Family Protection Unit, Property Crimes Unit, Crime Analysis and Intelligence Unit, and Evidence
and Property Unit. The Special Enforcement Section (SES) Lieutenant is responsible for the Vice
and Narcotics Unit, Gang Unit, and Gang Suppression Unit. The Records Section Manager is
responsible for the supervision and oversight of two Records units.

The current Division structure appears to be based on organizational and managerial needs that are
accepted but not entirely functional. The span of control and supervision in each unit is appropriate
and within normal limits, but there are some opportunities for better alignment specific to Records.

The Crime Analysis and Intelligence Unit enjoins multiple functions throughout the Department,
all of which are necessary, but with independent missions: proactive investigative intelligence,
crime analysis, and data reporting. While very effective given limited resources, there are
opportunities to enhance overall agency responsiveness and effectiveness.

Though it is not identified on the Department organizational chart, the Digital Forensics Unit exists
to provide support for internet-based investigations, as well as technical and forensic analysis of
computers and cellular phones. The need for this Unit has grown in policing since the proliferation
of technology in all aspects of life, including criminal behavior. The current ad-hoc structure is
common as police departments adapt to this ever-growing need. A closer look at this Unit revealed
a greater need to provide structure, staffing, and policy.

Currently, the most pressing issue is staffing shortages. Each investigative unit was operating
below authorized strength at the time of Citygate’s assessment. Division Detectives were being
pulled into Patrol on a rotating basis as needed using a matrix intended to share the responsibility
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and spread the impact across the operational units. Further, there formerly were Detectives
assigned to task forces that are currently not able to participate due to reductions in staffing.

Staff conveyed their belief that if all positions were filled there would be sufficient personnel to
carry out the assigned workload. What was less certain was whether each unit was uniformly
managing workload and able to assess the capacity to perform the required work versus the work
assigned. With staffing shortages, cases have been prioritized and triaged. As such, units focus on
emergent priorities or community concerns, often reducing the ability for Detectives to be assigned
a full caseload. In discussing workload analysis and case management within Investigations, there
did not appear to be any meaningful standardized system across the Division. Each Supervisor
manages their own Detectives’ caseload with no strategic ability to determine or measure both
caseloads and case clearance rates.

In the absence of a Department-wide case management system that tracks the number of cases
assigned to each Detective, the age of cases assigned, and the disposition or outcome of a particular
investigation, it becomes difficult to manage the performance of the unit consistently or accurately,
individual Detectives, or to calculate the need for additional staff resources to fulfill the
investigative or operational needs within the Department.

This Division summary, along with other findings and recommendations, will be explored in more
detail within each unit.

52 GENERAL INVESTIGATIONS SECTION

The area of responsibility for this Section includes the Crimes of Violence Unit, Family Protection
Unit, Property Crimes Unit, Crime Analysis and Intelligence Unit, and the Evidence and Property
Unit.

5.2.1 Crimes of Violence Unit

The Crimes of Violence Unit is supervised by a Sergeant, and at full staffing there are six
Detectives assigned to investigate crimes including homicide, rape, robbery, and other crimes of
violence. The Unit is currently operating with six Detectives. With the absence of full strength in
being deficient one Detective, many cases go unassigned, specifically misdemeanor crimes of
violence.

Additionally, there are no systemwide databases or case management software currently in use in
the Department, and the Unit uses an internally created Microsoft Excel spreadsheet to track
assigned cases. The Unit Supervisor reviews all cases forwarded by Patrol to determine solvability
as well as balancing the workload capacity of each Detective. If the Supervisor determines not to
assign a case, it does not get worked. The case is not sent back to Patrol for further follow up but
is suspended and filed in Records. With appropriate staffing in Patrol, along with a strategic shift
in the organizational expectation of officers in Patrol to conduct follow-up investigations, many
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cases unassigned in the Unit could either be redirected back to Patrol or not submitted to
Investigations. However, accomplishing this will require a serious shift in the current culture.

Finding #20: The Unit currently uses an internally created Microsoft Excel
spreadsheet to track assigned cases. There are no systemwide
databases or case management software currently in use in the
Department.

Recommendation #13: Consider implementing a case management system or
other centralized system that manages all investigative
progress in all units for better tracking of cases,
assignments, and workload management. Such a system
will assist in future planning when determining
investigative staffing needs.

5.2.2 Family Protection Unit

The Family Protection Unit is authorized a full strength of eight Detectives and one Supervisor.
Currently, the Unit has seven Detectives assigned and the partial use of a FET. Unit Detectives
investigate all sexual assaults, domestic violence, restraining order violations, crimes against
children, and physical elder abuse/neglect cases. The Sex Offender Registry program is also
managed within the Unit, as well as being tasked with investigative follow-up on Child Welfare
and Adult Protective Services cross-reporting cases. Based on the case volume and staffing
shortages, the Supervisor often leaves cases unassigned due to the lack of staffing, and Detectives
are unable to put effort into repeat offenders.

There are two Detectives who manage the collateral duty of being assigned to the Internet Crimes
Against Children (ICAC) Taskforce, tasked with investigating criminal complaints originating
from other policing agencies who learn of potential victims or offenders within the region. The
FPU is also now staffing (by MOU) the new Family Justice Center in San Marcos at a minimum
of one day per week. This will increase to two days per week in 2023, with a plan to provide
staffing five days per week in the future.

One Detective in the Unit is dedicated to taking over the Sex Offender program and will likely not
handle any other cases by design. This will allow for proactive case management and all case
follow-ups.
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Currently, each Detective carries between 12 and 15 cases. Due to the volume of cases, the
Supervisor is also managing a full caseload. The Unit receives 25-40 child welfare cross reports,
and while not all get assigned, each one must be reviewed. Calls are made to Child Welfare
Services and substantial referrals are assigned to a Detective for follow-up. There is a significant
backlog of referrals that still need to be reviewed and assigned.

The Unit Supervisor spends considerable time evaluating case solvability and determining the case
dispositions that are not workable or have a low chance of getting filed by the DA’s Office. For
domestic violence investigations, each victim is called to discuss their case before determining if
it will get assigned to a Detective.

Finding #21: Based on the case volume and staffing shortages, Detectives are
unable to be proactive and put effort into repeat offenders, such as
domestic violence cases and restraining order violations. The
Supervisor often leaves cases unassigned due to the lack of staffing
to investigate them all.

Recommendation #14: Once at full strength, consider assigning one Detective to
the Internet Crimes Against Children (ICAC) Taskforce
full time. The Family Protection Unit is currently unable
to work ICAC cases and follow up on leads as it should.

5.2.3 Property Crimes Unit

The Property Crimes Unit consists of eight Detectives and one Sergeant when at full strength but
is currently operating with four Detectives. To meet the needs of the Digital Forensics Unit, the
Sergeant of Property Crimes splits time between two units to perform computer and phone
forensics. Due to staffing shortages, the Detective that is usually assigned to the regional auto theft
taskforce has been temporarily eliminated. The primary objective of this Unit is to address major
property crime trends and significant criminal cases affecting the community. The threshold for
property crime cases that will be forwarded to the Unit for investigation is a felony with suspect
identification but without an arrest. Cases assigned to Detectives are based on the priorities of the
Unit and the current workload. In general, misdemeanor cases not closed by arrest in Patrol are
not investigated within the Property Crimes Unit.

Criminal cases assigned to individual Detectives are assigned by the Supervisor within the Unit.
There is no Department-wide case management system being utilized at this time. Property crime
case clearance rates are not used internally to track trends or measure effectiveness or performance
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of the Unit, though they are reported to the Automated Regional Justice Information System
(ARJIS).

Finding #22: Property crime case clearance rates are reported to ARJIS; however,
they are not used internally to track trends or measure effectiveness
or performance of the Property Crimes Unit.

Recommendation #15: Consider implementing performance measures and case
clearance goals to assist in determining Unit effectiveness
and staffing needs.

5.2.4 Crime Analysis and Intelligence Unit

The Crime Analysis Unit was created in 2003 as small and centralized. Over time, the Unit began
to embed Analysts into other units to be more effective in working with investigative teams in
providing actionable investigative intelligence. The most immediate need was (and remains) to
include Crime Analysts into unit Detective bays, working side-by-side with investigators and able
to share information quickly. The Unit became a model for many agencies around the state.

Currently, there is one Supervisor and two Analysts—one in the Property Crimes Unit and one in
the Crimes of Violence Unit. Additionally, there is one intern that works directly for the
Supervisor. The overall effectiveness of the Unit is in identifying crime trends and patterns.

As part of an ongoing effort to be transparent with the public, the Department provides an
automated tool for individuals to search data using a third-party vendor.?” This is valuable for the
public as well as for automating an internal process to disseminate crime information quickly.

Formerly, there was a standardized case management tool in use, but when the Department
converted to the County records management system, staff found the case management tool to be
ineffective, inaccurate, and ultimately not utilized.

27 https://www.crimemapping.com
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Finding #23: Currently, cases assigned in individual units are based on triage, and
only cases that can be worked are assigned. This is primarily based
on investigative staffing capacity levels, but to a lesser extent,
individual case indicators such as solvability are often a factor as
well.

Finding #24: In its current state, the Crime Analysis Unit lacks clearly defined
expectations as the Department has struggled with staffing.

Finding #25: While the Department reports case clearance data annually, there do
not appear to be any specific standards by unit to drive and measure
performance.

Finding #26: Currently, there is an Analyst under the job specification of
Consulting Assistant / part time (20 hours). This person is assigned
to the Gang Unit and works closely with Crime Analysis but is not
identified as a Crime Analyst. One challenge facing the Unit is that
this person is eager to work and routinely gets to the maximum level
of hours up to the annual limit too early in the year, and thus is no
longer available until the next fiscal year.

Recommendation #16: Consider converting the Gang Unit’s Analyst position
from part time to full time.

Recommendation #17: Consider setting case clearance standards based on crime
types to determine effectiveness and overall Department
performance by unit.

Recommendation #18: Consider adding two  Crime  Analysts—one
Administrative Crime Analyst assigned to the Office of
the Chief to address public data needs, and one
Investigative Crime Analyst assigned to problem solving
within the Neighborhood Policing Team.

The following figure details property crime clearance rates over time by jurisdiction for the San
Diego region.
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Figure 16—Property Crime Rates by Jurisdiction

Appendix Table 16

FBI Index Property Crime clearance rates by jurisdiction

1 Die

Carlsbad
Chula Vista
Coronado
El Cajon
Escondido
La Mesa
National City
Oceanside
San Diego
Sheriff - Total
Del Mar
Encinitas
Imperial Beach
Lemon Grove
Poway
San Marcos
Santee
Solana Beach
Vista
Unincorporated
4S Ranch
Alpine
Fallbrook
Ramona
Valley Center
Total

2017
10%
12%
16%
14%

20%
19%
23%
8%
9%
20%

17%
13%
33%
17%
24%
39%
16%
17%
22%
13%
28%
22%
13%

2020 2021
10% N%
10% 6%
22% -
18% 7%
12% 12%
12% 8%

1% 7%
8% 7%
6% 6%
17% 17%
18% 1%
14% 1%
27% 22%
14% 15%
14% 18%
3% 36%
19% 16%
15% 18%
25% 35%
N% 16%
24% --
19% 18%

Difference
2017-2021 2020-2021
1% 1%
-6% -4%
-7% -1%
-8% 0%
-11% -4%
-16% -4%
-1% -1%
-3% 0%
-3% 0%
-6% -7%
-2% -3%
-N% -5%
-2% 1%
-6% 4%
-3% 5%
0% -3%
1% 3%
13% 10%
3% 5%
-4% -1%

r

10% 9%

-4% -1%

As the figure shows, Property crime clearance rates are an indicator of both case solvability and
resource efforts to address crime problems. Additionally, comparisons are useful to discern both
crime trends and resource allocation when determining investigative staffing allocation needs.

The following figure details violent crime clearance rates over time by jurisdiction for the San

Diego region.
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Figure 17—Violent Crime Rates by Jurisdiction

Appendix Table 15
FBI Index Violent Crime clearance rates by jurisdiction
) or f 20, a 2021

i Difference |
2017 2020 2021 2017-2021 2020-2021

Carlsbad 48% 59% 46% =2% -13%
Chula Vista 42% 40% 37% -5% -3%
Coronado = pin e o =
El Cajon 32% 56% 51% 19% -5%
Escondido 44% 49% 51% 7% 2%
La Mesa 59% 48% 39% -20% -9%
National City 55% 46% 44% 1% 2%
Oceanside 37% 40% £1% 4% 1%
San Diego 46% 37% 38% -8% 1%
Sheriff - Total 60% 59% 63% 3% 4%
Del Mar - - .- - -
Encinitas 55% 65% 48% -7% -17%
Imperial Beach 55% 44% 55% 0% 1%
Lemon Grove 51% 54% 54% 3% 0%
Poway 57% 64% 61% 4%
San Marcos 63% 55% 61% -2% 6%
Santee B&% 63% 83% -3% 20%
Solana Beach - - - - -
Vista 53% 61% 58% 5% -3%
Unincorporated 61% 59% 66% 5% 7%
45 Ranch
Alpine 75% T4% 1N5% 40% 41%
Fallbrook 54% 61% 44% -10% -17%
Ramona 68% 65% 78% 10% 13%
Valley Center T7% 62% 99% 22% 37%

Total 48% 45% 45% -3% 0%

As the figure shows, Violent crime clearance rates are an indicator on both case solvability and
resource efforts to address crime problems. Additionally, comparisons are useful to discern both
crime trends and resource allocation when determining investigative staffing allocation needs.

5.2.5 Evidence and Property Unit

The Evidence and Property Unit is staffed with one Supervisor and three Technicians. This Unit
manages the Evidence and Property room and reports directly to the investigations Lieutenant.

Unit staff are responsible for the intake and proper storage and handling of evidence and property.
The role is delineated from FETSs in that they do not conduct evidence collection or evidence
analysis. This separation is by design and provides an insular transparency, especially considering
that illegal drugs and money are stored in the Evidence and Property room.

There have been significant internal discussions regarding the future needs and direction of this
Section. Security controls and accountability measures are paramount with regard to property room
management.

Finding #27: Access to the storage room does not have an electronic tracking
system, which would provide a record of entry. Additionally, there
are no cameras within the storage area.
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Recommendation #19: Consider requesting a formal audit to be conducted by
California POST. Additionally, consider increasing the
frequency of routine internal audits from annual to
quarterly.

Recommendation #20: Develop and implement a plan to review security systems
that includes access tracking, security cameras, and
ongoing audit protocols.

Recommendation #21: Explore the opportunity to enhance Department services
and capabilities by reorganizing the Unit and consolidate
with the function of the current Field Evidence
Technicians. The concept would include a Supervisor or
Manager, with enhanced lab services, evidence handling,
and crime scene investigation all combined into one Unit.
Additionally, there is opportunity to create a Crime Scene
Investigations Unit within this Section. Currently, there
are eight Field Evidence Technicians in Patrol, which
could be better supervised and deployed within Property
and Evidence.

5.2.6 Digital Forensics Unit

The Digital Forensics Unit is currently comprised of two Detectives in a non-full-time capacity
who are pulled from the Property Crimes Unit and the Family Protection Unit. This is ineffective
for the long term as it interferes with the need to have these positions primarily filled with
Detectives dedicated to those units. The growing demand in policing, especially forensics, is to be
able to search and investigate computers, cellphones, and internet-based evidence, and now
requires full-time dedication.

Finding #28: The Digital Forensics Unit is operating in an ad-hoc capacity to
support growing demand within the community. To formally
establish this Unit will require both sworn and civilian personnel
due to the fact that the Unit is highly specialized. There will likely
need to be dedicated staff with long-term commitments to ensure
stability for this Unit.
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Recommendation #22: Develop a formalized Digital Forensics Unit and
determine proper staffing, structure, policies, budget, and
organizational alignment.

5.3 SPECIAL ENFORCEMENT SECTION

The Special Enforcement Section includes the Vice and Narcotics Unit, Gang Detectives Unit, and
the Gang Suppression Unit.

5.3.1 Vice and Narcotics Unit

The importance of deploying specialized street crime units cannot be overstated. Focusing on
community-wide issues that impact health and safety is a high priority for the Vice and Narcotics
Unit, which has an authorized staffing of one Supervisor and seven Detectives. However, the
current staffing level is five Detectives. There is one narcotics Detective assigned to the regional
task force. The staffing shortage has significantly impacted the capability of the Unit, and
Detectives have been waiting for more than a year to come into the Unit based on Department-
wide staffing shortages.

Unit Detectives are called out on all homicides to perform undercover work—a significant value
that Detectives bring to major crime cases in the City. The Unit is very proactive, focusing on drug
trafficking that impacts the community, and Detectives have significant latitude to deal with
complex cases, provide undercover work, manage informants, and testify as experts in court. This
Unit has significant flexibility and is a tremendous asset to the organization.

Investigators no longer must rotate out of these specialized units, except when called for taskforce
assignments. This is a benefit as Detectives take years to get up to speed with their expertise, only
to return to Patrol just when they are beginning to become highly productive and useful to the Unit.

Finding #29: Street crime has been reduced over time and prevention has been
achieved by sustaining proactive efforts of this Unit. With the
reduction of staffing in this Unit and Section, coordinating special
operations and search warrants requires virtually everyone. Any
additional staffing reductions would begin to require Patrol
assistance, which is currently excluded intentionally as staffing
levels on the street are so low.
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Recommendation #23: As Department staffing increases to the level authorized
by the current budget, begin to increase Unit personnel
back to authorized strength. Also consider implementing
a case management system that can properly track
assigned cases and workload to determine actual staffing
needs.

5.3.2 Gang Unit

There is a significant focus on investigating and prosecuting gang-related crime within the City.
The Gang Unit is comprised of a Supervisor and four Detectives. The authorized strength of this
Unit has not changed for many years and is not based on any prior staffing or caseload analysis.
Detectives are assigned cases based on specific gang expertise.

There is a Criminal Intelligence Analyst embedded within the Unit. This position is part time,
which often creates operational challenges when the resource is needed but unavailable. In addition
to the four Detectives, there is an additional Detective assigned to a Gang taskforce operated by
the Sheriff’s Office, which includes FBI personnel.

The Unit works closely with other SES teams. They often perform undercover work, which
requires a team to conduct surveillance. There have recently been multiple gang-related homicides.
While the Crimes of Violence team takes the primary position, Gang Unit Detectives are also
utilized in gang-related homicide investigations. When a gang crime involves a shooting or
stabbing without a fatality, Gang Unit Detectives are often the primary investigators assigned to
the case.

Recommendation #24: Consider augmenting the part-time Crime Analyst into a
full-time position.

5.3.3 Gang Suppression Unit

The Gang Suppression Unit, when at full strength, is comprised of two Supervisors and eight
officers. There are currently two Sergeants and seven officers in uniform that perform the function
of gang suppression throughout the City.

The two GSU teams cover seven days a week. The Unit schedule has four officers assigned
Wednesday through Saturday from 1:30 pm to 11:30 pm and 3:30 pm to 1:30 am. The team
covering Sunday through Wednesday currently has two officers working from 1:30 pm to 11:30
pm due to the Unit being down two officers.

Section 5—Investigations Division Assessment page 67
_________________________________________________________________________________________________________________________________________|



City of Oceanside, CA

Independent Operational and Organizational Assessment of the Police Department
|

Officers assigned to this Unit conduct a significant amount of proactive vehicle and pedestrian
stops for other SES Detectives. These officers are not tied to the radio and their primary focus is
gang neighborhoods and areas impacted by gang activity. The Unit officers also work closely with
the Crimes of Violence Unit when major crimes occur to help assist during complex investigations.
The Unit is highly effective and has significant utility in applying resources to address emerging
criminal and public safety issues as they arise.

In addition to their regular suppression assignment, the Unit is responsible for probationer
searches, managing regional grants, disarming prohibited persons of firearms, and overseeing the
Justice Assistance Grant (JAG). GSU officers spend about 75 percent of their time patrolling gang
neighborhoods. The added benefit of this Unit is it provides real-time intelligence of gang activity
and routinely augments other units.

The Gang Suppression Unit was established, structured, and significantly staffed because
numerous gangs and criminal gang activities were such a significant problem in the City. Today,
the Department deploys both Neighborhood Policing and Gang Suppression units focusing on
prevention and suppression.

Finding #30: While gang suppression continues to be a priority, the Unit often
focuses on other criminal activity within the City. Data shows that
between 2019 and 2021, there were 15 homicides in the City, with
two being gang related.

Recommendation #25: Consider forming a Crime Suppression Unit that is
broader in scope than the current Gang Suppression Unit
to reflect the actual work being performed. Evaluate
opportunities to consolidate other Crime Suppression
Unit resources into one Unit.

54 RECORDS SECTION

The Records Section Manager has been with the Department for many years and is highly
knowledgeable on technical and workflow processes. According to the budget, the Section is
divided into two Records units to ensure coverage seven days a week. Records personnel are
currently working 12-hour shifts due to the pandemic and have become comfortable with this
schedule. The budget allows for 14 Records Technicians, two Senior Records Technicians, two
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Supervisors, and one Manager. Due to vacancies, however, this Section is currently staffed at 50
percent capacity.

One of the observed challenges is the front lobby, which is staffed and controlled by CSOs.
Records supports both the lobby and officers internally but does not determine hours of operation.
The lobby is open Monday through Friday, 8:00 am to 5:00 pm. Records staff are on-site before
doors open and remain after doors are closed. This allows work to be completed while remaining
connected to all Patrol shifts.

A significant change in responsibility related to Records now includes managing all media and
evidence processing, including Evidence.com. There is a good countywide process for DA
document submissions and video transfer. The new budget will reduce the number of Records
Technicians by one to manage this newer internal process. The lingering concern is that Records
is already short-staffed, and this shift may increase the workload of a team with staffing that is
already lean.

Finding #31: The public lobby used to be staffed with a volunteer who could greet
customers and provide direction either to Records for assistance or
to CSOs for reports. Currently there is a computer terminal for
people to check in upon arriving in the lobby. While this process
may appear modern, it seems inefficient and frustrating to the
public.

Recommendation #26: Review and consider whether media and evidence
processing (including Evidence.com) responsibility
would be better suited in Internal Affairs and ensure the
proper FTE position is budgeted.

The staffing shortage in Records is being offset with the 3/12 schedule. Most of the Records staff
appreciate this schedule and would prefer to keep it permanently.

Another challenge for the Section is retention. There seems to be a culture that Oceanside PD
Records is a training ground since the pay is lower than in other agencies. Current staffing of
Technicians totals eight, with three technicians having less than two months on the job.

Workflows in Records are well-documented in writing, which is helpful since there has been high
turnover. There are well-established technology interfaces with the National Incident-Based
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Reporting System (NIBRS) and the California-Based Reporting System (CIBRS), which are all
reporting to ARJIS, and ultimately to the FBI.

Recommendation #27: Review the use of CSOs in the front lobby for report-
taking and consider whether Records would be better
suited to manage the inflow of customers seeking
assistance or some sort of consolidation. Consider
reviewing the CSO role in the Department to allow CSOs
to be dispatched to take reports as needed at the station.

The following images show the Oceanside PD Lobby, which collocates a Records Counter with a
Community Services Officer Counter.

Figure 18—CSO Counter Proximity to Records Section

The proximity of Records and the front counter appears to present inefficiencies. The two are not
aligned. The units operate as two separate functions of a single customer-based experience. In
Citygate’s assessment, it is possible that the Records Unit may be better organized with the
Communications Unit in a separate division that is organized and managed under one Supervisor.

The Records Section reports directly to the Investigations Captain with one Records Manager and
two Records units. In 2019, there was a reorganization in which Records was placed under
Investigations. This alignment may be as a result of organizational workload balance rather than
alignment needs and may not necessarily reflect the best place for this Section in the organization.

55 SENIOR FIELD EVIDENCE TECHNICIAN

Citygate’s evaluation of the FET role revealed what appears to be opportunities as well as
shortcomings. Currently, there is a Senior FET assigned to the Crimes of Violence Unit. This
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person fills part of their time conducting follow-up on missing persons. This is not the primary
role of an FET; however, it fulfills a need within the Unit.

Currently there is one Senior FET assigned to the Crimes of Violence Unit. The collateral duties
in the Unit include missing persons, which takes 50 percent of an FETs time, and which includes
follow-up with CPS referrals, APS referrals, and sexual assault evidence collection and processing.
Historically, the Department employed Investigative Aides—non-sworn positions that were laid
off between 2007 and 2009 and never restored. Since then, their duties have been absorbed by FET
personnel.

Finding #32: The Department lacks knowledge and skills at the officer level to
investigate and handle low-level evidence collection.

Finding #33: Supervisors lack the knowledge to review evidence collection and
analysis by FETSs, highlighting the need to have a primary
Supervisor for all FETS.

Finding #34: FETSs perform a significant number of ancillary duties which are not
part of their primary role. This interferes with expanding evidence
processing skills and capabilities. As a result, certain internal
evidence analysis processing is outsourced, such as latent
fingerprint examination. This is a fundamental organizational
capability and should be an internal function that is not outsourced
to the County crime lab.

Finding #35: The Department currently has two latent print examiners but does
not have current policies and is not certified to confirm matches.

Recommendation #28: Consider reclassifying the Field Evidence Technician
role. Implement a shift in operational expectations and
equip Patrol officers to investigate and process low-level
crime scene investigation and evidence collection without
the need for an FET.%8

28 Citygate recognizes that increasing the workload of an already understaffed Patrol force can exacerbate staffing
shortages and serve to negatively impact morale. This recommendation should be implemented in such a manner that
they coincide with staffing increases—either with additional police officers or Community Service Officers.
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Recommendation #29: Non-related evidence tasks should be reclassified into
more functional support roles, such as the current CSO
role or the former Investigative Aide role.

Recommendation #30: Evaluate advanced evidence collection and processing
techniques that would be better suited to be performed
within a crime lab operated and managed by the Evidence
and Property Unit.

Recommendation #31: Consolidate functional resources of the Evidence and
Property Unit and the Field Evidence Technician function
into a single Forensic Sciences Unit.

5.6 PoLICE TECHNOLOGY

The Department lacks coordinated assistance to manage all technical needs, cameras, surveillance
systems, and other related technology for operational or investigative demands. Currently, there
are downtown cameras, but all are recorded on a loop and not immediately available. It is
Citygate’s assessment that the Department could benefit by deploying additional cameras in
strategic areas and maintaining access so that video can be seen in real time.

Recommendation #32: Consider enhancing the Citywide camera system to
support public safety and reduce the impact on
Investigations. Evaluate and determine the value of areal-
time crime center within the Department.
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SECTION 6—SUPPORT OPERATIONS DIVISION ASSESSMENT

6.1 OVERVIEW OF SUPPORT OPERATIONS UNITS

The Support Operations Division is managed by a Captain that is a direct report to the Chief of
Police. There are three management sections within the Division, which contains 11 units.
Additionally, there is one Public Information Officer who is an individual direct report to the
Division Captain. The management units are run by two Lieutenants and one Principal
Management Analyst.

The units are organized under the following organizational hierarchy.

Special Operations

L 4 Harbor Unit
Crime Suppression Team
Beach Team

Homeless Outreach Team (HOT)

* 6 0 o

Psychological Emergency Response Team (PERT)*
L 4 Media Relations™*

Support Operations

L 4 Neighborhood Policing Team (NPT)

2 Traffic Unit

L 4 Motors Unit

L 4 School Safety Enhancement Team (SSET)
Finance

2 Finance Unit*

*NOTE: The Department has continued to adapt and evolve, including throughout the course of
Citygate’s assessment and composition of this report. This section—informed by the previous iteration
of the Department’s organizational structure—is NOW inaccurate in its alignment of three units. After the
inception of Citygate’s engagement and orienting research with the Department: (1) The Psychological
Emergency Response Team (PERT) was moved to supervision under Patrol Operations. (2) The Media
Relations and Finance units are currently in process of being moved to the Office of the Chief under
supervision of the new Deputy Chief position. 4s such, some of Citygate’s findings and recommendations
in this section reflect the former alignment and supervision of these units.
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6.2 SPECIAL OPERATIONS

6.2.1 Harbor Unit

The Harbor Unit is a specially funded by the Department through a contract with the Harbor and
Beaches Advisory Committee. The Harbor District consolidated its standalone Harbor Police into
the Oceanside Police Department in 2009. This contract transfers approximately $2.5 million to
the Department annually. Fees paid are from the revenues of the Harbor District. The Harbor is a
unique amenity as it is the only small-boat harbor in the area. Due to the nature of the contract,
sworn officers assigned to the Harbor Unit do not commit to any elective enforcement or service
activities outside of the Harbor District.

Reporting to the Special Operations Lieutenant, the Harbor Unit is supervised by one Sergeant and
staffed with six officers. The Unit is funded and scheduled for eight officers; however, two officers
are currently on medical leave. The Harbor Unit Sergeant serves as the Supervisor for the Beach
Team on one side of the schedule (Wednesday through Saturday) while the Beach Team Sergeant
serves the as the Supervisor for the Harbor Unit the other half of the week.

The following table details the Harbor Unit schedule.
Table 9—Harbor Unit Schedule

Days of the Week Rank/Position Hours Worked
Wednesday — Saturday Sergeant 1000-2000
Sunday — Wednesday Officer 0530-1530
Sunday — Wednesday Officer 1000-2000
Sunday — Wednesday Officer 1500-0000
Wednesday — Saturday Officer 1000-2000
Wednesday — Saturday Officer 1500-0100
Wednesday — Saturday Officer 2000-0600

The Harbor Unit serves as police services for the on-land businesses and docked boats in the
District and provides water-borne enforcement and rescue in the marina and along the coastline of
the City. Previously, the Unit provided non-emergency tows for the Harbor area; however, that
service has ended, and is currently handled by a private, fee-for-service provider.

The City has been in discussion with and has provided proposals to the Harbor and Beaches
Advisory Committee (HBAC) to move to a fire service model that would remove the Department
from the Harbor District as the service provider. However, this plan was placed on hold in 2021
due to concerns from the HBAC, and there remains a continuing question at the policy-making
level as to the future of the Department as the provider of services within the Harbor District.
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Finding #36: The Harbor Unit is funded by a special Harbor District within the
City, with six officers and a Sergeant currently assigned to the Unit.
Eight officers are slated in the organizational chart for the Unit.
Officer coverage of the Harbor meets minimum scheduling
requirements, but the schedule does not effectively provide for time
off.

Recommendation #33: If the Unit is retained to just the Harbor, two additional
officers must be assigned to the Harbor to alleviate
scheduling problems.

6.2.2 Crime Suppression Team

The Crime Suppression Team has the responsibility of dealing with homelessness-related crime
throughout the City. The Unit is currently comprised of two officers, though it previously had four
officers—with one position now vacant due to reduced staffing, and another position vacant due
to long-term injury. Due to officer safety concerns, officers work in groups of two. The Unit is
supervised by a Sergeant that also supervises the Homeless Outreach Team and PERT.

The following table details the Crime Suppression Team’s schedule.

Table 10—Crime Suppression Team Schedule

Days of the Week Rank/Position Hours Worked

Monday — Thursday Sergeant (30% allocation to Unit) 0600-1600
Tuesday — Friday Officer 0700-1700
Tuesday — Friday Officer 0700-1700

Currently, there are four main locations where officers in Crime Suppression spend their time;
these are locations where people experiencing homelessness are most present: downtown, the
riverbed area near the airport, the Oceanside Blvd corridor (primarily a business area with some
housing), and Quarry Creek in the area of the 3400 block of College Boulevard, which is a camp
area.

Citygate found that the Unit operates on what is referred to as customer care complaints that come
through emails and phone calls. Due to the overall number of complaints that are always being
received, complaints are the primary driver of how the Crime Suppression Unit spends its time.
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Due to the low number of officers in the Unit, overtime details were formerly scheduled for an
additional three officers and a City Code Enforcement Officer to move out encampments around
the City. However, over the past six to seven months, this detail has not been worked because
officers are not signing up for overtime slots due to getting redeployed during these shifts to work
Patrol shifts in general Patrol Operations.

Citygate has learned that they now shift some of this work to the two remaining Crime Suppression
officers, and that most enforcement relies on arrests for warrants or tickets for minor drug
possession.

Finding #37: The Crime Suppression Unit is supervised by a sergeant that also
supervises two other units (PERT and the Homeless Outreach
Team).

Finding #38: The Crime Suppression Unit does not have segregated statistics
concerning Unit activity.

Finding #39: The Unit is under full strength by two officers from its normal
staffing level.

Recommendation #34: Reduce supervision of Sergeant to Crime Suppression
and Homeless Outreach due to crossover of service focus
and remove supervision of PERT.

Recommendation #35: Create dedicated statistics collection for Unit activity.

Recommendation #36: Add two officers back into the Unit to restore the previous
level of staffing.

6.2.3 Homeless Outreach Team (HOT)

The Homeless Outreach Team (HOT) is staffed by officers and civilian outreach workers who
focus on non-enforcement contact with homeless persons in the City. The Unit focuses on getting
homeless persons connected to care and resources to get them out of their unsheltered status. The
Unit is currently staffed by three officers and two Homeless Outreach workers.

The following table shows scheduling and staffing for the Homeless Outreach Team.
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Table 11—Homeless Outreach Team Schedule

Days of the Week Rank/Position Hours Worked

Monday — Thursday Sergeant (50% allocation to Unit) 0600-1600

Monday — Thursday Officer 0600-1600

Monday — Thursday Vacant Officer Position 0600-1600
Tuesday — Friday Officer 0600-1600
Tuesday — Friday Officer 0600-1600

The Unit is supervised by a Sergeant who also supervises PERT and the Crime Suppression Team.
Additionally, the Sergeant oversees special events planning for approximately 10 major events
that draw large numbers of people into the City; these events include the Ironman Triathlon and
the City’s Fourth of July celebration.

The Unit was formed in 2014 with two officers and expanded to four officers in 2017. However,
there has been one long-term vacancy for roughly the past two years. In consideration of officer
safety, the Unit is designed to have teams of two officers since officers must go to remote locations
to interact with the homeless, and as a general safety precaution no matter where officers are
engaging homeless persons in the City. Citygate received data from the City showing that, in 2021,
HOT had 701 unduplicated contacts with homeless persons in the City. Enforcement only occurs
in situations like felony warrants that require action.

HOT has one social worker attached to each team. The social workers are provided through a non-
profit organization called Interfaith. Currently, one social worker is attached to a team of two
officers, and one social worker is attached to the one officer team. The Unit’s officers and social
workers are funded through the local Measure X sales tax.

Finding #40: The Homeless Outreach Team is supervised by a Sergeant that also
supervises two other units (PERT and the Crime Suppression Team)
and plans major special events.

Finding #41: The Homeless Outreach Team is currently understrength by one
officer.

Finding #42: The Unit is funded by Measure X sales tax.
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Recommendation #37: Keep special events planning under the supervision of
this Sergeant position if PERT is removed from
supervisory scope.

Recommendation #38: Add one officer back to the Unit to restore the previous
level of staffing.

Recommendation #39: Determine future of funding when Measure X sales tax
expires.

6.2.4 Beach Team

The Beach Team serves as the primary service provider for the four-mile-long beachfront of the
City. The beachfront is a key amenity for the community which attracts visitors year-round, along
with numerous minor events and several major events including an Ironman Triathlon and Race
Across America.

The Beach Team is supervised by one Sergeant and is staffed with six officers. Approximately 15
years ago, the unit had one Sergeant and eight officers.

The following table shows scheduling for the Beach Team.

Table 12—Beach Team Schedule

Days of the Week Rank/Position Hours Worked
Sunday — Wednesday Sergeant 1000-2000
Sunday — Wednesday Officer 0430-1630
Sunday — Wednesday Officer 1100-2300
Sunday — Wednesday Officer 1100-2300

Wednesday — Saturday Officer 0430-1630
Wednesday — Saturday Officer 1100-2300
Wednesday — Saturday Officer 1100-2300

The daily supervision span of control for the Unit Sergeant is three Beach Team officers and cross
supervision of three Harbor Unit officers. The Beach Sergeant covers supervision between the two
units Sunday through Wednesday, and the Harbor Unit Sergeant supervises both units Wednesday
through Saturday. According to staff, the Beach Team crosses over to assist with 10—20 percent of
Harbor Unit calls on an average day. The Harbor Unit does not assist the Beach Team due to its
funding arrangement which keeps the Harbor Unit engaged on-site within the Harbor.
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Beach Team officers are reallocated to general Patrol on days when Patrol drops below minimum
staffing (one officer per day). Patrol backfill was occurring daily. Backfill was recently cut back
to two days per week due to some recently hired officers having completed training and now being
able to fill Patrol assignments.

The Beach Team hires summer seasonal help in the form of non-sworn Beach Safety Officers
(BSOs). The BSO positions must pass the California POST course PC 832, two weeks of in-house
training, and one week of ride-a-longs to perform their duties. The in-house training and ride-a-
longs were a new Department requirement this year.?°

BSOs provide officer presence along the four miles of beachfront in the City and have the authority
and ability to write tickets for minor offenses. BSOs are a good presence “force multiplier” for the
agency. This year, the Beach Team was short-staffed by three BSOs due to a lack of applicants.
This position currently pays $18 per hour.

Typical calls for service for the Beach Team are for quality-of-life issues; these include self-
initiated calls before sunrise when dealing with unsheltered persons and during the day consist
mostly of police assistance, fights, homeless disturbances, or children missing from their family
or group. A large portion of the daily activity for Beach Team staff is maintaining a sense of order
in the beach areas, which are heavily trafficked by residents and visitors.

Order and safety on the beaches are also provided by the 15 full-time lifeguards that work truck-
based units as employees of the Oceanside Fire Department. An additional 70 lifeguards are
assigned to towers from Memorial Day through Labor Day. Staff informed Citygate that calls from
lifeguards are not a large portion of calls for service for the Department—only a couple of calls
per day on average.

Peak days of activity require additional police resources, which include civic-sponsored events,
ethnic festivals, beach volleyball championships, bike races, surfing competitions, and music
performances. Staff is supplemented for events through overtime shifts. For some of the very large
events (e.g., lronman Triathlon, Race Across America, etc.), event planners have a significant
amount of their own staff assigned, which greatly alleviates the number of Oceanside police staff
needed.

Finding #43: The Beach Team is drawn from its regular duties to supplement
Patrol Operations when Patrol is below staffing minimums.

2 https://post.ca.gov/pc-832-arrest-and-firearms-course
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Finding #44: The Beach Team has a planned complement of eight officers and
one Sergeant assigned to the Unit. The current staffing level is six
Officers and one Sergeant. Officers work in pairs to avoid officer
safety concerns; however, the officers with a 4:30 am start time
work alone.

Finding #45: The Beach Team employs Beach Safety Officers (BSOs) as non-
sworn staff to supplement the work of sworn officers on the Beach
Team. There are three openings in the BSO position this summer
due to low pay of the position.

Recommendation #40: Continue to fill open Patrol officer positions to alleviate
the need for reallocating Beach Team operations.

Recommendation #41: Add two Beach Team officers back at the 0430-start time
to provide proper safety for 4:30 am Day Shift officers on
the team.

Recommendation #42: Increase the pay of Beach Safety Officers (BSOs) to more
competitive wages to attract applicants to the position.

6.2.5 Psychological Emergency Response Team (PERT)

The Psychological Emergency Response Team (PERT) is comprised of two police officers and
two mental health clinicians. The clinicians are employees of San Diego County and are assigned
to the Department full time, as shown in the following Table. The Unit is supervised by a Sergeant
that is also assigned to the supervision of the Homeless Outreach Team and the Crime Suppression
Unit.

The following table details PERT’s schedule.
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Table 13—Psychological Emergency Response Team Schedule

Days of the Week Rank/Position Hours Worked
Monday — Thursday Sergeant (20% allocation to Unit) 0600-1600
Sunday — Wednesday Officer 1200-2200
Wednesday — Saturday Officer 1200-2200
Sunday — Wednesday PERT Clinician 1200-2200
Wednesday — Saturday PERT Clinician 1200-2200

One of the full-time officers assigned to the Unit is on long-term modified duty. An officer has
been identified to be assigned temporarily to the Unit, but due to low staffing levels in Patrol
reassignment cannot be accomplished. Currently, the Department pays officers overtime to cover
this open side of the schedule.

Officers assigned to PERT must attend a three-day PERT class—part of a statewide California
POST-approved curriculum—as a training foundation to work in the position. PERT’s primary
responsibility is responding to mental health commitment calls, check welfare calls, suicidal
persons, and other psychological events. Part of the role of these officers and clinicians is bringing
people with mental health problems to the hospital for evaluation, but there is an inordinate amount
of time spent at hospitals waiting for evaluations of those they have taken into protective custody.
However, a 10-bed facility by Exodus Recovery, Inc. for mental health patients has recently
opened in the City, which is helping to economize staff time.

The supervising Sergeant of PERT is only able to allocate 20 percent of their time to Unit needs
due to supervision commitments for two other units. Most of the Sergeant’s time associated with
the Unit is at meetings representing the interests of PERT, not with direct supervision of Unit
officers. Contact with the staff is minimal due to the differences in schedule between the Sergeant
and the officers, in addition to the Sergeant being in a different building than PERT officers, who
work out of Patrol Operations.

According to staff, the current scheduled timeframe for PERT officers, Noon to 10:00 pm, has
been identified by the Department as the peak period of calls related to the PERT specialty.
However, PERT does not keep its own segregated statistics. Staff also indicated that they do not
plan to expand the Unit due to the lack of available clinicians through the County, which was
understaffed by 13 clinicians as of the writing of this report. Staff feedback to Citygate indicated
that if additional PERT teams could be created, the most effective model would be to split the
schedule between daytime and nighttime shifts.
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Finding #46: PERT is a small team of officers and mental health workers assigned
to Patrol to address mental health-related calls for service during
peak service periods. Staff is supervised by a Sergeant in another
division and physical location, making effective supervision
difficult to perform.

Recommendation #43: Reassign supervision of PERT to Patrol Operations for
more effective oversight.

6.2.6 Media Relations

Media relations is assigned to one full-time Public Information Officer (P1O) who is a civilian
employee reporting to the Captain of Support Operations. The PIO is briefed on senior staff items
that impact media or community communications, is in regular communication with the Chief of
Police about his stance or response to specific issues, and regularly confers with the Captain of
Support Operations.

The current PIO came to the Department in 2021 after serving in a public outreach and information
role in a larger law enforcement agency in California. Citygate has found three main areas of
function for this position as currently performed:

4 Data practices intake and response
L 4 Social media outreach and communication
2 Reputation management through proactive and reactive media interactions

Prior to the hiring of the current P10, the role was filled by a retired Police Supervisor who worked
on a part-time basis; before that it was managed as part of the duties of a Police Lieutenant. The
prior P1O responded to email inquiries, created occasional social media posts, wrote press releases,
and responded to news media inquiries. Citygate has found that, in the past, Department sentiment
was that media coverage of the agency was overwhelmingly negative and social media presence
was behind industry standards. Department staff have indicated that they have seen a substantial
positive change in media relations with the work of the current P1O.

The current PIO has spent a lot of time working on creating positive content regarding the
Department’s work in the community. Work has included coordinating with agency units to make
sure the P10 is aware of the work being done to highlight it with news media, social media, or to
prepare reactive press briefings for incidents or crime issues. To change the agency approach to
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media relations, the P10 has worked on creating and implementing changes to policy and digital
platforms to get the Department up to date with both best practices in policy and social media
presence. Additionally, the PIO has worked to organize a central calendar system for all units to
input dates, times, and locations for special events that can be highlighted in media platforms or
presented to local radio, print, and television news media. Citygate has found intra-agency
communication is improving on media issues and people are becoming more preemptive in making
the P1O aware of events as part of the normal flow of internal information. The PIO is also working
on a media relations structure for pre-planned events that agency staff can use to ensure that all
information needed for proactive media notifications is available.

The P10 manages multiple forms of incoming information requests that each need some form of
response. Social media platforms are used as a communications tool for the community and the
P10 manages the inbox and creates a response for all inquiries on each platform. The social media
platforms managed are:

2 YouTube
Facebook
Twitter

Instagram

Nextdoor

® 6 6 ¢ o

Nixle

The PIO told Citygate that social media does not get enough dedicated time from their position,
even though 25-30 hours per week are spent working on it. The PIO believes social media
engagement is important for reputation management for the agency and to find both negative and
positive trends that occur online.

The work week for the PI1O position is 55 or more hours per week. For time outside of social
media, work items include data practices requests, media inquiries for statements or interviews
with the Department, and management of the Department website. The PIO also sits on the City’s
overall website platform committee. The P10 told Citygate that creating a media relations team of
three people would be optimal and would recommend dividing work into the areas of social media,
graphic media, and traditional media/data requests.

P10 callback to the Department from home averages about two nights per week. This is done for
nighttime public safety events (shootings, major crashes, etc.). The P10 stated that they would like
Detectives, Supervisors, and Managers trained on how to handle media relations at a basic level.
Training would target how to interact with normal media reporting, policy, laws, and best
practices, so staff are more comfortable and prepared when speaking on behalf of the Department.
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At a recent IACP training session on social media operations, the trainer suggested that agencies
consider hiring the professional services of a strategic communications firm that specializes in
social media interaction. For a list of current social media best practices, see Appendix B.*

Finding #47: The current staffing level is below what is needed to meet
community standards and state laws related to data practices.

Finding #48: Social media reach is limited by the workload capacity of the PIO.

Recommendation #44: Perform a work study to determine the number of
additional positions needed to provide social media
coverage and responses, manage data requests, provide
standard press releases, and respond to major incidents
requiring media management.

6.3 SUPPORT OPERATIONS

6.3.1 Neighborhood Policing Team (NPT)

The Neighborhood Policing Team (NPT) reports to the Support Operations Lieutenant and is
supervised by one Sergeant who is also assigned to the supervision of the School Safety
Enhancement Team (SSET). The Unit is slotted for eight officers who are referred to as
Neighborhood Officers in Department literature and on the website. Currently, there are four
officers assigned to the NPT and one non-sworn Crime Prevention Specialist.

The following table shows scheduling for the NPT.

30 Social Media Interactions Best Practices white paper provided by Cole Pro Media and based on content taught at
IACP social media training sessions.
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Table 14—Neighborhood Policing Team Schedule

Days of the Week Rank/Position Hours Worked
Monday — Thursday Sergeant (70% allocation to Unit) 0700-1700
Monday — Thursday Officer 0900-1900
Monday — Thursday Officer 0900-1900
Monday — Thursday Vacant 0900-1900
Monday — Thursday Vacant 0900-1900

Tuesday — Friday Officer 0900-1900

Tuesday — Friday Officer 0900-1900

Tuesday — Friday Vacant 0900-1900

Tuesday — Friday Vacant 0900-1900
Monday — Thursday Crime Prevention Specialist 0900-1900

Each of the four officers are assigned to one sector of the City. All officers and the Crime
Prevention Specialist are Crime Prevention Through Environmental Design (CPTED)-certified.
The duties of this Unit include:

L 4 Use CPTED principles to review site plans of new construction, assessments of
existing residential and commercial areas.

2 Photometric light surveys of both new and existing residential and commercial

areas.
L 4 Focusing on problem addresses and locations where quality of life and crime issues
have been identified.
L 4 Conduct community meetings and make neighborhood connections.
L 4 Represent the Department at community events.
L 4 Host special meetings for the Chief to address issues with community groups.
L 4 Conduct or help facilitate special meetings for the Chief during moments of crisis

in a community or neighborhood.

The NPT addresses many issues that rise quickly in community consciousness and are relied upon
continuously for their ability to host, facilitate, and connect with residents in a community meeting
format. NPT officers flex their hours or use overtime to come in for a lot of community events that
occur. There is an expectation of their presence at events due to their role as liaisons between
community groups and the Department. This includes sharing a community calendar with the
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Department’s PIO to enhance situational awareness for social media postings and positive news
stories.

The Crime Prevention Specialist is dedicated to the neighborhood watch program and crime
prevention education. It is apparent to Citygate that staff are feeling overwhelmed with their
volume of work. As was relayed to Citygate, staff want to do “A-grade” work but feel they are
only able to accomplish “C-grade” work given the amount of activity in which they are engaged.
The Unit’s supervising Sergeant spends about 70 percent of their time supervising the NPT, versus
30 percent of time spent supervising the SSET.

While no specific statistics are currently being kept for NPT, qualitative analysis demonstrates the
need for an increase in Unit staffing due to the community expectations of this Unit. This is not
surprising due to the demand for NPT’s core services in a time where both crime prevention and
community policing are valued by communities. Department staff suggest moving from four to
eight officers in the Unit, which would deploy existing and additional staff as follows:

L 4 One Sergeant Supervisor
L 4 Four officers dedicated to CPTED surveys and design

L 4 Four officers dedicated to community engagement and problem-oriented policing
tasks

L 4 One Crime Prevention Specialist

If this level of staffing is realized, the supervisory ratio would make it appropriate to have a
dedicated Sergeant for the NPT.

Finding #49: The Neighborhood Policing Team (NPT) performs crime prevention
education, CPTED assessments for current and new development,
and has a mission to address problem locations and properties. This
Team also is the main POC/host for community meetings due to its
community connections.

Finding #50: The NPT is allotted eight police officers in the organizational plan
but is currently operating with four officers due to staffing shortages
in Patrol Operations.

Finding #51: The NPT is supervised by one Sergeant position that also supervises
the School Safety Enhancement Team (SSET). Approximately 70
percent of the Sergeant’s time is dedicated to supervision of NPT.
Both units have very divergent missions within the Department.
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Finding #52: The NPT does not have segregated data for its work.

Recommendation #45: Staff the NPT with eight officers, two per sector—one
assigned to Crime Prevention Through Environmental
Design (CPTED) assessments, and one assigned to Crime
Prevention and problem locations.

Recommendation #46: Separate supervision of the NPT and SSET. Assign one
Sergeant to full-time supervision of the NPT.

Recommendation #47: Begin segregated data chart for the activities of the NPT
to monitor its workload levels.

6.3.2 Traffic Unit

The Traffic Unit provides investigative services related to all very serious and fatal crashes, works
with City traffic engineers and planners on road design, and provides subject matter expertise for
training and enforcement regarding impaired drivers. The Unit reports to the Support Operations
Lieutenant, and is supervised by one Sergeant, with three Traffic Investigators, one DUI
Enforcement Officer, and one Senior Office Specialist.

The following table details scheduling for the Traffic Unit.
Table 15—Traffic Unit Schedule

Days of the Week Rank/Position Hours Worked
Monday — Thursday Sergeant 0900-1900
Monday — Thursday Investigator 0900-1900

Tuesday — Friday Investigator 0900-1900

Wednesday — Saturday Investigator 0900-1900
Sunday — Wednesday DUI Investigator 1700-0100
Monday — Friday Senior Office Specialist 0730-1700

The Traffic Unit Sergeant serves as the Unit Supervisor and duties include review and approval of
all investigative reports, statistical data charting for Department and City leadership in areas with
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a high volume of resident complaints, response to phone call complaints about traffic issues, and
work on solutions to problem traffic areas with City engineering. Additionally, the Unit Sergeant
is responsible for creating all traffic plans for major events in the City and serves as an event
Supervisor over the traffic management plan at each event. As with many officers and Sergeants
in specialty units, the Sergeant also has ancillary duties for the Mobile Field Force Team as a UAV
operator, and as an instructor during annual in-service block training.

The three Traffic Investigators are part of what is referred to as the Major Accident Investigation
Team (MAIT). They handle all major collisions in the City related to traffic deaths and serious
injuries. These Investigators also investigate any serious crashes involving City police officers or
serious accidents that occur with other City vehicles. However, minor crashes by Patrol officers
are handled by their own Patrol units. Currently, the Department is working on an agreement
regarding officer-involved squad crashes with the Carlsbad and Escondido police departments to
reduce the conflict of interest involved when a department investigates its own squad crashes.

The recently enacted “Watson Murder Law” in California makes it a second-degree homicide to
kill someone while driving intoxicated. This has placed additional investigative responsibilities on
Traffic Unit Investigators who are now responsible for investigating this specific type of homicide
case. As of the writing of this report, Traffic Unit Investigators had investigated four fatal accidents
and three near-fatal accidents in 2022.

In addition to their investigative duties, Traffic Investigators go out and perform targeted
enforcement in areas that have been identified as problem roadways from case data. They also
spend a week with all new officers, training them on crash investigations. Other responsibilities
for Investigators include consulting with the other parts of government to work on street
engineering and design to produce traffic calming and safety measures which reduce vehicular
accidents.

Due to the technical nature of their work, Traffic Unit Investigators have the following training:
basic collision, intermediate collision, advanced collision, vehicle versus pedestrian collision
investigation, crash analysis, reconstruction, black blocks retrieval, EDR data analysis, vehicle
inspection, and radar and lidar training.

The Traffic Unit DUI Investigator has a varied set of work requirements, including the primary
duty of working an afternoon to evening shift with a focus on detecting and arresting impaired
drivers who are using alcohol or drugs. Within the Department, the DUI Investigator is responsible
for regularly calibrating all alcohol testing equipment, training all new officers on DUI skills, and
performing continuing education during Department in-service training. Additionally, due to the
DUI Investigator’s subject matter expertise, they train all over San Diego County as one of three
DRE program instructors.
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The Traffic Unit has only one DUI Enforcement Officer. This is problematic for the amount of
equipment maintenance and education work they provide, which takes away from the amount of
time dedicated to enforcement work and only covers one side of the schedule. The DUI
Investigator is going to retire in 2023. It would be to the advantage of the agency to put a second
DUI Investigator into the Unit for program continuity, to pass on program and training knowledge,
and to have DUI Investigator coverage throughout the week.

The Traffic Unit does not have long-term segregated data available to analyze the workload of
Unit staff. In 2022, the Unit Sergeant began tracking Unit-specific data, but it will take another
year before there is any longitudinal data to review.

Regarding shortages in Patrol Operations, it has impacted the Traffic Unit by requiring one
member of this staff to cover a shift in Patrol Operations 75 percent of the days each month. This
makes daily consistency for Investigators very difficult as Investigators who manage a caseload.

Finding #53: Three Traffic investigators are some of the most highly trained
officers in the Department due to education in crash reconstruction
and related topics.

Finding #54: The Unit Supervisor began keeping statistics to track Unit activity
in 2022.

Finding #55: One DUI Investigator is assigned to the Traffic Services Unit. This
position works an afternoon enforcement shift four days per week.
Additionally, the position is highly involved in academy, in-service,
and regional DUI-related training. This Officer is due to retire in
2023.

Recommendation #48: Continue to monitor Unit statistics to track activity and
workload changes from year to year.

Recommendation #49: Add one DUI Investigator position to the Traffic Services
Unit to work the other half of the weekly schedule,
provide additional help with training activities, and
provide legacy planning due the pending retirement of the
current DUI Investigator.
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6.3.3 Motors Unit

The Motors Unit is comprised of one Sergeant Supervisor and seven officers and reports to the
Lieutenant of Support Operations. As of 2017, the Unit had eight officers assigned to the
complement, though it is now down one position due to overall Department staffing levels.

The responsibilities of the Motors Unit are proactive traffic enforcement, investigation of traffic
complaint locations, and response to serious traffic accidents, hit and run crashes, or City vehicle
accidents.

The following table shows the deployment schedule of the Motors Unit.

Table 16—Motors Unit Schedule

Days of the Week Rank/Position Hours Worked
Tuesday — Friday Sergeant 0630-1630
Sunday — Wednesday Officer 0630-1630
Monday — Thursday Officer 0630-1630
Tuesday — Friday Officer 0630-1630
Tuesday — Friday Officer 0630-1630
Wednesday — Saturday Officer 0630-1630
Wednesday — Saturday Officer 0630-1630

Monday — Thursday Officer Extended Leave

While proactive enforcement is one of the areas that is supposed to be focused on by the Motors
Unit, it has found itself to be almost solely driven by specific complaints in recent years. According
to Unit staff, the number one or two complaint in the City concerns vehicle traffic-related issues.
Many complaints concern speed or noise as a quality-of-life issue, with most traffic complaints in
evening hours concerning loud vehicle noise. However, due to safety concerns for motorcycle
operations after dark, these evening complaints are passed on to Patrol Operations.

The collection, tracking, and delegation of traffic complaints is managed by the Unit Sergeant.
Complaint intake happens through the City website via email, City staff, and City elected officials.
Most complaints are in neighborhood areas, and the Unit spends most of its time focused on
monitoring these locations for violations. The Unit also has two speed trailers that are moved
weekly to different locations, along with four speed boards managed by the City’s Traffic and
Engineering Department. Citygate was informed that there are always more complaint locations
than there are Motors Officers to address them.

Other activities of the Motors Unit include going to problem traffic areas during high-traffic times
(e.g., am/pm commuting, school zones, high-volume traffic areas) and enforcement on Highway
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76—where Department Motors operate as part of an enforcement agreement with the California
Highway Patrol. Referencing unit-specific statistics is currently impossible as there are no
segregated statistics for Unit activity for incoming traffic complaints, accident responses,
warnings, or tickets issued.

Finding #56: Traffic complaints are one of the most common complaints by
residents.

Finding #57: In recent years, Unit work is almost solely based on citizen
complaints about vehicle conduct.

Finding #58: No segregated statistics on Unit activity are kept.

Finding #59: Current staffing is below past levels.

Recommendation #50: Create Unit-specific statistics to measure activity and
workload changes from year to year.

Recommendation #51: Assess the value of adding one officer position to return
the Unit to its past staffing level when staffing in Patrol
Operations is at adequate levels.

6.3.4 School Safety Enhancement Team (SSET)

The School Safety Enhancement Team (SSET) reports to the Support Operations Lieutenant and
is supervised by one Sergeant who is also assigned to the supervision of the NPT. The Unit is
comprised of four School Resource Officers (SROs) who are licensed police officers. Currently,
there are three officers assigned to the NPT and one officer out on long-term sick leave (see: table).

The following table shows scheduling for the SSET.

[ o |
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Table 17—School Safety Enhancement Team Schedule

Days of the Week Rank/Position Hours Worked
Sergeant
Monday — Thursday (30% allocation to Unit) 0700-1700
Monday — Thursday and every other Friday (8-hour day) Officer 0700-1700
Monday — Thursday and every other Friday (8-hour day) Officer 0700-1700
Monday — Thursday and every other Friday (8-hour day) Officer 0700-1700
Monday — Thursday and every other Friday (8-hour day) Vacant 0700-1700

SROs provide service to the Oceanside Unified School District, which encompasses Oceanside
High School, EI Camino High School, and Surfside Academy—which is an elementary through
high school program. Additionally, an SRO is assigned to a rover position for coverage to address
issues in the middle / junior high and elementary schools in the Oceanside Unified School District.

The Vista Unified School District has a significant footprint of eight schools within the City.
However, during the pandemic, Vista Unified eliminated its SRO program with the Department
for cost savings and all calls for service to these schools have been handled by general Patrol
officers. In late June 2022, the Vista Unified School Board reinstated the SRO program with
engagement of the San Diego Sheriff’s Office and the Oceanside Police Department providing
SROs.

No definitive tracking system is in place in either school district to determine the number of calls
for service occurring on school properties.

The costs associated with the four SRO positions are divided, with 50 percent covered by grant
funding and the other 50 percent paid for by the Oceanside Unified School District. Currently, the
Department is only billing for three positions due to one officer position being vacant due to long-
term sick leave. Citygate found that the currently vacant position cannot be backfilled as a result
of the Department being short-staffed.

Citygate learned that the SRO Unit, due to its funding source, is the only unit in the Department
with personnel that are not pulled away from their duties to cover Patrol shifts. It is also the only
unit in the Department that is on a nine-day, 80-hour schedule—with personnel working four days
per week and one 8-hour day every other Friday. SROs are also expected to work overtime for
school events, in-city high school football games, and to travel as security for high school proms
and other special events sponsored by the school district.

Citygate generally sensed that there was internal agreement by numerous staff that having the
SSET and NPT supervised by the same Sergeant was disjointed due to the very different missions
and environments of the two teams. Additionally, when fully staffed, these two units create too
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large a span of control. Further, when considering the time allocation for the Sergeant supervising
both teams, 70 percent of their time is spent supervising the NPT while 30 percent is spent
supervising the SSET.

Citygate found that the Unit Sergeant relies on the good rapport SROs have with the Oceanside
Unified School District as a method to compensate for the lack of time spent with this Unit’s staff.
The concern of Citygate, and of staff, is that Unit supervision (due to this workload) cannot be
present frequently enough to consistently monitor SRO performance or attend to the issues staff
or schools need addressed.

Finding #60: The School Safety Enhancement Team (SSET) performs the
function of School Resource Officers (SROs) in three schools as a
full-time presence. A fourth officer is utilized in a rover position to
cover vacations of other SROs and address problems at the middle /
junior high and elementary school locations.

Finding #61: The SSET is allotted four police officers in the organizational plan
but is currently operating with three officers due to staffing
shortages in Patrol Operations.

Finding #62: The SSET is supervised by one Sergeant position that also
supervises the Neighborhood Policing Team (NPT). Approximately
30 percent of the Unit Sergeant’s time is dedicated to supervision of
the SSET and the other 70 percent to supervision of the NPT.

Finding #63: The SSET and NPT have very divergent missions within the
Department.

Finding #64: The SSET does not have segregated data for its work in Oceanside
School Districts.

Recommendation #52: Focus on fully staffing Patrol Operations so that the
current vacant position can be replaced.

Recommendation #53: Separate supervision of the SSET and NPT. Assign one
Sergeant to full-time supervision of the SSET.

[ o |
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Recommendation #54: Begin segregated data collection for the activities of the
SSET to monitor its workload.

6.4 FINANCE

6.4.1 Finance Unit

The Finance Unit is responsible for many functions related to planning, operations, tracking, and
reporting of all Department budgets. This Unit is also responsible for position control/tracking,
payroll, bill paying, accounts receivable, contracts, grant management, asset forfeiture reporting,
and all federal agency reporting. Inefficiencies related to grants administration have been caused
by the separation of duties into multiple sections of the Department. The Unit is supervised by a
civilian Principal Management Analyst and reports to the Captain of the Support Services
Division. Unit positions are listed below with a limited description of each position’s
responsibilities.

Principal Management Analyst

Prepares and monitors the budget, processes budget adjustments, budget forecasts, position control
management, accounts receivable, supervises the DUI grant programs (applications, program
reporting, cost reimbursements), finance and payroll software implementation, establishes and
maintains contracts and MOUSs, staff reports, accounting compliance to GASB, DOJ and
SANDAG reporting, management of asset forfeiture accounts, and provides back up to Payroll
Senior Office Specialist.

Program Specialist

Performs daily management of the personnel and payroll HR/accounting function, tracks and
modifies duty and personnel changes, and accounts payable and purchasing.

Program Specialist

Performs financial administration of grants by handling all grant-related transactions to the general
ledger of the Department, submits financial reports, reconciles payroll funded by grants, and
requests grant drawdowns from funding sources.

Senior Office Specialist

Manages travel training scheduling/registration, meal reimbursements, and performs billing for
false alarms responded to by the Department.
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Program Specialist

Enters and maintains the recording of completed in-house and outside training done by members
of the Department; tracks and submits compliance documents to California POST Board and
serves as the backup for travel training.

The Principal Management Analyst has many high-level administrative functions to perform,
along with several functions that should be delegated to other positions, either within or outside
the Finance Unit. This Unit has collected some duties due to changes in personnel over the years
and performs others due to a lack of structure to support them in other places within the agency.
Some duties have consolidated with this Unit due to the hiring and organization of a civilian
Manager. Other than the Principal Management Analyst, none of the staffed positions within the
Unit has a background in accounting or finance.

The Finance Unit works with and supports the Training Unit daily to administer travel training,
record keeping, and state licensing board compliance. This arrangement works to an extent as both
units are in the same building.

The reclassification of two positions in the Unit would increase capacity to accomplish grant-
related tasks and reallocate tasks associated with accounting and bill paying. Additionally, moving
two Finance positions to the Training Unit would reduce the span of control of responsibilities in
Finance and provide direct support to the Training staff.

Finding #65: Other than the Principal Management Analyst, none of the staffed
positions within the Unit has a background in accounting or finance.

Finding #66: Grants administration is separated into multiple sections within the
Department, which has caused inefficiencies related to grants
administration.

Finding #67: Some Training Unit administrative functions are currently located
within the Finance Unit.

Recommendation #55: Improve the accounting process skill levels of all Finance
Unit employees through a detailed review of
responsibilities and job descriptions and the provision of
appropriate ongoing training and cross-training. This may
also include job reclassifications.

Section 6—Support Operations Division Assessment page 95



City of Oceanside, CA

Independent Operational and Organizational Assessment of the Police Department
|

Recommendation #56: Change one Program Specialist position to a
Management Analyst position to increase agency ability
for additional accounting skills within the Unit.

Recommendation #57: Change one Program Specialist position to an Accounting
Technician position to assume responsibility for accounts
payable billing and setting up vendors.

Recommendation #58: Move the Senior Office Specialist to the Training Unit to
manage currently assigned responsibilities for training,
registration, reimbursements, and alarm billing.

Recommendation #59: Move one Program Specialist to the Training Unit to
manage current responsibilities for tracking training and
state compliance.

Recommendation #60: Consolidate Department grants oversight under the
Finance Unit to reduce grant administration and reporting
inefficiencies.

|
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SECTION 7—ADMINISTRATIVE REVIEW

7.1 PROFESSIONAL STANDARDS

Professional Standards is a management Section that supervises the Training Unit and the Internal
Affairs Unit. The Lieutenant of Professional Standards manages both units with time allocated 70
percent to Internal Affairs and 30 percent to Training.

7.1.1 Training Unit

The Training Unit has responsibility for the hiring process of new officers, initial training process
of new sworn officers, annual in-service training to meet California POST standards, and facilitates
specialized training for sworn staff outside of the Department. The Unit is staffed by one Sergeant
and one Officer and reports to the Lieutenant of Professional Standards.

The Unit Sergeant oversees planning and execution of all training throughout the year and is
assisted by many sworn staff (ranking from Officer to Lieutenant) who serve as adjunct trainers in
many subject areas. The Unit Officer position coordinates the entire process of hiring new officers.

The functions associated with the Training Unit are appropriate due to the path of training and
acculturating new officers that is used by an agency the size of the Department. It also follows, in
a very traditional sense, that the Unit provides continuous in-service training for Department staff.
The Department has structured the Unit accountability chain to Professional Standards, which was
done to ensure Department training aligns with best practices and utilizes training to correct any
trends that could improve the performance of officers and reduce future complaints or litigation.

The following are the major functions of the Training Unit.
New Officer Hiring

It is the responsibility of the Training Unit Officer to administer the hiring process from application
to job offer. This is a process that involves the City’s HR staff in the posting and intake of new
officer applications, and the Department utilizes a third-party firm to perform an extensive
background investigation on each candidate. Applications are available to be filled out online on
a continual basis.

The hiring process is as follows:
4 Online application and completion of a written test with Human Resources

4 Preliminary Investigative Questionnaire (P1Q) written personal history (normally
40 percent of applicants are eliminated with the P1Q; after the PIQ is passed, the
timeframe to a job offer is about 3 to 3.5 months)

L 4 Physical agility test
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Polygraph test (administered by outside firm)
Background investigation (administered by outside firm)
Interview with Captain

Interview with Chief of Police

Conditional job offer made

Psychological exam

Medical exam

Final job offer made

After the final job offer is made, a start date is identified, and a group of new officer candidates
will start at the same time.

New Officer Training

The Department goal is to start five new officers in each training group of new hires. Once hired,
responsibility for the supervision and training of new officers falls under the Training Unit
Sergeant. Four phases of training curriculum then occur:

*

Two-week pre-academy at OPD. This is done to prepare new officers to meet or
exceed the learning objectives of the state police academy training that is
mandatory for them to complete to be a licensed police officer in the state of
California.

Attend the 944 hours San Diego Regional Law Enforcement Academy at Miramar
College. Training Sergeant attends the course one day per week to monitor new
officer progress in the program. The regional academy starts a new session every
two months.

Two-week Patrol School at OPD to prepare new officers for the Field Training
Officer (FTO) program. This course is intended to take the skills learned at the
regional police academy and customize them to the expectations of OPD.

Complete a 24-week FTO program. This is a four-phase FTO program lasting 24
weeks. The program has 20 FTOs available to train in Patrol Operations. During
phases 2 and 3, a week is spent in both DUI Enforcement and Traffic Enforcement,
and Phase 4 is a shadow phase to certify for solo patrol. The Department uses
LEFTA METR software for its daily observation report, which is reviewed for
progress by the Training Unit Sergeant. The Training Unit Sergeant and the Support
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Services Captain determine repeating of training phases or termination for poorly
performing new officers.

In-Service Training

The Department has year-round in-house training and there are seven coordinators who oversee
distinct elements of training:

Defensive Tactics (DTAC)

Firearms

TASER

Emergency Vehicle Operation Course (EVOC)

Tac Ops: Mobile Field Force (MFF) / Weapons of Mass Destruction (WMD)

Miscellaneous Disciplines

N gk~ w o bdpoRE

Force Options Training System (FOTS)

In-service training is done specifically for current officers to meet California POST Board
objectives for continued state licensure of officers, and to meet the objectives the Department
deems necessary for officers to effectively perform their duties®. The Training Unit staff is in
regular contact with California POST to ensure that they have all objectives covered for sworn
officers. Training Unit planning with California POST starts in November of each year to map out
all requirements needing to be covered in the follow year’s training cycle to meet state licensing
requirements. Over the course of the year, all courses completed by officers are reported to POST
to ensure proper documentation is on file for sworn officer licensing.

There are four quarterly trainings held each year. All are supervised and coordinated by the
Training Unit Sergeant. There are lead adjunct and assisting Instructors in each of the seven areas
listed.

Defensive tactics training (DTAC) is held in the first, third, in fourth quarters of each year. It
includes utilizing a force options training computer simulator to train de-escalation techniques. In
preparing for use of force training, the Department utilizes a best practice of having the Internal
Affairs staff, DTAC instructors, and Training staff review use of force incidents to make sure that
any problems in use of force applications in the field are addressed in training and effective
techniques are taught.

S1https://govt.westlaw.com/calregs/Document/IEACBEOF0198811EDB2198818E412AA212viewType=Full Text&o
riginationContext=documenttoc&transitionType=CategoryPageltem&contextData=(sc.Default)&bhcp=1
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The second quarter training each year is a 40-hour-per-officer block training that covers California
POST mandates. This training is a significant undertaking for the Department as it includes many
instructors and pulls all sworn staff away from their regular duties for a full week. All adjunct
program coordinators are part of the planning process for block training. The Training Unit
Sergeant is tasked with being the lead on scheduling, venues, documentation, and three months of
planning for block training.

The Training Unit Sergeant is in communication with a California POST coordinator each
November to determine training requirements for the next year. Mandates include block training
topics, firearms, and use of force topics.

Other Data and Themes

The Training Unit Sergeant’s time commitment to the academy training process, between the
Department pre-academy, state academy in San Diego, and the patrol school, is between 50 and
60 percent of their time. Normally, the Department runs a pre-academy and a patrol school at the
same time. This is due to the timing of the state academy at San Diego. The other 40 to 50 percent
of the Unit Sergeant’s time is dedicated to supervising the hiring process, planning quarterly
training for firearms and DTAC, and creating and delivering annual block training.

An additional training program that is on the horizon for the Department is an expanded CSO
program that would move CSOs from desk-only positions to working in the community in non-
enforcement activities (e.g., code violation reports, traffic accidents). Currently, the Training Unit
is creating a month-long CSO patrol school followed by a field training program for the position.

In planning training, venues for training in the Department are dispersed across the City. The
firearms range is an outdoor facility 15 minutes from Department headquarters at a water treatment
plant. The DTAC facility is a dedicated room in a City building that is a converted old school in
which the training simulator is also located. At Department headquarters, Training Unit staff
convert the Chief’s conference room, the Department briefing room, and the Detectives’
conference room into training rooms. Multiple locations, and having to convert space for
classroom use, creates time inefficiency and scheduling conflicts. Adding to the decentralization
of the training function, the support staff that serve to help with travel training, billing, and
compliance tracking for California POST are located within the Finance Unit.

Finding #68: Citygate found a lack of time dedicated to Training Unit supervision
by the Lieutenant of Professional Standards due to the volume of
work in Internal Affairs. More time should be dedicated to current
and emerging training needs related to changes in policy, California
POST standards, and state law at the managerial level.
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Finding #69:

Finding #70:

Finding #71:

Finding #72:

In reviewing the performance of new officers in FTO, the Training
Unit Sergeant only has enough time to review documentation that
indicates poor performance.

The Training Unit is comprised of one Sergeant who is responsible
for: the coordination and administration of all academy, field (FTO),
and in-service training to meet Department policy and California
POST standards; and supervision of the Unit’s new officer hiring
program, which is administered by one officer.

A high level of necessary and elective training exists to meet
California POST standards and community expectations,
precipitating the need for additional staff to handle this volume of
work at the current and expected future tempo of training.

The billing and administrative compliance functions for the Training
Unit are supervised and located within the Finance Unit.

Recommendation #61: Add one Lieutenant position to the Training Unit for

dedicated Unit management and remove all training
responsibility from the current Professional Standards
Lieutenant.

Recommendation #62: Make the new Training Unit Lieutenant a direct report to

the Chief of Police or to the Captain of Support Services.

Recommendation #63: Add one Sergeant to divide training administration and

programming.

Recommendation #64: Add one officer for coordination of in-service training

programming.

Recommendation #65: Move one Senior Office Specialist (training and travel

arrangements) and one Program Specialist (tracking and
compliance for CA POST) to the Training Unit under the
supervision of the Training Unit Sergeant.

Section 7—Administrative Review
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7.1.2 Internal Affairs

The Internal Affairs Unit is comprised of one Lieutenant (who also manages the Training Unit)
and one Sergeant. The Unit reports directly to the Chief of Police. Internal Affairs is responsible
for the following areas:

L 4 Investigating external complaints against Department staff
Investigating internal complaints against Department staff
Policy Review

Policy Development

Policy Implementation

Reviews all Use of Force / Show of Force Incidents

® ¢ 6 O ¢ o

Squad Accident Reviews
L 4 Liaison with the newly formed Oversight Committee

The Internal Affairs (IA) Unit averages about 35 cases per year that must be investigated.
Approximately 70 percent of the cases are generated internally, and 30 percent are external
complaints. Some of the internal complaints take significant time due to the nature of the
workplace situations involved. The breakdown of internal complaints are 50 percent internal
conduct and 50 percent use of force review.

The intake process for an external complaint is standard to the industry; either made online, by
phone, or in person. In each case, the complainant must fill out a complaint form prior to review
by the Lieutenant and entry is made into the Department’s IA database. The Department uses the
widely used digital platform IA Pro.

An oversight committee has been established through the Oceanside City Council. This is a new
body that has not been fully empaneled at this time. The IA Lieutenant has been working on
elements of this start-up committee and will function as a liaison / point of contact for the
committee.

When investigations of external misconduct are completed by the 1A Unit, and a case has been
determined to be misconduct where discipline is pending, the committee will review case data and
make recommendations about the misconduct complaints against members of the Police and Fire
departments. This committee will likely continue to increase the workload of the 1A Unit, and this
should be monitored with yearly metrics to understand workload on Unit staff.

Standard workload for the Unit for investigations is divided between the Lieutenant and Unit
Sergeant. The Lieutenant handles investigations for the rank of Sergeant and above, officer or non-
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sworn complaints are handled by the Sergeant. Additional work of case review involves use of
force. A best practice in the industry is internal managerial review of all use of force incidents.
Both use of force and show of force incidents are reviewed by IA staff. Reviews are reported
through Blue Team software and then reviewed by Internal Affairs. In 2021, 150 cases of use of
force were reviewed and approximately 300 show of force cases.

The Lieutenant is also responsible for policy review and new policy implementation through entry
into the manual and adding pertinent sections into the Department’s training curriculum. A
significant amount of time has gone into the research, policy changes, and training due to
California law AB 392, which “...redefines the circumstances under which a homicide by a peace
officer is deemed justifiable and affirmatively prescribes the circumstances under which a peace
officer is authorized to use deadly force to effect an arrest, to prevent escape, or to overcome
resistance.”%?

AB 392, along with many recent changes in the policing landscape of policy, law, and volume of
work, has created an anxious supervisory and managerial sentiment across the Department. The
concern is that, due to staffing levels, the Department could miss trends it would normally be early
to identify, adapt to, and be able to monitor through internal compliance and accountability.

Finding #73: A broad span of control and administrative responsibility is assigned
to one Lieutenant who is responsible for the Department’s
interaction with:

> Newly formed oversight committee
Internal Affairs investigations
California POST Board compliance
Policy development

Hiring of new officers

Y V.V V V

All Department training

Finding #74: One Sergeant is responsible for all Internal Affairs investigations
and Use of Force / Show of Force reviews.

The following tables show the Internal Affairs cases investigated and Use of Force / Show of Force
reviews being performed by the Sergeant.

32 https://post.ca.gov/Use-of-Force-Standards
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Table 18—Internal Affairs Cases Investigated

2021 2022 (6 mos.)

Table 19—Use of Force / Show of Force Reviews (2021)

Use of Force Cases Show of Force Cases

150 ~300

Recommendation #66: Relieve all training responsibility from the current
Professional Standards Lieutenant.

Recommendation #67: Establish annual statistics related to work performed for
the oversight committee.

Recommendation #68: Add one Sergeant to Internal Affairs to divide the number
of Internal Affairs investigations and the Use of Force /
Show of Force reviews.

7.2 FACILITIES

Department Headquarters is housed in a converted department store building inside a local retail
strip mall that shares a parking lot with several retail and food service businesses. Aside from the
inadequacy of the available operational space, there is limited secure spacing available to park
additional police vehicles. This is not to mention the security risks associated with having
employees parking in unsecured lots readily accessible to the public.

Citygate is aware that a separate architectural consulting firm has been retained to conduct a Police
Headquarters space needs analysis. Citygate supports that effort.

Finding #75: Current facilities allocated to the Police Department are inadequate
for current operations.

. |
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Recommendation #69: Continue with efforts to fund a new Police Headquarters
facility or enhance the current facility consistent with the
recommendations of the recent Police Headquarters space
needs assessment by the City.

7.3 INFORMATION TECHNOLOGY

The number of information systems required for policing today is staggering compared to just a
few years ago. The following is just a partial list of technology systems in operation within the
Department:

L 4 Computer Aided Dispatch system (CAD)
9-1-1 Telecommunications Answering System
Records Management System

Body-Worn Camera systems

Mobile Digital Computer systems

Property and Evidence systems

Investigations interrogation recording systems

® ¢ 6 6 6 O o

Racial and Identity Profiling Act data entering systems
L 4 Networked Computer systems

Maintaining these systems to a public safety standard for an agency the size of Department is a
full-time task, and one that is currently lacking within the Department.

Finding #76: While the City maintains a cadre of information technology
professionals, none are embedded within the Department full time.

Recommendation #70: Add two full-time IT positions to be embedded within the
Department to manage and maintain the Department’s
technology equipment; these full-time positions should
include availability to respond after normal business
hours.
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SECTION 8—SUMMARY OF PERSONNEL PRIORITIES AND FINDINGS
AND RECOMMENDATIONS

8.1 PERSONNEL RECOMMENDATIONS AND PRIORITIES

The following table details Citygate’s recommendations pertaining to the addition of FTE
personnel by division or unit with funding priority level.

Table 20—Full-Time Equivalent Personnel Recommendations

Funding Funding Funding

FTE Position Priority 1  Priority 2  Priority 3

Add the position of Deputy Police Chief to the Office of the Chief.
Organize the position as the Executive Manager of the three
operational divisions. The position should report to the Chief of Police
and executive manage the day-to-day operations of the organization,
thus allowing the Police Chief to focus on strategic issues as well as
community engagement.

X (1)

To maintain a reasonable span of control in Patrol that would afford
Sergeants the time necessary to lead, mentor, coach and hold their
subordinates accountable, the Department should consider adding
three additional Sergeants (one to each Patrol shift) to account for the
time Patrol Sergeants are often diverted from field supervision
because of administrative duties and ancillary assignments.

X (3)

Once at full strength, consider assigning one Detective to the Internet
Crimes Against Children (ICAC) Taskforce full time. The Family
Protection Unit is currently unable to work ICAC cases and follow up
on leads as it should.

14 X (1)

Consider converting the Gang Unit’s Analyst position from part time

16| 1o full time.

X (.5)

Consider adding two Crime Analysts—one Administrative Crime

Analyst assigned to the Office of the Chief to address public data
needs, and one Investigative Crime Analyst assigned to problem
solving within the Neighborhood Policing Team.

18 X (2)

Develop a formalized Digital Forensics Unit and determine proper

22 staffing, structure, policies, budget, and organizational alignment.

X (2)

Consider augmenting the part-time Crime Analyst into a full-time

24 .~
position.

X (.5)

Review and consider whether media and evidence processing
26 (including Evidence.com) responsibility would be better suited in X (1)
Internal Affairs and ensure the proper FTE position is budgeted.

If the [Harbor] Unit is retained to just the Harbor, two additional
33 officers must be assigned to the Harbor to alleviate scheduling X (2)
problems.

v
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Funding Funding Funding

FTE Position Priority 1  Priority 2  Priority 3

Add two officers back into the [Crime Suppression Team] Unit to

36 restore the previous level of staffing.

X ()

Add one officer back to the [Homeless Outreach Team] Unit to

38 restore the previous level of staffing.

X (1)

Add two Beach Team officers back at the 0430-start time to provide

4l proper safety for 4:30 am Day Shift officers on the team.

X (2)

Staff the NPT with eight officers, two per quadrant—one assigned to
Crime Prevention Through Environmental Design (CPTED)

. ; ) X (4)
assessments, and one assigned to Crime Prevention and problem
locations.

45

Separate supervision of the NPT and SSET. Assign one Sergeant to

46 full-time supervision of the NPT.

X (1)

Add one DUI Investigator position to the Traffic Services Unit to work
the other half of the weekly schedule, provide additional help with
training activities, and provide legacy planning due the pending
retirement of the current DUI Investigator.

49 X (1)

Assess the value of adding one officer position to return the Unit to its
51 past staffing level when staffing in Patrol Operations is at adequate X (1)
levels.

Add one Lieutenant position to the Training Unit for dedicated Unit
61 management and remove all training responsibility from the current X (1)
Professional Standards Lieutenant.

63 Add one Sergeant to divide training administration and programming. X (1)

64 Add one officer for coordination of in-service training programming. X (1)

Add one Sergeant to Internal Affairs to divide the number of Internal

68 Affairs investigations and the Use of Force / Show of Force reviews.

X (1)

Add two full-time IT positions to be embedded within the Department
to manage and maintain the Department’s technology equipment; X (2)
these full-time positions should include availability to respond after
normal business hours.

70

Total Added Personnel by Priority* 6 18 7

*These numbers do not include Patrol staffing increases that need to be determined and prioritized.

8.2 FINDINGS

The following is a comprehensive list of all findings contained within this report organized by
section or division.
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8.2.1 Patrol Division

Finding #1:

Finding #2:

Finding #3:

Finding #4:

Finding #5:

Finding #6:

Finding #7:

Finding #8:

Finding #9:

Finding #10:

Finding #11:

Patrol officers frequently expend more than 60 percent of their available time
responding to calls for service.

Field Evidence Technicians assigned to Patrol perform a valuable role, but it seems
to be a hybrid with that of the role traditionally performed by CSOs when they are
assigned to Patrol.

Patrol officer-initiated activity increases beginning at 8:00 pm, which falls during
the shift overlap periods between the Night and Morning shifts; the amount of such
activity has declined consistently since 2018.

Calls for service handled by Patrol staff are heaviest from 3:00 pm to 9:00 pm most
days of the week. They remain heavy after 9:00 pm on Friday and Saturday nights.

Officers in Patrol are most committed to both public-generated calls and officer-
initiated activity from mid-mornings to 9:00 pm, and even later Friday and Saturday
nights.

The ICMA found that the average department assigns about 66 percent of its
officers to Patrol. At full strength, Oceanside has assigned 47 percent of its officers
to Patrol. This percentage rises to 50 percent if Beach Team staffing is included.

The ICMA also found that the average workload of Patrol officers should not
exceed 60 percent. In the City, Patrol officers are frequently committed more than
60 percent of their time to both calls for service and officer-initiated activity. Often,
after 7:00 am and until 10:00 pm, Oceanside officers are committed more than 70
percent of their time.

In 2021, 26,917 overtime hours were expended in Patrol. This represents
approximately 15 full-time equivalent police officer positions.

Officers assigned to the Beach Team and to Investigations and Support Operations
also frequently cover vacancies in Patrol, which draws them away from their core
duties and likely creates case backlogs and lower clearance rates in Investigations.

Officers also cover shifts on an overtime basis to transport prisoners to jail.

Patrol Canine Officers are busiest beginning at 4:00 pm and most of their initiated
activity occurs Thursday through Saturday from 4:00 pm to 10:00 pm.

Section 8—Summary of Personnel Priorities and Findings and Recommendations page 109
_________________________________________________________________________________________________________________________________________|



City of Oceanside, CA

Independent Operational and Organizational Assessment of the Police Department
|

Finding #12: The SWAT Team meets or exceed NTOA standards for training.
Finding #13: The SWAT Team structure is appropriate for a city the size of Oceanside.

Finding #14: Measure X provides funding which will allow the Department to greatly expand its
CSO ranks, which will afford these new-hires opportunities to follow many
different career paths, including police officer, dispatcher, Field Evidence
Technician, etc.

Finding #15: Patrol Sergeants play an integral role in the work of Patrol officers. Current levels
of Patrol supervision are adequate; however, as the Department restores Patrol
Officer staffing, this span of control will expand.

8.2.2 Communications Section

Finding #16: When Dispatch Supervisors are forced to work as dispatchers, they are diverted
from their primary roles of oversight and risk management, which encompass
mentoring, coaching, and developing dispatchers.

Finding #17: The use of overtime to backfill vacancies in Dispatch is excessively high and
damaging to morale and staff retention efforts. Reliance on overtime to fill gaps in
the schedule can lead to staff burnout, fatigue, and an increase in errors.

Finding #18: The work of dispatchers has grown more complex and time-consuming.

Finding #19: Dispatchers do not receive certification or retention pay based on some combination
of years of service, education, and training.

8.2.3 Investigations Division
Crimes of Violence Unit

Finding #20: The Unit currently uses an internally created Microsoft Excel spreadsheet to track
assigned cases. There are no systemwide databases or case management software
currently in use in the Department.

Family Protection Unit

Finding #21: Based on the case volume and staffing shortages, Detectives are unable to be
proactive and put effort into repeat offenders, such as domestic violence cases and
restraining order violations. The Supervisor often leaves cases unassigned due to
the lack of staffing to investigate them all.
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Property Crimes Unit

Finding #22:

Property crime case clearance rates are reported to ARJIS; however, they are not
used internally to track trends or measure effectiveness or performance of the
Property Crimes Unit.

Crime Analysis and Intelligence Unit

Finding #23:

Finding #24:

Finding #25:

Finding #26:

Currently, cases assigned in individual units are based on triage, and only cases that
can be worked are assigned. This is primarily based on investigative staffing
capacity levels, but to a lesser extent, individual case indicators such as solvability
are often a factor as well.

In its current state, the Crime Analysis Unit lacks clearly defined expectations as
the Department has struggled with staffing.

While the Department reports case clearance data annually, there do not appear to
be any specific standards by unit to drive and measure performance.

Currently, there is an Analyst under the job specification of Consulting Assistant /
part time (20 hours). This person is assigned to the Gang Unit and works closely
with Crime Analysis but is not identified as a Crime Analyst. One challenge facing
the Unit is that this person is eager to work and routinely gets to the maximum level
of hours up to the annual limit too early in the year, and thus is no longer available
until the next fiscal year.

Evidence and Property Unit

Finding #27:

Access to the storage room does not have an electronic tracking system, which
would provide a record of entry. Additionally, there are no cameras within the
storage area.

Digital Forensics Unit

Finding #28:

The Digital Forensics Unit is operating in an ad-hoc capacity to support growing
demand within the community. To formally establish this Unit will require both
sworn and civilian personnel due to the fact that the Unit is highly specialized.
There will likely need to be dedicated staff with long-term commitments to ensure
stability for this Unit.
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Vice and Narcotics Unit

Finding #29: Street crime has been reduced over time and prevention has been achieved by
sustaining proactive efforts of this Unit. With the reduction of staffing in this Unit
and Section, coordinating special operations and search warrants requires virtually
everyone. Any additional staffing reductions would begin to require Patrol
assistance, which is currently excluded intentionally as staffing levels on the street
are so low.

Gang Suppression Unit

Finding #30: While gang suppression continues to be a priority, the Unit often focuses on other
criminal activity within the City. Data shows that between 2019 and 2021, there
were 15 homicides in the City, with two being gang related.

Records Section

Finding #31: The public lobby used to be staffed with a volunteer who could greet customers and
provide direction either to Records for assistance or to CSOs for reports. Currently
there is a computer terminal for people to check in upon arriving in the lobby. While
this process may appear modern, it seems inefficient and frustrating to the public.

Senior Field Evidence Technician

Finding #32: The Department lacks knowledge and skills at the officer level to investigate and
handle low-level evidence collection.

Finding #33: Supervisors lack the knowledge to review evidence collection and analysis by
FETSs, highlighting the need to have a primary Supervisor for all FETs.

Finding #34: FETSs perform a significant number of ancillary duties which are not part of their
primary role. This interferes with expanding evidence processing skills and
capabilities. As a result, certain internal evidence analysis processing is outsourced,
such as latent fingerprint examination. This is a fundamental organizational
capability and should be an internal function that is not outsourced to the County
crime lab.

Finding #35: The Department currently has two latent print examiners but does not have current
policies and is not certified to confirm matches.
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8.2.4 Support Operations Division

Harbor Unit

Finding #36:

The Harbor Unit is funded by a special Harbor District within the City, with six
officers and a Sergeant currently assigned to the Unit. Eight officers are slated in
the organizational chart for the Unit. Officer coverage of the Harbor meets
minimum scheduling requirements, but the schedule does not effectively provide
for time off.

Crime Suppression Team

Finding #37:

Finding #38:

Finding #39:

The Crime Suppression Unit is supervised by a sergeant that also supervises two
other units (PERT and the Homeless Outreach Team).

The Crime Suppression Unit does not have segregated statistics concerning Unit
activity.

The Unit is under full strength by two officers from its normal staffing level.

Homeless Outreach Team (HOT)

Finding #40:

Finding #41:
Finding #42:

Beach Team

Finding #43:

Finding #44:

Finding #45:

The Homeless Outreach Team is supervised by a Sergeant that also supervises two
other units (PERT and the Crime Suppression Team) and plans major special
events.

The Homeless Outreach Team is currently understrength by one officer.

The Unit is funded by Measure X sales tax.

The Beach Team is drawn from its regular duties to supplement Patrol Operations
when Patrol is below staffing minimums.

The Beach Team has a planned complement of eight officers and one Sergeant
assigned to the Unit. The current staffing level is six Officers and one Sergeant.
Officers work in pairs to avoid officer safety concerns; however, the officers with
a 4:30 am start time work alone.

The Beach Team employs Beach Safety Officers (BSOs) as non-sworn staff to
supplement the work of sworn officers on the Beach Team. There are three
openings in the BSO position this summer due to low pay of the position.
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Psychological Emergency Response Team (PERT)

Finding #46: PERT is a small team of officers and mental health workers assigned to Patrol to
address mental health-related calls for service during peak service periods. Staff is
supervised by a Sergeant in another division and physical location, making
effective supervision difficult to perform.

Media Relations

Finding #47: The current staffing level is below what is needed to meet community standards
and state laws related to data practices.

Finding #48: Social media reach is limited by the workload capacity of the PIO.

Neighborhood Policing Team (NPT)

Finding #49: The Neighborhood Policing Team (NPT) performs crime prevention education,
CPTED assessments for current and new development, and has a mission to address
problem locations and properties. This Team also is the main POC/host for
community meetings due to its community connections.

Finding #50: The NPT is allotted eight police officers in the organizational plan but is currently
operating with four officers due to staffing shortages in Patrol Operations.

Finding #51: The NPT is supervised by one Sergeant position that also supervises the SSET.
Approximately 70 percent of the Sergeant’s time is dedicated to supervision of
NPT. Both units have very divergent missions within the Department.

Finding #52: The NPT does not have segregated data for its work.

Traffic Unit

Finding #53: Three Traffic investigators are some of the most highly trained officers in the
Department due to education in crash reconstruction and related topics.

Finding #54: The Unit Supervisor began keeping statistics to track Unit activity in 2022.

Finding #55: One DUI Investigator is assigned to the Traffic Services Unit. This position works
an afternoon enforcement shift four days per week. Additionally, the position is
highly involved in academy, in-service, and regional DUI-related training. This
Officer is due to retire in 2023.
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Motors Unit

Finding #56:

Finding #57:

Finding #58:

Finding #59:

Traffic complaints are one of the most common complaints by residents.

In recent years, Unit work is almost solely based on citizen complaints about
vehicle conduct.

No segregated statistics on Unit activity are kept.

Current staffing is below past levels.

School Safety Enhancement Team (SSET)

Finding #60:

Finding #61:

Finding #62:

Finding #63:
Finding #64:

Finance Unit

Finding #65:

Finding #66:

The School Safety Enhancement Team (SSET) performs the function of School
Resource Officers (SROs) in three schools as a full-time presence. A fourth officer
is utilized in a rover position to cover vacations of other SROs and address
problems at the middle / junior high and elementary school locations.

The SSET is allotted four police officers in the organizational plan but is currently
operating with three officers due to staffing shortages in Patrol Operations.

The SSET is supervised by one Sergeant position that also supervises the
Neighborhood Policing Team (NPT). Approximately 30 percent of the Unit
Sergeant’s time is dedicated to supervision of the SSET and the other 70 percent to
supervision of the NPT.

The SSET and NPT have very divergent missions within the Department.

The SSET does not have segregated data for its work in Oceanside School Districts.

Other than the Principal Management Analyst, none of the staffed positions within
the Unit has a background in accounting or finance.

Grants administration is separated into multiple sections within the Department,
which has caused inefficiencies related to grants administration.

Finding #67: Some Training Unit administrative functions are currently located within the
Finance Unit.
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8.2.5 Administrative Review

Training Unit

Finding #68:

Finding #69:

Finding #70:

Finding #71:

Finding #72:

Citygate found a lack of time dedicated to Training Unit supervision by the
Lieutenant of Professional Standards due to the volume of work in Internal Affairs.
More time should be dedicated to current and emerging training needs related to
changes in policy, California POST standards, and state law at the managerial level.

In reviewing the performance of new officers in FTO, the Training Unit Sergeant
only has enough time to review documentation that indicates poor performance.

The Training Unit is comprised of one Sergeant who is responsible for: the
coordination and administration of all academy, field (FTO), and in-service training
to meet Department policy and California POST standards; and supervision of the
Unit’s new officer hiring program, which is administered by one officer.

A high level of necessary and elective training exists to meet California POST
standards and community expectations, precipitating the need for additional staff
to handle this volume of work at the current and expected future tempo of training.

The billing and administrative compliance functions for the Training Unit are
supervised and located within the Finance Unit.

Internal Affairs

Finding #73:

Finding #74:

A broad span of control and administrative responsibility is assigned to one
Lieutenant who is responsible for the Department’s interaction with:

Newly formed oversight committee
Internal Affairs investigations
California POST Board compliance
Policy development

Hiring of new officers

YV V V V VY V

All Department training

One Sergeant is responsible for all Internal Affairs investigations and Use of Force
/ Show of Force reviews.
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Facilities

Finding #75: Current facilities allocated to the Police Department are inadequate for current
operations.

Information Technology

Finding #76: While the City maintains a cadre of information technology professionals, none are
embedded within the Department full time.

8.3 RECOMMENDATIONS

The following is a comprehensive list of all recommendations contained within this report
organized by section or division.

8.3.1 Organizational Review

Recommendation #1:  Add the position of Deputy Police Chief to the Office of the Chief.
Organize the position as the Executive Manager of the three operational
divisions. The position should report to the Chief of Police and
executive manage the day-to-day operations of the organization, thus
allowing the Police Chief to focus on strategic issues as well as
community engagement.

8.3.2 Patrol Division

Recommendation #2:  The Department acknowledges and has taken steps to restore Patrol
officer staffing. Citygate recommends that the Department endeavor to
increase and maintain Patrol staffing at 12 Sergeants and 72 officers,
which is a number (goal) that had been established as a baseline before
an officer or Sergeant would be transferred from Patrol.

Recommendation #3:  To reach and maintain Patrol officer committed time to no more than
60 percent, the Department should add more officers and/or CSOs to
Patrol after assessing committed time across all shifts. Currently,
officers are most committed on the Night (Swing) shift; this shift
should be a priority for added staffing.

Recommendation #4:  To maintain a reasonable span of control in Patrol that would afford
Sergeants the time necessary to lead, mentor, coach and hold their
subordinates accountable, the Department should consider adding three
additional Sergeants (one to each Patrol shift) to account for the time
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Patrol Sergeants are often diverted from field supervision because of
administrative duties and ancillary assignments.

Recommendation #5:  Consider the incremental reduction of FETs in Patrol and replacing
them with CSOs. A smaller number of FETs can then be reassigned to
their original and primary role as Analysts who assist Detectives in
collecting, processing, and analyzing evidence from criminal
investigations, especially those involving complex crime scenes.

Recommendation #6:  Going forward, periodically assess Patrol officer and Supervisor
staffing needs against the demands of public-generated calls for
service, officer-initiated activity, and the available time the Department
desires officers to have for more community engagement activities
such as foot patrol, bicycle patrol, and meeting with youth and other
community members and groups.

Recommendation #7: Maintain the current level and shift assignments of the four Patrol
Canine teams since they are busiest during the Night shift.

Recommendation #8:  Continue with the current SWAT Team model and program.

Recommendation #9:  Consider adding a third Lieutenant position to the Team for legacy
leadership planning and scheduling relief.

8.3.3 Communications Section

Recommendation #10:  To relieve Supervisors working as dispatchers, and to reduce dispatcher
overtime, the Department should make adding staff a priority.
Supervisors working in a line capacity should be an exception and not
the rule. Additional staffing also seems necessary given the greater
complexity of the dispatcher role and the time it takes to train new
dispatchers.

Recommendation #11:  If funding is available, over-hiring the minimum number of dispatchers
should also be considered, and training new CSOs (hired with Measure
X funding) in the dispatcher role should be a serious consideration.

Recommendation #12:  Study local market trends relative to certification and retention pay for
public safety dispatchers and offer such pay if it is determined that it
would be effective in retaining dispatchers.
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8.3.4 Investigations Division

Crimes of Violence Unit

Recommendation #13:

Family Protection Unit

Recommendation #14:

Property Crimes Unit

Recommendation #15:

Consider implementing a case management system or other centralized
system that manages all investigative progress in all units for better
tracking of cases, assignments, and workload management. Such a
system will assist in future planning when determining investigative
staffing needs.

Once at full strength, consider assigning one Detective to the Internet
Crimes Against Children (ICAC) Taskforce full time. The Family
Protection Unit is currently unable to work ICAC cases and follow up
on leads as it should.

Consider implementing performance measures and case clearance
goals to assist in determining Unit effectiveness and staffing needs.

Crime Analysis and Intelligence Unit

Recommendation #16:

Recommendation #17:

Recommendation #18:

Consider converting the Gang Unit’s Analyst position from part time
to full time.

Consider setting case clearance standards based on crime types to
determine effectiveness and overall Department performance by unit.

Consider adding two Crime Analysts—one Administrative Crime
Analyst assigned to the Office of the Chief to address public data needs,
and one Investigative Crime Analyst assigned to problem solving
within the Neighborhood Policing Team.

Evidence and Property Unit

Recommendation #19:

Recommendation #20:

Consider requesting a formal audit to be conducted by California
POST. Additionally, consider increasing the frequency of routine
internal audits from annual to quarterly.

Develop and implement a plan to review security systems that includes
access tracking, security cameras, and ongoing audit protocols.
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Recommendation #21: Explore the opportunity to enhance Department services and
capabilities by reorganizing the Unit and consolidate with the function
of the current Field Evidence Technicians. The concept would include
a Supervisor or Manager, with enhanced lab services, evidence
handling, and crime scene investigation all combined into one Unit.
Additionally, there is opportunity to create a Crime Scene
Investigations Unit within this Section. Currently, there are eight Field
Evidence Technicians in Patrol, which could be better supervised and
deployed within Property and Evidence.

Digital Forensics Unit

Recommendation #22: Develop a formalized Digital Forensics Unit and determine proper
staffing, structure, policies, budget, and organizational alignment.

Vice and Narcotics Unit

Recommendation #23:  As Department staffing increases to the level authorized by the current
budget, begin to increase Unit personnel back to authorized strength.
Also consider implementing a case management system that can
properly track assigned cases and workload to determine actual staffing
needs.

Gang Unit

Recommendation #24:  Consider augmenting the part-time Crime Analyst into a full-time
position.

Gang Suppression Unit

Recommendation #25:  Consider forming a Crime Suppression Unit that is broader in scope
than the current Gang Suppression Unit to reflect the actual work being
performed. Evaluate opportunities to consolidate other Crime
Suppression Unit resources into one Unit.

Records Section

Recommendation #26: Review and consider whether media and evidence processing
(including Evidence.com) responsibility would be better suited in
Internal Affairs and ensure the proper FTE position is budgeted.

Recommendation #27: Review the use of CSOs in the front lobby for report-taking and
consider whether Records would be better suited to manage the inflow
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of customers seeking assistance or some sort of consolidation. Consider
reviewing the CSO role in the Department to allow CSOs to be
dispatched to take reports as needed at the station.

Senior Field Evidence Technician

Recommendation #28:  Consider reclassifying the Field Evidence Technician role. Implement
a shift in operational expectations and equip Patrol officers to
investigate and process low-level crime scene investigation and
evidence collection without the need for an FET.32

Recommendation #29:  Non-related evidence tasks should be reclassified into more functional
support roles, such as the current CSO role or the former Investigative
Aide role.

Recommendation #30:  Evaluate advanced evidence collection and processing techniques that
would be better suited to be performed within a crime lab operated and
managed by the Evidence and Property Unit.

Recommendation #31:  Consolidate functional resources of the Evidence and Property Unit and
the Field Evidence Technician function into a single Forensic Sciences
Unit.

Police Technology

Recommendation #32:  Consider enhancing the Citywide camera system to support public
safety and reduce the impact on Investigations. Evaluate and determine
the value of a real-time crime center within the Department.

8.3.5 Support Operations Division
Harbor Unit

Recommendation #33:  If the Unit is retained to just the Harbor, two additional officers must
be assigned to the Harbor to alleviate scheduling problems.

33 Citygate recognizes that increasing the workload of an already understaffed Patrol force can exacerbate staffing
shortages and serve to negatively impact morale. This recommendation should be implemented in such a manner that
they coincide with staffing increases—either with additional police officers or Community Service Officers.
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Crime Suppression Team

Recommendation #34:  Reduce supervision of Sergeant to Crime Suppression and Homeless
Outreach due to crossover of service focus and remove supervision of
PERT.

Recommendation #35:  Create dedicated statistics collection for Unit activity.

Recommendation #36: Add two officers back into the Unit to restore the previous level of
staffing.

Homeless Outreach Team (HOT)

Recommendation #37:  Keep special events planning under the supervision of this Sergeant
position if PERT is removed from supervisory scope.

Recommendation #38:  Add one officer back to the Unit to restore the previous level of staffing.
Recommendation #39:  Determine future of funding when Measure X sales tax expires.

Beach Team

Recommendation #40:  Continue to fill open Patrol officer positions to alleviate the need for
reallocating Beach Team operations.

Recommendation #41: Add two Beach Team officers back at the 0430-start time to provide
proper safety for 4:30 am Day Shift officers on the team.

Recommendation #42:  Increase the pay of Beach Safety Officers (BSOs) to more competitive
wages to attract applicants to the position.

Psychological Emergency Response Team (PERT)

Recommendation #43:  Reassign supervision of PERT to Patrol Operations for more effective
oversight.

Media Relations

Recommendation #44: Perform a work study to determine the number of additional positions
needed to provide social media coverage and responses, manage data
requests, provide standard press releases, and respond to major
incidents requiring media management.
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Neighborhood Policing Team (NPT)

Recommendation #45:

Recommendation #46:

Recommendation #47:

Traffic Unit

Recommendation #48:

Recommendation #49:

Motors Unit

Recommendation #50:

Recommendation #51:

Staff the NPT with eight Officers, two per sector—one assigned to
Crime Prevention Through Environmental Design (CPTED)
assessments, and one assigned to crime prevention and problem
locations.

Separate supervision of the NPT and SSET. Assign one Sergeant to
full-time supervision of the NPT.

Begin segregated data chart for the activities of the NPT to monitor its
workload levels.

Continue to monitor Unit statistics to track activity and workload
changes from year to year.

Add one DUI Investigator position to the Traffic Services Unit to work
the other half of the weekly schedule, provide additional help with
training activities, and provide legacy planning due the pending
retirement of the current DUI Investigator.

Create Unit-specific statistics to measure activity and workload
changes from year to year.

Assess the value of adding one officer position to return the Unit to its
past staffing level when staffing in Patrol Operations is at adequate
levels.

School Safety Enhancement Team (SSET)

Recommendation #52:

Recommendation #53:

Recommendation #54:

Focus on fully staffing Patrol Operations so that the current vacant
position can be replaced.

Separate supervision of the SSET and NPT. Assign one Sergeant to
full-time supervision of the SSET.

Begin segregated data collection for the activities of the SSET to
monitor its workload.
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Finance Unit

Recommendation #55:  Improve the accounting process skill levels of all Finance Unit
employees through a detailed review of responsibilities and job
descriptions and the provision of appropriate ongoing training and
cross-training. This may also include job reclassifications.

Recommendation #56: Change one Program Specialist position to a Management Analyst
position to increase agency ability for additional accounting skills
within the Unit.

Recommendation #57:  Change one Program Specialist position to an Accounting Technician
position to assume responsibility for accounts payable billing and
setting up vendors.

Recommendation #58: Move the Senior Office Specialist to the Training Unit to manage
currently  assigned responsibilities for training, registration,
reimbursements, and alarm billing.

Recommendation #59:  Move one Program Specialist to the Training Unit to manage current
responsibilities for tracking training and state compliance.

Recommendation #60:  Consolidate Department grants oversight under the Finance Unit to
reduce grant administration and reporting inefficiencies.

8.3.6 Administrative Review
Training Unit

Recommendation #61:  Add one Lieutenant position to the Training Unit for dedicated Unit
management and remove all training responsibility from the current
Professional Standards Lieutenant.

Recommendation #62: Make the new Training Unit Lieutenant a direct report to the Chief of
Police or to the Captain of Support Services.

Recommendation #63:  Add one Sergeant to divide training administration and programming.
Recommendation #64:  Add one officer for coordination of in-service training programming.

Recommendation #65:  Move one Senior Office Specialist (training and travel arrangements)
and one Program Specialist (tracking and compliance for CA POST) to
the Training Unit under the supervision of the Training Unit Sergeant.
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Internal Affairs

Recommendation #66:

Recommendation #67:

Recommendation #68:

Facilities

Recommendation #69:

Information Technology

Recommendation #70:

Relieve all training responsibility from the current Professional
Standards Lieutenant.

Establish annual statistics related to work performed for the oversight
committee.

Add one Sergeant to Internal Affairs to divide the number of Internal
Affairs investigations and the Use of Force / Show of Force reviews.

Continue with efforts to fund a new Police Headquarters facility or
enhance the current facility consistent with the recommendations of the
recent Police Headquarters space needs assessment by the City.

Add two full-time IT positions to be embedded within the Department
to manage and maintain the Department’s technology equipment; these
full-time positions should include availability to respond after normal
business hours.
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