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EXECUTIVE SUMMARY 
 

This executive summary, which summarizes study findings and recommendations, is 
divided into seven sections: overview, improvements that can be made without labor 
negotiations, improvements that must be negotiated with the union, patrol staffing 
analysis, analysis of resource allocation, summary of staffing implications, and 
implementation. 
 

A – OVERVIEW 
 

The Pawtucket Police Department is generally a good department.  The surveys, 
interviews, and focus groups conducted as part of this engagement indicate that the 
Chief of Police provides satisfactory leadership and is well regarded by department 
employees and by community leaders.  He has demonstrated concern about both the 
cost and quality of services provided. 
 
The level of service the department provides is good.  Crime in the city is relatively low.  
(Pawtucket has the third fewest Part I crimes per 1,000 population of the eight 
benchmark departments – including Pawtucket – for which comparative information was 
collected for this study.)  In addition the department has a good success at solving 
cases.  (Of the benchmark departments providing information on case clearances1 
Pawtucket ranks first in the percentage of cases cleared for murder, rape, aggravated 
assault, and burglary and second for robbery.  For larceny and auto theft the 
departments ranks fourth and third respectively.)  Response times are also good.  
Slightly fewer than two-thirds (64.9 percent) of high priority calls are responded to in less 
than seven minutes and only 4.3 percent require more than 30 minutes for a response. 
 
The department’s ability to improve its performance is constrained by the staffing 
needed to expand proactive initiatives – and labor management relationships that 
severely curtail management prerogatives.  Before the city takes steps to increase 
staffing, however, opportunities to increase capacity by making more effective use of 
existing resources should be exhausted.  In addition, before the city invests in additional 
proactive capacity the management authority needed to ensure these staff resources will 
be used effectively should be restored.  In addition, the chief should maintain an ongoing 
focus on implementing best practices, supporting community policing and excellent 
customer service, and on constantly striving to improve the department’s performance. 
 
Moving forward, if changes to the current labor agreement are negotiated and additional 
resources are made available to support proactive initiatives current leadership will need 
to evolve.  These changes will allow the Police Chief and his key subordinates to 
assume a more proactive posture in leading the department and to be held more strictly 
accountable for achieving desired results.  (In the current labor-management 
environment the Chief’s authority is so constrained that the extent to which he can be 
held accountable is also limited.)  The Mayor, the Police Chief, and the Public Safety 
Director should work to develop a plan that defines expectations and timelines for 
change.  Progress against this plan should be reviewed at regular intervals. 
 

                                                        
1 Cases can be “cleared” by arrest or exception.  (Exceptional clearances refer to cases where 
the perpetrator is identified but cannot be arrested – for example, because they are in custody in 
another jurisdiction or have died.) 
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B – IMPROVEMENTS THAT CAN BE MADE WITHOUT LABOR NEGOTIATIONS 
 

While the current labor contract limits the improvement initiatives the city and police 
department can undertake without labor negotiations several improvements can be 
made without negotiating a change to the contract.  The city and department should take 
steps to address these issues while other improvement initiatives are negotiated. The 
Chief needs to be proactive and use the current tools available and implement the best 
practices.  
  
City And Department Managers Should Make Full Use Of The Authority They Have 
To Make Personnel Decisions 
 
The current labor agreement severely limits the authority managers have to assign and 
promote personnel.  Seniority determines how most personnel assignments are made.  
In addition, seniority and the results of a written test are the primary factors that 
determine how candidates for promotion are ranked. 
 
However, where the labor agreement provides opportunities for managers to make 
decisions about how personnel are promoted and assigned this authority tends not to be 
used.  For example, the Chief of Police has the authority to determine who should be 
assigned to the Special Squad yet there is little turnover among squad members.2  In 
addition, the Chief typically does not take advantage of the opportunity (provided by the 
labor contract) to select from among the highest three ranked candidates when making 
promotional decisions.  This is especially problematic because, since no qualitative 
assessment is included as part of the ranking process, past performance and qualitative 
factors not easily evaluated as part of a written test can only be factored into the 
selection process at the Chief’s level. 
 
To address these issues the Chief should establish a schedule for rotating qualified staff 
through the Special Squad.  In addition, the Chief should exercise his discretion in 
selecting the candidate among the three most highly ranked candidates that he feels is 
the most qualified to be promoted. 
 
The Department Should Modify Its Organizational Structure 
 
The department currently has a traditional organizational structure in which three 
managers – who oversee the major department functions of patrol, investigations, and 
administration – report to the Chief (see Exhibit A).  While the current structure is 
generally sound, it is costly and will hinder efforts to strengthen the department’s 
performance.  Specifically, the current structure has the following shortcomings: 
 
 In some areas spans of control are too narrow to support the existing rank structure 

(for example, the Major Crimes Unit Detective Captain oversees only three sergeants 
and the Youth Services and Criminal Identification sergeants each oversee only three 
personnel) 
 

                                                        
2 Rotating staff through special squad assignments is generally a good management practice 
because it reduces the likelihood of misconduct and diversifies the experience of officers who are 
well suited to perform special squad duties. 
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 Assigning a sworn manager – the Administration Division Major – to oversee 
functions performed by civilians increases costs and reduces civilian opportunities for 
career advancement 

 
 The dispatch function does not have a dedicated supervisor who can advocate for the 

function and provide training, mentoring, and support to dispatchers  
 
 No one is clearly responsible for coordinating proactive initiatives and is accountable 

to the Chief for the success of these efforts 
 
 The Planning and Training function – which will be of primary importance to 

department efforts to improve – does not directly report to the Chief 
 
To address these issues the department should modify its organizational structure.  As 
Exhibit B shows, in the recommended structure six positions should report to the Chief: 
 
 A sworn Patrol Division Major 

 
 A sworn Investigative Services Major 
 
 A civilian Administration Division Manager (this position could be held by a captain in 

the short term) 
 
 A sworn captain responsible for managing proactive initiatives (this is a staff position 

and should not have any staff reporting to it)3 
 
 A sworn Planning and Training Lieutenant 
 
 A sworn Internal Affairs Detective Lieutenant 
 
In the recommended structure, each of the key units within the department will be 
restructured.  Four sergeants and one lieutenant will report to the Investigative Services 
Division Detective Captain (two sergeants would oversee detectives conducting follow-
up investigations, one sergeant would oversee the Prosecution Unit, one sergeant would 
oversee the Identification Unit,4 and one lieutenant would oversee the Special Squad).  
Three captains (who each oversee patrol platoons), a dispatch supervisor, and a traffic 
sergeant would report to the Patrol Major.  In addition, a civilian Administration Manager 
would oversee support functions and animal control.5   
 
  

                                                        
3 This position should only be established if the department increases staffing to expand proactive 
initiatives. 
 
4 This position will not be needed if the department implements a subsequent recommendation to 
change its approach to collecting and processing evidence. 
 
5 The city has recently promoted the Veterinarian Manager to the vacant supervisor position to 
ensure the animal control unit has adequate supervision.  Now that the supervisory position has 
been filled the Veterinarian Manager position can be discontinued. 
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Implementing this structure will create a number of benefits.  First, costs will decline both 
because the number of supervisory positions will decline by one and because a less 
highly paid civilian administrator will replace a sworn major position.  In addition, 
supervision over the dispatch function will be enhanced.  Finally, functions needed to 
strengthen department performance – proactive initiatives and planning and training – 
will be established and/or be given a higher organizational profile. 
 
Strengthen First Line Supervision 
 
Most department employees currently have a high regard for their supervisors.  Despite 
this high regard interview findings suggest that supervision can improve in two areas.  
First, the consistency of supervision across shifts can improve.  Second, the quality of 
supervision is currently inconsistent.  While most supervisors are perceived to be of high 
quality, some are not. 
 
Several steps should be taken to strengthen supervision.  First, the department should 
establish specific expectations for how patrol supervisors should spend their time.  
Second, training should be developed to communicate and reinforce these expectations.  
Third, the department should develop simple processes to monitor the extent to which 
these expectations can be achieved.  For example, the CAD system might be used to 
track supervisory activities.  Fourth, disciplinary actions should be reviewed on a regular 
basis – perhaps once a month – to ensure consistency across shifts.  Finally, managers 
should informally monitor supervision on all three shifts to ensure the expectations 
communicated are consistent. 
 
Improve Operational Practices 
 
Several existing practices increase costs and/or represent an ineffective use of 
department resources.  
 
Prisoner processing.  The department currently requires a sergeant to monitor the two 
officers who process arrestees.  One officer is more than sufficient to process a prisoner 
(although the time required for processing may be somewhat longer than if two officers 
are involved).  Rather than have two officers out of service for the entire time required to 
process a prisoner the sergeant could assist in processing prisoners or, if the 
department desires independent supervision of the prisoner processing process, the 
sergeant can observe the process (while ensuring officer safety) while one officer 
processes the prisoner. 
 
Case assignments.  At present, all cases are assigned for follow-up review.  Cases with 
few “solvability factors” are unlikely to be solved, however, and conducting follow-up 
investigations of such cases is an unproductive activity.  To address this issue, the 
department should assign cases for follow-up investigation only if solvability factors – 
which suggest a reasonable probability that the case will be solved – are present.  
Implementing this recommendation will greatly reduce investigator caseload and allow 
investigators to focus their attention on cases that can be solved. 
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Please note that if, from a customer service perspective, the department desires to 
provide some follow-up on cases, residents could be called after the incident to 
determine whether any additional information has been obtained.  These calls do not 
need to be made by trained detectives but can be made by appropriately trained part-
time civilians. 
 
Crime scene processing.  Identification Unit detectives are currently dispatched to 
most crime scenes even if the likelihood of them gathering evidence that will help solve 
the crime or convict the perpetrator is small.  Sending Identification Unit detectives to 
process crime scenes, however, would typically not be necessary if patrol officers were 
trained to collect evidence, life latent prints, and photograph crime scenes.  Under this 
approach to conducting crime scene investigations officers with additional training would 
be deployed on each shift who could be called to scenes requiring additional expertise.  
To handle crime scenes where a high degree of specialized training is needed the 
department can call on the state police or contract with another agency (such as the 
Providence Police Department) to provide this expertise (which is rarely needed). 
 
Increase Capacity  
 
By filling vacant positions in animal control (a part-time pound keeper) and dispatch (a 
dispatcher) strains created by these vacancies have been relieved.  However, at current 
staffing levels neither the animal control nor the dispatch functions have enough staffing 
to ensure needed positions are filled after accounting for expected absences.  Rather 
than increasing full-time (or part-time) staffing to adjust for vacancies it will be more cost-
effective to ensure positions are filled by using overtime to supplement staffing. 
 
Additional capacity is also needed in the Prosecution Unit.  The sergeant assigned to the 
Prosecution Unit, who has specialized responsibilities, currently has no one at the same 
rank who can fill in for him when he is absent.  The captain position, whose incumbent 
was on medical leave while the study was being conducted, can fill in for the sergeant, 
but the organizational analysis suggests this position is not needed.  Rather than fill the 
captain position at least one additional sergeant should be trained so that he or she can 
effectively perform the prosecutor function.  In addition, one additional civilian position 
should be assigned to help prepare for court.  If, on selected cases, the department 
needs an attorney to represent it, the department can either outsource this function or 
temporarily assign another staff member who has a law degree to provide this support. 
 
Reaffirm Commitment To Improving Department Facilities 
 
A number of serious deficiencies with police department facilities were noted during 
interviews and reinforced by the results of the employee survey.  Department and city 
leaders are aware of these problems and conducted a facilities assessment in January 
2014 to better understand facility needs and options for addressing them.  Given the 
magnitude of the needs, and the depth of employee concerns, the city and the 
department should reaffirm their commitment to improving facilities.  To the extent 
possible a specific plan for improving facilities should be developed and a commitment 
to implementing this plan affirmed. 
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Evaluate New Equipment Needs 
 
In general, the department has adequate vehicles and equipment.  The department 
should, however, explore the feasibility of acquiring dashboard and body worn cameras. 
In addition, the department should establish a schedule for replacing police vehicles to 
ensure the quality of these vehicles is maintained over time.  Ideally a special account 
should be established that is funded each year based on the anticipated “depreciation” 
of vehicles. 
 
Establish And Fund Long-Term Strategies For Enhancing Diversity And 
Increasing The Language Proficiency Of Department Employees 
 
The department’s racial mix does not reflect the racial mix of the Pawtucket community 
(which is more racially diverse that many other jurisdictions in Rhode Island).  The best 
practice research conducted as part of this engagement suggests the department should 
take the following steps to develop a recruitment and retention plan that addresses racial 
(and gender) disparities: 
 
 Honestly assess the department’s culture and its commitment to a diverse workforce 

 
 Take the time to identify and fully understand the barriers that may be causing a lack 

of diversity 
 
 Mobilize department employees to support efforts to increase diversity 
 
 Challenge the community to become outreach partners and aid the department’s 

efforts to identify and recruit a diverse pool of applicants 
 
 Undertake recruitment activities that are expansive 
 
 Develop a plan that encourages, supports, and mentors applicants throughout the 

application and selection process 
 
 Ensure recruitment plans have measures in place to serve as the basis for 

determining if, and which, strategies work 
 
The department should also consider taking two steps to increase the department’s 
ability to communicate with residents in a language other than English.  First, it should 
establish three or four bilingual (or multilingual) officer positions to support recruiting 
efforts.  In addition, the department should consider establishing partnerships for 
potential immigrant candidates to take ESL courses tailored to help them become 
department employees. 
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C – IMPROVEMENTS THAT MUST BE NEGOTIATED WITH THE UNION 
 

Improvements that must be negotiated with the union fall into two broad categories: 
improvements that will enhance department management and supervision and 
improvements that will allow the department to make more effective use of its resources. 
 
IMPROVEMENTS THAT WILL ENHANCE DEPARTMENT  
  MANAGEMENT AND SUPERVISION 
 
The Department Should Negotiate Changes That Will Facilitate Establishing A 
Strong Management Team And Provide Flexibility In Assigning Staff To Positions 
Where They Will Most Benefit The Department 
 
To strengthen the department’s ability to establish a strong management team and to 
assign staff to positions where they will most benefit the department a number of issues 
should be negotiated. 
 
 Remove the restriction that the Chief of Police be selected from internal 

candidates only.  At present, the Mayor has the authority to appoint only one 
position within the department – the Chief of Police – and the Chief is required to be 
selected from internal candidates only. The limitation to selecting the Chief from 
internal candidates only creates a number of potential problems.  First, like many 
organizations police departments can become stagnant over time and can benefit 
from the new perspectives, ideas, and energy someone from outside the department 
can bring.  Second, the skills needed to bring about needed change may not be 
resident among existing staff.  Finally, in a department plagued with malfeasance 
and, even worse, corruption an internal candidate may have difficulty addressing the 
problems.  To avoid these issues in the future the requirement that the Chief of Police 
be selected from internal candidates should be eliminated. 
 

 Grant the Mayor the authority to select the department’s leadership team. 
Limiting the Mayor to selecting only one position – the Chief – makes it extremely 
difficult to form a cohesive, dynamic leadership team where everyone is focused on 
the same objective.  The Mayor should therefore be granted the authority to select 
the personnel (two majors and a civilian administrator) reporting to the Chief.  To 
ensure these key managers do not have divided allegiances, they should not be 
represented by Pawtucket Lodge Number 4 of the Fraternal Order of the Police, 

 
 Streamline the rank structure.  The current rank structure – which has more 

gradations than the rank structure in most police departments – limits the ability of the 
Chief to assign managers and supervisors to positions where they can most benefit 
the department.  To address this issue the rank structure should be streamlined so 
that only the following positions are tested promotions: captain, lieutenant, and 
sergeant. 

 
 Grant the Chief more authority in making personnel assignments.  Labor rules 

currently require that assignments be determined by seniority – in general, the officer 
with the most seniority who meets the requirements for a position will be assigned to 
that position.  This requirement not only prevents the Chief from making assignments 
based on his assessment of who is best qualified to perform the job but also limits his 
ability to rotate staff among assignments.  (Under the current system the most senior 



 9 

officer can maintain their assignment indefinitely as long as a more senior officer 
does not want the job.)  The Chief, therefore, should be granted the authority to 
assign personnel to units based on his assessment of what will be most beneficial to 
the department and the city. 

 
 Detective should be an “assigned” rather than a promoted position. The fact 

that detective is a rank and not an assignment in the Pawtucket Police Department 
also complicates management.  First, requiring that detectives be selected through a 
promotional process limits the department’s ability to give officers investigative 
experience.  Even more problematic, if a person is promoted to a detective rank and 
does not function effectively as an investigator the department has few options as to 
where the detective can be reassigned.  Detective therefore should no longer be a 
promoted rank but an assignment made by the Chief. 

 
 Expectations for how long staff will be assigned to specialized units should be 

established.  Establishing these expectations will ensure that all officers (who desire 
to do so and are qualified) can broaden their experience by serving a “tour of duty” in 
a specialized unit (e.g., special squad or investigations) or performing a specialized 
duty (e.g., school resource officer). 

 
The Promotional Process Should Be Strengthened 
 
At present, candidates are ranked for promotions based on three factors – written test 
score (75 percent), seniority (20 percent), and education (5 percent).  While written tests 
are useful in evaluating a candidate’s knowledge of specific issues they are of limited 
use in evaluating qualitative issues such as decision-making ability, judgment, and 
interpersonal skills necessary to be an effective manager or supervisor.  (Although 
evaluating the merits of the current written test was beyond the scope of this 
engagement it should be noted that in interviews concerns about the relevance of the 
written test to issues faced by managers and supervisors in Pawtucket were raised.)  
Many police departments include an oral assessment as part of their selection process 
to evaluate qualitative issues that are difficult to capture as part of a written test. 
 
The department should take two steps to strengthen its promotional process. First, the 
department should include an oral assessment as part of the promotional process.  
Second, an assessment of the current written test should be performed to ensure that it 
is structured to evaluate issues relevant to being a law enforcement manager or 
supervisor in Pawtucket. 
 
IMPROVEMENTS THAT WILL ALLOW THE 
  DEPARTMENT TO MAKE MORE EFFECTIVE 
  USE OF ITS RESOURCES 
 
The Department Would Benefit From Collaborating With Other Agencies To 
Perform Several Functions 
 
While the Pawtucket Police Department is not a small department it is also not a large 
department.  Unlike larger departments that are able to take advantage of economies of 
scale, the costs of performing some functions (per unit of activity) are relatively high in  
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Pawtucket.  In addition, the department lacks the demand for some specialized functions 
to justify the investment in training required to maintain the capacity in house.  The 
department would, therefore, benefit from collaborating with other agencies in three 
areas: communications, SWAT, and technology support. 
 
Communications.  Joining a regional dispatch center would create a number of 
benefits.  Dispatcher costs should decline as each dispatcher would be able to handle 
more calls, supervisory costs could likely be spread over a broader base of employees, 
and training would be enhanced as a regional communications center would specialize 
in training 911 call takers and dispatchers.  A regional communications center has been 
proposed for Rhode Island and the city should embrace the opportunity to participate in 
the center. 
 
SWAT. The need for tactical support provided by a SWAT team is limited in Pawtucket 
and the city’s decision not to maintain its own SWAT capabilities was sound. 
Establishing a regional SWAT capability, however, would create some benefits.  A 
regional SWAT team could be used to support department activities that have a tactical 
component – for example, serving high risk warrants – but would not justify requesting 
SWAT assistance from a neighboring community.  In addition, by participating in a 
regional SWAT team the department would be more assured of receiving assistance 
when needed.  Moreover, the Pawtucket Police Department officers who participate on 
the regional SWAT team would bring the skills and expertise they develop to their day-
to-day duties.  While somewhat more expensive than the existing approach, the costs of 
participating in a regional SWAT team would be modest and the benefits exceed the 
costs. 
 
Technology support.  The department currently receives very good technology support 
from a self-taught specialist and her assistant.  The quality of the support provided, 
however, is heavily dependent on the skills, expertise, and work ethic of the specialist 
who leads the unit.  If, for whatever reason, she leaves the city’s employment the 
department may have difficulty obtaining a capable replacement. 
 
Providing technology support on a regional basis would potentially help the city address 
a number of challenges.  First, a regional technology support group could share the cost 
of an information technology professional having the skills and expertise needed to 
consider the department’s technology needs from a strategic perspective.  Second, a 
regional help desk operation would likely be able to handle workload peaks better than 
the current stand-alone operation (if the regional participants are in the same geographic 
area).  Third, a regional technology support unit would have the resources (and 
expertise) needed to explore viable alternatives to the current RMS system which is 
cumbersome to use in a city the size of Pawtucket – the system only supports the use of 
10 printers – and from which extracting information is extremely difficult.  Finally, a 
regional technology group would also be better able to support the acquisition and 
maintenance of in-car and body worn cameras (of course, all participants in the 
collaboration would need to agree to acquire such technology). 
 
If establishing regional technology support is not considered viable the department 
should increase unit staffing by one support position. 
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Officers Should Be Deployed In One-Officer Units 
 
The current contract requires that the department deploy two two-person wagons on 
each shift.  These wagons are used to transport arrestees to the police station for 
processing and also are the primary backup to patrol officers responding to calls-for-
service.  Because two officers are assigned to the unit when wagon officers provide 
backup three officers will respond to the call even though only two are needed.  To 
address this issue all patrol officers should be deployed in one-officer units.  (Please 
note that since patrol vehicles are equipped with prisoner shields most arrestees can be 
transported to the station by the arresting officer.) 
 
Selected Functions Currently Assigned To Sworn Officers Can Be Effectively 
Assigned To Civilians 
 
For the most part, the department has done an excellent job of ensuring that sworn 
officers are not assigned to duties that can effectively be performed by civilians.  A 
systematic analysis of civilianization opportunities performed as part of this study 
indicates that only two functions – crime scene processing and VIN (and related 
activities) – currently performed by sworn officers should be assigned to civilians.6  
Please note that the crime scene processing function should be civilianized only if the 
recommended model for processing evidence at crime scenes is not implemented. 
In addition, some functions currently performed by the VIN officer will need to be 
reassigned if the position is civilianized. 
 

D – PATROL STAFFING ANALYSIS 
 

The analysis of the number of patrol officers needed in Pawtucket to respond to calls 
was conducted in six steps: 
 
 Step 1: Determine response expectations 

 
 Step 2: Determine the number of citizen-initiated calls-for-service 
 
 Step 3: Adjust the number of calls to reflect the fact that some call types require more 

than a one officer response 
 
 Step 4: Use queuing analysis and travel time analysis to determine the number of 

officers that need to be deployed to meet response time expectations during each 
hour of the week 

 
 Step 5: Determine how to schedule sworn officers 
 
 Step 6: Adjust staffing to allow for expected absences 
 

                                                        
6 In addition, as previously discussed, a civilian manager position should be established to 
oversee the Administration Division. 
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Patrol staffing alternatives were developed using different assumptions: 
 
 Number of two-officer units deployed.  The union contract currently requires that 

two two-officers units be deployed on each shift.  As discussed, however, this study 
recommends that one-officer units be deployed exclusively.  The staffing analysis 
considers both alternatives. 
 

 Scheduling practices.  Under the current schedule each of three patrol platoons 
work four day on, two day off schedules.  This schedule assigns the same number of 
patrol officers to work each day (on each platoon) despite the fact that workload 
varies by day of the week.  In addition to assessing patrol staffing using the current 
schedule an alternative schedule in which the number of patrol officers working each 
day varies to reflect changes in workload by day was developed.  Staffing needs 
using this alternative schedule were evaluated. 

 
 Level of service.  The level of service incorporated into the patrol staffing 

recommendations is considerably higher than the level of service currently provided.  
At present, 64.9 percent of high priority calls are responded to in less than seven 
minutes.  The service assumption incorporated into the patrol staffing analysis is that 
Priority 1 calls will be responded to within five minutes 90 percent of the time.  (In 
addition, the analysis assumes that Priority 2 calls will be responded to within 15 
minutes 90 percent of the time and that Priority 3 calls will be responded to within 60 
minutes 90 percent of the time.)   

 
In applying this desired service standard two alternatives were developed.  Under the 
“all hours” alternative staffing levels are set so that during each hour of the week the 
response standard is met (that is, 90 percent of the priority 1 calls during each hour 
will be responded to within five minutes and all other service expectations will be met 
during that hour).  By contrast, under the “90 percent of hours” alternative the desired 
response standard will be met for only 90 percent of the hours on each shift.  Under 
this alternative during the hours of the week with the highest activity response 
expectations will fall somewhat short of the desired service expectation but at most 
this will occur only 10 percent of the time.  Please note that using the “all hours” 
alternative the shift will be overstaffed during all hours of the week except the busiest 
hours while using the “90 percent of hours” alternative the shift will be understaffed, at 
most, 10 percent of the time.  Regardless of the alternative used the overall 
expectation that desired response times be achieved 90 percent of the time will be 
met. 

 
As the following table shows, depending on which level of service, scheduling, and 
operational practice is employed some additional patrol capacity will be needed to meet 
service expectations.  (At present, 68 patrol officers are deployed.)  Please note that for 
each of these alternatives the staffing analysis assumes that overtime will be used to 
address the preponderance of staffing needed to account for expected absences since 
using overtime is more cost effective than increasing full-time staffing to account for 
most absences.  If the department believes expected overtime requirements will create 
too much burden on patrol officers the number of full-time staff can be increased (with a 
reduction in the level of overtime used). 
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Option 

 
Full-Time 

Overtime 
FTEs 

Total 
FTEs 

Response Expectations Met For All Hours 
    One Officer Units – Current Schedule 
    Two Two-Officer Units Per Shift – Current Schedule 
    One Officer Units – Revised Schedule 
    Two Two-Officer Units Per Shift – Revised Schedule 
 

 
60.00 
69.00 
50.00 
59.00 

 
6.96 
9.12 
11.41 
11.56 

 
66.96 
78.12 
61.41 
70.56 

Response Expectations Met For 90 Percent Of Shift Hours 
    One Officer Units – Current Schedule 
    Two Two-Officer Units Per Shift – Current Schedule 
    One Officer Units – Revised Schedule 
    Two Two-Officer Units Per Shift – Revised Schedule 
 

 
51.00 
62.00 
48.00 
54.00 

 
8.52 
8.68 
10.80 
12.24 

 
59.52 
70.68 
58.80 
66.24 

 
E – ANALYSIS OF RESOURCE ALLOCATION 

 
The department’s sworn staffing can be divided into three broad categories: 
 
 Responsive services.  Staff focused on responding to community needs. 
 
 Proactive services.  Staff focused on taking proactive steps to reduce crime, 

enhance quality of life, and improve relationships with the community. 
 
 Administrative and non-policing services.  Staff who provide administrative 

services and who perform non-police related services (e.g., serve as prosecutors, 
record VIN numbers). 

 
Many police departments strive to devote equal resources to proactive and responsive 
services.  At recommended staffing levels7 however, 55.9 percent of the sworn 
resources (not devoted to administrative and non-policing services) are focused on 
response functions while 44.1 percent are devoted to proactive work8.  An additional 9.4 
positions to focus on proactive work such as community policing would be needed to 
ensure that equal resources are devoted to proactive and responsive activities.   
 
Strong and effective management is needed to ensure that the police department makes 
effective use of proactive functions, however, the current labor agreement makes 
effective management in the Pawtucket Police Department extremely difficult.  Unless 
these restrictions can be loosened increasing resources devoted to proactive initiatives 
may not be a sound investment.  The city may therefore want to defer increasing 
proactive capacity until changes to the contract can be negotiated that will increase the 
return on its investment.  In addition, the city may want to negotiate changes to the 

                                                        
7 For the purposes of this analysis the patrol staffing alternative that meets service expectations 
for all hours, uses existing schedules, and assigns one officer to each patrol unit was used.  
Please note that alternatives that require fewer patrol officers to respond to calls will have 
corresponding less time available for proactive activities. 
 
8 This analysis assumes that the time patrol officers have to devote to proactive work between 
calls is 75 percent as productive as work performed by officers who focus exclusively on 
proactive activities.  This is reasonable given than patrol officers can only support proactive 
activities that can be interrupted so that they can respond to calls.  
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contract that will allow the department to make more effective use of existing resources 
before it requests that additional positions be funded. 
 

F – SUMMARY OF STAFFING IMPLICATIONS 
 

Implementing the best practices outlined in this report will enable the department to 
modestly reduce staffing if additional staffing to support proactive initiatives is not 
provided.  The equivalent of 4.0 positions can be discontinued.  Sworn staffing would 
decline by seven positions (from 133 to 126) and civilian staffing would increase by three 
positions. 
 
The analysis also supports the increase of one captain position and 9.4 officer positions 
to enhance proactive initiatives such as community policing.  The city may want to defer 
making this investment until changes to the labor agreement that make it difficult to 
make the most effective use of these resources can be negotiated. 

 
G – IMPLEMENTATION 

 
The city should take the following steps to implement the study recommendations:  
adopt the study recommendations in principle; establish an implementation task force; 
and develop a plan for adjusting staffing levels. 
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 II – Executive Summary (presented in a separate document) 

III – Overview 

IV – Improvements That Can Be Made Without Labor Negotiations 

 V – Improvements That Must Be Negotiated With The Union 

VI – Patrol Staffing Analysis 

VII – Analysis Of Resource Allocation 

VIII – Summary Of Staffing Implications 

  IX – Implementation 

Appendices 
Appendix A – Benchmarking Results 
Appendix B – Best Practice Findings 
Appendix C – Personnel Practice Findings 
Appendix D – Community Focus Groups Summary 
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This report is divided into nine chapters and seven appendices (cont’d) 

Appendix E – Employee Survey Results 
Appendix F – Activity Analysis Survey Results 
Appendix G – Relief Factor Calculations 
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I – INTRODUCTION 
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This engagement had a number of objectives 

 Examine existing police protection services 

 Determine the strengths and weaknesses of service delivery strategies 

 Identify opportunities to improve efficiency 

 Develop short- and long-term strategic recommendations 
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A range of qualitative and quantitative methods were used to conduct 
the study 

 Extensive interviewing was conducted with police managers, supervisors, 
and line employees 

 All employees had the opportunity to complete an on-line survey (76 
employees or 46 percent of the department’s staff completed the survey) 

 An activity analysis survey was conducted to understand how patrol officers 
spend their time when not responding to calls 

 Three focus group meetings were held with community representatives 

 Benchmark information on police operations was obtained from seven police 
departments 

 Best practice research relating to recruiting a diverse workforce was 
conducted 

 Information on human resources practices was obtained from five Rhode 
Island cities/police departments 

 A range of documents and data covering all areas of the Pawtucket Police 
Department’s (PPD) operations was reviewed 
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II – EXECUTIVE SUMMARY 
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 The Executive Summary is presented as an attachment to this document 
 

 

 

 

 

 

 

 

 

 

 
 

 

Executive Summary 
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III – OVERVIEW 
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 The Police Chief is currently providing satisfactory leadership of the 
department 
 He has taken appropriate steps to address malfeasance within the 

department  
 Understanding the underlying cause of the malfeasance was beyond 

the scope of this study – some incidents occurred a number of years 
ago 

 Where malfeasance has come to light the chief has taken 
appropriate action  

 While taking these actions sends a message that wrong doing in the 
department will not be tolerated the chief should be proactive in 
communicating this message 

 He is well regarded by department employees and community leaders 
 In interviews many staff complemented the Chief’s leadership and 

any concerns about his leadership were mild 
 The interview findings were generally reinforced by the results of the 

employee survey although the survey results also suggest areas 
where improvement is needed 
 

 

 

 

 

 

 

 

 

 

 

 
 

 

The information gathered during this engagement suggests that the 
Pawtucket Police Department is generally a good department 
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– While the survey results suggest improvement is possible, the 
relatively low percentage of negative responses suggests – at 
the very least – that employees are not dissatisfied with overall 
leadership 

» 55.1 percent of the survey respondents agree or strongly 
agree that the Chief of Police is willing to consider points 
of view that are different from his own (and only 10.1 
percent of respondents disagree or strongly disagree) 

» 46.4 percent agree or strongly agree that the Chief of 
Police makes decisions in a timely manner (with only 15.9 
percent disagreeing or strongly disagreeing) 

» 43.5 percent of the survey respondents agree or strongly 
agree that the Chief of Police has established an overall 
vision for the department 

» The relatively high number of negative responses - 
24.6 percent of the survey respondents disagree or 
strongly disagree with this statement – suggests this 
is an area on which the Chief should focus more 
attention 

 
 

 

 

 

 

 

 

 

 

 

 
 

 

The information gathered during this engagement suggests that the 
Pawtucket Police Department is generally a good department (cont’d) 
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» In particular, the Chief should communicate his 
commitment to implementing best practices, to 
supporting community policing and excellent 
customer service, and to constantly striving to 
improve the department’s performance 

 The Chief has demonstrated concern about both the cost and quality of 
services provided 

 The level of services provided by the police department is good 
 Pawtucket had the third fewest Part I crimes per 1,000 population of the 

eight benchmark jurisdictions (including Pawtucket) 
 The department has good success in clearing cases 
 Of the benchmark departments providing information on case 

clearances Pawtucket ranks first in the percentage of cases cleared 
for murder, rape, aggravated assault, and burglary and second for 
robbery 

 For larceny and auto theft, by contrast, the department ranks fourth 
and third respectively 
 
 

 

 

 

 

 

 

 

 

 

 

 
 

 

The information gathered during this engagement suggests that the 
Pawtucket Police Department is generally a good department (cont’d) 
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 Response times are also good  
 Slightly fewer than two-thirds (64.9 percent) of high priority calls are 

responded to in less than seven minutes 
 Only 4.3 percent require more than 30 minutes for a response 

 
 
 
 
 
 
 
 

 Even some of the practices most in need of change are rooted in a desire to 
serve the community 
 The department does not consider their ability to solve cases when 

assigning cases to investigators and the identification unit for follow up 
 Investigating cases that have little chance of being solved creates no 

real value for the community 
 
 

 
 

 

 
 

 

 

 

 

 

 

 

 

 

 
 

 

The information gathered during this engagement suggests that the 
Pawtucket Police Department is generally a good department (cont’d) 



14 

 However, deploying identification officers to crime scenes and assigning 
these cases to follow-up investigators creates a perception that the 
police department is concerned about the victim and therefore creates a 
perceived value 

 As discussed later, there are more cost-effective approaches to creating 
this perceived value; nonetheless this practice – which creates a burden 
on detectives – reflects the department’s commitment to serving the 
community 

 

 

 

 

 

 

 

 

 

 
 

 

The information gathered during this engagement suggests that the 
Pawtucket Police Department is generally a good department (cont’d) 
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 The department’s ability to improve its performance is constrained by two 
factors: 
 Lack of staffing and labor restrictions that prevent the department from 

making the most effective use of existing staffing 
 Labor-management relationships that severely curtail management 

prerogatives 

 

 

 

 

 

 

 

 

 
 

 

Under current circumstances the department’s ability to improve its 
performance will be limited 
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 Steps should be taken to streamline the organizational structure, strengthen 
supervision, and improve selected practices 

 Immediate steps should also be made to enhance the security of department 
facilities 

 Likewise, staffing levels should be increased in areas where the current level 
of staffing is insufficient to meet community needs  

 Department and city leaders should exercise the authority they have under 
the union agreement 

 Confirm the department’s commitment to make long-term investments in two 
key areas 
 Improving the department’s physical environment will improve working 

conditions and enhance morale 
 Investing in enhancing the diversity of the department’s workforce and 

increasing the number of officers proficient in languages residents speak 
will strengthen relationships with the community 
 
 

 

 

 

 

 

 

 

 
 

 

Within the current labor-management environment some 
improvements can and should be made  
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 The current labor agreement constrains the department’s ability to actively 
manage the department 
 The Chief is the only department manager who is not represented by the 

union 
 Seniority and promotional requirements limit management’s ability to 

assign officers where they are needed 

 The city would benefit from an increase in proactive capacity 

 Before the city takes steps to increase staffing however, opportunities to 
increase capacity by making more effective use of existing resources should 
be exhausted 
 Improve operational practices 
 Pursue regional service delivery options 
 Civilianize selected positions 

 In addition, before the city invests in additional proactive capacity the 
management authority needed to ensure these staff resources will be used 
effectively should be restored  

 

 

 

 

 

 

 
 

 

Other improvements will need to be negotiated with the union 
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 The combination of limited resources and a restrictive labor agreement limit 
the impact department leaders can have improving department performance 
 To a significant extent, “status quo” management is the best the 

department can hope for in the current situation 
 Even within existing constraints department leaders can work to 

emphasize implementing best practices (where possible), provide 
excellent customer service, and constantly strive to improve department 
performance 

 Moving forward however, if changes to the current labor agreement are 
negotiated and additional resources are made available to support proactive 
initiatives such as community policing current leadership will need to evolve 
 These changes will allow the Police Chief and his key subordinates to 

assume a more proactive posture in leading the department and to be 
held more strictly accountable for achieving desired results 
 In the current labor-management environment the Chief’s authority is 

so constrained that the extent to which he can be held accountable is 
also limited 

  

 

 

 

 

 

 

 

 
 

 

Leadership will need to evolve if the department is to build on current 
strengths to improve its performance 
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 The Mayor, the Police Chief, and the Public Safety Director should work 
to develop a plan for implementing recommendations that defines 
expectations and timelines for change 
 Progress should be reviewed at regular intervals 
 As necessary, support should be provided to the current leadership 

team to develop the systems and leadership approaches needed to 
achieve desired results in the new management environment   

 

 

 

 

 

 

 

 
 

 

Leadership will need to evolve if the department is to build on current 
strengths to improve its performance (cont’d) 
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IV – IMPROVEMENTS THAT CAN BE MADE WITHOUT 
LABOR NEGOTIATIONS 
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 Exercise the authority available under the current labor agreement 

 Modify organizational structure 

 Strengthen supervision 

 Improve operational practices 

 Increase capacity in areas where current staffing levels are not adequate 

 Commit to improving department facilities 

 Evaluate new equipment needs 

 Establish and fund long-term strategies for enhancing diversity and 
increasing the language proficiency of department employees 

 

 

 

 

 

 

 

 

 

 
 

 

Changes that can be made within the current organizational structure 
may be divided into eight areas 
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IV-A – EXERCISE AUTHORITY AVAILABLE UNDER 
CURRENT LABOR AGREEMENT 
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 The current labor agreement severely limits the authority managers have to 
assign and promote personnel 
 Seniority determines how most personnel assignments are made 
 In addition, seniority and the results of a written test are the primary 

factors that determine how candidates for promotion are ranked  

 However, where the labor agreement provides opportunities for managers to 
make decisions about how personnel are promoted and assigned this 
authority tends not to be used 
 For example, the Chief of Police has the authority to determine who 

should be assigned to the Special Squad 
 Despite this authority there is little turnover among squad members 

– Interviews indicate that the newest addition to the unit has 
been assigned to the squad three years, four staff have been 
assigned to the squad between three and ten years, and two 
have been assigned to the squad for more than ten years  

 

 

 
 

 

Department managers do not currently make full use of the authority 
they have to make personnel decisions 
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 While there have been no allegations of misconduct, as a general 
practice staff should be rotated out of units that focus on narcotics 
investigations on a regular schedule (especially if some of the 
assignments are undercover investigations) 

 Since the Chief of Police has the authority to select the staff assigned 
to this unit by rotating staff through this assignment he is able to 
diversify the experience of officers well suited to perform this duty 

 If these assignments were based on seniority rotating staff out of the 
unit on a regular basis would still be a sound practice but the Chief 
would have less of an ability to ensure the staff assigned to the unit 
are well suited to their responsibilities 

 The Chief should make use of the opportunity to select from among the 
highest three ranked candidates when making promotional decisions 
 Promotions are based on three factors – written test score (75 percent), 

seniority (20 percent), and education (5 percent) 
 Promotional candidates get two points for an associate’s degree, four 

points for a bachelor’s degree, and five points for a master’s degree 
 
 

 

 

 

 

 

 
 

 

Department managers do not currently make full use of the authority 
they have to make personnel decisions (cont’d) 
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 Since no qualitative assessment is included as part of the ranking 
process, past performance and qualitative factors not easily evaluated 
as part of a written test can only be factored into the selection process at 
the Chief’s level 

 The Chief should exercise this discretion and select the candidate he 
feels is most qualified to be promoted 

 While anyone passed over for promotion may eventually be promoted – 
a “top three” candidate can only be passed over for promotion twice – 
debriefing candidates about the rationale for the decision should help to 
allay bad feelings 

 Of course, if the best candidate in the Chief’s opinion is also the top 
ranked candidate the Chief should select that candidate 

 
 

 

 

 

 

 

 
 

 

Department managers do not currently make full use of the authority 
they have to make personnel decisions (cont’d) 
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IV-B – MODIFY ORGANIZATIONAL STRUCTURE 
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 Three managers – who oversee the major department functions of patrol, 
investigations, and administration – report to the Chief 

 

 

 

 

 

 

 
 

 

The department currently has a traditional organizational structure 
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 While the current structure is generally sound, it is costly and will hinder 
efforts to strengthen the department’s performance 

 In other cases, spans of control are too narrow to support the existing rank 
structure 
 The Major Crimes Unit Detective Captain oversees only three sergeants 
 The Prosecution Captain oversees only one sergeant 
 The Youth Services and Criminal Identification sergeants each oversee 

only three personnel 

 Assigning a sworn manager – the Administration Division Major – to oversee 
functions performed by civilians increases costs and reduces civilian 
opportunities for career advancement 

 The dispatch function does not have a dedicated supervisor 
 The lack of a dispatch supervisor reduces the level of training, 

mentoring, and support dispatchers receive 
 In addition, no one is available to advocate for these positions 
 The need for effective civilian advocacy is reinforced by the results of 

the employee survey 
 
 

 

 
 

 

 

 

 

 
 

 

The existing structure has a number of shortcomings 
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 Half (50 percent) of the civilians responding to the survey disagree or 
strong disagree that “civilian employees are treated with as much 
respect as sworn employees” and only slightly more than a quarter 
(27.8 percent) of civilian employees agree or strongly agree 

 Interestingly, only fewer than one in ten (8.2 percent) of sworn 
employees disagree or strongly disagree with this statement and 
more than two-thirds (67.3 percent) agree or strongly agree 

 The recent decision to assign the Veterinarian Manager to fill the 
vacant Animal Control Supervisor position reflects an understanding 
among department and city managers that such advocacy is needed 

 Moreover, without supervisory positions staff assigned to these units 
have no path for career advancement 

 Perhaps most importantly, functions needed to improve the department’s 
performance have no organizational locus in the current structure 
 In particular, no one is clearly responsible for coordinating proactive 

initiatives and is accountable to the Chief for the success of those efforts 
 

 
 
 

 

 
 

 

 

 

 

 
 

 

The existing structure has a number of shortcomings (cont’d) 
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 Having such a position at present would be unnecessary given that 
relatively few resources are currently available to support proactive 
work 

 In the future, if the department decides to build its proactive capacity 
assigning organizational responsibility for making effective use of that 
capacity will be necessary 

 In addition, in the current structure the Planning and Training function – 
which will be of primary importance to department efforts to improve – 
does not report directly to the Chief 
 
 
 
 

 

 

 

 

 
 

 

The existing structure has a number of shortcomings (cont’d) 
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The department should modify its organizational structure 
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 The recommended structure has six positions reporting to the Chief: 
 A sworn Patrol Division Major 
 A sworn Investigative Services Division Major 
 A civilian Administration Division Manager 
 This position could be held by a captain in the short term 

 A sworn captain responsible for managing proactive initiatives (this is a 
staff position and should not have any staff reporting to it) 
 The position should only be filled if a decision is made to increase the 

department’s capacity to support proactive initiatives 
 A sworn Planning and Training Lieutenant 
 A sworn Internal Affairs Detective Lieutenant 

 Each of the key units within the department will be restructured 
 One lieutenant and four sergeants will report to the Investigative 

Services Division Major 
 The lieutenant would oversee the special squad 
 Two sergeants would oversee detectives conducting follow-up 

investigations (but the distinction between juvenile crimes and other 
crimes would be eliminated) 

 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department should modify its organizational structure (cont’d) 
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 One sergeant would oversee the Prosecution Unit 
 One sergeant would oversee the Identification Unit (if the decision is 

made to retain this unit) 
 A Patrol Major would oversee all patrol related activities 
 Three captains would oversee the three platoons 
 A supervisor would oversee the dispatch function 
 A traffic sergeant would oversee school resource officers and school 

crossing guards 
 A civilian Administration Manager would oversee support functions 
 An Animal Control Supervisor would oversee the animal shelter 

– The veterinary technician/office manager position should be 
discontinued (the previous incumbent in this position has been 
promoted to supervisor) 

 All other support functions – computer operations, records, 
accounting and payroll, and NCIC – should report to the 
Administration Manager 

 In addition, the municipal court and VIN functions should be 
overseen by the Administration Manager 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department should modify its organizational structure (cont’d) 
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 Costs will decline 
 Two fewer management and supervisory positions will be needed and 

the level and status (sworn or civilian) of the remaining positions will be 
more appropriate 
 The Administration Major position will be discontinued 
 Two captain level positions – prosecution and investigations – will be 

discontinued 
 The lieutenant assigned to administration will be discontinued 
 One Administration Manager position will be established 
 One Proactive Services Captain position and one Dispatch 

Supervisor position will be established 
 The Veterinary Manager position can be discontinued now that the 

Animal Control Supervisor position has been filled  

 Supervision over the dispatch function will be enhanced 

 Functions needed to strengthen department performance – proactive 
initiatives and planning and training – will be established and/or given a 
higher organizational profile 

 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Implementing this structure will create a number of benefits 
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IV-C – STRENGTHEN SUPERVISION 
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 Most department employees have high regard for their supervisors 
 76.8 percent of survey respondents agree or strongly agree that “my 

first-line supervisor (sergeant, detective sergeant, or civilian supervisor) 
provides supervision that inspires confidence among the employees 
he/she oversees” 

 75.4 percent agree or strongly agree that “my first-line supervisor 
(sergeant, detective sergeant, or civilian supervisor) works to eliminate 
barriers that stand in the way of the employees he/she supervises 
achieving desired objectives” 

 69.6 percent agree or strongly agree that “my first-line supervisor 
(sergeant, detective sergeant, or civilian supervisor) provides productive 
feedback on the overall performance of the employees he/she 
supervises” 

 76.8 percent agree or strongly agree that they receive the supervision 
they need to effectively perform their jobs 

 Despite the high regard most individual employees have for their supervisors 
interview findings suggest that supervision can improve in two areas 

 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Further strengthening first-line supervision is central to improving 
department performance 
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 First, the consistency of supervision across shifts can be improved 
 Officers note that expectations for performance and how discipline is 

applied can vary by shift 
 The perception of some officers is that three different police 

departments are deployed on the three shifts 
 Second, while officer perceptions of supervision are generally high both 

interview findings and the results of the employee survey suggest that 
the quality of supervision is somewhat inconsistent 
 While most supervisors are perceived to be of high quality, some are 

not 

 Further strengthening supervisory practices will be central to efforts to 
improve department performance 
 If investments in additional proactive capacity are made (as discussed 

later in this presentation) strong and consistent supervision will be 
needed to ensure the city earns a high return on its investment 

 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Further strengthening first-line supervision is central to improving 
department performance (cont’d) 
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 Plans for how officers should use their time when not responding to calls 
will need to be developed and supervisors will be responsible for 
ensuring these plans are implemented 

 At the same time, patrol managers should take steps to ensure that 
discipline is consistently applied across shifts and that expectations for 
performance are consistent 

 Several steps should be taken to strengthen supervision 
 First, the department should establish specific expectations for how 

patrol supervisors should spend their time 
 Second, training should be developed to communicate and reinforce 

these expectations 
 Third, the department should develop simple processes to monitor the 

extent to which these expectations can be achieved 
 For example, the CAD system might be used to track supervisory 

activities 
 
 

 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Further strengthening first-line supervision is central to improving 
department performance (cont’d) 
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 Fourth, disciplinary actions should be reviewed on a regular basis – 
perhaps once a month – to ensure consistency across shifts 

 Finally, managers should informally monitor supervision on all three 
shifts to ensure the expectations communicated are consistent 
 
 

 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Further strengthening first-line supervision is central to improving 
department performance (cont’d) 
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IV-D – IMPROVE OPERATIONAL PRACTICES 
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 The department currently requires a sergeant to monitor the two officers who 
process arrestees 
 If two officers are needed to process prisoners a sergeant is certainly not 

required to do nothing except supervise this process 

 All cases are assigned to detectives for follow-up review and for most of 
these cases the Identification Unit is dispatched 
 Cases with few “solvability factors” are unlikely to be solved and 

conducting follow-up investigation of such cases is an unproductive 
activity 
 In Pawtucket, focusing attention on such cases may prevent officers 

from focusing adequate attention on cases with a likelihood of being 
solved 

 Detectives (and other department employees) express concerns 
about high department caseloads but it is not productive to 
investigate many of the cases that contribute to these caseloads 

 
 

 
 

 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Several operating practices increase costs and/or represent ineffective 
use of department resources 
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 Sending Identification Unit detectives to process the crime scene is 
typically not necessary if patrol officers are trained to collect evidence 
themselves 
 Indeed, sending Identification Unit staff to process crime scenes may 

unrealistically raise community expectations that a case will be 
solved 

 

 
 

 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Several operating practices increase costs and/or represent ineffective 
use of department resources (cont’d) 
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 The department should assign cases for follow-up investigation only if 
solvability factors – which suggest a reasonable probability that the case will 
be solved – are present 
 The best way to communicate to residents that the department is 

concerned about their incident is to ensure patrol officers conduct a 
thorough preliminary investigation as part of their initial response 
 Not only will this demonstrate the department’s commitment to 

residents and their concern about the incident but thorough 
preliminary investigations are the best way to identify solvability 
factors that may, in turn, trigger a follow-up investigation 

 If from a customer service perspective the department desires to provide 
some follow up on cases, residents could be called after the incident to 
determine whether any additional information has been obtained 
 These calls do not need to be made by trained detectives but can be 

made by appropriately trained part-time civilians 
 If additional evidence or information is available, the civilian can 

schedule a time for a detective to conduct a follow-up telephone 
interview 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Several steps should be taken to streamline operational practices 
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 Please note that implementing this recommendation will greatly reduce 
investigator workload and allow investigators to focus their attention on 
cases that can be solved 

 The department should also implement a different model for conducting 
crime scene investigations 
 Instead of assigning a specialized unit to perform this function all patrol 

officers should be trained to collect evidence, lift latent prints, and 
photograph crime scenes 

 Also, on each shift officers with additional training should be deployed 
who can be called out if additional expertise is needed 

 To handle crime scenes where specialized expertise is needed the 
department can call on the state police or contract with another agency 
(such as the Providence Police Department) to provide this expertise 
 It should be noted that the need for such highly specialized crime 

scene processing is limited 
 In interviews crime scene investigators note that they never need to 

call on outside experts for assistance 
 

 
 

 
 

 
 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Several steps should be taken to streamline operational practices 
(cont’d) 



45 

IV-E – INCREASE CAPACITY IN SELECTED AREAS 
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 By filling vacant positions in animal control (a part-time pound keeper) and 
dispatch (a dispatcher) strains created by these vacancies have been 
relieved 

 However, at current staffing levels neither the animal control nor the 
dispatch functions have enough staffing to ensure needed positions are filled 
after accounting for expected absences 

 Rather than increasing full-time (or part-time) staffing to adjust for vacancies 
it will be more cost-effective to ensure positions are filled by using overtime 
to supplement staffing  

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Overtime expenditures will be needed to supplement staffing in two 
areas  
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 The sergeant assigned to the Prosecution Unit, who has specialized 
responsibilities, currently has no one at the same rank who can fill in for him 
when he is absent 
 The captain position, whose incumbent was on medical leave while the 

study was being conducted, can fill in for the sergeant 
 The organizational analysis, however, suggests this position is not 

needed 

 Rather than fill the captain position at least one additional sergeant should 
be trained so that he or she can effectively perform the prosecutor function 

 In addition, one additional civilian position should be assigned to help 
prepare for court 

 If, on selected cases, the department needs an attorney to represent it, the 
department can either outsource this function or temporarily assign another 
staff member who has a law degree to provide this support 

 
 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Additional capacity is also needed in the Prosecution Unit 
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IV-F – REAFFIRM COMMITMENT TO IMPROVING 
DEPARTMENT FACILITIES 
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 A number of serious deficiencies with department facilities were noted 
during interviews 
 The roof leaks - there has reportedly been a hole in the ceiling of the 

detective captain’s office for years 
 Work space is cramped in some areas 
 Air does not readily circulate in the dispatch area 
 The property room lacks storage space (especially for large items) 
 Handicapped accessibility to the department is limited 

 Concerns about facilities were reinforced by the results of the employee 
survey 
 Almost three-fourths of the survey respondents (73.8 percent) disagree 

or strongly disagree that PPD buildings are in good condition 
 Almost half (47.7 percent) disagree or strongly disagree that their work 

area is conducive to productive work activity 

 Department and city leaders are aware of these problems and conducted a 
facilities assessment in January 2014 to better understand facility needs and 
options for addressing them 

 
 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department’s facilities have serious deficiencies that should be 
addressed 
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 Given the magnitude of the needs, and the depth of employee concerns, the 
city and the department should reaffirm their commitment to improving 
facilities 
 To the extent possible a specific plan for improving facilities should be 

developed and a commitment to implementing this plan affirmed 
 This plan should focus particular attention on addressing issues relating 

to employee security 

 

 
 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department’s facilities have serious deficiencies that should be 
addressed (cont’d) 
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IV-G – EVALUATE NEW EQUIPMENT NEEDS 
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 Both interview findings and the results of the employee survey suggest that 
the department’s equipment is generally good 
 Few concerns about equipment were raised in interviews 
 Moreover, employee survey results suggest that employees are satisfied 

with their vehicles and equipment 

 Survey results suggest that employees are satisfied with the availability of 
vehicles and while not completely satisfied with vehicle condition are not 
highly dissatisfied 
 Close to three out of five survey respondents (58.5 percent) agree or 

strongly agree that they have sufficient access to the vehicles needed to 
effectively perform their job responsibilities 

 While fewer than half of the survey respondents (44.6 percent) agree or 
strongly agree that the vehicles they use are in good condition levels of 
dissatisfaction are low 
 16.9 percent of the survey respondents disagree or strongly disagree 

that the vehicles they use are in good condition 

 The employee survey results also indicate that employees are satisfied with 
their equipment 

 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

In general the department has adequate vehicles and equipment 
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 69.2 percent of the survey respondents agree or strongly agree that they 
have sufficient access to the equipment they need to effectively perform 
their job responsibilities 

 73.8 percent of the survey respondents agree or strongly agree that they 
have access to the equipment they need to safely perform their job 
responsibilities 

 64.6 percent agree or strongly agree that the equipment they use is in 
good condition 
 
 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

In general the department has adequate vehicles and equipment (cont’d) 
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 At present, dashboard cameras are not installed in patrol vehicles and patrol 
officers are not equipped with body worn cameras 

 The cost of acquiring and implementing this technology is not small 
 Information from vendors indicates that costs of in-car video ranges from 

$1,095 to $1,495 for one camera and from $1,395 to $1,895 for two 
cameras 

 Costs for body worn cameras ranges from $239 to $399 depending on 
storage capacity (although a quote of $199 plus a monthly fee was 
offered by one vendor) 
 Additional fees for data storage ranged from $15 to $99 per month 

 Given concerns about policing in many communities acquiring this 
technology may be worthwhile 

 A process for determining whether such technology should be acquired 
should be established that considers both the cost of acquisition and 
maintenance and the perceived value of this technology to the community 

 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department should also explore the feasibility of acquiring 
dashboard and body worn cameras 
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 One way the department can ensure that it is able to maintain the quality of 
police vehicles is to commit to purchasing such vehicles on a regular 
schedule 
 Three of the seven benchmark departments employ this practice 

 Ideally a special account should be established for replacing vehicles that is 
funded each year based on the anticipated “depreciation” of vehicles 
 The account should be established so that it can only be used to pay for 

vehicles and is therefore protected from being “raided” to fund financial 
short-falls 

 The city would then be able to pay for vehicles as they depreciate (are 
“used up”) and would be assured of having the resources to purchase 
new vehicles when they need to be replaced 

 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department should establish a schedule for replacing police 
vehicles 
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IV-H – ESTABLISH AND FUND LONG-TERM STRATEGIES 
FOR ENHANCING DIVERSITY AND INCREASING THE 
LANGUAGE PROFICIENCY OF DEPARTMENT 
EMPLOYEES 
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PPD is more diverse than other jurisdictions in Rhode Island 

  
 

 
 

 
 

Minority And Women Sworn Staffing 
Pawtucket Woonsocket Providence Warwick West Warwick 

Black Officers 6 (a) 2 37 2 0 

Black Supervisors 1 0 3 0 0 

Hispanic Officers 4 1 51 5 0 

Hispanic Supervisors 0 0 8 0 0 

Asian Officers 0 1 12 2 0 

Asian Supervisors 1 1 1 0 0 

Other Minority Officers 0 0 1 0 3 

Other Minority Supervisors 0 0 0 0 0 

Women Officers 9 5 33 13 2 (a) 

Women Supervisors 1 1 5 3 0 

Minorities as a Percentage of 
Department Sworn Staff 

9.0% 5.5% 26.4% 6.1% 5.8% 

Women as a Percentage of 
Department Sworn Staff 

7.5% 6.6% 8.9% 10.9% 3.9% 

(a) Does not include probationary position. 
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PPD is more diverse than other jurisdictions in the state (cont’d) 

 

 

 

 

 

 

 

 

 
 

 
(a) Does not include school crossing guard positions. 

Minority Civilian Staffing 
Pawtucket Woonsocket Providence Warwick West Warwick 

Minority Civilians 2 (a) 0 N.A. 1 0 

Minority Civilian Supervisors 0 0 N.A. 0 0 

Minority Civilians as a 
Percentage of Department 
Civilian Staff 

7.2% 0.0% 1.0% 0.0% 
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The department’s racial mix does not reflect that of the community 

 While minorities account for 9.0 percent of the department’s sworn staff, 
Blacks and Hispanics/Latinos account for a third (33.1 percent) of the city’s 
population 
 Blacks make up 13.4 percent of the population 
 Hispanics/Latinos make up 19.7 percent of the population 

 In addition, women account for 7.5 percent of the department’s sworn staff 
but account for more than half (52.1 percent) of the city’s population 
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Recommendations to help increase the department’s diversity will be 
presented in two categories 

 The first set of recommendations is designed to address racial and gender 
disparity 

 The second set of recommendations is designed to address language 
barriers 
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The Pawtucket Police Department should take the following steps to 
help develop a recruitment and retention plan that addresses racial 
and gender disparities 

 Honestly assess PPD’s culture and its commitment to a diverse workforce 
 Candidates who may want to join the department need to know they will 

be welcomed and comfortable if hired and that systems are in place to 
make them want to stay as PPD employees 

 Take the time to identify and fully understand the barriers that may be 
causing the lack of diversity 
 Recruiting that focuses on the “traditional” groups of people in the 

“traditional” locations 
 Cultural and race-based mistrust and fear of the police and little being 

done to dispel or counterbalance this perception 
 Lack of qualified candidates or lack of community outreach being done 

to identify candidates 
 Other employment opportunities and no marketing plan in place that 

emphasizes the benefits of a PPD career  
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The Pawtucket Police Department should take the following steps to 
help develop a recruitment and retention plan that addresses racial 
and gender disparities (cont’d) 

 Mobilize PPD’s employees 
 Employees should be encouraged to recommend potential candidates 
 Research shows that an applicant who is referred and sponsored by 

an existing employee is more likely to complete the hiring process 

 The Planning and Training Lieutenant and Sergeant should develop and 
deliver diversity recruitment strategies and should ensure PPD staff 
understand how to work with people from various races and cultures 

 Command staff should establish an annual plan for consulting with and 
educating minority and women community leaders and stakeholders 

 Challenge the community to become outreach partners and aid PPD’s 
efforts to identify and recruit potential applicants 
 Comments at three recent community meetings indicate a diverse 

workforce is a primary issue of concern; consequently to show their 
commitment, the Chief of Police and Mayor should convene a public 
meeting asking various community stakeholders to demonstrate their 
willingness to assist in these efforts 
 The first priority is for stakeholders to recommend strategies to aid in 

the department’s diversity efforts 
 

 



63 

The Pawtucket Police Department should take the following steps to 
help develop a recruitment and retention plan that addresses racial 
and gender disparities (cont’d) 

 The second priority is for stakeholders to commit to becoming 
actively involved in identifying and “recruiting” potential applicants 

 Public school staff, school resource officers, and students should design 
an awareness program that introduces students to law enforcement 
careers 

 Colleges and universities should be asked to develop an introductory 
course that will promote law enforcement careers 

 The Planning and Training Lieutenant and Sergeant should work with 
colleges and universities to create a law enforcement intern program 
that will count toward PPD’s 30 college credit requirement and help 
move the student toward qualification 

 If the community policing unit is re-established one of its first acts should 
be to develop a plan to solicit private donations that will be used to 
employ a minority candidate 
 

 
 



64 

The Pawtucket Police Department should take the following steps to 
help develop a recruitment and retention plan that addresses racial 
and gender disparities (cont’d) 

 Undertake recruitment activities that are expansive 
 The department should take advantage of the fact that 66 percent of the 

minority population reside in the northern part of the State (a) 

 The department should develop or expand collaborations with 
neighboring cities to design inter-agency, regional, and state-wide 
recruitment strategies 

 Command staff should collaborate with staff responsible for the Rhode 
Island Community Outreach program  

 Recruitment needs to include winning the hearts and minds not only of 
candidates, but also of friends and family members 
 In particular school resource officers and community stakeholders 

who frequently interact with families should be included  
 The Planning and Training Lieutenant should be charged with devising a 

recruiting campaign that: 
 Includes messages that offset negative media stories 
 

 
 (a) NABLEO, February 2015 diversity research report. 
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The Pawtucket Police Department should take the following steps to 
help develop a recruitment and retention plan that addresses racial 
and gender disparities (cont’d) 

 Includes carefully crafted advertisements that are placed on 
websites, in magazines, and on radio stations likely to attract 
minorities and women 

 Can be disseminated to stakeholders who will carry the message 
throughout the community on behalf of the department 

 Develop a plan that encourages, supports, and mentors applicants 
throughout the application and selection processes  
 Satellite locations should be set up for applicant exams and interviews 
 (Applicants in Kansas City, MO no longer must go to headquarters to 

take the exam where they didn’t want to be seen by friends) 
 Various community centers around Pawtucket should be considered 

– In particular discussions should be held with the director of the 
community center on Memorial Drive as a possible location  

 
 
 
 
 

 
 

(a) NABLEO, February 2015 diversity research report. 
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The Pawtucket Police Department should take the following steps to 
help develop a recruitment and retention plan that addresses racial 
and gender disparities (cont’d) 

 If an applicant falls short the first time a mentor should be available to 
help him or her continue by building up their shortcomings 
 (In Anne Arundel County, MD 45 percent of applicants are minorities 

and less than half of them make it through to selection, a not atypical 
result) 

 Consider establishing a pilot program that allows younger recruits to 
enroll in the academy with a scheduled graduation date that 
coincides with PPD’s 18 year old age requirement 

 PPD women (sworn and civilian) should be tasked with developing a 
plan for mentoring female applicants as well as a plan for mentoring 
female employees 

 Ensure recruitment plans have measures in place to serve as the basis for 
determining if, and which, strategies work 
 Assuming that "what get's measured gets done” staff will accomplish 

tasks assigned to them if they know it will be reviewed, measured, and 
made public 
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The Pawtucket Police Department should take the following steps to 
help develop a recruitment and retention plan that addresses racial 
and gender disparities (cont’d) 

 Likewise, recruitment plans should include measures for community and 
city activities 

 However measures need to be based on realistic expectations on what 
can be accomplished 
 Because a diverse workforce is a national problem that most 

departments are struggling with there needs to be the understanding 
that strategies may not work, that limited budgets may restrict which 
specific activities can be performed, and that no matter how 
committed and diligent the department is increasing its diversity will 
take time 

 The important thing is to keep researching viable strategies and to 
maintain a consistent effort over the long term 
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The Pawtucket Police Department needs to take the following steps to 
expand its ability to communicate with residents in a language other 
than English 

 The department should establish three or four bilingual (or multilingual) 
officer positions to support recruiting efforts 
 These officers should be charged with developing a list of proactive 

activities (e.g. organizing and facilitating targeted recruitment workshops 
and designing materials in Portuguese and Spanish) and a list of 
reactive activities (e.g. attending community events) 
 In the short term the department’s Planning and Training Sergeant 

should identify an appropriate language course and the department 
should pay for the officers to attend the course 

 In the longer term the Chief of Police and Planning and Training 
Lieutenant should initiate discussions with the Community College of 
Rhode Island to design a language course that includes a law 
enforcement-based component  

 The bilingual officers should receive a stipend whenever they are 
providing recruitment support 

 In addition, the department should consider establishing partnerships for   
potential immigrant candidates to take ESL courses tailored to helping them 
become PPD employees 
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V – IMPROVEMENTS THAT MUST BE NEGOTIATED WITH 
THE UNION 
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 Improvements that will enhance department management and supervision 
(presented in Section V-A) 

 Improvements that will allow the department to make more effective use of 
its resources (presented in Section V-B) 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Improvements that must be negotiated with the union fall into two 
broad categories 
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V-A – IMPROVEMENTS THAT WILL ENHANCE 
DEPARTMENT MANAGEMENT AND SUPERVISION 
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 The current labor agreement severely limits the city’s and the Chief’s ability 
to place managers, supervisors, and staff in positions where they will most 
benefit the department and the Pawtucket community 

 The existing promotional process does not evaluate the range of capabilities 
needed to be an effective manager and supervisor 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The current labor agreement hampers management and supervision in 
two key ways 
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V-Aa – LIMITATIONS IN ASSIGNING MANAGERS AND 
SUPERVISORS TO POSITIONS WHERE THEY CAN MOST 
BENEFIT THE DEPARTMENT 
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 When one considers the strictures that the current labor agreement places 
on the city administration and the Chief of Police, the performance of the 
Chief in managing the department as well as he does becomes even more 
commendable 
 The key to successful operations in most organizations requires putting 

personnel in positions where they can be most beneficial to the 
organization and providing them with the tools they need to achieve 
organizational objectives 

 The current labor agreement in which seniority and performance on 
written tests are the primary factors that determine the placement of 
personnel severely limits the city administration and Chief’s ability to 
place personnel in positions where they can most benefit the department 

 It is as if the Chief and city administration are being required to manage 
the department with “one hand tied behind their backs” 

 A number of features of the current contract prevent city and department 
leaders from putting personnel in positions where they can be most 
beneficial to the department 

 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The current labor agreement severely limits the city’s and the Chief’s 
ability to place managers, supervisors, and staff in positions where 
they will most benefit the department and the Pawtucket community 
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 The Mayor’s ability to select a strong leadership team for the department 
is limited 

 All sworn positions in the department except the Chief are represented 
by the same union 

 Gradations within the rank structure hinder flexibility in making 
management and supervisory assignments 

 Seniority – not competence – determines where most positions are 
placed 

 Requiring that investigative positions be tested rather than assigned 
complicates management and may reduce investigative effectiveness 

 Opportunities to rotate staff to new assignments are limited 
 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The current labor agreement severely limits the city and the chief’s 
ability to place managers, supervisors and staff in positions where 
they will most benefit the department and the Pawtucket community 
(cont’d) 
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 At present, the Mayor has the authority to appoint only one position within 
the department – the Chief of Police – and he is required to select from 
internal candidates only 

 The limitation to selecting the Chief from internal candidates creates a 
number of potential problems 
 First, like many organizations police departments can become stagnant 

over time and can benefit from the new perspectives, ideas, and energy 
someone from outside the department can bring 

 Second, the skills needed to bring about needed change may not be 
resident among existing staff 
 Requiring the selection of a Chief to be made from internal staff may 

mean that the Chief selected will lack the skills needed to be 
successful 

 Finally, in a department plagued with malfeasance and, even worse, 
corruption an internal candidate may have difficulty addressing 
problems, especially if the problems are endemic to the department 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The Mayor’s ability to select a strong leadership team for the 
department is limited 
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 Moreover, even if actions to address the problems are being taken, 
internal candidates may lack the credibility to regain public 
confidence 

 Limiting the Mayor to selecting only one position – the Chief – makes it 
extremely difficult to form a cohesive, dynamic leadership team where 
everyone is focused on the same objective 
 Any leader’s efforts to lead and manage an organization will be 

complicated (and in some cases may be undermined) if he or she 
cannot select a core leadership team to support his or her efforts 

 The Chief of Police in Pawtucket, however, is expected to be 
accountable for the department’s performance but has only a limited 
ability to select (with the Mayor) the managers who will help him lead 
and manage the department 

 The challenges associated with establishing a strong leadership team is 
exacerbated by the fact that only one sworn position in Pawtucket – the 
Chief – is not represented by the union 
 The interests of labor and management in any organization are not 

always aligned (nor should they be) 

 
 

 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The Mayor’s ability to select a strong leadership team for the 
department is limited (cont’d) 
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 When these interests conflict, however, the Chief needs to have 
confidence that his management initiatives will be supported by his key 
assistants 

 In the current structure, however, the members of his management team 
may find themselves to have divided allegiances 

 
 

 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The Mayor’s ability to select a strong leadership team for the 
department is limited (cont’d) 
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 The Pawtucket rank structure has more gradations than the rank structure in 
most police departments 
 The rank structure includes: 
 A captain and a detective captain position 
 A lieutenant and a detective lieutenant position 
 A sergeant and a detective sergeant position 

 Most departments with similar ranks have only a captain, a lieutenant, 
and a sergeant position 

 Only one of the benchmark agencies has a “detective sergeant” rank 
and none of the other benchmark jurisdictions have “detective 
lieutenant” or “detective captain” ranks 

 The rank structure limits the ability of the Chief to assign managers and 
supervisors to positions where they can most benefit the department 
 Instead of being able to assign a sergeant to oversee patrol, 

administration, or investigative functions a separate rank – detective 
sergeant – must be used to oversee investigative functions 

 Similar requirements limit the functions that captains and detective 
captains and lieutenants and detective lieutenants can lead 

The current rank structure and labor rules limit the Chief’s ability to 
assign staff to positions where they can most benefit the department 
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 Labor rules also require that assignments be determined by seniority – in 
general, the officer with the most seniority who meets the requirements for a 
position will be assigned to the position 
 Being required to assign the qualified candidate with the most seniority 

to a position instead of the candidate who will be best able to do the job 
has the potential to negatively impact department operations 

 Consider, for example, if a lieutenant who has seniority but lacks the 
skills, interests, and capabilities to effectively oversee the training 
function is assigned to this position 

 A poor training manager has the potential to do lasting harm to the 
department but under the current labor agreement the Chief would be 
required to make the assignment  
 Please note that this example is presented for illustrative purposes 

only and is in no way meant to reflect on the quality of the lieutenant 
who currently leads the training function 

 These seniority requirements also limit the ability of the department to rotate 
staff among assignments 
 For example, a strong case can be made for rotating staff through 

school resource officer (SRO) positions on a regular basis 

 

 
 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The current rank structure and labor rules limit the Chief’s ability to 
assign staff to positions where they can most benefit the department 
(cont’d) 
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 Doing so will ensure that the number of officers who know Pawtucket 
youth (and the number of youth who know Pawtucket officers) will be 
increased 

 Because the position must be filled by the most senior qualified officer, 
however, if an officer did not want to be rotated to another assignment 
he or she has the authority to stay in the SRO position 

 The fact that detective is a rank and not an assignment in the Pawtucket 
Police Department also complicates management 
 First, requiring that detectives be selected through a promotional 

process limits the department’s ability to give officers investigative 
experience 

 Even more problematic, if a person is promoted to a detective rank and 
does not function effectively as an investigator the department has few 
options as to where the detective can be reassigned 

 In the current structure an officer who was exemplary in a patrol 
assignment but who, for whatever reason is not exemplary as an 
investigator, cannot be reassigned to patrol 

 

 
 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The current rank structure and labor rules limit the chief’s ability to 
assign staff to positions where they can most benefit the department 
(cont’d) 
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 Remove the restriction that the Chief of Police be selected from internal 
candidates 

 Grant the Mayor the authority to select the personnel (two majors and a 
civilian administrator) reporting to the Chief 

 Streamline the rank structure so only the following positions are tested 
promotions: captain, lieutenant, and sergeant 

 Grant the Chief the authority to assign personnel to units based on his 
assessment of what will be most beneficial to the department and the city 

 Make detective an “assigned” rather than a promoted position 

 Establish expectations for how long staff will be assigned to specialized 
assignments (special squad, school resource officer, investigations) 
 The Chief should have the authority to override these expectations 

based on circumstances 

 

 
 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department should negotiate a number of changes that will 
facilitate establishing a strong management team and provide 
flexibility in assigning staff to positions where they will most benefit 
the department 
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V-Ab – SHORTCOMINGS WITH THE PROCESS FOR 
SELECTING MANAGERS AND SUPERVISORS 
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 The results of the employee survey suggest that department staff do not 
have high confidence in the promotional process 
 There are mixed views as to whether the promotional process is fair 
 A slightly higher percentage of respondents (37.9 percent) disagree 

or strongly disagree that the promotional process is fair as agree or 
strongly agree that the process is fair (34.8) 

 There is more consensus about whether the best candidates for 
promotion are selected 
 Three out of five survey respondents (60.6 percent) disagree or 

strongly disagree that the best candidates for promotion are selected 
 Only 13.6 percent of the survey respondents agree or strongly agree 

that the best candidates are selected 

 Employee concerns about the promotional process may stem from how the 
process is structured 
 At present, candidates are ranked for promotions based on three factors 

– written test score (75 percent), seniority (20 percent), and education (5 
percent) 

 

 
 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The current promotional process considers only capabilities that can 
be evaluated by a written test 
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 Candidates with an associate’s degree get two points, candidates with a 
bachelor’s degree get four points, and candidates with a master’s 
degree get five points 

 While written tests are useful in evaluating a candidate’s knowledge of 
specific issues they are of limited use in evaluating qualitative issues such 
as decision-making ability, judgment, and interpersonal skills necessary to 
be an effective manager or supervisor 
 Although evaluating the merits of the current written test was beyond the 

scope of this engagement it should be noted that in interviews concerns 
about the relevance of the written test to issues faced by managers and 
supervisors in Pawtucket were raised 

 Many police departments include an oral assessment as part of their 
selection process to evaluate qualitative issues that are difficult to capture as 
part of a written test 
 Of the five jurisdictions for which information on personnel practices was 

collected only West Warwick does not include an oral assessment as 
part of their promotional process 

 

 
 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The current promotional process considers only capabilities that can 
be evaluated by a written test (cont’d) 



86 

 Note, however, that Providence only uses an oral assessment as 
part of the promotion to captain 

 Oral assessment performance accounts for 40 percent of the overall 
assessment for Cranston, 50 percent for Providence (for the selection of 
captains only), 20 percent for Warwick, and 30 percent for Woonsocket 

 

 
 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The current promotional process considers only capabilities that can 
be evaluated by a written test (cont’d) 
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 First, the department should include an oral assessment as part of the 
promotional process 

 Second, an assessment of the current written test should be performed to 
ensure that it is structured to evaluate issues relevant to being a law 
enforcement manager or supervisor in Pawtucket 

 

 
 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department should take two steps to strengthen its promotional 
process 
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V-B – IMPROVEMENTS THAT WILL ALLOW THE 
DEPARTMENT TO MAKE MORE EFFECTIVE USE OF ITS 
RESOURCES 
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 Opportunities to collaborate with other jurisdictions to perform selected 
functions 

 Opportunities to streamline operational practices 

 Civilianization opportunities 

 

 
 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

Improvements that will allow the department to make more effective 
use of its resources fall into three broad categories 
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V-Ba – OPPORTUNITIES TO COLLABORATE WITH OTHER 
JURISDICTIONS TO PERFORM SELECTED FUNCTIONS 
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 While the Pawtucket Police Department is not a small department it is also 
not a large department 

 Unlike larger departments that are able to take advantage of economies of 
scale, the costs of performing some functions (per unit of activity) are 
relatively high 

 In addition, the department lacks the demand for some specialized functions 
to justify the investment in training required to maintain the capacity in house 

 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The Pawtucket Police Department’s size prevents it from improving 
operational efficiency by taking advantage of economies of scale 
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 Communications.  Even though the number of calls dispatched during the 
early morning hours is low the department must assign two dispatchers to 
provide backup and allow for breaks 

 Joining a regional dispatch center would create a number of benefits: 
 Dispatcher costs should decline as each dispatcher would be able to 

handle more calls  
 Supervisory costs could likely be spread over a broader base of 

employees 
 Training would be enhanced as a regional communications center would 

specialize in training 911 call takers and dispatchers 

 A regional communications center has been proposed for Rhode Island and 
the city should embrace the opportunity to participate in the center 

 SWAT.  The need for tactical support provided by a SWAT team is limited in 
Pawtucket and the city’s decision not to maintain its own SWAT capabilities 
was sound 
 If there is a need for a SWAT response the department can call on the 

State Police Department or the cities of Providence, Cranston, and 
Warwick 

 

 

 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department would benefit from collaborating with other agencies 
to perform several functions  
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  Establishing a regional SWAT capability would create some benefits 
 A regional SWAT team could be used to support PPD activities that 

have a tactical component – for example, serving high risk warrants – 
but would not justify requesting SWAT assistance from a neighboring 
community 

 The department would be more assured of receiving assistance when 
needed 

 The Pawtucket Police Department officers who participate on the 
regional SWAT team would bring the skills and expertise they develop to 
their day-to-day duties 

 While somewhat more expensive than the existing approach, the costs of 
participating in a regional SWAT team would be modest 

 Technology support.  The department currently receives very good 
technology support from a self-taught specialist and her assistant 
 The quality of the support provided, however, is heavily dependent on 

the skills, expertise, and work ethic of the specialist who leads the unit 

 
 

 

 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department would benefit from collaborating with other agencies 
to perform several functions (cont’d) 
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  If, for whatever reason, she leaves the city’s employment the 
department may have difficulty obtaining a capable replacement 

 The challenge of effectively supporting the department’s technology 
needs will likely only increase if the department decides to implement in-
car or body worn cameras 

 Providing technology support on a regional basis would potentially help the 
city address a number of challenges 
 A regional technology support group could share the cost of an 

information technology professional having the skills and expertise 
needed to consider the department’s information technology needs from 
a strategic perspective 

 A regional help desk operation would likely be able to handle workload 
peaks better than the current stand-alone operation (if the regional 
participants are in the same geographic area) 

 A regional technology support unit would have the resources (and 
expertise) needed to explore viable alternatives to the current RMS 
system which is cumbersome to use in a city the size of Pawtucket – the 
system only supports the use of 10 printers – and from which extracting 
information is extremely difficult 
 
 

 
 

 

 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department would benefit from collaborating with other agencies 
to perform several functions (cont’d) 
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  A regional technology group would also be better able to support the 
acquisition and maintenance of in-car and body worn cameras (of 
course, all participants in the collaboration would need to agree to 
acquire such technology) 

 If establishing regional technology support is not considered viable the 
department should increase unit staffing by one support position 
 The addition of this position essentially restores unit staffing to historical 

levels 
 The costs of this increase will be offset in part by reduction in work done 

by contractors who provide support to in-house staff 
 
 

 
 

 

 
 
 
 

 
 
 
 
 
 

 
 
 
 

 

 

 

 

 
 

 

The department would benefit from collaborating with other agencies 
to perform several functions (cont’d) 
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V-Bb – OPPORTUNITIES TO STREAMLINE OPERATIONAL 
PRACTICES 
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 Deploying a wagon staffed with two people increases the number of staff 
needed for call response  
 At present the department deploys two two-person wagons on each shift 
 These wagons are used to transport arrestees to the police station for 

processing and also are the primary backup to patrol officers responding 
to calls-for-service 

 Because two officers are assigned to the unit when wagon officers 
provide backup three officers will respond to the call even though only 
two are needed 

 Two officers should not be assigned to the wagon 
 All vehicles should be staffed with one person but backup should be 

provided so that more than one officer is part of the initial response to 
some types of calls 

 Since patrol vehicles are equipped with prisoner shields most arrestees 
can be transported to the station by the arresting officer 

 

 

 

 

 

 

 

 
 

 

Patrol officers should be deployed in one-officer units 
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 If the wagon is needed for transport – and the department deems it 
necessary to staff the wagon with two officers – it can be dispatched to 
the scene and the arresting officer can accompany the wagon officer to 
the station 

 If the department considers it important to have a sergeant to oversee 
prisoner processing the sergeant should also assist with the process 
thus allowing one of the officers to return to service 

 

 

 

 

 

 

 

 
 

 

Patrol officers should be deployed in one-officer units (cont’d) 
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V-Bc – CIVILIANIZATION OPPORTUNITIES 
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The framework used to assess civilianization opportunities takes as a 
starting point that positions should be filled by civilians unless an 
affirmative case can be made that sworn officers are needed 

 There are two primary reasons for taking this starting position 
 Because annual compensation for sworn employees (and contributions 

to pension plans) is typically higher than for civilian employees it is not 
cost effective to use sworn employees to fill positions where a sworn 
officer is not needed 

 Requiring that an affirmative case be made for assigning a position to a 
sworn officer ensures that the need for sworn officers is systematically 
evaluated 
 If the default position is that positions should be filled by sworn 

officers there will be a tendency to assign sworn officers to some 
positions that can effectively be handled by civilians 
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An affirmative case for assigning a position to a sworn officer can be 
made under three conditions 

 The position requires the law enforcement powers of a sworn officer 

 The skills, training, and experience of a sworn officer are needed to 
effectively perform the job duties 

 While the skills, training, and experience of a sworn officer are not required 
to effectively perform the job, assigning the position to a sworn officer is 
beneficial to residents and/or the department and the value of these benefits 
outweigh the costs 
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The analysis should begin by identifying positions for which the case 
for assigning a sworn officer to fill a position is unambiguous 

 Law enforcement powers are required to perform the functions assigned to 
the position 

 A broad range of the skills, training, and experience of a sworn officer are 
required 

 The job functions that justify the assignment of a sworn officer comprise the 
preponderance of the position’s job duties 
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Assigning sworn officers to positions for which an unambiguous case 
for assigning a sworn officer cannot be made should be considered 
under selected circumstances 

 Assigning a sworn officer to the position provides the credibility needed to 
effectively perform job responsibilities 

 The operational knowledge and perspective of a sworn officer are helpful in 
performing the job duties and: 
 The need for this knowledge and perspective is consistent and frequent 
 Negative consequences that may result from mistakes made as a result 

of not having this knowledge and perspective are sufficiently severe that 
the additional costs associated with assigning a sworn officer to the 
position are warranted 

 Assigning sworn officers to the position is helpful in developing the skills of 
future leaders and: 
 The level of technical skills and professional expertise needed to fulfill 

the function are not excessive (e.g., a sworn officer rotating through the 
assignment on a two- to three-year cycle could develop the skills and 
expertise needed to effectively perform the job quickly) 

 The best way to become familiar with the function or activity is by 
managing or performing it on a day-to-day basis 
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Assigning sworn officers to positions for which an unambiguous case 
for assigning a sworn officer cannot be made should be considered 
under selected circumstances (cont’d) 

 If, on the other hand, technical skill, knowledge, or expertise that a sworn 
officer is not expected to have is needed to perform the job duties then there 
is additional support for assigning the job to a civilian 
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The civilianization analysis suggests that two positions currently 
assigned to sworn officers can effectively be assigned to civilians 

 As the analysis presented in Attachment A indicates, the department should 
consider assigning civilians to perform the following functions: 
 Crime scene processing (identification) 
 VIN and related activities 

 Please note the the crime scene processing function should be civilianized 
only if the recommended model for processing evidence at crime scenes is 
not implemented 

 In addition, some functions currently performed by the VIN officer will need 
to be reassigned if the position is civilianized 
 In particular, the officer will no longer be able to support traffic 

enforcement in school zones 
 Nor will he be able to take walk-in reports from residents 
 Neither of these functions is very time consuming and do not constitute a 

reason not to civilianize this position 
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VI – PATROL STAFFING ANALYSIS 
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The analysis of the number of patrol officers needed in Pawtucket to 
handle calls was conducted in six steps 

 Step 1: Determine response expectations 

 Step 2: Determine the number of citizen-initiated calls-for-service 

 Step 3: Adjust the number of calls to reflect the fact that some call types 
require more than a one officer response 

 Step 4: Use queuing analysis and travel time analysis to determine the 
number of officers that need to be deployed to meet response time 
expectations during each hour of the week 

 Step 5: Determine how to schedule sworn officers 

 Step 6: Adjust staffing to allow for expected absences 
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The analysis of the number of patrol officers needed in Pawtucket to 
handle calls was conducted in six steps (cont’d) 

 Step 1: Determine response expectations 
 Calls-for-service response expectations were identified for calls initiated 

by citizens to which an in-person response is needed 
 Respond to Priority 1 calls within 5 minutes 90 percent of the time 
 Respond to Priority 2 calls within 15 minutes 90 percent of the time 
 Respond to Priority 3 calls within 60 minutes 90 percent of the time 

 34 percent of the calls are Priority 1, 24 percent are Priority 2, and 42 
percent are Priority 3 

 Attachment B shows the call types and the number of calls for each 
priority 

 Step 2: Determine the number of citizen-initiated calls-for-service  
 CAD data for the period from January 1, 2014 to December 31, 2014 

was used 
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The analysis of the number of patrol officers needed in Pawtucket to 
handle calls was conducted in six steps (cont’d) 

 Citizen-initiated calls were differentiated from other calls based on the 
codes in the Source Field of the database and included the following: 
 A:  Alarm 
 C:  Cellular 
 E:  911 
 T:  Telephone 
 W:  Walk-in 

 A total of 38,208 citizen-initiated calls were responded to 

 Step 3: Adjust the number of calls to reflect the fact that some call types 
require more than a one officer response 
 Pawtucket lacks clear guidelines that determine the number of officers 

that should respond to each type of call 
 To determine the level of response that should be incorporated into the 

analysis the actual number of units responding to each type of call was 
calculated 

 The number of units responding was consistent with the number of 
officers other departments send so the number of units currently 
responding to calls was incorporated into the analysis 

 This analysis assumes however that each unit is staffed with one officer 
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The analysis of the number of patrol officers needed in Pawtucket to 
handle calls was conducted in six steps (cont’d) 

 Step 4: Use queuing analysis and travel time analysis to determine the 
number of officers that need to be deployed to meet response time 
expectations during each hour of the week 
 The elapsed call times (31 minutes) used in the queuing analysis was 

based on the current average out of service time (the time from a call 
being dispatched to the call being cleared) for all calls 

 The travel time analysis assumes that the speed of response is 25 miles 
per hour and that Pawtucket is 8.74 square miles 

 The number of officers that need to be deployed by hour of the day to 
meet response expectations is presented in the table on the following 
page 
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The analysis of the number of patrol officers needed in Pawtucket to 
handle calls was conducted in six steps (cont’d) 

 

 

 

 
 

 

Number of Officers Needed to Meet Response Time Expectations
  

Hour Sunday Monday Tuesday Wednesday Thursday Friday Saturday
0 12 7 8 8 7 8 10
1 12 7 6 7 8 8 11
2 10 6 6 6 6 6 9
3 10 6 6 5 6 6 7
4 7 5 5 5 5 5 7
5 6 5 5 5 4 5 5
6 6 6 6 6 5 6 6
7 5 9 9 9 9 9 7
8 7 9 10 10 9 10 7
9 8 9 9 9 9 9 9
10 8 9 10 9 9 9 9
11 10 10 11 11 11 11 10
12 11 12 12 12 11 12 12
13 10 11 11 10 11 11 11
14 10 12 12 11 10 11 10
15 9 11 10 10 10 10 9
16 10 11 11 11 11 11 10
17 10 11 11 11 11 11 11
18 10 11 11 12 11 11 11
19 11 10 11 10 10 11 11
20 9 9 9 11 10 10 11
21 10 9 9 10 10 11 11
22 9 11 9 9 9 11 12
23 9 8 9 8 8 10 12
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The analysis of the number of patrol officers needed in Pawtucket to 
handle calls was conducted in six steps (cont’d) 

 Step 5: Determine how to schedule sworn officers 
 If the number of officers deployed on each shift is based on staffing 

needs during the busiest hour of the shift 12 officers should be deployed 
each day on each shift 

 Under the current schedule, three squads on each platoon work 
alternating four day on two day off schedules 

 Six officers need to be assigned to each squad to ensure 12 officers are 
working each day (for a total of 18 officers on each platoon) 
 

 
 

 

 Hours Worked Officers Working Each Shift Officers Assigned to Platoon
Platoon 1 8:00 a.m. to 4:00 p.m. 12 18
Platoon 2 4:00 p.m. to Midnight 12 18
Platoon 3 Midnight to 8:00 a.m. 12 18
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The analysis of the number of patrol officers needed in Pawtucket to 
handle calls was conducted in six steps (cont’d) 

 Step 6: Adjust staffing to allow for expected absences 
 A “relief factor” of 1.10 was calculated to adjust the staffing to allow for 

expected absences 
 A discussion of the approach used to calculate the relief factor is 

presented elsewhere in this report 
 The table shows the staffing needed for each platoon after considering 

this relief factor 
 
 
 
 
 
 

 In addition, the equivalent of 6.96 FTEs in overtime will be needed to fill 
in for expected absences 
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If the department continues to deploy two two-officer units on each 
shift additional staff will be needed 

 If two two-officer units are deployed on each shift two more officers will need 
to be working on each shift (or a total of 14) 

 

 

 

 

 

 A total of 69 full-time officers will be needed 

 

 

 

 
 

 The full-time officers would be supplemented by the equivalent of 9.12 
FTEs working overtime who will fill in for expected absences 
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Modifying the shift schedule to vary staffing by day of the week will 
reduce staffing needs 

 A proposed shift schedule in which officers work five eight-hour shifts per 
week is presented in Attachment C 
 Under this alternative 17 officers should be assigned to Platoon 1, 16 

officers should be assigned to Platoon 2, and 14 officers should be 
assigned to Platoon 3 

 Under this schedule 50 full-time officers should be employed 

 

 

 

 

 
 The equivalent of 11.41 FTEs of officers working overtime will be 

needed  
 8.28 overtime FTEs will be needed to replace officers who are absent 
 3.13 overtime FTEs will be needed to compensate officers who work 

40 hours a week rather than the current 37.5 hour work week 
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A small increase in staffing from the current level will be needed if the 
revised shift schedule is employed and two two-officer units are 
deployed on each shift 

 A proposed shift schedule in which officers work five eight-hour shifts per 
week and two two-officer units are deployed on each shift is presented in 
Attachment D 
 Under this alternative 19 officers should be assigned to Platoon 1, 19 

officers should be assigned to Platoon 2, and 16 officers should be 
assigned to Platoon 3 

 Under this schedule 59 full-time officers should be employed 

 

 

 

 

 
 The equivalent of 11.56 FTEs of officers working overtime will be 

needed 
 7.96 overtime FTEs will be needed to replace officers who are absent 
 3.60 overtime FTEs will be needed to compensate officers who work 

40 hours a week rather than the current 37.5 hour work week 
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The staffing may be adjusted to allow more effective staffing with 
minimal impact to response time 

 In the staffing alternatives presented thus far, staffing for each shift is 
determined by the hour(s) during that shift that require the most officers 

 Relaxing the requirement that the response time expectation be met at every 
hour to a requirement that the response time be met for approximately 90 
percent of the hours during the shift reduces the staffing needs significantly 
 The number of officers working on the night shift can be reduced from 12 

to 9 (the five minute response time expectation will be met for 89.2 
percent of the hours on the shift) 

 The number of officers working on the day shift can be reduced from 12 
to 11 (the five minute response time expectation will be met for 87.5 
percent of the hours on a shift) 

 The number of officers working on the evening shift can also be reduced 
from 12 to 11 (the five minute response time expectation will be met for 
94.6 percent of the hours on the shift) 

 Over all the hours in the week the response time expectation will be met 
is 90.4 percent of the hours on the shift 
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The staffing may be adjusted to allow more effective staffing with 
minimal impact to response time (cont’d) 

 The shaded areas in the following table shows hours when the response 
time expectation for Priority 1 calls will not be met with this reduced level of 
staffing 
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The staffing may be adjusted to allow more effective staffing with 
minimal impact to response time (cont’d) 

 As the following table shows, wait times will not be excessive for hours that 
the response expectation – that high priority calls be responded to within five 
minutes 90 percent of the time – is not met 
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The staffing may be adjusted to allow more effective staffing with 
minimal impact to response time (cont’d) 

 Please note that the department can also use overtime to supplement 
staffing needs during hours of peak activity 

 Alternatively, if additional officers are deployed to support proactive 
initiatives desired response times can be maintained during all hours if these 
proactive staff focus primarily on responding to calls during hours of peak 
activity 

 If the current schedule is maintained and the recommendation to deploy all 
officers in one-officer units is implemented significantly fewer staff are 
needed if response expectations during hours of peak activity are modestly 
reduced 
 59.52 full-time and overtime FTEs are needed as compared to 66.96 full-

time and overtime FTEs when response expectations are met during all 
hours 
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The staffing may be adjusted to allow more effective staffing with 
minimal impact to response time (cont’d) 

 51 full-time staff will be needed 
 
 
 
 
 

 An additional 8.52 overtime FTEs will be needed to account for all 
expected absences 

 If under this alternative two officers are assigned to two wagons on each 
shift 70.68 full-time and overtime FTEs are needed as compared to 78.12 
full-time and overtime FTEs when response expectations are met during all 
hours 
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The staffing may be adjusted to allow more effective staffing with 
minimal impact to response time (cont’d) 

 62 full-time staff will be needed 
 
 
 
 

 An additional 8.68 overtime FTEs will be needed to account for all 
expected absences 
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The staffing may be adjusted to allow more effective staffing with 
minimal impact to response time (cont’d) 

 Under an alternative work schedule (see Attachment E) in which the number 
of officers working each day varies and only one-officer units are deployed, 
58.80 full-time and overtime FTEs are needed when response expectations 
are met for 90 percent of the hours on a shift as compared to 61.41 full-time 
and overtime FTEs when response expectations are met during all hours 
 48 full time staff will be needed 

 
 
 
 
 

 
 An additional 10.8 overtime FTEs will be needed to account for expected 

absences (7.8 overtime FTEs) and to compensate officers for working a 
40 hour rather than a 37.5 hour work week (3.0 overtime FTEs) 
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The staffing may be adjusted to allow more effective staffing with 
minimal impact to response time (cont’d) 

 Under an alternative work schedule (see Attachment F) in which the number 
of officers working each day varies but two two-officer units are deployed on 
each shift, 66.64 full-time and overtime FTEs are needed when response 
expectations are met for 90 percent of the hours on a shift as compared to 
70.56 full-time and overtime FTEs when response expectations are met 
during all hours 
 54 full time staff will be needed 

 
 
 
 
 
 

 An additional 12.64 overtime FTEs will be needed to account for 
expected absences (9.24 overtime FTEs) and to compensate officers for 
working a 40 hour rather than a 37.5 hour work week (3.4 overtime 
FTEs) 
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Unless schedules are modified some additional patrol capacity is 
needed to ensure service expectations are achieved during all hours 
on each shift 

 Depending on which scheduling and operational practices are employed 
some additional patrol capacity is needed to meet service expectation on all 
hours on each shift 

 At present 68 patrol officers are employed 

 

 

 

 

 Fewer officers are needed if response time expectations are met for only 
about 90 percent of the hours on each shift 
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Additional staff are needed to account for expected vacancies 

 In 2012 five sworn positions became vacant, in 2013 seven positions 
became vacant, and in 2014 four positions became vacant 

 Given the long lead time to recruit, hire, and train officers to fill these vacant 
positions some additional patrol staffing is warranted to account for these 
vacancies 

 If the staffing level is set at 1.28 standard deviations below the average 
vacancy level (which is consistent with the approach used to determine the 
number of officers needed to account for expected absences) three sworn 
officer positions are needed to account for vacancies 
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VII – ANALYSIS OF RESOURCE ALLOCATION 
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 Responsive services.  Staff focused on responding to community needs 

 Proactive services.  Staff focused on taking proactive steps to reduce 
crime, enhance quality of life, and improve relationships with the community 

 Administrative and non-policing services.  Staff who provide 
administrative services and who perform non-police related services (e.g., 
serve as prosecutors, record VIN numbers) 

 

 

 

 

 

 

 
 

 

The Pawtucket Police Department’s sworn staffing can be divided into 
three broad categories 
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 At recommended staffing levels patrol officers will have only limited time 
available to support proactive initiatives such as community policing 
 The recommended patrol staffing included in this analysis assumes that 

the response expectations will be met during all hours, the current 
schedule will be maintained, and that all officers will be deployed in one-
officer units 

 The time available for community policing and other proactive activities 
excludes available time during shift change hours and periods of high 
call activity when little time is available to perform proactive activities 
between calls 

 

 

 

 

 

 

 

 

 

 

 
 

 

At recommended staffing levels patrol officers will have limited time 
available to support proactive initiatives  



130 

 Please note that the time patrol officers devote to proactive activities will 
be less productive than time devoted to proactive activities by stand- 
alone units 
 Patrol officers can only support proactive activities that can be  

interrupted 
 For this reason, proactive time performed by patrol officers is 

“discounted” by 25 percent as compared to time devoted to proactive 
activities by other units 

 The first step in the process used to calculate how patrol FTEs are currently 
devoted to proactive and responsive activities was to allocate the time patrol 
officers spend on administrative activities among these functions 
 This allocation was made based on the overall time officers on each shift 

answer calls and the time they have available to support proactive 
activities 

 The percentage of administrative time allocated to each function was 
proportional to the time devoted to each activity 

 Proactive time (including allocated administrative time) was then discounted 
by 25 percent 

 
 
 
 
 
 
 
 
 

 
 

 

 

 

 

 

 
 

 

At recommended staffing levels patrol officers will have limited time 
available to support proactive initiatives (cont’d) 
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 The following table summarizes the patrol FTEs allocated to responsive 
and proactive activities on each watch 
 
 
 
 
 
 
 
 
 

 
 

 

 

 

 

 

 
 

 

At recommended staffing levels patrol officers will have limited time 
available to support proactive initiatives (cont’d) 
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 Recommended sworn staffing (sergeants and officers) was allocated among 
responsive, proactive, and administrative and non-policing functions 

 

 

 

 

 

 

 

 
 

 

The Pawtucket Police Department currently has relatively few 
resources available to support proactive initiatives 
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 At recommended staffing levels the department devotes considerably more 
sworn resources to responsive functions than proactive functions 

 

 

 

 

 

 Many communities strive to allocate equal resources to responsive and 
proactive needs 

 At recommended staffing levels 9.4 additional positions would need to be 
allocated to proactive activities to achieve this goal 
 Doing so would provide significant additional capacity to support 

community policing and other proactive initiatives 

 

 

 

 

 

 

 

 

 

 
 

 

A strong case can be made for increasing the staff devoted to 
proactive activities 
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 Strong and effective management is needed to ensure that police 
departments make effective use of proactive functions 
 Managing responsive functions is much more straightforward than 

managing proactive functions 

 The current labor agreement makes effective management extremely 
difficult 

 Unless these restrictions can be loosened increasing resources devoted to 
proactive initiatives would not be a sound investment 

 Please also note that in the recommended organization structure the captain 
position that will lead proactive initiatives will not be needed unless proactive 
capacity is increased 

 

 

 

 

 

 

 

 

 

 
 

 

Unless restrictions that hamper management are loosened, an 
investment in more proactive capacity is unlikely to yield desired 
returns 
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VIII – SUMMARY OF STAFFING IMPLICATIONS 
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 The equivalent of 4.0 positions can be discontinued 
 Sworn staffing would decline by seven positions (from 133 to 126) 
 Civilian staffing would increase by three positions 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 
 

 

Implementing the study recommendations will enable the department 
to modestly reduce staffing if additional staffing to support proactive 
initiatives is not provided 



137 

 The analysis would also support the increase of one captain and 9.4 officer 
positions to enhance proactive initiatives such as community policing 

 The city may want to defer making this investment until changes to the labor 
agreement that make it difficult to make effective use of these resources are 
negotiated 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 
 

 

Implementing the study recommendations will enable the department 
to modestly reduce staffing if additional staffing to support proactive 
initiatives is not provided (cont’d) 
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IX - IMPLEMENTATION 
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 Adopt the study recommendations in principle 
 The Mayor and City Council should endorse the study recommendations 

in principle 
 Doing so will not bind them to implement all study recommendations but 

will communicate their overall commitment to using the 
recommendations to make improvements 

 Establish an implementation task force 
 The Mayor, Public Safety Director, and Chief of Police should establish a 

task force to guide the implementation of the study recommendations 
 This task force should be charged by the Mayor with driving the 

implementation process 
 The task force should develop an overall implementation plan and 

should be held accountable by the Mayor for ensuring that plan timelines 
are met 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 
 

 

The city should take the following steps to implement the study 
recommendations 
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 Develop a plan for adjusting staffing levels 
 This report presents numerous recommendations for improving the 

efficiency and effectiveness with which police department resources are 
used and that affect staffing levels 

 A plan for implementing recommendations that do not require union 
negotiations should be developed by the implementation task force 

 The Mayor and City Council should also determine the extent to which 
staffing to support expanded proactive initiatives should be funded  
without receiving union agreement to modify practices that limit 
management’s ability to ensure these resources are used effectively 

 At the same time the Mayor and City Council should indicate the extent 
to which funding to increase proactive initiatives will be provided if 
needed changes to the current labor agreement are made 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 
 

 

The city should take the following steps to implement the study 
recommendations (cont’d) 
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 This plan proposes priorities for implementation, suggests who should 
assume responsibility for each implementation activity, and offers a 
timetable for executing the plan 

 The plan can be used as a scorecard for measuring implementation 
progress 

 One of the implementation task force’s first tasks should be to develop 
action plans to flesh out implementation details 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 
 

 

An implementation plan to guide the city in implementing the 
improvements recommended in this report has been developed 
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An implementation plan to guide the city in implementing the 
improvements recommended in this report has been developed (cont’d) 
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An implementation plan to guide the city in implementing the 
improvements recommended in this report has been developed (cont’d) 
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An implementation plan to guide the city in implementing the 
improvements recommended in this report has been developed (cont’d) 
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An implementation plan to guide the city in implementing the 
improvements recommended in this report has been developed (cont’d) 
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APPENDIX A – BENCHMARKING RESULTS 
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Berkshire Advisors will use the benchmarking information to provide 
an overall context for the study rather than as the basis for making 
specific recommendations 

 The ultimate decision with regard to the level of service the Pawtucket Police 
Department will provide should be based on an assessment of community needs and 
the resources available to support police services  

 Benchmarking comparisons with other agencies, however, can be useful when 
making an overall assessment of a particular function or service 
 In particular, using benchmarking as a diagnostic tool – to understand where 

efforts to improve should be focused – can be beneficial 

 Concerns about whether “apples to apples” comparisons are being made are much 
less relevant when the purpose of the benchmarking effort is to make an overall 
assessment of performance rather than to make detailed recommendations for 
improvement  

 Benchmarking analysis can also be used to support change in the department  
 Benchmarking can open the eyes of managers to fundamentally new, and often 

better, ways of providing service 
 In addition, comparisons of productivity with benchmark organizations can also be 

helpful in getting managers to reach the point where they accept that change is 
both possible and needed 
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Completed benchmarking questionnaires have been received from all 
of the police departments that agreed to participate 

 Bridgeport, CT 

 Burlington, VT 

 Clifton, NJ 

 Providence, RI 

 Reading, PA 

 West Warwick, RI 

 Woonsocket, RI 

 

 

 

 

 
 



4 

Benchmarking information was collected in 11 categories  

 City demographics 

 Finances 

 Work week 

 Rank structure 

 Police department staffing 

 Special functions 

 Patrol deployment 

 Calls-for-service 

 Crime statistics 

 Operational practices 

 Equipment 
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The Pawtucket Police Department serves a population that ranks in 
the middle (fourth smallest) of the eight departments for which 
benchmarking data will be presented 

 The department serves the third smallest geographic area 
 

  
Police Department 

 
Population 

 Served 

Land Area 
Served In Square 

Miles 
West Warwick, RI 28,817 7.93 

Woonsocket, RI 41,026 7.74 

Burlington, VT 42,417 10.31 

Pawtucket, RI 71,148 8.74 
Clifton, NJ 85,390 11.26 

Reading, PA 87,893 9.88 

Bridgeport, CT 147,216 15.90 

Providence, RI 177,994 18.40 

Average (excluding PPD) 87,250 11.63 
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As compared to the benchmark jurisdictions Pawtucket has the fourth 
smallest median family income; however, it has the second smallest 
percentage of individuals below the poverty level 

 While about two out of five Pawtucket residents (39.4 percent) speak a 
language at home other than English, four of the benchmark jurisdictions 
have an even higher percentage of individuals who speak a language other 
than English at home 

 
 

 

 
 

City 

 
Median 
Family 

 Income 

 
Percentage of 

Individuals Below 
Poverty Level 

Percentage Of 
Individuals Who Speak 
A Language At Home 
Other Than English 

Reading, PA $26,777 38.7% 49.0% 

Woonsocket, RI $36,058 25.8% 24.2% 

Providence, RI $38,243 29.0% 48.75 

Pawtucket, RI $40,379 19.3% 39.4% 
Bridgeport, CT $41,050 23.3% 46.1% 

Burlington, RI  $42,677 25.1% 11.2% 

West Warwick, RI $50,590 24.4% N.A. 

Clifton, NJ $66,389 9.0% 55.0% 

Average (excluding Pawtucket) $43,112 25.0% 39.0% 
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Of the benchmark jurisdictions, the percentage of a city’s general fund 
allocated to the police department is third highest in Pawtucket 

 
 

Police Department 

 
Police Department 

General Fund 
Budget 

Police Department  
General Fund Budget 
As A Percentage of 
City’s General Fund 

 
 

Rank 

Reading, PA $32,915,895 (a) 36.0% 1 

Burlington, VT $15,000,000  28.0% 2 

Pawtucket, RI $23,916,797 22.0% 3 

Clifton, NJ $21,058,000 19.1% 4 

Bridgeport, CT $90,913,911 17.0% 5 

West Warwick, RI $5,450,137 16.0% 6 

Providence, RI $68,610,211 (a) 15.0% 7 

Woonsocket, RI $8,667,470 10.8% 8 

Average (excluding PPD) $34,659,375 20.3% 

 
(a) Department does not provide communications/dispatch operations. 
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Pawtucket ranks near the middle of the benchmark cities – fifth 
highest – in terms of size of the police department’s general fund 
budget per 1,000 population 

 
Police Department 

 
Police Department 

General Fund Budget 

Police Department  
General Fund Budget 
Per 1,000 Population 

 
Rank 

Bridgeport, CT $90,913,911 $617,555 1 

Providence, RI (a) $68,610,211 $385,463 2 

Reading, PA (a) $32,915,895 $374,500 3 

Burlington, VT $15,000,000 $353,632 4 

Pawtucket, RI $23,916,797 $336,042 5 

Clifton, NJ $21,058,000 $246,610 6 

Woonsocket, RI $8,667,470 $211,268 7 

West Warwick, RI $5,450,137 $189,129 8 

Average (excluding PPD) $34,659,375 $339,737 

 
(a) Department does not provide communications/dispatch operations. 
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Pawtucket has the third smallest budgeted overtime expenditure per 
police department employee 

 
Police Department 

Police Department 
Budgeted 

Overtime Amount 

Overtime Amount Per 
Police Department 

Employee 

 
Rank 

West Warwick, RI $592,000 $9,548 1 

Bridgeport, CT $4,500,000 $8,911 2 

Reading, PA $1,693,781 $8,731 (a) 3 

Woonsocket, RI $840,000 $7,706 4 

Clifton, NJ $1,200,000 $6,486 5 

Pawtucket, RI  $899,500 $5,604 (a) 6 

Burlington, VT $675,271 $4,893 7 

Providence, RI $840,000 $1,147 8 

Average (excluding PPD) $1,477,293 $6,775 

(a) Does not include part-time employees. 
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Although sworn officers work 40 hours or more per week in four of the 
benchmark jurisdictions, in four of the jurisdictions (including 
Pawtucket) sworn officers work 37.5 hours or fewer per week 

 Likewise, civilians in four jurisdictions work 40 hours or more per week while 
civilians work 35 hours per week in three jurisdictions (including Pawtucket) 

 
 

 

 
Police Department 

Average Number Of 
Hours Sworn Officers 

Work Per Week (a) 

Average Number Of 
Hours Civilians Work 

Per Week (a) 
Bridgeport, CT 35.1 40 

Pawtucket, RI 37.5 35 

Providence, RI 37.5 35 

Woonsocket, RI 37.5 37.5 

Burlington, VT 40 43 

Reading, PA 40 40 

West Warwick, RI 40 40 

Clifton, NJ 41 35 

Average (excluding PPD) 38.7 38.6 

(a) Does not include overtime. 
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Pawtucket’s rank structure includes more gradations in rank than the 
other departments 

 Only one other agency has a “detective sergeant” rank and none of the other 
jurisdictions have “detective lieutenant” or “detective captain” ranks 

 
 

 

Police Department Rank Structure 
 

Pawtucket, RI Officer, Detective, Sergeant, Detective Sergeant, 
Lieutenant, Detective Lieutenant, Captain, Detective 
Captain, Major 

Bridgeport, CT Police Officer, Police Detective, Police Sergeant, Police 
Lieutenant, Police Captain, Deputy Chief 

Burlington, VT Officer, Sergeant, Lieutenant, Corporal, Deputy Chief 

Clifton, NJ Patrol Officer, Sergeant, Lieutenant, Captain 

Providence, RI Officer, Sergeant, Lieutenant, Captain, Major, Commander 

Reading, PA Officer, Officer/FTO, Sergeant, Lieutenant, Captain 

West Warwick, RI Patrolman/woman, Detective, Sergeant, Detective Sergeant, 
Lieutenant, Captain, Major 

Woonsocket, RI Patrolman, Sergeant, Lieutenant, Captain 
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Six of the benchmark jurisdictions appoint staff to investigator roles 
while two benchmark departments select investigators based on a 
promotional process 

. 

 
 

Police Department 

 
Administrative Assignments 
Or Promotional Process For 

Officers? 

 
Different Rank For 

Investigative 
Supervisors? 

Administrative 
Assignments Or 

Promotional Process 
For Investigative 

Supervisors? 
Pawtucket, RI Promotional Yes Promotional 
Bridgeport, CT Promotional No 

Burlington, VT Appointed No 

Clifton, NJ Appointed No 

Reading, PA Appointed No 

Providence, RI Appointed No 

Reading, PA Appointed No 

West Warwick, RI Appointed based on seniority Yes Promotional, then through 
seniority within rank 

Woonsocket, RI Promotional Process That 
Considers Seniority 

No  
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Pawtucket ranks near the middle (fifth highest) in terms of total police 
department staff (budgeted sworn and civilian positions) per 1,000 
population 

 

 

 

 

 

 

 
 

 
 

 

 
 

City 

Total Number Of 
Budgeted Sworn 

Police Department 
Positions 

Total Number Of 
 Budgeted Civilian 
Police Department 

Positions 

Total 
 Police Department 

Staff Per 1,000 
Population 

Bridgeport, CT 442 63 3.43 

Burlington, VT 100 38 3.25 

Providence, RI 494 74 3.19 

Woonsocket, RI 90 19 2.66 

Pawtucket, RI 133 27.5 (a) 2.23 
Reading, PA 168 (b) 26 (b) 2.21 

Clifton, NJ 154 31 2.17 

West Warwick, RI 51 11 2.15 

Average (excluding PPD)              2.72 

(a) Does not include 32 part-time positions (27 crossing guards, 1 VIN officer, 1 records clerk, 3 pound-keepers). 
(b) Does not include more than 100 sworn and civilian part-time positions. 
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The Pawtucket Police Department ranks fifth in terms of the ratio of 
budgeted sworn positions to budgeted civilian positions 

 

 

 

 

 

 

 

 
 

 
 

 

 
 

Police Department 

Number Of 
Budgeted 

Sworn 
Positions 

Number Of 
Budgeted 
Civilian 

Positions 

Ratio Of Budgeted 
Sworn Positions 

To Budgeted 
Civilian Positions 

 
 

Rank 

Bridgeport, CT 442 63 7.02 1 

Reading, PA (a) 168 (b) 26 (b) 6.46 2 

Providence, RI (a) 494 74 6.68 3 

Clifton, NJ 154 31 4.97 4 

Pawtucket, RI 133 27.5 (c) 4.84 5 
Woonsocket, RI 90 19 4.74 6 

West Warwick, RI 51 11 4.64 7 

Burlington, VT 100 38 2.63 8 

Average (excluding PPD) 5.30 

(a) Department does not provide communications/dispatch operations. 
(b) Does not include more than 100 sworn and civilian part-time positions. 
(c) Does not include 32 part-time positions (27 crossing guards, 1 VIN officer, 1 records clerk, 3 pound-keepers). 
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PPD ranked in the middle (fourth highest) for the number of officers 
who respond to calls-for-service as a percentage of the total number 
of sworn police department staff 

 

 

 

 

 

 

 

 
 

 
 

 

 
 
 

Police Department 

 
Number Of Sworn 

Officers Who 
Respond To Citizen-
Initiated Calls-For-

Service 

 
 

Total Number Of  
Budgeted Sworn 

Police Department 
Staff 

Percentage of 
Sworn Officers 

Who Respond To 
Calls Compared To 
The Total Number 

Of Budgeted 
Sworn Staff 

 
 
 

Rank 

Reading, PA 106 168 63.1% 1 

Burlington, VT 60 100 60.0% 2 

West Warwick, RI 30 51 58.8% 3 

Pawtucket, RI 68 133 51.1% 4 
Bridgeport, CT 225 442 50.9% 5 

Clifton, NJ 74 154 48.0% 6 

Woonsocket, RI 40 90 44.0% 7 

Providence, RI 182 494 36.8% 8 

Average (excluding 
PPD) 

51.6% 
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PPD has fewer sworn officers and detectives responsible for 
conducting follow-up investigations of reported crime* than four of the 
benchmark departments 

 
 
 

Police Department 

 
Number Of Officers 

And Detectives 
Conducting Follow-
Up Investigations 

 
 

Number Of Sergeants 
Overseeing Sworn 
Investigations Staff 

Number Of Civilians 
Primarily 

Responsible For  
Supporting Follow-
Up Investigations 

Providence, RI 60 9 0 

Bridgeport, CT 47 7 0 

Clifton, NJ 15 4 1 

Reading, PA 13 2 1 (a) 

Pawtucket, RI 12 2 1 

West Warwick, RI 12 2 0 

Woonsocket, RT 10 2 0 

Burlington, VT 3 1 1 

*Does not include domestic violence investigations. 
(a) Part-time position. 
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The percentage of sworn staff conducting follow-up investigations* is 
third lowest in Pawtucket of the benchmark departments 

*Does not include domestic violence investigations. 
 

 
Police Department 

Percent  Of Sworn Staff 
Conducting Follow-Up 

Investigations 

 
Rank 

West Warwick, RI 23.5% 1 

Providence, RI 12.1% 2 

Woonsocket, RI 11.1% 3 

Bridgeport, CT 10.6% 4 

Clifton, NJ 9.7% 5 

Pawtucket, RI 9.0% 6 

Reading, PA 7.7% 7 

Burlington, VT 3.0% 8 
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The number of sworn officers and detectives primarily responsible for 
undertaking proactive initiatives* is highest in the two largest 
departments (Providence and Bridgeport) 

 
 

Police Department 

Number Of Officers And 
Detectives Primarily 

Responsible For Proactive 
Initiatives 

 
Number Of Sergeants 
Overseeing Proactive 

Initiative Staff 
Providence, RI 30 6 

Bridgeport, CT 13 4 

Reading, PA 9 1 

Burlington, VT 8 1 

Pawtucket, RI 7 1 

Clifton, NJ 7 0 (a) 

Woonsocket, RI 6 1 

West Warwick, RI 2 1 

*Includes narcotics, vice, street crimes, and gang units. 
 
(a) One lieutenant oversees this function. 
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As a percentage of total sworn staffing, PPD has a higher percentage 
of sworn staff undertaking proactive initiatives* than three 
departments and a lower percentage than four departments 

*Includes narcotics, vice, street crimes, and gang units. 
 

 
Police Department 

Percent Of Sworn Staff 
Undertaking Proactive Initiatives 

 
Rank 

Burlington, VT 8.0% 1 

Woonsocket, RI 6.7% 2 

Providence, RI 6.1% 3 

Reading, PA 5.4% 4 

Pawtucket, RI 5.3% 5 

Clifton, NJ 4.5% 6 

West Warwick, RI 3.9% 7 

Bridgeport, CT 2.9% 8 
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The number of budgeted staff primarily responsible for training 
operations in the benchmark jurisdictions varies 

 Pawtucket, RI: 1 sworn officer and 1 sergeant 

 Bridgeport, CT: 4 sworn officers and 1 sergeant 

 Burlington, VT: 10 sworn officers and 1 sergeant 

 Clifton, NJ:  8 sworn officers and 1 sergeant 

 Providence, RI None  

 Reading, PA : 2 field training officers (20 acting FTOs) and 3  
   sergeants 

 Woonsocket, RI: 1 sworn officer and 1 lieutenant 

 West Warwick, RI:    1 lieutenant 
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None of the benchmark jurisdictions have a full-time SWAT team 
although five of the jurisdictions train staff who are available for SWAT 
deployment when needed 

 

 

 

 

 

 

 
 

 
 

 
 
 

 
Police Department 

Does The Police Department 
Have A Full-Time Dedicated  

 SWAT Team? 

Does The Police Department Have 
A SWAT Team Available For  
Deployment When Needed? 

Pawtucket, RI No No 
Bridgeport, CT No Yes 

Burlington, VT No No 

Clifton, NJ No Yes 

Providence, RI No Yes 

Reading, PA No No 

West Warwick, RI No Yes 

Woonsocket, RI No Yes 
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All but two of the benchmark departments employ dedicated sworn 
staff as School Resource Officers (SROs) and pay the full cost of 
these officers 

 Likewise, all of the benchmark departments except two employ school 
crossing guards and pay the full cost of these staff 

 

 

 
 

 
 

 
 

 

 
 
 

Police Department 

 
Does The Police 

Department 
Employ Full-

Time Dedicated 
Staff As SROs? 

 
Percentage  Of 

Total SRO Costs 
Paid By The 

Police 
Department 

 
Does The 

 Police Department 
Employ School 

Crossing Guards? 

Percentage  Of 
Total Crossing 
Guard Costs 
Paid By The 

Police 
Department 

Pawtucket, RI Yes 100% Yes 100% 

Bridgeport, CT Yes 100% Yes 0% 

Burlington, VT Yes 100% No 

Clifton, NJ Yes 100% Yes 100% 

Providence, RI Yes 100% Yes 100% 

Reading, PA No Yes 100% 

West Warwick, RI Yes 100% Yes 100% 

Woonsocket, RI No No 
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Pawtucket and Bridgeport deploy the most two-officer patrol units per 
day 

 Three of the benchmark jurisdictions do not deploy any two-officer units 

 
Police Department 

Average Number Of  
One-Officer Patrol Units 

Deployed Per Day 

Average Number Of 
 Two-Officer Patrol Units 

Deployed Per Day 
Woonsocket, RI 5 0 

Burlington, VT 7 0 

West Warwick, RI 16 0 

Pawtucket, RI 20 6 
Clifton, NJ 21 3 

Providence, RI 25 3 

Bridgeport, CT 54 9 

Reading, PA N.A. N.A. 

Average (excluding PPD) 21.3 2.5 
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Different approaches are used to respond to calls-for-service in the 
benchmark departments  

 Only Burlington, VT uses civilian staff (community service officers) to respond to calls-
for-service 

 None of the benchmark departments have a unit that handles calls-for-service by 
telephone although Reading, PA uses light duty staff to take calls by phone when 
these staff are available 

 Two of the benchmark departments handle calls through on-line reporting 
 In 2014, Pawtucket handled 616 on-line reports and Burlington handled 

approximately 1,500 reports 
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Average response times to emergency and non-emergency calls-for-
service vary widely 

 It is important to note that factors such as a city’s geographic size and 
infrastructure may affect response times 

  
Police Department 

Average Response Time To 
Emergency 

 Calls-For-Service (a) 

Average Response Time To 
 Non-Emergency 

 Calls-For-Service (a) 
Burlington, VT 2:00 6:00 

West Warwick, RI 2:38 4:57 

Reading, PA 3:45 (b) 33%  of calls under 10 minutes 
26% of calls between 10 and  20 
minutes 
41% of calls greater 20 minutes  

Clifton, NJ 4:26 4:26 

Woonsocket, RI 5:00 5:00 

Providence, RI 7:32 14:7 

Pawtucket, RI 47.5% less than 5 minutes 
31.2% between 5 and 10 minutes 
9.0% between 10 and 15 minutes 

12.3 percent greater than 15 minutes 

18:18 

Bridgeport, CT N.A. N.A. 

(a) Time is in minutes and seconds. 
(b) Emergency calls are not distinguished.  Time represents weighted average of calls responded to in less than  
      5 minutes.  
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Pawtucket had the third fewest Part I crimes per 1,000 population of 
the benchmark jurisdictions providing information 

 

 

  

 

 

 
 

 
 

 
 

 

 
 

City 

 
 

Homicide 

 
 

 Rape 

 
 

Robbery 

 
Agg. 

Assault 

 
 

Burglary 

 
 

Larceny 

 
Motor 

Vehicle 
Theft 

Part I 
Crimes Per 

1,000 
Population 

 
 

Rank 

Clifton, NJ 1 6 71 108 203 1,092 107 18.59 1 

West Warwick, RI 0 23 12 19 128 330 24 18.60 2 

Pawtucket, RI 1 37 51 113 569 1,334 255 32.67 3 

Woonsocket, RI 0 36 49 140 358 676 88 32.83 4 

Reading, PA 9 58 288 408 852 1,494 206 37.72 5 

Bridgeport, CT 11 90 549 691 1,132 2,403 751 38.22 6 

Providence, RI 20 121 307 502 1,723 4,478 989 45.73 7 

Burlington, VT N.A. N.A. N.A. N.A. N.A. N.A. N.A. N.A. 

Average (excluding 
Pawtucket) 

6.8 55.7 212.7 311.3 716.0 1,745.5 360.8 31.9 
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PPD’s success in clearing Part I crimes compares favorably with the 
benchmark jurisdictions reporting clearance information in most crime 
categories 

 PPD had the highest clearance rate of the benchmark departments for 
murder, rape, and aggravated assault and ranked second in robbery of the 
department’s providing clearance information 

 The department ranked third and fourth respectively for auto theft and 
larceny clearances 

  
 

Police Department 

 
 

Murder 

 
 

 Rape 

 
 

Robbery 

 
 

Agg. 
Assault 

 
 

Burglary 

 
 

Larceny 

 
 

Auto 
Theft 

 Average 
Part 1 

Crimes  
Clearance 

Rate 

 
 

Rank 

Woonsocket, RI N.A. N.A. N.A. N.A. N.A. N.A. N.A. 84.0% 1 

West Warwick, RI N.A. 43.0% 55.0% 56.0% 20.0% 26.0% 35.0% 28.0% 2 

Reading, PA 77.8% 48.3% 32.6% 76.9% 11.6% 19.1% 16.0% 25.9% 3 

Clifton, NJ 100.0% 0.0% 30.9% 59.3% 9.3% 26.5% 1.9% 24.6% 4 

Pawtucket, RI 100.0% 59.5% 37.3% 78.7% 21.7% 16.3% 11.4% 23.6% 5 

Bridgeport, CT 100.0% 23.3% 17.9% 48.2% 5.9% 8.9% 7.9% 14.3% 6 

Burlington, VT N.A. N.A. N.A. N.A. N.A. N.A. N.A. N.A. 

Providence, RI N.A. N.A. N.A. N.A. N.A. N.A. N.A. N.A. 
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Follow-up investigative practices vary in the benchmark departments 

 Bridgeport, CT; Reading, PA; Providence, RI; and West Warwick, RI use 
solvability factors when assigning cases to an investigator for follow-up 

 Pawtucket, RI; Burlington, VT; Clifton, NJ; and Woonsocket, RI do not use 
solvability factors when assigning cases 

 The percentage of reported crimes that are assigned for follow-up 
investigations varies from 10% to 100% 
 Burlington, VT – 10.0% 
 Reading, PA – 11.3% 
 Clifton, NJ – 30.0% 
 Bridgeport, CT – 100% 



29 

Response to non-injury traffic accidents is similar in the benchmark 
departments 

 All of the benchmark police departments dispatch patrol officers to non-injury 
traffic accidents with minor damage 

 None of the departments dispatch civilian staff to non-injury traffic accidents 
with minor damage 
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Police departments in Rhode Island provide court-related and other 
services not provided by most of the other jurisdictions 

 Police officers in Providence, RI; sergeants in Pawtucket, RI and Woonsocket, RI; and 
detectives, detective sergeants, and majors in West Warwick, RI serve as prosecutors 
and/or participate in defendant arraignments at district court 

 Detectives in Pawtucket, detective patrolmen in Woonsocket, and patrol officers and 
detective sergeants in West Warwick also participate in defendant arraignments at 
family court 

 Police department staff in Bridgeport, CT; Burlington, VT; Clifton, NJ; and 
Reading, PA do not provide these functions 

 Police officers in Burlington, Pawtucket, Providence, and Woonsocket and detectives, 
detective sergeants, and detective majors in West Warwick serve as prosecutors 
and/or participate in defendant arraignments at the traffic tribunal  

 Of the five jurisdictions that operate a municipal court (Pawtucket, Clifton, Providence,  
West Warwick, and Woonsocket) sworn officers in the four Rhode Island jurisdictions 
(Pawtucket, Providence, West Warwick, and Woonsocket) serve as prosecutors in 
court proceedings 

 Only in Clifton do civilians perform these functions 

 In addition, while sworn officers provide court security in Pawtucket, in Clifton civilian 
staff provide court security 
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Police departments in Rhode Island provide court-related and other 
services not provided by most of the other jurisdictions (cont’d) 

 Police departments in Pawtucket, Burlington, Providence, West Warwick, and 
Woonsocket conduct VIN checks for vehicles purchased outside of their respective 
states 

 Pawtucket and Woonsocket charge a fee of $10 for city residents and $20 for non-
city residents; Providence charges a fee of $10 for city and non-city residents; 
West Warwick provides this service only for city residents for a fee of $10; and 
Burlington does not charge a fee for this service 
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Three of the benchmark police departments replace vehicles on a 
scheduled basis 

 Pawtucket, RI No 

 Bridgeport, CT: Yes 

 Burlington, VT: Yes (5-year rotation) 

 Clifton, NJ:  No 

 Providence, RI: No 

 Reading, PA: No 

 West Warwick, RI:  Yes (4 patrol/frontline vehicles per year) 

 Woonsocket, RI: No 
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The use of technology varies 

 Only Woonsocket, RI and Providence, RI employ “red light” cameras 

 None of the jurisdictions employ automated speed enforcement cameras  

 Three of the police departments (West Warwick, RI; Woonsocket, RI; and 
Bridgeport, CT) employ automated vehicle locator technology although 
Bridgeport only uses this technology when locating an officer in an 
emergency 
 In addition, Burlington, VT has this capability in place but it is not yet 

enabled 

 None of the police departments have patrol vehicles equipped with video 
cameras 

 Three of the police departments (Burlington, VT; Providence, RI; and 
Woonsocket, RI) issue city paid-for cell phones to detectives 
 In addition, West Warwick, RI issues paid-for phones to detective 

supervisors and SIU detectives only 
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APPENDIX B – BEST PRACTICE FINDINGS 
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Pawtucket elected officials and police department staff have decided 
to take a more rigorous approach to recruiting a diverse police 
workforce 

 In interviews with the Mayor, city council members, and police department 
employees, the benefits of having a diverse police workforce was 
consistently raised 
 Many participants in the community focus groups also expressed their 

desire that PPD’s racial/ethnic profile reflect the city’s demographics and 
expressed hope that the department would begin to address this issue 

 It was also acknowledged that PPD, like many other police departments, has 
failed to make significant inroads 
 As a consequence, the consultants were asked to identify best practices 

currently in use by other departments and to also make specific 
recommendations that PPD can discuss and begin to implement 
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Best practices research has identified several recurring themes that 
police departments are facing as they try to diversity their workforce 

 The culture of police departments is historically exclusive 

 The barriers to a diverse workforce are rationalized excuses and not 
honestly assessed reasons 

 Police department employees are not not actively engaged in the  
recruitment process 

 The police department does not actively engage the community in the 
recruitment process 

 Recruitment activities are narrowly focused 

 The application and selection processes are cumbersome and rigid 

 The recruitment plan’s results are not measurable  
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A range of strategies are being employed to recruit a diverse police 
workforce  

 St. Louis, MO plans to expand a recruitment program piloted by the Black 
Police Officers Association that is intended to increase diversity in the entire 
public safety department (police, fire, corrections, and park rangers) 
 For the past year, members of the Ethical Society of Police have 

recruited and mentored young Black men they think would make good 
police officers by offering support that includes a 10-week class on the 
basics of police work and help with the police academy application 

 The program will be funded from $39,000 approved by the city’s Board 
of Estimate 

 The new program is designed to support with recruiting trips to the 
University of Arkansas-Pine Bluff, a historically Black institution that draws a 
good portion of its student population from the St. Louis area 
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A range of strategies are being employed to recruit a diverse police 
workforce (cont’d) 

 The Phoenix, AZ police department has recently held three career 
orientation events where recruiters were available to discuss future career 
opportunities 
 For convenience and to help encourage participation across geographic 

neighborhoods the events were held at City Hall, a local library, and a 
neighboring city’s hotel 

 In addition, using the “word of mouse” approach, the department’s 
website has contained testimonials from female employees presenting 
their personal law enforcement experiences and issues specific to 
women 

 The website also is used to market the fact that officers receive a take-
home vehicle and financial incentives for rent and utilities if they 
voluntarily live in crime-free multi-housing apartments 

 During the past four years the Anne Arundel County, MD police department 
decided to focus more on community-oriented events and expansive 
recruitment activities, resulting in progressively better minority participation 
 The number of minority applicants has increased from 13 percent in 

2011, to 17 percent in 2012 and 25 percent in 2013 
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A range of strategies are being employed to recruit a diverse police 
workforce (cont’d) 

 Because of concerns that many applicants do not make it through the 
recruitment and selection process the police chief is working to shorten 
the process from 10 months to about 5 months, wants to send recruits 
weekly e-mails updating them about their status, reduce reliance on 
polygraph tests, and assign mentors to recruits 

 In addition, qualified candidates are now reviewed by the department’s 
top command staff, who make hiring recommendations 

 The Bridgeport, CT police chief has asked each officer to submit the name 
of one minority and/or woman who has the potential to become a good 
police officer 
 In addition the mayor and the police department staff are: 
 Collaborating with the Guardians and Hispanic Officers Society to 

better inform minority populations about career opportunities in the 
department 

 Holding robust recruitment drives across the city, which include 
visiting churches, attending parades, collaborating with local 
community organizations, and attending concerts 

 Visiting local college job fairs 
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A range of strategies are being employed to recruit a diverse police 
workforce (cont’d) 

 The Missouri Attorney General (who wants to build a pipeline to allow 
children to have positive interactions with police from kindergarten through 
college) recently held a two-day public workshop to explore solutions to the 
lack of racial diversity in the state’s law enforcement agencies  
 The workshop included police chiefs, school administrators, students, 

community and neighborhood leaders, and guidance counselors who 
provided input on the best ways to identify and encourage minority 
candidates to pursue law enforcement careers 

 The Somerset County, NJ police academy holds a summer police youth 
week that has succeeded in reaching different targeted communities 
 The program is funded by the county’s Police Chiefs Association and is 

intended for students entering their freshman year or just finishing their 
senior year of high school, who have a desire to become a police officer 
and is structured so that students get to spend a week at the police 
academy 

 According to the department the demographics of the students who 
enroll is much more representative of the county (more females and 
many more people of color) than most of the police departments within 
the county 
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A range of strategies are being employed to recruit a diverse police 
workforce (cont’d) 

 The academy also holds a hands on personal safety training seminar for  
high school seniors who will soon be entering college or the work world 
 The program, which provides safety tips and a lesson in self-defense, 

also makes students aware of law enforcement careers 

 The purpose of Chesterfield, MO’s cadet diversity recruitment pilot program, 
funded by private community-based donations, was to employ a young 
Hispanic male for the purpose of preparing him for entry into, and successful 
completion of, the police academy 
 The project was a success in that the person was hired as a sworn 

officer 
 Unfortunately, private funding sources dried up and the program has 

been temporarily suspended 
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A range of strategies are being employed to recruit a diverse police 
workforce (cont’d) 

 As a replacement the department initiated the minority internship 
recruitment program in which the department was able secure college 
credit for the participants 
 With this program the department continues to keep its recruitment 

team active; continues to keep the department in front of 
college/university students; and continues to foster relationships with 
members of the minority community 

 Depending upon the length of the internship and the scholastic 
requirements of the school, students who participate in the 
recruitment program are able to earn anywhere from three to six 
college credits toward their degree 
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A range of strategies are being employed to recruit a diverse police 
workforce (cont’d) 

 In 2003, the Ottawa (Ontario) Police Service launched an outreach 
recruitment program to help the police force reflect the more than 60 cultural 
communities it serves 
 The program was designed to ensure the recruitment process was open 

to all cultures 
 As part of the program, the Ottawa Police Service asked community 

representatives, along with its own employees, to help open up the 
recruiting process to all communities 
 Over a three month period, community representatives, under an 

oath of secrecy, reviewed recruiting questions and scoring for 
potential barriers to immigrants 

– As a result the Ottawa Police Service revised its recruitment, 
testing, and training practices 

 Marketing strategies for attracting potential recruits were revamped to 
reduce the emphasis on job requirements and to stress that police 
officers are part of the community first and police officers second 
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A range of strategies are being employed to recruit a diverse police 
workforce (cont’d) 

 Interviewers received additional training to eliminate bias from the 
interview and to help facilitate the background check process 
 For example, if the police have difficulty verifying foreign credentials, 

they direct the candidate to the appropriate authorities and then 
follow up with the candidate via phone or e-mail to track their 
progress on obtaining the required documentation 

 Immigrant candidates are encouraged to take an ESL course, sponsored 
by the Police Service, while also preparing for other testing components, 
such as the aptitude test, the written communication test, and 
psychological test 
 Since 2004, almost half the ESL course graduates have applied to 

the Ottawa Police Service and the Ontario Provincial Police 
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A range of strategies are being employed to recruit a diverse police 
workforce (cont’d) 

 The Storm Lake, IA police department recently established multilingual 
community service positions  
 These officers provide proficiency in a second language (typically 

Spanish or Lao), and help educate other officers on the various cultures 
 The police department also created multilingual forms and signs 
 In addition, the department and the city have partnered with the Iowa 

State University extension office to create the community voices 
program, that models the citizen police academy with a curriculum that is 
presented in multiple languages for new immigrant residents 
 The program’s curriculum is designed to deliver information to many 

diverse communities and includes public safety-related courses, as 
well courses on local government, leadership principles, civic 
responsibility, education, and health 
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APPENDIX C – PERSONNEL PRACTICES FINDINGS 
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A questionnaire was developed to collect police department personnel 
practices information in 12 categories 

 Qualifications for employment (sworn officers) 

 Recruitment and selection processes 

 Promotional components 

 Performance evaluation 

 Education and training 

 Career development 

 Salaries and benefits 

 Career advancement 

 Working conditions 

 Employee relations 

 Disciplinary procedures 

 Rules and regulations 
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Attachment G presents personnel management information for six 
police departments 

 Cranston, RI 

 Pawtucket, RI 

 Providence, RI 

 Warwick, RI 

 West Warwick, RI 

 Woonsocket, RI 
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APPENDIX D – COMMUNITY FOCUS GROUPS SUMMARY 
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Community meetings were held to understand public perceptions 
about the Pawtucket Police Department 

 Three meetings were held with community stakeholders 
 Meetings lasted between 75 and 90 minutes 
 There were between 17 and 24 participants in each meeting 

 A wide array of stakeholders participated including: 
 Residents 
 Business and property owners 
 Faith-based leaders 
 Former law enforcement employees 
 Individuals responsible for security at local companies 
 Elected officials 
 Representatives from city, social services, civic, and non-profit agencies; 

sports leagues; the public school system; and neighborhood 
organizations 
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In general, the Pawtucket Police Department is viewed very favorably 
by meeting participants 

 The Chief and individual commanders were highly praised for being 
accessible, responsive, and committed 

 Comments included: “I’m totally satisfied,”  “Staff are fantastic,” and 
“I’m proud of PPD” 

 Patrol officers were cited as being polite, efficient, taking the time to 
listen, and doing their jobs professionally 

 Numerous participants said they had the cell phone numbers of department 
command staff and officers, have called them on numerous occasions, and 
have gotten prompt responses 
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Relationships between the police department and the community are 
strong  

 Participants are pleased by the department’s community outreach efforts 
 Participants indicated that there is a good, strong core of officers who 

are from the community, have a caring attitude, and are ingrained, 
invested in, and dedicated to working with the community and not just 
having a job and earning a paycheck 

 Department staff not only regularly attend community/neighborhood 
watch meetings, festivals, and events but also donate money and 
supplies and give of their time on and off-duty 

 Department staff work in partnership with neighborhood associations 
and other agencies to provide collaborative services 

 The department’s efforts relating to seniors is highly regarded 
 Officers are very respectful, deal well with delicate issues, and go 

“above and beyond” when they respond to calls to try to make seniors 
feel safe 

 There’s a clear line of communication and no issue is too large or too 
small to be handled promptly and compassionately 

 The senior advocate provides much needed training on fraud and 
scams, and is available to address other areas of concern 
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Relationships between the police department and the community are 
strong (cont’d) 

 Officers have learned to respond with sensitivity when handling mental 
health issues 
 “They’ve been a God-sent asset” when responding 

 In general officers are patient and respectful when interacting with youth and 
take the time to de-escalate volatile situations 
 The School Resource Officers were specifically praised for being 

“phenomenal” in how they deal with students (“as students and not as 
criminals”) and their families (“take the time to understand their specific 
issues”) 

 Representatives from group homes, the YMCA, soup kitchens, and the 
boys and girls clubs all praised the department’s efforts to build personal 
relationships with youth based on trust, mentorships, and supportive 
guidance 
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For the most part, feedback on how calls are handled was positive 

 Response times to emergency and non-emergency calls was viewed as 
relatively good 

 With several noted exceptions participants were pleased with the way patrol 
officers responded to calls 
 In some instances seasoned officers handled calls more professionally 

and with a better understanding of the situation than younger officers 
 And in cases where there may been a problem a call to the officer’s 

superiors seems to have resolved the issue  
 Two suggestions were proposed 
 Additional professional development relating to the “community 

relations” aspects of responding to calls should be provided to 
ensure more consistency in how officers handle calls 

 New officers who respond to calls by “throwing their weight around” 
should be monitored and receive constant training including training 
in how to respond in non-typical situations 

 There may be a communications gap between callers and dispatchers 
 Occasionally callers feel as if they are bothering the dispatcher by calling  

in, especially when numerous calls are made relating to problems in the 
same locations 

 



55 

Although problems within the department are not seen as being 
systemic concerns about a number of issues were raised 

 The lack of some aspects of community policing need to be addressed 
 The need to open/re-open substations in community centers located in 

problem areas would help address short-term issues 
 Bike patrols were viewed as being paramount to community policing and 

in Pawtucket bike patrols are scarce 
 In particular the department needs to keep its “promise” to establish  

bike patrols in several areas 
 Some neighborhoods have seen a spike in visible patrols but this was 

rare until a month or two ago 
 In addition a visible patrol presence is needed when night-time youth 

athletic games are ending 

 Quality of life crimes need to be identified and addressed on a 
neighborhood-by-neighborhood basis 
 In particular, concerns about the following issues were raised: parking 

on the wrong side of the street; running stop signs; loud music; and 
offensive language 
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Although problems within the department are not seen as being 
systemic concerns about a number of issues were raised (cont’d) 

 More frequent patrols would allow the police to see for themselves the 
problems rather than waiting for residents to always call in 
 If officers passed by more frequently on regular patrols they could 

handle these problems at that time rather than wait for the residents 
to call in, which also adds to the residents’ fear of reprisal 

 If the department is serious about building trust, issues need to be handled 
with transparency and honesty 
 The community should expect the police department to have a few “bad 

apples” who shouldn’t be officers so there’s nothing wrong with publicly 
saying an officer “screwed up” or the officer “over reacted and made a 
bad situation worse” 

 Past department acknowledgment of problems has turned around some 
of the more skeptical community members 
 “My issue was addressed and I feel confident now in the department” 
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Although problems within the department are not seen as being 
systemic concerns about a number of issues were raised (cont’d) 

 The department needs to make better use of the support the community is 
willing to give 
 Where lack of money is an issue several community members 

expressed their willingness to hold fund-raising events 
 The community center on Memorial Drive can be made available to the 

department for events, workshops, and meetings 
 Community members who have had direct experience with the police 

should be invited to speak at PPD-sponsored meetings, especially 
meetings aimed at creating greater understanding 

 The department and the community need to educate themselves and each 
other 
 There’s a knowledge gap between the department and various ethnic 

groups 
 Law enforcement means different things in different cultures 
 Language barriers enhance the problems 
 Generational disparities enhance the problems 
 More education would help establish cohesion and less emotionally-

charged responses 
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Although problems within the department are not seen as being 
systemic concerns about a number of issues were raised (cont’d) 

 Residents should be proactive and attend PPD’s citizen’s academy 
(when it is re-started) 

 The department should consider hiring outside trainers to learn about 
dealing with other cultures 

 At a minimum, another public meeting open to the entire community  
should be held as soon as possible 
 The meeting should include presentations by youth who have had 

dealings with the police 
 In addition monthly meetings with various ethnic groups should also 

be considered that focus on specific issues (e.g., what to do if the 
police make a stop; how to address language problems) 

 The department needs to market itself 
 In light of recent national news stories PPD needs to get the word out 

about the good things going on in the department (and in the city) 
 Messages need to focus on things the department is doing right and be 

put in the hands of people who will spread the word 
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Although problems within the department are not seen as being 
systemic concerns about a number of issues were raised (cont’d) 

 Diversity within the department was consistently cited as an issue that needs 
to be focused on 
 If the department is focusing on becoming more diverse the public isn’t 

aware of it 
  In some ways Pawtucket is an inner city in flux with a growing diverse 

population and the department needs to be flexible and open-minded to 
reflect these changes 

 The plan for diversifying the department should include not only hiring 
minority officers but as importantly command staff 

 Other concerns included: 
 How can PPD collaborate more with neighboring departments 
 The “deplorable” condition of the police building 
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APPENDIX E – EMPLOYEE SURVEY RESULTS 
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 The employee survey response rate was relatively high 

 Seventy-six employees (47 percent of total police department staff) 
responded to the survey 

 19.8 percent of the respondents are managers/supervisors  
 Civilian employees completed 28.9 percent of the surveys and sworn 

employees completed 71.1 percent 
 Close to two out of three respondents (64.5 percent) have worked for the 

police department more than 10 years 
 

 
 
 
 
 
 

 
 

 
 

 
Tenure 

 
Percent Responding 

Less Than 1 Year 1.3% 

One To 4 Years 6.6% 

Five To 9 Years 27.6% 

Ten To 19 Years 46.15 

More Than 20 Years 18.4% 
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 The employee survey response rate was relatively high (cont’d) 

 All PPD units were represented 

 
 
 
 
 
 
 

 
 

 
 

 
Unit 

 
Percent Responding 

Administration Services 13.2% 

Investigative Services 27.6% 

Office Of The Chief 2.6% 

Patrol 56.6% 
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 Survey results represent employee perceptions only 

 Attachment H presents the combined survey results for all respondents 

 Attachment I presents the survey results comparing civilian staff responses 
and sworn staff responses 

 Attachment J presents the survey results for patrol employees only 
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F – ACTIVITY ANALYSIS SURVEY RESULTS 
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An activity analysis survey was developed to be completed by patrol 
officers who primarily respond to calls-for-service 

 Based on the results of a focus group meeting with patrol officers and input 
from the project’s steering committee, an on-line activity analysis survey was 
developed 

 The purpose of the survey was to determine how patrol officers spend their 
time during the course of a year across 11 categories of activity:  
 Administrative 
 Calls 
 Call-outs 
 Warrant and subpoena service 
 Traffic enforcement 
 Non-traffic self-initiated activities 
 Community meetings 
 Assignments 
 Dispatch 
 Reports 
 Other activities 
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An activity analysis survey was developed to be completed by patrol 
officers who primarily respond to calls-for-service (cont’d) 

 Sixty-eight patrol officers who primarily respond to calls-for-service started 
the survey and 57 surveys were completed 
 Day shift:   23 responses (40.35%) 
 Evening shift:     17 responses (29.82%) 
 Night shift:      17 responses (29.82%) 
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An activity analysis survey was developed to be completed by patrol 
officers who primarily respond to calls-for-service (cont’d) 

 

 

 

 

 

 
 

 

 Patrol officers indicate that they currently devote approximately 31 percent of their 
time on responding to calls and calls-related activities, 18 percent of their time on 
writing and revising reports, 13 percent of their time on self-initiated activities, and 
12 percent of their time on other activities   

 
 
 

 
CATEGORY 

 
ACTIVITY 

PERCENT OF 
TIME SPENT 

Calls Respond to calls; back-up other officers; conduct 
preliminary investigations; transport prisoners; book 
prisoners; process property; transport prisoners to 
hospitals  

31.07% 

Reports Write reports; revise reports 18.48% 

Non-traffic self-
initiated activities 

Patrol; perform self-initiated activities 12.56% 

Other activities Take meal breaks; take breaks; drive to and from the 
station at the beginning and end of the shift 

12.05% 

Traffic enforcement Promote traffic safety; make traffic stops; issue traffic 
citations; call for tow trucks; remove debris from accident 
scenes; set out traffic cones 

9.55% 
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An activity analysis survey was developed to be completed by patrol 
officers who primarily respond to calls-for-service (cont’d) 

 

 

 

 

 

 
 

 

 
 
  

CATEGORY 
 

ACTIVITY 
PERCENT OF 
TIME SPENT 

Assignments Provide support for protests, parades, and other activities; 
Serve on honor guard; handle phone calls and perform 
other duties in the station 

6.01% 

Administrative Attend roll call; bid cars and assignments; check car; 
check e-mail; attend court; return equipment  

5.23% 

Warrant and 
subpoena service 

Serve warrants; serve subpoenas 3.08% 

Dispatch Serve as a dispatcher 1.24% 

Community meetings Attend community meetings .88% 

Call-outs Participate in call-outs as a member of a specialized unit .75% 
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An activity analysis survey was developed to be completed by patrol 
officers who primarily respond to calls-for-service (cont’d) 

 

 

 

 

 

 
 

 

 
 
 

 
CATEGORY 

AMOUNT OF TIME 
SPENT 

DAY SHIFT 

AMOUNT OF TIME 
SPENT 

EVENING SHIFT 

AMOUNT OF TIME 
SPENT 

NIGHT SHIFT 
Calls 30.00% 33.24% 30.29% 

Reports 22.17% 17.29% 16.35% 

Non-traffic self-
initiated activities 

10.31% 14.35% 12.35% 

Assignments 10.05% 5.94% 1.29% 

Other activities 9.12% 6.24% 21.53% 

Traffic enforcement 7.27% 10.65% 10.82% 

Administrative 6.03% 5.18% 5.53% 

Warrant and 
Subpoena Service 

3.04% 4.24% 1.18% 

Dispatch 2.17% .94% 0.65% 

Community meetings 1.60% 1.24% 0.0% 

Call-outs 1.18% .71% 0.0% 
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APPENDIX G – RELIEF FACTOR CALCULATIONS 
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It is more cost-effective for the PPD to use overtime to adjust staffing 
to account for most absences than to hire additional staff 

 The small difference between overtime costs and the costs of additional full-
time employees suggests that it is prudent to be conservative when 
determining the number of additional full-time employees that are needed to 
adjust for vacancies and expected absences 

 Relief factors assume that absences will be spread out evenly over the 
course of a year 
 In reality, of course, there will be more than the average expected 

number of absences on some days and fewer than the average 
expected number of absences on other days 

 When more than the number of staff needed to meet service 
expectations are deployed the cost to the department is the full cost of 
the position  

 When overtime is used to bring staffing levels up to the needed 
complement because too few full-time officers are working the difference 
between overtime costs and the cost of a full-time employee including 
benefits is typically small 
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It is more cost-effective for the PPD to use overtime to adjust staffing 
to account for most absences than to hire additional staff (cont’d) 

 From a cost perspective, relief factors for uniform staff should be set so 
that the costs of expected overtime expenditures (if too few officers are 
working) equal the costs of expected full-time employees (if more 
officers are employed than are needed) 
 For most departments, if there is a 90 percent chance of understating 

staffing needs (and having to use some overtime) and a 10 percent 
chance of overstating staffing needs (and employing more full-time 
staff than is necessary) these costs will be about equal 

 A relief factor set at 1.28 standard deviations below average 
absences represents the breakeven point where the costs of paying 
overtime and the costs of employing full-time employees are equal 

 When calculating absences in Pawtucket the results were skewed because 
a few employees were absent a significant amount of time because they 
were suspended or on military leave 
 Three employees were absent due to military leave for a total of 640 

hours 
 Five employees were absent due to suspensions for a total of 1,792 

hours 
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It is more cost-effective for the PPD to use overtime to adjust staffing 
to account for most absences than to hire additional staff (cont’d) 

 Clearly overtime should be used for these absences and they were excluded 
from the relief factor calculations 

 The relief factor based on average absences (after excluding suspensions 
and military leave) is 1.24 

 When the calculation is made using absences 1.28 standard deviations 
below the average the relief factor is 1.10 
 When using the 1.10 relief factor the equivalent of .14 FTEs per position 

will need to be filled using overtime 
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