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A Bucket Approach to Framing the Police
Staffing Challenge

Need/Demand
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There's a Widening Hole in the Bucket

Changing
Generational

Expectations \ I
Military
Budget Crises — <« Call-ups
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The Economy Has Had a Profound Effect on
Law Enforcement Staffing

°* For many, standard responses —that is, cuts at the
margin —have not been enough

Traditional reluctance to cut public safety has given way
to dramatic and unprecedented staffing (and service)

decisions

— Hiring freezes, lay-offs, furloughs, "org death,"...

®* Considerable experimentation in the substantive delivery
of public safety services
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Three Important Steps to Meet
Workforce Needs

®* Determine the staffing level needed to complete
the workload demands and performance
objectives

®* Determine the proper staffing structure that most
cost-effectively meets the needs of a department

* Selectively use recruiting and retention tools in a
way that fosters the department's goals, taking
Into account practical considerations
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Workload-based Approaches Are the Most
Comprehensive and Result in the
Greatest Efficiency

® Derive staffing indicators from demand for service

Only approach to systematically analyze and
determine staffing needs based on demand, service
style, performance objectives, and other agency
characteristics

No universally accepted method for conducting a
workload-based assessment
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Large Police Agency Cohort Profiles Highlight
Workforce Planning Lessons

® In 2008, with support from the National Institute of
Justice, | conducted a national staffing survey of
police agencies with 300 or more officers (N=146)

— The response rate was 73 percent

®* The survey gathered rich data regarding workforce
levels and distributions, recruitment and retention
strategies, and other administrative issues
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Healthy and Unhealthy Patterns Exist

Unhealthy pattern: One that
deviates from an optimal distribution
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Even More Reason to Consider the Existing
Cohort Structure When Making Major
Personnel Decisions

- Personnel action Junior heavy Tﬁ

Hiring freeze / Substantially better, reduces

Unfilled attrition junior cohort

Substantially better, reduces
junior cohort

Not employing recruits, Substantially better, reduces |

completing academn junior coho

Academy cancellation

Substantially better, assuming

Layoff least senior targeted

Substantially worse, further

retirement i
Mandatory retireme reduces senior cohort

Substantially worse, assuming

Buy-out most senior targeted

Mioderately worse, maintains

Furlough imbalance
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Even More Reason to Consider the Existing
Cohort Structure When Making Major
Personnel Decisions

Personnel action

Hiring freeze /
Unfilled attrition

Academy cancellation

Nt employing recruits
completing academy

Layoff

Mandatory retirement

Buy-out

Furlough
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Junior heavy

Substantially better, reduces
junior cohort
Substantially better, reduces
junior cohort
Substantially better, reduces
junior cohort

Substantially better, assuming

least senior targeted

Substantially worse, further
reduces senior cohort

Substantially worse, assuming

most senior targeted

Moderately worse, maintains

imbalance

Senior heavy

~ Substantially worse,
reduces junior cohort
Substantially worse,
reduces junior cohort
Substantially worse,
reduces junior cohort
Substantially worse,
assum{gg least senior

geted

Substantially better,
reduces senior cohort
Substantially better,

assuming most senior
targeted
Moderately worse,
maintains imbalance

Efficient

Moderately worse,
reduces junior cohort
Moderately worse,
reduces junior cohort
Moderately worse,
reduces junior cohort
Moderately worse,
assuming least senior
targeted
Moderately worse,
reduces senior cohort
Moderately worse,
assuming most senior
targeted
Substantially better,
maintains balance
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Research and Experience Demonstrate That...

Police organizations operate in a dynamic
environment

* Systemic factors influence the ability of police
organizations to staff themselves effectively

®* Unique circumstances affect workforce needs
* Police organizations have limited analytical

capacity and few resources to assess and plan for
their workforce needs

MICHIGAN STATE Wilson- 24

ORI VOB RS © 2012 Michigan State University




Managing Police Workforces
IS a Delicate Process

e Staffing levels should be workload and performance-
based—service delivery suffers when levels fall below
allocations based on these dimensions

* |t is important to distinguish workforce structures from
staffing levels, and goals for both should be set

* The factors that challenge the ability to meet workforce
goals are multi-dimensional, systemic, and local

Recruitment and retention tools are used to meet and
maintain these goals (not just staffing levels)

* Given the problems that can occur when cohorts are
unbalanced, it is important to maintain proper workforce
balances and avoid their oscillation
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